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PREFACE

(U} Attached is the after actio; report on the attempted
rescue mission of the American hostages in Iran on 24 April
1%80.

{U) The purpose of the report is to describe all
Planning and training conducted by the Joint Task Force
(JTF) in preparation for the mission, review all aspects of
mission execution .and termination, and evaluate the adequacy
of planning and training to support the JTF in execution of
the mission. The report is provided in three sections
preceded by an Exécutive Summary. Section I describes
planning and training: Section II reviews misaion execution;
and Section III contains an evaluation and an assessment of
Planning, training, and where appropriate, execution.

{U) Thenﬂiﬁi§°“ was critiqued thoroughly by a group of.
Joint Task Force representatives, chaired by the Deputy
Commander of the JTF and with the assistance of indepen-
dent analysts._+ Tpgﬁgreup utilized a technique whereby a
list of questiéﬁa?:;s developed which pertained to the
conduct of the mission. The group employed the questions to
evaluate and assess adequ;cy of training and Planning for
the mission.

(U) The result is an evaluation of all known events ang
Planning factors which may have had a bearing on the conduet
of the mission. Some of the events are of little or no
significance ‘to the ocutcome of the mission; others are
significant. The evaluation section does not attempt to
describe the long list of JTF achievements nor does it

provide a detailed account of the many events that were
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accomplished with professionalism and dedication. The
intent of this report is to enable the reader to draw upon a
document written in retrospect with far more knowledge and
experience than was available prior to the mission.

\\pﬂ 'Qiaﬂf The evaluation should be considered in the context
of the magnitude of the challenges faced by the JTF. The
mission required the force to travel undetected half way
around the world in order to penetrate deep into Iran.
The Mission was well planned and the force was competent.
The force had proceeded for a considerable distance into
Iran before it 'enczunteted unforecast and unpredict-
able circumstances in the form of helicopter mechanical
failures and suspended dust. The unforecast weather phenome-
non had less that a 5% probability of occurrence. There
is only a statistical probability of less than 4% that more
than two of the eight helicopters launched would have
material failures which would render them non-mission
capable. Had‘géfggg,gvent occurred and not the other, the
migssion could hav;‘proceeded. The force worked hard to
overcome the circumstances that developed but only five of
the six helicopters to arrive at Desert One were mission
capable .

\80 § gﬂ The JTF had accomplished a great deal of worst case
planning. It would be speculative to judge whether the
outcome of the mission would have been different had the JTF
adopted additional worst case planning options, conducted
appropriate training to support those options and modified
command and contro)l procedures to respond to the unpredict-

able events as they unfolded on 24 Apr
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(U145) This rescue mission was the most difficult and
challenging recorded in the annals of military operations.
Few will fully appreciate the international, geophysical,

astronomical, security and operational complexities associa~
ted with this operation. Wﬁd!'imgnnlng-:an&ﬁ}gjy
Wumnww adiRerhapampiidwily

-hgmnabled fhe WP to vwmhumthe circumstances
m&red The complexities associated with developing all

planning criteria ,léft little room for flexibility once the
force was dt:.'ep into Iran. Planners charged with the respon-
sibility to develop capabilities and systems to combat
terrorism, while remaining undetected and while traveling
great distances can draw on the experience and knowledge
gained by the JTF to enable a task force to accomplish the

mission under duplicate or similarly difficult conditions

experienced on 24 Apr in Iran.
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“" Army Airfield

Aitborne Battlaﬂeld Comnandhand Control Centar
"Air Force Base
Automatic Flight Control System
Intelligence collection ship
Above ground level
Airlift Control Element
American Embassy
Auxiliary Power Plant
TR EET B

“which.can. We;es\mhﬂﬂﬁ*

‘Alr Weather Service

:KC-135 taiREr,

Blade Inspection Method. S8ystem for in-flight

warning of helicopter blade failure

-w500. galion.—l‘ai-r-dirdg'iﬁ‘ab:f'e} fuel celluw prog:tdeé 4,;0
wmfmgé}_é fuel

~-Commam: and Control
conbit MEPBRCFIT I E T

‘Submachine gun version.of M~16.rifle

in air traffigcontrol in forwatd m%w;-this“ﬁ'

%the operatioﬁﬁ?ﬂaﬂa ing 'goﬁﬁ

Communications Electronics Operating Instructions
" Cabrea) Targ T

Commander in Chief, US Forces Europe

Commander in Chief, Pacific
Chairman, Joint Chiefs of Staff

‘The unclasaified code name for a group of speciafld
Endlﬁied C-130 aircraft.
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COMJTF
CONUS
“CSE
oA CTF-70
S T T
DCM
DCOMJTF

"DELTA

DIA

SHA

“DMsSP

DOD
b OIS
" DOE""

D-.Qs-::::-'- s
DR

Dz

E&E
EAF
ECM
EEI1

EUCOM

EWO

FARE

FARSI

FLIR

FULTON RECOVERY
5YSYEM

| i .
Commander, Joint Task Porce ' [)’?l‘[:[-

Continental United States

fﬂf@ptol}og;cmrq Element .
_Commander TQ;k Force_- 707y
-Director. 8% Cantrii imlLigence
Deputy Chief of Mission
" Deputy Commander, Joint Task Porce
(Bee SPOD<-D)™
Defense Intelligence Agency
Défenseiﬂhppiggggééﬁ;}—-
'Défense-Hgteorologicai Sateli?!g!;fogram_
Department of Defense .
‘DeparurEAtTot i
Depart;ené'of State

'y

Dead reckoning navigation by time and distance
computations
Drop Zone
.-Escape and Evasion
" BExpeditionary Airfield
Electronle Countermeasures
- wEg8genpial Elements of Information. Key questions
S e—mwm

of a"mission critical nature which must -be answered

US European Command

Elgptronic Warfare Officer

Forward Area Refueling Equipment, kit for fuel
transfer’

Iranian language {(Persian)

Forward Looking Infrared, aircraft mounted night
vision equipment
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GENDARMERIE

GPM

HAWK

HF
HLZ
HM=16
“ROMINT

IAF

IFR
ImMc
INS

iR

JP=~4
JTF
KEVLAR.

=28 -NESTOR
BT

‘LABES™
x

WIEUTEL T
Iranian paramilitary field police force charged
with preserving domestic order outside the cities;
in being since before the revolu;ion
Gallons per minute
Homing=~all~the~way Killer. US made surface-to-air
“missile
' *High Frequency = 3-3d1§ﬁ§?
Helicopter landing zone
Helicopter Mine Countermeasure Squadron 16
“'iman. otteesintel TgeniEF
Iranian Air Force, also IIAF for lmperial or Islamic
Iranian Alr Force
Instrument Flight Rules
Instrument Meteorologicq} Conditions
Ihertial'Navigatlbn Sys;em
‘Itffared
Iran: Working*Group, Dept - of gtate:Working Group-
_._ﬁif Personnel Administration
J;F Intelligence
JTF Operations
vaf?%ﬁg;istics

JTF Communications and Electronics

Joint Chiefﬁ of Staff N

?EELnf“ngpunlqp:idﬁifSugpoqpagiqg3123§
Joint Operations Graphic (1:258,ﬂp0 séale map)
Jet petroleum fuel
Joint Task Force

Ballistic nylon used to ﬁakeﬁbullet-proof,yests

§“g*ﬁ§§9ncryptiapmgguﬁpe¢¢0upted51n%aircrgft -
%iogfgl;itude Parachute Extraction System
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Law Light: Antitank Weapon . DRA['T

L2 Langlng zone
M-T72 LAW 66mm singleshot antitank rocket .
M-203 LomiRiEshadd) anncher-which aountgsunder 't Hs’ t'b,arrel
“gt an M-16 rifle
'_'r_lAAG ; - Military Assistance ,Advi@gry-ﬁronpj -
b MAG: .. -Military Airlift Command -
MAG . Marine Air Group . "
Yﬁgﬂ!ﬁ-! ‘ Marine Air Weapons and Tactics Bquadton - 1L f
‘ncns . Marine Corps Air Station: the

Wi

MCB Marine Corps Baae.. : Y
MEDEVAC Medical Evacuation
MFA Ministry of Foreign Affairs - Iranian Foreign
Ministry
MSL Mean Sea Level
%ggpzﬁf'dr Small, light (1! man) air droppable cargo vehicle;

designated M-274

NAS . Naval Air Station
NCA National Command Authorities
NCO Non-Commissioned Officer
NCOIC .. Non-Commissioned Officer In Charge
R ——-—t:.--.
NGB Nose gear box —
NM Nautical miles

NSA &ﬁE¥E} Agency

NVG Night Vision Goggles

NWS -National Weather Service

OMEGA ’ ‘A’ radio navigation system used in some mission

i cratt?
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OPSEC Operations Security. The sum total of all measures
taken (Physical Security, Personnel Security.
Communications Security, etc.} to prevent enemy

foreknowledge of an operation

OR Operational Readiness

0sD Office of the Secretary of Defense

PACAF " pacific Air Forces Command

“PARRHILL n- TREEEETand KYI5 yolgmepncryption, device:

PASDARAN Also 'Revoldglonary Guards" or "IRG". Armed Iraniar

vigilantes under the control of revolutionary commit
tees, charged with maintaining domestic order and

carrying out Islamic justice; formed since the

_ revolution.
PHOTINT " . Phot‘o Intelligefce
PI’ Phdto Interpreters
PINS l Palletized Inertial Navigation System
POL Petroleum, oils, and lubricants

V*bsg;;_,.;mﬁﬁzng-»Portab1e aaygl}iggmcommunications terpjnal {(manpack

P25 A port£E;;LVH§¥&DH3§;;HI;:Tn&ggfed for_satellité us

;Eé;bisamission

RDF' :;:gpgid Deployment Force

REDCOM Readiness Command. -

jgebst' US made man portable surface to air missile system?

RESCAP - Kei¥ue Coubat AAITFatiol - Ses alscFcar

RMI Radio Magnetic Indicator, an aircraft navigation
instrument

RWR . Radar Warning Receiver"

5=-2 ) Unit Intelligence Officer {Army and Marine Corps)

SEF 'Strategic Aiéfbbmmanq;;

SAM/AAA ‘ Surface-to-Air Missile/Antiaircraft Artillery

SAR Search and Rescue
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R Search and Rescue m
"SATCOM ] Batellite Comuwmnn L )

vBliarE m,na_mﬁmued Powers Burope

W/

{a)s} Special Operations Divielon of J3/JCS
i SPECTRE C~130 gunship
“8TAR" ; Surface to Air Recovery. Also known as "Fulton Reco::
- A Ll ey
e

.‘r.ery'5yé§em'| method for pickup of personnel or equip-"
{;&g‘q&:‘from‘gtound» by” an- ai__.rbo-r_l;e ‘MC-130,
o b . . A

it & .
TACAIR ' Tactical Air
“TACAN  Tactical Air Navigation, a.UHP air. navigation aid
1\ TWFEACSAT Tactical Satellite, a satellite communications
——t
Aystem

aF Terrain Fol1dVine

TR Rerrain: PollowiF Radar = APQ-122'#

TF-70 T Task Force-70. US Naval un'.i"igsf-_.il_"y-flu_;ggjpn Sea
Tahd “Indian Ocean in supporbiof Middle East contin-
#hepsies

wF 2t 7 euleEdighrrequency’in:300- 3000, plizum

us United States

ﬁ“

Y-
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[41:3:1 United States Army

USAF United States Air Porce - ,f

USCINCEUR _'US Compandersip<CHieBY®ropd,

USMC - United Btates Marine Corps

USN . United States Navy

« I vaF Very High Fregusagy. - 30-300 _MHz:

VFR 'Visual Plight Rules

vMC Visual Meteorological Conditions

VOR Very High Frequency Omnidirectional Range

VSl Vertical Speed Indicator, an aircraft flight ,.
. : y

instrument .
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EXECUTIVE SNMMARE-+-- -

U .

kl}/) This summary provides a Bynopsis of _e\_renl:s .that ek
includes planning and training operations that culminated ‘
in the 24 April 1980 attempt to rescue 53, American citi:ens "

i “ ;. Yo
held hostage in Tehran, Iran. '.l‘he miuionjvlua very compiex

S
e ibral goliet | ,-m- F- {3 J .' ‘13‘ t

because of the great distances invoived@and the Iack ‘of (JBj ~'i:;w .. f"!
. AT ‘A:_:_ﬂ,é.

military bases in the area from which toiiaunch the ‘opera=- ' P
tion. Several plans were considered but were discarded for . .
many reasons. The plan that was selected was the most
reasonable and was judged to be militarily feasible.

(ﬁ’f Throughout the planning and training process the
Jc;int Chiefs of Staff (JCS) received progress reports and
on several occasions met as a corporate body . to review
plans, progress and equipment and to provide guidance and
direction. Thé_—dcs provided the JTF with all .resources
requested for the actual rescue attempt. However, it
should be noted that the scope of planning, training and

T oty Y s

final force size and‘composition was constrained from the

.

ocutset by a lack of trained forces and special operations

"* Adrcraft and”

st

M‘Bmpncms, ‘and three C= 143,;, supportea

nxc 135 bﬁﬂeu.&ﬁlavy carrist’ Bfbed fightm‘
y‘M&ck Mfor Combat Amuol {CAP); aqw

g -

_oﬁ_,ppeopre pggvxding.a.iggMupporx world wigde’
p/' )l') An overriding consideration throughout development of

this plan was operations security (OPSEC). 1In any opera-

tion of this type, the advantage essential to the offensive

force is the element.-of

urprise. If surprise was lost any

ECTOR, J-3
JUNE 2000
1R, 301cé
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time during the operation thezhostgge fakers in the Embassy
could have been alerted and reinforced which would have
terminated any rescue attempt. The ultimate concern was

that 1f the mission had been compromised this fact could “ 

possibly not be known until the rescue force arrived at the

Embassy. Do

o o
{(U) The report is provided in thrtgalgqt}gn?{§.50ct£on';f;mﬂ = ;'
reviews misalon pgeparation, selectlonéo!fl&fcasﬁandﬁcqulp-%ﬁhitr3"ﬂ?!
ment and training. -Sect!on II reviews mission execution on

24 and 25 April 198P. Section IlI provides an evaluation

of decisions in the planning, training and execution phases

that received the mostlcritical attention and were most

germane to the mission. Each of the three sections is

presented in a manner that will enable it to stand alone.
Therefore, there 1s, by design, a certaln amount of redun-

dancy in the complete report.

TOR—SECREDT—
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SECTION 1

MISSION PREPARATION

au Oon 4 November 1979 a group of Iranian demonstrators
entered the U.5. Embassy in Tehran and took 63 American
citizens hostage. Of immediate concern was ths possibility
that the hostages may be tried and imprisoned or killed. An
initial planning cell was developed in the Bpecial Opera-
tions Division (SOD) of the Joint Chlefs of Staff J=3 Direc-
torate and assigned the responsibility to develop an imme-
diate capability to free the hostages. Time was critical
and the complexities of the operation staggering due to the
geographical location of Tehran in relation te any US or
friendly base of cperation. On 12 November 1979 by verbal
orders passed by the Chajirman of the Joint Chiefs of Staff
(CJCS), MGEN James Vaught was directed tc organize and

command a Joint 'rask Force (JTF) with the mission of

rescuing the hostaqif mumon the US Ari-
‘mnlzatlowuwx)y!uu “summened  ‘and“iplanning

Hggan. In the months to follow the JTF's rusponsibil:lty was
to develop a militarlly feasible capability to perform the

mission,

’ Although the DEL‘I’Avforcu}was"t'i"ifhed to hanpdle?

