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PAR'f I1: FROM J. F.K.s INNER CIRCLE

E T!u\ is the s:{&nd of a series of articles from A Thousand Days:
*John F. Kennedy in the White House, to be published next
faH by Houghton Mifftin. This version of the steps leading to
“the invasion of Cuba in 1961 is based on Mr. Schlesinger's

gﬁr.sthand e\pem nce as Special A.s.sr.stam to the Iﬂ:‘e Preudent |
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Immcdmtcly after the 1960 clection John F. Kennedy’s r.on-_

- cern was with an affirmative program for Latin America ralher'*‘ '

than just Cuba. He first .lskcd for estimates of the dfu:twe- =

ness of the trade emb: : o
e —— >

ties of a rapprochement. Then, on Nov. 18, he 16;[?@ ‘I

course of a briefing by the Fi-m_ﬁmuer—aekninisua{ifm—that ;

Cuban exiles were being trained j emala Tor possible -
d:rect action against the Castro regime. .. S o]
e ————————— T Rr A R AT S |

The Eisenhower dccmon of March Y& 1960 had two main
parts. On the political side, it had directed the C'IA_tu,hnna_.
together a br “broad range of Cuban exiles. with Baristianos and
Communmts ‘-pt,LI[!Ld"y cu.lude,Jnm,umﬁcd-pohuL.ll op- 4
- position to the Castro rcglmg,j)uplhc military side, it had . j
- Girected the CIA to recruit and train a Cuban force c.zp.:bl é

fof guerrilla action against thatregime.”
Thc CIA had engaged in a recrmtmg,dnvc among Cub.m

ref'ugecs in Florida and Central Amenca It also pessuaded |

President Miguel Ydigoras Fuentes of Guatemala to permit”
} lht. establishment of a secret training camp and air base in |
t lhc. Guatemalan mountains. By midsummer the Cubans be- :

-gan to arrive. It was the rainy season and they had to build
.' their own camp in sticky volcanic mud 5,000 feet above the |
~sea. In their spare time tbey received training from a Filipi- |
no eolqnel who had gmmzcd guemllas against the Japanese

ok 6. wll LW T q,,__‘ g “ 4.-"5*",
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Second World Wir
The first CIA plan was to fofm
small groups designed to slip into
Cuba and establish active centers
of resistance. In August 1960, Pres-
ident Eisenhower had dpproved a
budget of $13 million for this proj-
——ect. Tt-was explicitly stated at this
point that no U.S. milita.ry per-
sonnel were to take part in combat
““operations. But in the meantime §
thn. military conception'was begin-
mng to change. The CIA people
" began to doubt whether the guer- |
“rilla theory would work. They
I“Tound it hard to make contact with
“the Cuban resistance in the Escam-
bray Mountains. Certainly Castro,
““who knew all the tricks himself,
‘was a master at counter-guerrilla
action. Morcover, his control over
“"Cuba was tightening. As the Es-
““cambray resistance began to fade
‘out, the CIA had reconsidered its
"original plan, moving on to a new
" and drastically different concep-
=uon’ the-idea of a direct assqult
“%on"Cdstro "By Finding ‘a force! of

Iuogkifes 3w thk Cubsi o8t The Hili-
MibTsing / dblonel went dwuy: and a
' new U.S. team came into Guate-
 mala to train the Cubans, now
= numbering almost 300 men, along
1L conventional lines as a pocket
6 army complete with artillery and
ay support.
Meanwhile, a new wave of refu-
gees had begun to arrive in Flori-
da, and the CIA operation there
had taken on a life of its own. In
favoring the ‘‘reliable”™ exiles—
those_whio Would take orders—the
)1 «CIA agents in the field were con-
# [ ceivably endangering the whole

= | project; the men most capable of

A «\rallying popular _supportwithin
il: NGuba against the Castro_regime
11 were bound.to_be.mare independ-
M ent, more principled and more

radical than the manageable types
whom the intelligence agency pre-
ferred for operational reasons. As
or for the nominal Cuban leadership

A in the U.S., it was growing un

14 easily aware that it lacked author

broity: that, as it accepted its instruc-

i

<20 tions and its cash from the CIA, it i

<1 lacked dignity: that it did not cven‘
92 know what was going on.
st In the camps of Guatemala the
stl. Cubans were turning with enthu-
101 siasm from the idea of a guerrilla
il operation to the idea of an am-
¢ st phibious invasion. They genuinely
»1 believed that a mass landing on
1q6 the Cuban beaches might set off a
i# < general revolt. The-ClA. and 1.S.
15 Army officers were even more san-
bﬂt gumc. - S
This was the way matters stood
bns when John F. Kennedy learned of
) adtHe project for the first time from
Allen Dulles a_md Richard Bissell of

us invasion rather than a gu
_'ila operation. Kennedy listen
Rvith attention, then told Dulles §
garry the work forward. Dulles un

ed at this pom! was the opnon f '
an exile attack on the Castro re-
glme. He did not realize how con-
mgency planning could generate
Bge's own momentum and create its
Egown reality. /

in the next weeks sovernment
floated as in a void. Neither the
outgoing nor the incoming admm-
istrations wanted to make funda-
{mental decisions, and most mat-
‘ters moved along existing tracks.
The hiatus in Washington gave the
CIA operatives in the field a free
hand. Since the Cuban force in
Guatemala was still too small to
execute the new CIA plan, recruit-
ment now had the urgent priority.

f# 0 ar —'-s )

