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A, This report is to serve three purposest to record the operation from

its outset to its {inish; to summarise the factors adding to and detracting
from the-success of the operation; and to list those errors made, avoidable

in future operations,

B. ‘The outline to be followed will be informal and in chronological order
a8 follows:

l. Staging and Pre-Operation Preparations
2a., The Operation

3« Comments,

1. Approximately 85 CALLIGERIS persannel had received training in
Nicaragua, 75 of these under the guldance of PIVALL, PIVALL graduated
X0 sabotage leaders, 6 shock troop leaders, 16 organigers, / staff personnel
and 19 incompetents, Exactly 13 radio operators graduated under the guidance
of DUNAVANT and MIDDLECOTT, ~ e

2. Eighty-nine tons of equipment were prepared in three forms at
FJHOPEFUL, Forty-three tons were waterproofed for burial, Fifteen tons
were packed for drop, Thirty-ons tons were prepared for shock troop use,
Prior to the staging period the entire burial and shock troop equipment had
been moved to Honduras.

3. the L J was reluctant to provide sujport for this
operation, The Honduran Government allowed all staging to occur inside its
borders, The Micaraguan Government permitted training and support in the form
of air operations to occur within its borders, : '




4e The personnel situations We were operating under the belief that
we had 267 men in Honduras and Salvador for use as shock troops and specialists,
outaide of the training peraonnel that had been sent to Nicaragua.

'_5,.' Plang:

: & Our plans were based on the belief and strong proof that a large
percentage of the people inside Guatemala were opposed to Communism and were
willing to fight against Communists, and the belief that the CALLIGERIS organigza-
tion was a good one and thet CALLIGERIS had astrong organigations in each of the

9 target areas, Each of these target areas was to be organized by a trained
organiger to the point that each target area could be conquered by its own

inner organigation, with the resligation that the amount of organigation within
the Army unit would be the key to the amount of bloodshed necessary.

b. In eddition, shock troops were prepared in the following manners

" Puerto Barriog—-116 men under the leadership of [ 1 to
move from Macuelizo to Tenedores to Entre Rios, in order to seal oir uwne Puerto
Barrios area. ’

o Jutiapa—i6 men under|{ 1 » move from a point 15 miles west
of Metapan through Asuncion Mita to Jutiapa and subsequently to the capital city.

A force of 70 men under [~ 2\ sas to move from Florido to
Carta Blanca and be in position in Zacapa &t H~-Hour. '

_ A force of 96 men under [ _\ vas to move from Copan
Rulnas to Camotan to Jocotan to Vado Honao to seige Chiquimula. There were to
hold &t Chiquimuls until it could be seen whether Zacapa or Jutiapa forces
needed aid,

_ A force of 106 men under [_ ) was to move from Nuevo Ocote-
Peque to Esquipulas to Queszaltepeque, They were to hold at Quegaltepeque and if
no aid was needed at Zacapa or Jutiapa, they were to move to San Luis Jilotepeque
to Jalapa to Palencia to Guatemale City. ‘

S 1.:1th 16 men was to break away from - _3 group and take
Morales in order to back up the block of Puerto Barrios,.

B.

1. Just prior to D~Day the Communists made a concerted drive against
our inner organization. Thousands of people, including key leaders of the Army
and cliviliens were jailed or otherwise incapacitated,

2. Based on the fact that we believed the inner organizations were
much more extensive than the portion Jailed, we decided to launch the organigers
and sabotage leaders to the undamaged portion of the inner organization. -
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3. All organizers and sabotage leaders vere launched by 10 July. It
18 not known the percentage of these men that reached their destination, but

there are many reasons to believe that a large percentage were intercepted at
the border, ' ‘

4 Tuenty-two pre-D-Dey drops were attempted. No definite ight
patterns were received on these drops. FPortions of the arms were used later
at Canales, Palencia and Quezaltenango, S ‘ _ ‘

5. Resident radio operators were launched, and later contact was .
made with Zacapa, Puerto Barrios, Guatemala City and Quegaltenango, . One
Quezaltenango radio operator snd one Guatemala City radio operator did not
come up, 4 radio operator formerly scheduled for Jutiapa was converted to a .
tactical radio operator,. L o

s 6. Approximately 100 men crossed into Honduras from Jutiapa Just

prior to D-Day. In light of the recent roll-up of our inner organigation, it
was decided to use these men as haresament teams to agitate the rear of the
enemy in order to determine if such agitation would ignite the inner organiza-
tion to the point of a premature D-Day, at the same time hoping that an -
organiged D-Day could be launched when practicable.

