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108. Memorandum, “Soviet Offensive Weapons in Cuba,”
29 Ociober 1962, with attachment, “Table of
Special Purpose Missile System Equipment”

29 October 1962

MEMORANDUM

SUsJLCT: Soviet Uffensive Weapons in Cuba

l. The enclosed table includes a list of
Soviot offonsive aissile weapons and associated
equiynent in Cuba.

s Very little equipment has been observed
at the threce IRBM sites in Cuba, The only equip-
ment identified, in addition to structures under
construction, has been two possible fuel trucks
and two possible oxidant trucks. If the IRBYs
and other associated equipment are in Cuba they
are probably in an unlocated facility between
the port of Maricl and the sites. A study of
Soviet sea shipments to Cuba, however, indicates
that it is unlikely that =many IRBMs had reached
Cuba prior to the institutionm of the Quarantine.

3. No nuclear weapons or missile noseccnes
nave boen fdentified in Cuba. There are, however,
nuclesr weapon storage bunkers under construction
at each of the MRBM and IRBM sites. These buila-
ings are about 35 feet in width and are about 30
feet in length st the YRBM sites and 112 feet in
length at the IRBMN sites. If nuclear weapons are
in Cuba they are probably in an unlosated facility
between the entry port of Mariel and the sites.

4. All IL-28 ajircraft are at San Jullan in
westorn Cuba; three or four appear to be assembled,
An additional 23 or 24 aircraft in crates have also
boen observed at this airfield, Each disassecbled
aircraft consists of 1 fuselage crate 60X8X10 feet;
2 wing cratos 9X40X8 faeet; amnd 2 engine crates
9X30Xx8 fast.

i taclosure: Table of Special Purpose
Yissile Systea Equipment

LT
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Site Name and Number

Medium-Range Ballistic
Misslle Sites

Site Name and Number

San Cristobal #1

(20040 05" N-83°L7 ' 50"W)
San Cristobal #2

{22941 '00"0-83015'00"W)
San Cristobal #3
(22042 L0 "N-B3908'25"W)
San Cristobal
{22042 4o "N-B3008 '25"W)
Saqua La Grande

(22043 'Ll ")j-80001 4O ")
Saqua La Orande g2
(22939 10"H-79951'55"W)

TOTALS

Intermediate-Range
Ballistic Missile Sitea

Site Name and Number Co-
wrilipates

Guanajay 1

Guanajay 2

Remedios 1

Remedios 2 (unlocnted)
TOTALS

Bquipment at Logistical
Support Pointe

Punta Gerarde Propellant
Loaddng Polat

GRAND TOTALS

Faotnote: 1. There are also numerous genmeral purpose support equipment associated with MRBM/IRBM units, such as trucke, vehicles ete.
Toplied numbers are those we estimate to be organic with Soviet MREM/IREM units or represent the highest number observed.
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109. Memorandum for the Director, “Your Briefings of the
NSC Executive Committee,”” 3 November 1962

3 Novemmber 1962

MEMORANDUM FOR THE DIRECTOR
“a NSC M Corrmrmlis

L On 23 October you gave 2 brief intelligence report saying that
cozstruction at the sites was confinuing. ILamdahl briefed on the most
Tecent photographs. It was at this meeting that it was left to your
discretion to consider the matter of disclosures of photos and you aent
Lurndahl and Cline to New York to assist Stevensor.

T e * i‘- - n
; SUETET Vo Hranfieas E-‘}

At an evening meeting that day you briefed on military
developments within the WARSAW ga.ct countries,describing an increased
level of Soviet military communications.

2. %n 24 October you briefed on the continued rapid progress in the
completion of the missile sites and of the fact that 22 Soviet missile ships
were en route to Cuba.

3. Omn 25 October you told the Group there had been no c}h{af}e in the
construction pace; you covered the Watch C',cm:m:n’d:t;t?.,repathf.)-onl‘-&"‘é;J

that Soviet armed forces were increasing a state of readiness;

you described the Soviet ships \Q/route to Cuba carrying helicopters)’ o
covered the departure of a Cubana plane from Canadz to Havanajand also
briefed on the turn-around of 15 of the 22 Soviet ships.

4. On 26 October, which was attended by Stevenson, you covered
the Watch Committee report which concluded that Soviet armed forces
had completed measures for an alert R%hat fhere were no significant
deployments. You i . continued construction
2t the missile bases estimating that it had cost the Soviet less than one-
zaif a5 muck to put these in Cubz rather than build ICBM's in the USSR.
You summarized tbe status of shipping and mzde the point that nem—blockade ~n-L
szips coukd carsy Soviet a:ms.ami‘fou. reviewed briefly Castrosapprehensive
reaction to the US quaranting., M Sxowy & Ror on R
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109, (Continued)

5. On 27 October you told the Group that three of the four MRBM
gites at Sam C@cistoﬁal and two gites at Sag rande appeared fully
operational and covered the ch Committee report on Soviet
military developments, 5 G

7

T

6. On 28 October you agreed to lend all appropriate support to
the effort to brief General R.i@c.hye at the UN. You directed that Ray
Cline participate in the draft reply to %ﬂ‘s letter. You asked
that Cline insure supporting your position’ the removal of the misgsiles
should not end by giving Castro a sanctuary.

