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20 Novenber 1962

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Hendling of Intelligence Informsition
During the Cuban Arms Build-up

1. On 5 November 1962, you asked me to investigate the input
of rew informetion during the Soviet arms bulld-up in Cuba with
particular reference to reporting that suggested installation of
weapons of offensive capebllity. My report of investigation was
submitted on 12 November 1962. i

2. You meked that certain pointes be clarified or expanded
and thet certain additiopel informetion be included. A copy of
the report of investigation (revised) is atteached.

3. Also sttached is a list of the questions you asked and
the comments you mede regarding the original report of invest:-
gation. These gquestlons and comments are numbered consecutively
on the list. The nunbered tags thet are c¢lipped to various of
the pages of the revised report correspond to the nunbered
questions and comments on the list.

T Earman
Insfector General

Attachments

cc: DDCI
Executive Director

Copy 1 of &

—BOP-SECRET |
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Regerding

The original report

Director's Comments

the IG Report of 12 November

listed a ben on publicetion of intelligence

on offenslve weapons in Cuba without express permission of the

President.
DCI COMMENT:

This section of the

What ban?

originel report deelt with en order by the

Director in mid-August to make sure that reports were checked

with NPIC.

DCI COMMENT:

Our original reporf

This sounds 1like sn excuse. What DCI orderec
was & check by NPIC of reported missiles ir
Cuba. The check to be either cereful review
of recent photographs of particular areas or
new photography. Do not understand that this
involved "no reports until NPIC check.”

sald thet on 6 Heptember analysis of the

results of the 29 August mission hed led to susplelon that +the
Banes site was offensive in nature. )

DCI COMMENT:

This section of our
Ban."

DCI COMMENT:

HOP-SECRET |

Thls is overdrawn as Banes alwaeys was considered

e cosstal defense site. Wording indicates
susplcion of MRBM's and this not so.

original report dealt with "The Publications

a. Were any in-house CIA reports on MEBM
offensive weepons wlthheld?

b. Did our Checklist carry eny referece bt
actual, probable, or possible MREM's from
August 29 until October 147

c. Did CIA heve enything in hand whieh might
have caused us to go to the President with an
oral statement that we thought MRBM missiles
were there?
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d. I think our right to publisgh in the
Checklist pretty well extingulishes this
polnt. Do not belleve we were serlously
hurt nor eny conviction re MEBM's suppressed
because of thils.
e. Better document whatever is sald.
5. tence in our originsl report read: I
chief of the Current Support 8taff of ORR, no-es
that CIA was most effectively blocked in attempbs to impu-e
some significance toc the arms deliveries.
DCI COMMENT: By whom? What is CI procedure of coocrdinatioa?
6. These parsgraphs of our original report concerned the resirictions
on the September overflights.
DCI COMMENT: &. Why wes the originel flight plan of
: Septenber proposed?
b. Did RRO psexrticipete?

- c. Was ahy considerstion given to flying
over known 8AM sites to find out wha- they
were protecting?

d. Was any considersetion given to DCI
Septenber T réquest for "frequent coverage 't
T. Oupr originael report listed the missions flown from 29 August
through 14 October snd summsrized the resulis.
DCI COMMENT: But say whet kind of missiles.
8. Our original report said:
gseries of Clandestine Services reports, in addition to a
selected DD/P distribution, went to standard addressees oitside
of the Clsndestine Services.”
DCI COMMENT: How many?
S’ -2 -

—TOr SECRET
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This parsgraph of our original report read in part: 'The
distribution of 1s typleal of that made of
reports in the series. Thet message distributed on

2 October » Treported the observatlon on 19 Beptember of S8M's
being unloaded at the port of Meriel."

DCI COMMENT: "SSM's" underlined. Marginel note: 'I'his
not clear.

Our originel paraegraph begins: “Taking as an exsmple the
message whose distribution is dlscussed shove,

this 1s the sequence of processing between date of observaticn
and dete of receipt by the user.”

DCI COMMENT: What did this contein?

This paragraph in our original report ccncerned the PSATM
system.

DCI COMMENT: Question merk in the margin alongside the
paragreph.

Cur orlginsl paregraph read in part: "But at the time SHIE
85-3-62 was under discussion there were as yet no vaelld reports
of an offensive build-up."

DCI COMMENT: ". .  .no velid reports of an offensive
build-up” is wmderlined. Question ma-k
in the mergin.

The first sentence of our paragraph reasd: 'Mr. Sheldon s-resscd
the lack of credibility in Clandestine Serviges reporting.™

DCL COMMENT: "Clandestine" is underlined. Marginal
note: "or refugee?"

Our original persgreph read: "However, we do think that +he
publishing ban hed the effect of prolonging this skepticinm
untll the eleventh hour. If the ban had not exlisted an l1tem
on the poseible presence of MRBM's in Cuba could heve appeared
in the CIB in the last days of September, providing it could
have survived the coordination process, and 1t might have
changed some people's minds."

DCI COMMENT: Did thle item appear in the Checklist?

_TOR SHERET
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Our original paragreph read in part: ". . .there was litile

excuse for demeaning the validity of CIA reporting indicating
a shlft to offensive wespons.”

DCI COMMENT: What such CIA reporting?

This sectlon of the original report dealt with the Ppreparing of
SNIE 85-3-62.

DCI COMMENT: Marginal note between paragraphs dealing
with the situation as of 19 September when
the USIB approved SNIE 85-3-62 and the first
reports suggesting offensive mlssile activity:
" "DCI views on 85-3-62,"

This section of the original report deelt with the views of
the Director of Central Intelligence.

DCI COMMENT: Did you find any analyticel effort as
contrasted with philosophical conclusions?

You asked whether, once the SAM sites had been established, anvona

set down and asked why; for what purpose; were they given to the
Cubans Just to keep the U-2's awsy?

This persgreph of the original report listed the Current
Intelligence publications..

DCI COMMENT: Presldent's Checklist.

This section of our original report dealt with "Restricti-ns os
Overflights."”

DCI COMMENT: Why and under what circumstances were CIA
Septenber flights--two over easternm coastal
eree--changed to four covering sbout the
same aresa?

-Qur orlglnal Annex B listed sbetracts from the CIB.

DCI COMMENT: What wms in the Checklist?

~ZoR-SEoRIAT |
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22. This section of our original report dealt with the 22 Auvg.st
Current Intelligence Memorandum summarizing recent Soviet
military assistance to Cuba.

- DCI COMMENT: Buggest full wording of the report be inclided.

23. Our original peragraph dealt with a CiB dreft concerming arrival
of MIG-21's. We said: "DIA refused elther to coordinste it or
to insert a footnote."

DCL COMMENT: Why? ]

ok, Our’original parsgreph sald: "But until 10 October CIA aud DIA
were In disagreement over interpretations of specific pieces of
informetion.”™ "

DCT COMMENT: Examples. Chronology of differing reports.

25. You esked for the names of the ships in Mariel on 19 and
23 Beptember. Were they miselle carrying ships in light .f
informstion we now heve?

26. You asked if there was any evidence that our snslysts ran a.
computation on. what the Soviet ships could have been carryving
other than SAM equipment, and whether any thought or enalysis
was glven to what other cargo the ships might have been carryiag.
I realize that this enmnex does not fully enswer your quesidion,
but 1t mekes clear that our informetion on Soviet shipping was
incomplete and that no precise mnalysis was posasible.

27. You agked whether any thought wes given to a quaentitative
estimate during the critieal period based on the mass of shipping
vhlch had been reported. This annex, again, reveals more than
enything else the incompleteness of informetion availsble o
us. Navy slmply hae been unsble thus far to provide informa-
tion on all Soviet shipping.

— J 5
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HANDLING OF RAW INTELLIGENCE INFORMATION
DURING CUBAN ARMS BUILD-UP
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Hendling of Raw Intelligence Informetion

During Cuban Arms Bulld-up

1. This paper will discuss the movement and use of raw
intelligence information during the intensive Soviet arms bulld-up
in CQuba from mid-July to mid-October 1962, with particular emphasis
on the period beginning in late August. Except during a few days
at the end of the perlod when the PSAIM System was in force, the
flow of intelligence reports was normal. They were delivered to
all officers at all levels who needed them, both in CIA and eise-
where in the intelligence community.

2. However, there were certain limitatlons on the forma |
publication of this materlal Iin community-coordinaeted publicetions
which may have dlluted the impact of this information upon the
community at large. " These limltations were:

a. A caution on publishing information ebout Soviet
militery preparations in Cuba before determining whether
or not 1t was contrary to photogrephic evidence in the
possession of NPIC.

b. A ban beginning on 6 September on publication, cther
than 1n the President’s Checklist, of intelligence on offensive
wegpons in Cuba without express permlssion of the President.

e. Difficulties in inter-agency coordination.

d. Restrictlons on reconnaissance overflights, as well
as delays caused by weather, which hindered verification of
informetion and delayed acquisition of additional information.

3. TIn &8 recent memorandum to the DCI, Mr. Richard Lehman has
dlscussed in detall the broader aspects of CIA action during this
pericd. .

TOR SECHRET-
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The NPIC Ceution

4. Beginning in May 1962, the analysts began the practice of
checking out with NPIC any report that was gusceptible to photo-
graphic verification. The following, which we have confirmed,
eppears in Mr. Lehmen's memorandum:

"In Mey 1962, NPIC begen publishing a series of formal
reports (Photographic Evaluation of Informstion on Cuba) in
which the reports referred to NPIC were evaluated in the light
of photographic coverage. In the seven lssues of this
publication, published between 31 Msy and 5 October, JPIC
exemined 138 reports referred to it for comment. Of this
total, only three cited missile activity which could not be
directly linked to the SAM and cruilse missile deployments.
NPIC's evidence negated these three."

5. According to Mr. Walter Elder, in nmid-August the Director
briefed the President on the increasing volume of refugee and
agent reports on the Soviet bulld-up in Cuba. The President
directed that every effort be made to check out these continuing
reports. The Director instructed the DD/I to check every aveilable

- source, particulerly including NPIC. This instruction from the
Director was pasgsed onward orally.

6. |Chief, Middle America Branch, Letin
America Division, OCL, is the "chief OCI analyst" on Cuba. Fe
was one of the ultimate recipients of the iInstruction and one of
the persons required to take 1t into .account. received
the instriction orally. He says that, however the instruction to
use NPIC to check informent reporting was intended, he recelved it.,
or at least interpreted it, as an outright ban on publishing
enything that could not be verified by NPIC--and that, in fact,
nothing susceptible to photographlc verification was published which
had not been verified. Although we can offer no written evidence
in proof, we believe that this "instruction to check™ became =z
"han' through a combination of the following:

a. Distortion of the Director's instruction as it passed
from mouth to mouth.

Y 5

—~EOR—SHORH
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b. The welght the Director's word cerries within th= Agency
ig such that the ultimate recipient of it "leans over backward"
to comply. In this case, if the ultimate reclplents received
the instruction as it was originally worded, they read into it
a meaning that was not intended at all.

c. A procedure for checking reports with NPIC had heen in
effect since May. When the Director's imsbructlon of mid-August
reached the analysts, 1t 1s reasonable to sssume that they
concluded that the exlsting procedures were inadequate and that
& more positive and all-incluslve check .was desired.

