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The criticism regarding consultation with the Senior Staffs obvious]
is directed at a failure to obtain available competent advice, Undoubtedly,
the Senior Staffs had good officers who could have been helpful, The judgme
invelved, however, was at what point do vou draw the line when vou have
operational activities to be accomplished. Each of the Senior Staffs assigne
officers to work with the project staffs. No Senior Staff officer not so
assigned could have been kept sufficiently well-informed without full and
constant briefings, In view of the briefing obligations already in existence,
it was decided that additional briefing burdens were unacceptable. Moreove
as indicated above, a line had to be drawn and it was felt that sufficient seni
personnel were fully involved, The Survey's criticism in this connection
ig based on a concept of a normal DD/P project rather than an extraordinary
one like Cuba. In this connection, it should again be emphasized that
participation by other elements of the Government is wholly omitted by the
Survey.

The Project Review Committee's {PRC) clearance at the most
under PRC procedures would have involved a review of the proposed project
in its early stages with a view to determining whether or not it should proce
The peculiar nature of the Cuban project resulted, as alrea.dy' indicated, in
clearances throughout the Government at lewels which make it hard to com-
prehend how the PRC would have affected the process. Moreover, even

TS # 181884
e L Copy /



i
15
internally in the Agency, the PRC is only advisory to the DCI and it isg
doubtful if its normal procedures were intended to apply to this type of
project.
The Agency, particularly the DD/P, is criticized for failing
to deprive the Development Projects Division [DPD), the Agency's air
arm, of its independence by placing it within the organizational structure
of the project. The proper organizational positioning of an air commander
in relation to the ground commander has long been a matter of arpgument
in the Armed Services. The same difference evidenced itself in the
Cuban project with WH-4 favoring the Marine view of complete sub-
ordination of air conflicting with the DPD air view advocating a separate
command with responsibility to support, This conflict was never fully
settled and did i.‘.'i‘Ll.ﬂf friction (and probably in a broader sense never will
be to the full satisfaction of all the services). It is not felt that it ereated
any more serious difficulties. At any rate, the DD/P dealt with this
difference in the only possible practical way in early October 1960, On
5 October the Paramilitary Chief sent a study through C/WH to DD/P
expressing at length his views on the command relationships for air
operations. On 12 Octaber 1960, the DD/P wrote an answer which set
forth the controlling decisions, A copy of this memorandum is attached
as Annex.B. Operational control of air forces and facilitias required
for the project was assigned to Chief of the Task Force, An air staff
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section for air operations was created in the Task Foarce, The Acting
Chief of DPD was designated chief of the new air section which was to in-
clude all DPD personnel when actually employed on project business.

Since DFD had many air commitments to service outside of the
Cuban project, AC/DPD was directed to report to the DIP in the ueual
manner as to thise non-Cuban business,

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

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

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

The Survey devotes several pages to criticism of the WH-4
intelligence collection (pages 75-B0) covering a number of points,
The most serious allegation is that the interpretation of intellipence
was "entrusted to officers who were so deeply engaged in preparations for
the invasion that their judgments could not have been expected to be
altbgether objective. " (Para, 13, page 78). One of the essential items
referred to is the estimate regarding the effect of the strike force
landing in triggering "an uprising among the Cuban population”. (Para. 13,
page 78}, The Survey's lack of understanding of the project's theory
on this point and the evidence for the judgments reached has been dis-
cussed in detail elsewhere.

It might be noted again that one of the supporting memoranda
to General Taylor's oral report coneluded "we do not feel that any
failure of intelligence contributed significantly to the defeat”., Moreover,
two members of General Taylor's four-man Cuban Study Group, even
in retrospect, still felt after hearing all the evidence that the.ﬂperal:ion
might have been successful had the Cuban air power been eliminated,

Prabably if any nimilar*ﬂ‘_fort were to be attempted in the future

an even éreater association between DDJP and DD/1 should be worked out
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for evaluation purposes. In view of the above conclusions, however, it
would seem fair to say that admitting failures (which indeed is done} they
were not as obvious as the Survey suggests. In fact a case can still be
made that the estimates were right.

The Survey's ather criticism regarding WH/ 4 intelligence activities
will be dealt with briefly. The creation of a G-2 in the paramilitary unit
rather than with the Project FI Section is strongly eriticized, (Pages 77-79
The alleged bad conaequence of this error, i.e., improper estimates, has
just been discussed. In other respects on this point the Survey is inaccurats
The Chief of the FI Section did attend WH/4 staff meetings (Para. 10, page 77
There was liaison between the G-2 and F1 Sections (Para, 11, page 77). The
both saw cables {Para. 10, page 77). They exchanged intelligence and
generally supplemented each other (Para, 11, page 78],

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

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

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

Washington, on the other hand, was anxious to aveid moving
Headquarters functions te Miami or treating Miami as a field station
which it clearly was not. Miami was not Guba. Communications from
target areas could be received and handled just as fast in Washington as
in Miami. Many aspects of operational planning could be handled just as
well, if not better, in Washington than Miami. Goordination with other
operating areas was better handled in Washington. There were, of course,
exceptions. Some of the more obvious exceptions were that Miami was a
center-for Cubans and an active interchange by sea between h’l.ia.mi and
Cuba was a fact of life. The project organizational concept, therefore,
was to provide Miami with pBD]:lli.:} and the authority needed to take advantage

of these potentials. Mainly, of course, this meant Fl and CI activities,
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some propaganda activities, some special training, and the handling of

the Cuban exile leaders, The Survey apparently does not find major fault
(except as noted in the following paragraphs) with respect to Headquarters-
Miami organizational relations in these fields, whatever the Survey may
say about these activities in other respects.

The Survey does to some extent criticize the training run by Miami
by saying that there was no full-time chief of training, no training cbjectives
or plan and that much of it was merely a case officer doing the best he
could. (FParas. 24-26, pages 133-134). The results allegedly were
haphazard. For example, "one man was trained in a hotel room to make
a parachute jump". (Para. 25, page 134). Obviously a full jump course
would have been preferable but the Survey's comment indicates a lack
of understanding of the problem. In WW II, many aificers did succesaful
operational jumps with only minimal ground training. Combat pilots and
air crews, when forced to jump, did se without having even been trained
in a hotel room. Anyhow, as the Survey says the hotel-trained jumper
“made one (jump) successfully!" It might also have been stated by the
Surwvey u-z.at the man in question was in his early thirties, in excellent
physical condition and an expert tumbler. Moreover, his one successful
Jump was the only one he was ank;d to do, This case, unimportant in
itself, is ;'cferred to because it brings out several relevant points, i.e.,
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in projects of this kind operating necessities are handled in the best possible
way. Agents are often used without adequate training in the hope of getting
some benefits; training sites are often inadeguate but are accepted as the
only available ones in view of all applicable conditions; operational equip-
ment is not selected as being the best for the job but the best for the job

in the light of applicable limitations; drop zones, reception committees
and internal organization are rarely what would be described as ideal in
the training text book. Communications are difficult, zones hard to
identify and agents are on the run and harassed. Since the Survey at no
peint suggests the existence of these problems, some reference to their
presence seemes essential.

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

Moreover, the Survey provides some evidence inconsistent with the
foregoing. In paragraph 5 on page 126 the care taken in."s_'uhrctj.nn and
screening of Useppa Island trainees is described. Paragraph 1Z on page
129 sets forth the training given to 178 trainees criginally prepared for
infiltration. "In all,” the Survey states, " 178 men {including 23 radio
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operators) had been trained in security, intelligence collection, and
reporting, propaganda and agitation, subversive activities, resistance
organization, reception operations, explosives and demolitions, guerrilla
action, and similar matters." This would seem reasonably complete and
orpanized. Granting a normal complement of faults and failures, it is
still believed that the Miami PM operational and training record is a
good one and that this will be supported by the results.

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

Ag between the two offices, Headguarters retained the final decisions
on any operation activity directly involving Guban soil or territorial
waters. The concern of non- Agency elements of the Executive Department,
already described, meant that it was inadvisable to permit operational
decisions involving Cuba to be made outside of Washington. Moreover,
with the speed of communication the extra time required was normally
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acceptable, since not eperationally fatal, even though aggravating to those
involved (i.e., mainly Miami officers), Of course, overflight decisions
had to come to Washington as did landings of any substantial amounts of
materiel. Small exfiltration and infiltration operations could have been
decided in Miami but policy limitations, such as no entry inte Guban
territorial waters of boats having Americans aboard, made close
Washington supervision advisable. Moreover, delay in cbtaining decisions
on these latter type operations was especially minimal since in substantially
all of these cases WH/4 was authorized to make the decision. Actually,
as pointed out by the Survey, Headquarters seldam had any difference of
view with Miami. (Para. 27, pagellB).

As far as PM results were concerned, the statistics were that in
mid-April 1961, 43 trained PM agents (these are in addition to the 31 FI
agents mentioned in Para. 10, page 70 of the Survey) were on the ground
in Cuba of which 13 were regularly functioning, non-doubled radio operators
and four more were radio operators but in reserve since they had no sets
of their own. The geographic distribution of both these agents and radio
operators was pretty good, covering most of the island.

The maritime operations handled by Miami had by mid- April landed
B8, D00 pounds of materiel (which with the 27, 800 lbs, actually delivered
by air provided the resistance up to L7 April with a total of 115, 800 bs. ),
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had infiltrated 79 bodies and exfiltrated 51 bodies. Admittedly, much of
the material, though by no means zall of it, was landed on the nerth shore
in Havana Province since this was a resistance center, Conseguently,
those who wanted it and those who could handle it were concentrated there
- particularly in the early days. Of the 88, 000 lbs. total, however, zbout
45, 000 1bs. was in provinces other than Havana, i.e., about 19, 000 1bs,
in Matanzas and 26, 000 lbs. in FPinar del Rio, Las Villas and Camaguey.
In addition, some materiel was landed on the south coast at both the west
and sast ends, 1. e., a small amount, perhaps 00 Ibs. in Oriente and
20, 000 lbs. in Pinar del Rio. In the early days after 2 ship with the range
was available, a few efforts were made to land some materiel in the central
part of the scuth coast but connections were never made with the reception
parties. For z substantial period (at least two months) prior to the landing
the central south coast was intentionally avoided since it was felt to be
vital not to provide even the slightest sugpestion of eperational interest
near possible landing areas.

Some of the specific criticisms of the Miami Base should be menticned.

1.} GCenflict and confusion between Headguarters and Miami was said
to exist, resulting in duplication of effort (para. 5, page 68) and division of
cantral as to both agents and in the maritime field as well as high phone bills
and unnecessary cables. The duplication of effort undoubtedly existed to some
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extent, particularly in the summer and fall of 1960 as the orpganization

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

to confugion of channels, there was surely some confusion in the early days
on Washington-Miami calls, but in the fall of 19460, rules were established
which, it iz believed, adeguately clarified this problem. The divigion af
control on maritime assets wag intended, namely, the small boats were
considered tactical and were under Miami contrel, the hig boats strategic
and were, therefore, kept under Headquarters contrel in order to keep them
avzilable _‘-'a:r. and ready to support the main landing. As far as is known,
this division of control, which is considered to have been sound, caused no
real difficulty.