7. On 29 October you covered the following:

a. Construction continues;

e. The Watch Committee report was noted. There was no sign
of change in Soviet military prepareness.

f. You mentioned the point that press stories based on special
intelligence must be prevented.

After the meeting you talked with the President and Secretary Rusk
emphasizing that Castro ¥ remain in Cuba with a greater security and this
is the situation we must be careful of,

8. On 30 October you told the Group available data does not indicate
preparation for dismantling and noted continued construction of nuclear
storage bunkers, Many of the missilefrerectors had been removed and
are no longer visible. You covered the shipping situation and pointed to the

354




109. ‘Continued,)

- Pai mr i = ey
TOR-SEBRET H;;HE.,-W CHL

danger of sabotage in Latin American countries urging that all Embass\;g?'
and consulates be alerted. You also covered the Watch Committee Report
which concluded that Soviet armed forces remain on alert and you reviewed
briefly current developments in Laos, South Vietnam, and India,~ Soviet
nuclear subs, and Soviet nuclear tests and you pointed out that odr ability

to analyze these tests had been impared by DOD withdrawal of collection
vehicles,

9. On 31 October you told the Group that there was continued evidence
of construction and concealment but noted that evidence that some of the

launchers had been moved from the MRBM sites might he construed the
first step at dismantling. You further pointed out that photos,compared
with those taken on Saturday and orde to cease wWere probably not issued

until Sunday night or Monday morning. There was discussion of the
"intelligence gap" and you revigwed the Cuban SNIE of 19 September, noting
that it failed to fully appra.ise\g%eports available,

10. On 1 November you briefed on details concerning U Thant's mission
to Havana. You pointed out that Cuba probably would engage in reconnaissance
with anti aircraft fire since they had 25058/ that they had developed a pattern
of reconnaissance, Evidence indicates Soviets in command and control of
SAM system. You noted there had been no reconnaissance in Eastern Cuba |
since 23 October. Decision was made at this meeting to cover Lede-?8, /L-2F baje J!
Julian and MRBM sites.

1l. On 2 November you told the Group there was evi%er.-_ce that the
Soviets were dismantling missiles, but the assembly of 131728 bombers
was continuing.

Reverse Blank

355




110. Central Intelligence Agency Memorandum, “Deplovment
and Withdrawal of Soviet Missiles and Othker Significan:
Weapons in Cuba,” 29 November 1962

( FOPSEERETH
- No. 11173/62

29 Novenber 1962

CENTRAL INTELLIGERCE AGENCY

MEMORANIDUM: Deployment and Withdrawal of Soviet Yis-~
siles and Cther Significant Weapons in
Cuba

NCTE

This memorandum assesses our evidence concerning
the number of Soviét missiles deployed to and subse-
quently withdrawn from Cuba, the chances that Soviet
missiles remain in Cuba, and the situation and outlook
with respect to rates of withdrawal of IL-28s and other
significant Soviet weapons in Cuba.

CONCLUSION

The Soviet claim to have delivered only 42 nis-
siles to Cuba, and to have now withdrawn these, is
consistent with our evidence., We cannot exclude the
possibility that more:actually arrived, and that some
therefore remain, but we think that any such number
would be small., Available evidence also warrants the
conclusion that the Soviets are preparing to withdraw
the IL-28s.

. 1« The Soviets almost certainly intended to
deploy substantially more than the .42 missiles which
they acknowledged and have withdrawn. We reach this
conclusion from the following factors:

a. Nine sites with four launchers each
have been identified imn Cuba. The Soviets normally
provide two missiles for every HRBYM and IRBM launcher
and, since several of the launchers already had tvo,
we believe that they intended to provide two each for
the others, or a total of 72 for the 36 launchers
! identified.  0Of these, 48 would bhe YI3Ys, of which we
identified 33, and the remaindor would-be I133M¥s, of
cvhich we have no evidence that anv had reached Cubza.
by 22 Cctober.

b. The pattern of the nine idantifiad sites
strongly suggests that at least one more %as planned to
formz a pair with the ninth. In addition, there is sone
evidence suggesting that the Soviets planned a third de-
ployrent area, in eastern Cuba, to follow upon those in
the western and central parts of the country.

L
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110. (Continued]

C. Among the Soviet ships which turned
back from the Cuba xun, upon announcement of the US
quarantine, were five of the seven which we know to

‘have been capable of carrying missiles. Thus, the

buildup was still in progress on 22 October.

2. it remains to ask whether the Soviets did
in fact succeed in bringing more than 42 missiles to
Cuba., A review of our information from all sources,
presented in detail in Annex A, leads us to believe
that they probably did not., This estimate is based
on the following factors:-

a. Our analysis indicates the missiles
were shipped in one pilece-~less only warheads--on the
transporter in a package about 68 feet long as hold
cargo.

b. Of the Soviet dry cargo ships involved
in the Cuban arms buildup, only seven ships have
hatches which would allow stowage of this missile
package, We have reasonably good data on the size of
these ships. Because of the time in port for both
the loading and unloading, apparent Soviet loading
practice in deliveries to Cuba, and the size of the
ships, we believe the most probable load was six to
seven missilles per ship, More would have required
extensive shoring between decks and this does not ap-
pear to have occurred.