Mhat_lons "of thiswktype, most scenarios—emvisioned. situady
msf’?host_mumr}gg,mmmruve or at TXEREEN
M' In this instance, the rescue force would have to-
travel up to 1P@P miles over Iranian territory before

reaching the objective, locate and then release the hostages,

then extract the entire group from Iran. m,the most bdaie

-me. in considd?dtion of thimfiofRlexitied  involved;. the

— DRAFT
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‘Wifiability to, aggomplish_this.featal e VONERRg

"\méxﬁbér 197_9".;‘ Subsequent organization and training was
dedica;ed to developing this capability.

e

Several plans for- q-tun“nuﬁ&,to jhd trom the

Robazsy mﬁuﬂMWsmmuon ! m
mmmﬂcoﬁ! ( uro ‘uulnnd

"y e

but were discarded due to the high risk lnochtod vlth thl e

operations. It becamo -very obvious tl}l:tri!;.ulnzl-uu, an optlon ?w
“could be developed that employed helicoptera for the: nxtuc-‘ﬁ
‘tion, the mission would~have little chance of suceeps. To
further compound this“requirenent _it was nocesuryﬁ'thnt the
helicopters have a heavy lift capability and a long range

ferry capability.

ﬁ The only helicopter model available that met the
criteria was the Navy RH-53D, for several pertinent reasons,
With extra ln-te-'r__ptél auxiliary fuel tanks plus normal external
tanks it was capable of traveling long ranges and it had
foldable rotor blades and tall boom which -would allow it to
operate from anﬁ-ﬁtt carrier, thereby enhancing opera-’
tional security considerations. RH-53Ds were designed for a
mine-sweeping mission and thelr crews trained in the mine
countermeasure mission. The crews were not trained in any
respect for a mission of the type envisioned. 1In fact there

were no mission trained pilots in any service that had

experience in this type of operation within the execute

criteria envisioned. '

/A unit had to be formed and was., It was lnltially

composed of seven.%_.

N 4 AAR-8-4
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pilots and en“a“d!' crews. The Navy RH-53D crews were
selected for their familiarity with the alrcraft and Marine
crews for their knowledge of extended range overland flights,
operations from unprepared helicopter landing‘ zones and
tactical weapons experience. .

(v}t8Y The general plan that devclupad required total
surprise ‘pnd, to. ‘ccomp] kb li\fboverEsT
Wl‘m;tﬁuht@ he’hellicopters would #° = -

launch f£rom an aircraft carrler in the northern Arabian Sea

with_ the rfscue'f_to_rcm:nrﬁ refueling on the ground
enroute, then proceedimg to a hide site to remain overnight.
The next night m.ﬂﬁm‘hfqg would proceed to the embassy,
tescue the hostages, be extractedmhe helicoptara‘@' then
iroceed Wﬁarby: ai;ﬂWﬁ:r extractioqmjﬁqj "W.If‘
,m:gﬂwing'"air_craft. This plan called for two nights of
operations wi_tt-n—_-_-a:l_ayo'ver inside Iran during the intervening
daylight hours.

On 2@ November, CJCS conveyed instructions that six
RH-538 be poslvt‘;ﬁgigl;oard the alrcraft carrier USS KITTY
HAWK enroute to the area. Helicopter Mine Countermeasure
Squadron 16 (HM~16) with six RH-53D helicopters were flown.

-LUSAF ,C=58 -and . chl&;ggg_

on 28 November were flown .aboard USS KITTY HAWK entroute to

the Northern Ara'bian Sea.

(U)LK)’ Meanwhile, the planning group selected the other
elements of the Joint Task Force that would participate in.
the rescue attempt. C-13Ps were salected to carry equipment

and fuel to rendezvous with the helicopter force andrmqrs_ :

" to secure the ing-rgdg":}nq__,egr_esa rendezvous. sites., The

RH~53 crews began trafning in the southwest United Etates

' DRAFT
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in an .environment similiar to the Iranian desert 'and DELTA
‘itrained on-a scale .model- and mockupsof .theTenbasey: area. ¢
‘W |§§proxlmat:—eiy 25 November,‘wuﬂﬁtwete
mfarWorcef;éﬁ‘fptovﬂ e“overhead - air
SUPPO rt ‘

":'_-pignhgdraf“gﬁfy‘to" the extent that’ ynmiiiéﬂ?:
WDt ect the TteaciieitoTER "and  secursitglease o thum:
'-T'k_;gst_ggee‘? '

(u] {§7 The first joint exercise in early December with all
elements participating'ns disappointing. ﬁoﬁﬁi'y"did the

pilots had difficulty navigating enroute without moonlight
and had additional problems landing. f'ﬂ-—n':éntii'ély new
_t_-e‘f_.hp'iqﬁ'é of ‘operating hglicopters cgompletely blacked out,
IR TR s | 5h--Goggtes —~{ MilGidumwassiedldsn BB tha. deve-:
\\,\J wy Seve_raL._ﬂ:___r%u were diverted from the helicopter
program at this time and more e:]:perienced H-53 pilots

brought in. Use of night vision goggles in all operations

"was stressed. N

L\)\) ,(.8’)}‘ Refueling of the RH-538 enroute in country posed a
significant problem. Several concept{s were considered. The

first solution was“to airdrop fuel bladders (blivets), which

"Feould hold 500 gallons each, with hoses and Rumps that would’

be used for transfer of fuel to the helicopters. Alt':‘l’)ough
the concept was promising, confidence in the airdrop metﬁad-_?

had been reduced on the first exercise when seven of'ten

PP FRCRET. 6
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blive;a. dt:opped wereuleatrogmd “due - to“lnprupegrlgging.

(W) 487 “ BT e

@. an alternate means of fuel delivery was needed. ‘The

result was the bulk delivery syetem that entailed putting
3000_gallon bladders aboard the C-130s for eventual ground
transfer’to the RH-538. Originally deaigned for tfansfer
.. from aircraft to bladdars Ofl the ground.,. the nyatam was

- e ek
developed as an aircraft to .aitcrn!t 1t:ann£er. system. . y

v

( 0,) ( M A aearch for. an:abandoned’ Iranian airtinld,,pi.thtjl
the desireq range .of .Tehran.where.the helicopter, fueling
would be conducted did not produce a usyabler,ﬂeld.m&
iMiLitary. Alrfialdswhich ‘was in a caretaker stat3gkwas

Q, “selected because of its locatiqp..and the fact that it was™
E&timated to Kave only 20 ‘to 40 Iranian Air'_‘!-‘drce personnel

y

on site
gThe plan at -this stage was to launch the KBLTA

L

'@‘ég u;g.wmgm with fuel aboard
@"Eor the helicoptera"" ‘from a baan EE air{lhw

\' Ffihere thek MRiLd. . secure the .alrﬁi_e:;.'gbj them
‘wcould refuel tht_a h-e.‘.l.icoptersr‘and}m:?transfer to the
helicopters; the €-130s return to the launch base and RH-53s
proceed to a hide site close to Tehran. The -Becond nights ~ «— 'S
"E&ﬁra'ct'ion*r'é;\*ﬁngd:essentially unchanged with MC-130s

P _gxtrac-ting the force '._"f't"om ‘Manzariyet®aiffield, about 50

t ;ﬁis‘mbum of Tehrafi. '

{(U) A rehearsal in mid December exercised this scenario.
The exercise validated the plan as a viable concept and

training continued.

\/

(U)48) Additional rehearsals on the same basic scenario

were conducted, one in January, two in February and one in

SR SHECRET v 7 ARR-4-~7
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March. Earlier problems were reﬂned and 'there were T

improvements Ta-the. arﬁm‘ﬁ-:
- » — g

&and 'sategé. G“’iT s -s:ﬂ'*'f supm. infrand lighta

.- e [ R T - G o

g W&'W use é‘iﬁ-luutmuﬂm—\iw 3

extraction purposéd, inertial .._Qaviglt'lbq.d.argl_ OHEGAQr'_nya,t.ems
insfaigaticME™tor” Ru-538,etc, In addition, 1ift require-

ments increased to accommodate allargerf&,l}ta?-fdrée and to

compensate for increased air temperatures associated with ...

the approaching Bpfing and Bummer. In January two ad-
ditional helicopters were positioned aboard USS NIMITZ, the
relief aircraft carrier for US8 KITTY HAWK. When NIMITZ
relieved KITTY HAWK fn late Jaunary, HM-16 and the six
helicopters were tranaferred to NIMITZ. There were now

eight RH-53Ds on NIMITZ.
g (ﬂ While rehearsals were being conducted E.g.-';_gupporc
i mﬁgm,uoﬂ had continued to locate a remote
site in thé desert—that could be used for helicopter refuel-
ing BEZ8y61d the zggiifFement o take Naih':altfielgjw‘force.:'

A possible locqt;onhm.been identified by early January-
e
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(\J)jﬁ'f' As the n-unber of helicopters increased, fuel

requirements exceeded the l_l_c-l36 cagability to transport

the fuel. :_ﬁgcause'of their 'increin‘a'gd‘ca:go space and since
fthey wére also air-refulelable, three BC+1308: were.'selecteg
#¥to carry two 3000 gallonsfisel”bladders. .Theyawould be, flown?

by the experienced HC-;L;_O. qréws.'

-

(U) (8 For five and a half months the force had trained

~>  individually and in joint training evolutions. Kumerous
small training exercises and five major rehearsalis had been,l

. completed. Helicopter crews flew 542 hours at night'_Tn
A biacked out conditions: The C-1308 {BC/MC/EQY: Elew approxi-
r'_qitely 940 hours of ditect-support time not counting admin-
istrative and positioning £flights. Almost 2000 hours of
flight time had been accumulated with over half flown at
night and without accidents. The C-130 crews had"&dﬁbted to
-tiéing the'nigp;'l_is'ion .goggles..-;gading on reawet Egth with
gm& lights”and’withiong 1ightiErwitdiiiconpletaliplacked
Tout.s Off runway landipga.hdd, also beenipracticed.? Heli-
copter crews hid_,g...gged hundreds of hours of experience
uéing NVGs in cross-:eountry navigation unﬂf’rm complete”
spectrum ofnillh:nin@m ‘from -fui}. moon’ ‘tovno light ‘EEE'
‘L’L&E‘.’.ﬁ- Refueling procedures between the C-130s and
helicopters had become a smooth operation. DELTA and the

.Rungers had rehearsed to the point that each man was inti-

mately famlliar with hla responaibility on the mission.

W’}tﬁ The capability that did not exist on 12

November had now been developed and was a reality.

g_(_:ca‘rOn 16 Apr the Joint Chiefs of Staff received a

]
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briefing on the plan, determined that it was. militarily
feasible and approved it. Shortly thereafter for reasons of
security, COMJTF ordered all units to be prepared to move to
a new unspecified traiﬁing location. “Deployment, in fact“]}‘j‘;-".
J wags to the actual deployment base. In rapiid auccess!on,' the
.ha intehindé&pgrgphnéwrewwﬁhn%icun '
. were..adeembledand dépléied?fgithin’hmm

‘forces were in pladé and ready to’commeénde’upmrations by 23 .

\ - April. "Gver 41 aircraft and 800 personnelthad"moved .to’
) _ OPSEC had been maintained.
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MISSION EXECUTION

K(‘#) All was In readiness. The plan called for ﬁgru{'

céfp MC=138 to depa'rc-and seven RH=-53s to depart the
carrier NIMITZ about one hour later. Bince eight helicop~
ters were operational the' plan was modified to launch
eight, Both the lead ncfraa and the helicopters would cross
the Iranian coast about the same time along generally
parallel routes that crossed several times enroute to the
refueling site, Desert One. ;rhe hellicopters would remain
low, for visual grou;ld navigation and the C-138, after

proceed enroute at 2-3999 feet above ground level, Two
JE-13p8 transporting personnel and equipment and three
£C-1308 configured to_ refuel the helicopters would depart

F( ,‘\ -about ofie” hour after the lead NC-=130 and arrive at

Desert Qne about fifteen minutes before the helicopters.

BT %a'rhe ,cpﬂatg_-:ad the capability for
direct communications' with two of the airborne C-13gs, -and
the lead helicopter ﬁlq secure satellite and also with the

_E , wcacs in wWashington, DCOMTF-would also monitor
both circuits and provide voice relay if required. The .
Helicopter Flight Leader would fly the $1 helicopter and
the DCOMJTF for Hellcopters Operations would be aSoard the
#5 helicopter. The Desert One Commander,kﬁmp‘ Commander
and C-132 Commander would all l;e aboard the first c-138.
The Desert One Commander would assume command of the entire

ground operation at Desert One from arrival until completion

of refueling operatlons.

N :
Q‘f?sr The DELTA force and a?ihger road blocking secur~
ity element with two motorcycledTand a jeep were flown to

T DA
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g G‘ —on the aft_ernéon of 24 April. The forcé was trans- "

. — - s
loaded 8" the MC-1308Y and ‘the lead MC-i3(0® departed on the

b

missign at 1405%Z. The remainingma.ﬁ;:{ﬂéhandﬁ_m_mv_‘m"‘"'

ﬁl’:oﬁ: departed in two flights approximately one hour

later. All crews had spent the morning reviewing procedures
and flight routes. Last minute intelligence and weather

updates were provided at the final crew briefing approxi-

mately two hours prior to takeoff. There was no change in’

intelligence data‘and the weather was forecast to be good
.for the entire perlod with visibility of five miles or
better along the entire route.

/hbéard the e;rrier NIMITZ, the helicopter pilots
were undergoing the sameibrieflnga ‘preparing for their
scheduled 15052 launch. As & result of an earlier incident
aboard the carrier, where several of the helicopters had
been wetted with_fire_ fighting foam and immediately washed
with fresh water, the helicopters were brought to the flight
deck} 20 minutes earlier than initially planned. This
allowed the creu_g_____;'u‘t‘ra time for engine start, run-up =and
systems check out to assure no mission critical elements Hid
been affected and all components were thoroughly dried out.
With run up complete and all in order, all eight RH=~538

departed NIMITZ on schedule, fully mission capable.

ﬂ, E W'-KC 135s luunched-n support

C~ 2ty

of the mission with the intent of using ‘o refuel the

C—130§ and one configured to support the ﬁlivy Combat Air
"Palroi if it was launched.” The other-C-l.BSs were

assigned to refuel the air refuelable ‘KC~1358 to provide™

-y
e —

extra time on station.
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: (U]jaS)/ Approximately two and a half hours after takeoff, . .,
the first MC-130 entered an area of deteriorating vieibility,
later del:e'r:mined to be suspended duat in the atmosphere.
The dust phenomenom did not effect the C-130 alrcraft, ;':rew : :
or FLIR performance and only affected flight visibility for

10 to 15 minutes on two different occasions. The Desert One s

Commander, , onboard the first l}g_glﬂ, did not consider the

Dasee .

visibility problem _of such nign_iﬂcance to report to the,i
COMJTF. He assumed the helicopter pilots could make it

through the area of reduced visibility,. -

p; M Approximately two houra into the flight, #6 heli-

copter had an 1ndicatlon of an impending main rotor blade

failure and immediately landed. Number 8 helicopter, in

his planned role as enroute mission SAR landed with #6.