2.) Miami allegedly received almost no intelligence support (paras.
15-18, pages T9=-80). The general nature of thesze allegations plus a failure
to indicate what the alleged conseguences of the errors were once more
make it difficult to answer directly, Obviously, there was no intention to
deprive Miami of needed support and no Miami operation is known to have
failed because of lack of cperational intelligence, Bezch areas and the in-
ternal Cuban situation were as well known to Miami as to Washington,

{See para, 17, page 80)., U-2 photography did not go to Miami, but it was
not needed for any of the Miami decisions. Also, it was awvailable in
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Washington to Miami officers. As to Special Intelligence (para. L6, page 79,
the Miami Base was supperted by a whele Staff D unit at ancther location,
Miami did not, it is true, have a Staff D officer in Base Headguarters, An
FI officer, however, was given the responsibility of digesting all Special
Intelligence material in order to pass it to operations officers if important.
In addition, he briefed the operations officers on this material twice a weelk.
3.} Security is attacked (paras. 1 et seg., papge 135). Obviously
many aspects of the Cuban project were public knowledge. With the required
relations with many Cubans, peliticians, military, and otherwise; recruoit-
rent efforts; press, magazine, radic and cther propaganda programs, a
substantial amount of undesired publicity along with the desired was unavoid-
able., Otherwise, it is believed that the security record of the project was
not too bad. For example, it iz now known that any case officer was ever
"blown' by true name. The Useppa Island operation was never dizclosed,
1L & training sites were menticned in the press but not located specifically
and were not, it is believed, identified, The mevement of the brigade from
Guatemala to MNicaragua and from Nicaragua to Zapata was not dizcovered,
In view of the efforts to find out everything by the Cubans and the U, S.
press, these were significant accomplishments., Sending agents to Cuba who
hzd known each other in training is criticized and blame is registered for one
radic operater who knew "almest every paramilitary operation in Cuba [rom
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the beginning of the project”. In reply, it can be said that every effort
was made to send agents trained together to different parts of Cuba,
Admittedly, there were cases where they may have moved together after
arrival {e. g., working their way into the city of Havanal. No caze iz
known, howewver, where two agents trained together were despatched to-
gether to the same place.  As to the knowledgeable radio operator, it is
guite true that there was a man with exclusive knowledge of operations,
He served under three reasietance chiefs, the first two having been killed.
Ezch of these chiefs chose him as their command communications channel.
thereby evidencing the utmost confidence in him, He managed to escape
and is now an instructor for the Agency, Mo reason is known as to why
the belief in him was not justified, The disregard of securily rules by
trained agents {para. 4, page 136) was regrettable but Cuban, or indeed
hurman, discipline is fallible, MNo instance is reported or known where
such indiscipline was too serious or could have been aveoided, As to
American lack of discipline the Survey cites only one case, i, e., that

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

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

fore, of the looser procedures were net too evident,
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VI - Annex A

24 October 1960

EYES ONLY

MEMORAMDUM FOR: A/DDE/fA
C/WH Division
C/WH/ 4
ACGC/DP Division

The following procedures shall apply to all Cuban overflights

undertzken under the Cuban Project, with the exception of anyU-2
reconnaiszance missions. Approval for the latter shall be obtained and
instructions issued in accordance with standard U-2 procedures,

1,  Prior to sending any notification to the field, the DDJ/P and -
A/DDPSA (or one of them if either im unavailable) ghall be briefed.on the
eparational plan. If possible DDP/EBM shall be included in the briefing
in order to be informed when the matter is presented to the Special Group.

2., WH/4 should be responsible for arranging this briefing. Ag a
rule it ahould cover at least the following aspects of the proposed operation:

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

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

3, The DD/F, or A/DDF{A on his behalf, shall make arrangements
for an approprizte briefing of the D/DCI on each such flight, MNormally such
briefing will occur after a DDJ/P plan has been decided upon following the
briefing referred to in paragraph 1labove, In case of urgency, however, the
DD/F, or A/DDPfA on his behalf, may decide to combine these briefings into
a single briefing in order to save time, /H. B.: All briefings of c:‘iﬂmer_‘me
‘DCI or the DfDCI on Cuban Project matters including the above shall be
arranged through the Offige.of the DDIF. [ wiiseeouipmun v, el
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4. Following the above briefings an appropriate messape, or
messages, will be sent to the field. Since an approwval of the operation
and of specific operational plans will have been obtained in the briefings,
messages may be released by C/WH/4 (and AC/DPD as appropriate),
provided they communicate plans reviewed at the briefings. If, however,
any message includes important instructions the substance of which has
not already been reviewed then it should be released by the DD/F or
DJDCI as appropriate.

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

RICHARD M. BISSELL, TR,
Deputy Director
{Plans}
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EYES OMLY 12 October 1960
MEMOBANDUM FOR: Chief, WH-4

SUBJECT: Organization and Command Relationships-
WH-4 and Developrment Projects Division

REFERENCE: Memo for C/WH-4, dated 5 Cetober 1960,
from C/WH/4?PM, subject: Study on
"Organization and Command Relationshipe
of Cuban Task Force {CTF) for Air
Operations"

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

2. Additional Considerations Bearing on the Problem:

2. As stated in the reference. present command
relationships do not give the Cuban Task Force Commander [CWH [ 4)
control over all the major assets committed or proposed 1o be com-
mitted to this operation. In particular, air capabilities are under the
control of AC/DFD, a separate component subject to no cormmen
command below the level of the DDJP, Although the referenced
paper does not specifically refer toother resources reguired for
the CTF which are not under the comnmand of C/WH-4. it is im-
portant to emphasize that this project will require extensive support
from other organizational components and that no conternplated
arrangerments will give C/WH-4 command authority over all the
resources and supporting activities upon which the success of the
project depends.  Accordingly, the issue raised by the paper is
whether with respect lo air assets the dividing line between assets
under the command of the C/WH-4 and other assets remaining under
separate command but used in support of the Cuban Project should
be drawn as at present or should be redrawn in such a way as to
place part of DPD under command of G/ WH-4
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b. The reference argues that the proper place to
draw the line is between the Air Support Section of DPD, which
should be transferred o the control of C/WH-4, and the other
¢lements of that component. It is believed that this Judgment is
erraneous. In actual fact, the Cuban Project will réequire at one
time or another the performance of operational and supporting
activities by most of the branches of DPD, The reason is that
DPD has been developed as a larpely geli-sufficient, intergrated
organization which includes staff sections for not only operations,
but logistics, personnel, finance, security, and administration --
all of which mzy have some part to play in the Cuban Froject.
Specifically, it will probably be desirable for logistic support
of air operations to be managed by DFD, As for operational
planning and Headquarters monitoring of operations, it may well
be desirable to use the DFD control reom and communications
facility. The DPD Cover Offi cer certainly has important contri-
butions to rmake as does the Security Section. Ewven the Air
Froprietaries Branch will be concerned with the Cuban Project
because of the need for some of its resources. In order, thera-
fore, to place under the command of C/ WH-4 all of the air assels
he may require it would be necessary to transfer a substantial
part of DPD,

¢. The foregoing suggests that the proper dividing
line between the authority of C/WH-4 and that of AG/DFD sheuld
be redrawn in such a way that perhaps half of the latter component
would be under the command of the Cuban Task Faree Commander.
In fact. hewever, it would be inefficient and praobably wholly in-
feasible to draw a dividing line in this fashion. All of the Branches
of DPD which have responsibilities for the Cuban Project, and most
of the personnel who will discharge these responsibilities, also
have concurrent duties which fall outside of the responsibility
of C/WH-4, If DED were a large Headquarters it would at least
be feasible to split each Branch into two pieces but such is not the
case. Maoreover, the burden of the Cuban Frojeet activities and
of ather business will vary from day to day and week to week,
Efficient utilization of personnel requires that in many cases the
same individuzls perform both sets of duties,

*



i, Supplementary Conclusions: It is concluded that DED
a8 an organizational unit cannot be split into two parts, onc of
which would have full and exclusive responsibility for Cuban
Froject activities and be placed under the command of CfWH-4,
Taking this conclusion in conjunction with those stated in para-
graph 4 of the reference it would appear that a solution must be
sought not by splitting DPD; but by placing the whole of that
Division under the control of the CTE Commander with respect
to air activities which are in fact Cuban project operations. This
solution will have the added and vital advantage of making avail-
able to C/WH-4 as a senior staff officer, AC/DPD who is the
senior air commander in the Agency.

4. thsical Segaralion: The considerations set forth in
paragraph 2 above suggest that no modification of command
relationships will overcome the major difficulties that grow out
of the physical separation of WH-4 and DFD. It is manifestly
infeasible to house the whole of DPD in the Cuban Project
headquarters. The physical location of the DPD Air Support
Eection with WH-4 may be desirable but abvicusly will leave the
DPD Operations Control Room and its Logistics and Adminis-
trative Branches in a remote location. Accordingly, such
matters as the devising of cover stories, the working out of
budpets and funding arrangements, certain security business,
and the clearance of many cables will still have to be done between
officers who are housed some dlstance apart. It should be em-
phasized that this i% inherent in any arrangement whereby the
full resources of DFD are emploved in support of the Cuban
Froject. FPerhaps the most serious problem is that presented
by the remoteness of AC/DPDVs office from that of C/WH-4,
This can only be overcome by reasonably frequent meetings |
between these two individuals, The inconvenience which is the
cost of this solution is the price that must be paid for the em-
ployment in the Cuban Project of the best technical talent
awvailable to the Agency under circumstances that will permit
that talent to be used parttime lor the performance of other
essential tasks,

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

air section of the Cuban Project, along with other stafl sections
of WH-4 a= appropriate, in the development of military plans.
It will be necessary, if high professional standards are to be
maintained, for several military specialists, of which air
represents one, to be made use of in planning a5 well as in
operations.

b6. Approved Actiom

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

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

c. AC/DPD will serve as the Chief of the CTF Aip
Section. The staff of the Air Section will include any and all DPD
personnel when acteally employed on Cuban Project business.

d, For DPD business unrelated to the Cuban Project,
AC/DPD will cantinue to report in the usual manner to the DDJP,
When and if questions arise cencerning the allocation of DPD
resources as between the Cuban Praject and other régquirements
and activities, such guestions will be resolved by the DD/P,



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

(signed)
RFICHARD M. BISSELL, JR.
Deputy Director
[(Plans)






VIL

FPERSONNEL

The Survey is critical of the Preject's personnel manapement
in two major respects:

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

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

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

1) Unsupported allegations of fact as in paragraph 5 on page
42, which will be discussed further below,

Z) Conclusions unsupported by facts as in paragraph 13 on
page 45 where a number of "obstacles are stated in such Zeneral
terms as to make their understanding difficult or in paragraph 3 an
Page 42 where it is stated that as a result of a2 mumber of factors
"none of the most experienced, senior operating officers of the
Apency participated full time in the project. ' {(Underlining Supl;iiedﬁ.

3] An admixture of allegations some of which apply to the DD/P
generally (e, p., lack of Spanish !.::.IIgU.iSlS, para. 9, papge 44;
defective r;.amre of entire TS staffing system, Para. L1, page 44);
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some of which apply to the government or the Department of Defenge
(e.g., problems with Armed Forces, para, 13, page 45); and some
relate to the Project.

An effort, however, will be made to be specific in » eply and
where this is imposeible to indicate the difficulty. Regarding in-
adequate competence in staffing, it should be stated that the Survey
mentions no names. A somewhat general response is, therefore,
unavoidable, but to be reasonably specific, it has been felt that
the names and the backprounds of a number of the senios officers
in the project, excluding thé DD/P, A/DDE/A, and C/WH, would
be helpful in determining the managerial judgments in this selection.
{See Annex A). Support personnel, including communications, have
not been included since the Survey is rightly complimentary of their
performance. (Fage 45, para. 12; page 145, lines 3-7).

