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MEMORANDUM FO R  THE SPECIAL GROUP (AUGMENTED)

F rom : B *ig- Gen. Lansdale

Subject: R eview  o f O peration M on goose

This is  the O perations report at the end o f P hase I. It has 
been com p iled  to a s s is t  you in review ing O peration  M ongoose thus 
fa r  and in d eterm in in g  the best cou rse  o f U, S. action  fo r  the future.

This O perations report contains the con tribution  o f each m a jo r  
participant, on o b je c t iv e s , on the planning and operational activity  
to win these o b je c t iv e s , and on future p o s s ib ilit ie s  to be governed  by 
the p o licy  fra m ew ork . A  National Intelligence E stim ate (NIE 8 5 -2 -6 2 ) 
is being subm itted sep arately  fo r  con sid era tion  in connection  with 
this report.

A s C h ief o f  O perations, I am indicating in this coverin g  
m em orandum  what I* con sid er  to be the m ost  sign ifican t aspects of 
our poliqy  and p rog ra m  picture. The full re p o rt  o f each m a jor  p a r t ic i
pant is appended, to ensure that you have a c c e s s  to the exact reporting  
as subm itted.

OBJECTIVES

As d e s ired  by  h igher authority on 30 N ovem ber 1961, the U .S . 
undertook a sp ec ia l e ffo r t  "in  o rd er  to help Cuba overthrow  the Com m unist 
r e g im e .11 A fter  a rev iew  o f operational planning and program m ing con
cep ts, the S p ecia l G roup (Augmented) p rov id ed  guidelines on 14 M arch
1962 fo r  Phase I, O peration M ongoose (rough ly  until the end o f July 1962). 
The m ain ob je ct iv es  w ere  seen as:

a. The acq u isition  o f hard in telligen ce  on the target area.
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b. Undertaking a ll other p o lit ica l, e con om ic , and cov ert  
gjfctions, short o f in sp irin g  a revo lt in Cuba o r  developing the need  
fo r  U. S. arm ed intervention .

c . B e con sisten t with' U .S . o v e r t  p o licy , and rem ain in 
position  to d isengage with m inim um  lo s s  in assets  and U .S. p re s tig e .

*1
d. Continue JCS planning and e ssen tia l p relim in ary  action s 

fo r  a d e c is iv e  U .S . capability  fo r  in terven tion .

ACCOM PLISHM ENT

E lem ents .of the U. S. governm ent w ere  organized  to rea ch  the 
goals set fo r  P h ase I. M y a ssessm en t o f  w here we are on each  
ob jective  is noted under appropriate su b-h eadin gs below . In g en era l, 
this has been  a rem arkably  quiet op era tion , w ell within the " n o is e "  
and 11 v is ib ility "  lim its  im posed .

H igher authority has been kept in form ed  o f p ro g re ss  through 
the S pecia l Group. (Augm ented), by frequ en t rep orts . The S p ec ia l 
Group has p rov id ed  p o licy  guidance, as req u ired , in Phase I.

The C h ief o f O perations has coord in a ted  the e fforts  o f  p a r t ic ip a
ting departm ents and agen cies , through m eetings o f the O perational 
R epresen tatives and, by constant rev iew  o f  p ro g re ss . T h e< Ope rational 
R epresentative  o f  each  m a jor  U .S. p articipan t in O peration M on goose  
are W illiam  H arvey  (CIA), R obert H urw itch (State), B rig . Gen. B en jam in  
H a rris  (D efen se), and Don W ilson (USIA).

M y a ssessm en t o f the organ ization , planning, and action s to 
reach  the goals in P h ase I:

Intelligence . CIA had the m ain assignm ent to acquire the 
"h a rd -in te llig e n ce "  d es ired . The headqu arters and fie ld  sta ff o f  CIA 
are now w ell organ ized  fo r  a m a jor  e ffo r t  fo r  this aspect o f O peration  
M on goose, being strengthened by a num ber o f CIA o ffice rs  ex p erien ced  
in "denied  a rea "  operation s elsew h ere in the w orld . Planning and 
actions rate su p e r io r , in a p ro fe ss ion a l sen se  o f in telligence co lle c t io n .