With blade failure indication confirmed by a secondary

method, the crew-of helicopter #6 transferred all equipment

to #8 helicopter and both crews were airborne and continuing

within ten minutes. .

W} The .f;ggt_jﬁa}_Bo arrived in'the vicinity of Desert

pass to clear the area. They observed one vehicle on the
road and orbited until the vehicle passed clear before
landing the C-130 on the desert. The landing was harder
than normal and although the aircraft was not damaged, the
ﬁ_"‘l}ﬁ'{f#i‘gﬂecu&i radio was rendered inoperative. The road
security force exited the aircraft as soon as the aircraft

stopped and established positions on the rocad. They were

Lt : 13 AAR-4-13
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immediately confronted with a large ‘vehicle “approaching,
which they signaled to stop. When it was evident the vehi-
cle, a passenger bus, was not going to stop,ﬁigggnﬂ grenade'?
round and several Ch3-£5 rounds were fired over the bus.
Although no rounds szkuck the bus, they were sufficient to
cause the bus driver, with his 43 passengers, to stop.
l}t) qﬁ A few minutes later, a second road security force,
which had moved away from the aircraft to the west, encoun-
tered a fuel truck coming toward them. Again‘attempta to
flag this vehicle down were unsuccessful. The team leader
fired several rifle rounds into the air but the truck con-
tinued. At that point'the team leader shot out one of the
trucks headlights and the other team member £1red-3ii‘y;jsfr
ﬂé@w at the right front of the truck. ﬂﬁﬁ H-?E'projectile
impacted directly in front of the ;ruck.setting it afire.
The driver of the burning truck jumped out and ran to a
smaller truck that had been followng behind. The small
truck executed an immediate "U®" turn and departed the area
at high speed. -Two: 0f: the road team members gave chasefDn,
:motorcycles but were unable to overtake the truck. No otHer
vehicles approached thellanding zone area for the next four
hours while the force was at Desert One.
&}pbjjf Two hours and forty minutes after takeoff the heli-
copters entered an area of reduced visibility that the C-130
had previously encountered. Soon after encountering the
reduced visibility, the flight lgader and his wingman rever-
sed course to return to -a dust free area and landed te assess

the situation. The flight leader also advised the COMJTF that

ARR-4-14
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the visibility had reduced to zeroc and that he had lost
sight of the other helicopters. He expected the remainder

of the flight to remain with him but due to the reduced

vislbility the other aircraft in the flight did not see him -

turn. The fllgﬁt of four (#3,4,5, and 7) proceeded, but at
a reduced speed (#8 being approximately 4# NM behind).
Helicopters #1 and §2 landed in a clear area. After belng
on the ground for approximately twenty minutes, and not
having heard to éhe contrary, the flight leader concluded
the other four were continuing to Desert One. The flight
leader then took off to continue to Desert One and so
advised COMJTF. .

(:1' The pllot of one of the hellcopters (#5) in the
flight of four began experiencing instrument problems. He
had lost his TACAN, shortly after launch from the NIMITZ
which posed ﬁdl?ahr problem';hlgss the. .weather ' turned .bad
at Desert One;“"Approximately-four hours after takeoff
and after having been in the area of dust for one and a half
haurs, numbarisféiﬁiiienced a falled heading indicator and
one of two attltude-indicators. He regained use of‘ELe
attitude indicator by selecting the copilots scurce.
However, as a result of these fajilures, coupled with his
co-pilot having persistgnt episodes of vertigo and loss of
visual contact with his flight leader, the aircraft command-
er did not feel he could continue into the mountainous
terrain ahead in the visibllity conditions he was experienc-
ing. He reversed course in radic silence and returned to
NIMITZ. Approximately one hour later he advised on HF voice
that he was inbound to NIMITZ. At Desert One, the remainder
of the C-130s landed, established their refueling positions

and walted for the helicopters.

]
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Q")m The first three helicopters to arrive at Desert One

were 45 minutes later than scheduled. The helicopters ook

-

set up for landing behind their aaslgned ‘tankers and taxled

forward. However, due to extremly honvy‘duat andg und On wrf i “; ..-
U U ICINR L N

one side of the road, which was grea!\:ef'#hanlalpeetgpf-bcth,,&m Ry M u

i
nose gear tires of helicopter. i!,.datlafed l#:li"nypcrouraﬁwi h 4‘
e g
rut in the sand left by a C=-130. Beueoptor 48 landed” lou‘,‘.}ﬂ

k.
30 minutes later and the flight leader }'1?."..!'“ »;vlnggl_m !:_c!l'ﬁ:gi;

'
: 1
dowi | i, .

minutes after that.” In attempting to.."t.all.f-'hellcop!:._t ﬂ:
also deflated one of his nose tires in the deep sand. 'I'hé
required six helicopters were now on the ground at Desert
One, either refueled or in the process of refueling.
(u)m The operation at this point was approximately
ninety minutes behind schedule, however, it was estimated
/  that the helicopters 'ghd DELTA, Jc‘rould‘stil-l transit to their
hide sites before d;yliq_ht. The C~1308 would have been
critically B_I’I.;I-::__:;Df_1‘.fuel at this point, however, the
Desert One Commander had authorized use of some of the fuel
planned for the two___hglicopters that did not a:rive. He
also requested :m%-i353 over the Arabian Sea remain on

station as long as possible,

(U],.«s‘rlmmediately after landing, the $2 helicopter, which
had experienced a loss of second stage hydraulic pressure
two hours prior to landing, discovered that a fluid leak in
the system had caused the engine driven hydraulic pump to
fail. This reduced thg helicopter force to five mission
capable helicopters; one less than the established minimum

required to continue the mission.

(U)I,’(ﬂ The Desert One Commander advised COMJTF of the

AAR-4-16
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situation and rdfuested guidance. COMJTF requested that the

Desert One Commander consult with the other commanders on

./ the posslbllity of continuing the mission with only five
A ‘!/helicopters. Thera would be contingency Euellab msar!yehj
and possibly by reducing weight, the helicopters would -be

able to lift;@gﬁim\*.out of Desert One, If required qn:-the
"]"'fsecond night, some helicoptars could _-ufual‘._:w‘i‘_?mlfﬁ?
and shuttle to the embassy. The Desert QOne Commander replied
that it was not feasbible and recommended misaion abort. - -

COMJTF consulted with higher headquarters and then directed
the Desert One Comnandar to abort the mission., Helicopter .

§2 would be destroyed and the others returned to NIMITZ,

The bus was to be disabled and the 43 passengers and driver

released,
’.:\"ﬁﬁa-r LHEC-138 #1 was becoming eritically short of fuel,
| . and had to depart immediately in order to ﬁﬁ KG=1135
él ﬁﬁ refuel enrouti'_ Therefore it became neceaary
to reposition two of the h-e_licopters (#3 and #4) which
were parked .quw_isﬂ.:fji"so that they would not be
damaged by the propellor blast as thqm pilot applted

the power necessary for ta;i in the sand. As helicopter #3
was being repositioned, it collided with the BC*:lBIB and both
were Immediately engulfed in flames. As the fire -reached
munitions aboard the C-138, explosions sent shrapnel
throughout the area. The helicopters, were shut down and
evacuated. The helicopter crews, the remaining crewmembers
from the burning C-132 and helicopter and the ground forces
that had been aboard the burning C-130 were assembled and

directed to board the remaining three C-139s.

uﬁ: SBEeRET 17 AAR-4-17
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(QJ gﬁ COMJTF was advised of the accident. The Desert One
Commander directed the Combat Control Team:!'(CCT) to Iinsure
that no one was left behind. He also decided that the
remaining helicopters would be left intact du; to their
proximity to the evacuation asircraft and since there were no
time delay explosives avallable to dastroy than. ]
(P.)w After all personnal were. aboard, the three C-138s
took off approxlwately 20 minutes after .the accident. The
initial casualty count was an unknown number killed in the
fire, six injured and two with major burns. :

(387 COMITF ordered twp MEDEVAC' C-1¢1s ¥HIch had been

preposiiionedts for .the second nights mission to
. e )

'l'aun'_] In addition, fa c-9 specially configured

with a burn package on a normal standby status was directed

Qﬂ;sf The Des;;t One Commander requested tactical alir

support to destroy the helicopters left behind. COMJTF

relayed the request to higher authorities in Washington with '

RS ot R
the recommendation CHAt it not be approved. It was decided

in Washington not to approve the request, to avoid endanger-
ing Iranian lives, which in turn might jeopardize the
hostages. The helicopters were not destroyed. It was not
known by the Desert One Commander at the time, but several
helicopter crews had left classified material aboard their
helicopters during the emergency evacuation following the

coli&;}ag, fire, and explosicns.
(

) Within approximately 28 minutes of the arrival of

the C-laus_ the 'C-141s with medical assistance

landed. All helicopter crews, DELTA .and the injured person-

nel were transferred. Less than an hour after‘landlng, the
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é T.. first C-141 was enrouée}—nd the second departed‘
twenty minutes later. .

'MPS) Approximately twenty minutes after the -?‘I':ﬁt!s_,'took

off from Desert One, helicopter &5 lancied aboard NIMITZ,,

All aircraft and crews were now accounted for. Upon arr:'l.vnl

éhc — the injured were loaded aboard thegc-ﬁs and
. -
were flown _Eor treatment. Mditional/qrﬁla aoon

arrived and DELTA, "the 'Rang_ers‘;and helicopter crews were

all airlifted to CONUS.
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SECTION 111

MISSION EVALUATION

(U) The evaluation of the hostage rescue miseion, as ‘i?
it was executed is presented in chronological phases. In .
each section, those events, decisions and actions’ takon““ _
relevant to that specific phase of tha oporatlon aro_add-‘T“.
resgsed. Each aection is divided into !out pa:tsn p !1rlt_ﬁiﬁb

lllﬁ il M t;', .

chronology of thd eventa of that phanowtn:providqd EBE
background purposes; Second, questions relative to eventn
that occurred, actions that were taken, and declnionl/judge-
ments made are posed; Third, a-discussion of the:tactors
bearing on those questions is provided; and, Fourth, eval-
vations of the actions taken and decil!on/judgeﬁenta are
made.
(U) The-phases_evaluated include:

1. The“Launch Decisions

2. Premission Briefings;

3. _‘I'la_athle,;:g‘__-

4. Communicationss . -

5. Enroute to Desert Cne;

6. Operations at Desert One;

7. The Abort Decision;

8. Departure from Desert One; and,

9. Recovery Operations

{U) 1In the examination of the above Phases, many

questions were posed, discussed and evaluated. Some of _
the questions, though cogent, addressed factors which had
little or ne impact on the condqct of the miesion. The i

evaluations of those questions considered to be of signi-
ficance are provided below:

TORESRCRET g
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TEEaacReT
1. (U) Based on the lnformation avallable, the dcclllon
by COMJTF to execute the hostage rescue mlission was appro-
priate.

2. (U) Briefings were structured to support the mission.
The briefings érovided the same information to all parti-
cipants. There is no evidence that the context -of informa-
tion provided to one part of the force. wat‘dittatnnt
or lacking from that provided others.

3. {u) It uaa.\and remains, beyond the state of the art
in meteorclogy to predict, with any degree of accuracy, a
localized suspended dugt phenomenon such as that encountered
on the missaion. .

4.\,J’y¢f A weather reconnaissance aircraft preceding the
mission in daylight could have compromised the mission,
Also, since late afternoon, weather satellite photography
showed crisp sharp terrain features along the route where
the dust was l;fg; feported, It is questionable that the
dust phenomenon would have been detected.

k( [4] du

reconnaissance and report significant unforecast conditions.

_BB could have besen tasked to conduct

Such a report may have better prepared the Helicopter Flight

Leader for penetration into the area and would most llkely'

have provided a warning to COMJITF prior to receiving the
Helicopter Flight Leader's call that he had encountered zero
visibility.

6. (V) Minimum observed inflight visibility criteria for
the mission could have been established. However, at night,
using night vision goggles, it would be difficult to deter-

mine when the minimum conditions existed. This could cause

-a premature mission abort based on a subjective judgement,

or lead to a situation where pllots might feel compelled to

continue beyond thetr indivldual capiblllties.
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7. (W) The‘ﬁecure communications enpablllty and support

Vals

J""

..;..

were adequate for the planned mission. However, the degra- e

dations in voice quality, which were caused by sov-ral
factora, inhibited the abillty of COMJTP to exoreiau roal—
time command and control when mission demands overtaxed the

system.

8. (U) 8trict adherence to radio silence procedures attcr‘

encountering unfgrecast conditions may have impeded the
flow of information between command elements and interjected
an element of uncertainty into the conduct of the operation.
The unknown is whether transmission would have compromised
the mission.

9. (U) There was a valid basis for the judgment that
eight helicopters launching for the mission would provide a
high expectation that the required number would complete the

mission.

l@. (U) The helicopter pilots were adequately trained to
perform the mission as planned and demonstrated the ability
to contend wlfﬁtfﬁb;hnforecast conditions encountered. _Bix
helicopters successfully negotiated the route, attesting to
the high caliber of the crew's skill, discipline and train-

ing.

11. (U) Positive command and contral was exercised at
Desert One at all times.

12. (U} The items selected to ,be in the helicopter cross~
country kits were adequate to support the anticipated
requirements of this mission., Additional parts In the
kits would not have enabled maintenance personnel to reﬁody

the malfunctions which occurred and permit the misalion to

continue as planned,
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13. (U) The decislon to abort the mission when a predetermined
mission abort criterion was reached was prudent.

14. LSXP)With the exception of one map, the classified materials
left at éhe scené were in the helicopters that were in the
immediate vicinity 6£ the fire and explosions. After the emer-
gency evacuation of those aircraft, it would have been extremely

hazardous to attempt to retrieve this material. This could have

resulted in additional casualties.

15. {U) The actions taken by the JTF subsequent to the accident
were timely, and responsive to the situation.

16. {U) The abnormal, unprecedented and unexplained mechanical
failure of three out of eight helicopters during less than thirty
seven total hours of flight {an average of 4.5 hours per helicop~

ter) was the primary cause of the mission abort. All other

contentious issues including the unforecasted suspended dust had
been successfully overcome. This unprecedented failure rate was
several times greater than the normal expectations with no
favorable weight given for the special care provided to these
eight helicopters for several weeks prior to launch.
a. LSﬂQJ}If available pre-mission operating experience
data or training results had suggested the remote likeli-
hood of such a high failure rate, the JTF would have
insisted that ten or more RH-53D's be launched on the
mission. The data base must ﬁow be adjusted by the fact
that three out of eight failed in approximately thirty
seven hours of collective flight or an average of 4.5
hours per aircraft. Such an unprecedented failure rate
brings into guestion the future usefulness of the RH-53D
helicopter for any mission involving several helicopters

flying for several hours on an imperative mission.