A major criticism by the Survey in connection with personnel
assignments was an alleged failure to carry oul a2 stalement made
by the DCI in April 19860 that he would do anything necessary to
provide the personnel needed for success. In fact, this was gliv&n
substantial recognition, On 15 April 1960, the Practice was estab-

lished that if the Project wished to secura the services of a parlicular

TOFP SECRET
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individual about whose release there was some question, CfWH weould
advise the A/DDF /A who would examine the case with the DIDJP,
Obwviously carte blanche could not be piven but a rapid procedure
was established for resoluton of difficult cases. In this connection,
it is not clear if the Survey in paragraph | on page 41 is criticizing
a failure to give carte blanche, but, if so, the conclusions sugpest
an orpganizational concept with which we dizagree.

The Chief of the Clandestine Service Fersonnel Office (C5PO)
also had meetings with the A/DDPfA in which the DCI's views were
dizcussed (at least one of which is recorded in a Memorandum for
the Record, dated 22 April 1960) and the C5PO arranged a pro-
cedure with WH=4 whereby personnel requests were brought to him
gither by name or by skill requirement, then by him to the appro-
priate Panel and finzlly to the element in question. The under-
standing was, as indicated above, that difficult cases would be
brought to the DI/P wvia the A/DDP/A. The purpose of this pro-
cedure was to avoid the need for WH-4 negotiating directly with
other elements regarding personnel thereby eliminating any
potential divisional conflicts,

Omn 16 May 1960, COPS 5entfan EYES ONLY memorandum to
Staff a.nd Division Chiefs and Chief, Operational Services indi-
cating the need of WH for clerical assistance as well as imposing

i b g TS 181854
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certain requirements on the addressees for help in thizs request.

A copy is attached as Annex B,

Again on £5 August 1960 at the DD/P weekly staff meeting

attended by Division and Staff Chiefs of the C5, COPS, in order

to re-emphasize the above, announced that the DD/P wanted

to be sure that WH-4 was receiving "enough first class people

to assure success in their efforts. " The solution announced

wWas:

C5 officers knew of the CIA policy to support WH-4 in its personnel
requirements. The success or failure of the application of the policy

ig, of course, a matter of judgment., Cbviously no personnel roster

"We have staffed WH-4 thus far without seriously inter-
fering with other operations and activities, The serious—
ness of the situation demands your most sympathetic
consideration of requests for temporary assistance 1o
them. They now have about a dozen eritical officer
vacancies. We have agreed to having WH-4 suggest the
names of those officers whom they would prefer to have
particular jobs. The €5 Personnel Office will be in touch
with you on the names produced by WH-4 znd on others
identified as being qualified. If you czn possibly spare
them for the next few months, I urge vou to do sa. If

you feel you cannot spare them, please lell the CEPO
your rezsons. DMr. Barnes, Mr., Bissell or I will then
attempt 10 judge the relative priorities and make a decision
respecting such assignments, "

In view of the foregoing, there can be little doubt that zenior

i e
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is ever whelly satisfactory. Conversely, ne project can take any
officer regardless of other commitmenta. The atltached roster,

it iz believed, ecatablishes that on an impartial judgment the

projectwas served with officers of experience and competence,
Obwviously the requirements of the Project were unusual and
urgent, but a review of the pace at which officers (i.e., atalf not
co;:tract} were assigned and detailed has revealed no more than
the usual problems, e.g., 2 requesting officer wanting help more
rapidly than provided and some junior officers being less qualified
than desired. On the whole, however, assignments and details
were kept pretty well up-to-date and the caliber adequate. In
a number of cases the performance of many officers respondead
to the challenge of the project, and, consequently, was better
than might have been anticipated. In this connection, it might
be noted that despite the enormous time demands, inconveniences,
family separations. and other difficulties imposed on personnel
the project's record for sick leave or absentesism was so good
as to be spectacular.
It might be noted that the CEFO, one of the few senior officers
with whom the I.G. or his representatives had any discussions on

3

this matter, asked the chief investigating officer what officers

B e i
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were considered poor., Une PM officer was named., The CSPD
then demonstrated that, although this officer was disliked by
some pecple, he had been specifically requested by WH-4, had
performed extremely well and in fact was continued in WH-4
after the misfortunes of April 1961 because of his performance
in the project. Mo more was then said about this individual

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

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

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

1. A basic mistake was made by filling key spots early
without realizing how much the project would grow with the result
that officers often endad up supervising three to four tHimes as TRANY
pecple as orpinally anticipated,

The inference of supervisors beyond their depth is clear,
It can only be zaid that supervision during the project in ne place

>

seemed to require change doe to inability. Moreover, it rnust be

el
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recognized that in a fast moving situation an informed junior officer,
who has lived with the project often is more ¢ffective than an unin-
formed senior officer. At any rate, further factual support of the
crificism must be produced before any more thorough answer can
be provided,

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

Actually, there were four GS-16 officers with the project.

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

>

reasons of grade an officer, performing well, in favor of a late-
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comer who was not an area expert. The third GS-16 was a DD/I
officer, not a DD/F officer, who performed well in 2 responsible
overt post. To have made him a2 manager would have created
problems since he did not have operational experience,
3. Uf the 42 officers "holding the principal operational
jobs in WH-4 in Grade G5-12 through GS-15" a large percentage
were rated in a lew position in the initial "Reletive Retention Lists",
(Paras, 4-5, papge 42).

Without analyzing specific cases, it is submitted that these
statements are completely deceptive as pessible evidence of poor
quality of personnel. The reasens are:

a. The ranking of individuals under the above
procedure in many c¢ases had nothing to do with competence or ability
in given assipnments. Rather the criteria were the needs of the ser-
vice over the years to come. A high prade specizlist in a little
needed field, therefore, might be rated very low. A specific example
ig a paramilitary officer assigned to WH-4 from another division who
served in the project with distinetion, Nevertheless, since his parent
divizion had no foreseeable need for such officers, he was ranked low
in the initial list. More generally a similar result might well be true
af 1:\:74.1-&1-:?:.ili‘l:a.::'[.r officers since the feeling is that the Agency, particularly
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post-Cuba, will in all likelihood have few similar projects in the
futare. Surely this view would be reflected in initial lists prepared
by Divisions and would tend 10 be corrected as necessary during the
elaborate policy level review of the lists,

b. Ranling is competitive, and since many of the
project officers were not WH officers, they were ranked in the
retention lists initially by WI officers in competition with WH
officers for long term WH assignments. On this scale, they might
well come out badly regardless of their competence for the Cuban
Project. In the first place, if paramilitary afficers, their speciality
is not in future dernand; and if not WH area specialists, they would
be poor competitors with area specialists locking to a long term
future. They might, however, have been excellent officers in many
Cuban Project assignments without area knowledge,

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

fgain, therefore, it is recommended that at the very least the
SBurvey's allegations in this respect be set aside until a more detailed
examination is possible caverin;: the specific individuala in question;
why tht‘:}rl were rated low on inifial lists; did their ratings change on
TS #181834
Copy #
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later lists and, mare specifically, what relation the rating for retention
purposes had to the performance on the Cuban Froject. Obviously, the
feverse might also be true, i.e., an officer could receive a top rating
for retention purposes but sHll have poor qualities for the type of ur-
gent rather peculiar requirements existing in the Cuban Project.

4. '"A very few project personnel spoke Spanish or had Latin-
American background knowledge, " {(Para. 9, page 44).

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

As to the Froject itself, the need for Spanish should also be
analyzed. Obviously it was necessary primarily fc.:: those dealing with
Cubana.. Mot all suech efficers, however, needed Spanish, since, for
example, PM instructors were quite able to perform eﬂective.]_}r.withnut
the language since they taught by showing and example. Actually, there
were Spanish-speaking trainers i:u.. Cuatemala so this point is made only
for purposes of analysis. Moreover, the training job both on the ground
and in the air was never an issue as it was generally concedad to have heen

excellent,
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As to others dealing with the Cubans, the officers working with
the Cuban politicians were all fluent in Spanish with one exception,

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

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

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

C/WH-4 and his Faramilitary Chief had fluent Spanish, as
did the Chief in Miami. To peneralize, of the sixteen senior mana-
gerial officers listed in Annex A, eleven had fluent Spanish, During
the last four months,, the Froject operated its own Signal Center and
its own Cable Secretariat pruvidingpbi—hc-ur coverage. Two of the
three pnst—éuf}r Duty Officers had flnent Spanish. Alsa, a Translation
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Unit of seven people was developed to provide 24-hour coverage of direct
communications.,

It can be asserted that Spanish speakers were zvailable for all
needed uges. ESome inconvenience may have been caused on occasion due
ta not having even more Spanish speakers, but a lack of adequate Spanish
speakers cannot honestly be alleged a5 a ground for any major failure
in the praject.

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

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

6. Regarding the improper use of skilled personnel, the Survey
has little to say. Inadequate use of GS5-16's is discussed above, The
only other comments in the Survey are:

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

b. "In many instances, case officers were used as "hand-
holders' for agents and technical specialists as stevedares,

Surely any case officer does some handholding. Wherein this was

particularly serious in the project is not known nor indicated by the Survey.

TS5 #181884
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The "stevedore" reference is elsewhere expanded by the Survey to the
effect that the "technical and training abilities" of several Nawy Chiel
Petty Officers whe were borrowed in connection with work in certain
of the Project's ships were "grossly misused" as "much of their
time was spent al stevedore or deckhand labor, " (Paras 33-34, pages
120-121). It is quite true that some Navy personnel on duty with the
Apency were made available by their components to represent the
Apency interests and keep an eye on maritime repairs and modifications,
Unquestionably, they were not fully employed though their presence at
moments was very important., In all likelihood, therefore, this was a
situation where some inefficiency of employment resulted. One Chiefl
Fetty Officer was upset by the assignment and asked to be returned to
his repular duties. Others, however, accepted the situation as special
and largely unavoidable, and served without complaint as long as their
experience was needed,

c. The Navy Capizin assigned at Agency Tequest 1o the Project
to handle maritime activity was "reported te have been not entirely
happy with his brief Agency tour. In any event, he was another example
of poor handling of peaple in this project, and he was not given a chance
to solve the problems of maritime operations . " (Para. 40, Page 123).
It is not know who "reported' the Ns:vg.- Captain (Captain Scapa) as "not
entirely ha.p'.p}r”. but we are surprised at the stztement since Agency
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officers close to him thought that he left in a pretty good frame of mind,
Of course, it mustbe remembered that his experiences might well have
caused some discouragement. He was flown on short notice from his
shipboard Navy assignment to detail with another Agency with which he
had no previous experience. He arrived in February 1961 5o that the
project was well along and he had to fit himself to it in 2 great hurry
and under pressure. He was, however, able to provide substantial help
and his assignment was distinctly worthwhile. He examined such ships
as the project had; went to Viegues and inspected the Cuban crew train-
ing; spent a substantial amount of time at Project Headquarters working
on the maritime aspects of the Trinidad and Zapata plans and finally
accompanied the Paramilitary Chief to Puerto Cabezas to participate
in the final briefing of the Brigade and the ships' crews, Thereafter
he returned to Froject Headgquarters and spent night and day in the war
and operations rooms working on all maritime aspects of the final days
of the effort. Such employ ment of Captain Scapa, it is submitted,

was sensible and constructive.
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VI -"ANNEX A

BIOGRAPHIC SUMMARY OF CERTAIN SENIOR OFFICIALS

Jacob D. Esterline E.0.D, February 1951 Chief, Cuban Task Fozrce

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

senior official on the anti- Arbenz project in Guatemala E&F
#. Mr. Esterline had iluent Spanish.
He has.since been assigned as Chief of Operations, WH Division.