- Unmarked planes picked up the
srefugees at the supposedly deserted
~ Opa-Locka airport in Miami and
deposited them a few hours later
at the Guatemalan training camp,
The influx of new recruits creat-
ed problems. Men who had taken
part in the Castro revolution had a
natural hatred of officers who had
served the exiled dictator Fulgen
cio Batista. In spite of optimistic
reports to the CIA in Washington,
discontent at the camp increased,
and in January it broke out into
{ mutiny. In one of the unhappier
passages in this whole unhappy
story, the CIA operatives arrested
a dozen of the ringleaders and held
them prisoner under stark condi-
tions deep in the jungle of north-
eyn Guatemala.
/ This episode had scant impac
on Washington. If it was ever re-
/ported to the new President, it
f must have chn greatly mlmmlzcd
| Th

¢ CIA planners in the capibl
st settled upon the town of T
idad, on the southern coast: f
uba, 282 miles southeast of Ha-
vana, as the point of invasion.
Tn;udad had the advantages of a
“ irbor, a defensible beachhead, ge-
eness from Castro’s main army
i hnd easy access to the protective
Frcambray Mountams
On Jan. 22, just two days aft-
lﬁaﬂt’ie Inauguration, Allen Dulles
gﬂn General Lyman Lemnitzer,
Chairman of the Joint Chiefs of
Staff, exposed the project to lead-
ine members of the new Admin-
iMVAASHvisib nd thesuDmamR usk,




‘ \
{i{ubul McNamara and Robert
}}\mmdv Six_days later President

i ——— - =
Hnusc meeting on the plan.

L was wary M1
aumnklhﬂ__(;_- FHEWT

what it had been doing. The ground
ng.
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\xnll to prevail.
-7 The Joint Chiefs, after brooding
[for a week over the CIA’s Trinidad
14 plan, pronounced favorably on the
chances of initial military success
,; The JCS evaluation was, however
4o peculiar and ambiguous docu
4 ,ment. At one point it said categor-
+,-Jeally that ultimate success woul
. depend on either a sizable uprising
~inside the island or sizable suppor
. from outside. Later, without re-
i; stating these alternative conditions
3 for victory, the document conclud-
&d that the existing plan, if execut-
ed intime, stood a “*fair” chance of
n ultimate success. There was plainly
~-alogical gap between the statement
that the plan would work if one or
1another condition were fullilled
| pand the statement that the plan
pwould work anyway. :
M—The pace of events was quick-
ening. Castro, the CIA said, was
about to receive jet airplanes from
s1the Soviet Union along with Cu-
ban pilots trained in Czechoslo-
wvakia to fly them; after June | it
would take the United States Ma-
rines and Air Force to overthrow
4t Castro. By mid-March the Presi-
dent was confronted with a now-

—
10
i &In March 11 I was summoned
nito a meeting with President Ken-
15 nedy in the Cabinet Room. An in-
aitimidating group sat around the
7 table—the Sccretary of State, the
oiSecretary of Defense, the director
of the Central Intelligence Agency,
srthree Joint Chiefs resplendent in
5 aimiforms and decorations, the As-
wsistant Secretary of State for In-
i ter-American Affairs (Thomas C.
n:Mann), the chairman of the spe-
iiicial Latin American Task Force
s2(Adolf Berle Jr.) and appropriate
snassistants and various bottle wash-
roers. | shrank into a chair at the
extreme end of the table and lis-
zitened in silence.
i It fell to Allen Dulles and to
sitRichard M, Bissell Jr, of the CIA

38T bvodai @ ko salfindl asi] A {

l\mncdv convened his first White
He !

rule against overt participation was |

f

\d—“- é

to make the main arguments for
action. Bissell had conceived and
fought through the plan of U-2
flights over the Soviet Union; and
though this led to trouble in 1960,
it still remained perhaps the great-
est intelligence coup since the war.
He had committed himself to the
Cuban proiect with equal intensity.

Both Dulles and Bissell were at
a disadvantage in having to per-
suade a skeptical new administra-

R ichard M. Bissell Jr. of the CIA, an
originator of the invasion plan, argued
persuasively thar the exiles’ attack
would result in popular Cuban uprising.

/tion about the virtues of a propos-
al on which they had worked for a
long time and in which their organ-

\ization had a heavy vested inter-

. ‘est. This cast them in the role more

of advocates than of analysts, and

it led them to accept progressive
modifications of the plan so long
as the expedition in some form re-
mained; perhapsthey unconscious-
ly sup osed that once the opera-
tion began to unfold, it would not
¢ permitied to fail.

e determination to keep the -

scheme alive sprang in part, | be-

lieve, from the embarrassments of

Z.

States had I¢ );»l_gt_s nerve. The c
tingency had thus becomew
ity; ha.vuwaud the brigade as‘
an opllon the CIA now presented
its use ag; Cuba as a necess )ﬁ
Nor did.the arguments 1ack To Ty
Confronted by them, Kennedy tgn?
tatively agreed that the simples
lhmg, after all, mightbe-to-let* He
lsmmrrwc i
go—to Cuba.~
Bissell ar"ur.d anew the case
the Tnmddd plan. Kennedy ques-
tioned it as “too spectacular.” He
did not want a big amphibious in-
vasion in the manner of the Sec-
ond World War; he wanted a “*qui-
et” landing, preferably at night.
And he insisted that the plans'be
drawn on the basis of no U.S. mil
itary intervention—a \HPULIHOD
to which no one at the table made
objection. |
During the next three days ihe
CIA pl.mm.rsmm.h»ul alternative
landing sites, ol which the muost
likely was about 100 miles west of
Trinidad in the Zapata area around
Cochinos Bay—the Bay ol Pigs.
The Joint Chiefs, examining these
recommendations on March 14,
agreed that Zapata scemed the best
of the three alternatives, but add-
ed softly that they still preferred®
Trinidad. When we met once more.
on March 15, Bissell outlined the
Zapata plan. Kennedy, listening.
somberly, suggested some changes, :
mostly intended to “‘reduce the
noise level”"—such as making syres
that the invasion ships would bej
unloaded before dawn. He then]
the “assumption that the invasion’
would occur. But he repeated

decision against UESmilitary_in-

Mv:.mi?m and .uldt.d t..m.l'ull_

n ¥
A

dition mua& be l.ud on i in ‘ \!ax
which would m.zl-.n. it pus:.lhiL Inr--
him to call it oflas Tate a '
before D-day.