~
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b. gﬁf The decision that eight helicoptes was a prudent
and sufficient number, based upon available data, was on
the conservative side of the general level of manageable
risk inherent in other components of the total balanced
but high risk mission profile (i.e., three MC and three
EC-130's to land at Desert One, three AC-130 to provide
on-call fire support on night two, four MC—i30's and two
141's for night two at Manzariyeﬁ}. All efforts to add
equipment to provide redundency b;yond 95 + % prediction
of adeguacy had to be carefully weighed against the
potential loss of security,‘surprise. speed, simplicity,
and economy of force. FEach person added to the rescue
force increased the total logistical effort, exposure and
protection requifement at a ratio of approximately one for
one,
17. {U) The following is a list of planning considerations
proposed by COMJTF for future Lcounter-terrorist‘ operations:
a.(U)?f’] A central point within the DOD should monitor
“world events to determine where and when terrorists
actions could matefialize. This will regquire astute
observation on political matters from all source
intelligence.

; N (b(‘)

to monitor plans and capabilities DOD-wide for counter-

There would be .a single element within DOD

terroristn-aﬁéfations:
v
c.(fﬂﬁﬁ A dedicated agency should develop a range of

‘concepts, planning factors and equipment reguirement for

counter-terrorist operations.
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d. JEGT-' Migsion: Organize, ;rain. equip and command
special operational forces which can conduct operations
anywhere as directed by National Command Authority
(NCA).
e. }7&) Organization:
(1)(}6‘5 A joint Task Force should be in being
as a permanent element within the DOD. This

task force if located outside of Washington

should have a This
' .»r,. . e S P dehmstitnn et 4
p[ .- vo:1d serve to gather and

coordinate intelligence, monitor political

events, maintain a file of plans and capabili-
ties and be prepared for immediate response to
JCS and NCA when a crisis develops.

(Z)Hisf' The JTF should be arranged on conven-
tional as well as unconventional lines. The

conventional aspects pertain to designated

commanders. and staff and the unconventiconal

. nd others as appropriate.
(w
£, g;ﬂf Personhel:
(uj(l)( S) Personnel selected should have
credible experience and demonstrated abilities,
where possible, in the area of unconventional
and counter-terrorists operations. They should
be given the opportunity, however, to frequently

serve in other staff positions, attend service
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schools in order to enable professional growth
and provide for equitable promotional opportu-
nities.

) by
{2) The JTF should be charged to develop
concepts of operations, recommend development
of eguipment and intelligence integration and
communications reguirements for world-wide

use,

v}
(3)(}9{) Maintain direct liaison with the

%CINCS staffs.
9. Equipment: Latest state of the art with

proven reliabilities should be made available to the
JTF, extensive studies followed by modifications to
improve the reliability of the equipment, fregquent
tests of mobility and rapid reassembly. Equipment,

where feasible, should be placed on [NINNEENS /
A 1~for specified programs to insure reliabilty

and modernization and to provide a—'

performed. Accurate and highly reliable navigational
systems which are self contained and not reliant on
external stations.
U} o .

h.‘dmﬂ Training: There should be sufficient operations
for the JTF and components to train against a range of
scenarios. This can be done functionally within the
components. Training should be accomplished frequently

as a joint endeavor. The JTF working through the JCS

should develop

wcan be made available.
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i. MSupporting Forces: Forces in addit:on to

those assigned or earmarked to support the JTF should

A be identified, trained and'

Examples are

MAC, SAC tankers, naval vessels and forces.

%ommunications: The JTF will be required to
deploy over great distances and perhaps‘.b]

This requires

.ith ability to tie into national
systems. These communications should be reliable,
secure and light weight and operable on land, sea and a
var{ifﬂty of planes and helicopters.

k. (W_E_:_rlli_ronmegg: The JTF should conduct a
series of studies in the environment of various
countries where operations are likely to be conducted.

P Details of terrain and weather are particular phenomena

/\ (. _ which should be thoroughly understood. A system of

nation of latest weather information for current and

planned operations.

1 ( Operational Security {(OPSEC): A detailed

analysis is required for Soviet and potential areas of
interest where counter-terrorist operations may occur

to deterni e NG

Also an operational

security plan should be developed with the objective of

k. - 27 01A05
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enabling the United States public, and potential
terrorist, to superficially know that a counter-
terrorist capability exists. Beyond that there should
be no pﬁblicity whatsoever, before, during or after
operations whether they are judged succesful or not.
Where possible, units participating in counter-terror-

ist training and operations should be

ﬁ' ‘— The units should not wear

distinctive badges, an& their equipment should appear
to be normal service equipment. An example is MC and
AC-130s paint schemes modified where possible to
resemble MAC-C1l30s.

m. WPS) JTF Coordination: JTF should provide the

authority, with appropriate 0JCS, coordination to

visit CINCs and non-US allied counter-terrorist

organizations with the objective to do appropriate

liaison and exchange lessons learned.

o
)

n. Command and Control Communications: Wheras

counter-terrorist forces may be reguired to operate in
various reqions of the world and also penetrate deeply
- - ipto a particular country's territory, there is a need
for the COMJTF to have ability to monitor progress of
the forces and to provide direction when required.
This will require development of new techniques and
possibly equipment to enable COMITF to exercise
command and control without compromise. The force

;S must have the facilities to train over extended ranges

//f and under varying geographical conditions to enable the
/ exercise of C3.
e S . ) 28 01A06
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SECTION 1

MISSION PREPARATIONS (U)

g;si This section of the report describes the evolu-
tion of the rescue mission plan and training from 4 Nov 79
through mission execution on 24 Apr 80. The plan was
changed, modified, and refined throughout this period as
additional intelligence became available, concepts were
validated or rejected, training progressed, operationaf
capabilities evolved, equipment was selected, communication
procedures evolved, deployment and employment bases became
available, environmental factors changed, and political
factors varied.

! A single overriding consideration that permeated
all aspects of mission planning was operations security
(OPSEC). This consideration was included in every aspect of
mission planning, training, deployment, and execution,.
Because of the absolute reguirement for the ground rescue
force to reach the embassy compound undetected, operations
security was always given full weight among all other
considerations in making judgements and decisions.

é;}) The planning process for the mission was dynamic.
Numerous planning considerations were addressed as opera-
tional concepts developed. In some cases, operational
capabilities required for the rescue mission existed within
the Armed Forces. However, because of the complexities of
the mission, the task force developed many new operational
capabilities which evolved during the preparation for the

mission. As will be discussed later in this report, the

CLASSIFIED BY DIRECTOR, J-3
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capability was developed to employ and integrate helicop-
ters, fixed wing aircraft, ground servicing and refueling
operations, and ground combat troops in a complex long-

iange mission scenario conducted under cover of total darkness
without lightsi< This capability did .not exist on 4 Nov 797
Some units involved operated within the environment of their
normal mission capability while others were formed to carry out
specific requirements of the mission. In many cases, operation-
al security did not permit units to operate within their
established service systems.

(U) Throughout lhe planning and training process the’
Chairman of the Joint Chiefs of Staff (C3CS) was kept informed
of progress and frequently provided guidance. Members of the
Joint Chiefs of Staff (JCS) also received individual progress
reports and, on several occasioné, the JCS met as a corporate
body to review the plans, training progress, and status of
equipment. The JCS provided the Joint Task Force (JTF) all
resources requggfgg__throughout the planning and preparation
period. However, ifhshould be noted that the scope of planning,
training and final force size and composition was constrained
from the outset by a lack of trained forces and special
operations equipment.

(U) There was a series of rehearsals and changes in the
concept of operations. This report is keyed to these concepts
and rehearsals since they‘ served either to drive changes in the
plan and requirements or to validate proZgress and identify
needs in training, intelligence, eqguiplment, etc. These
changes and rehearsals are listed in chronological order and

each is discussed separately.

TOP_SREREY ) I-2 AAR-1-3
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4 - 19 November 1979

Developing the Air Land Option (U)

M ) On 4 Nov 79, during a demonstration in the streets
in front of the American Embassy, Tehran, & group of Iran-
jans scaled the walls, entered the compound, took over the
27 acre compound, and held 63 Americans hostage. During the
next several days, a Joint Task Force was formed by the
Joint Chiefs of Staff in Washington te plan and develcop a
capability to conduct @ rescue mission. ~The Special Opera-
tions Divigion of th_o_dCS...J:J Operations Directorate was

selected as the- location__&i'.o beqin planning. Two officers

s A advance team'_fﬁdm'DELTA t.';‘_;a'veled to_ for

isolation purposes and to establish a training camp.

A ! '(TS{ DELTA was selected because of the unit's mission

'—._.6—

‘On the basis

sf DELTA's .demonstrated performance, the evaluators conclud-

%3 that DELTA was the most capable “orce Wy
4

thlablc to the Natinnmlﬁnand ﬂhorltiesﬁ(lcm!’m‘f
kwnajor General James Vaught, USA, reported to the

TR ) 1~3 AAR-1~4
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CJC5 on 12 Nov 79. By v 1l orders, he was directed to
organize and command a Jo. .. Task Force with the assigned
mission of rescuing the hostages. General Vaught, in his
capacity as Commander of the JTF (COMJTF), began to form
a small, select planning team. On 14 Nov, Major General
Gast reported as special consultant to General Vaught.
General Gast had recently returned from Iran as Chief of the
Military Assistance Advisory Group (MAAG) and was very famil-
iar with the country and its people.

Q‘iﬁg} At this point there was great concern that the
hostages might soon be tried and jailed or killed. There
was an urgent need to'rapidly develop a capability to rescue
the hostages, in the event it became necessary to do so.
i LN&T The planners faced many challenges, not the least
of which was the geographical location and size of Iran.
There were no sizeable US ground combat forces in the prox-
imity of Iran. The country itself is as large as the United
States east of the Mississippi River and is five times as

large as France. Iran is also surrounded by ccuntries which

T ==

-are not likely to éubport us Btagfhg bases or troop coancen—
tEations.. :Although several of these nations expressed objec-
tions to the .embassy take over, and the hostage situation, -it
‘was. felt that ‘they would. notTsupport a rescue migsion 1into'
,ﬁbﬁhﬂ“staged*frum théir soil. 1In any event, the need for total
operational security precluded any early contact witﬁ other
countries.
(U) The mission objective in Tehran was located approxi-
mately 350 nautical miles from the northern portion of the
Persian Gulf and well over one thousand miles from the

Arabian Sea. Anti-American sentiment prevailed throughout

TRPr—SECRET - I-4
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the country and was particularly strong in tht; capital city
of Tehran. The highways and streets of Tehran are poorly
laid out and traffic congestion inhibits normal movement
within the city.

/ } By 15 Nov, intelligence had determined that 63
hostages were in the American Embassy compound. Intelli-
gence planning and assessment had been in progress since 7

Nov, initially relying heavily on the Defense Intelligence

Agency (DIA) Irapy Task Force (ITF) which had been establish-

i T~

m

o~

( Through™ DIA, working relationshipp

.

“ : a_'él;:g‘f establighed with other agencies and organizations includ-

ing . the DefensyyMaRping. Aysncy..{DMA’), Depaitfent of Statey
' (D@S), other “PoFEidns o

NN 4nd service

Wﬁ'ﬁﬁigeniﬁéﬂfcﬁ!b&;nents. Thease relationships evolve® into -a

‘itﬂltﬁ&'-niﬂﬁr of contacts who %_fef'READ IN" on the operation.

- '

> I T
There was considerable reporting to indicate that a signifi~

cant number of hostages were being held outside the compound.
Despite conflicting reports, the weight of the evidence
indicated that all, or almost all, of the hostages were

v),.
Té) The first of several operational rescue concepts

.

called for landing the DELTA forcg]on an isolated airstrip

ins i?e the compound.

near Tehran using MC-130 COMBAT TALON aircraft. DELTA would




then

. to’ the American
-B;nbas‘sﬁf'lfree the hostages, and return to the waiting aircraft.
While this plan had the advantage of being cc;;;]:?ed in a
single night,;time and intelligence were not favorable. ?_‘hete
Mg a very high risk\that DELTA would be severely hindered by -
the crowds which would probab;y ;gather and roadblocks. which-
could” block.escapegroutf. Also, a suitable air]‘."_i‘.'éld ‘co—uid not
be identified that Fwould adequately support this concept "ol
operations. Planning and some training continued while other
alternatives were being examined.

& puring this period,~ptans and drawings obtained

’
.from the State Department along with existing photographs

e ——r

were concentra;g_d;on-.weapoqp training while the plan to

—

. enter the compoumd and" rescue the hostages was~being develop-,
' .'ed.

(U)Jl’f FHETMC130 aircrews that would™darry the DELTA force
‘into Iran were Belected by thell;rirst""Special *Operations
/ﬂ ‘.’-@‘fhg. This selection was based on aircrew past performance
and experience level. The selected aircrews immediately

began to train for the rescue mssion.
ﬁ) The uc-ﬂo was specifxcally selected for the hostage

rescue mission because of its unique operational capabilities,

. 1-6 AAR-1-7



The ¥C-130-:kexrain following radar. (TFR) . APQ-123 -provides

B escapstiitzaso €1y 2t lov ievel A NMNINNNAND
“ﬁ pight, ‘and inJjmarginal weathéf, The aircraft;
tﬂ.ﬁ; also equipped with an i.nerr.ial navigation system (IN8)

¢which: provines.’ eiéé'i:'lznt nm_”iiom..,capabili.tiea.&,without
:g],,@._ance-‘on external navigational aids. ' Because of the
vdtatances involvg_qi_ an aerial refueling capability was an
dBalute necessity, Mem&fei‘u%ﬁtﬁé ‘MC=130" fleet agay
-.g_'q'ju,pi'éd;_u_jgf_hj:;ﬂ,nﬁ"iij'ht'refﬁ“é"fiﬁ'd‘"é&d’fbment and four are
- equippéd with, forward looking infrared (FLIR). The MC-130

,Qas.iglectronic countermeasure (ECM) capabilitie'h
O

mhe,C—lao alrcraft is also well suited forjshort/
‘Q‘%QEM operations and, most importantly the MC-130

COMBAT TALON crews train for this type of operation on ar

¥

‘eontinuing basis. The only portion of the, assitfied mission;
\B%hat reqiiired @¥tehsive training on the part’ of the crews.
was the night landing and take off phase utilizing the night
¥ision gogglem_(l:l—;;ﬂ—'j-; Two pf the ~inflight refuelatgj.e
',gircraft were _also equipped with the surface-to-air recovery
"‘.MQR) systém. ‘This system allows for the'.alirborne' extrac-
ep tion or gxlfi:'l’t_:.ration of a combinatjen of one or tao..persons s
“or equipment weighing up to 500 pounds. The combination of
its aerial refueling capability plus_ ability to navigate

- WMrecisely at low altitude,_

o . carry a substantial load into and out of short/
" rough fields ant'the ability of the crews made the MC-130

the best aircraft for the reacue operation.
‘.JS') An extensive list of alternative operations to

airlanding&'f DELTﬂwas explored. Paradropf of DELTA on the

AAR-1-8
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first night of a two night operation was considered along
with the option to land the MC-T30s at an airstrip outside
Tehran to extract the force and the hostages. Disadvantages
of these options included risk of injury to EELTA personnel
during the paradrop which would add liabilities to the force
and an inability to f£ind @ location for the drop which was
terrain suitable and operationally secure. Trucks were
still required for‘transportaéion along the entry and escape
routes to the waiting C-130s.