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

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

14953, Chief Instructor — in Guerrilla Warfare z

Edward A, Stanulis E.O.D, September 1952  Deputy Chief, Cuban Task Ferc

Mr. Stanulis served.in succession as Chief, Plans and Programs, Chief
of Operations, and wltimately as Deputy Chief of the Caban Task Force.

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

He is now permanently relired for combat incurred disability {loss of
legl. His assignments prior to combat duly included:

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

Asst. Plans and Ops Qfficer

Training Officer, Infantry Tactics

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

On return to active duty in Washington he served as a Major in Fublic
Information Divisions of the Army and the Department of Defense until his dis-
charge in 1950.

TS #151884
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He has also had broad experience in public affairs, writing, editing,
and publishing. His prior Agency experience included assignments to OPC/PW,
PLE Staff, and FP Staff. Assigned as an jnstructor and ultimately Chedfbi
Headguarters Training, Ops School/OTR. Mr. Stanulis instructed in and
assisted in the revision of PP, Fl1, and PM courses.

Richard D. Drain E.O.D. March 1951 GChief of Operations, Cuban Task Force

Mr. Drainreported to the Project from an overgeas assignment in
. wherc he was Ghief of Internal Operations and on occasion

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

Among other assignments ke conducted Basic Training; served as
Assistant and Acting Dattalion £-3; was an Instructor at the Armored School;
and was Pattery Officer in Advanced Training.

In combat (ETC) he was Forward Ohserver with a Combat Team and a2
Flatoon Commander.

His decorations. include the Silver Star znd Bronze Star.

He is a lawyer and practiced in D. G. prior to Agency EOQD, His Govern-
ment experience alse included Apency assignmments as Executive #sst. io the
DD/, Staff Oificer for O/1C (Office of Intelligence Coordination), Secretary,
Intelligence Advisory Committes: and he was detached from the Agency for two
extra-fAgency assignments. In the first he served on the White House Staff of
the Planning Coordination Ciroup under Mr., Melson Rockefeller. Inthe second
he served with the Department af State as a Special Asst. ., Multilateral Afiairs.

John F. Mallard, Col. , USMC E,0.D. August 1957 54 Military, Cuban TaskFor

ES

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

maltters.

E.O.D. June 1951 Chicfﬂ_l_'t_tc}.ﬁ:'hi Section/Cuban Task Fore:

reported to the Project from the FI Staff. His earlier assign-

ments had included that of senior FI Case Officer in ? Chief / RIEEN

and Chiefl Instzuctor, Resistance Opas Course/OTR, -He has
received numerous commendations for his performances in Headquarters, in
the field, and in Agency liaison activities.

His military service was with the USMC where he served overseas as
Bomb Disposal Cificer from 1943 to 1945 at Mew Caledonia, Guadalcanal, and
Morthern Solomons. He is a Major in the USMCE.,

Albert ©. Dawies, Lt, Col.,USA E.O.D. March 1960 DC/Intel/Ph Section/
Cuban Tack Force

At the time of his assignment to the Project Col. Davies (a2 regular
infantry officer) had been serving as Army G-2, USACARIBE from 1954, He
is rated by his service as an Infantry Staff Officer. Served in the European
theatre during World War I and in Korea. He holds the Silver Star and the
Bronze Medal with two ocak leaf clusters. Prior to his assignment to USACARIE
he had been an infantry instructor at Fort Leavenworth, Battalion Executive
Officer, and Pattalion Commander in the Far East, and had been a student
at the Army Command and General Staff Officers Course in Oklahoma.

Col. Davies' assignment with the Cuban Task Force included that of Fost
Command at E:.-Eéfﬁﬁﬂﬁma'ﬂilgte}:@&yar}ﬁnﬁ&ief, Intel Unit-PM Section.

He has broad area familiarity with Latin America and has some fluency in
the Spanish language. He is currently serving as ChieffIntel, Research, znd
Reports/WH/ 4, '

E.C.D, February 1952 G/FI Section/Cuban Task Force
(Later DC/WHS 4)

experience included ten years with the Department of
State with whom he served in Tepucipalpa, Madrid, and Bantiage, Chile, the
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latter two as Second Secretary. He has fluent Spanish, Portuguese, and

French, and has wide experience in Lalin American affairs with a thorough
lknowledpe of economic matters.

His WIH Division assignments include the following

He is now preparing to assume duties o{—.

Rzlph G. Sechafer E.O.D. Aupust 1952 DC/FI Section/Cuban Task Force

Mr. Seehafer entered on duty with the Apency in August of 1952 and has
served.exclusively with WH Division. His overseas tours of duty included an
aseignment as_ He possesses fluent Spanish and also
speaks Portuguese and German. Mr. Sechafer took his undergraduate
degree in Hispanic studies. He is noted for his deliberate and untiring
efforts and was a source of strength to the several senior officers who
served as Chief of the FI Section.

David A. Fhillips E.0.D, April 1955 GII-‘P_‘LSchion.quban Task Force

Originally a coatract agent and covert associate in- .
Mr. Phillips became a staff employee with the Agency on assignment to P&F
Staff and PFP/Operations. He then had assignments to the Havana Station and
W U oicd as an cutstanding propagandist with excellent supervisory
qualities. Mr. Phillips has fluent Spanish with excellent area knowledge as
evidenced by the fact that he often speaks publicly on the area, including
having been on the "Town Hall of the Air".

Philip 4. Toomey E.O.D. December 1951 DC/Propaganda Section/Cuban
Task Force

Entered on duty with the Ageney in December 1951 and has had prior
assignment with OPC/WE (Plans and Ops, served zbroad Gl == -
PP Ops Officer, returned to the PP Staff in Headquarters and was serving

.l T wh ek v .
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with WH/ 2 at the time of his assignment to the Project. He has native
Spanish and possesses ability to handle a tremendous amount of work,
Mature judgment and skill in the propaganda field are only a couple of his
attributes.

Jack Hawlkins, Col., USMC E.0.D. October 1960 C/WH/4,/PM

Col. Hawkins was serving on the staff of Marine Corps Scheal,
Ouantico, Virginia at the timme of his appointment by Commandant, USMC to
the Cuban Task Ferce. He is a Naval Academy graduate and saw service in
the Fhilippines at Bataan and Corregidor until taken prisoner. Having escaped
from his prison camp, he joined guerrilla forces and led raiding parties in
attacks apainst the enemy for which action he was awarded the DSC. Hea was
later awarded a Bronze Medal for the Clkinawa campaign. Following World
War Il he served as a member of the Naval Mission to Venezuela and later as
Commanding Officer, lst Battalion, lst Marines in combat in Korea. He was
there awarded the Silver Star. Serwved as an instructer in Quantico for three
years and then as G-3 at Camp LeJune where he was promoted to his present
rank of Colonel. Col. Hawkins possesses native flueney in Spanish. He was
personally selected for the assignment by Generzal Shoup, UG5 TUTSMC

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

Col. Egan repoerted to the Cuban Task Force with a2 background of ex-
perience in Special Forces, U. 5. Army. He had on earlier occasion worked
in a liaison capacity with this Agency and always showed a true appreciation
of the peculiar requirements of cevert action. Serving originally as Chief of
the Strikes and Plans Unit/PM Section, Col. Egan later proceeded to Guatermnal:
where he assumed command of all indigenous Bripade training., He held this
position with the help of a few stzff and contract employees until the arrival
of the group of Special Forces Trainers. His capacity for work was cutstanding
and the rating he received by his senior officer, Col. Hawkins, reflects
Col. Hawkins' respect for his abilities., Comments particularly pertinent
refer to his ability to influence and inspire the confidence and respect of
troops,

Ernest Sparks E.C.D. August 1954 Sr, Cuban Task Force Rep/Guatems

Entering on duty as Ops Instructor in 1952, Mr. Sparks departed for
Korea with the USMC and remained there as an I2/PM and Maritime Officer
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until 1954, He then served at’ f until 1958 first as an Instructor,
then Chief of the Maritime Branch, later as Instructer, and ultimately, Chior
of the Opg Course. He was commended as an outstanding instructor and
capable administrator. Prior to his assipnment to the Cuban Tagk Force he
served as Chief/Cover Training ( where he set up and administered
a highly competent tutorial facility. His performance was noted as being out-
standing.

Jacob Seapa, Capt., USH E.0,D, February 1961  C/Maritime Opa/
Cuban Task Force

e

Asgsigned to the Cuban Task Force as a Special Assistant for Military
Matters by the CHO, Capt. Secapa appeared on the scene in the late atapes of
Froject development, He was at the time of his assignmenl on the Staff of the
Commander, Amphibious Training Command, Atlantic Flect, He had garlier
served as Commanding Officer of the US55 Walke and sarved zhoard the LSS
Wisconsin, and had been on the Staff of the Supreme Allied Command, Atlagtic.
Capt. Scapa quickly reviewed and made himself familiar with all maritime
operations and plans. He participated in pre-invasion briefings and added a
significant touch of professionalism to maritime matters.

TDY wisit to Miami Base \fNIEREENE o rcview problem of Maintenance
Facility for LCI's and Small Boate. On return recommended and assigted in
acguisition of Navy CPO's (Machinists). =

Then assigned to Plans and Strike Operations Unit where he assisted
greatly in liaisen with Navy components and in preparation of sailing instruc-
tions, etc. He participated in final briefings ef Brigade and maritime persenne!
Active during actual strike in War Room, Headguarters, Cuban Task Force.
Currently Chief of Maval Mission, Ecuader.

E.C, D, September 1951 </CI Section/Cuban Task Fore

Entered on duty with the Agency as an instructor in the ©
1951. He remained with OTR until his assignment to
He served there as a Training and Intel Officer and Directar of ¥l Cperations.
Re:t-u_rning to OTR in 1956 as an instructor in the CE[CL Training Course, he
was responsible [or the training of two EEFservices. He became Chief
Instructor in the Agency Orientation, Gl Familiarization and Security Mliicer
Courses. All reports indicate he was a superb instructar, a good executive
and supervisar. He has been noted as being the outstanding instructer on the
Headquarters Qperations School faculty.

ps Course in
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Cerard Droller  E.O.D. September 1949  G/PA/Cuban Task Ferce

Extremely capable PP Officer, ariginal, enthusiastic, aggressive. )
Reguives challenge, Qutstanding PA man, Long time EE Cfficer. Entered
on duty with the Agency in 1949 in OFC tour dn s =52-54 excellent

reiorts. Respectively C/Ops f§ DC AR
c =t Bt

Bernard'E. Reichhardt E.Q,D, Novermber 1947 P&pP Cifficer [Cuban Task
) . Force (Later CfFI Section]

Mz, Reichhardt's earlicr Agency assignments included that of Finance
Olficer, later Chief/Cover Division, He served FE Division in €0 and asx
Chicl/Branch 1/Headquarters, Later assignments were to the PP Staff and
with Branch 3 WH Division, His assignments with the Project included a
stint of duty at Miami Base before veturning to Headquarters as DC/PA Section/
Cuban Task Force. He was then moved up as Plans and Policy Clftcer and
ultimately served as Chief/FI Section. Mr, Reichhardt has native fluency in
Spanish. He is currently

Department of State (Maxico) 1931-41, Was
commended for extraordinary performance fae by C/WHD, Characterized

as dependable and resourceful, and having the ability to get the most out af
employees,

E. Howard Hunt  E.C.D, MNovember 1949  FPP/PM/Cuban Tack Force

Mr., Hunt's background pricr to his service with the Agency was working
a8 a writer znd as a correspondent for Tirne, Inc, He waa assigned to OPC
and served in [ERESEFor three (3) years, was then reassigned to SE/P & BW
Staff, He was then assigned as a PP Officer to :
selected ags B Enf ;

§ beflore being
He was rated, before his zssignment to the
Cuban Task Force, as having cutstanding ability in the covert action field,
He is exceptionally talented and imaginative in the EP field, His assignment
in drew outstanding reports. He has fluent Spanish,

»
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B. H. Vandervoort E.O.D, September 1947 C/5I Unit (FI/D), Guban
Task Force

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

U, 5. Army service from 1939 to 1946 and was discharged with the
rank of Lt. Col, He gave outstanding service in the ETQO and was decorated
by Generals Gavin and Ridgeway as "outstanding WW I Battalion Co., 82nd
Airborne"”. Decorations: two DSC's, two Bronze Stare, three. Purple Hearts
plus French, Dutch, Belgian Decorations.