I e —

The CIA, acting o 'the Ph'miunl’l '-

'(-*mstrm tions, engineer red a coerced

} alliance between the two main Cu-
ban exile organizations headquar-

/wwd in the U.S. On March 22 an

Uagreement was signed which made
f

calling it off. Even if the Cuban ~' Dr. José Mird Cardona, a lawyer

Brigade were successiu L__Ibhdl’ld-
ed, its members would disperse,
dtsappmntcd “and resentful, all
over Latin America. Tht.y wuuld
tell where lh_'g_'y“hn:hhee'rr"mdwh'at
they had been doing, and they
would explain how the United
. %

(=

(RS <X

A and professor who had been Castra’s
ﬁrrt prime minister, head of the new
Cuban Revolutionary Council.

While this reorganization was go-
ing on, | learned that my assign-
ment was to help clarify the

- sy
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" 7;1': imvasion plot was presented’
1o President Kennedy by CIA chief 3
{llen Dulles (right) and his staff.*
FKennedy was assured it was nu‘[j-r"“
tarily sound by his Joint Chiefx
of Staff (below). From left arsss
'g‘.(}'cm-ml David Shoup, Marines
EeCorps commandant; General 3
 Thomas D. Whire, Air Force =
Chief of Staff; General Lyman 3
Lemnitzer, chairman, Admiral
sArleigh Burke, Chief of Naval' :
% Operations; General George
E:Dw,‘kn'r. Army Chief of Staff.
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CONTINUED
political objectives by preparing :
White Paper on Cuba. The Presi-
dent told me that if the invasion
took place (the emphasis was his
own), he wanted everyone in the
hemisphere to know that its intent
was not to bring back the old order
in Cuba. **Our objection isn’t to
the Cuban revolution,”” he said.
“It is to the fact that Castro has
Xurncd it over to the Communists.’

I buried myself under a mass of
apers and came up with a draft in
a few days. The paper sought to
explain, with documentation, th
U.S. attitude toward the Cuban
frevolution and the Castro regime.
The_thesis was that the first had
bee.mm
that the result offered a clear and
present danger to the authentic
and aufonomous reveluttom of THe
Amerigas_“,n_;mdn[s;g the origi-
nal aims of the Cuban revolution.

There followed my introductio

0 one of the ordeals of bureau-
cratic Washington—the process of
interdepartmental clearance. Ac-
tually, Adolf Berle and Tom Mann
in State and Tracy Barnes in the
CIA applauded the general tone of
the document. But USIA, which
Edward R. Murrow had not yet
succeeded in shaking loose from
the platitudes of the Eisenhower
era, found the piece altogether too
racy and liberal.

It went to the President over the
weekend and we discussed it on the
| following Tuesday, March 28. He
| was, as so often, generous in his

comment but had a number of spe-

cific suggestions, mostly designed
to increase the m.ignammny of th

[ do you think about this

|nva":?m""'ﬁ'_-ald wryly, *
about it as s little as possible.” But

. it was clear, as we talked, that

:. the Pm_had. of course, been
thinking about it a_good deal.
Eln his judgment, the critical

oint—the weak part of the cas
for going ahead—lay in the theory
hat the landings would touch o

mass insurrection against the re-
gime. How unpopular was Castro
anyway? [ mentioned a series writ-
ten by Joseph Newman for the
New York Herald Tribune, citing
a piece which reported the strength
of popular sentiment behind Cas-
tro. The President said quickly,
**That must have been the fourth
piece—I missed it. Could you get
it for me?” 1 sent it over that eve-
ning. In a short while he called

Back taask thatd talk [g Newmag

an expert on Latin America, and
obtain, as hypothetically as possi-
ble, his estimate about Cuban re-
sponses Lo an invasion.

All of us in the White House
considered uprisings behind the
lines essential to the success of the
operation; %o too did the Joint
Chiefs; and so, we thought, did
the CIA. Dulles and Bissell them-
selves reinforced this impression.
They cited requests from contacts
in Cuba for arms drops and of-
fered assuragcéS'lhat a specified
number of men on the island stood
ready to fight when the signal was
given. My experience in the OSS
during the Second World War left
me with a sad skepticism about
such messages. Too often the send-
ers inflated their strength, whether
out of hope or despair, or because
they wanted guns, ammunition and
radios to sell on the black mar-
ket. It appeared only later that
the CIAs elaborate National Esti-
mates procedure, which is respon-
sible for assessments of the possi-
ble consequences of U.S. policy
changes, was never directed to the
question of whether an invasion
would trigger other uprisings.
Robert Amory Jr., the able deputy
director for intelligence, was not
informed at any point about any
aspect of the operation. The men
on the State Department’s Cuban
desk, who received the daily flow
of information from the island,
were not asked to comment on
the feasibility of the venture. The
“need to know" standard—i.e.,
that no one should be told about
a classified project unless it be-
comes operationally necessary—
had the idiotic effect of excluding
much of the expertise of govern-
ment at a time when every alert
newspaperman knew something
was afoot.

Thc conversation with Joe New-
man_strengthened my misgivings
about the CIA’s estimates. New-

man said Castro sull T in-
tense e rasm and faith, espe-

cially among the young a
' those who had benefited from the

social changes of the revolution.
Even a sizable middle group, now
disillusioned. about Castro, would
not be likely to respond with en-
thusiasm to an invasion backed by
the United States because we were
so thoroughly identified in the JJ(‘
minds with the despot Batistd.
Newman said, **We must under-

1809, bt R B, s Miewpoint of



many Cubans, including anti-Cas-
tro Cubans, we come into the ring
~with exceedingly dirty hands.”