7. There is other evidence that the Director's instruction
came to be considered a restriction. Mr. Iehman is a senlor officer
in OCI. His memorandum of 7 November on the arms build-up was well
researched. A quotation from his memorandum is 1llustrative of the
views he found in OCI at the time he conducted his research.

YAt some point, probably Just after 27 September, ar item
on the subject {the arrival of SSM's) might have been writter
for CIA current intelligence publlications. Itcould not be
written because the anglytic level was under the injunction
not to publish anything on misslile sites without NPIC
corroboration.”

. It should be noted that an item could have been written for 1he

Pregident's Checklist, but none was. Further, when we first
discussed this subJject with Mr. Sheldon, he saild that there had
been an outright ban issued in mld-August on publishing anything
that could not be verified by photography and that this ban had come
from the President. Mr. Sheldon later came to realize that his
earlier recollectlon was wrong, but 1t is probable that his first
Impression was s fairly accurate reflection of views widely held
within the DD/I complex.

IO SECRET-
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The Publicsation Ban

8. The ban on publication of intelligence on offensive
weapons has the following history.

9. 0On 29 August a U-2 flight confirmed esteblishment of a
misslle defense of western Cuba and found a miesile site at Banes
in Oriente Province. On 31 August the President ordered General
Carter not to allow publication of this information pending
clarificetion of U.H. policy. (General Carter relsyed this order
to the USIB. The informetion on the SAM sites was released for
publication on 5 September. In a memcrandum to the DD/I, deted
6 September, the AD/SI reported that:

"A preliminery enelysis of the technical parameters of
the facility indicate that the missile system present is a
surface-to-surface cruise type system. . . . P.I. analyses
of the additional photographic coverage should be available
on 7 September. . . .M

On 7 September the Director of NPIC end the Chief of the Offensive
Bystems Division of OSI jointly addressed a memorandum to the DD/I.
I% read, in pars:

"The Banes installation is assegsed a8 a surface-to-
surface tactical missile gite most 1likely for eruise-type
missiles. The purpose of the system end the effective range
of the missile cennot be conclusively debermined fram the
evalleble data. . . . It must be emphesized that, while we
cennot definitely exclude the possibility of this missile
installation being for offensive burposes, i.e., attack cn
Guantenemo Naval Base or possibly the Florida mainlend, we
believe the evidence is much stronger for the coastal
defense role.™

The President was informed thet the preclee nature of the Banes
installation had not been conclusively determined. He ordered
Genersl Carter to put & complete freeze on publication of informa-
tlon on the Banes site. A Current Intelligence Memorandum of

1y Septenber, based on a full readout of the 5 September photography,
seys: "We conclude that there 1s no longer sny reason to doubt thatb
the Banes site has a coastal defense mission," The information was
releaged for publicetion.

—TOR-BECRET |
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10. Following his conversation with the President, Genersl
Carter received approval from Mr. McGeorge Bundy to allow anelysts
eccess- to such informaetion and provide the results of their
analysis to pollcy-makers on a need-to-know basis.

11. The minutes of an executive session of USIB on 7 September
1mply & publication ban on gll types of intelligence pertaining to
offenslve wempons in Cuba. There is » however, no explicit written
record of the ben's imposition. The DD/I gave the AD/CT orders to
this effect, on or about & September. The ben was further discussed
at an executlve session of USIB on 13 Septenber.

12. Qn 1% September the AD/ CI 1ssued the following instruction

.to certain members of his staff:

"This is to remind everyone that we are under a White
- House injunction not to print in eny publieation which goes
outside CIA eny intelligence bearing on Cuban offensive
military weapons. At the seme time we are enjoined by the
DD/I to insure that normal distribution is made of all
meterlal bearing on Cuban military cepebilities so that
enelysis of this intelligence may continue. This prohibition
need not apply to the President's Intelligence Checklist but
it does apply to ell other publications. Any meterial which
might ordinarily be thought to be publishsble on this for-
“bidden subject should be brought to the attention of the AD/C1
or the DAD/CI.™

13. This restriction, as was intended, resulted in & virtusl
blackout from intelligence publiestions of information on offensive
wveapons. The only exception was publication of informstion or the
grrival of I1-28 bombers in Cuba. General Carter ssked Mr. McGeorge
Bundy for permission to publish. The request was refused. QGenersl
Carter then referred the matter to the Director » pointing out that
the informatlon had elready appeared in Department of Nevy putlica-
tions. The Director himself then called Mr. Bundy and got s&pproval
for publication. The information appeared in the CIB and in the
Cubsn Deily Summsry on 11 Qetober.

14, Certain observetions are in order ags o the probeble
effect of this publication ban.

-5 «
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15. No CIA reports on offensive weapons were withheld from
digsemingtion. All recelved full disseminetion within CIA and to
a1l other componente of the intelligence commumlty. In the cese
of Clandestine Services reports, this runs to some 200 copies.
None of the reports found thelr way into intelligence publications
beceause of the ben on publishing reports on offensive weapons.

16. This ben, of course, did not apply to the President's
Checklist, but noné¢ appeared there either. We have compared items
appearing in the Checklist with those appearing in the CIB and the
Cubsn Dally Summery. Nothing of any significence appears in the
Checklist that does not sppeer in the other publicetions. None of
them makes mention of the offensive bulld-up.

17. CIA did have reports in hand which might have ceused us
to go to the President with an oral statement thdt we thought MREM
misgiles were beilng Installed. There are elght reports that are
quoted in the section on "The Missile Reporting.” Four were
disseminated hetween 20 snd 23 Septenmber, inclusive. The other
four were disseminated between 1 and 8 October, inclusive.

Mr.. Iehman noted in his memorandum that an itém could heave been
written in late September had it not been for the publications
ban. We asked Mr. Cline i1f an oral report hed been given to the
President. He told us that none had.

18. Tt can be argued that there were no restrictions on

publishing in the Checklist. Regardless of the original intent

of the Checklist, we found substantisl sgreement within the DD/I
complex that the Checklist has been used primarily to cell to the
pttention of the President those particulerly significant, solid
items of intelligence asppearing in the various intelligence
publications for the day. The concept of it being e vehicle for
passing to the Presldent and a few other senlor officiels informe-
tion not included in formal intelligence publipations has lergely

‘beernt lost. The evidence strongly suggeste that the practice of

orienting the Checklist to solld information dld hurt us in this
situation. There were reports on the lmtroduction of offensive
weapons that were not sulbtable for use in normel Current Intelli-
gence publicetions. This informetion pould have been included in
the Checkllist, but 1t was not because the Checklist was too
closely tled to other publications.

~TOP-EEgRHAT
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19. This 1s the évidence on whlch we base our conclusicns
a8 to the effect of the publicatlions bhan:

a. With respect to possible in~house CIA reports
being withheld, we cen report that we found nothing worth
digseminating that wes not disseminated.

b. With respect to our conclusion that the Checklist
carried nothing on the offensive bulld-up, we have attached
a8 amnexes to this report extracets from the Checklist, the
CIB and the Cuban Dailly Summary. We have checked the three
publications. Nothing on offensive weapons appesrs in any
of them.

c. With respect to CIA heving reporbts in hend upon
which to base oral brlefing of the President, we have cited
. the specific reports and have quoted from them in the sewtion
on "The Missile Reporting.” Coples of the actusl reports are
in our hands.

d. Our conclusion thet the Checklist is little used for
pessing to the President information not sultgble for Including
in other intelligence publications is based on cornversations
with meny officers, including: .

Mr. Rey Cline, DD/I
Mr. Buntington Sheldon, Assistent DD/I
Assistant to the DD/I (Planning)
TR, J. Bmith, AD/CI
Mr. Richard Ieshmen, Specisl Assistent to the AD/CI
Chief, Latin Americe Division, OCI
\ Chief, Middle Amerieca Branch, Latin

America 7
Officer in Cherge of getting oub

the Cuban Dally Summexy

-7 -
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Coordination Problems

20. On 3 August CTA made its first attempt to place an item on
the bulld-up in the Centrsl Intelligence Bulletin (CIB), noting an
unusual number of suspected arms cartiers enroute to Cuba. &
NSA and DIA objected to the item beceuse of an NSA Intercept

| o that the increased Sov

ghip traffic
| The item, as

T EEee TS W RUgUS G, OUL LT Was walber !

in ©88 as were four other CIB items in August.

ﬁﬁ chief of the Current Support Staff of ORR, fotes Ehat
was most effectively blocked by DIA in sttempts to Impute sone

significance to the arms deliveries. It should be noted that over

the years +the concept of the CIB being a fully coordinated and agrae:

upon publication has developed.  In the past, higher authority would

not tolerate "split" items presenting differing views. The mrocecire

for coordinating items for the CIB is outlined in the section
entitled "The Mechanics of Putting Together the CTB."

2l. The 29 August Pregildent‘s Intelligence Checklist stuted
"meny Soviet ships are involved in hauling mITitary gear (to Cuba).®
The CIA officer who delivered the Checkllst to the White Hous= on
that date reported that General Maxwell Taylor challenged the
statement. According to this officer, he cited this statement, from
the DIA Intelligence Summary of the same datet: "The high vol:.me
of shipping Pprobably reflects Planned increases in trade betwsen
the USSR and Cuba."

22. (eneral Taylor was further quoted as saying that he had
Seen no hard evidence of armaments going into Cuba, that equipment
like trucks and tractors could be used for military purposes but that
Jhe did not think this wag the case in Cuba, and that in his opinion
the Soviet aid to Cuba was burely economic.

23. This was the day of the U-2 mission wh confirmed JAM
sites in western Cuba. According toﬂ he was irFormed
on or about this time by Mr. Joseph W. Neubert of Mr. Roger Hilsmar's
-office in the State Department that General Taylor had requestaed
State's INR to withdraw a memorandum which noted an upsurge in Bloc
vessels traveling to Cuba under conditions suggesting increasing
deliveries of arms. The same source said General Tsylor had mude
‘this request after consultation with Admiral Dennison.

—TOR-SHERFET
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2hk. These incidents illustrate the disagreement which prevailed
throughout August between CIA and the Defense establishment ovex
Iinterpretation of intelligence on the movement of shipping to Cubsa.
We have reviewed DIA intelligence publications for August and
Jeptember and can confirm that DIA did indeed insist throughout
August that the increased shipping reflected an increased flow of
economic aid. '

25. The USIB Watch Committee placed Cuba on i1ts agends in
late August. This action followed submission to Watch Committee
members of an urgently worded 22 August Current Intelligence
Memorandum (OCI No. 3047/62) from CIA. (Distribution of this paper
wes 88 follows: DD/I, 1; A/DCI, 1; OCI, 7; Wetch Committee, 25.)
Items on the Cuban bulld-up began to appear in the Combined Watch
Beport with the 29 August issue.