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

Mr. Reynolds' career has been spent largely with WH Division
beginning with his assipnments in 0S0, He served in e

, and later as . Mr. Reynolds had returned to WH/3 at
the time of his aszignment to the Project and was one of the first senidr
officers so assigned. Serving first az DCfCuban Task Force he was later
transferred toMiami Base as Chief of Base. Mr. Reynolds possesses fluent
Spanish ability.
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VIl AnnexpB

16 May 1960

EYES ONLY
MEMORANDUM FOR: Chiefs of All Special Staffs and Operating Divisiens

SUBJEGCT: Glerical Assistance for WH Division

1. Certain activities of the WH Division require experienced clerical
personnel, It is desired that all G5 components contribute to this effort to
the maximum extent possible,

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

Richard Helms
Chief of Operations, DD/P
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VI,

THE POLITICAL FRONT AMD RELATIONS WITH THE CUBANS,

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

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

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

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

Frorm the very beginning of the Project it was evident that there wer
considerable differences of opinion--on almost all important questions--
amenpg Cuban exiles of varying political shades and leadership capabilities
Clearly, there was unanirmity on the desirability and need to overthrow
Castro; but during the great debate on how to accomplish this, tweo main
trends became discernible: the activists, principally the military clemed!
in this category, wanted to fight. Pelitical considerations meant little
to this regment of exiles who believed political solutions Wc_nﬂ-d evolve
automatically after Castro's demise. As a matter of fact, they had the

greatest contempt for 'the peliticians'. On the other hand, the
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politically-minded exiles realized that the overthrow of Castro without
specific plans and preparations to fill the vacuum created by his departure
would be an immense error. They apgreed with the activists that the over-
threw could only be accomplished by viclent action but they feared that
during the fighting one or more of the military leaders would emerge whos
pelitico/ economic postures were unknown quantities and who--in the
exuberance of victory--might be accepted by the population ar the new
political chief of Cuba, Consequently, the political and military exile
elements grew apart despite the existence of bonds of friendship znd
loyalty between individuals in one element and people in the other. Thus,
when speaking of "exile leaders! a distinetion must be made between
pelitical and military leadership.

Also within the political and military groups a high degree of
competition existed. Personal ambitions were rampant. Each individual
claimed larger followings inside and cutside Cuba than the next man;
each tried to belittle the potential and capabilities of the other; each
proselyted the other's assets. In the early sutumn of 1960, over sixty
different anti-Castro political groups were active and vocal, almaost all
of them in the Miamd area. They ranged in gize from an individual

exile with three or four persopal henchmen to sizezble bodies with
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gsubstantial erganizations still active within Cuba itself. The Apency
representatives were in contact with many of these and its constant
effort was to induce as many groups and individuals as possible to support
a broadly based unified movement which would exclude only the supperters
of Castro on the left and the Batistianos on the right, The Apency exerted
pressure on the Cubans throughout the whole peried from mid-1960 up
ta the invasion in only two ways: to promote the greatest and most
inclusive unity of effort and to promote the greatest feagible effectivencss.
Decisions, however, as to who should be the dornina:nl: leader and what
the political platform of the opposition should be were studicusaly left to
the Cubans themszelves.

Despite the pressure for unity, it remained true.up to the election
(by the Cubans} of Jose Miro Cardona as president of the CRC in Mareh 19
that exile Cuban leadership--if taken in the broadest meaning of the term--
consisted of the spokesmen of a greal number of anti-Castro Eroups
whose prominence, importance and capabilities for active participation in
the operation varied greatly and whose claim for leadership remained
highly controversial. If the term is to comnote the FRD Executive
Committee then it is highly pertinent to keep in mind the barrier hetween

the "Foliticians" and the "Militarists"” mentioned above and the very
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remarkable checks the FRD Executive Committee members imposed on
each other. For rather cbvicus reasons they attempted to make the FRD
an "Exclusive Club" by restricting, if not closing, membership in it and
they insisted on a system ef parity throughout all FRD working elements,
that is to say that each Executive Commitiee member placed the same
nurnber of his followers, as did any one of hiz fellow members, on any
working group. This concept of leadership--not surpriging in exile
politics and somewhat reminiscent of past Cuban history and practices—-
had, of course, its effect on dynamic action and puts the term leadership
in a somewhat different context. Moreover, the U.S. and the Agency did
not feel that a different concept could be forced on the Cubans.

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

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

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

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

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

b}  The staffing of the FRD working elements and the
initiation of activities via these e¢lements was in the hands of the Cubans
who were not obliged to check their moves with their U, 5. contacts. In
fact, the inclusion of Aureleane Sanchez Arango in the Executive
Committee on 10 June 1960, which took place without Agency consultation
and was at that time at least conzidered an undesirable developrment, is
another exzmple of the freedom of action the Cubans enjoyed, It might

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

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

d} The establishment of FRD branch offices in nurmerous
Latin American countries was accomplished by the FRED Executive
Comumittee, with U. 5. contacts merely playing an advisory role.

e} The aforementioned sclf-imposed system of parity and ¢

running the FRD by Committes, resulted in less dynamic action than was
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desirable. A paritnership with diverpgent views ameong the partners is nal
the best mechanism for decisive action. Thus, U.5. contacts suppested
in September 1960, the creation of the position of an FRD General
Coordinator, a suggestion accepted in principle by all Cubans concerned,
The Cubans, howewer, wanted their U, 5. colleagues to declare theis
preferences for a particular person. Again this was not deone because of
the principle of non-10. 5, interference in strictly unilateral exile Cuban
affairs. The exile internal warfare on this leader ship issue assurmed
rather remarkable proportions but finally the FRD Exceutive Committee
selected Antonio de Varona as General Coordinater on 27 Septemaber 1960,
f} The concept of permitting the FRD Cubans to run their
own show as much as possible coupled with their own precccupation on
mending their political fences and creating their own political machines,
caused many tactical difficulties to those Agency elements chargedowith
day-to-day propaganda activities whose successiul implementation hinged
on immediate action without protracted negotiations on each detail. Thus,
of necessity unilateral Agency operations had to be created in substantially
all the action fields {e.g., propaganda, intelligence collection, para-
military} which were impossible to conceal from the FRD. The FRD

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

gl The inability of the FRD Cubans again--because of their
incessant precccupation with political advantage--to establich an effective
pararmilitary recruiting mechaniam within the Project deadlines called

for the utilization of Cuban officefs and men outside the FRD channel.
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This action was in line with the vealities of the situation, i.e. , the
inability of the pelitical elements to tackie the military tasks as speedily
and effectively as necessary and the aforementioned unwillingress of the
military (or activists) to accept the political leadership. (Only after the
election of Miro Cardona as GRC President did the Liberation Army
support and accept the political structure. ) Thus, political personalities
retained their independence in their speclalty and the military {and
activists) worked--with the guidance of 11,5, military gpecialists——in
theirs. If closer coordination had been possible between the political and
the military it would clearly have been desirable. Only the political
urgencies of an actual attack were sufficient to achieve any real unity
and this was in many ways a mirage and a2 "sormetime thing'.

It is true as stated in the Survey that the Agency intervened
actively to prevent visits by the political leaders to the training camps
in December and January, and that this was deeply resented by the
pelitical leaders. It is also true that this lacl of contact with the political
leadership left the Cuban military persomnel unsure of what 2nd for whom th
were going to fight, even theugh being activists not political scientists
they were generally satisfied with a mere "Down with Castro' slogan,

There were, however, the most specific and urgent reasons for following

OB SECRIa TS #181884
Copy |/



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

4
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were many visits of the political leadership, and if these vigits were not
carefully controlled when they were permitted, a real cleavage would
have opened up between the military force and the political committes with
the possible disruption of the Brigade, the one essential asset at the time.
The decision to isolate the Bripade from the political leadership far a
considerable period was obviously a difficult cne and ne one can state
with certainty that the course of action actually followed was the wisest.
It did, however, produce a situation on D-Day in which the Brigade was
unified and the political leadership had, at least superficially, accepted
their relationship to it.

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

address by an Agency representative to the Cuban Revelutionary Assembly

TCF SECRET TS #181884
Copy



15

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

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

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

i} In summary, the facts prove that FRD (and _].a.ter CRC)
members were not reduced to the status of puppets--regardless of their

feeling in the ice cold reality of defeat--and that their action capabilities

e i e TS5 #181884
Copyil



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

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

the Brigade 25 a representative of the CRO,

2. The FRD Military Element.

a] The military element similarly enjoyed freedom of
action consonant with traditionally zccepted rules of military dizscipline
and order. Althouph Armerican advizors, of necesgity, directed the
planning of the troop training from the basic stage through advanced large
unit exercises and raneuvers, the Cuban military leadership participated
in this planning and was solely responsible for the conduct of the training

and for the control of the troops. Inthis latter connection, the Cuban

T TS #181584
Copy _/



e ki
17

military leaders were responsible for the maintenance of law, order and
discipline and in the discharge of these responsibilities meted out
digciplinary punishment ranging from "company punishment" to
incarceration.

b]  Without coercion on our part, the Liberation Troops
pledged their loyalty to the Cuban political leadership as represented by
the Cuban Revelutionary Council,

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

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

Paragrapha 42-50 on pages 94 to 97 of the Survey contain a series
of criticisms and preachments which are so gensral, unsupported or
uncennected to some zpecific consequence that we can only comment
that they have been noted with dismay and that we regret that until more
detail is furnizshed, an answer is not posgible.