_ 7. 0On assembling the shock troops, however, it was found that :
CALLIGERIS' totel available men was approxmately 165, We used the 100 men
scheduled for harrassment teams in order to £111 out our shock troops and
depended on pre~D-Day air drops to provide the agitation deaired to stir up
the innerrforces. In addition, Hicaraguans, Costa Ricans, Hondurans and any
other interested parties that wanted to join our shoock troops were recruited.

. 8. A pre-DsDay movement of arms into Guatemala was not aa successful
- @8 desired due to the Alfhem alert, delay in movement to Honduras and other
~ troubles too numerous to mention, .

9. Tuo days before D-Day, the decision to request permission to go

was made, The facts bearing on the case were weighed and the field decision

than on feilures from acting., 4 report on the factual condition of the altuation
wes withheld with the realigation that if the full situation were reported, -
pressure from above LINCOLN might have caused a delay in operations, A firm
belief was shared by all that further delay would only call for a deteriorating
situation,




III. JHE OPERATION:

On the evening of the 18th all shock troops crossed the line at first
darkness as scheduled. Throughout the 19th reporting was sketchy. On the
20th - T\ passed Tenedores. (. _\' captured Camotan after a short
fight with only one casunlty., C. "3 vook msquipulas with no fight, At this
point we picked up 400 recruits lor vhnetr— T\ group.[" ] 4aa reported at
Carta Blanca. U \departed thep— T\ group, The Gualan sabotage team
cut the rail bridge vetween Zacapa ana ricrco Barrios, Indications are that
cammunications cuts Jutiapa to Guatemala City, San Jose to Guatemala City,
Puerto Barrios to Guatemala ity and Zacapa to Guatemala City were successful
at this time. [T ~\ bombed tanks at San Jose and Retaluehue,

~ On the 21st T | +as resupplied four miles out of Gualan, indicating
that he was not where he was supposed to be. He was resupplied during the
daylight hours. [ —\ Jjoinedp_ 7\ and his instructions were to break
away when Quezaltepeque was taken and go to Jutiapa. C. 1 wvas moving toward
Vado Bondo, [ A ceptured Jocotan after a small fight with the local
garrison, . T captured one half of Puerto Barrios and controlled the communi-
cations from tuervo Barrios to-Gdatemala City. [~ | captured Morales, Bananera
and Los Amates, C j " bombed the tanks at Puervo Barrios.

On the 22n¢[— ] sent an advance party into Gualen, which party became
engaged with the opposation, He took the remainder of his forces to support
the engagement and after winning, he remained in Gualan, The same day the lLa
Ceiba boat, apparently off course, as they were scheduled to land to a reception
party near Santo Tomas, landed above Puerto Barrios and immediately became in-
volved in a fire fight, The exact efficiency of this group can only be deter—
mined by the fact that every Puerto Barrios military communique from this day
on mentioned this group of 27 men and grossly exaggerated their size, The last
9 men were captured on the night of the 28th, [l A axc[C 3 Jjoined
at Vado Hondo, CALLIGERIS joined them there, ana the FCP moved to Managua.
The fighter aircraft ran their first tactical mission, hitting the Guatemala
City tanks on this date. .2 ) was still containing the Puerto Barrios group.
[ ) occupied Morales. Reports from TGW indicated Canales and Quezaltenango
uprisings emong the populace, and the two chiefs of the Chiquimula Garrison

were captured by surprise at Vado Hondo.