\U{TSi Another option examined@ included the infiltration
of DELTA into Iran via boats in the Persian Gulf. The force
would then be moved by vehicles to Tehran;. The excessive
risk of exposure that would occur on the overland route

ruled against this option.

Consideration was also given B _
ﬂ E "across thmrder. This
option had a high risk factor because of the inspection
procedures used at the border. The probability of getting
to Tehran Hith%ﬁf;éaﬁpromise was considerably reduqed
because of the lengthy period required for the trip.and the

ongoing unrest in Kurdistan. Infiltration frdl . fvas
£ , .

also studied with the same conclusion.

MOMJTF and planners made visits _

1E3ggen 13 and 19 HNov to revieuiDELTA:planning. After a
review of the risks and difficulties associated with the
various scenarjios, COMJTF reported to CJCS that the opera-
tional problems associated with these concepts could not be
resolved to make the plans militarily feasible. He recom-
mended that a helicopter option be developed which would

have greater potential, especlally for thée extraction phase.

hoo e . I-8 AAR-1-9
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(u){:f)' CJCS subsequently apj_:':.r'c‘wed' the development of a
concept utilizing helicopters and directed that the initial
rlan be refined in the event a near. term rescue attempt was
required.

(y)uf) A select weather team from Air Weather Service
(AWS), a component of the Military Airlift Command {MAC),
began supporting the JTF staff on 16 Nov with climatologi-

cal, solar/lunar, and forecasting information for planning.

EEP=RECRET I-9 AAR-1-10
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19 - 38 November 1979

Developing a Helicopter Capability (U)

(ﬁg) Mission planners evaluated various models of helicop-
ters to identify those aircraft that could travel the distan-
ces required, provide the required 1lift capability, and

operate from a clandestine staying area. Staging bases

- ¢ — . - .
-Jf approval gvag_')g ranted to operate: from these::

countries, however, numerous problems would still have to be
overcome, The aircraft would have to be brought in early,
reassembled, flight tested, and flown regularly to assure
reliability. Considering the time the helicopters would
have to be in place prior to the mission, operational security
would be extremely difficult to maintain. Alsoc the countries
involved would not likely give prior permission for the
mission:to launch from withi_h'_;?:ﬁell'r borders, Crossing moun=,
tainous t¥rrain varying from 9,BP@ to 11,080 feet presented '
serious oper&tlonai}iﬁh&&_rds.j Dens.ll:y altitude would adversely
affect lift capability and engine icing problems in weather
and turbulence in mountainous terrain would also be a major
threat to helicopter operatioﬁs. The use of smaller helicop~
ters was considered; however, larger numbers would have been
required and the smaller helicopters did not have the range

required for the mission.

L) () The newly modified Air Force Mh-53 pAvE Iﬁf{ﬁ search

——————

i but was not available in sufficient numbers-for training and

employment, iOljly, ghré‘G:HH—SSS were avalilable at the time
2

TOR—BEBRET - I-10 AAR-1-11
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and for OPSEC reasons it was not considered practical t&

attempt to accelerate production.

(D)LEBT To overcome basing and overflight problems, plan-
ners examined an option utilizing helicopters launched from
a ship in the Arabian Sea. The Army CH~47 and the Navy
RH-53D were available and both had a long range, heavy lift
capability. The RH-53 was selected for two reasons. First,
it was designed to operate from a ship. Foldable rotor
blades and tail enabled a sizeable force to be embarked on
an aircraft carrier without significantly degrading its
capability to conduct near normal operations and respond to
alr wing contingency mission tasking. Second, it could be
deployed under the cover of an airborne mine countermeasure
_q&sﬁion since there had been public discussion of mining
Iranian ports on the Persian Gulf. The CH-47 and HH-S3 did
not have these essential capabilities and were not selected.
;"‘ (C} The RH-53Ds selected were the most operationally
capable in the US Navy inventory and were assigned to
Helicopter Mine Countermeasure Squadron 16 (HM-16). HM=16
had recently returned from a deployment and was considered
to be thg‘post operationally ready squadron.

(S) Unfortunately Ehere was ho Integral unit available
with the operational expertise required for this mission
that could have been assigned responsibility to execute the

mission. Therefore a unit had to be formed. On 28 Nov,

a helicopter detachment was formed —tlﬂ

was initially decided that seven volunteer crews would be
formed. One Navy pilot from HM-16 was selected for each
crew because of his knowledge of the RH~53 and to aid in
providing operational cover should the helicopters be de-

Ployed. A Marine CH-53 qualified pilot was also selected

TEOTY R, DRAFT I-11 . AAR-1-12



for each crew because of his familiarity with désert condit-
ions, extended range operations, and tactical experience In
the type of helicopter landing zone (HLZ) operations envisi-
oned during the rescue mission. A Navy-Marine three-=man
enlisted aircrew was formed to provide for maintenance
expertise on the RH~53 and crew personnel qualified in use
of the .58 calibre ’m,aéhlne gun. A combination of three Navy
RH-535 and three Marine CH-53s deployed —on
21 Nov and the detachment began to train under the command
of a Navy Commander (0-5). 1t is emphasized that at this
point all crews were operating outside the mission areas for
which they were tral-ned and were in fact attempting to
develop an entirely new operational capabllity. From 21 Nov
until 8 Dec the helicopter detachment flew195.8 hours of
.which 138.7 hours were .Elown at night. L Army night wvision
qoggles were provided and the air crews flew relatively
‘short navigatlon aid formation flights concentrating on
. ﬁﬁdihg'“iﬁ*‘- unligirted™ landing zanes (LZ) in the dark. The
crews developed. & -moderate capability working separately.
Later, joint‘trainlhg‘ with the DELTA foﬁ*_e was conducted and
plickup of: _Pﬂand Akmulated hostages was practiced.
(fs) other plans and capablilities to support the helicop-
ter option began with the formation of the helicopter detach-
ment. An Intelligence officer was assigned and special
procedures were initiated for courier service to provide him
with photographl_éf and other data. The plan envisioned launch-
ing from an aircraft carrier near the Iranian coast, j’ﬁéﬁ-'\'\resi

A" offthe Pakistan border. Theg,.PELTA force,” composed ofd

mer?bers at that time, would be aboard the RH-53s and would

PR — v I-12 AAR-1-13
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A launch at dusk. The DELTA rescue force would he composed of

and a_ command and control
Tt

element’;_ This force was later increased as additional mission

requirements were assigned i@_DELTA. The helicopters would
proceed north as far as fuel would permit, land to refuel, and
then proceed toward Tehran. This concept required a whole new
series of planning actions, intelligence requirements, and
equipment. .

Molutions to the problem of enroute refueling were
examined intensively. On 20 Nov, a search began for.an

<abandoned airstrip or unimproved landing zone that could be

-~

C used for refueling,

-Epnsultation‘s also were conducted with US military
.personnel who had served in Iran.“ geologists,

and other people who were knowledgeable’ bzf Iran.! The search
4

was by process of elimination, starting with the entire area

within the range/time envelope and applying successively

more Stringent criteria to those subareas located withip it

that might serve as suitable airstrips or unimproved LIs.

WThe search focused on the eastern portion of Iran

where the population is relatively sparse'_
C, “Ve:yuuig‘ﬁ’ﬁ’&uy capability
,’xi_.stéé in this—-area“’f

u The western portion of Iran did not offer

these advantages.

Mé) There were other factors which limited the geogra-

phic area within which refueling could be conducted. The

T i, I-13 AARR-1-14



unrefueled £1i time for the RH-53 from an aircraft

carrier to the Tehran area was computed to be about eight
hours. With the.requirement to6 avold Iranian and Boviet
‘detection at launch timej the helicopters would have to -
depart no earlier than nightfalY. This would place the

réscue force near Tehran in the early morning hbura. - This
would not allow sufficient time f‘6r DELTAW

@' Mreacue the hostages, fly to an isolated airfield,
and depart Iran in C-130s while still under the cover of
darkness.

&“\ Q{An intensive pll.anning effort was begun to search for
ways to conduct a one night operation. However, the number
of hours of darkness available posed a high risk, and forced
a schedule with no room for error or reconsolidation along

. the way. The risks were unacceptably high; and although a
one night operation had the advantage.of a relatively short
exposure time for t;z.e. force in Iran, it was npot feasible.

@\Le’) As a result, an cperation evolved, spread over two

nights and one day. ‘Planners developed a three phasad

concept.
A)C- . ; P Phase I would include the flight ;gf DELTA aboard
the helicopters to a refueling site, helicopter refueling,
and then transit to a hideout a:ea{ﬂthln.,rgasonable ‘proki-

Borv s —_
%4fjty’ of Tehran.,\gAt this min”

'bﬁn'mm‘- vehicles to be used for transportation toil

the embassy. Uu:ing Phase Il,mw

Shortly after, midnight, Tehran' time, w.‘l'm would enter the

- 'dompound. rescue the hostages, and call fo.r pick up by the
Pel:copters [ B amthlet.ic f i eld mi¥e=the. compoun®t All

l.?: p—ersonnel would then fly" ko, l! nearby air strip' Phase III
was the gxfiltration phase. ms would be in place at'a’

inearby abg_ndongd,airf.i':ej,q,g(havlng flown in dﬁring darkness)

FPdBSiEle, AAR-1-15
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and, once the péliqpptefs‘arrived, load the hostages and the
rescue force and fly out of Iran under cover of darkness.
&&A\ {#€) The three Phase, two night approach to planning and
‘execution offered several advantages. The mission could
proceed in a more measured and controlled fashion, which
would provide time for enroute assessments of force capabi-
lity and Iranian reactions. Additional contingencies could
be examined and p{anned where prudent and command and control
problems would be more manageable. This approach also offered
opportunities to withdraw should the force be discovered prior
to reaching the compound, or if the force was uﬁﬁble to proceed
due to mechanical problems. Delays between Phase I and Phase
In caused by adverse weather, new intelligence, mechanical
Eailures. or other problems could be accommodated. The two day,
‘thfee phased plqg;began to take shape and, because of it, new
demands evolved for training, intelligence, equipment, communi-~
tcations, logistics, and a two day period of suitable weather.
.(uhmsT'Refueling‘of the helicopters in Iran posed the most
serious problem.:“iﬁe-area for a refueling site was primarily
defined by helicopter range capability. An area about 166—150
miles in diameter was identified approximately 500 NM inland.
At this point, the helicopters could land with sufficient fuel
reserve, obtain fuel to complete the mission, and then'§¥6ceed
to a hide out area, arriving before first light. An exhaustive
search failgd to produce a suitable abandoned airstrip for the
C-130s to land. Also at that point in the planﬁihg, there were

ppekpown occupied airfields that coyld.be taken by force with-

AAR-1-16
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out a major risk F;f compromise.
bW (é) on 22 Nov, planners began to develop a concept for
“the airdrop of fuel into the desert }or the helicopters.
The concept oEEWPEINE‘ using Low Altitude Parachute Extrac-
mys'fem A&A_PES) techniqq.e_'g- was considered and discarded
due to lack of an extraction zone with a suitable hard and
flat surface (had such an area‘been jdentified, an airland
operation would have been feasible}. It was decided to
develop a capabllity to airdrop a fuel system that was
currently available in the US Army inventory. This system
included 5@8-gallon._fueli-bladders’ {blivets}- which could' Be’
rolled on a suitable._desert. floor;’-a #eries -of -hoses, and a
“fuel pump totransfer fuel .into the helicopters.
, . (T8) During ;-.he period 22 - 29 Nov, a serles of tests

and training WiEH' tha¥fuel X hliveta, hosesy sand: 5 was

p— ]

conducted by US Army sr‘hec‘ialists—i‘he

system proved to be promising.' DELTA came to

for checkout and training since ﬂmh,,force would gather up
the BIAVEESR i in:ﬁé drop zone (DZ) and also perform the
refueling operat on, assisted by the helicopter crews: 3At
a‘wmﬁa select US Amy -team ‘of riggers and fuel experts
u_rg‘rklng with m:-laa crews began a series of airdrops.
Several problems were identified, including -the difficulty

5f loading ﬁqu,._nﬂﬁwbuvatd‘ﬁfhoses, pumps, and. ape Army

‘rractor (Mule) qnbo_a_t:l. The Mule would also be air dropped,
“4p-lt was need&d to ‘help rédovér thi=Blivets: frém- along the
Wgﬁ&,zdnm&?-ﬁﬁm’to’ﬂe helicopters. Other equip-
‘* ment to be q_iﬂrdropped ‘was—added to them such as
camouflage ne‘r.s. These items were too heavy to carry in the

already heavily laden helicopters which "wduld-dep&rt from

AAR-1-17



€ DRAFT RSN

*

A the carrier with DELTA onboard. The drop tests-were moder-
ately successful.

’Intelllgence was heavily tasked to respond to a

growing 1list of essential elements of information (EEI}. A

flat, firm, and isolated drop zone had not yet been identi-

t qied. “A more detalled -;riemy order of battle was needed, along

C‘oute analysis to_aa needed for the

@A helicopter drop -
off point !Far "DELTA and a hideout site for the helicopters

were also planning considerations:that required extensive

-

study and resolution. Route analysis’ wis reguired to get

A C DELTA 'into the clty

—$Road blocks and a host of other threats reguired

analysis and much more information was needed on the embassy
—compound ltself. Enfiltration and extraction airfields that
“Could be secured ~and accommodate C-130s still had to be
selected.

D%By 25 Mov, the JTF had portions of the EEI satis-
fied. Intelligence indicated that even 1f DELTA could reach

':Lthe embassy compound walls undetected, enter the compound,

. and release the hostages, there was a high probability that

*ranian elements \g_guld react with force and fire at the

AAR-1-18

V- 5@



N g

helicopters as they entered and lifted from the compound.
COMJTF recommended to that AC-138 SPECTRE qunships be

employed in the objective area to provide protcctive fire-

power for_DELTA if reqqlrgg.

Firepower would be used only to the extent required to
release the hostages and protect the rescue force. The
mission was to be a surgical operation with the single
purpose of extracting the hostages. Collateral damage and
casualties were to be kept to the minimum necessary to
protect the rescue force. ' CJCS approved the concept for

planning and AC-138 personnel ‘were brought into the plan-

¥ Dlbxeydh it B »1»%?‘3‘?&% o

(U)QDS{ Concurrently, during the week of 21 N;v. the J-2
recommended to COMJTF that\ﬁanzariyeh airfield be considered
for use as the MC-139 extraction airfield. It is located
about 69 miles southwest of Tehran and was used formerly by

the Iranian Alr Force-(IAF) as a support sgfip for a bombing

. and gunner§‘f&nget_'The runway is over 10,802.feet long with

a parallel taiiaz;utﬁg?ﬂgin”readily,nccéﬁmodate several
parked aircraft. If waS"exﬁected that gnly:h.minimum'number
of caretakers would‘be-p;esent ;nd. although there were some
armed forces nearb}, it was felt that a'éround security
force could land aboard the' HC-13BS,-aecure, and hold the

-~

airfielgwduring the’ extraction phase.