26. After the U-2 missions of 29 August and 5 September,
coordinatlon of material relating to the speed-up of arms deliveries
to Cube became less difficult. Bubt until 10 October CIA and DIA
were 1ln disagreement over Interpretations of specific pieces of
information. Attached as Annex H is a copy of a memorandum gpelling
out coordination difficulties. It was prepared by

an ORR officer intimately involved with These problems
a =) e. We drew heavily from this memorandum in preparing
our report. The full memorandum gives the sequence of reports an3
the coordination difficulties encountered.
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Restrictions on Overflights

29. On 10 Septenber at a meeting in the office of Mr. McGeorge
Bundy (For other detaills sbout this meeting see Annex D, Pege 3.) CIA
gought approval for & single reconneissance flight along the south
cotist of Cubae, scross Guantanamo and Banes, and along the northern
cogst. The Becretary of 8State objected to the CIA propossl (Annex L).
He sald he considered it unwise to overfly international weters and
Cuban territory during the same mission. He sald that if the alrcraft
fell into enemy hends during such & mission the U.8. would be in a
very poor position to defend ite rights to overfly internetional waters.
The result of this concern was that the meeting (a) rejected CIA's
specific proposal but (b) gave CIA epproximately the coverage it asked
for by aubthorizing three U-2 flights for the month of September in
eddition to the one remaining in the normel September allocation of
two. Of these four, two were fto be overflights, two peripheral flights.
Because of bad weather (end one mechanical sbortion) the program was
not completed until 7 October. Thus it took nearly s month to get
the coverage CGIA had sought to get in a single mission. This coverage.
g8 requested on 9 8eptember by the Committee on Overhead Reconnaissance
(COMOR) (see Para.33. below), did not include the western end of the
islend where SAM slites had alreedy been discovered.

30. We now know that S8AM sites in western Cuba were defending

sltes which were being prepared for the instellation of offensive

missiles. 'The four missions approved on 10 September were confined
to the éastern pert of the islend end therefore did not detect these
preparations. We do not know whether U-2 photography would have
detected offensive preparations in Western Cuba by T October when
the four-flight progrem was completed. Nor do we know for sure
whether the weather conditions would have permitted such detection.
In sny case, there was no photogrephlc corrcoboration of agent and
refugee reports suggesting offensive missile activiby during late
Septerber and early October. Confirmatlon had to walt for the

1k October U-2 flight. A fuller explenation of the planning of

the four-flight progrem follows.

31, On L4 Septenber the Chairmen of the COMOR addressed a

memorandum to the Acting Director of Central Intelllgence. It is
guoted below in 1ts entlrety:

. ".. Your approval of paragraph 4 is requested.
2. The Committee on Overhead Recomnailssance reviewed

the resulte of the latest mission on Cuba (No. 3088) flown
on 29 August end concluded as follows:

- 11 =
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8, That in view of finding SAM sites on the western
end of the island on 3088, 1t is particularly important
that ag soon es westher permits the next aubthorized missior

. should cover those areas of the islend which were not
photographed because of weather or becsuse the range &id
not permit.

b. That priority sreas of interest should be tre
areas referenced in g above and to include other targets
on & second priority basis which might require coverags.

¢. That the complex at the eastern end of the island
should be photographed again, but there is no requirement
at this time for recoverage of the BAM sites. (Underlining
supplied by IG.)

3. . The tergets for operationsl planning will be prepared
by the COMOR Working Group in pursusnce of the above and
forwarded directly to the Intelligence Officer/OSA/DDR for use
in operational planning.

Lk, Recommendsbion: Thaet the foregoing be taken into
account 1n determination of when the next Cuban mission will

 be flowm."

The recommendation in paragraph 4 wes spproved by the Acting Director
of Centrsl Inbtelligence.

32. On 3 September the COMOR approved a paper on "Requirements

and Targets Applicable for Tacticel-Type Aerlal Reconnaissance over
Cuba." The paper was forwarded to the Acting Director of Central
Intelligence. Slgnificent extracts follow:

"1, In pursusnce of your request that the COMOR examine
the kind of informetion which could be obtalned through the use
of RF-101/F8U-type of aircraft to complement the present U-2
reconnsissance of Cuba and to indicate in order of priority
the informetion and the tergets whlch heive been submltted %o
COMOR, the following is reported:

a. Tactical-type reconnslssence sircraft could secquire
information on the identified SAM sites which would permit
more rellsble estimates of the operatlonal status.”

33, On 9 September 1962, the Chairmen-of COMOR sddressed =

memorandum to the Acting Director of Central Intelligence, subj=ect:
MWext U-2 Mission Over Cubs.” The text follows:

- 12 -
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"1. The Committee on Overhead Reconnaisssnce has now
reviewed the information cobteined from the last U-2 reconnaissance
of Cuba (on 5 September). Unfortunately westher precluded
rhotography of the possible Burface-to-furface Missile Site at
Banes on the eastern end of the Islend as well as a portlion of
the Guantansmo area., The Mission slso did not cover the Isle
of Pines (to check on BAM deployment) and other arees in the
eastern half of the Island which should be searched for SAM
and possible S8M deployment.

2. The Committee recommends that another U-2 mission be
flown as soon as weather permlts to cover Banesg and the other
targets mentloned gbove snd identified on the attached map."”

IG comment: 'The use of “88M"™ as +the next to the last word of
paregreph 1 of the memorandum quoted immedistely above raises tke
interesting posslbility that the COMOR might have been proposing &
search of MRBM's or IRBM's. Rather than relying on the memories of
those involved in preparing the memorandum, we heyve checked the map
on which the targets ere identified. It is clear thsat the 833M
reference 1s to poeelble coastel crulse missile sites.

34. We have in our possession the referenced map of Cube with
an scetate overley showing the tracks deslired by CIA snd the tracks
gpproved in the 10 Beptember meeting in Mr. Bundy's office, CIA
proposed coverege of the soubthern coesgtline of Cuba from sbout
821 degrees emstward to the Guantenamo ares st about 75 degrees, and
coverage of the morthern coastline from Banes at sbout 754 degrees
westward to the Bagus la Grande area &t gbout 80 degrees. The
targets to be covered are indlcated thus:

Igle of Pines (missile search)

Bay of Batebasno Comstline (missile search)

Zepate Swamp (missile search)

Coastline, Zapets Swamp to Guantsnemo Bay (missile search)
Guantenamo Area (troop build-up)

Banes Aree (suspect SSM installation) (coestal crulse missilei
Coastline, Banes to 8ague la Grande (missile search)

This evidence strongly suggests that, with the exception of the
Guantanamo and Banes areas, the September flights were proposed
for the purpose of finding new misslile sites,

35. According to Mr. James Reber, Chairmen ¢f the COMOR, und
Mr. James Cunningham, Deputy Assistant Director of the Qffice For
Special Activitles of DDR, the NRO does not participate in the
plemning phase of overflights.
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36. We have examined the written evidence to see if any
considersation was given to flying over known BAM sites to find
out whet they. were protecting. We find nothing Buggesting thaet
any such conslderstion was given.

37. On 7 Beptember the Director cebled ’:]urging
frequent reconnsissance coverage. We find no specific mention of
this request in any of the documents we have exemined. There is
8 serles of documents prepared by the COMOR urging tactical
reconnaissance by RF-101 or F8U sircraft 50 that better photography
could be gotten of known sites ; however, the first. of these documents.
repulted from s COMOR meeting on 3 Heptember, prior to receipt of
the Director's caeble. It is posslble that the urgency the Agency
sbtached to getting this tactical reconnaissance resulted from the
Director’s ceble, but we haye found no proof of this.

38. Attached as Annex D is a chronology of Cuban overflights
from 5 August through 14 October.
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The PSATM System

39. An actusl restriction on the flow of information existed
only during the last few days of the period under discussion. This
was the FSAIM system, and its imposition came gbout as follows:

ko, The 11 Qetober CIB item on arrival of IL-28's in Cuba
required Presldentiel approval because of the offensive capsabili by
of this medium bomber. The DCI requested such spprovel because
‘the photographs of the IL-28 crates were elready widely aveilsble
in ‘the intelligence commmity. When the President gave the DCI
permission to publish the item he elso ingtructed him to put into
effect immediately a formal system whereby such informetion coutd
be fully controlled.

. b1, A special USIB meeting on 11 October put this order into
effect as of the close of 12 October. The order provided that
information or intelligence on offensive ecapebllities in Cuba
"wlll be disseminated outside each USIB intelligence component
only to speeific individuals on an EYES ONLY basis who by virtue
of thelr responsibilities as advisers to the President have a
need to know" and that "there 1s no intent herehy, however, to
inhiblt the esmsential analytie process."
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The 22 August Memorandum

k2. Intelligence received through the third week of August

1962 on recent Soviet military assistance to Cuba was summarized

in the Current Intelligence Memorandum of 22 August mentioned in
paragrsph 25 abave.

43, It described the errival, in a period of & few weeks, of
several thousand Bloc persommel and of en unusually lasrge number
of Hoviet ships carrylng militery cargoes. It described the
unusuel security precautions cbserved in the unloading of these

.cargoés and in thelr transportetion to comstruction sites, from

which Cuben residents had been evacumted. It observed: "The
speed and megnitude of this influx of Blo¢ personnel end equipment
into & non-Bloc coumtry is unprecedented in Soviet military aid
actlvities; clearly something new and different is taking place."
A copy of the Current Intelligence Memorendum is attached as
Amex G.
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Incresge in Reports

4h, How new and how different soon beceme spparent in the
repld increase in reports-—froml —|refugees as well
g8 other sources--suggesting misslle activity in Cuba. In the 30
days up to and including 22 August there had been only seven such
reporte. In the next 30 days, up to 21 Beptenmber, incluslve, there
were 43. Thereafter, until 1% Qctober, the day the U-2 proved the
exigtence of offensive misslle sltes, there were 42, meking a total
of 85 for the period 23 August through 14 Qetober. Our discussion
of reports and what wes done wilth them will be limited to these 85,
concerning suspected misslile sebivity. In the same perlod there
were also six reports releting to IL-28's and four relating to
MIG-21's.

45, There were, of course, meny other reports releting to
other phases of the Soviet mllitery program in Cuba: deliveries of
conventional eircraft end other milltery gear, electronic devices,
transport vehicles, end conastruction meterimls; Hoviet trensport
convoys; Boviet encempments and persomnel, including the imported
lgbor force, many of them reportedly Negroes; and military airfields
#nd operations.

46, In four months the over-all reporting on Cuba increased

between three and four times, In July Tesk Force W disseminatec
76 reporte; in August, 193; in Beptember, 223; in October, 271.
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The Misslle Reportlang

k7. The 85 reports concerning guspected missile actlvity in
Cuba which were disseminated between 23 Auvgust and 14+ October were
all distributed to USIB members and to all elements of CIA having
known requirements for them. In addition, 4l were referred to FPIC,
36 were sent to the CIA representative with QINCIANT, 25 to the
Immigration and Naturalization Service, 10 to the Executive Office

of the President, and 9 to CINCARIB. Detalled dissemination will
be dlscussed below.