; e These ships made 13 voyages to Cuba
during the July-October buildup. The information con-
cerning six of the voyages indicates that they almost
certainly must have carried strategic missiles. The
other seven, because of their arrival times and evi-
dence of non-missile cargoes, cannot be so identified,
but one or more of them may have delivered missiles.

d. Reconstruction of the apparent time-
table of the buildup, correlation of photography (both
over Cuba and of a number of the ships en route) with
all other sources, and analysis of reporting by ground
observers all argue against our having wholly missed
likely ships other than the seven identified, or other
voyages than the thirteen.

3. We can in this way account for at least 36
missiles-~six on each of six voyages. The Soviet
claim of 42 is consistent with our evidence, but we
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110. /Continued:

cannot rule out a somewvhat higher nunmber, primarily
because of the possibility that two or rcore of the
seven other voyages delivered nissiles. The analy-
sis of these thirteen voyages in Annex B inclines
us to accept a2 figure not much higher than the 36 we
can account for.

4, Sources inside Cuba have provided numerous
reports in recent weeks claining that strategic nis-
siles have been retained in Cuba and concealed fron
aerial reconnaissance. Most of these sources are
untested, and some of their reports are manifestly
erroneous. -Checks by other methods, including photo-
graphic intelligence, have failed to produce clear
confirmation of any of these reports, but we are not
able to disprove some of them.* Specifically, at Ma-
yari Arriba--about 40 miles northwest of Guantanamo--
we have identified both from photography and ground
sources a Soviet installation which may be missile-~
associated. T¥We have not, however, identified any
equipment which can be associited with strategic mis-
siles.

5, Since the foregoing evidence is not fully
conclusive, we must also consider whether the Soviets
would wish to secrete strategic missiles in Cuba. It
is doubtful, in our view, that they would do so for
strictly military reasons. In the first place, our
shipping analysis leaves 1little room for a number of
remaining missiles large emough to be strategically
significant at some later date. Such missiles could

. not partiecipate in an all-out Soviet surprise attack

without great risk that preparations would be detected
by the US and the entire strategic plan compromised.
Neither could the Soviets count on being able to use
them in a retaliatory second strike.

6. In contemplating concealment, the Soviets
would be aware of great risk. They would foresee that,
if the US found out, a second Cuban crisis would ensue
which would be unlikely to leave the Castro regime in-
tact. Such a renewed crisis would find the Soviets in
an even more disadvantageous position than before to
protect their interests or avoid humiliation.

*3A sumnary review oI these revorts, including the iden-
tification of certain areas which remain suspicious,
is presented in Annex C.
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110. (Continued)

o FOPSECRET

Jet Bombers

7. We have confidence in our estimate, based

.on repeated high- and low-altitude photography over

Cuba and photography of deck cargo en route to Cuba,
that no more than 42 11-28s were delivered before the
quarantine began. Photography of 25 November indi-
cates that 20 IL-~28 fuselage crates remained unopened
at San Julian air base and '’ some of the remaining
13 which had previously beenr partially or fully assem-
bled were being dismantled., Photography indicates
that the other nine crates, located at Holguin air-
field, were still unopened on 25 November and had been
removed to an undetermined location on 27 November.

8. The Soviets could easily ship out all these
aircraft by mid-December. Shipping suitable for this
purpcose is continually available,. and almost any four
of the Soviet dry-cargo -vessels in the Cuban trade
could carry the entire number. Those still in crates
could be moved to ports in a day or two, and the re-
mainder could be disassembled and moved to ports by
the agreed date.

Other Soviet Forces

9. Other Soviet weapon systems in Cuba include
surface~to~air missiles, coastal defense missiles,
Komar missile boats, and fighter aircraft. In addition,
the equipment for four armored combat groups (including
possibly 6-10,000 men) remains on the island. We have
no evidence of any preparations in Cuba to withdraw
these elements. At least four months and on the order
of 100 voyages by Soviet ships were required to move
these forces to Cuba, and their removal would require
an equally large effort. The SA~2 system and the ar-
mored combat groups are the bulkiest of these elements,
and might require several months for return to the USSR.
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111. President’s Foreign Intelligence Advisory Board,
James R. Killian, Jr., Chairman, Memorandum
for the President and report, 4 February 1963

THZ VWHITE HOUSE

WASHINGTON

% ¢ T2
- SERISTORITIS ZORSISY IITSISIQEICE ARUISCRY 38aED
TESEENTYE POR E2S PAESTER
ASTached f3 the yemoroiOL you» Forsicr muellfigenes
A2uIE0ry Soard Uesed on our Tavisik of tie Inteiliizesnce coven-
zc2, assessment and resoriing oy U. S. inteilizence agsnele
grezoning the Sowvied military build-un in Cubz Curing ihe
nonths praceding Geuchber 28, 1652, ;

. Irasmuch as the mest urgent recommerndations crewing cut -
of. our reyiew of the Cuba situztion nave alrezdy beenr sud-
*r;u“ﬂﬁ £o vou 1n thz Boavdis iabterinm report dzted Decembar 25,

1562, ‘we zre not subr 11oting further recoamendaiions ai’ this
ti;e; vhwen bne Board next meeis we wilil comzplete consigderation
7 the -comments which have now been Peceived from the Dirstior
of Central ;nte*_igeﬁcc and th:z U, 3, intellirence agensiss
with ‘respzet to the recommendaticne of our interim repori.