(T8)F/COMITF obtained approval Efeq}to plan for the

use of Manzariyeh and seleétems Army Ranger

seo~samer- DRAFT 1. iy i
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X) days and five hours after the JCS ordered the deployment.

Although there was speculation by the press on the departure

from Norfolk, the real purpese of the deployment was not

revealed,.

w Meanwhile, the zircraft carrier USS KITTY HAWK was

directed by JCS to onload the helicopters as she salled
E , within 188 nautical milesMenrouta to station
in the Arablan S?a. The hel-icopters and equipment were
flown aboard the KITTY HAWK under cover of darkness on: the

evening of “28 Nov.
> w JCS considered deploying DELTA and the helicopter
crews that would actually £ly the rescue mlssion“
e -to board the KITTY HAWK along with the helicopters;
However, planning, intelligence, and training were judged
insufficient and it was determined that the force should

continue training in the United States and deploy at a later

date.

y/\ﬁ) On 24 Nov, the JTF staff began to develop a list of

contingencies. 'I‘_h!' 1ist was modified throughout Nov and

Pf during a COMJTF meeting ‘n 29 Nov the llst-:as
reviewed extensively and further modified. Each of the
commanders began to gain confidence that an operational
capability was developing.

! m‘As a result of considerations which were evident
prior to the 29 Nov meeting, COMJTF recommended to CJCS that
the helicopters be moved to a desert region in the western
US. This recommendation was based on two major consider-
ations. First, the JTF felt that training should be conduct-

ed In a realistic environment similar to that found in

DRAFT
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Iran. Second, dperationhl security was of primary concern.
tfutveys - were conducted at thefbg>ngg_¥gmg_Proﬁindzcroundi
{YPG), AZ; Marine Station, Twenty Nine Palms;. and Indian
:Sppings AFB, near .Las Veqag, Nevade. YPG was selected
because of its isolatlion, facilities, terrain, climate,
range availability and size. CJCS concurred with the selec-
tion of YPG and the helicopter detachment personnel moved to

Iq YPG in a“n 30 Hov. The helicopters that
had been used on' the east coast were returned-lo parent

_[\ organizations | and the force was

moved undetected.

(U) At the time Qf the move to YPG the following progress

had been made: _ i
C_a- JTF planning cell was composed of the following :ﬁ

expertise: ' . :f
- Intelligence (two officers) §'
- Weather (one officer) ‘
; Communications (four officers)

- Logistice (three officers)

- Operations (15 officers) -

- Administration (one enlisted and one civilian)
2 >
‘.‘)I = e e e . -

b. 4‘,-’The helicopter detachment had flown 195.5

hours. Aircrew capability was judged to be fair, with
considerable work remaining.

cﬁhﬁn The €-130s had flown thﬁlhours and $even
sorties of direct mission training (positioning

time/sorties not included)}. Aircrew status was

AAR-1-22
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judged to. be mission capable, but with more training
requireé in ‘I‘:\lack out landings. Mission aircraft had
“Béen modified by. installing additional ‘center rails‘
e accmjg funl. bbival:nurdgy

IV!DBT _!Delha.- had rehearsed for two weeks and had
procured and modified additional equipment.

e. ommunications activities to'this point had

cpptered on. STTERT S ing MiomWnMns

“Between the JTF in” the PentagonLind:.DELTA-

: -tut_m-\;q:_.;pﬁrnt_secure voice and teletype
permitted the r-a_p—i.d exchange of sensitive information

——

thougﬁ gloaqu ;controlled facilities. 'Communica-
{ grions. Whnning';s -'continued, with emphasis..on the use by
DELTA_of portable manp¥ck” satellite terminals backed
Jup by ‘portable HF radios., Théiishortage of satellite
'T,':E'ermina],s_gnd__. reliance on HF was _a major concern at
this stage. It was envisioned that the Joint Communi-
cations Suppo'rt Element (JCSE) from MacDill AFB, FL,
;would provide the deployed JTF Headquarters with the
'Eacilitie;-;e_e;ﬂed to maintain reliable secure communi-
‘cations with the NCA/CJCS gnd from COMJTF to deployed
fsubordinate forces.
Wj&’} Logistics status - No logistice constraints
existed based on stated requirements from the units.

[ Miscellaneous —-and equipment

‘were obtained and stored with expected user units.

ﬁ-

}

This material included such_ items as 18 AN/PVS-5
night vigjr.'on goggles and 35 Kevlar vests for helicop-

ter crews. The Rangers received four dirt bikes

) 9' {motorcycles}, ujeeps with

:_36 camouflage syatems.”land various

wpel
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A g " quantiFTén-and types of munitionab " DELTA received’

f thréa, M-274 Mules,

“fnﬂ""y?riquﬁ:ﬂnantlties and types
GEmutdElondeand weapons.’ FPifty-eight 50Q gallon
';E‘E!-I‘aﬁbiblﬁfﬁi ~dgtle “hlivets), seven M-274 Mules,
®ight forward area refueling equipment (FARE) units
“with .100" GPM~punp'systems,- and numerous pagachutes
and _rigging equipment wére“provided to th_e&_i_rboﬂrn:e’
Test Board at Fort Bragg? for preparation of an air dro;;
of JP-4 for helicopfariréfieling 'ggglipment;};_f.:gifh test |
dror on 25 Nov of one blivet load was conducted
:‘at Fort Bragg and was totally satisfactory.
g{u]jxf-" The weather support to the JTF staff increas-
ed significantly during this period. The mission
weather officer prepared daily weather products that
included satellite photos, low level helicopter route
forgcasts, and long range forecasts for Middle East
and US southwest desert regions.
h. (ﬁ.‘_ The status of intelligence was gener-
c_ ‘ally imprc;‘—r—i;;.“ Better evaluation and interpretation of
incoming reports was possible. As intelligence hold-
ings increased, the puzzle became easi'ér to assemble as
“the edges and corners were sketched in. Also, as time
progressed new contacts were developed within the

intelligence community, procedures were streamlined,

and standing requirements were established. ‘Bdttebns .

- r_..
of indigenous activity were outlined.L-
ey =

“,( Kil__t_t!is contributed to a steady’

B




p—
“rIse in confidence in the intelligence pictu

i(p)}ST' The overall assessment was that a capability

to conduct the rescue mission was beginning to emerge,
but there still remained serious difficulties in

planning, intelligence, communications, and training.
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INITIAL TRAINING IN THE DESERT (U)

(U) ) Preceeding the helicopter detachment move f_._p,;._!kti’{
a Marine Colonel and a staff of two coordinated preparations
with the Army support base. Adequate, though austere,
facilities were provided for administration, quarters, and
messing. An inactive runway was provided for helicopter
parking and a Lockheed facility, which became known as "The
Barn", was made available for the follow-on JTF staff %nd
DELTA force. The YPG commander and his staff provided
excellent subport throughout the training period ahead.

(U\121’ Three CH-53 helicopters were provided byjef#t ‘coast’

L MAG quhnd fourl%rom ;AG_IS on fethe west coast. On 1 DEC the
first sortie was flown with five helicopters available. The
JTF Weather Officer provided basic weather data for local

training conditions.

.

e

(CiW;Durinéfiﬁip period, navigation and formation
flying were stressed along with night landings. The pilots
experienced difficulties landing in the desert because the
downwash from their main rotors generated dust and sand
clouds which obscured visibility. Some landings were made
in instrument meteorological conditions (IMC). Technigues
for making no-hover landings were practiced. Still, there
were difficulties. Most of the night flights were conducted
during medium to high moon illumination periods. Later,

some flights were conducted during total darkness. The

<BaR GRCTET ' 1-25
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pilots were becoming comfortable with navigation at 500 feet
above ground level (AGL) in mountainous terrain at night.
They were far from comfortable, however, duri'ng the periods
when there was no moon illumination.

'\U\(#) Concurrent with this training, JTF began to plan
an exercisefat;YPGiwhich would rehearse an integrated mission
effort. The exercise would involve MC-130s, helicopters,
DELTA personnel, Rangers, a Combat Control Team (CCT) element,
and a single AC:'IBD guﬂship;‘l The concept for the first
exercise was for DELTA to be inserted into country by helicop-
ters, MC-130s to paradrop blivets ‘to refuel the helicopters,
DELTA to attack the compound with an AC-130. providing fire
qsupport, extraction of DELTA and “"hostages™ from the compound
by helicopter, and final extraction out of country by MC-130s.

'\U)w‘r " The DELTA force!arrived aboard a C-141 during darkness
two days before the exercise. '_l‘hey used tapes and stones to lay
out a simulated embassy compound m‘t__35‘“_.:;11_._1es_.',north_...,_qtf,~.the
:runway “BnA 2% miles ‘nokth of' the Barn.,, A Cﬁij;;;g;t upsimulated
-targets for the 3gtinship.i A small, relatively level area aBout
tgn.M to the southwest of the simulated compouﬁ-d- was

"+ s8elected for the % drop zone. An area to the north of the
drop zone was selected for the helicopter hidecut area.

y ' '%,,On the first night of the exercise, helicopters
with DELTA aboard would launch from the ﬁc airfield after
dark, fly a 1.5 hour navigation flight, and land at the
refueling site where DELTA would set up the landing zone -and
_guide the mligh in for the drop. Following refueling,

the helicopters would fly I,bl'ie DELTA force on a one hour

navigation flight to the drop off point/hide-out area where

riRghyhil
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make the assault, call the helicop-
ters in for e§yraction, and then return to.the Barn.
{‘H(') The exercise went poorly. The first helicopter
navigation flight to the fuel drop zone was attempted without
any moon illumination. The flight leader had difficulty in
navigating and had to circle several times. Landings were
attempted, but it was determined that it was too dangerous to
lanﬁ in the total darkness.
‘JH Qf) The Eollbwlng evening another exercise was attempt-
ed. Lights were prepositioned on the LZ to assist the pllots
in landing. Althoughlthe lights would not be available cn
the LZ during the actual mission, it was felt that this
assistance should be provided to enable the refueling and
subsequent events to be exercised. The flight leader had
similar problems with navigation and after several attempts,
the helicopters landed. The C-130s made¥8 low identification

pass over the ground party before dropping the fuel- btivets.

On the second pass the blivets, hoses, a pump, and a tractor

V-6 g

were parachuted.:; —Results were poor. anly three of the ten
blivets remained intact while the remainder rupturéﬁ on’
‘impact. The tractor experienced a broken front axle which
rendered it useleas. The MC-lSO!s.hlivgﬁ”laéd had been
packed tobETghtly and. when the restraining line ‘was cut™to
-ﬁ&égw the load to roll back (this.iﬁ?ﬁiﬁgtayity drop) eXcess
é;ight broke the anchor cable arm which resulted in slow or
qpn-deploynont-of:several parachutes. The tractor's parachute
opened, but:the unit had not been rigged ptoperly- for the
'drop,.

(tﬁ (d) The exercise was a disappointment. Confidence was

poNNIL

SOF—EHENET 1-27 AAR-1-28

DRAFT



wesserer URAT K

lost in the parndr;;"qﬁfthé'fuel'blivets. It was becoming
clear that it would .take longer than desired to refuel the
helicopters using this mode even if techniques and proce-
dures could be refined. Later in the program the procedures
were refined and numerous successful drops were acompl {shed.
(Uluﬁ/' Helicopter aircrew progress was also of major

concern. Entirely new techniques of flying and landing with

“night vision goagles in total darkness, .mhetre only a -two

“dimensional picture is presented, required considerabl®

~EOPERORET I~28

AVa 6§

expertise, _Throughout the training, proficiency in the use-
of the_ NVGs incresased to a level never befbre achleved.
Pt ing éarly'?ralﬁing-evolut{ons it wag obvious that the
Services did not possess the expertise required for the usé™’
of NVGs envisioned for this mlsslﬁﬁ:ﬁfﬁha of "the MVGs had
previously 'beefi"1imited to basi¢ familiarization. The
tuctical use oEwthese devices had been limited to such a
degreeh;hathETvva few pilots, Army and Marine Corps, could
“even address the_subjecti COMJTF and the planners recogniz-
ed that mo;; e£§erienced hellicopter pilots with more mission
parallel qualifications would be required. The most exper-
ienced H-53 pllo;s available were recruited and a major
change in personnel took place. -
jETTp]The task at this time was to "institutionalize®
the helicopter detachment and gain competence and confidence
as soon as practicable. During the succeeding weeks, the
detachment stressed fundamentals and functional training, to
include navigation, flight formation, desert landings'ygtle
8'ing night vision.gogglesi: and i§3339 refuelin% (a new
procedure to be addressed later). In the search for train-

ing guidelines on the use_p% NVGs, the hellcopter detachment

AAR-1-29
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found there were no guidelines available b'eyoud a three
flight introductory syllabus “FFom MAWTS-1 at MCAS Yuma. Even
in this training environment -pno“ts only acguired about one
hour of HVG time during a three flight syllabus. The hellcop-
ter detachment realized it had a long way to go when it was
apparent that a pilot would have to wear _t’E?'TV@"fordﬁ‘:‘b?
"five or six hours at a time.

IR Y (,) « Training- in, the usa of WVa. ‘became verydeliberitel

i Pt agui:ed appr’d!‘tnﬁ‘tm“teh 'h‘bura b!"'actual goggle time
_g?-a pilot to became. ,proﬂcient and comi‘.’arnﬂ_ln “thelf ~
"i_ﬂﬁ _Pilots had. to become accustomed to having the extrp
‘:&'\’ightmaﬁrtmthein—hbads wiile functioning within a
ﬁﬁ:’"degree ‘field of view, presepted ingtwo dimensions and )

MR RIndE, gz pen and b1ack:

{q)(l) I'EWM'P{ the NVGs amplify available amblent -
'Jht-sand are most effectlve when ghere ia moon illumination.
%g#g}_so provide best resulpg.when. used at; 500 ft AGL or
i?uer. . The Taircréws alsa.,found ‘that for lon,g..phh.ndl of M
“Eimesdit Ehere“was aﬂ*ﬂéﬁﬁ?ﬁimlv'dff between whati"'uas
Péguired to navigate ‘precisely and goggle effectiveness“that
swaNLarallow t Ru@ERG". fig’*”‘"ﬁrdftabiffwb‘é‘fweam 1000 _Jft ”
!bqwg_nd level'iBVEY extenddd periodsy

“HEEgcggles and,-depending on source insenajian(rcould vash

. .'",i:,;f_tﬁ_aelg&it_fth'e"i"'g;a’c_?iélé's eptirely, rendering them useless.
Therefore, the pilot wearing the goggles had to have his side; .
of the cockpit and the center console totally blacked odt."" The

- P
pilot not wearing t})e goggles had to have his instrument lights

I-29 AAR-1-30
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at a very low intensity so as to limit the ‘intensity of“a

direct light source.

..

Flying with the goggles entails a coordinated team
“8ffort by both pilots. [ The pilot using the goggles can not
read the aircraft instruments and his entire scan is outside

the cockpit. Information such as altitude, héading, power

+ ap———

and_airspeed, must be provided verbally by -the pilot not on

——n

the goggteséfﬁfThis transmitting of vital information is very

important during*landingé;gﬁﬂf%ake offs.