The ¢ rences in the Cabinet

Room were now taking place every

= thré€ or four days, The President,

ol o b o SR I

Uitséemed 1o me, was ingstead-__
“IYW

' LOTINY expose

—another in the plans. Following the
meeting on March 29 1 noted:
““The Tinal decision will have to be

[ made on April 3. im-
presston_that_the tide is flowing

t'agaﬁ-:l_ the project.”

) ‘Dulles and Bissell now_redou-
hled their eflorts at persuasion.
Dulles Told Kennedy_that-he-felt
m_lm_zc:lﬁ;ﬂmmm
_than he ever had in the case of Gua-
emala, where a CIA operation had

!;:wcrtlﬁ)wn a leftwing government
n954. Moreover, if worst came
%to worst and the invaders were

aten on the beaches, then, Dulles
and Bissell said, they could easily
“melt away” into the mountains.
| don't think we fully realized
that the Escambray Mountains lay

“80 miles from the Bay of Pigs,

cross a hopeless tangle of swamps

and jungles.

The Joint Chiefs seemed to be

oing contentedly along. They met

our times after March 15 to re-
iew the Bay of Pigs project as it
volved; and while their preference
or Trinidad was on the record
and they never formally approved

‘Ahe new plan, they at no time op-

osed it. Robert McNamara ac-

epted the judgment of the Joint

tably through the discussions, con-
fining himself to gentle warnings
againsi possible excesses. _When
At ———
usk wenttoa TO conference

¥ as Acting Secretary sat in his place,

hiefs. Dean Rusk listened inscru-

“in late March and Chester Bowles

;ir;;BOW'CS was horrified by what he

Ve 31 he gave Rusk a strong
e memorandum opposing the inva-
¥ cion. Rusk reassured Bowles_leav-
ﬁng him with the impressi
he project was being whittled
;dn'wn oA guerriia in ian,

YK eniiedy never did see 1t
=+ Tn the meantime Senatot Ful-

wns' Tiearing for the first time. On

hat.

5

1d Tiled the memorandum away.

=

“bright had grown increasingly con-
=cerned over the newspaper stories

% “forecasting an invasion. The Presi-
_‘:dcm was planning to spend the
=i Easter weekend in Palm Beach
sand, learning that Fulbright also

pr&ﬁi”e'm;;:l ';)Mad% ﬁarci.\}l'ift

Fulbright wrote a mcmoram!um
which Iie gave € next

day. eoPEoseg__th:.inxasj_gy_gﬂﬂﬂ-

urged a policy of containment.’ L
was a brilliant memorandum. Yét
| Pawe,

thw
Bczwmﬁummwg
T he did ask Fulbright to

leftBU
ATEnd the climactic meeting oh'

Lovd wln

April 4. This meeting was neiw ay
the State Department. -
The President started askin®’
people around the table what lhc’f
thought. Fulbright denounced the’
whole idea. The operation, he sad,”

\VW tb!
the“TRreat. He gave a brave, old-"
fastioned American speech, hom- '
orablE Sensible ai g-and e
lefteveryone in the room, exce b
mySelr and possibly the Prasidenty”
wholly unmoved. s
i il

215
3o

Kcnncdy continued around thé!
table. McNamara said he favoret!
the operation. Tom Mann said that;
he would have opposed it at thé"!
start, but now that it had gone sg"
far it should be carried through.
Adolf Berle wanted the men pl'j{
into Cuba but did not insist on 3
major production. Kennedy oncel
again wanted to know what could”
be done in the way of quiet it
filtration by guerrillas as against”
the beachhead assault. The meet*"
ing fell into discussion before the”
round of the table was completed!”’
Soon we broke up. e
As we were leaving the room!”
the President called me back and”
asked for my opinion. I said | was’’
against the operation and tried to
expla‘n why. Listening, he nodded'’
his head once or twice but said”
little. The next morning [ went t3”
the office at 6:30 and wrote down’
my views in time to put them orf’
the President’s desk before his day’
began. 1 had been thinking about"
little else for weeks and was clear?
in my mind that the invasion wasa
terrible idea. My opposition (exl"'
ressed in this memorandum o
April 5 and a second one five days™

_- / later) was founded on the implag-*~

sibility of the plan’s two political”
premises: that, if only Cubans™’
; took part, the United States could’™
|_dissociate itself from the conse!!
quences; and that, if the beach2”
* head could be held for a few da}'&‘?
and enlarged, there would be defec-"
tions from the militia and upris<"
ings behind the lines. Nor would!
sending in the Marines solve the"
problem, because the Fidelista¥”
could be counted on to fight td
the end—retreating, if necessary,to”
the Sierra Maestra Where'the Cas-"