© A% that %ime I anticipate thot the Soard mey wish to precent

+ o you additicnsl recomrendatlions on important éspecis cof
our inteliligenes prozran, : S

5 its review the Doard regussted ang
znensive report by the inuell;gence condn‘ty.
sse

" received a comp
’ é¢ to the Beard, is aveailable In tie :

Boardts éffice,-.

28 . In Annez & to cur report wa iist the princ
by ib?o“‘ﬁtic consicerad in our. review, ot
opr 3

nrecizticn of the cccpﬁr"c10ﬂ and ass i stancs
_eel? and prompily ziven,

vn;le Lne Soard had The penefii of helpiful dacxzro
Inforisation, the Soard's observations znd conclusicons are °

holily-ats owmn.’
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111. (Continued)

THE WHITE HOUSE
WASHINGTON

PRESIDENT!3 PORZEICN INTELLIGENCE ADVISCRY ECARD

February 4, 1903

MEITORANDUN FOR THE PRESIDENT

Your Poreign Intelligencz Advisory Board has completed
reviey of zetionc which were taken by the foreign intelligence
agencfus of our Governmaat to d;scnnwg= thelr responsibility
forr Intelligance coverage, assessment and reporting on the

A

chiﬂ» “>L'L@ry bulld-up in Cuba during the monthc przceding
your report to the ilaticn on Gztober 23, 1962, congerning the
USS3's esteplishment of offensive missile sites in Cuba. .

In the course of our reviay ve scught to determine whether
there were Lo bz 133“-ed okje:tive appraisel of
tha strengt (r s g intellizesnce.,

as g3 23, by ;LQWC‘QQ_&;QQ?jCHﬁL. Je directed par-
“2tE to those cress of the intellipgenae process
mn‘»h ara ¢ 4 with such matters as (1) the ncquisition
of intelligence, (2) the analysis of intelligence, and (3) zhe
| prcd :L;cn and disszmination of intelligence reports and cesti-
nat2s in sguvpport of national policy 10wlemLio: ond operational
‘ - requivements,
S In our reconstruection of inteliligence covarage of Soviast
zctivities on the islend of Cubz, it is noted that two pri ncipal,
‘ . ”0ﬂu°*ut‘ve paases were involved, The first phzse covered the

. period pr*or to Octeober 14, 19G2. The second phase censisted of
rauzh briefer per_ou beginning cn Oztober 14 and culminating ;

with the Presidentizl snnounceament on October 22 conczrning
measures for meeting the Soviet oifensive threat in Cuba., The

. event, of course, walch provided a demercation of these two
pn;s*s was the acguisition on October 14 of U-2 photographnis
gvidence that the Soviet Union had taken steps to eatublish a

. St”auégi“ nuclear missile comnlex in Cubv.

fﬁ

‘ - i POST-CCTOBER 14 PHASE - *
: We note that the definitive photozraphic evidence obtained
as a regult of the Octoker 14 2and subseguent cvarflights of Cuba
wes promplly processed and submittad to the Fresident in time for
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111. (Continued)
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111. (Continued)

PSR ERET
Clendestine agsat coveraza within Cuba vas inadaouate
CAlthough the Yimited agent assete of the Central Intslligance
Azency and of Army Intzlligence did produce some valuskble reports
cn developments in Cuba, we believe that the zbsence of more ef-
fentive clondestineg agent coverage, as an essentizl sdjunct to
other intelligence collsction operetions, contributed substan-
tia:l" to the inability of our Govarnment to recognicze ot an
erller date the danger of the Suvrist “ovc in Cuba, It would §
a pesr fthav over th2 years thers “=% e a lzecl: ¢f forasight
in Zhe long-tsrm planning for the 1 gumllation of these agents

e find also that full use was not made of asrizl photo-
bogesF

graphic supveillance, particularly during Septemhe? ond Oeteber
wnen the influx of Soviat military personnz2l and armzments had
rezched major proportions, o recognlze tpat in September in-
cliemant vieather delayed some of the schaduled U-2 missicns

Bowaver, we note that frol Sentember B to Sentember 15 U-2 n*sw ?
cilons over Cuba were dUE“endLu a2pparantly begeuse of “th: loss of }

a Cninese Nationalist U-2 over the China mainland on September G,

W2 also note with conecern that dU“lﬁg the period of increasing
emargency, as pointed up by intelligence indicators, there.was
not & corvesponding intensification of the scheduling of U-2
missions over the island,

#ith regard to proposals for aerial photog'a n
e 3

phic surveil-
Lance uba, we make e ITOolioWing ad Lional chser
anze of Cuba, & the following additi b3

vations:

(1} The President granted suthorization for all U-2
.. Tlights which were recommendsd to him by his policy advisers
; on the Special Group having responsibility for such matters,

~ {(2) The Special Group &
modifications, all Y-2 overfli
surmise that on 1its ouwn the S
‘overflight recommendations,)

poroved, in one instaonce with
ths recormendad to it, (We
-~ 1
e .