The rermainder of the Survey's section on the political front and
the relations to the Cubans starting on page 81 iz mainly factual. It is
only unfortunate that it treats so complex a problem so superficially and
fails to include any of the extensive Agency relationships with the State
Department and the White House with respect to the proper line to take
with the Cuban leaders and the correct interpretation of the political views
of these leaders. Also, what pelitical attitudes were the most desirable
from the point of view of the U.5? In addition, the Agency did considerable
waork on the preparation of political decuments . Maoreover, some non-
Agency experts were obtained to work with the Cuban leaders at their
request in the development of the planks for their political platiorm, The
absence of this whale story and the problems faced as it unfolded makes it
difficult to have any real undergtanding of what was involved on the politica
side,
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IX, AIR MARITIME CPERATIONS

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

@E: Three maps have been kept and are available, if desired,

which show all air and maritime deliveries into Cuba plus all

PM assets on Cuban soil 25 of 17 April 1961. These can be

examined at any time, They are believed relevant to these

pararmilitaTy points. /

A, AR

1. Before discussing the many specific criticisms of the Surwvey,
a few background points should be presented.

a. Far reasens already discussed, U.5. bases could
not be used. Consequently, drop missions had to be flown the longer
distance from Guatemala, the only foreign soil within range for which
permission from the local government was possible, Conceivably,
President Somoza might have approved Micaragua, but for many
reasons Cuatemala was preferablefor these missions, 8. 8., 2 ugable
base in MNicaragua was not ready until late in the project; Nicaragua
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was farther l'r-:-1::'1 the T_TS.

El.nd dur:.n;_: this pericd supplies had to come
from the U.5.; the trainees were in Guatemala, so that by using the
same country the logistic support was simplified; and a separate country
for the strike base was desired. Moreowver, it was advisable to keep
pre-atrike activities out of the ::::runt.rly providing the strike base.

b, U.S. airmen could not be used. The Cubans
recruited had extensive Expr_‘:ricncr: and were given a lot of training.

Their air backpround, however, was commercial flying which, as it

turned gut, did not provide them with the kind of might flying navipaticnal
precision desired. Moreover, being Cuban and emotionally involved,
their discipline was not good. For example, they ofien viclated
orders by remaining over targets too long in an effort to find the Da
and help their countrymen.

¢, Reception committees were either untrained or
performed under difficult conditions. Ewvena trained individeal, other
than perhaps a surveyor, can make a slight error in figuring the
coordinates of a DZ, particularly in rough terrain. A smazll mistake
is enough'ter destroy the effectiveness of an air drop.

d. The recent and productive experience of making drops

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

5
munications with the receiving group, including ground to air COMTIN =

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

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

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

Having made the foregoing comments, it ghould then be admitted that

the drop récord in Cuba was poor. Efforts to improve it, however, were
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not successiul, nor is it clear thal any permissible action would have
done any good, Some 27,800 lbs. of materiel were actzally delivered
[somewhat more than stated by the Survey]. (See para. 9, page 101).
The major deliveries, howewver, as already explained, were by boat.
Only one body drop was made. The reason for this was that drops
wers ohviously going badly and individuals could be infiltrated more
auccessiu.lly by boat.
2. Specific allepgations of the Survey follow:

a. The first drop was close but missed by T miles as
stated by the Survey (para. 1, page 98). A contributing factor was
an unknown dam construction marked by lights, No U-Z flights had been
approved at this stage of the project and dmowledge of the construction
was not available, Omn return the plane hit the proper coast-in point
in Guaternala, and the crew captain then turned the plane over to the
co-pilot. The latter took a shoert cut, climbed aboeve some cloud cover,
was lost when he came down and landed on the first field he found, i.e.,
in Mexico, even though he still had sufficient fuel to return to Guatemala.
Obwviously, this was bad procedure and poor crew discipline.

b. The rice and beans drop (para. 4., et seq., ﬁage 949)
is an exaggerated case. In order to fill :>1l.1t the load, the DDCI decided

*

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

¢. Reception procedures {(para. 1l1-12, pages 101-102)
were the hest that could be devised in each instance, given the circum-
stances, i.e., the DZ, the local situation, the communicalions and the
materiel available or that which could be used, (e.g., bonfires often
were impossible, thereby making flashlights necessaryl. As to dif-
ferences of view, there is no doubt that before a final flight plan was
decided upon in particular cases there were often varying suggestions
az to what should or should not be done. The clearance procedures
zlready described were fully under stood, however, and, it is believed,
worked, In view of all the circumstances, they were not 'cumbarsome’,
as alleged by the Survey, The Special Group gave the overall clearance;
the Task Force made the request for a drop and recommended the time,
the place and the load; DPD handled the preparation of the flight plan and
sugpested any changes prompted by air safety considerations; and the
DDCI gave the specific flight plan and final cperational clearance. The
crews were briefed in Guatemala. Their air discipline, as already
indicated, was poor but how to correct it was difficult. Pilots and crews
were hard to find so that they could not be fired, Navigation also was
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faulty though usually mistakes occurred in the difficult area after
hitting the Cuban coast-in point.

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

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

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

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

B. MARITIME

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

malkes no mention of the operational atmosphere or difficulties. This,
of course, is true throughout the E‘:urvey, but, becavse aof the particular
d.iificuliics. encountered in connection with ships and crews and the amounts
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of money invelved, the emission of realities seems perhaps more
conspicuous in the maritime field.

One major omission, for example, is the effort made by the
Apgency to find beats in the Navy and the Coast Guard. Although
such effort was made and bath Services were thoroughly cooperative,
no usable boats could be found. Consequently, although the Agency
fleet was not what might have been desired, it was, of necessity,
obtained out of what could be found,

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

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

A5 to the condition of ships and the meney required for their
purchase and repair, no detailed discussion seems Jjustified, although
the Survey devetes considerable sp.:;u:e to these items. The only signi-
ficance of these allegations, it is felt, would be if, in the light of the
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existing Tequirements, urgencies and availabilities {i.e., of both
equipment and people), the judgments exercised were reprehensible,
Admittedly, the Apency [leet cost a substantial amount of money.
Moreover, as stated, the craft were not ideal., The issue, however,

is what else wwzs vossible, It is doobted that anything could have

heen done at the tirne which would have mzaterially altered the

situation.

Admittedly, as indicated in the Survey (para. 41, pages 123-124),
the Agency capability in the maritime field at the start of the Cuban
project was not very substantial. This, howewver, is no great
surprise in view of theunlikelihood pre-Cuba that the Agency would
become involved in a project requiring this type of maritime capability.
It should be noted that for two years prior to Cuba DO/P officers
examined all aspects of PM requirements, including maritime, to
determine what preparatory steps, if any, could be constructively
taken in advance of an actual project requirement. Although 2 number
of actions were taken, the Cuban maritime needs were not anticipated.

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

Chief and had charge of marilime opsratiens. #lso, continueus liaison
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with the Mavy and Mavy officers in Defense was taking place. MNevertheless,
a full time Mavy Captain in the project could have resulted in the adoption
of mere imaginative methods which might possibly have produced greater
performance. Ewen in retrospect, however, it is not known what these
would have heen,

1. The main specific criticisms of the Survey are:

a. Difficulties with crews particularly the'Barbara T",

There is no question that trouble was experienced with the Cuban crews.
Cne problem was that the Cubans, when recruited, thought that they were
going to control the ships. This irmpression eculd have been
given by Agency officers in good faith., At any rate, it soon became
apparent that such control was impossible, particularly for the landing
cperation, Clearance was, therefors, requested by the Agency and
obtained to hire American masters plus a few American officers for
special pests (e.p., chief engineer, communications) on the main landing
ships. The heads of MSTS went to extensive pain and trouble to help the
Apency find such officers. When hired, however, they were resented
by the Cuban searmen, who felt that they had been deprived of their own
command and control, and time and circumstances did not perﬁit shake-
down cruises. The consequence, particularly when the crews were first

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

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

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

urgency of the situation, the Master's background and the very good
impression that the Master had made [ollowing the other incident

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

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

to sea. Due to subsequent events beyond his control, he was recalled,
In view of all these facts, hiz name was later included in the general
letter to MSTS commending the pe;furmance of the more than 20 oificers
provided h;v MBTS, On this record, the action taken still seems correct.
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€. As te infiltration of teams (para. 11, page 128}, there
were some difficalties but again the situation must be examined in regard 1o
all the existing fa cts. In the first place through the summer, fall andséarly:
winter of 1960, the Hawvana Station was in existence {the Embassy and thus
the Station was clesed in early January)., Consequently, internal Cuban
contacts and communications were excellent, Moreover, legal travel was
relatively easy and as pointed out by the Survey, serne 8 radio operaters
wers pul inte Cuba legally. In addition, defecters, as indicated in an
garlier section, were exfiltrating in larpe n;.u'nb::rs. Many of these held
rezponsible positions in the Castro Government or in the community and
were in close touch with resistance groups, Moreover, the Miami exile
community, many of whem were U.S. representatives of internal resistance

groups, had their ewn communications through couriers or otherwise.
Consequently, the six maritime coperations mentioned by the Survey in Sep-
tember, Qctober, and Movember must be asseszed in relation to this back-
ground, Also, in addition, in the summer and fall of 1960 (ending in
December] the RIO ESCONDIDO was used to infiltrate and exfiltrate as many
as 16 people. The ship had 2 smuggling compartment in the boiler room
which could take two individuwals, preferably one. The Survey does not
rmention these movements, probably because they were not considered
maritime operations, rather arrangements with the ship's captain. Five of
the 16 pecple infiltrated during thi..s periced were key resistance leaders

znd their W/T operators. Another factor during this period was that
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legal movement was relatively easy for individuals legally in Cuba sa
that the desirability of putting in individuals who had to live and leave
black was reduced. In view of all these [actors, it was decided to
keep out many of the teams originally planned for infiltration. The
reaction of trained teame to such inactviby was, what might have
been expected, anger, discouragement and lowered morale. On top
of thig the ill-fated trip of the "Barbara J" was unfortunate since 3
tearms were aboard who were not put ashore in Cuba. Consequently,
the zttitude of this group of Cuban trainees was at times bad. After the
Hawvana Station was closed, howewver, the infiltration efiorts picked up
despite being thwarted by bad weather through January. By the end of
March or early April, the paramilitary agent infiltration had achieved
an adequate total. Moreowver, thirteen communicators was a satis-
factory number although it is probably fair to say that there is no
such thing as too many communicalors,

d. The Surwvey alleges that small boat vperations were
not planned (para. 17, page 114}. Frobably under the press of events
the paper work was not as tidy as might be found in normal charter
parties., Planning, however, was, it is believed, what was possible.
Maritime operations can only be planned in relation to known facts such
as an available reception, an available boat and a moment Hmely for a

mission. Overall plans are obviously possible and it iz believed that
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it can be shown that such plans existed. In the same way what was
desired in the way of boats was known but actual purchases were only

feasible as particular craft materialized on the market.

¢, TRAINING UNDERGROUND LEADERS

The major criticisms of the training were that the sites
were inadeguate and in some cases too remote; training on foreign
s0il would have been better accomplished in the U.S.; some of the U, 5,
training was with haphazard facilities and trainers; and the training
was piecemeal without plan.

Belore responding to the particular zllegations, it must be
noted that, with all due respect, the Survey's criticism suggests the
astitudes of a dweller in a secure and well-ordered academic "MNever-
never Land" who assumes that all training roust be gimilarly con-
ducted or it is poorly managed, Itis the Harvard Law School trying
tn comment on the advantapes of sandlot training for baseball players,
The only difference being that the HLE would be judiciously anzlytic
which iz a point of view never achieved by the Survey,

The facts are that none of the project's training sites
were ideal or picked solely for the accomplishment of the training in-
volved, Security considerations, For, in other words, political con-
cerns, played a vital raole.
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Moreover, if results are any criteria, the fraining sites were
adeguate. As far as the Brigade and its air arm are concerned, the
conclisions of impartial experts (i.e., the JCS5 team) regarding the
competence achieved are recorded in writing, The performance of
the trainees on the beachhead is further proof. The training of the
landing ships' crews at Vieques was good and effective in operation.
The training in Panarma was excellent on all reports as was the
scresning and handling of personnel to be trained at Useppa Island.
The Nino Diaz group at New Orleans was, according to all observers,
well trained and ready to fight, Its failure to land was due to poor
leadership and not the fault of the troops.