CIA estab lish ed  the Caribbean Adm iss io n  Center at Opa-L»ocka, 
F lor id a , and an in terrogation  activ ity  in M ^ H H  It undertook a p r io r ity
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plan to co lle ct  in form ation  on the target from  third country a rea s in 
Latin A m erica  and E urope. Inside Cuba, the recruitm ent and p la c e
m ent of third country nationals and initiation o f Cuban co lle c t io n  nets, 
p articu larly  in urban ce n te rs , has m ade O peration M ongoose n u m eri
ca lly  the la rgest U. S. in te lligen ce  agent e ffo r t  inside a C om m unist 
state. H ow ever, the e ffo r t  in m o re  rem ote p rov in cia l a reas o f Cuba, 
w here gu errilla  res ista n ce  w as expected  to be spotted, re cru ited , 
and organized , was sh ort o f  the h o p e d -fo r  goal; this was due to the 
re g im e 's  secu rity  p recau tion s and, to som e d egree , to p o licy  lim ita
tions on the r isk s to be assu m ed .

D efense contributed the m a jo r ity  o f person n el to sta ff the 
Caribbean A d m ission  C en ter, stepped-up  SIGINT co lle c t ion  under NSA 
despite changes and im p roved  soph istica tion  of Cuban com m u nication  
p roced u re s , and brought into p lay the available assets o f S e rv ice  in te lli
gence organ izations, in coord in ation  with CIA. State stepped up its 
in form ation  co lle c t io n  fro m  d ip lom atic and refugee organ ization  so u rce s . 
Ju stice  (FBI and INS) and USIA prov ided  sign ificant support to the 
C aribbean A d m ission  C enter. »

P o lit ica l. State appointed a representative to devote fu ll-t im e  
to O peration M ongoose and to develop  the requ ired  p o litica l a ction s .
During Phase I, the Punta de l E ste  con feren ce  was a m a jo r  U. S. p o litica l 
action  to isolate C astro  and neu tralize  his influence in the H em isp h ere , 
but was not developed  within the context o f O peration M on goose . The 

/su cce ss fu l v is it  o f  P res id en t Kennedy to M ex ico  was another m a jo r  U. S. 
p o lit ica l action , with a potential im pact upon our sp ecia l g o a ls , but was 
not developed within the context o f O peration M ongoose. Tw o O peration 
M ongoose e fforts  in p o litica l action  w ere  attem pted in P h ase I: to 
counter C astro -C om m u n ist propaganda exploitation  of M ay D ay and to 
arou se  strong H em isphere rea ction  to Cuban m ilitary  su p p ress ion  o f the 
hunger dem onstration  at C ardenas, in June. A m bassadors in Latin  A m erica  
w ere  asked to undertake a sp e c ia l e ffo rt , as p oss ib le , with the help  o f their 
Country T eam s; p o litica l action  resu lts in both instances w ere  m ostly  
negative, due to la ck  o f capab ility  and the lo c a l attitude in Latin A m erican  
cou n tries .

State is resp on sib le  fo r  refugee p o litica l p o licy  m a tters , a ssisted  
by  CIA in daily lia ison . T h is is an area  of m a jor  in terest to O peration 
M on goose, since the Cuban refu gees have an open ob jective  o f o v e r
throwing the Com m unist reg im e  in Havana and recapturing th eir homeland.
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They are given open U .S . a ssistan ce  to rem ain  in this country, yet 
are participating in co v e r t  actions in a lim ited  way. Only a fractional 
opening has been m ade to re lea se  the fru strated  energy of these refugees 
in freein g  their hom eland and in creatin g  a fa vorab le  p o litica l clim ate in 
Latin A m erica  fo r  the liberation  o f  Cuba. P o lic y  lim itations o f "audibility" 
and "v is ib ility "  apply d ire c t ly  in con sid erin g  the handling and use of this 
dynamic refugee potentia l.