al Group ¢ould have initiated

*(3) Until Cctober 3, when tha Defense Intolligence Agency
urged that suspiclous areas of Cuba be coverad by U-2 phctbg"aph*c
nmissicns, 1%t zppears that there uas a failure on the part of the -

intelligence community as_a wholez to propose to the Specisl Group

Ua2 3 reuonn“*ssunﬂe n_ slons on, sceale cowmﬂn“wrate WitH the” ﬁﬁture

and_intensity of the S 5?10L act 1"ﬂéz; Cubz, The need for more
freguent and GAtuﬂalf° aerial uno*ogrfoﬁiu surveillance during the

sumra" and fall was even more pressing in view od the 1nad¢qu1¢y
£ cl ndestine agent resources and th“ limited eflectiveness of

e e LY

P B T
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111. (Continued)

athanr soliecticn mefhelGs such 23 legal traveler, thiré country
dinicmas, refugee interrogation, and signais inbeilligenc? tov-
Swaos.
(#) 2ithough we wWers unzble to 2stablish the existence of
2 =olisy which prevented overilying areszs of Cuba vhere surface-
to-2ir missile instollatiens wers pra2sent, the Centioal Intziligsnce
izeney ond others telievad thet such 2 rsctriction Cid in lact pre-
veil, e no%t2 in this rogard that in The December 25 repor: of the
\ Direstor of Cenirel Intelligance it Lz stated thst sithcough the |
L meucity of racords makes it impossikble to determine whiether or not
i thers w&s such a rastrizstion, it is nevertheless sleir thit opera-
| tional elemantzs were under the impresssion that such 2n injunciicr
jwes in aflect,

(5) Apparently the Special Group was fully sware
ol the deleying elfects on the acquisition i Intelligencs ;
snich zould and did resvli from cihanges in opesal Tor the
conduct ©of & U-Z mission, On September 10 proposed tha
tha Spescizl)-Group approve and racormend the uling ol & U-2
flight to provide extensive peripherzl coverage of Tubz &s well
23 Two legs directliy cver Cuban alr spice, e Szeretary of State
onlactad To this combining of an actuzl overllizhti with the over-
lying of infternationsl waters, He J21C that the lonz paripheral
iight would draw attenticn, wnd 17 The alirverzit wer: 3o lzil into
my hends after an overllight of Cubta, this would put the Unlted .
tes in 2 poor position to stand on its rights vo overfly inter-

ational waters., Accordingly, the Secrestary o State proposed
that the September flights be broken into f{our seporates missions,
two of them periphersl znd _Gxio girectly over Cuba, and the CIA
mads plans to do so., Hewever, CIE made 1t an operational practice
not to overfly if there was more than 25 per cent overcast, and the
Director of Centrzl Intelligence poinis out in his December 26
revort that the poor weather in September plus the necessiiy for
" flying four separate missions instead ol one resulted in prolenging
the time required to get the desired coverage oif Cutz, In fact,
the next successful U-2 mission was not flown until September 20,
vz feel thzt under thes2 circumstanzes the Spezial Group should have
ioeen informed of the factors operating to delay the four-fliznt
covergge, and given an opnertunity to reconsider the cdvisability
of a2 mission over the criticzl torget arees urgently requiring swr-

veilliance, ¥e 2lso feel that the Soesizl Group shculd o2 possessed
of 2 mezshanisz which would zutcnmatisally pick up sush omissions of
DETONCLNE
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(€) It zppears that within the 3p2cizl CGroup further con-
sideration should have been glven to proposals by the Acting
Dirsctor of Caniral Intellizence in August and verrber for lou-
levnl pno“o a .ﬁc “quﬂﬂcmS an 2 of CHHtﬂ n u

Iop:
¥nan the Sper er 14, note
€

cr l-‘

'.Jhs taken ti
l°961 operations to be uoﬁoidcred wnsil “ﬁsuLts or U-2 ccv**ﬁ"e
£ tue sane eraa beceme avaliloble. Granting the obvious appr

'p;_‘u#RJSo of the recommendztion of %the § cveoary of Defense, we
inust ocinu out that when the U-2 flights were dalayed there should
"n ve been immediate re-exapination ol the prozoszal Tor lou-leval
:flights, (Po low=~level reconnslssance missions wers flown over
Luka un ;l Octobar 23,)

"
o

3
1

Irt3~ izence Anglysis

e Wie £ind the need fo» improvensnt of th: processes used in

3 maling natlcnal intelligence eastimates and the p“ocesses used in
making current Intelligsnee anglysas, and a2lao in thae tachniques
for relating these 'two functlons, '

e President .and policy-cdvisory officlals were 111 sorde
by the Specizl: h_tiJn_ﬁ ‘Intellipgencd mstimate ilasued by the intal-
1igen"= cormunilty on JSeptember ;,, on "Tha Military Buildup in

Cube, This. estimate co=¢1ui“d that the establishment of Sovies-
medium and intermedizte range bellistic missiles in Cubs weuld ba
inconsistent with QCVi\u practice to date and with Soviet policy
as the community then assesszd 1t. This mistaizen Judgment, made

t the very tine when the ov;eua were inztalling IRBIs and IRBIs
in Cuba, we attribute to (1) the lack of adequate Zntelligence
covprage of Cuba, (2) the rigor with which the view was held that
the Zoviet Union would not assume the risis entailed in estabtlishing
nuclear striking forces on Cuban soil, and (2) the sbsence of an
imaginative appraisal of the iﬁtcl‘iﬂerCe *nd*c‘_tor0 which, although
limited in number, were contzined in pe ports disseminated bj our
intelligence esgencies., (We reach this conclusion even thouzh ue
recognlze the absence at the tims of any conz2lusive photographile
1nte111genee.)