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

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

underground groups. The teams who were to be infiltrated received,
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as stated by the Survey ipara. 12, pape 129} and mentioned earlier,
training in "security, basic clandestine tradecraft, intelligence col-
lection and reporting, propaganda and agitation, subwversive activities,
resistance orpanization, reception operations, explosives and demo-
litiens, guerrilla action and similar action. "

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

Fepgarding sites, it should be pointed out that, whether good or
bad, the Guatemazla sites were the only ones awvailable, The U.5,
was politically unaceeptable and the Guatemala government was the
deciding element as to the sites in Guatlemala that could be used,

The Burwvey gays that the ground training base in Guatemala "obvicusly. ..
could not " accommodate 500 individuals. (Para, 10, page 127). The
fact was that it did plus many more and worked.

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

Rl z =t e o TS 1515884
Copy _/



T
18

The Survey, as indicated, also alleges that training could have
been more effective and secure if done in the United States (Paras. 11-12,
page 138). The Survey points to tank and communications training which
did take place in the U, 5, to support its conclusion. What is not said is
that the tank training only involved 25 men and was done at a U. 5, base
accustomed to training foreign groups and quite able to assimilate a
small group of this size. Similarly, communications could be and
were taught in small classes. Political clearances, therefore, were
granted specifically for these classes, i.e., 2 U.5, base for tankers
and U. 5, safehouses for communicators, but as a rccogniz;e-;i exception
to the basic rule of generally denying the use of the U, 5, for any kind of
training. The MNino Diaz group at Wew Orleans was abvicusly another
exception and one which was somewhat inconsistent with the general
rule, but the clearance was given nevertheless because time was short
{the invasion was imminent) and an attempted diversionary operation was
considered important. Moreover, no other site was available that was
either better or usable, taking all factors into account,

The question of haphazard facilities and trainers has been discussed
earlier. Obviously, there is a good deal of adjusting to the needs of the
moment in a project of this sort. It is believed, however, that ihe record
will ghow that the training plans were reasonably detailed and complete.
Moreover, that wherever a trair:ing. courze of any length was involved,
there was a.specific training plan.
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19 Jenuary 1962

Dr. James R. Kililan, Jr.

Chelrmen, President's Forelgn Intelligence
Advigory Board

297 Executive 0ffice Buillding

-Washington 25, D. C

DPepr Dr. Eilldien:

Attached is copy of the CTA TInepector denersal's "Suryvey OF
Cuban Operations" topether with comments thereon by Gemeral (.
P. Cabell,. Deputy Director of CIA smd "Asalysis Of The. Cubsn
Operntion” by Deputy Director {'.E'J.;a.ns} Thim ln'l:ter rep'-ocr!: iz
in‘ten&eﬂ, 82 & comment om the Imspector Gensrel's re_p-m:i,.

As you readily underetsnd, I am not in a position to render
o personal opinion concerning t-h-: validity of the IG's report or
the statements by the DDCI end the IIF because T was not in CIA
et the time. However 1t is my persensl opinion as = result of
exominations I have made of thie operation after the fact that
Ttoth the report and the rebuttals mre extreme. I believe an
gecurete appraieal of the Cuban effort end. the reasons for fallure
rest somé place in bLetween the two points of view expressed in
the reports.

I belleve it i safe to esy the fallure of the Cuben'operation
wag Government-wide and in thies respect the Agency mist bear its
full share (though not the entire) responsibility.

For thip reason I would recommend that your bosrd, in review-
ing the Inepector General's Survey mlsc reviev the comwente and
enalysie of the DDCI and. the ID/P.

Tours wvery truly,

fr‘.'sf' John A. McCone

* John A. McoCone
Director
Attachments
As stated &
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15 January 1962

MEMORANIUM FOR: Deputy Director (Plans)

SUETECT ! Burvey of Cuban Operation

1. My work in support of your "Analysiz of the Cuban
Operation” gave me an unusuwal oyportunity to study with care
the document which cansed the Analysis to be written, namely,
thE "Inspector Ceneral's Survey of the Cuban Cperation, October
19617,

2. My copsideration of the Survey has forced me to reach
certain conclusicns which I feel that I muet record. T do so
in writing becsuse these conclusions are, im my cpinlon, of
sufficient significance to demand the diseipline of s written
expresslon. Moreover, I feel that those who dissgree with me
should have the opportunity to direct any replies that. they may
choose to malke to specific identifisble commente,

3. T may sey that my decisien to write this cemorandum
wes reached with conelderable reluctance and only after long
deliberation. The deciding foactor was my belief thet the
suggestione for action in peragraph 6 below are worthvhile
and should be submitted. They would have been meani ngless
without the reasons set forth in the earlier paragraphs. The
views expressed sre, needless to say, exelusively mine.

L. In my opinion the I.G. Survey is most unfortunste for
three reasons:

2. It ie an incompetent job. The authors
never understood the problems with which they were denl-
ing and falled Lo express thelr views with any precisien
or proper use of relevent facis.

b. It is bimsed. DBasically relevent ewvidence
on vital lssues was not only left out but never even
mentioned. The EBuorvey undertook enly to present those
items which suggested falluree or inadequacies. These
items, hovever, were not fully depicted so that a faolee
pleture was given. Admittedly, an T.G. must expose fault
but it ie also his Job to do so sceurately.
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2. It is melicious, or, to pui 1t alternatively,
it is interticnally blased, Adpittedly, this is a serious
charge and is, at best, merely & shotement of opinion., ' I
can only say that T hold such opinion Tirmly. In my view
1t could be supported sclely on the basis of the Survey's |
total cmission in many places of gignificantly relevant i
evidence. HSuch cmissions are so exceselve and one-sgided
a6 Lo mbstantiate the conclusion that they mist have been
intentional. TIn wddition, however,. I would 1ike to mention
Tour other polnts:

1) The fact that the inepectors, in meking
thedr investigation, omitted noy digcussicns
of their findings with the senlor officers
responsible for the project. Although,  techni-
cally, the I.G. can mccurstely stete that he
talked to the DO/P and the then A/DDE/A sbout
the Survey, the fact iz thet these discussion
vera exceedingly brief and covered pone of the
real igsues in the Survey. The AC/TPD was not
spoken to at all. The Security Officer of WH/Y
was not spoken to at all. Obher sentar officers,
such aa UFOW’H and C/WH/L, were never given an
eppartunity to express their views in relation
to statements in the Survey.

2) Some officers with whom the inspectors
hed digcussions felt after they hed & chance to
see the Burvey, that it did not impartially ex-
rress the Information which they had provided
and left cut mich of the relevant information
given. Moreover, some officers have reported
that the attitude of the inspectors end their
line of questloning indicated a desire to ebbein
facte or views to support Judgzents slready
formed., Opinione contrary to theee judgments
were not only disregerded but resisted.

3} The dietributdien of the final Survey
wag g0 peculiar and contrary to normal practice
that 1t raises an inference of intended partielity.
The method of distributicon is known =nd will npos
be repested here. Tt might be mdded that there

»
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ware other facts with respect Lo the distributlon
of the Survey worthy of mentien. C/WEk wes
called one day and ssked i he vanted to read the
Survey. He said that he would like to do s¢ but
gince both C/WE and IC/WH were away he could not
"lemve since he was Acting Chief of the Division.
Poarticularly, he could not meet the reguirements
of the offer which were that he would only have
an hour from the time of the telephone call to
see the Survey (ineluding travel time) since it
then had to be sent to the printer. Why the
urgency Wwas 60 great is not clear. As Tar as. is
known, only one individual ocutslde of the T.G.
Stef? goaw.the Burvey in finsl or substantially
 Final form before it wae dictributed, namely, an
offieer who was the Chief of Opermtions for WH/L
during the project. Why he was pelected insfead
of ope of his superlors whoe was connected with the
project 1 not kpown.

k) Since this particular operaticn, without
question, . involved more political dintersst and
dynemite than any in which the Agency has ever
participated, there was every reascn for followving
repuler procedures metlculously. In addition to
the distribution polnt mentioned above, it seems
relevant to wonder how Dr. Eillian and the Attorney
General knew of the Survey's existence so as to
regquest & cony.

5. I should say that, whatever ithe appearance of the fore-
going, I heve not been trying to IL.G. the I.G. The information
reported came to me unsolicited and in the normal course of oy
work with you and wour Analysis. Maybe there iz additional
evidence of lmportance, but T have pot locked for it and do not
plan to do 50.

f. The significance of the foregoling is to preovide the
reasons for the main purpose of this memorandum, il.e., the sub-
mizsion of the following recomendations for action.



ety e oo R

Y P

&. The DO should resolve to his own egabtisfaction
the conflicts on major lssues between the I.G.'s Survey and
your Anelyeis. EBince both these documents are internal to
the Agency, there 1s no Ageney positlon on the Cuban opers-
tion unless the conflicls are resolved. In view of the
Importence of and the continuing interest in the operation
et high levels of the Government, an Agency position seems
essential. Such & position 1s aleo important for the
future. The operation ic bound to be studied for varicus
reasons and there should be an Agency position at least as
to whet happened, whot were the mistskes and vhal were the
leseone. Moreover,. the DOT, having sssumed office after
the operaticn was thoroughly findshed,. hss every resson for
wanting £o have soms definitive findinge and conclusions.

b. If the DT mgrees with a.  sbove each reciplent
of the Burvey and Analyeis (snd it is understocd that they
will only be distributed together) should be advized of the
fact that such an Agency positfion 1s beding soupht. This
might help te avold independent conclusions outslde of the
Lzapcy being reached Sirst.

e. The following requirements should be impoged
on all future I.G. surveys at least on any mspects of the
ID/P area of responsibility.

1} ¥o survey shall be undertaken swithout
specelfic written terms of reference spproved by
the ICI.

2) The DD/F shall be eatisfied that in each
future survey covering any pertion of hie area of
responsibllity the T.G. or hie steff will {nter=-
view ot desst all officers having hed responsibility
for any part of the activity inspected by the
I.G. and prior to the dlstribution of the survey
the ID/P and each such officer will be glven an
cpportunity to express his vlews on pointe in-
cluded in the Survey. Obviously-the I.G. need not
accept these views. Such procedure, however, will
gave an enoroous amount of time reguired to answer
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BUrveys such as the Cuban cne which f=il to precent
a full fectual pleture regerdless of the coneclu-
sions resched,

T- I am addressing this memorandum to you as my fmmediste
supardor. T hepe, however, that you will agree with my request
that the memorandum be passed to the DCT for hie conslderation.

I do mot, of course, sek that you asscciste yourself with 1t or
any part of it merely because you transmit 1t.

Jafc.m.m.
0. TRACY BARNES

riginal & 1 - DO/P
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28 January 1962

FERS0NAL & CONFIDENTIAT,

MEMCRANDIM FOR: Mr. O, Tracy Barnes

Dear Tracy:

Thank you for your courtesy in zending me a copy of your
meacrindum of 139 January concerning the Inspector Generslts
Survey of the Cuben Operation. T do hope that Dick forweids
1t to the DCI, and I am encloslng a copy of this note to you
in ecese you wish to send a copy Lo Dick.