As a w orking docum ent fo r  U. S. opexational guidance, State 
developed a defin ition  o f  a p o litica l p rog ra m  fo r  a fre e  Cuba, with the 
understanding that any rea l p o litica l p rog ra m  m ust be developed by the 
Cubans th em selves .

P sy ch o lo g ica l. P sy ch o lo g ica l a ctiv ities  fo r  O peration M ongoose 
make use o f ex istin g  assignm ents o f re sp o n s ib ilit ie s  within the U. S. 
governm ent: State, having the p o licy  ro le , ch a irs  an in ter -a g en cy  Cuba 
P sy ch o log ica l O perations Group w hich m eets w eek ly ; USIA dissem inates 
any U .S . governm ent in form ation  (VOA and P r e s s  S erv ice ) and generates 
"g ra y "  o r  n o n -o ff ic ia l in form ation  (5 m illion  ca rtoon  books and thousands 
o f Spanish books on Cuba d issem inated  in Latin A m e r ica ); CIA passes  
in form ation  appropria te  fo r  "g ra y "  and co v e rt  p sy ch o lo g ica l channels 
(rad io , m ailings to  Cuba, and dissem ination  inside Cuba).

Conditions and events in Cuba have prov id ed  m any e ffectiv e  them es, 
which have been prom p tly  and sharply exploited  by availab le m eans in the 
W estern H em isph ere . H ow ever, the U .S . s t ill la ck s the capability  of

• e ffectiv e ly  getting in form ation  to the m a jor ity  o f the Cuban peop le . Our 
j short-w ave b roa d ca sts  are highly regarded  by  the Cuban peop le , but sh ort-
I wave re ce iv e r  sets a re  lim ited  inside Cuba, Our m ed iu m -w ave broadcasts 
com pete against s tron g e r  Cuban sign als; it was fe lt  that g rea ter  U .S. 
com petition  in m ed iu m -w ave broadcasts cou ld  lead to Cuban in terferen ce  
o f U .S . co m m e rc ia l b roa d ca sts  ov er  a fa ir ly  wide area  o f the U .S . 
C landestine b roa d ca sts  from  a subm arine (appearing as b roa d ca sts  by 
Cuban gu errillas  in side  Cuba), have been in itiated; they are in th eir infancy, 
and have, a long w ay to develop  b e fore  their m essa g es  are  b e lieved  and 
get passed am ong.Cubans by  w ord -o f-m ou th . D issem in ation  o f leaflets 
and propaganda in side  Cuba by balloon  o r  a ir c ra ft  has not re ce iv ed  po licy  
approval.

E con om ic. State has the m ain resp on s ib ility  fo r  developing econom ic 
actions. State has ch a ired  an in ter -a g en cy  w orking group, which generated
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the U. S. trade em bargo, denial o f bunkering fa c ilitie s , in crea sed  port 
security , and con tro l p roced u res  on transhipm ent, technical data, and 
custom s in spection . D iplom atic m ean s w e re  used to frustrate Cuban 
trade negotiations in Isra e l, Jordan, Iran , G reece , and p oss ib ly  Japan. 
Under R esolu tion  VIII adopted at Punta d e l E ste , the OAS has established 
a sp ecia l com m ittee  to study "the fe a s ib ility  and d esirab ility  o f extending 
the suspension  o f  trade with Cuba to o th er  item s (than arm s),11 State has 
prepared  a p rog ra m  to be subm itted to. th is OAS com m ittee in the future.