The Estimate of September 19 pointed awzy from the likeli-
hood of the esteblishnent of Soviet nuclear missile systems in - |
.Cuba, An important cautionaery statement appasred in o discussion
oaraorann, nunblj, that thoe contingency of such a development
should cx“ninou carefully, even though it vould mm gourtﬂr
to current Soviet policy., This ceouslona vy suetcwenu, howeve
weas not carrled formvard into the conslusions of *he =3 ‘m=te.
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Terning to enother Important aspect ol the intelld

- fuansticn, we 'Tind that In the znaliys’s int2
' and in the produstion of currani Iias c2
igeace communtcy fziled So g2t sorass Go

4 The most zocurzie possible plioture of 2

s p 39 in Cubz, during the ~monti:is prase ob
. gnece of tkis co ision 13 10° Sininl tTh
izat is ez3l=z T ciy than feresigh = ey

isance of porticulzr indicators imciu e

’ ailakle for intalligence znalysis,

. iz pelieve that the nssr-total intelligance surpri

*  experisonced oy tha United States with respect to the intr
and deployment of Soviet streztegic missiles in Cuba resul
large part ?rcm 2 nsifunciion of the enalytic process by
intziligence indiastors are assesssd and racor:
diminisnad th& affectivensss of polley advisers, national
gance estimators, and civilian and military cffic=rs navin
responsivllities.,

"We bzlieve that- ths menﬁer in whien intell
3

flaw in cur intelligenca system, apd one nihich, 3
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ing commznd
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were hondgled in th2 Cuba situation may well b2 the2 most s
< ameo

gould Zead to the sravest consaguensas, In thlis
1ajor CONSEeQUENces wers ths Toliowing:

(1) Our Government was net provided with he degre
va been derived- f“om ‘the indlcators contzined in the in
iigance,

g
. (2) Meither you nor Jour principal policy advisers
provided at zppropriate intervals with meanin 7ful, cumula
sments of tne availsble inteliigenc

.

intelliigence community syadum¢u_cally preparad and pariod
presented conmpilations of aeccwnuizteld indlcators, “hls wc
! permisTed eappropriate polizy-~-level considarsticn of 2
{ in &8En and ef.&_hg.“mv:?a ogourses o7 zcolcn o q-;:ec.
' pragiize Jollgwed In tha Cubiz situatlien of pro ng Hhite
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arly warning of hostile intenticns z2nd capebilitiss which should
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th some oi the ray indicator reports uas not an
accept itute for professional analytical rsporting on
ing 818 SitUsLiohn, —-ALle row IntalITEsAse FIports
Zed Eifectively in targeting the October 1i U-2 mission
which led to the discovery of offensive missiles in Cuba, the
significance of the important indicators involved was not com-
mmizatad to the President, ———

Ty ———

{3) Despite the intelligesnce indicators whnich were accum-
ulating even tefors the U-2 discovery on October 1k, the intel-.
ligence community did not produce for the benefit of policy-~level
consumers a revision of its errcneous Nationz2l Intelligence
gstimats of September 19, =

T We believe a further and exhaustive examination, not.
limited to Cuba, should be made by the intelligencs community of
the complex enalytic process employed throughout the community
in the assessnent of intelligence indicators, Ve dase this
beliaf on the nature of the Indicetor-type data which our re-
view disclosss was availsble during the period Ifrom May to
Cctober 1962, -

Thirty flve examples of such aveilable indicators are set
forth in Annex A to this report., In cabaloging sush exaomples we
anpreclate fully that we have the benefit of a2 psrspective which
was not then possessed by the intelligence community, Ye are
also aware that the illustrations listed are but a small number
talcen from the great volume of reports which were received and
wnich Included some demonstrably erronsous informabion., Ve urge

Cthet the znnexed illustrations be rezd not only for tThelr indi-
vidual content but also Tor the purpose of noting The cwmlatlve
significance of the information being recelved, These indicators
We i e iety of intelligence sources, such as

Wil i rcofugees, clondsstine agents, and
v foreign diplomats., They dealt with varlous aspects of
the Joviat military bulld-up in Cuba, including the introductlon
of high-ranking Soviet military personalities vho iere speclal-

ists in the fields of military construction, engzgincering, elec-
tronicz, jet pllot training, surface-to-zir missile delenses, and
Soviet long-range 2ir and strategic striking lorces; the assign-
ment to Cuba of Soviet specialists in rocletry end atomic arms;
the statements made by persons highly placed in the Castro regims
concerning expszctations that 2 nuclesr delilvery capekbility would
be establiched in Cuba; the sightings by groun observers of
cffensive mis3zliles being deploysd under strict 3Joviet control
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and undzs gonditions o Zreat secredy; and the intrzaustion on
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Our rzviey of the intelligence reporting procasss reveals
that Iixitztions which were piazced on the purlicaticn z2n¢ dissen-
inaticn of reports znd information concarning the situstion in
Cubz were elfner misinteroreta2d or miszpnlied., This inhibited