L This team effort becomes more important during any

-

navigation problem. The aircrews found that with thorough
map study.}boupled_;ith the use of photography? precise
navigation was managable at low level in a totally blacked
out mode to the'point‘wherehgilotAdead_reckoning (DR) was ’
more accurate than navigating using either the Palletized
Inertial MNavigation System (PINS) or OHBGA:? In fact, DR was
exact to an exceptionally high degree. This degree of compe-
"tency was achieved thtougﬁ 1ong hours'of practice and the
gs;abiishméﬁgﬁgggguétecjse..dontinual dialog between.the
Wi pilots. ’ -

\q)_(cﬁ The maps used were JOG (AIR) 1:250,000. The pilot
navigating would tell the other pilat using the NVGs what he
sEguld_see on the ground and the surrounding territory and
what to expect in the next few miles. He would indicate
type ;gr;$in.:tYpeé of trails/roads, foliage, etc:. in a
manner thav was clear and concise. The pilot on NVGs would
likewise describe_yhat he was seeind -a&  accurately ak possible
to‘gg”;glated“to the charts. The verbal dialogue became
tailored,to-eaah;crew as -they trained and would continue from

takeoff until landing. With this constant update of- informa-

POP-SEURBET I-30 ARR-1-31
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tion, the pilots knew exactly what was happening all the time
and became very confident in their ability to navigate pre-
cisely. This operaticnal capability had to be developed because
the RH~53 did not have forward looking infrared (FLIR}, terrain

clearance radar, or an aulomated map display showing present

position. - ‘

L _',("1'5) Faced with the disappointing results of the aif’
‘drop fuel exercise, the JTF began to explore alternatives

P

for refueling. ‘One alternative was to 'drop the fuel on the
first night of a multi-night operation.~ A small team. ;would
paradrop iln with the fuel, secure it with tractors, and
cover the equipment with camouflage nets. A portable TACAN
would also be set up for use by the helicopters on a subse-

guent night. The team would have communications, and |if

:compromised or if the mission could not continue, they would

..... .

be picked up .the Fulton recovery method. Another varia-

4T

tion was to drop equipment only and -determine throughm
o _’hEther"Eﬂe'El-i"‘iets remained intact and undis-

T il I-31 : AAR-1-32
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covered. Although these options remained open until final
deployment in mid-April, the JTF did not have high confidence
in the concept. The risks of compromise were high because of

the mu thi-night requirement.

% The JTF continued to search for an abandoned air
field in the previously mentioned refueling area of interest
in Iran. The J-2 was tasked to locate an operational airfield
that would be suitable for #C-130s. Indigenous forces at
the airfield would have to pose minimal‘ threat to the force
as it captured the field. One airfield,qNain (Na-en) Mili-
tary was found to meet these criteria. It is located northeast
of :Nain @ity  on-the -highway to Aparak. This field previously

supported an IAF electronic warfare training ranges}- After the

‘revolution, 'training had ceased at the rangé and .only a 20~-40

v !
: ‘man security and..maintenance force remained_"j‘_]
.(D - S cavemmtiO Y. T

g ﬁntim&tely familiar with the range were consulted

and provided important. Infogmation.” A USAF officer who previ-

G ously served as the“nﬂlran until Feb 79

‘and was very’ farﬁi'-i:i:-;f"'ﬁith the inatalléfion. was also consul-
t‘ed.. Ks a result of these consultations and analys?is of
‘ﬁ;photography!‘tq_&‘g_a'l_'f-‘ determined that it would be feasible_"_to
‘secure the airfield and lconduct refueling operations. Many
refinements were made 'to this plan in subsequent weeks and
details will be presented later in the report. The Rangers
were assigned responsibility for éecuring and holding the
airfield. |
AQM To support the operation, an existing USAF refuel-

ing system was adapted to the MC-130. The system is a

~PGp=GSECRET AAR-1-33
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3,000 gallon capacity collapsible fuel bladder with a gasoline
engine driven fuel pump and pressure hoses which are extended
to the receiver aircraft. Most C-130s can carry two bladders
interconnected with hoses to provide 5,500 gallons of fuel for
transfer (about 250 gallons remain in each tank at the comple--
tion of refueling). The MC-130 has less space due to in-
stalled "electronic systems and only one bladder can be car-
ried. ‘One of the refueling systems was installed and checked
out at Davis Monthan AFB, AZ, where the C-130s were temporar—
ily located during training. Training and briefing sessions
were conducted with helicopter representatives. The first
refueling test was cond.ucted “at MCAS Twenty-Nine Palms Expedi-
tionary Airfielsl (EAF) on the night of 7 Dec. A single MC-130
and three helicopters were used for the test. Coordination
problems were encountered, but the mechanical refueling
procedures were -validated. The successful completion of this
event was encouraging to the JTF and the so called /"Nain-
option™ was pursued vigorously. The airdrop procedure was also
refined as a secondary option in the event the Nam operation
became infeasible or a suitable drop zone became avaxlable.
M During December, the mission weather officer contin-

uved providing daily weather briefs to the JTF staff increasing

€ the Middle East interest areas from Iran_}
.-j-—c—ﬂm ‘WHELTA continued training _ After the

: first rehearsal, DELTA assault plans were refined. Still

lacking, however, was verification of a suitable DELTA drop ,

off point, a helicopter hiding area, a verified FToute

AAR~34
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to Tehran,. vehicles to transport the force to Tehran and

answer a number of EEI.
Y} On 11 Dec, COMJTF regquested that_

g {2 Dec, after an analysis of all options.f;ho
s;;;'qji::'ts :-_._.st-:adihm_,'?iﬁ%"osscz -Boos_eve;!&tf.-fﬁ-ﬁre'et “from-the northeast ¢
corner of theicb@péuﬁd?:E?Eselgcted'éiﬁthe'primary.Lz. This
required new planning, coordination, and training on the

ﬂ part of DELTA, the guﬁships, and the helicopters. Unsure

COMJTF, on 14 Dec,

T

received CJCS permission to develop a concept which called

g_ tor (AR - oicficid -called

Semnan New;‘locqggg;gﬂs milesfeast of Tehran, was examined.

It was a support field for the IAF HAWK missile trafhing
range. Like the electronic warfare range at Nain, training
had terminated at Semnan New and only a small security and

caretaker force remainedl' It was estimated that %§141s

could land at'this field under the cover of darkness and

,q-— offload ?Soth\ DELTA

were

abundant in the Iranian Armed Forces and so it was determined

- einat it this option matéralize ANMRNNNRY

"would be transported. On 16 Dec, members of DELTA began

at the Aberdeen Proving Grounds,



ﬁriver training continued until 27 Dec.

_(ﬁ'éﬂ‘[ The identification of Nain as Ja.=. potential refueling
site caused a series of interrelated changes in the concept
of operations. Foremost was the decision for DELTA to fly
into Iran aboard the MC-130s and transfer to the helicopters
at Nain. This concept had several advantages. First, it
reduced substantially the gross weight requirement for the
helicopters at launch from the carrier. This would enable
the helicopters %o carry more fuel in additional internal
auxiliary fuel tanks. Second, it would permit DELTA to
remain longer in the CONUS for training and, in \:he event
new intelligence became available, changes to '.i)BLTA planning
and training could he accommodated. DELTA forceslcouid be

Al ® nmoved into the area using C-Mls—

to the carrier task force fn fi\:év 'days.' Although it was

A considered feasible to movem
AR - ¢ houco ana then £1y

them to the aircraft carrier, it was not feasible to provide

cover to DELTA and. their equipment by using this propedure._
g,s')(u) There w.;;.a need to develop new communications
arrangements and procedures and by 18 Dec some progress had
been made to support the following command, control, and
communications concept. COMJITF would probably be located at
a base in the Mediterranian region. This required communi-
cations with the aircraft carrier, the MC-130 base, the,
' ' MC-130s, gunship aircraft, the Ranger force at Nain, DBLTA,“/
helicopters, and the extraction force'it Manzariyeh Airfield.

M[U)By 15 Dec communications facilities had been estab-

lished with the Ranger element. This greatly improved

-
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their coordination and planning capabilities. -Field training
had reconfirmed the suitability of tactical equipment support-
ing the JTF headquarters. However, communications with
airborne and ground forces had not yet been perfected.
Confidence in high frequency (HF) voice for communications
with aircraft and helicopters was extreme]i.y low, prompting
additional efforts to ‘improve HF reliability and a search
for additional portable satellite comrnun'ications equipment.

{U) - Representatives from CINCPAC anii USCINCEUR arrived
in Washington in December and participated in planning and
cocordination.

@Wlanning ané training progressed rapidly through
mid-December. There was an urgent need to validate most
portions of the plan and to determine the status of training
and equipment. Plans for another rehearsal at YPG were formu-
lated based on the mission plan. The mission plan at that time
called for the following resources: First night - six MC-130s,
-KC-1355 for air refueling MC-130s ' to and from Nain, six
g'l_';elicopters..!‘gﬂl‘{;‘_ﬁ,;-.anﬁ’.Rangers at'Nain\.,,Second night -
five MC and (',;ihré; AC-130s .with W kc-135 support sorties for.
refueling in and out of(Manzariyeh Airfield and .Rangers to
*secure the airfield;:;

L_;M(U)It was determined that representative forces would
be used for the rehearsal. Operational security was a prime
consideration. Consequently the following resources played
in the rehearsal:+ three MC-130s, six helicopters,f 19 DELTA,

f . . el
two CCTs,| three Rangers and offe*AC-130.

-

(#)fU) The rehearsal scenario called for the helicopters
to fly a two hour navigation flight to the Twenty Nine Palms
EAF Ig:u_sed to! simulate Nain), where three MC-130s would be

waiting_w_it'.ljf;‘.ﬁE_UrA and. three Rangeré "to control the airfield.
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Once refueling was completed, the helicopters would fly a

Ll B

1.5 hour navigation flight to the Barn ot YPG then to a hide
out area 20 mileg nc;rth..-' '_'{.'_here the helicopters would wait
until the next Hdé; for the call/_-'_f__'go:q‘ "ng:-r_a»advising that
they we’re"éb’gut tr.%"go "over the wall" at a simulated compound.
DELTA ‘would proceedmto a simulated compound
which was a small set of lighted buildings ﬁ‘_é"ii:*'fthe’:YPG
airfield. Following extraction, the ‘helicopters would fly
for about 40 minutes to an abandoned airfield near Holtsville,
CA.'(used-"to simulate Manzariyeh.) where MC-1308 would be
waiting. )

'rfwj;lé{u) The rescue élan called for abandoning the helicop-
ters{at Manzariyeh., but in this case the helicopters would be
flown back to the YPG ‘airfield. Command and control was
supported by a 20 man Joint Communications Support Element
which had deployed -frbm MacDill AE‘B‘ for the first rehearsal

and remained in place at YPG.

LA

(u) (%) On 14 Dec, several DELTA personnel arrived ahead of
the rehearsal date_to condu;:tfenother test of the airdrop
method of refueling'. This was accomplished on 17 Dec with
two helicopters and one .HC-‘TEO dropping Téur blivets, one
pump, and one tractor. The drop was successful and all
blivets and othet equipment remained intact and were useable.
The force refueled the helicopters and experienced no pro-
blems.

.W u"l‘he rehearsal which began on 18 Dec went according
to schedule. There were rough edges to be worked out and
more coordination to be accomplished. Areas requiring
additional emphasis were blacked out airfield landings for
the C-130s, airfield marshalling and control at both air-

fields, communications, and refueling procedures. The overall
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assessment, however, was that the plan was viable and JTF
confidence grew substantially. A capability existed but the
risks remained high. During this rehearsal a prototype of a

new porl:able-‘-"sﬁellite terminal wap firgt testBd. . This new

*ddic, the PT-25F"held ‘Profise for greater availability of

satellite terminals to all ground elements and“reduced reliance

p—y

on HF.

y, (,‘#) . With the exception of the helicopter detachment,

¢ A

-7

all units redeployed back to their training sites. The

licopters continued functional training as did the MC-130s.

'DELTA resumed tra ining -concen-

trating on— weapons training and plans for the

assault on the compound. ZThe Rangeiéis",iconcentrated on training
and plans Eor the'.L_l_*lain and Manzariyeh options.

(U),Ler Operational security remained a major concern. It
was decided, -v_v_ith CJCS concurrence, that the task force
should take a Christmas break to protect OPSEC. Families
would not understand the need to conduct training during
Christmas and might elevate concerns to members of Congress
or the press after being told that a joint training ex;rcise
to validate Army-Marine doctrine® would continue through the
holidays. Personnel returned home (the helicopter detachment
stopped flying), OPSEC was maintained, and an extensive
recall plan was developed. The plan provided transpor-
tation to recall everyone within 24 hours.

{(uU) Between 9 Dec and 23 Dec the helicopters had flown
153.0 hours of which 140.7 were flown at night. Between 3

and 2! Dec the C-130s had flown 159.4 hours (144.0 at night_)a‘_.

\u_) (A Modifications required to prepare the RH-53s for
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the rescue mission were minimal with the most significant

Béing the removal of mine sweeping eguipment and engipg
sand separaf&f;mdna installatioﬂwa armor plate aqd the!
‘S=YTF contained navigation systems. To provide an onboard
‘navigation capability te augment the primary method of naviga:{
Flon (bisuglm;éfrain following), tinertial navigation systems
‘that could be inStalled‘werewyeviewedT Two basic navigation
systems were selected that could be installed temporarily.
would provide the accuracy desired, and could insure redundancy
since they employed different operating principles. The
systems selected were OMEGA and a Palletized Inertial Naviga-
tion System. The OMEGA is an accurate positioning system which
employs a triangulation method of evaluating radio signals over
great distances. The PINS system is entirely self contained
and operates from the electric power supply of the aircraft.
The PINS requires that it be initiated and zeroized for error
at a fixed, non-moving location. Since the mission launch was
scheduled from an aircraft carrier at sea, procedures were
employed to initialize the system at a land base prior to
mission launch. PINS sets would be mounted in specially
constructed racks in a C-2 COD aircraft, flown ashore, initial-
ized while the C-2 was motionless at the land base, then flown
back to NIMITZ. The C-2 would remain plugged in to ships
electrical power until just prior to mission launch. Transfer
qf.the PINS sets from the C-2 to the mission aircraft would be
accomplished by activation of an internal “battery that.supplied
power during the transfer. External ships power would then bé
.maintained on the RH-53Ds until they were started and opera-

s

ting.'
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_é\,\ uf During this period plans were made to egquip all

mission RH-53Ds with both OMEGA and PINS systems.

’ OMEGA., .‘3'*___;9‘.“1 gif_ seven Northrop. Cardinal systems”
were availablétIrbm.the contractdr. The systems had been
used in an earlier test and evaluation program. BSince a
successful trial installation had been previously tested, it

was decided to deploy a Northrop/Naval Air Test Center team

. -,_to install the system on the six HM-16
' aircraft. The six systems were 1nstalled_

before the aircraft were flown aboard KITTY HAWK. The
seventh system was used as & spare. A contractor technical
representative embark¥ed on KITTY HAWK and remained with
HM-16 for training and maintenance support.