’ﬂ their abortive attempt to es-
tablish a beachhead at the Bay
of Pigs, the invading exiles were
soon stopped by Castro’s militia
(right). It was all over 48 hours
after the invasion started. Survi-
vors were rounded up (center ) and
led off to prison in Havana. Gloat-
ing over the easy victory, Cas-
tro waved his cigar at a shattered
B-26 flown by the hapless brigade.
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| ¥ Febelion had Brul Salid mosi.
of the world would cheer them on.
More than that, a course of bul-
lving intervention would destroy | ji
fthe new image of the United States’”,
fand might recklessly expend one™
of our greatest national assets—
{ John F. Kennedy himself. Nothing”
Thad been miore dépressing in the
whole series of meetings than to”
whtch a collection of officials pred’
jpare to sacrifice the world’s grow-"!
ing faith in the new American Pres-"
ident. Dean Rusk was almost dlnnL‘l
N recogiizing this _problem; bat.
on_was _the curious one
geesting that someone nll'lt:f"‘
lh‘m Uu. Plcsxdg,_u_nms..i B
decision_and do _so_in kumuh LrI
absence—someone who could be
sacrifiud if things went wrong. 7
/ “My memoranda look nice on the
'rL ord. but they represented, of’®
icdurse. the easy way out. In IheE
mronths after the Bay of Pigs | bit?©
terly reproached myself for h.mntr"
L kept so silent durmt‘ Lhuv. meet=/

ings 1 "the 'Cl 4 '?ﬁ“

unl\" hi-t m? l.;i uh: e
than “riise'a few’ 15111 1|7t:||}|e:.tit‘m§;

by reporting that one's impulse 16'

blow the w histle on this nonscnx.
was simply undone by the un.umf—n
stanu.:- of the occasion, It 1s ong.

lhlﬂ“ for a special assistant, lik 1_

n&ilf‘ 1o, talk t’rjﬁki‘ i privatg’s

L SR R

to a President .natdml&l& foRBe

college professor, fresh to the gov-
ernment, to interpose his unassisted
Mudgment in open meeting against
Y%tich august figures as the secre-
“qaries of State and Defense and the
7 Joint Chiefs of Staff.
r“?"Thc President’s response to my
“fitst memorandum was oblique.
"He said, **Ypu know, |'ve reseried

thL’ right_to stop this thing p'to

if 24 ﬁt'\;r_t,_bchwe-t-he-lﬁndm o In'the2

Tmeantime, I'm trying to make some/

DT
scnbu out of it. We'll just have to _
“see. " But he, 100, began to become

bprlsnncr of events.

e ————— -

Py
"Diuk Goodwin, Kennedy's aide,
lirged me to send Dean Rusk a
”tupy of my memorandum to the
EPresident and follow it up by a
Epersonal visit. When | set forth
'my’doubts on Saturday, April 8,
“the Secretary listened quietly and
! omewhat mournfully. Finally, he
’Smd he would try to talk \nlh the

'Prcsxdmlun Monday. He recurred
lfoa suggestion with wlfﬁ.ﬁﬁd
startled the Joint Cinc1> durlgg,unc
6f1rmectmbs This was that the

'BPefalmn fan out from the naval -

“base at Guantanamo with the pros-
pect of retreati that U,
'm case ¢ of failure. He remarked, 1t
Lis int=resting to observe the Pm--
e T TP T

- - 25 LR P o ]

Cr:hcm leader Miré Cardona said Heél
 had been promised 10,000 U.S. rroops-
—spistakeysays Schlesinger, caused
by hix fuulry: tndmqumﬂ W\ Englishs

awy b Jrsmiinse wluqoq b

¥ tagon people. m'*i'(spcrfculy
willfng to put the President’s héag-

on thé block, But They recoll frong

—y] T T B A s
the idea of doing anything which™

\

might risk Guantanamo.”

Probably by that Saturday mofn.-
ing the President had already made
“tup his mind. As the decision pre.
ented itself to him, he had ‘'t
thoose whether to disband a group
f brave and idealistic Cubans, al-
eady trained and equipped, whg
wanted very much to return 'ty
M Cuba on their own, or to permit
“them 10 go “ahead -Meore: -generally,
!hc. de:u:.mu resulted from the Fax.l
that he had been in office only 7

u nr oppommn) 1o test the mln.med

“He could not know which of hIS
advisers were competent and which

i =

'd.ws He™had_not_ha d not_had _the nFne

were not. The )
Ysoned authority of his senior offi-
% &ials in foreign policy and defense
“Twas unanimous for going ahead

massed and capari- |

‘»mlh the operation. *If_someone
“iéomes in to tell me this or that”

ol ‘about tHe TmimTuTT—Wage bit,”

A<k ennedy said to me later, ~1 hdve

%o hesitalion i overruling them,

boBut vou always assume that’ the

«Lmillldry and intelligence QLD})I::
"'havc some secret skill not

I

I abléTo oramary mortals.”
3] Ollt. TUact .u\.tus no -doabt
N Ormous"ifbnf_
verythmg h

e

!

e
#

ncdy since 1956. En.ryone around
him thought he had the Midas®
touch and could not lose. Dcapale
himself, even this dispassionate’
and skeptical man may have beelp
affected by the soaring euphoria o
the new day. T
Had ong senior adviser opposed
the mﬁffmm (en-
nedy would have canceled it. Not
one spoke against it. e
On the following Tuesday thges
Robert Kennedys gave a party to”,
celebrate Ethel’s birthday. It was'™*
a large, lively, uproarious aflair
overrun by guests, skits, childr
and dogs. In the midst of thy
gaiety Robert Kennedy drew
aside. He said, **I hear you dom'gs
think much of this business.” 1>
corfirmed it and 5aw. My Teasons. i
Finally he said, ““You may @.