" the flow of significant data,

. ; _ One such linitation was imposed by the Director of Central
. Inteiligencd in May 1962, Beczuse of the Director's reservations
conzcerming estimates on Cubzn order of battle, he instructed CIA
- analysts to check out with the Hational Pnotozraphic Interpreta-

tion Center (MPIC) any report thzt was suscestibls of photograpnic

- yerdification, The purpose was to establish by 2ll aveailzble means .
the zuthenticity ol refugee andé a2gent reports, However, according
©o the Director of Central Intelligence, it operasted zs z limita-
tion on publication because thz instruction was interpretied by

-. CIL znalysts as a restriction against publishing anything that
could not be verifisd by the MPIC, One conseguence was thzat
during the pre-Cctober 1l&t period as information tecame available

on the offensive tulld-up in Cubz, 1t was nct published by the
CIA even in the FPresident's Intelligence Checklist.

. On August 31 another limitation was imposed. The President
ovlaced limitations on the publication of reporis on weapons vwhich
might be orffensive, pending rec=ipt of further information con-
cerning & suspected missile ingstailation at Banes, On October 9
these instructions were reitsrated by the Presidant who emphasized

.the importance of maintaining the tightest possible control of zll
information relating to olfensive wzapons. 3

Tne Fresident m2de clear that he wished to impose no limi-

[t

Tation whatever con the collection and anzliysis of intelligence
r2iating to offensive wezpons and he enphasized that he wanted
231 szush Informaticon colilected, znzlyzed, and premptly renorted
to officlieis having a real na2ad To imow, livu2yer, the United

— =T
S )
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Fay Ty

Steres Intelll
tlons 2d 2n X

ence Board interpretfed the Pre

160 1ot €0 Prinkt eny.in Iiensive
yesrys-ir-CoDE Ln aay infelligence. publi Ugh tha
Divertonof Central Inteliligence exempted CIA's Presidantlal
Intslligence Checlkdlist from this injuncvion, the Checklist issues
prepaored subsequent to the President's instructions failed to
inzlnde information from any of the rafugee or agent reports on
the sightings of offensive misslles in Cuba,

i)
€

T2 President’s directive restricting the publication of
intelligance on offensive eapons vas clearly wise, nscessary,

and essential to the naticnal interest., The misinterpretations
of this directlve endangered the necessary flow of informaticn
and s2rve as a warning thzt in future situations requiring such
rastrictions avtenilion must be given to 2statlishing secure
channels for tranzmission of vital Information to officisals
naving a ¢

n
o

a clezr need to xnow,
P

lonning

Cuba experience points up the necd for advance planning
that our human and materizl intelligence resourcas are

and are adequately organized, to mest the demands of
¥ such as that which confronted our Government in this

ilhen the President found it necessary to restrict the publi-

gation of information on offensive missiles in Cuba and to confine
such information to designated categories of recipients, the in-
telligence community did not nave in readiness a plan to meet the
repvorting requlirements of such an emergenzy., &s a resuli, signifi-
cant information did not reach some elements of the Government,
both in Washington and the military commands, and 1n some instances
important intelligenze was not brought to the attention of the
President and some ofher high offiecisls. Two examples of th2 con-
sequences wnich followed were (1) officials who checked in normal
places concerning such matters s the Octobsr 10 speech of Senstor
Keating were told that there was no evidence of offensive weapons,
althouzh in fact raw intelligence had alreszdy l2d to the targeting
.of the San Crilstobal area where offensive missile installations
were subsequently found through U-2 photography on October 14, and
(2) for a brief period the limitation on pu¥lication operated in
such fashion 2s to preclude the. Defense Intelligence Agency from-
dissenlnating outsiderthe VWashington area intelligence publica-
Yions on the developing Cuba situstion, As a consequence, it was
necegsary to call in'cerfzin military commanders {ronm"the field
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Zn acosierated Las 2igt2r 1%, no mor: thin z 10-Ezy supply
c2 phctognzrhie fL on nznd In She entira couniry To meat
the gzmznds rasuit m ths sudden step-up of zerizl rezcn-
paligssnce eparations, Horesya», in The zbsencze of 2 ceniral

3 preesssing faellity for d2veloning phstographic film in quantity,
under zppropriaie securlity sarfeguards, It weEs nagassary to nale
use of i lzboratories &t sczilerel locaticns considersbly
TemovrR Lashington,

N Throquouu our r#v;e", w2 have been nindful of putlic
" arges to the effect that during th2 period of the Soviet
h411 tary buaild-up in Luou, tha U. S. intelligence preccess was
in scme manner manipulated for partisan politica2l nurposes, e
find no evidence whzisoesver to support such chzrges, -
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112. McCone, Memorandum for the President, 28 February 1963,
and “"Conclusions” lattachedi

28 February 1963

MEMORANDUM FOR: The President
The White Housa

I am returning the report of the President's Foreign Intelligence
Acvisory Board dated February 4th commanting on the intelligence
community's actions in connection with the Cuban crisis. I will not
attempt to comment cn the apecifics of the report. It i my under-
standing that the Board will maks recommendations to you for cor-
ractive measures which they {eel should be takan within the intslligence
community, When these recommendations are received, I would hope
for an opportunity to commaent upon them as I did on the recommendations
contained in their {ntsrim report of Dacember 28th.