The ev idence is that Cuba’ s e co n o m y  is  suffering. T rade with the 
Com m unist B lo c  and others has. kept it  lim ping  along, despite s ca rc ity  
o f U .S . g ood s, the bad drought lim itin g  agrarian  crop s , in crea sed  w ork er 
n on -coop era tion  and the reg im e fs bungling o f econ om ic con tro l m ea su res . 
C ritica l sp are  parts still a rrive  in C u b a ,' including shipm ents fro m  B ritish  
and Canadian f irm s . C hartered  shipping fr o m  JNree W orld so u rce s  still 
plays a m a jo r  ro le  in Cuba's trade, and the U .S . has little hope o f  cutting 
this l i fe - l in e  to C astro .

G u err illa . CIA ha,d the m ain  resp on s ib ility  fo r  a sse ss in g  res ista n ce  
potential in side Cuba andlto start qu ietly -organ izin g  such res is ta n ce  as 
fea s ib le . The CIA plan has been to set about doing this through introducing 
sm all team s into the Cuban cou n trysid e , * "a v e r  the b each 11 fro m  boats .
Each team  is tasked f ir s t  to stay a liv e , w hile  getting estab lish ed  in an area. 
Once able to live  in an area , it then sta rts  a cautious survey  o f  potential 
recru its  fo r  a res ista n ce  group. N am es .o f -such recru its  are  sent to CIA 
fo r  checking. A s recru its  jo in , they a re  tra ined on the ground by the team , 
and then continue the survey. This is  s low  and dangerous w ork .

CIA reports that 11 team s w ill have been in filtrated  by 
the end o f July and that 19 m aritim e op eration s have aborted. O f the 
team s in, the m ost su ccess fu l is the one in P inar del R io in w estern  Cuba; 
its su cce ss  w as helped greatly  by a m a ritim e  re-su p p ly  o f arm s and 
equipm ent; the fa ct that it is a "goin g  c o n ce rn "  and rece iv es  help  from  
outside has attracted  recru its . Its poten tia l has been estim ated  at about 
250, which is a sizeab le  g u errilla  fo r c e . With equally large g u err illa  
fo r ce s  in other Cuban p rov in ces , g u e rr illa  w arfare  could  be activated 
with a good chance o f su cce ss , if  a ss is te d  p rop erly . H ow ever, the team s 
in other p rov in ces  have not been so. su cc e s s fu l; our best hope is  that we 
w ill have v iab le  team s in all the potentia l resistan ce  areas by ea rly  O ctober. 
Bad w eather, high sea s , and in crea sed  se cu r ity  patrols w ill m ake the 
in filtration  o f team s and their re -su p p ly  fr o m  sm all boats a hard task.
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Sabotage has not taken p la ce , on a U .S. -sp o n so re d  basis. 
Planning fo r  such action by  .CIA has been  thorough, including detailed 
study o f the stru ctu res and v u ln erab ilities  o f key targets. Sophisticated 
actions, such as the contam ination o f  P O L  has been fru stra ted  by  lack of 
cooperation  o f nations w here POL» w ould be vulnerable to a ction . Commando 
type raids would take m a ritim e  m eans which now have p r io r ity  use in 
support o f CIA team s being in filtra ted  inside to survey  and crea te  a guerrilla  
potential. CIA has rep orted  that there is  -now’ som e capab ility  inside Cuba 

^for sabotage action , that target s e le c t io n  has been under fu rth er carefu l 
rev iew , and that a p rop osa l is  forth com in g  to be subm itted fo r  p o licy  approval.

Intervention Planning. The JCS w ere  given the re sp on s ib ility  fo r  
planning and undertaking .essentia l p re lim in a ry  actions fo r  a d ec is iv e  U.S. 
capability  fp r  intervention in Cuba. T h is MG uidelinesM o b je c t iv e  has been 
m et, fu lly . A lso , U .S . m ilita ry  read in ess fo r  intervention  in Cuba has 
been  under continuing rev iew  within D efen se , being im p rov ed , w h erever 
fe a s ib le . In addition, ru m ors during June o f a p ossib le  u p ris in g  inside Cuba 
led  to further planning fo r  a contingency-w here a  non-U . S.* in sp ired  revolt 
m ight start inside Cuba; in te r -a g e n cy  staffing o f U .S. planning fo r  such a
• Cuban contingency is being .com pleted , under D efense lea d ersh ip .