418, Eight of these are consldered by DD/P and OCTI analysts to
have been especlally significant as indicating the possible existence
of offensive missile activity. At least two of them (marked by
double asterisk in the sub-paragraphs below), taken together, were
so suggestive as to pinpoint Sen Cristobal, in Pinar del Rio Provinee,
as a target for overflight reconnaissance. These eight reports are
gummarized in the order in which they were issued:

a. On 20 September| ﬁlwas
quoted as having said on 9 September: "We have HO-mile range
guided migslies, both surface-to-surface and alr-to-air, and
we have a radsr system which covers, sector by sector, ali of
the Cuban air space and (beyond) as far as Florida. There are
also meny mobile ramps for intermediate renge rockets. They
don't know what is swaiting them."

b, On 21 Septemberl
Dw&s quoted as saying: "We will fight to the death and
perhaps we can win beceuse we have everything including atomic
weapons." The same report gquoted as
saying that sbout 1,000 Soviet techniclens were conscructing &
nuclear weapons base 1n western Cuba. Headquarters commented
that the source milght be referring to Mariel Naval Ares, where
another source had reported construction of = missile base, and

observed that there had been no previous reports of nuclear
weapons in Cuba. Ig:_:l

%% . Also on 21 September a refugee was quoted as having
obseérved in Havana, on thé night of 12 September, a convay of
50 Boviet trucks driven by Soviets and pulling trailers 65 to
T0 feet long carrying canvas-covered objects which looked like
missiles. The source's descriptlcons and sketches matched
photogrephs of Guided Missile, Surface-to-Surface, gs-h,
"Shyster".
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d. ©On 23 September g refugee
at Port Isabels wag Treported ag having—ovzerveg There, on
2 September, 20 metal cylinders, U5 to 50 feet long and ahout
flve feet in diameter, end having later geen five of then being
carrled toward Santg Clara on trailers.

*%¥ e. Another refugee report dated 1 October concerned the
sighting, on the night of 17 Septenber, of g milltary-escorted
convoy of Soviet trucks. The source said the eonvoy, which wes
on the road leading to San Cristobal, included Seven 32-fcot
trailers carrylng huge tubes covered with canvas.

f. A source in Cuba reported on 2 QOctober that "large
Intercontinental rockets more than 20 meters long" were uniocada-i
by Soviet personnel the night of 19 September in Mariel. Head-

‘quarters commented: "It is more likel: t source observed
SA-2 mlssiles being offloaded." ﬂ

g&. Another 2 October report described a refugee’s chuen
vations at Mariel on 23 September. The source observed two

trucks and included two missile launchers."

49. The other reports, dated 23 August through 14 October nnd
dealing with suspected missile activity, are summerlzed in Annex 4.
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How the Reports Were Selected

50. The 85 reports that have been mentioned are among & total
of 123 for a broader period extending to 26 October 1962. Thesz werc
selected, at the request of the DCI, by Mr. William K. Harvey, Chief
of Task Force W. A three-man teem from the DD/P Intelligence Group
screened Clandestine Services reporting back through Januvary 1962,
Office of Operations (0Q0) reporting back through early May 1962, anc
Special Intellligence reporting back through early June 1962.

5L. In addition to the 123 reports which Mr. Harvey considerec
"to have definite or highly probsble references to Soviet missile
activity in Cuba, there were 8 referring to delivery of the MICG-21
and 7 on the IL-28. Of the total of 138, 60 came from Clandestine
Services sources, 67 from 00's exploitation of refugees, and 11 from
Special Intelligence. Thirty-seven of the tobtal were referred to
NPIC with a request for eilther immediate photographic interpretatior.
or addltional overflight recomneissance to clarify or confirm the
reported activities.

. 52. The searchers reviewed gboub l,TOO’Clandestine Services
reports, 1,800 Office of Operations reports, and some 6,000 entries
~r on 150 teletype strips of Speclal Intelllgence material.

53. The ahove reports came from every province of Cuba. They
varied in content appralsal and source evaluation. Many of them csme
from untested ultimate sources and unskilled cobservers. But,
allowing for inconslstencles, or distortions in individuel repcrts,

~ the mosaic picture that emerged was remarksbly consistent: a) wide-
spread and large-scale construction activity; b) many convoys cf
Soviet trucks, frequently moving by night and with trailers carcying
massive tubular objects; c) new restricted military arees, from which
Cuban residents have been evacuated; d) Soviet personnel supervising
the unloading of shlps and the land transport of their cargoes:
e) frequent specific references to surfece-to-air missiles and their
accoutrements, to cruise missiles, and to the construction of missils
sites; and f) evidence of almost exclusive Soviet or Bloec occurancy
and control of new military sites.

5h. Many other reports, including communications intercerts,
which contained no reference Lo .actusl or suspected missile activity,
added breadth and perspective to the plcture of a massive and
unprecedented build-up of Soviet-manned militery installetions in
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excess of the actual defense needs of the island of Cuba. Among the
most intriguing of these were several NSA intercepts of Soviet
military radio traffic in Eastern Europe calling for volunteers to

serve in Cuba.

55. Confirmatory evidence, and new evidence, was supplied by
Interpretation .of the results of the U-2 missions, as follows:

29 August--Confirmed establishment of & missile defense
of western Cuba (seven SA-2 sites); the coastal defense cruise
migasile slite at Banes was discovered but not positively
ldentified as to type; found unidentifisble construction at
Guanajay.

5 SBeptember--Found three more SA-2 sltes, bringing the
Sotal to ten; proved that the Banes silte was intended for
short-range coast missiles; found & MIG-21 and several others
st1ill in crates at Sants (lara airfield.

26 Septenber--Three additional SA-2 sites discovered.
bringing the total to 13.

29 Beptember~-One more BA-2 site found, bringing the
total to 1lli; another coastal defense cruise missile site vas
identified.

5 October--One more SA-2 site was discovered, bringing
the total to 15.

T October--Four more SA-2 sltes were discovered, bringing
the total to 19.

14 October--Identification of MRBM site in the
San Cristobal area.
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Distribution of Reports

TN There was & standard distributlon of each series of rsw
information reports on the Cuban arms bulld-up. The standerd
digtribution itself was wide. Each report received a supplemental
distribution based upon the lmown interests of varlous components
of Government.

57. The sdvance teletype distribution of 00 reports based on
interrogations of refugees went to these addressees: 0CI, CRR, O8I,
OCR, | |(a. DD/P element), TFW, Department of Btate, ACSI,

-AF330, GNO, JCS, DIA/CIIC, and AEC. The follow-up hard-copy

distribution went to these same addressees plus other componentc
of the intelligence community having use for the informstion.

58. The| | series of Clendestine
Services reports, in addition to a selected DD/P distribution, went
to a standard list of 20 eddressees outzide of the Clandestine
Services. -The mddressees on the particularly significant
reports dissgeminated after mld-Beptember were: Depertment of State,
DIA, AC8L, Navy, Alr, JCS, Secretary of Defense, NSA, NIC, USIA, OCI,
ONE, OCR, ORR, OBI, 00, NPIC, FBI, 1I&NS, and CINCLANT through tie
Agency's representative to the command. The Cable Secreteriat made
dlrect distribution to emch of these nasmed addressees except DIA,
ACSI, Nevy, Alr, JC3, snd the Becretary of Defense.

59. After the offset master had been run by the Ceble Secretariat.
yilelding the coples needed for dlrect distribution, the mester was
taken by courier to the Army Steff Communications Center in the
Pentagon. Army Staff Commmications then re-ran the master,
reproducing enough copies to allow distribubion to the standard
Department of Defense addressees (ACSI, Navy, Air, JCS, end the
Secretary of Defense) to which CIA did not mske direct distribution--
plus obther Department of Defense elements hevling an interest in the
report.

60. The Ceble Secretarist distributed six copies of each report
to the Office of Central Reference (OCR). Based on known requirements,
OCR then distributed these six copiles to offices, other then standard
addressees, having an Interest in the particuler report.

.61 The distribution of| |15 typical of that made
of reports in the series. That message, dlstributed on
2 Uctober, reported the observation on 19 September of "large
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jntercontinental rockets" being unloaded at the port of Mariel.
{rty-eight coples of the raw cgble from the Task Force W

on which that|  |wes based had already been

distributed within CIA by the Ceble Secretarist. The recipients of

62. After the report had been prépared from the raw cable,
the[:'was digtributed in 199 copies, as follows:

‘No. of Copies Recipient
iz Task Force W
30 Other elements of the Clendestine Services and

miscellaneous CIA sddressees who were not
gtenderd addressees and whose interésts were
not served by OCR. These included DCT, DD/ P,
A/DD/P, and the Office of Hecurlty.

OoCL

ONE

OCR/Iieison Steff

OCR/Industrial Reglster

OCR/Biogrephic Reglster

DD/1/Assistent to DD/I (Plemnning)

08t

DD/R/0ffice of Speclal Activitles

ORR

00

0BT :

Department of State

NPIC

T&NS

FBI

CINCLANT

NSA

NIC

USIA

Reproduced by the Army Staff Commumications
Center and distributed to ACSI, Navy, Alr,
JCS, and the Secretery of Defense, plus
other interested elements in the Department
of Defense.

2 DIA

l—l
PR ERBHNDORREHE RO

(02]
GRS o
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Speed of Dlsseminstion

63. Many of the Clandestine Services re?or'&s on the arms

d-up 1 ere based on informstion
and. there was an imeviteble delay between the

from the island

daté of observetion and the daste of receipt of the information by
CIA. Reports based on interrogations of refugees at Opa-locks
suffered a simller tlime lag in that the information could not be -
gotten until the refugee had marisged to escape from Cubs.

6k, Where measursble, the time leg between the dste of an
observation on the ground in Cuba and the date & report was lmsued
in Weshington wes as short ss six damys, as long as 4O daeys. The

Bverage wds around 19 demys.

.65, Taking as an example the messsge whose distribution is
discussed in parsgraph 61 above | this is the

sequence of processing between daste of observation and date of

recelpt by the user.

19 Septenber

23 Heptenber

1 Qctober
1 October

1 Qctober
2120

1 October
2156

Date that wnlosding of missiles
st Mariel was observed.

Date that '_the_iniomaiion_ms“
| forwerded

Date L ‘ received
at JMWAVE in Miaml.

Dete that the info'rmation report was
cabled to Headqusrters from JMWAVE.

Date/time of recelpt of cabled
informetion report by the Cable
Becretariat,

Dete/time of recelpt of the cabled
informaetion report by the

Intelllgence Watch., The Intelligence
Watch 18 responsible for disseminating
cabled information reports. In this
cage the report was referred to Task
Force W for dissemination because the
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Intelligence Watch had reservetions
88 to the eppropriateness of JMWAVE's
appraisal of "possibly true."

2 October Date/time Task Force W delivered the

1439 finlished report to the Ceble Secretariat

for reproduction and distribution.

2 October Date of dellvery of reproduced revort

to the customers. The exact time of
delivery cannot now be readily deter-
mined. Csble Becretariat records show
only that the report was picked uz by
the courier who was on duty after the
normal close of business. In any
event, delivery wes completed in time
for the report to be available to the
customers at the opening of busincss
on 3 October.

This report carried s ROUTINE precedence designation and presumzbly
received no unusual "expedite" treatment. Were it not for the fact
o that the lIn’celligence Watch had doubts as to the proper
b gppralsal of this information it is probable that the report could
have been in the hands of the customers 24 hours earlier.

66. We found no evidence that the President's ban on publishing
Information concerning offensive Soviet preparation in Cuba hindered
the normgl dissemlnation end anaslysis of raw intelligence. The
PEAIM system, which was in effect from 12 to 22 October, did limit
distribution, as 1t was designed to do; but it imposed no limitation
on snalysis of the materiel, end in any case, it affected only TWO
or three dsys of the period prior to 1 Octcber.