[ right or you may bé Wrong, butr _
the President_has made his mind
up. Don't push it any lunhnr

The President detailed Adolf” Berle
and Mr. Schlesinger to go 10 New
York to re-emphasize to the Cuban
Revolutionary Council that in no
case would there be overt U.S. mil-
itary intervention. The misunder-
_-.'Iandi:.:g.,_ ko&wve&gggzq:ﬁ ﬂ ird



ablx_mdmnam Rusk was Temorse-

& ful. In_particular, the collapsc of
aCardona claimed later that he had /the cover story brought the ques-|
Heen promised 10.000 U.S. troops. { tion of a planned second air strike

oSchlesinger thinks Mird’s knowl- | into new focus. Rusk, after his
edge of English or the translation i talks with Stevenson, concluded
wwas sadly at fault and that, in any i that a second strike would put the
_event, Miré probably heard what ; United States in an untenable po-
whe desperately wanted to hear—4_| sition. McGeorge Bundy agreed,
I:M%@EELF/MMQIM and they called the President at
c’:anWMwiﬂg_%‘ Glen Ora.
Cuban_Brigade's _capabilities. It - It was now late Sunday after-
viwas_favorable, D-day was set for ~ noon. Kennedy took the call in
didpril 17, and was to be preceded by his bedroom. Jacqueline was with
isan air sirike from Nicaragua two him. After l\mrm‘g_,Rusk_ch_gg
{ days ahead. The planes were B-26s, the Prcmdent nt_directed that the
upiloted by Cuban exiles. a‘cand_ﬂnmncelcd It was
[ (5 a long conversauoq,_thn it was
icln. New York Adlai Stevenson at over, Kennedy sat for a_moment
1the U.N. was getting ready for a  on the edge of the bed and shook
slion g-delayed debate in the Gener- his hc.ad thcn began to pacg the
nak Assembly over a Cuban charge room t_I]__,n.\le».n.L..!iLh.llfséS _finally
tof aggressive intentions on the going _downstairs. Jackie knew
lipart of the United States. The how easily he made ¢ decisions, She
sPresident, who had been much had never seen him so low,
.concerned about the U.N. aspect r\/ The stop order arrived in Nica-
{ of the Cuban operation, wished <7 ragua as the pilots were Waiting in
«Stevenson to be fully informed; ‘thhe‘ll' cockplls for take-off. Next
;nothing said at the U.N. should /}morning—Monday, April 17—the
be less than the truth, even if lt,}é hrs;_fmﬂman on each beach was,

e

sebuld not be the full truth. After £ in spite of V'S ordcr Q.
the Saturday morning, April 132\ American. — — T
% 2 % B 1 e

air strike from Nicaragua, Raul -

Roa, the Cuban foreign minister,

succeeded in advancing the Cuban In Washington, Kennedy arrived
jtem on the agenda, scheduled by helicopter from Glen Ora. An
for the fulloumg Monday, to an angry diplomatic note came in

ergency session of the UN. Po-  from Khrushchev, denouncing the

cal Committee that afternoon. invasion. The reports from the
Washington, ll:u-l:m‘__’_ﬂsild(;tii beaches were fragmentary and con-

f the Bureau of International fused; at 9:30 a.m. Castro’s air

. Ranization Affairs tried to ascer-  force had sunk the ship carrying

tain as quickly as possible the facts the brigade’s ammunition reserve
out the air strike. His office for the next 10 days and most of
lled the Bureau of Inter-Ameri- the communications equipment.
p‘m—ﬂ wElslﬁ:l.ﬂ_Lum_callcd By early Tuesday it was clear that
“&g CIA. Word promptly.and def- the invasion was in troublc.
3 'tg:lyﬂg‘.,;mt;,b_gckwmgl__u was the The President asked meto lunch-
ck of defectors_from._Castro’s  con that day with James Reston
ir force ﬂClevc!md passed this  of the New York Times. In spite
; fo;;mé;ion.nn.mémensnﬁ:“l’his of the news, Kennedy was calm
2w asaClA “‘cover story,” and Ste- and candid. Saying frankly that
:nsgn n_read _parts ¢ ‘of it into the  reportswerediscouraging, hespoke
. i — with detachment about the prob-
‘a3 Thl., Presuicnt had. meanwhile, lems he would now face. ZLproh-
éGone off to his Virginia retreat at | ,ably made a mistake in keeping
_”" len Ora early Saturday after- =y~ Allen Dulles on " Resaid IS got
$noon; had he remained in Wash- /\ that Dulles is not a man of great

Bington, contrary 1o custom;-they ,ability. He is. Bui 1 have peyer
Spress would have presumed tha wu_r_'_eii__x_v'i_t_i}_hj_g_n_,‘_ag_d__&__thercforc
_gsomething was up. At Sunday Icwlc[ﬂ_‘_!i,mﬂw__m'

'. oon, the last “‘no-go™ point, he\/ he tells me things. . .. Dulles is
guthorized the expedition to pro-/\~a legendary hgure, and it's hard

eed to the beaches. But in Wash to operate with [egendary figures.”
®ington it was evident that the CIA' { /As’for the CIA: “*We will have to
cover smry on Iht. alr stnkp Was— i PRETL

@.‘,4. e
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“-"a"].":-rv

et Al
'in complete and intimate con=-

‘c'" He added. “I made a

EE take in putting Bobby in the Ju;é
ted:

Qv'hee Department. He is was
ere. Byron White could do th

= job perfectly well. Bobby should
&\.‘m CIA. It's a hg\l__Q_Lné

WRY 1O |¢am &hmgs but-1- havi

alearned one thing from this busr‘;
ess—that is, that we will have to!
| w:th the CIA. McNdma r

o .Some people, Kcnned) notedy
gere_arguing (hat failure” would
‘[.cause irreparable harm. that w

pad no choice now but to commit,!
'S [orccs Kennuiy dlsaurted.‘{

: t nm a d!sastr.r But would no; ‘3
S . prestige suffer. ifwe let the.”