A s se ts . W hatever we decid e  to do in the future depen ds, to a 
‘ la rg e  d eg ree , onfhe assets  availab le  to^-us. Our own U .S . a sse ts  in organ i- 
. zation , p erson n el, and equipm ent are su fficient to libera te  Cuba, given the 

d ec is ion  to do so . A ssets  am ong the Cubans, to liberate  th em se lv es , are 
ca p a b le .o f a g rea ter  e ffe ctiv en ess  once a firm  d ecis ion  is m ade by the U.S.

. to p rov ide  m axim um  support o f Cubans to liberate Cuba, and the Cubans 
start being helped  tow ards that-goal by the U. S. T here a re  enough ab le- 
bod ied  and p ro p e r ly  m otivated  Cubans inside Cuba and in ex ile  to do the job . 
T h ere  is w id e -sp re a d  d isa ffection  in Cuba, with strong in d ication s that 
econ om ic  d is tre ss  and d em ora liza tion  o f population is cau sin g  rea l concern  
and strain  fo r  the reg im e fs con tro l o f fic ia ls . 'F ir m  U .S . intention to help 
fre e  Cuba is .the key fa cto r  in a ssess in g  the Cubans th em selves  as an 
operational asiset fo r  O peration M on goose .

At the c lo se  o f Phase-1, m y  co n ce rn  is strong that tim e is  running 
out fo r  the U. S. to m ake a fr e e  ch o ice  on Cuba, based la rg e ly  on what is 
happening to the w ill o f the Cuban peop le . Rightly or  w ron g ly , the Cubans 
have looked and are  looking to the U. S. fo r  guidance on what to aspire to 
and do next. They w onder if  we a re  not m ere ly  watching Cuba c lo se ly , as
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a m atter o f our own secu rity , undertaking som e e con om ic  p roscrip tion , 
and isolating the C a stro /C om m u n ist gang from  contam inating the H em is
phere. Along with recogn ition  o f our hum anitarian sym pathies, this seem s 
to be the fea r  am ong Cuban re fu gees, although they a re  still hopeful.

If Cubans b ecom e  convinced  that the U .S . is  not going to do m ore 
than watch and talk* I b e lieve  they w ill make other plans fo r  the future.
The bulk o f Cuban re fu gees in the U. S. are m ost lik e ly  to start getting 
seriou s about settling  down fo r  life  in the U .S . , dulling their d es ire  to 
return hom e with p erson a l r isk  involved . The bulk o f d isa ffected  people ‘ 
inside Cuba w ill lo s e  hope and incentive fo r  futile  p ro tests  against the regim e 
antf start acceptin g  th eir status as captives o f the C om m uiiists. Some Cuban 
activ ists  w ill not a ccep t th e .loss  o f their hom eland so  e a s ily  and m ay seek 
re lease  fro m  fru stra tion  by liberation  operations outside U .S. terr itory  
and con tro l. The recen t w ildcat Cuban schem e to bom b Habana from  Central 
A m erica  is an exam ple.

Our p rob es  o f the gu errilla  potential inside Cuba have been ham pered 
by s im ila r  m o ra le  fa c to rs . Cubans sent to r isk  th eir  liv e s  on m ission s 
inside Cuba fe e l v ery  m uch alone, except fo r  th eir com m unications link 
back  to the U .S . T hey are unable to recru it  fre e d o m  figh ters  a g g ress iv e ly  
by the t im e -p rov en  m ethod o f starting an active re s is ta n ce  and thus attracting 
re cru its ; U .S . guidelines to keep this short o f a re v o lt  have m ade the inten
tion behind the operation  suspect to lo ca l Cubans. The ev iden ce o f som e 

. intent is seen in the recen t m aritim e re -su p p ly  o f the team  in P inar del R io. 
We brought in extra  w eapons, fo r  which there w ere  im m ediate recru its ; if 
we w ere  to exp loit the evident g u errilla  potential in this p rov in ce , it appears 

|| lik e ly  that w e w ould have to furnish supplies by a ir  and probably  open the U. S. 
Uto strong ch arges o f furnishing such support to Cuban res is ta n ce  elem ents.