67. There was close and repid communication between OCI analysts
aend Task Force W personnel, with the former performing on~the-snot
evaluetions for the latter as they scenned incoming raw reports for
inclusion in the Cuban Deily Summary. The working reletionship
between Task Force W, OCL, the COMOR Tergeting Working Cammittee,

NRO, end NPIC was such a8 to fagllitate rapld end effective action
on raw information meriting such attention. Coordination on require-
ments with DIA wes swift end smooth (in marked contrest with
publication coordinetion difficulties).
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68. 'Task Force W officers took part in the deliberations
which led to the 19 September publication of SNIE 85-3-62 which
concluded, inter alls that the Soviets might be tempted to
establish offensglve weaspons in Cuba but that such a development
"would be incompatible wilth Soviet practice to date and with
Soviet policy" as currently estimated.

69. The estimetors received and studled the raw traffic
and discussed it with enalysts and operators. But at the time
SNIE 85-3-62 was under discussion there were as yet no valid
reports of an offensive build-up. The first of the slgnificant
and velld reports on offensive misslles wes disseminated on
20 September. one day after SNIE 85-3-62 was approved by the
USIB,.

| It reads:

"1,

We have H0-mile range gulded missiles, DOTO BUTIECESTO=
surface and surface-to-alr, and we haye & radar system

which covers, sector by sector, all of the Cuban sir space
end (beyond) as far s Floride. fThere are also many mobile
ramps for intermediate range rockets., They don't know

what is ewalting them.'"

T70. The first report that concerned possible offensive weapons
end which suggested sn area where they might be found was not dis-
-seminated until 21 September, two days after approval of the
estimate. The estimetors were uneble to sense that the Soviets
were departing radically from past patterns and practices. Nor
could they sense thet the Sovlets themselves were victims of a
gross mlsestimate of thelr own, i.e., that they were miscalculating
U.8. abllity to detect thelr mischief and to take prompt and
vigorous action to counter it.

71. 4s of 19 September, the date USIB approved SNIE 85-3-62,
coordinated intelligence publicetions of wide community distribution
hed stated that there were 1ln Cuba at least nine SAM sites, one
comstal defense missile site, and elght KOMAR-class guided missile
patrol boats end that 4,200 Soviet military techniclans hed
arrived since mid-July. The intercept information that the Soviets
were seeking volunteers for Cube from militery units in East
Europe had also been published.
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T2. The first reports which definitely suggested offensive
missile activity, and which started the targeting process that
led to production of photographic evidence, began to come in two
deys after the estimebe was printed.

73. The facts show that the raw information flowed as it
should have done and wae discussed by the officers in CIA whose
business 1t 18 to aenalyze and use it. Whether or not the publizhing
ban velled its ilmportance is a metter of speculation. We have
gethered opinions on both sides. It is possible thet the
restriction against publishing informetion about offensive weap:.ms
in Cuba mey have served to draw the attention of analysts to
reports of such activity and to ensure that they briefed their
superiors on them.

- 27 -
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Mistruet of Clandestine Services and 00 Reporting

4. Mr. Iéhmen's memorandum deels with the mistrust of CIA
reporting on the arms bulld-up in Cuba. He s&ys:

"0IA's fllee contain 282 intelligence reports, not
including press items, on missile and mlssile-assocluted
activity in Cuba before 1 July 1962. All of these were
elther totelly false or misinterpretstions by the cbeerver
of other kinds of activity. CIA analysts had naturally
come to view all such reports with a high degree of
susplcion.”

Our conversatione with officers in DD/I components confirm
Mr. Lehmen's stetement thet & resistance had bullt up to CIA
reporting on Cuba.

75. Mr. Sheldon stressed the lack of credibility in CIA
reporting. He specifically cited Clandestine Services reports cf
Africers in Cuba with '"bores in thelr noses end rings in their
ears.” Mr. R. J. Smith, in commenting on failure to use CIA
reporting, cited two factors. The first was its unrelisbility,
which he reted as "resnging between the ridiculous and the inene,”
specifically referring to réports of Negroes with rings in thelr
noges. The second factor was the lack of sufflcient overflights
to confirm reporting.

76. We have ldentified three reports with references to
Negroes belng in. Cuba. There mey be others that heve escaped our
-abtention. These Clandestine Services reports came from three
separste untested sources, none of whom was reporting from direct
ocheervetion. Dgtes of informetion renged from 30 July to about
mid-Aygust. Two of the reports were dlsseminated on 31 August
and the third on 1 September. One of the 31 August reporis
mentioned the asrrivel of Mongoliens, Negroes, or Congolese, some
wearing eerringa. The other 31 Auguet report mentioned Congolese
having srrived st Mariel and Comgolese being camped at Guanajay .
The 1 Septenber report said thet emong forelgners arriving in
Cube in early August were numerous Africens. [_A?—_i__joxmnent
inserted in the 1 Septenber report seys: 'The Africene fregueni.ly
reported as having recently arrived in Cube may pogeibly be Bantus
who were in the Soviet Union as students or lsborers.”
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T7+ At least one offlcer told us that thls touch of the
bizarre had the ring of clrcumstentisl truth end tended to meke
the reporting more credible.

T8. Asg late as the second week of October, shortly hefore
‘the U-2 produced hard evidence, some officers remsined unconvinced
of the offensive nature of the preperstions. The eight reports
previously referred to had, of course, come to thelr ettention,
and several of them were even then getting metliculous attention .
from the targeters. Bubt the reports were individuelly not of high
quality, and en offlcer who thought them useless, as some did,
eould scercely be blamed. It should be emphasized that this
gkepblcal attltude was not due to any impediment in the flow of
raw informatlop--there was none untll the PSAIM system was imposeil--
gor did it, as far as we can determine, i1n any way hamper swift
actlorn on the informetion.

T9. Hawever, we do think that the publishing ban had the
effect of prolonging thise sgkepticism untll the eleventh hour. If
the ben hed not existed an item on the possible presence of MRBM's
in Cuba could have eppeared in the Centrsl Intelligence Bulletin
in the lsst days of September, providing it could have survived
the coordination process, and 1t might have changed some people's
minds. Such an item, of course, could have eppeared in the

President's Checklist, but it did not.

80. . Attmched are three graphs showing:

) a. QClandestine Services and 0Q reporting on missile
activity from January through. September 1962.

b. All Clandestine Services reporting on Cuba from
Jenuary through September 1962.

) c. All 00 reporting on Cube from March through
Septenber 1962.

81l. TFrom these charts it can be seen that the level of total
00 reporting on Cuba fluctuated widely; however, beginning in Avgust,
there was & dramatic upsurge both in total Clandestine Services
reporting on Cuba plus 00 reporting on missile activity. From
Mr. Iehman's report one might infer that the volume of réporting,
combined with the edrliier Talse reporting on missile activity, was
such that the snalysts could not have been expected to recognize
the significance of the August and Septenber reporting on missile
agtivity.
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EOR—SECHRE-

82. The evidence Suggests that, in fact, CIA analysts were
concerned ebout the meaning of this reporting but thet DIA remained
uneonvlnced. The belittling of the contribution made by CIA
reporting seems to derive from the need for an explenation as to
why this concern wes not filtered upward to -the policy-making
levels. Fven if one were to coneede that the sbrupt upsurge in
misgile-agsoglated reporting in August wes not necessarily a va.id
indicator of something new afoot, the serisl photography of

29 August confirmed the truth of much of +this August reporting;

end, thereafter, there was Iittle excuse for demesning the validity
of CIA reporting, exemples of which appesr in paragraph 48,
indiceting a shift to offenmsive weapons,

- 30 -
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TOR-SEESRFT—

Analyses and Estimates

83. We found little agreement among the several officers
Interviewed as to the Probable effect of SNIE 85-3-62 on the work
of the analysts. Some officers felt that the analysts would not
be appreciably influenced by an estimate--that they might, in fact,
take delight in uncovering evidence of its inaccuracy. Others
felt that the anslysts would be wary of information that ran
counter to estimates based on solid evidence then existing.

8h. Although proof is lacking and evidence is scanty, we
believe that SNIE 85-3 and the political and operational climate
from which it grew did have s slgnificant effect on the use mace
of raw information during late September and early October. HNob
only do we believe that the estimators influenced the analysts,
but that the analysts influenced the reporters.

85. We can cite only one example of influence on reportirs,
but it is significent. There was extremely .cloge coordination
between the reporters in Task Force W and the users in the DD/l
components. Reports often were checked out with the analysts
before belng disseminated. In the main, we think that seeking
assistance from the experts was and is a desirable procedure, as
long as that asgistance is limited to help in accurately presenting
the facts. We think 1t of doubtful wisdom, however, to intrude
this expert (end analytical) assistence into the realm of inter-
pretation at the reporting level.

86. The particular report that illustrates our point is

summarized in paragraph 48 above, which reports
arge Intercontinental rockets being unloaded in Mariel on

19 September. A Headguarters comment, made with agsistance from
the analysts, was added to the effect that it was more likely

that the source observed SA-2 missilles belng offloaded.

87. Admittedly, we are spesking from present knowledge that
the report as written was probebly accurate and that the Readguarters
comment was wrong. There were SS8M's in Cubs on 19 September; Muriel
1s a port that served the San Cristobal and GuanaJjay sites; and
the SSM's are about 20 meters long. Why then the Headquarters
comment that i1t 1s more likely that the missiles were SA-2's, which
ere only about 10 meters long? Did Headquarters have any eviderice
not avallsble to the field upon which to base such a comment?

- 31 -
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The answer, of course, 1s no. Headgquerters did, however, have the
benefit of an estimstive Judgment that the Sovliets probebly would
not put offensive weapons in Cuba, plus photographic evidence that
as of 29 Auguet they hed not done so.

88. Thus, we find prevailling opinion and invelid evidence
f£1ltering into the processing of a current report with the resuls

- that the significance of new and, in retrospect, valld information

wag lessened. We recognize that, even 1f thls comment had not been
gdded ab the reporting level, 1t is probeble thet it would have
been #dded, at least tacitly, at the analytical level. However,
this gratultous comment wes maede & pert of the basle report, and
each of the perhsps hundreds of persons who read it would be
inclined to interpret the facts as they were presented to him.

The presentation seid, in effect: "This is what our source says
he saw. We do not believe him." :

89. 1In fairnees to the reporters, we should polnt out that
this is the only evidence we found of possible distortion of
reporting. Consldering the volume of reporting on the arms build-
up and the admitted unlikeliness of the Soviets doilng whet they
d1d, we think the reporters were remsrksbly objective in their

 treetment of seemingly doubtful information.

- 32 -
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Top-SecHrt—

Actlon Taken on the Views of the Director of Central Intelligence

G0. Throughout the period of the Cuban arms bulld-up the
Director of Central Intelligence urged an iuterpretation of its
significance that received little or no ecceptance elsewhere in
the community. Everyone of the several senlor CIA officers whom
we interviewed sald that he could not abt thls point clalm to have
recognlzed the significance of the information belng recelved on
Cuba. Mr. Shermsn Kent, for example, told us that on 13 October
he: personally reviewed a selection of significent recent informsa-
tion reports on Cuba and found no Justification for revising his
thinking.

9l. We looked for evidence of any informstlon exlating in CIA
on the Cuban builld-up to which the Director hed access and to wnich
other officers or other members of the intelligence commnity did
not. We found none., The fact remains, however, that the Director
did correctly sssess the Boviet threat, and he made hig views

known repeatedly.