On the 23rdl= 1 met a superior force at Gualan consisting of the
majority of the reintorced Zacepa Command., His radio operator was incapacitated
and the redio destroyed, [ Bretreatiug to a point near La Union. [C
and "] attacked Gniguimula without air support. Tha attack vas
successful except for remnants of the garrison which held out at the Cuartel.
Thirty-two men and 2 officers were caplured. The men reported that the Army
did not desire to fight CALLIGERIS, One of the officers joined our forces.,

C 3 fled from Piuerto Barrios under duress, ) was still holding Morales
on the 23rd. The fighter support on that day hit the Zacapa Carrison, exploding
en ammo storage dump, and bombed a bridge between Chiquimule and Jutiapa.
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range of the town., An unsuccessful try was made to rés@pply a reported 500

&
attack was withstood by a Junior officer, C 1 4 with 200 men. .
‘was brought into the fight 85 suppart and wae sopurtea as having left in toe
face of the enemy, 1\ reporis 500 enemy dead, probably an exaggerated
2oPerts - 1 o weapuis placement dfid leaderahip wen the day. The Cuardia
de Honor was roported moving from Ipale toward Quesaltepeque, Air search -
-and oppartune strike flights were mm on a continuous basis from this point
forwvarde A mnell drop wvas made to a group at Jalapa. ‘Immedistely thereafter

Qo the 26th the Zacapa Garrison again counter-attecked Chiquimula, n

the same day our air suppart surprised them assembling at the line of departure

and they were easily routed. The Jalapa group was resuppned‘andlimmaia}oly

at Zacapa-Chiquimila, The air hit the Zacapa marshalling ng yards, hitting one

. ir e \
. Quezaltenango radio shifted frequency to TGW frequency, Quezaltenango radio .
- ostensibly becoming TGW. _Through SQMOZA, YDIGORAS Fuenties offered 300 men to
croas against Jutiapa from Salvador. He was lined up with an air drop which
vas 1o occur on the night of the 30th, He was given opsration money and J
dispatched to Salvador to mske the arrangements. (Eventuauy. vhen the final i
Junta vas formed, YDIGORAS was informed that he was not to cuass the borda: }
under any circumstence.) : ’ : ‘ j

16 was cansing confusion, which
Proof that the teams must have
gency order the following day
BtSQ"




On the 27th CALLIGERIS attacked Zacapa and on receipt of enexmy fire and -
vithout air support due to weather fell back to Chiquimnla, The fighter :
support assigned to hit the tanks at San Jose 8truck & ship of unknown origin -
reported by SOMOZA to be carrying arms to Guatemala, . I

On the 28th & 200-man feint was Jlaunched at Ipala for the purpose of
deception, and at total darkness &ll farces were pulled down to the road far
the final attack on Zacapa. The air that day hit the Zacapa fort, gotting
secondary explosions, making us believe an ammo dump was hit, Matamoros'was
bombed again. TGW was strafed and bombed. The Jalepa group was’ lawnched -
toward Zacapa and [ —\ was resupplied and instructed to move to Zacapa the
following morning. : : o

On the 29th all ground forces and air support commenced the attack on
Zacapa, The advance party entered Zacapa. Zacapa officers were conferred
with and arrengements for the Zacapa truce wers made by N o The
MONZON: agreement was campleted, and our forces were orderea w foia upe. The
final disposition of troops was 1500 CALLIGERIS men surrounding 700 Zacapa
soldiers at Zacapa, with a reparted 4500 men of the Guatemalan Army below
Quezaltepeque and 1500 Liberation Army above and to the left of Quezaltepeque
at Jﬂhpac '
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- IV. COMMENTS:

Certain lessons, some newly learned and soms paramildtary axions ignored

for the sake of expediency, should be recorded for KUBARK/KUHOOK study and
prevention or mlusionv in future operations.