When I appeared before the Board on November 7th, December $th,
and December 28th, I stated that there was an understandable reluctance
or timidity in programming U-2 overflights over Cuba after we had
discovered the presence of surface-to-air missile ingtallations. This
caution was undarstandable not only becanse of the extremely severe
criticism of "U-2 incidents" dating back to the Powers’ incident on
May 1, 1960, but also because of the more recent loss of a Chinat
U-Z and a U-2 intrusion ovar Sakhalin Iln early September. This .
samas attituda apparently dictated the Secretary of State's action in
revising a ClA-proposed flight at the Special Group meeting held in
Mr. Bundy's office on Septembsr 10th. It was, I believe, the same
attitude that caused the Special Group in considaring my request on
October 4th for extensive Cuban reconnaissancs to ask JCS,
and CIA to study all alternative means of conducting asrial recon-
naissance and to report back on October Sth. In retrospect, it might
be contended that thers was a failure to exsrcise sufficient urgency
in proposing U-2 reconnaissance missions; however, I am inclined
to bellave that any one reaching such a2 conclusion must first care-
fully weigh the sericus considerations that enter into a2 decision to
overfly danied tarritory.

I further advised the Board that I felt the apalysts, both in the
intelligence commuxnity and elsewhere in Government, including the
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State Department, were 3o convinced that the Soviets would not
accept the inevitable confrontation resulting from placement of
offensive missiles in Cuba, that they were inclined to dismiss
such evidence as there was to the contrary. This, I find, is one
of the difficulties of dealing with the imponderables of what the
other fsllow will or will not do. With particular referencs to

the Cuban situation, it should be noted that for two years the
intelligence community had been surfeited with reports of "missiles
in Cuba, " all of which proved to be incorrect prior to those which
we received on or about September 20th. Nevertheless, one can
now readily conclude that greater emphasis should have been
placed by the estimators on certain of the "Intelligance Indicators"
attachad as Annex A to the Board report. About 3,500 agent and
refugee reports were analyzed in the preparation of my report to
the Killian Board and of this number, only eight in retrospect
were considered as reasonably valid indicators of the deployment
of offensive missiles to Cuba.

I continue to feel that the intelligence community performed
well, I have examined this performance personally and in depth,
and incidentally with a critical eye. As you know, my own views
differed from those of the community, I believe that the con-
clusions reached from my study made for the Board at your
request reflect a more reasonable judgment of the performance
of the intelligence commmunity in the slx months' period prior to
the October crisis. A copy of these conclusions is attached.

John A, McCone
Director

Attachment

JAM:mfb:bd (28 Feb 63)
Orig - Addressee

1 - DCI White House

1 - DCI Chrono

1-IG

1-WE
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CONCLUSIONS

L Although tha intelligence community®s inquiry into
its actions during the Cuban crisis reveslsd certain areas
wkere sbortcomings exiatad and whare improvements should
be mads in various areas of intslligenca collecticn and process-
ing, the intelligence community cparatsed extensively and well
in comnectien with Cuba. Every major weapons system intro-
duced into Caba by the Soviats was detactsd, identified, and
reported (with respect to numbers, location and operaticnal
charactaristics) befors any cns of thess systams attzined an
operational capability.

2. A relatively short pariod of time snsusd between
the introduction of strategic weapons into Cuba, particularly
strategic missiles, and the commencemant of ths flow, although
meager, of tangible reports of their presence; detection of their
possible presaence and targeting of the suspect areas of their
location was accomplished in a compressad time {rame; and
the intalligence cycle did move with extraordinary rapidity
through the stages of collection, analysis, targeting for veri-
flcation, and positive identification.

3. The very substantial effort directed toward Cuba was
originated by an earlier concern with the situation in Cuba and
the effort, already well under way, contributsd to the dstection
and anxlysis of the Soviet buildeup.

4, Information was disseminated and used.

5. Aerial photography was very affactive and our best
moeans of establishing hard intelligence.

6. The procedures adoptad in September dalayed
photographic intelligence, but this dslay was not critical,
because photography obtainad prior to about 17 Octobar would
: not bave besn sufficient to warrant action of a type which would
I require support from Western Hemisphare NATO allles,
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7. Agent reports helped materially; howevar, none giving
significant information on offensive missiles reached the intelli-
gence commmunity or policy-makers until after mid«September,
Whan received, they were used in directing aerial photography.

a, Some restrictions were placed on disaemination of
information, but there is no indication that these restrictions
necessarily affected analytical work or actions by policy-makers.

9. The 19 September estimsate, while indicating the im«
probability that the Soviet Union would place MRBM's and IRBM's
in Cuba, did state that ''this contingency must be examinad cars-
fully, even though it would run counter to current Soviet policy'';
the estimators in preparing the 19 September estimate gave great
waeight to the philosophical argument concerning Soviat intentions
and thus did not fully weigh the many indicators.

10. The estimate of 19 October on probable Soviet reactions
Was correct,

7,
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