92, On 10 August at a meeting in Secretary Rusk's confersnce
voom attended by Secretary Rusk, Mr. Johnson, Secretary McNemars:,
Mr. Gllpatric, Mr. Bundy, General Taylor end a nunber of others for
the purpose of discussing General Lensdasle's Phase I1 asctivities, the
Director reported on the sudden importation of material--at thetit time
the characteristic of which was unidentified--and Soviet personnel,
and et that meeting speculated thet this could be electronic equip-
ment for use agalust Canaversl a.nd/or military equipment including
medium range balllstic missiles,

!

93. On 21 August at a8 meeting in Secrebery Rusk's office

- ghtended by the same group, the Director agaln reviewed the slituation

as it developed since 10 August, reported definite informastion on
surface-to-air missiles, and again speculated on the probeblility of
medium renge ballistic misgiles.

4. On 22 Augus:b , the Director gave the same information to the
President, adding certein details concerning the number of Soviet
and Chinese persomnel who had recently entered Cube as reported by

95. On 23 August, in a meeting with the Presldent, Secretary
Rusk, Secretary McNamars, Mr., Gilpatriec, General Taylor, Mr. Bundy
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end others, the Director again reviewed the situation and ques:ioned
the need for the extensive SAM instelletions unless they were <o
make posslble the concealment of MRBM!'s.

96. The same reasoning was applied in discussions with
Senator Russell's Subcommittee (CIA Subcommittee of the Senate
Armed Services Committee), Chairman Vinson's Subcommittee (CIA
Subcommittee of the House Armed Services Committee), and in a
private talk with Chairman Caunon (Chairman of the CIA Subcommittee
of the House Appropriations Committee) prior to the Director's
departure on 23 August.

97. On Saturday, 25 August, the Director urged General Curter.
Acting DCI, to propose low-level RKF-101 flights over certain

Boviet-Cuban installations in order to obtain detailled technical

information.

98, The Acting DCT initiated a seriles of actlons designed to
get low-level photographic coverage.

99. At a COMOR meeting on 1 September, the JCS representative
indlcated that he needed advice on what requirements in Cuba could
be met by the tacticel type reconnailssance aircraft which the U-2
could not meet {COMOR-D-24/15).

100. " At a COMOR meeting on 3 Septenmber, in further pursuance
of the request of the Acting DCI, it was agreed that: "Tactical
type reconnalssance alrcraft could acquire Irnformation on the
ldentified SAM sites which would permlt more relisgble estimates of
the operational status." (COMOR-D-2L4/15)

101. On 9 Septenber, the Chalrman of COMOR was ilnformed by the
Director of Intelligence and Research, Department of State, thzt
the Secretary of State had ralsed a gquestlion whether the informatior
on Banes could be obtalned by peripheral reconnaissance means.
The COMOR met on the morning of 10 September to snswer this questior.
The .COMCR concluded that: "Peripheral photography could satisfy
some of the obJectlves plamned for coverage in the current proposec
U-2 misslon; i.e., those objectlves on the north and south coast
and some of the Isle of Pines. It could not satisfy regquiremerts
in the Guantanamo area nor search which msy be required later for
SAM's further inland nor for future MIG-21 count on inland bases
nor for technical intelligence which may be required on already known
or yet to be found missile sites.”

- 34 -
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102. On 10 September, the Acting DCT addressed a memoranum
to the Secretary of Defense (COMOR-D-24/16) in which: "Tt 1ig
recomuended that you initiate the necessary action_(including
Special Group approval) to Provide for the employment, when
directed by higher authority, of tactical-type reconnaigsance
against Banes or other targets as are ldentified in CCMOR-D-24,15,
which was made availsble to DIA on 1 Septenber 1962."

103. The minutes of the Special Group meeting of 14 September
reveal the outcome of these efforts: "A JCS representative outlinec
the capabilities for low-level coverage of certaln targets in (Cuba.

It was noted that the SBecretary of Defense did not wish this

operation conaldered further until the results of Agency reconraissence
in the same area became.available. General Carter sald that syecial
efforts will be required to i1dentify certain Instellations, the

nature of which is not clear at present.” .

10k, Durin September, the Director forwarded a series of
cables in which he repeated his belief that offensive
weapons would be dnstalled; urged frequent repeat reconnaissanca
missions; suggested that the Board of National Estimates study the
motives behind the defensive measures; and finally expressed a
reservation regarding SNIE 85-3-62, the substance of which had been
cabled to him. These cables from the Director initially were
distributed by the Cable Secretariat to the offige of the DCI ad
pertinent portions were passed to the DD/T and the AD/YE by
General Carter. % '

105. As noted sbove, General Carter's efforts to get tactical
raconnalssance of Cuba were resisted by the Secretary of Defense,
pending the results of further Agency reconnaissance. Elsewhere
in this paper (in the section on the September overflights) we
describe the resistance of Secretary Rusk and others to any U-2
mlsslons that would run eny risk of being shot down.

106. It should be noted that, throughout this period, the

- analytical level continued the snalysis of incoming information.

There was particularly significant snalytic effort carried on among
operational elements. Task Force W, for example, dealt directly
with the COMOR. We conclude, though, that the intelligence analysts
and the estimators never carried their anglyges and estimmtes to
the point of asking themselves: "Is it reasoneble to believe that
so costly a defensive apparastus would be constructed against a
nebulous invasion threat, partlicularly since the defensive structure
would not halt a determined invader?"

¥ The full account of the views of the Director of Central
Intelligence 1s the subject of a separate report.
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HOP-SHERET

107. From our discussions with the estimators, it dis evident
that they were unprepared to believe that the Soviets might install
offensive weapons in Cuba or that the Soviets would grossly under-
estimate United States abllity to deteet an offensive build-up and
to react to 1t with forthright resolution.

- 36 -
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Publishing the Information

108. ' Coordinated items from the reports ware printed in the
Cuban Daily Summary, with round-ups in the Cuban Weekly Summary
and its Ilimited-distribution counterpart, the Cuban Weekly Report.
Less detalled coordinated informstion eppeared in the Central
Intelligence Bulletin (CIB) and the Current Intelligence Digest,
the OCT Night Journal, and the Current Intelligence Weekly Review.
The President's Checkllst was not confined to coordinated items,
but 1t contained 1ittle that did not appear in the coordinated
publications.

109. The principal vehicles, especially for high-level policy
makers, were the CIB and the Dally Summary. Of these two, the CIB
has the larger circulation; mdre than 300 copies & day are prinfted,
half of them going to 30 reciplents outside the Agency, and there is
also & very wide circulatlion to CTA and Defense installations of
partial or complete.contents by electronic means. The Delly Svwmary
is printed in about T5 coples, with about 20 going to high-Jevel )
subscribers outslde the Agency. Brief gbstracts from the CIB and
the Daily Summary appear as Annex B and Annex G, respectively.

; 110. In & 26 October memorandum to General Carter, Mr. Harvey
- described "information on Soviet missiles, MIG-21's, and IL-28's in
Cuba as reflected in current intelligence publications", and he
attached abstracts of such items from the Cuban Daily Summary, the
Night Journal, the Weekly Review, and the.gzg. In 1t he stated:

"The Cuban summaries through 19 October 1962 were
found to contain no references to any medium-renge or long-
range missile actI?ity. The earliest positive acceptance of
the possibility of introduction of SAM systems into Cuba
appeared in the 17 August 1962 Cuban Daily Summary. The
possibility of eventusl delivery of MIG-21's to Cuba was
implied in the issue of 5 March 1962. TFubture delivery of
the IT.-28 wes first mentioned in the 1 August 1962 Daily
Summary, but was not accepted as probable until an entry in
the 11 October issue.”

-’ . _37_

___TOPR SHeRRT

Approved for Release: 2015/03/24 C03054547




C03054547 Approved for Release: 2015/03/24 C03054547

TOP SECRET

The Mbqhanics of Putting Together the CIB

111. The Central Intelligence Bulletin is an all-source
intelllgence publication that is issued every day but Sunday. O0CI
1s responsible for getting 1t out. The GIB for the day normeliy
goes to press about O4OO hours. Reproducstion cen be delayed for an
hour or so to accommodate a very urgent, last minute report, but it
usually begine at about 0400.

112. The content of the day's CIB has begun to take shape by
about noon of the preceding day. By then a tentabive selection of
items to be included has been made from Information then available.
The submissions have been prepared in draft form. Normally, between
noon and 1300 the tentative draft is teletyped to DIA and to the
Department of State, so that analysts in those agenciles may review
the 1tems.

113. At 1515 hours each afternoon except Saturday the CIB panel
meets to agree on the content of the CIB for the following day. The
CIB panel consists of representatives from OCI, DIA, the Departaent
of Stete, and the Clandestine Services. The panel considers the
items that should be included and the information that each should
contain. .

11%. When the panel has agreed on the content, the items ire
typed on offset masters which are retasined in ‘the OCTI Watch Office
tliroughout the night. Although an item mey have been fully coordinasad
in the panel meeting, its contents need not remain static. If
Information received after the close of the panel meeting dictaies
need for change, OCI may amend items at any time prior to actual
printing. )

115. Information that is received too late for coordination in
the panel meeting is inserted in the CIB by OCI as an uncoordinated
item. The fact that 1t has not been coordinated is .indicated by an
asterisk,

116. Entries that are availsble for consideration at the l.ime
of the panel meeting normally sppear in the CIB as coordinated items.
Either State or DIA or both may not completéi§—égree with a particulsr
submission, but if the reservations are not so serious as to reculre
‘outright non-concurrence, the item appears in the CIB as & coorcinated
entry. If there 1s marked disagreement on s particular item ané its

-’ ’ _38;
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urgency 1s such that it must not be delayed in publication, twc courses
are open. A footnote may be inserted setting forth the views of the
non~-concurring agency, or the ltem may appear with an asterisk

falsely indiceting that 1t has not been subjected to coordination.

In elther case, the CIA submlission appears as the basic entry in the
CIB.

117. The foctnote or the false asterlsk appear very rarely.
QCI can recall only one case of a footnote and one case of a false
asterisk in recent months. The item with a false asterisk was the
previously mentloned submlssion of 27 September in which DIA
refused to go along with CIA's conclusion that at least 22 and
possibly 25 to 30 MIG-21's had been delivered to Cuba.

—LOR-ERERET
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The Pregident's Checklist

118, . Another important reporting medium was the daily
Presldent's Intelllgence Checkllst of which only ten coples are
printed and which goes to the President, the Secreteries of State
end Defense, General Maxwell Taylor, and Mr. McGeorge Bundy.

None of the bans on publlcation of informetion on offensive
weapons in Cube epplied to thls publication, and 1t was not
subject to inber-sgengy coordination. It was a private communi-
cetion from the Director of Central Intelligence to ‘the President.
and e very few of his closest advisors.

119. Therefore there was no requirement that the Checkllset
writers limlt themselves to materisl which could be published in
+the Central Intelligence Bulletin or the Cuban Daily Summsary.
Nevertheless, the Checkllst reporting almost exsetly parallels
that of the other two much more widely distributed publications.
The defensive bulld-up i1s covered in much the same fashion. There
is nothing, in the period under conslderation, which even hints
gt the offensive build-up. ’

120. As noted earlier, there were at least elght widely
-’ ' disgeminated reports in September and early October whilch might
have found their way into publicetions had 1t not been for the
ben. However, these suggestive screps of informetlon did not
even get into the uninhibited Checkllst. But they were by no
meens ignored. Two of them, those mentloned in parsgraphs 48.c.
and 48.e. sbove, came to the surface in the analytie process as
indieative of surface-to-surface missile asctlvity and led to the
14 October U-2 mission over San Cristobal.