A. Hapning

-Aacanhappeninmnd.ntaryorpmmintaryopmuon, PBSUCCESS
Headquarters was massive, while the implementing staff was necessarily restricted
to a very few, Twenty men can easily think up more things to be done than three
men can put into practices The end result is either a necessary discarding of
ideas or a valiant but imperfect ixplementation of the plans handed down. In
this case, becsuse of the loyalty and untiring devotion of KUHOOK field personnel
to the project at hand, the latter case proved true. In the event the above is
unavoidable in the futurs, care ahould be taken to arrangs the planning/implemen—
tation time ratio giving the implementation phase its proper precedence. Again,
eince the KUHOOK field personnel did devote itself to the job, the defect was
not seriocusly detrimental but could have been cne more possible asset to the
opposition,

B. Headquarters Direction -

It is believed that one of the kays to the success of the operation
was LINCOLN's willingness to delegate command to the field &t the crucial
operational moment, LINCOLN direction wvas conpletely constructive and avoided
han?—twing, operation-crippling restrictions sometimes found in this type of
project, '

LINCOLN laid down the rules of conduct of the operation before the
operation, confining its direction to those new aituations which developed
&s the operation progressed. This should serve as e model for the future,

C. ZIimlng Frrors
Unfortunately, three incidents rompletely removed the element of
surprise. ' ’

1. The propaganda program, one of the most effective arms of the
project's paramilitary machine, was exposed prematurely in this writer's
opinion., The firat leaflet drop caused the opposition to spring into action
right at the moment when the inner orgenization was nece the most active— -
organiging, equipping, recruiting, etc. To quote *In my country I
bave much opposition, mostly underground. I cannot eff to continualily
oppress that opposition, but at the first sign that it is ready to act,
for instance with the type of forevarning that your leaflet drop gave to
ARBENZ, I would do exactly what he did-—incapacitate the entire organization
if possible,® : _ .




_ In fairness to the Section, any criticism of this leaflet drop
is "Monday Morning Quarterbac of A1l field persannel; including the -
principal agent and his staff, were elated at the first news of the successful
drop, aud it was only when the serious consequences ocourred that the act was
criticiged, :

It is believed that the most effective leaflet drops. during the
operation were those following e successful paramilitary hlw. :

- 2, The Premature paramilitary ections in connection with the attempt
to stop the Alfhem arms movement eided the enemy in preparing counteraction to
the movement: By not accomplishing the destruction of the arms and yet sxposing
routes of ingress and launching points, we practically negeted proposed arms
- and specialists! movements due to occur within the following three weeks.

3¢ 4 request for a June 16'cx?ossi.ng end a June 18 B-Hour vas. delayed
on June 16 to & June 18 crossing, again giving the opposition extrs deys of
preparation after certain exposing preparatory moves had been made,

The result of the above errors was a dearth 6f boordination of
underground suppert to the operation,

Do Yelus of Training:
One major factor in the success of shock trdoj: movément and combat
was the calibre of unit and sub-unit leaders. Our leaders proved more effec-
tive than those of the opposition in the ground skirmishes and in the two

major battles engaged in, It is believed that this effectiveness was gained
in paranilitary training received under PBPRIME direction,

Weapons! placement and command presence under fire. Although very ssldom

in the future will we be able to train hoste of troops when working behind

the Iron Curtain, it should be a prerequisite of our KUHOOK programs that we

withdraw unit and sub-unit leaders faor at least a month's leadership training,

fﬂ this means we regain the edge lost through lack of capability to organige
the Open, ’

E. Air Support

Alr Suppart provided the clincher to the operation. Air was used
strategically to substitute for the vacancy left by the roll-up and subsequent
disorganization of the majority of the imner organigation, By this method,
bridges were cut, reinforcements harrassed, resupply by shipping etopped,
troop movements interrupted, gasoline supply virtually destroyed, and arms
and ammo supplies destroyed. : ’
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The psychologc'al effect: ?ofi i‘ighter air 8ﬁpport vae.:tremendaué, and
added to the myth that CALLIGERIS! Army was:an organiged, unbeatable force;:

. Adr support was confined toi'stvr'a.t'eéical, semi-taotical andsupply
support, Close~air suppart was not feasible for several reasonss :