I have not had time to study your memorandum, or even in
fact do more than glance at the DD/P analysis in view of the
meeting with the President's Poard all day Friday and the fact
that T am going to be avay all this week. However, I will make
the following eomrents. Resdless to say, I completely disagred
with wour stotement that it 45 ag incoupetent job. I feel thet
it 1s competent arnd T believe thet the more than one Tile
cabinet drawer full of background documents will Ppreve 1ts
coampetence. I do not believe that it ic bizsed. We made It
very clear at the stactt of Lhe report thal it would only deal
with inedequecies apd fatlures and weuld not purpert to be a
thorough anelysis of the operaticn.

Fost of all T object most strongly to your third chserva-
tlon, pamely that it 1s mlicious apd intentionslly bissed, I
have asked the men who did this survey Lo review your memsrondum
and comment on the reasons You believe that it 1s bhimsed. I
should perbaps acknowledge that more time should have been spent
With you or Bissell, but lmasmich as this develved on me, if
there 15 a fault, it 1s mire Lersonally. But to imply that for
SCme reason, unknown to me, that we would slanmt this reporl is
20 unfelr comment. You apparently feel there was something
unusual in the distribulion of +the final report. The only thing
unusual in it wee that we had 4we Direcetors at the time, and
Mr. MeCone having asked for it recelved i ac he was leaving for
the West Coast on the day before Thanksgiving and everybody else
got their coples on the day after Thanksgiving., Your concern
as to how the Presidenl's Poard and the Attorney General knew of
the survey's exlstence can be ansyered very simply. In 1956
the President's Feard in wriiing advised 2ll agencies that all

i D Pl



inspector general reporte should be Torwarded to them sutcomat-
lcally. I don't believe 1t was a week after the Cuban cperation
that the direct questicon came from thet Board as to whether an
lospection wa.s going to be done to which en affirmative reply
wes glven. The Altorney General's source I do not know,

Floally, a6 far as to what showld be done next, you and Dick
should know that at the conclusion of my dlscussion with the
President's Board T urged that a group, or individusl, who had
not in any way been asscciated with the aperation be charged with
taking the Teylor Report, our repert and your commerbte and &ll
beckground material and writing a truly matione]l and detailed
report. I believe that would be a far better soluticn than trying
to develop & CIA position, which really is not very practical
ipasmuch as there were so many outelde factors Affecting this
operation.

Jef Hirk

Iyman B. Kirkpatrick
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27 Janusry 1062

EYES ONLY

MEMOBANDUM ¥OR: Director of Central Intelligence

SURJECT : Mr. Barnes® Memorandum on the IG Survey of the
Cuban Operation

1. As you are sware, Mr. Trecy Barnes did & majer part of
the work in prevaring cur commerts on Mr. Kirkpetrick's Burvey
of the Cuban Operation. Af the conclusfon of the task, Mr. Barnes
wrote me the attached wemorandum which T hereby pess on to you.

2. I may say that I am in agreement with Mr. Barnes that
the Survey, lergely by reason of the omisslon of meterial relevant
to its conelusionz, comstitutes a highly biased document and that
the bilas 15 of such a cheracter thet it must have been intentional.

3. I will be glad to dlscuss this with you if you 5o deslire.

/ef FRichard ¥. Fissell, Jr.

RICHARD M. BISSELL, JR.
Depurty Director
(Plans)

Attachments
L. Parnes' Memo
2. IG Memo fo Mr. Parres
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26 Jammry 1562
MEMOBANDUM FOR: Mr. Efrkpatrick

SUBJECT : The IG's Cuban Survey and the DD/F's
Amalysis of the Cuban Operstion

1. The secpe of the IG Survey s brlefly and clearly stated
in the Imtroduction. -The Survey's imtent wee to identify and
deseribe wealknesses within the Apency yhich contributed to the .o
fimal recult snd to ¥ake recomserdatlions -for Lthelr future aveldames,
The -IG had no.suthority to conduct a survey of the machinery for
making decisions ard policy at other levels .of govermmemf. Thip
.Field wes covered by the group hesded by Gen. Taylor. The Survey
expressly avodided detailed analyeis of the purely militsry phose
of the cperstion.

2. Mueh of the DD/P's Aralyeis i devobed, however, o a
diecusslon of governmental declsion-making aod to = rehzsh of the
military operatiom. I criticlzes the Survey for insufficiemt
attenticn to these matters, putting the major blame for the opera-
tlon's failure .on factors beyond the -conbrol of the Agency.

3. The fnalysle atlemphbs to refute most of the wesknesges
deserlbed by the Suryey. .The few which it sdmite were, it comtends,
not significant to the final result. It rejects the Survey's
statemente that intelligence was Inadeqguate and misused ard that
staffing was inadequate. It blames the faflure of the air drops
on the Cuban receptlon crews and alr erews., It states that small
boat operations could not well heve been handled in any other way.
And 1t states that other weaknesses were noé Ilmportani because
they were not the declslve reason for Taflure.

4. There 1s & Dmdamental difference of aporoech between the
two documents. While the Analysis 1ls preocoupled with interdepart-
mental polley-making and military strategy, the Survey is mainly
concerned with the fallure to build up loternzl resistance in Cuba
through clandestine operations. The Analysis feils to shed any
further significant 1ight on this fundamental issue.



5. The Annlysis shows o poorer prasp of what wvae going on
et the case-officer level than of events in policy-meking clreles.
This 1g apparent in o mumber of ioaccurncies in the Anadysis. For
example, the discussicn of activities . in Miami is incccurate amd
misleading. | Conduct of 4training in Miam! is defended although it
was not criticized by the Survey. The 178 trainees alluded to in
the Amalysis as treined in Miamf were in fact trained in Guatomila.
The P seciion in Miami wes belng bullt up beginning in November
1960, rather than being de-emphasized. These and other iraccuracies
euggedt that the Anslysis chould be resd with caution where It
dealsg with events on the working level of the ,‘Qro.ject. o

o0 .G, .The IG investd tors .eenterad their. in on. l:.ertaiu,-.- o
“phiffges which are signii‘ﬁ::ant +a EHe smeeﬁﬁr‘ﬁ?ﬁ% T
operation and of the Agency's .over-all missicn -I.'tse]_f.
_cannotibe ignored or argued away Just because gt pollEy
mede oubside the Ageney. o =

iy '-.*I.,’:;_-;i_'ff:-.: 1
R
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15 February 1562

MEMORANDUM FOE: Mr. John MeCone
Director of Cemtral Intelligence

EUEJECT: The Inspector Gemeral's Survey of the
Cuben Operation

1. Upon receipt of the Inspector General's report of
October 1591, on the Cuban Operstion, which reached my desk
prior to my resignation as TMrector of Central Intelligence,
I immediately transmitted a copy Lo the Deputy DHrector (Plane)
for his comment. This wes in line with the proctice I had
conslstently followed in desling with the reports of the
Inepector General: namely, the 0ffice which 1s the subject
of the inspection is glven an opportunity to comment on the
I.G. report before the Director determines the action to be
teken therecm. The reply of the Depuby Director (Plans),
dated 18 Jununry 1962, of waich I have received a copy, was
submitted to you followling my resignation.

2. Mesnwhile, I have slso recelved mnd conaidered the
comments of the Deputy Director of Cenbral Intelligence,
General Cabell.

F+ 1 remain st your dsposzl for any comswnls you may
wizh me to submit on amy phases of this matter relating to
C.1.A. responsibilities. Hence I will mot pubmlt detalled
written. comment on the Inspector CemeraX’s report.

L, At this time, however, I wish to make certain
generael ocomments:

=, As 8 member of the Taylor Committee appointed
Ly the President, 1 participated fully in the work of his
Commlttee =nd Joined im his Memorsodum and oral reporte to
the President on this subject. While I do not now have a
copy of these documents, 1 made only cne or two reservations
to the genersl conclusilcons snd recommendations of these
reporte. 1 consider them to be sound and believe they should
e accep"teni 28 the best avallable Survey of this particular
ocperetion.

PG ST R E e
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bB. The Inspector General's report suffers from the
faet thet hile investigation was limited to the activities of
one segment of cne agency, nemely, the C.I.A. Opinions based
on such & partial review foll fo give the true story or to
provide & sound basis for the sweepdng conclusione reeched by
him.

. Juigmentas could not properly be rendered in thie
matter without a full snalyseis, as was made by the Taylor
Committee, of sctions of all of the participating elements in
the cperation and the influences brought to bear outslde of
the Agency which affected the operation. This spplies partic-
uwlarly to the participetion of the Deparlment of Stoate, the
Department of Defense, the Joint Chiefs of Staff =nd to certain
elementes of the Executive Department of the Government.

d. AL oo time during the preparaticn of his report
éid the Imspector General request mny information from me pnd
he makes cerfaln serious errore in mreas where my direct
responsibility was clearly involved.

5. Two mejor arems of criticism in the I.G. report cover
(1) the eperational arrangements for the organizstion, treining,
transportation and deployment of the Telgade and, (2) the
relatione of Agency perscnnel to the Cuban emigration and their
politicn] organization. As to these points, I submit the
following:

a. Firet, while certoln organizational matters, ia
the Light of developments, may be open to some criticlsm, the
Brigade with its entire complement of men end eguipment reached
the Landing area on schedule ond under clrcumstances which
achieved complete surprise. The eituation in the lending erea
was substantially =5 predicied. The enemy batlle order intelli-
gence wae essentislly correct. The failure to get the ammmition
and suppliees ashore was dug to clireumstences beyond the control
of the Erigade commander or ite personnsl.

. Second, with respect to the organization of a Cuban
emigre political commities in support.of the operaticns, I would
point out that prior to engaging in the operation a broad coalition
of Cuban leaders, and one acceptable o owr State Department, was
realized.

These two importent achievements coversed major areas of O.T.4.
responsibility.
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G. As Director, I deemed it deslrable and necessary in
view of my other dutles to delegate certoin responsibilities
within the Agency for the day-by-day management of the ocperation,
and on militery matters and judgments T relied heavily on militery
persoconel aselgned to C.I.A. and on Department of Defense perecnnel
and the Joint Chiefs of BStaff. However, I assumed throughout fuil
responeiblility for the Agency's participation and sctions and kept
currently advised of all important developments. During the con-
cluding days of the cperation, I was particularly influenced by
the judgments in Col. Hawkins dispateh, dated April 13, 1961,
relating to the high state of readiness of the Brigade (Annex A
to Chapter IV of DDP report).

T. Whether or not the cperation would heve succesded 1if
the Brigade had landed with its entire personnel and equipment
i8 & matter which can be debated snd on which even today military
experts differ. Certainly, the responsibility for failure doss
not 1ie primercily im the modn mress of criticlem stressed in the
Incpector General's repart.

8. Of course, there are lesscns to be learned sz pointed
out in the Taylor Reports. These Reports, T believe, should be

taken as the main basls for any review of the fAgency's actions
in support of the operation.

Jf=/ Allen W. Dulles

AMlen W. Duelles
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19 February 1952

The Bonoreble Allen W. Tulles
Washington, D. C.

Dzar Allen:

T have received your memorandum of 15 February 1968
containing your comments on the Inspector General's Survey
of the Cubsn Operstion. Coples of this memorsndum, together
with '{;hE']}I},-’P enalyeis of the survey, the comments made by
General Cabell, Mr. Kirkpairick, snd the persomal views
expreseed, by Mr. Tracy Barnes, will be bound in the report --
and therefore will be Xnowa to anyone who might have occasion
to read it.

Sincerely,

signed

Jobn A. McCons
Directar