_TOR--ERERFET |
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Conclusions
121. On the basis of this investigation we conclude:

a. That, with a few minor exceptions, Intelligence
information on the Cuban arms bulld-up moved rapldly to
those officers who needed i%;

b. Theat limited use wes made of the information
avallable because of publlicatlion restrictions, which were
aggravated by coordinastion problems, and, because officers,
in CIA as well as other agencies, were skeptical of refugee
end agent reporting, that this skeptlcism may have delayed
the commmity's realization of the true significance of the
Cuban arms bulld-up;

c. That the estimative process felled because the
estimators were unprepared to belleve that the Soviets
might install offensive weapons in Cuba or that they would
grossly underestimate United States ebility to detect an
offensive build-up and to reasct to 1t with forthright
resolutlon; and

d. That extreme caution wlth regard to U-2 flights,
following the incidents in Baekhalin and China, affected the
planning of Cuban reconnalssance fllghts durlng September 1962.

-’ - b1 -
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ANNEX G

OCI No. 3047/62 22 August 1962
CURRENT INTELLIGENCE MEMORANDUM

SUBJECT: Recent Soviet Military Aid to Cuba

1. Intelligence on recent Soviet military assistance to Cuba indicates
that an unusually large number of Soviet ships have delivered military
cargoes to Guba since late July and that some form of military construction
is imderway at several locations in Cuba by Soviet bloc personnel who
arrived on some of these ships and are utilizing material delivered by
the vessels. During the period at least 1, 500 passengers have debarked
from four ships under securify conditions suggesting that their mission
is related to the construction and military activity; another 1, 500 arrived
during the period and were greeted with considerable publicity as economic
specialists and students, Some still unconfirmed reports suggest that
recently arrived Soviet bloc personnel number as many as 5,000, The
speed and magnitude of this influx of bloc personnel and equipmen: into
a non-bloc country is unprecedented in Soviet military aid activities;
clearly something new and different is taking place, As yet limited evi-
dence suggests that present activities may include the augmentation of
Cuba's air defense system, possibly including the establishment of surface-
to-air migsile sites or the setting up of facilities for electronic and com-
munitations intelligence.

2, As many as 20 Soviet vessels may have already arrived in Cuba
gince late July with military cargoes, Five more Soviet vessels have left:
Black Sea ports under conditions suggesting that they are en route to Cuba
with additional military equipment. Most reports on these shipments have
referred to large guantities of transportation, electronic, and constructior
equipment, guch as communications and radar vans, trucks of many
varieties, moabile generator units, tracked and wheeled prime movers,
cranes, trailers, and fuel tanks. Evyewitnesses who saw the material being
transported from the port areas report that much of the transportation
was done at night and even that town street lights were turned off as the
convoys passed through,

-] -
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3. Personnel who arrived on the four Soviet pagsenger vessels--
each of which has a normal passenger capacity of 340, though one of them
declared 365 passengers when leaving the Black Sea--have been described
variously by Cubans who have seen them. Most agree that they were
ohviousgly non-Cuban in appearance and were dressed in civilian clothing,
A pnumber of independent sources report that the foreign personnel were
dressed in dirty, dustry, slept-in, red-checkered shirts and faded blue
trousers, The foreign personnel unloaded the vessels themselves;
usually Guban militiamen have been charged with this work even when it
was a military cargo, There is no hard evidence that any of these people
are in combat military units, There is strong evidence that their mission
is related to unidentified military construction,

4. At least a dozen refugees from the area of Matanzas have
reported independently on military construction at two sites near that
noxrth coast city, Two and possibly more ships arrived in the port of
Matanzas and unloaded cargoes under tight security precautions. Cargoes
were faken to at least twa general areas where construction is underway.
Initial construction, according to one of the eyewitnesses, involved the
grading and leveling of a naturally level portion of the western slope of a
hill by Soviet personnel using heavy equipment. This was taking place at
a aite just east of Matanzas at a place called El Bongo. Other sources
confirmed that material was leaving the docks in the direction of E. Bongo.
Another source, who left Cuba more recently, reported that by 4 Augusrt

" foreign pers onnel were assembling what appeardd to be a prefabricated
curved-roofed structure at El1 Bongo. The other site of construction
activity near Matanzas is apparently just across the provincial border in
Havana province at Santa Cruz del Norte, near the former Hershey sugar
mill. In this place, too, construction activity initially involved the leveling
of a portion of a hill near the coast. Cuban residents had been cleared
from the area.

5. There are as yet no confirmed report of construction activity
underway in other parts of Cuba. However, there is considerable reason
to presuine that such activity is underway or is to be initiated shortly in
a number of other locations in Cuba, ranging from Oriente province in

the east tg Pinar del Rio in the west,

reported that a Soviet ship unloaded in late J uly at
nearby Nicarg. The material unlpaded, including electranic vans, tracked
prime movers, and trailers, was moved through Antilla toward the
Peninsula’de Ramon, an area where he reported construction work had

-2 -
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been underway for some time. Another ship is reported to have dis-
charged a similar cargo as well as foreign personnel in the port of
Gasilda, in southern Las Villas province, In northern Las Villas, Cavo
Esquivel; an island off the coast, has reportedly been evacuated. In
the ared just south of Havana city, we have numerous independent
reports that a number of farms have been evacuated and that the boys!
reformatory at nearby Torrens has been converted for living quarters
for numbers of foreign personnel. Information from individuals who
live near the reformatory indicate that the numerous Soviet personnel
who moved in early this month wore ''cagual, dirty, civilian clothes'.
Othier reports indicate that quantities of equipment such as has been
reported elsewhere have been seen on the configscated farms near the
reformatory, Other reports from other parts of the island indicats that
Cuban families have been evacuated from an island near Mariel, the
‘port in: Pinar del Rio province where much of the equipment was unloaded
and from a farming area near Guatana, Pinar del Rio province,

6. What the construction activity involves is not yet known, The
activity in the Matanzas area could be the initial phases of construction
of 2 SAM-equipped air defense system, erection of electronic and com-

-’ mimications intelligence facilities aimed at Canaveral and ;other US
installations, or an ECM system aimed at US space, missile, and/or
other operational electronic systems. The kinds of equipment described
could fit with any of these objectives; the evidence thus far, as well as

-Soviet practice in other countries receiving bloc military assistance, would;

suggest, at least tentatively, comnstruction of an air defense system based
on the GUIDELINE misgile, Information to confirm or refute this should
become available within a week.,

7. The step-up in military shipments and the construction activity
once again provide strong evidence of the magnitude of the USSR's support
for the Castro regime, Together with the extraordinary Soviet bloc

economic commitments made to Cuba in recent months, these devc.lopments

amount to the most extensiyve campaign to bolster a non-bloc country ever
undertaken by the USSR,

=~ SEGRET
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ANNEX H
29 October 1962

MEMORANDUM FOR: ODDI

ATTENTION : Mr, Lehman

SUBJECT : Difficulties in Coordination with CIB on

Cuban Military Build-up

1. The Current Support Staff of the Office of Research and Reports.
in support of the Office of Current Intelhgence, has prepared much of
the material on Soviet Bloc delivery of arms to non-bloc countries since
that program began in 1954/1955, Coordination of Central Intelligence
Bulletin submissions on this subject has alwaye been difficult. Prior to
5 S¢ptember, coordination of material relating to the speed up of deliveriss
to Cuba was extremely difficult, especially with DIA, Coordination
remained difficult until 10 October, After much effort by members of the
staff and others, excellent cooperation was initially attained on 10 October,
when DIA agreed that an IL~28 crate was a clearly identifiable object.

2. In summary, it was very difficult--to the point of direct con-
frontation on 6 October between the AD/CI and the Director CIIC, DIA--
to- get coordination of that which was published. It is respectfully asserted
that had we attempted to go further stilk~-which unfortunately we did not
attempt--coordination would have been impossible,

3. The first 5t/CS submission dealing with the Cuban military
build-up, made on 17 August, did not involve coordination, since it was
submitted after the CIB panel for the 18th had met, This article stated,
"...limited information available thus far suggests it may include initial
work on SAM sites to augment Cuba's air defense system." No coordinated
publication carried such a statement until photography on 28 August and
5 September indicated the installation of such a system,

4. The first CIB submission on the build-up to undergo coordina-

tlori, which was submitted on 3 August, noted an unuisual number (i1) of

suspected arms carriers en route to Cuba.
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Documentary evi-

dence of the NSA objection remains in 5t/C8S.

5. In addition, CIB items appeared on 9, 23 and 29 August deal-
ing essentially with shipping developments. Each of these was in
various degrees watered down in the coordination process. We were
most effectively blocked in attempts to impute some significance to the
deliveries., Through late August DIA continued to publish that these
arrivals were largely additional economic aid goods,

6. On 27 September, this office submitted a CIB draft based on
deck-borne crates which concluded that at least 22 and possibly 25 to 30
MIG-21s had been delivered to Cuba. This draft also concluded tkat
of some 100 Soviet dry cargo vessel voyages to Cuba since mid-July
about 85 probably involved deliveries of military and related equipment,
This item was submitted by cable to DIA in advance of the CIB panel.
DIA refused to either coordinate or insert a footnote and, after involve-
ment of the QAD/CI, the item was run with an asterisk--normally indi-
cating late submissions,

7. A fairly major dispute, eventually involving the AD/CI and

the Director, CIIC/DIA (Col. Gillis) occurred on 5 October. This

d article noted that crates observed on the Alatyrles in late September
probably contained IL.-14 piston transports and did not contain IL-28s.
DIA would neither accept our evaluation or make one of their own. Th:s
resulted in a DIA attempt to have Mr, R.J. Smith withdraw the piece
or "asterisk" it as uncoordinated, Mr, Smith resolved the dispute at
a late hour by offering DIA the choice of a footnote stating their lack of
concurrence, and the reason therefore, or agreement. DIA eventually
accepted the latter choice.
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9. The same problems in coordination experience in preparing

materials for the CIB were evident in other forms, chiefly from the

point of view of this ataff in the Watch Committee. Mr. H, Sheldon,
D/DDI, would be the better authority on this area.

10.. Y-1 of ONI, the Navy Comint shop at NSA, has been
extremely cooperative through the build-up in Cuba as in earlier
Soviet Bloc arms movements by water despite minor differences over
the turn around on 23 October of the ships en route to Cuba. Should
expressions of appreciation be in order, this unit should receive them.
On the other hand, it is respectfully suggested that DIA not be charged
with its faults unless a defense of this Agency absolutely requires such
action, Such an action would not particularly facilitate the necessary
cooperation which will be required in future developments and as of
the moment the concerned DIA personnel are more cooperative than
at any time in the past.

} 11, As a final note, it should be pointed out that on about 29
August, Mr.
Neubert of Mr. Hilsman's office called Ch/RR/St/CS for support.

Mz, Hilsman was under the same pressures to withdraw an INR memao-
randum which noted an upsurge in Bloc vessels traveling to Cuba under
conditions suggesting increasing deliveries of arms--no:more than that.
The request for withdrawal came from Gen. M. Taylor after consulta-
tion with- Adm. Dennison, Commander of GITMQ, who saw no unusual

. developments. Mr., Neubert was offered some assistance that afternocon.