1 Mo trained air-ground Maison tesms,
2. Inefficlent tastical commmications aystem,

‘3. The nature of the fighting was such that unstable positions, .
undefinable 1ines and the fast aireraft being used prevented orientation . -
by the pilots, S R P

It should be noted here that the sale close alr support employed
vas by a Cessua 180 and by a C~47 circling the combat area with 30 1b, .
fragmentation bombs and home-made TNT=-nail and scrap iron bombs, = - .

anmm

We were not prepared for a tactical commmications net. Six tactical
radios and the FCP radio occupied a full aschedule for the base- setup we - . -
employed, Team to FCP to. team commmications et times took 2, hours because

of staff traffic and blanks in commmnications due to atmospheric conditions,
At times, the round trip traffic was only two hours; but this was not dependable.

Use of code is impractical in a tectical net, due to the time THyolved -
and also due to the garble factor,: “In this operation certain immediate action
messsges, FCP to Alr Support, were garbled. . The most damaging were. those in
which an error or a garble occurred in coordinates. ' An intelligent guess by
a commo officer or an eir operations officer's surmise as to what vas meant .
does not suffice. Resupply runs wers mads under Jjust such. circumstences when
Lime did not permit cable eclarification, - In at least one such’instence, it -
is known that the team was on. the ground and- that the drop ooccurred 9 miles
North of the team area, Usually, garbles were more. provalent when the .
operator or commander were under fire, - = - . : : -

Having the agent pads and Chief of -Operations separated by radio.
from alr support was a serious error rectified early in the operation., Until
rectified, air requests were scmetimes received after the ground action had
occurred. Allowances had been made for this possibility be placing special
&ir request pads in agent hands with the base pad at air operations, but this
left air operations working in the dark as to the ground situation, When
rectified, we aere able to support the operation more properly.

Before rectified, however, we were forced to use voice code uairig :
C. 2 personal commmications % . Tl In these cases, at times, 6-8 hours
could be cut from the time necessary for an air request to be honored.




V. SPECIAL SUBJECTs

In every business there is & special group of persons who comprise the
"scoffers,® the "disbelievers®--men content to bury their complete lack of
usefulness under the guise of lack of faith in success,

O organigation has its share, Some have drifted from project to project
and from division to division—~confusing assumed *"professionalism® with Plain
lack of energy or ability to do more than point out weaknesses in other peoplets
thinking, v

In most cases thess people are only dead wood,. Usually, their most damage
to an operation is confusion of the issue for a short period, Bowever, on this
Project I can point out four Specific instrances in which support functions
were warned by such characters pot to offer requested support as Ythis project
is doomed to failure." :

The possible effects of tolerating such persons in an operational organigza~-
tion are too obvious to list here, ’

oty 18 hoped that this aftuation can be pointed out to KIBARK heads as an
existing condition, true not only in this project but also in others with
which the writer has had experience, ’

VI. Recommendations for all field personnel considered as having performed in
an efficient manner are being presented in separate reports. I wish at this
time, however, to place in the body of this repart my personal opinion that
the key man to the success of this project is Vincent C. FIVALL,

PIVALL's firm adherence to orders enabled LINCOLN to rely on the fact
that plans were being carried out within the realm of poseibility and that
Principal Agent attempts to alter those plans were minimiged. The preservation
of KUBARK interests was considered a solemn duty by FIVALL and it showed up
in the results of his work,

personnel gained him, and KUBARK, their respect and spirit of camarade necessary
Lo good guidance on operations of thig type. .

In addition, PIVALL's analytical and objective thinking and reporting sp.otted
for LINCOLN many defects in the old CALLIGERIS organigzation, useful in plenming
the operation.

It is recommended that his services would be valuable in a KUHOK staff
position within WHD if he is to remain in WHD. If released from WHD, %% is
‘recommended that KUROOK staff consider him for training assignments er & field
project assignment after completing a KUHOOK training course a [
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It would be a serious KUBARK/KUHOOK loss to lose this man through

disinterest on the part of KUBARK or through allowing him to become
de~-motivated, '

-WILLIAM ROBERTSON
CPM/PBSUCCESS

8 July 1954