T h e re fo re , w e have been unable to su rfa ce  the Cuban resistan ce  
. potential to point w here we can m easure it re a lis t ica lly . The only way 

this can be done, a ccu ra te ly , is when res ista n ce  actually  Has a rallying 
‘ point of freed om  fig h ters  who appear to the Cuban peop le  tb have som e 
chance o f winning, and that m eans at least an im p lica tion  that the U. S. is 
in support. W ord -o f-m ou th  in form ation that such a freed om  m ovem ent is 
afOot could  cause the m a jor ity  o f the Cuban peop le  to ch oose  sides. It 
would be the f ir s t  rea l opportunity fo r  them to do so  sin ce  C astro and the 
Com m unists cam e to pow er. There was little  opportunity fo r  the Cuban 
people to jo in  an active  resistan ce  in A p ril 1961; there is  le ss  opportunity 
today. If the Cuban people are to fe e l they have a rea l opportunity, they 
m ust have som ething w hich they can jo in  with som e b e lie f  in its su ccess.
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T O F - S E C T f i r r -

PROJECTION (PHASE II).

A s a help tow ards the m aking o f a U. S. d ecis ion  on a future cou rse  
o f action , the O perational R epresen tatives developed w orking statem ents 
o f fou r p o s s ib ilit ie s ; at m y  requ est they have com m ented on the positive 
and negative fa cto rs  w orth con sid erin g  fo r  each  p oss ib le  co u rse , and it 
is  su ggested  that these thoughtful statem ents are w orth reading in fu ll. 
The w ork ing  statem ents o f the ch o ice s  open to the U .S . are as fo llow s :

a. C an cel operation al p lans; trea t "Cuba as a B loc  nation; p rotect 
H em isph ere  fro m  it, o r

. b . E x ert a ll p oss ib le  d ip lom atic , e con om ic , p sy ch o lo g ica l, and 
other p re s s u re s  to overthrow  the C astro -C om m u n ist reg im e without 

'o y e r t  em ploym ent o f U .S . m ilita ry , o r

c . C om m it U .S . to help Cubans overth row  the C a stro -C om m u n ist 
.regim e* with a s te p -b y -s te p  phasing to ensure su cce s s , including the use 
o f U. S. m ilita ry  fo r c e  i f  requ ired  at the end, or

, d. Use a p rovocation  and overth row  the C a stro -C om m u n ist 
•regime b y  U. S. m ilita ry  fo r ce .

RECOM M ENDATION.

It is  recom m en ded  that this rev iew  o f Phase I be co n s id e red  by  , 
the S p ecia l G roup as provid ing the operation al basis  fo r  gu idelines and 
o b je c t iv e s  fo r  Phase II. It is  a m atter o f urgency  that these be a rr iv ed  
at by the S pecia l Group, to perm it develop ing s p e c if ic  plans and schedules 
fo r  P h ase  II.

4 A ttachm ents

ME yes O nly11 cop ies  to:

S pecia l G roup (Augmented)

1. G enera l T a y lor
2. M r. A lex is  Johnson
3. M r. R osw ell G ilpatric

O perational R epresentatives

7. M r. W illiam  H arvey (CIA)
8. M r. R obert Hurwitch (State)

r|
4. M r. John JktcGone v
5. M r. R obert Kennedy 
6 /  G eneral L em n itzer

9. G eneral H arris  (Defense)
10. M r. Don W ilson  (USIA)
11. Chief o f Operations8
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