'_Smg Ran,d} askcd “ls it

= _,,ork o the subslancfot pm\crn
‘No doubt we will be kicked in lhe'

s ._',__.h was a Iong and grim day. That,g;f

: nighl the annual congressional |
= nreccptmn was held at the Whlteq_‘.
. House. The President lingered in. J
the West Wing until the last possi==2
2 bk: minute, still hopeful for a turn"
" in the news. Then he went somber-‘
ly back to the mansion to put on
,gwhne tie and tails. A few moments, *
- later, his head high, he entered the:
?‘&si Room and mingled serenely™
Wll’h the guests. %

b e
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I ‘had gone home dead tired to »
Georgetown. Around one in the
morning the phone rang. It was
Mac Bundy. He said, *‘I am in the
President’s office, and he would

d like to have you come down here

s5as-soon as possible.” When 1 ar-
cryved | found the President, the
Vice President, Rusk, McNamara,

O\Lemmuer and Arleigh Burke,
J Dick Bissell, along with White

1inouse staff members Bundy and

I ,Walt Rostow. They were gloomi-
y reading dispatches just received

“ifrom the beachhead.

In a shor_t while Adolf Berle ar-

reb lllon flicker out? "‘*What is: |

§¥ rived. The President turned to the
mblcm of lhe Cub.m Revolu-

;put on the beachhead. AII are fus
ﬁnous with the CIA. They do not

‘know how dismal things are. You
must go down and talk to them.”

= Berle said, ““Yes™; then added wry-
S Iy, “1 can think of happier mis-
“sions.” As the meeting broke up
around 2in the morning, Kennedy
(55 “called me over and said, *“You
= cought to go with Berle.” Later that
L might, when the group had left his
« office. the President walked alone
E ~inthe desolate sllcm.c of the White

Heusegarden.i L i Sheg!

il

ot em!unonarr Council were being
P held virtually incommunicado. Miré
) Cardona—he had asonon the beach-
“head: Tony Varona—a son. two
‘Brothers and two nephews; Antonio
'_‘JM’a: eo—a son; Mam:e! Ray, Justo

; dplead; d for direct U.S. m!ervennm
A ,Dtd notWashington understand :hér

was past 10 o’clock in the morn-
%""inz and Adolf Berle and I retired
?%’for consultation. We were much
movcd by the power and bitter-
“ness of the council’s protests. Our
rst thought was to get the council

‘members to Nicaragua. But, when

E}Wc called Washington, we were in-
Jorrmd that the operation was sub-
"*stanua!!y over. The only signmal
E "from the beach was a wail of SOSs.
Whun we asked about cv.n.uauog.
“‘we were told that the time had
'-passcd even for that. Our hearts
sank. | said, *“Can’t we do some-
thing to bring the President into
it?”" Adolf said, “We must take
“““them to Washington and have the
President see them.”

Colonel Godfrey McHugh, the
President’s air aide, met us at the
airport and took us immediately
to the White House, where we
came in by the East Wing to avoid

the press. The council members
waited in the Cabinet Room, while
Berle and | went ahead to see the
President. Kennedy, cxceptionally
drawn and tired, was, as usual,
self possessed.

In a few moments the Cubans
entered. They sat down on the two
couches facing each other in front
of the fireplace, with the President
in his rocking chair. Commander
Tazewell Shepard, the naval aide,
gave a report prcms: and b!cak

_speaking sluwiy an lho'ughtful'
“declared his sorrow over the events.
-of the last 48 hours. "_l_'_klg_;mu&gl:
‘against Communism, he said, had“

-m.ufy_!' ronts: teadership_in_thats

tstruggle imposed many. responst= ¢
qbllet:chhc"Unncd States ha guo--
con51der fer the balance of affairs all
“around the wu;[c—;!:Bo,mmx_[_:agm_.
this episode, no one could doubt -
OULHWN
.r%:a_g_r_nﬁﬂ_@m_lhe President ¢
that he had himself fought -
“in a war, that he had seen brave
“men die, that he had lost a broth--
#er, and that he shared their gnc!‘
and their despair. b a
“_ Miro and other members of the
“douncil said a few words. Discus-_
sion continued till 6 o'clock. As’
the Cubans prepared to leave, the:
President told them, “*I want you
all to understand that, as soon as
_you leave the White House, you
are all free men—free to go wher-
ever you want, free to say anything
you want and free to talk to any-
one you want.”

I had never seen the President
more tmnrcsswe In spite of them-
selves, his visitors were deeply
moved. Then he asked me to take
the Cubans back to the Kennedy
family quarters and await him.
There we had tea and sandwiches.
After a time Kennedy rejoined us.

e talk was about a rescue pro-:
 for_the survivors; Kennedy,

: -v-.r



‘placable. The prime mumister of
“was prepared to run more risks fo  GFeece was visiting the capital that-

take the men off the beach thzm o Week, and the Kennedys had™to]
put them there. -+ go to a dinner at the Greek Em-

bassy. Once again, the Presadent
.concealed anguish under a mask

=

The impact of the failure shook “of courtesy and composure. It wa
"up the national security machin- later. when he returned to
ery. It taughtevery adviserinvolved W hite House, that the incompara<
something about the President, the “ble self-possession at last fallcifed,
other advisers, his own depart-’ Thelvxson haunted ;him of &
ment and himself. It was a hor- =% 3 e
“ribly expensive lesson, but it was. Ooff with, endis 1ad
“well learned. In later months the fdﬂbht 50 bravefy and now would
President’s father would tell him shot down like dogs or carried”
that, in its perverse way. the Bay 2Off to Castro’s prisons. The only
of Pigs was not a misfortune but ytimes Jackie had seen him weep,
.a benefit. 1 doubt whether the .lcrc in the hospital at moments
President ever fully believed this. £9f sheer discouragement over
But no one can doubt that failure -back; tears would fill his eyes
ﬁCuba in 1961 contributed to sucs- a.glc: down his cheeks. Now, in the:
«cess in Cuba in 1962. sppedroom, he put his head into hig4
3 5 eanwhlh_. Lh;_ ruuunc of Ell'ld% and almost SObde and




Haw'n,cr gone through the angu
chore of telling the members .
‘Cuban Revolutionary Council th
invasion had failed, President |
dy appears with his wife at a
embassy reception and—smilin
composed—ialks with Prime M
Constantine Karamanlis and hi.