Publication.on about 30 August of the '"Situation Summary for Cuba on
28 August" eliminated the need for further support to INR,

RR/St/CS

29 October 1962

_SEERET
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MEMORANDUM FOR:

SUBJECT:

Approved for Release: 2015/03/24 C03054547

ANNEX ¢

15 Novemnber 1962

(0/1G)

Soviet Ships in Mariel Harbor on 19 and

23 September 1962

Our information on specific ships in specific places in Cuba is
sketchy because of Soviet communications security procedures (i.e.,
lack of intercepts). A careful review of the evidence, however, indi-
cates the following ships probably were in Mariel on the following dates:

19-September

KIROVSK - -

POLTAVA - -

FREDERIK - -
Z, KYURI

23 September

ALATYRLES - -

LENINOCGORSK -

Probably arrived at Mariel about 18 Septernber
from a Baltic port and with a military cargo.
Cargo details are not known., The deck cargo
not known to have been photographed.

Probably arrived at Mariel about 15 Septernber

and had left by 24 September. No cargo infor-
mation available, but this ship probably

delivered MRBMs and associated equipment,

She has hatches of a size sufficient to put such
equipment below deck, Deck cargo included
miscellaneous crates and probable military trucks,

Arrived at an unidentified Cuban port abour

14 September; may have been Mariel. Was out-
bound by 20 September. Ship delivered a military
cargo, but details are lacking, The deck cargo

is not known to have been photographed.

Probably was still in Mariel on 23 Septemkbker after
delivering a cargo which included three deck loade:l
probable twin-engine CAB transport aircraft.

May have arrived in Mariel about 21 September with
an unidentified military cargo. Deck carge photo-
graphy shows probably military vans.

—TPOP-S-EG-R'ETD
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ANNEX J

16 Novemie r 1962

MEMORANDUM FOR: Inspector General

" SUBJECT ¢ Total Cargo Tonnage Moved to Cuba by

Soviet Ships, 26 July - 30 September

1. Our information on tonnage moved to Cuba in this period
is extremely limited, Ships carrying military cargoes almost alwava
carry light loads relative to their capacities. We have declarations
of tonnage for most of the Soviet ships leaving from the Black Sez,
some of which could be checked later during their unloadings.
Such declarations are not available on ships from the Baltic, however,
and tonpage has been estimated,

2. During the period 26 July through 30 September, Soviet
dry~-cargo ships (excluding 15 passenger ship voyages) made abou-
95 voyages to Cuba carrying an estimated 135, 000 tons of cargo.
About 90 of these voyages involved deliveries of military or military-
related equipment, totaling about 115, 000 tons,

/s/

_TOP SEGRET
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ANNEX K
16 November 1962
MEMORANDUM FOR: | (0/1G)
SUBJECT: Ballistic Missile Shipments to Cuba

1. This memorandum partially answers the questions asked in
paragraph 2B of your memorandum of 15 November, It gives as much
information on the activities of ships suspected of carrier missiles as
we have gathered together so far, We do not have and can not obtain
precise information to answer most questions dealing with cargoes
carried to Cuba and ports in the USSR where the ships were loaded.
We have not included the information requested on what these ships
did in Cuba after unloading their cargoes; that is, what was loadec
and taken back to the USSR. In almost every instance these ships
returned immediately in ballast in order to make a return voyage.
However, to verify this in detail would take many hours of painstaking
effort which would preclude answering your question for some days.

2. We have identified seven--possibly ten--Soviet ships which
have made. calls at Cuban ports and could have. carried MRBMs below
deck, Seven of the ships have a hatch about 70 feet long which could
accommodate about 6 missiles on transporters; the other three have
a hatch about 60 feet long and it is far less likely they carried missiles,
although they may well have carried missile equipment, such ae
erectors and oxidizer trailers, some of which also requires an extra
large hatch.

3.. Our information on the activitiee of these ships is sketchy,
but in retrospect, we can identify 7 voyages which probably account
for the delivery of 42 ballistic missiles to Cuba. These voyages
have been checked by every available means~-including intercepts.
photography, and ports of entry. They also have been plugged into
a time chart of the construction of the missile bases in Cuba. By
using both collateral reports, many of which became available after
the sites were identified, and the aerial photography, a good estimate
of the timing of activities at the MRBM and IRBM sites can be made,
The seven voyages mentioned above fit almost precisely into the
chart where deliveries of missiles should have occured. Many other
voyages by these ships involved military equipment, but probably
not ballistic miseiles,

-1 -
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VoEge Number and Details

1. May have arrived in Mariel

about 25 August. Photography shows
trucks and cranes on deck, Prcbably
carried missile equipment but no
missiles, Ship loaded in an un-
identified Black Sea port.

2. Arrived in the Mariel area
about 13-14 October with an un-
identified military cargo from the
Black Sea,

l. Was on maiden voyage from the
Baltic at the time the US quaran:ine
was announced. The ship carried a
civil cargo, including 12 MI-4
helicopters, grain, and flour, and
arrived in Havana about 3 November.

1. On its maiden voyage to Cuba
in September, this ship delivered
10 IL-28 bombers carried as deck
cargo. It probably did not carry
missile equipment, Arrived in
the Mariel/Havana area about

30 September,

2. Turned back from a voyage to
Cuba on 23 October when the US
quarantine was announced., Had
departed from the Baltic,

1. Arrived in Cuba from the Baltic
on 10 August on its maiden voyage.
Port of arrival unknown, Probably
carried military equipment but no
ballistic missiles. Photography
shows a large number of trucks and
cranes on deck, suggesting the snip
may have carried an advanced unit
of missile personnel and equipment
involved primarily with construction.

-2 -
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2., Arrived Casilda about 22 Sentember
from the Black Sea, No definite
information available, but in all
probability the ship delivered a cargo
which included ballistic missiles,

some of which were loaded in Casilda
when they were returned to the USSR
Photography of the ship shows n»n

plece of equipment which can be tracad
to ballistic missile systems, but the
crates on deck are similar in size and
construction to those seen on several
other ships believed to have delivered
missiles.

3, Ship turned back on 23 October
when it was approaching the area of
the US quarantine on a voyage from
the Baltic.

KRASNOGRAD l. Arrived Mariel on 21 August from
the Baltic. Photography shows a large
R number of trucks and construction
equipment on deck. This delivery
probably involved equipment for missile
units but not the missiles themselves.

2. Probably arrived in Mariel about

2 October from the Black Sea.
Photography shows large number of
trucks and crates on deck., The crates
are similar to those seen on other
suspect missgile carriers., Ship prob-
ably delivered missiles,

OKHOTSK 1. Arrived Havana on 20 September
with agricultural equipment from: the
Soviet Far East port of Viadivostok.
Photography of the ship as it went
through thé Panama Canal indicates
it did carry rice harvesters on deck.
Probably did not carry any military
equipment.

-3 -
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OMSK 1. Apparently loaded military equipment
in the Black Sea port of Nikolaev in mid -
June and arrived in Cuba--probably in
the Mariel area--on 28 July. No
photography is available, but this ship-
ment probably did not involve ballistic
missiles,

2. Arrived at an unknown Cuban por:
from the Black Sea by 9 September,
probably in the Mariel area. This may
have been the first shipment of ballistic
missiles to arrive in this area and would
account for at least one collateral report
shortly after this. No photography for
this voyage is available.

3. Arrived in Cuba--probably in the
Mariel area--about 16 October, from
the Black Sea, No photography for tke
voyage is available but it appears likely

- that it involved the delivery of additinna:
missiles,

ORENBURG _ 1. Entered the Cuban port of Casilda
on 29 August from the Black Sea. Tkis
may have been the first shipment of
missiles to arrive in Cuba. Photography
of the ship again shows the same type of
crates observed on other suspect missile
carriers,

2. Probably arrived in the Mariel area

about 6 October from the Black Sea. Nc
photography of the ship is available, but

we believe it probably delivered ballistic
missiles,

Approved for Release: 2015/03/24 C03054547
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POLTAVA - 1. Arrived at an unknown port in Cuba
about 2 August from the Black Sea. No
photography is available, but because of
the date of arrival it seems likely this
voyage did not involve delivery of missiles.

2, Arrived in Cuba--probably in the
Mariel area--about 15 September from
the Black Sea. Photography of the ship
shows the same type of crates observed
on other suspect missile carriers. Ship
probably was among the first to deliver
MRBMs to Cuba,

3. Turned back from a voyage to Cuba
on 23 October after President Kennedy's
speech. In all probability the ship was
carrying a cargo which included ballistic
missiles, possibly the first IRBMs,
Photography of the ship shows the same
type of crates seen on several other

- suspect missile carriers and one probable
IRBM launch ring can be observed on
deck,

SIMFEROPOL - 1. Arrived in Havana about 17 QOctober
on its maiden voyage from the Baltic.
No cargo information is available but
we do not believe the ship carried
ballistic missiles on this voyage.

/sl
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ANNEX L.
—POP—RCRE—
HANDLE VIA BYEMAN
_ CONTROL SYSTEN
MEMORANDUM FOR THE SPECTAL GROUP 1L September 1962

SUBJECT: Reconnaissance of Cuba .

At & meeting in Mr. Bundy's office yesterdsy, attended by the
Secretary of State, the Attorney General, the Acting Director of
Centrel Intelligence and others, the Secretary expressed concern at
‘the Agency's planned coverage of Cuba, involving extensive periphera

coverage as well as two legs directly over Cuban air 8pace, all jin

one flight. He said that he had no objection to the peripheral parte

and, in fact, thought it useful to continue to ‘establish our right to
fly over intermational weters. On the other hand, he recognized the
necessity of obtalning vertical coverage of the Isle of Pines arnd the
eastern portion of Cubs et this time. He felt, however, that it is
unwise to combine extensive overflying of internstional waters, with
actual overflights. He Pointed out that the long peripheral flight
would draw undue sttention +o the mission and further that should the

would put the U.8. in g Very poor posltion for standing ont its rights

Teking these views into fceount, the Agency plens to breek this
proposed coverasge into four parts - the Isle of Pines, the ares roughly
east of longitude 77 west, and two legs along the coest - ome north
and one gouth.

for two additionsl migsions to be added to the one for which authority
1s currently outstanding. (Priority wlll be given to.the two overflights.)

/s/

Thomes A. Parroti

Pistribution
Mr. Johnsaon
Mr. Gilpatric
‘General Carter
Mr. Bundy
HANDLE VA BYEMAX
CONTROI, SYSTEM

BYE-3729/62

THIS DOCUMENT CONTAINS
INFORMATION REFERRING
TO IDEALIST.
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13 September 1962

MEMORANDUM FOR THE SPECIAL GROUP
SUBJECT: Reconnaissence of Cuba

REFERENCE: BYE-3729/62, Memorandum for the Special Group,
dated 11 September 1962, seame gubject.

. Plesse sdd the following footnote to réf. documents

N.B. Mr. Bundy said, on 13 Septenber 1962, that he thought
the intent of higher authority's approvel was such that the entire
number of four missions could be considered as being epproved. Tuils
thug extends the outstanding euthorizations from three to four.

/sl
Thomas A. Parrott

Metribution

) Mr. Johnson
Mr. Gilpatric
Genersl Carter
Mr. Bundy

This document contains informetion
referring to IDEALIST

HANDLE VIA BYEMAN .
CONTROL SYSTEM BYE-3769/62
Cy 1 of 5 Cyx
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