Probably the most heated argument to
develop in the wake of the Bay of Pigs
concerned the use—or nonuse—of air
power to support the invading Cuban
-exiles.- This is- Mr. Schlesinger’s ac-
count of that aspect of the disaster,

Thc question of air attack had been
under heavy debatesince January. The
State Department had opposed prein-
vasion strikes as incompatible with
the ground rule against showing the
American hand. In the department’s
view, there should be no air activity
until the invaders had secured an air-
strip of their own in Cuba and their
air power could appear to be some-
thing they were mounting out of their
own resources. The Pentagon, on the
other hand, had contended that pre-
invasion air strikes were essential to
knock out the Cuban air force and
protect the disembarkation.

The earlier invasion plan [which
called for a landing at the port of
Trinidad] had contained no provi-
sions for advance strikes; but with the
Bay of Pigs plan there had come a
compromise—a strike against Cuban
airfields two days before the landings,
to be carried out, in order to meet
State's objections, only by exile pilots
pretending—as a cover story—to be
defectors from Castro’s air force. Aft-
er an interval to permit U-2 over-
flights and photographic assessment
of the damage, a second strike—again
by exiles—would follow at dawn on
D-day morning. No one supposed
that the cover story would hold up
for very long. But the planners ex-
pected that it would hold at least un-
til the invaders hit the beaches —long
enough to mask the second strike.
The compromise was not altogether
satisfactory—the Joint Chiefs fear-
ing that the limited strikes would
alert Castro without destroying his
air power, and even the CIA pre-
ferring a single mass strike concur-
rent with the invasion—but in the
end it seemed the best selution.

As the troopships made their slow
way toward Cuba, eight B-26s took
off from Puerto Cabezas, Nicaragua,
in the night. At dawn on Saturday
morning, April 15, they zoomed

down dndhgee main Cyban ajficldsum,

The CIA had estimated Castro’s air
strength at about 15 B-26s and 10 Sca
Furies; there were also four T-33 jets,
but these did not figure significantly
in either the CIA's calculations or,
what is worse, the Joint Chiefs'. Cas-
tro’s air force, according to the CIA
estimate, was “‘entirely disorganized,”
its combat efficiency “‘almost non-
existent.”

The pilots returned to Nicaragua
with optimistic claims of widespread
damage, The overflights the next day,
however, showed only five aircraft
definitely destroyed. And not all the
attacking planes made it back to the
base. One developed engine trouble,
and its pilot headed on to Florida,
finally managing to make an emer-
gency landing in Key West. In the
meantime, a ninth exile B-26 had
flown straight from Nicaragua to
Miami to put the cover plan into op-
eration. The pilot on landing at Mi-
ami announced himself as a Castro
defector who had just bombed the
airfields in Cuba. The unscheduled
arrival of the crippled second plane
at Key West complicated matters;
and the appearance at Jacksonville
the day before of a perfectly genuine
Castro defector in a Cuban plane
compounded the confusion.

The CIA cover story quickly collapsed;
Adlai Stevenson, who in good faith had
relayed the story to the U.N., was em-
barrassed; and, as Mr. Schlesinger ex-
plains on page 70, the second air strike,
which was planned to take place simul-
taneously with the landings Monday
morning, was called off.

The President took charge [at a White
House conference early in the morn-
ing of Wednesday, April 19]. He was
objective and trenchant in his deci-
sions; but the absence of information
from the beachhead made decision
very difficult. Dick Bissell and Arleigh
Burke were proposing a concealed
U.S. air strike by planes from the
carrier Essex lying off Cuba. This, they
said, could knock out Castro’s T-33
jets and free the Cuban Brigade's
B-26s to deal with Castro’s tanks.
The White House group discussed
this proposal in a desultory and rath-
er distracted way; it seemed to be a
renewal of a debate which had begun

befgre [arriyed. _ 40 o - -

Finally the President hit upon a
compromise. He decided to authorize
a flight of six unmarked jets from the
Essex over the invasion area for the
hour after dawn on Wednesday.
Their mission would be to cover a
new B-26 attack from Nicaragua.
They were not to seek air combat or
ground targets, but could defend the
brigade's planes from air attack.

It scemed a somewhat disingenu-
ous instruction, since it meant that
the Castro planes would either have
to ignore the B-26s or invite return
fire from the jet convoy. The Presi-
dent probably permitted this single'.
relaxation of his ban against the U.Si,
armed force in the hope that it mights
make possible the evacuation of the*
brigade from the beachhead. o

'n Nicaragua the exile pilots wepe
in a state of exhaustion from the
runs over the beachhead. A few n
declined to go out on what see
a suicide mission. However, som
American pilots, under contract @
the CIA, agreed to fly sorties. Both'
the B-26s and the Navy jets started..
out later that night, but through one*
more mix-up in this doomed advz

ture—this one as elementary as :

mix-up between the Nicaraguan and!
Cuban time zones—the B-26s arrived
over the beachhead an hour ahead 3_{ i
their jet support. Without cover, the.
B-26s ran into sharp enemy fire, and’
four Americans were killed. <§

Subsequent controversy has

tled on the cancellation of the second
air strike as the turning point. My,
thologists have even talked aboutig
supposed presidential decision o
“withdraw U.S. air cover,”” although
there was never any plan for U.S. aig
cover, and no air cover for the land#

prehension; the first strike already,
having taken place, it is hard 8

things so much worse at the U.
or elsewhere.

Kennedy came later to feel that
the cancellation of the second strike
was an error. But he did not regard
it as a decisive error, for, even on the
most unlikely assumption that the
second strike achieved total success
and wined out Castro’sigir force, i



. venson, here facing U.N. officials, un-
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