/Subsequent mission planning. identified the reqguire-
ment for two additional mission RH-53Ds. Three Litton 211
’systems were obtained. These systems were scheduled for
installatioen -i.n mission aircraft and one for installation in
a training aircraft at Yuma. The Litton 211 was selected
because additiona_l Northrop -systems were not available.
Also, the Littai\; T;21“1 l;ad been previously installed and
successfully tested on an RH-53D. Two RH-53Ds were airlifted

€ by C-SA-n 22 Dec and embarked aboard NIMITZ
for transit to the Indian Ocean. A special modification
team configured both aircraft with the Litton 211 OMEGA
system during the transit.
(W (/) After NIMITZ relieved KITTY HAWK on station in the
Indian Ocean, HM-16 transferred to NIMITZ with six RH-53Ds
equipped with Northrop Cardinal 1 OMEGA. After taking

custody of the two RH-53Ds eqqipped with Litton 211 OMEGAs
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aboard NIMITZ, HM-16 had eight OMEGA egquipped RE-53D helicop-

ters.&i) |

) The JTF arranged to borrow nine PINS from the USAF,
Six systems were delivered to HM-16 for installation. A
navigation systems expert was provided to install the PINS
and train the aircrews. He developed and tested the plan
for initializing the PINS and personally supervised the
mission set-up of this equipment in all aircraft.

CE# Three BRINS systems and an INS technician were
provided to the mission aircraft for traininguat.tdma.
These systems were eventually delivered to the NINIEZ prior
to the mission to pro%ide a PINS in each mission aircraft.

Qﬂ}p{ As of 24 Dec, the intelligence data base continued
to grow. Authority was obtained to decompartment certain
highly classified intelligence materials upon receipt of an
execute order so these could be passed to operational ele-
ments, and other procedures for intelligence support im-
proved. More details on remote locations, such as Nain,

were compiled as time went on.
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4 January - 1 February 1980

The Nain Plan - A Rehearsal L?sj(t]

/

-

(?6) COMITF conducted a planning and review conference,
Progress was reviewed and agreement was reached on where
more emphasis was required. An extensive contingency review
of alternatives ;as conducted. Areas to receive special
emphasis were planning and training for Nain and Manzariyeh,

-'selection of a helicoqter drop off point and hide out area,

The CJCS,

the JCS/J-3, and the Army Cperations Deputy attended the
j;¥nmeting on 5 Jan, honitored DELTA training, and received an
update. They m;he several suggestions and reassured the JTF
that all needed :resources would be made available. The CJCS
and the J-3 were constantly involved in the planning. -
(u)LZT The helicopters began flying at ¥PG'on 5 Jan and
continued to refine navigation proéedures and techniques.
', Three RH-53s were delivered ftom No;folk by 7 Jan and the
total complement now numbered ten helicopters. More trailning
was conducted using the OMEGA and PINS navigation systems as
aids to navigation. The primary method of navigation,
however, was dead reckoning a§$naﬂn195E“q}pio@f§gggleg&
to identify navigation check points and to avoid mountains

while navigating at altitudes from 500.to 1000 fee£'AGL.! It

had been established that prior té takeoff a forecast for
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visual meteorclogical conditions (VMC) on the mission track
was required to execute the mission. As they progressed in
training during January, the helicopter pilots perfected
technigues which enabled them to navigate accurately below
an overcast with very little illumination. Confidence of

the aircrews increased rapidly.

Weather was highlighted as a crucial factor

——

during the 4-5 Jan conference. Shortly thereafter, COMJTF

initiated a program where the assigned mission forecasl_:er
would brief him on forecast conditions for the next 2-4
days in Iran as if the mission might be launched the next
day. This procedure :was designed to gain experience and
knowledge about weather in Iran, to evaluate weather fore-
casting limitations due to lack of reporting stations, and
to determine forecast effectiveness. ¢oncurrent1y,_
‘ﬁfaﬂa:{n’é' Iranian weather o;:ser\'i-ntiq;_tmrep;)rts
< from various locations within the country as a further means
of evaluating the effectiveness of weather forecasting.
That service contint!ed‘ through 25 Apr. The Commander of AWS
was in-briefed by the COMJTF on 24 Jan B0 in preparation for
the allocation of additional resources from AWS for the
missi{on.
Mission deployment and employment planning contin-

€ ued. By this time‘.*_-\ad been selected as the

probable staging base should the mission be directed. Exten-

sive planning led to a base support plan,“

‘-'-Flow schedules

for deployment were laid out.

were analyzed to determine

which base was more suitable for the first night when the
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F_uc.-wos_’ would land Et Nain Sy - € cved OPSEC

advantages but required 'ténkera ‘to’ ‘include air refuelable

"ﬂ tankers (ART) for pre and post Nain refueling. -The .HC-1303'

G would also have to flym

efuelings would have been required and the

~aircrews would have been too fatigued to fly the demanding.

TR
TR ——— s Ty,

For these reaaoq-

Meveral more planning conferences were conducted.

A( DELTA mission reguirements had grownh
, B aa. e .

- Al barmmr R e

mission the next night.

Equipment was added as more was learned

from intelligence and the actual exercises. It was determin-

‘;gd__thqgnfour vehicles were 1n§uffic1gq;_§

. A selection |

Dty _ —

P procesa- ai‘sgﬁﬁqgan;.’to 1den't1£y‘_ Fargi (Iraniap_language}
( , speakingxPQQ. and Peraian@and to begin a concentrated

o vey g bt g} ©

by selected DELTA personnel. ‘uas selected because

e ks
it was the nearest metropclitan area,

L Ll ] f o HiTd fhee S gy

in a large city (Tehran}.

—— e

, The number of Helicopters required for the mission

was a matter of considerable discussion and analysis through-
out the planning process. Early in the planning process
when mﬁﬁﬂﬂhpad been scheduled to launch in the helicopters
from the aircraft carrier, three events were key to this

computation. The total number of operational helicopters

=T YA
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required ..to..‘extract-pﬁf['s'l'ﬁi: hl:ld::thé hostages from the compound
was first computed based on operational data and expected
loss from enemy action. Then an abort factor was applied
from the refueling point to the helicopter hide out to
include the extraction at the compound. Finally, the number
required for launch, with spares for redundancy, was compu=
ted to provide the number require:i at the refueling point.
The number of DELTA pefsonnel required for the mission was
[_‘Q-and each-;man ¥ith: equipment .computed For an individual
- ‘;og_g;,weighﬂ,m27o .peunds. At this point in Dec, four
helicopters were required to be operational at the hide out
area, five at the reéueling point and six on board the
ship.
%rsr In Jan 80, DELTA requirements increased. Several

new factors drove the number of personnel and amount of

A_ equipment upwards.

c to the compounds
m;.new plan to extract the hostages and
rescue force from the Bports stadium across Roosevelt Street

was developed. Addjtional persdrnel and ‘equipment were

requifed. to provide for a supportVdacims 'totcem
O - o un. AR

Lewe s e remw ar -
e =

Additional ammunition was requited F:o Becureg
ﬂthe. atadium. »

;0 ‘escort’ the hostages to

Q t'_l'i_e-'g’(;aa'{um for helicopter pickd’p.‘j’* the security

force and a few additional people required in the compbund

A B

increased the December requirements .to a total of-
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personnel with a grand total of 7288 additional pounds of
gross welght.

%) This new DELTA requirement' was not a direct
additive requirement. The revised employment plan now
called for DELTA to boaré»the helicopters at Naip. Gross
weight formerly had been a major factor at launch from the
carrier. Now the helicopters, though they would carry
additional fuel, would be lighter at takeoff from the
carrier and the total number required did not increase in a
direct proportion;

jﬁf@ﬂh recomputation was made in mid January %nd the
required number of helicopters at the hide out area was
determined to be five, six at the refueling site, and seven
for lauhkch, for a total of eight aboard the cartrier.
W To cover t_his requirement and to allow for any
needed future additives, COMJTF requested that CJCS obtain
authorization toc deploy two additional helicopters. Two
additional RH-53Ds were put aboard the NIMITZ _'
OJ),;;f' Operaéféﬁhf Readiness (OR) of the helicopters
aboard the KITTY HAWK came under closer scrutiny in January.
Earlier COMJTF had dispatched to the KITTY HAWK a list of
special items to be uorked to include the need for opera-
tional communications, englne topping procedures, additional
maintenance inspections, etc. The OR rate was not what
COMJTF felt was needed and several discussions with the Navy
Staff resulted in initiation of special supply support
procedures. The OR rate began to improve significantly and
the Navy Staff and COMJTF closely monitored the daily
reports. When spare parts or technical assistance was

required, it was made available immediately.
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«A 4#T The initial guidance passed to the ‘KITTY HAWK was
that two helicopters should be flown each day, to ensure
that all were flown in a three'day Period. The primary
rationale for this sortie rate was to exercise the heli-
copters but not overfly them as the mission execution was
considered imminent. At this time COMJTF reviewed the sche-
duled sortie rate flown from KITTY HAWK. It was acknowledged
that the rate needed to be lower than normal because of OPSEC
considerations and flight/hangar deck aircraft management
problems on the carrier. The two were interrelated. The KITTY
HAWK was required to fly a wide range of aircraft to maintain a
normal signature, tJ provide for aircrew proficiency, and
conduct normal operations. It was aqteed that a gradual
increase in sorties would be accomplished.
W 25) The Nain plan required six MC-130s for the first
night and six fo; the second. The'pSAF Tactical Air-Com~
mand (TAC), possessed only three air refuelable MC-130s

and four were assigned in- the Pacific Air Force (PACAF)

The only refuelable, for-

ward looking infrared MC-130s were 'in PACAF. Since PACAF

resources would be needed for the mission, representatives

_arrived in early December to conduct joint planning

EE and training. For OPSEC reasons, N were not
!

flown to the CONUS during the early traininqq However, rea-
listic exercises demanded additional aircraft and on 12 Jan one
MC:430 was flown to the CONUS. The -available MC~130 fleet for
trainifg now totaled four.

(ﬁ%of.nc:130'gunshipa had-been deployed earlier to the

Pacific for unrelated high-priority operations exercises.
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G ’;-and other -crews of the gunships were

the best gualifiéd for.the mission. To protect OPSEC, the

> mnd a crew returned without alrcraft to

participate in planning and to direct CONUS gunships during.
training and exerciaes;

(U On 16 Jan, COMJTF, in coordination with the Navy

Staff sent his Deputy Commander for Helicopter Operations who

served as his principal staff officer for helicopter matters to

visit CINCPAC and USS KITTY HAWK. Three other personnel who

were specialists in communications, intelligence, and mainten-

ance accompanied him. Their purpose was to brief select CINCPAC

staff members on the plan'and to coordinate fleet deception and _f

air support planning. They then proceeded to USS KITTY HAWK to
get a fiést hand look at the status of eguipment and aircraft.
The USS NIMITZ had departed Naples on 2 Jan to relieve KITTY
HAWK. On 23 Jan, the six helicopters aboard KITTY HAWK were
cross—-decked to NIMITZ. The JTF Deputy Commander for helicop-
ter operations and his staff went aboard, briefed the Task
Force Commander, the Chief of Staff, and the carrier Commanding
Officer on the mission. He solicited and received assurantes
of support and departed the following day. Several equipment
discrepancies were found and corrective action was accomp-'
lished. On their return, COMJTF was briefed that the status of
alrcraft was improving and that the new supply system was
working well.

(ES)GU)The JTF planned another rehearsal for mid-January
based on the Nain plan. At the 4-5 Jan conference, the
helicopter commander had recommended that future exercises

be held at a new location. OPSEC was of concern, but the
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principal reason was that the helicopter crews needed to be
tested in another area where they were not familiar with the
terrain, airfields, and overall environment. They also
needed to fly long range navigation flights similar to the
ones planned for the mission.

@) (#f The mMc<130" aircrews and DELTA forces agreed with
this plan. The alrcrews needed to fly long missions requir-
ing air refueling. to practice precise navigation and timing
over extended routes. It was also felt that DELTA should be
exposed to the long hours required in t.: MC-13@s for their
mission. Rest for tﬂe QELTA force was a major concern as
they would ke required to fly throughout the £first night,
first on board MC-138s and then aboard the helicopters to
the hide out area. The MC-138s were equipped with mattress-
es 50 that{hpLTA personnel_could travel 1p a prone position
if desired. e Rangers had similiar aircraft configuration
requirements.

{v) Sifyteqlg A}r command (SAC) planners had been
involved minlmaif;:ig this point but sufficiently to plan
and schedule KC-135 air refueling training misslons.

,J‘!"A“suquY"team was dinpatehedito the Las Vegas area
.!;g:-_neggtthh the “usar [l i S

-

"

For new traininguﬁitesf OPSEC remained a major consider-
ation; however, the team was able to make arrangements and
obtain support by briefing only one individual on a small
amount of the real purpose for the exercise. As was always
the case, the individual was required to sign a statement
that he would not divulge information to anyone in accord-

ance with the esplonage statutes and other laws,
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(U) 1B A relatively 11tt1é_=:;uhéé~-c6nc’rete’ strip with a
building complex called Desert Rock was used tg simulate
Nain. Indian Springs AFB ‘was selected to simulate Manzar-
iyeh." It was arranged that no personnel would be near either
airfield ramp during night operations (approximately mid-
“night) and that all airfield lights would be turned off to
simulate expected conditions in Iran. ?he airfields were
more than adequate for the exercise.

(U) () The survey team also identified good locations to
be used for the helicopters to drop off DELTA and hide out
the next day.

A- m%nother com'plex__/was made
available. --I-ts--‘a‘imilarity to the embassy compound was ade-
quaté. Lights were left on to simulate the lighting in Tehran.
An area adjacent to the complex was marked off with engineer
tape to simulate the stadium for hostage extraction.

W(z’) Total pefsonnel and aircraft planned for the rehearsal
were six helicopters with a spare, four MC-130s, two KC-135

‘tankers, -DELTA.__QQ_d‘\angerB.

‘Wm Rehearsal plans called for'nungeré"to:’?i’épart
P‘ Hurlburt Field on one MC-130" and -DELTA_ to depart-;
Bn two HC-!BOs:" Qng;fgag;-laﬂ departed from Hurlburt to carry
fuel. These aircraft were to air refuel enroute with an
average flight time of eight hours to Desert Rock. Because
of OPSEC, the number of MC- 1308 was less than planned for

' the mission (no additional aircraft were flown inu

Refueling trucks’ were brought from Nellis AFB to simulate the

E other MC-130s. _aircrews participated in the rehear-

sal.

——
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W(ﬁ) It was planned that a “FLIR equipped MC-138 with

V-9

DELTA personnel aboard would make a low pass down the Desert
‘Rack, runway to verify that there were no objects on it.
This_gjrgraft colld not land .on this approach because the-
landing gear can ‘not be léwered=when the FLIR turret [§
extended.” Therefore, a second MC-138. with Rangers aboard.
was to be in close trail and, if the lead made no calls,
Widuld - land asgsuming the runway was clear.‘;'rhe Rangers, with

jéeps and motorcycles, and be

prepared to accept the remaining MC-138s with DELTA:and: the
on board fuel. The helicopters were scheduled to land twenty.
minutes after the -last-MC<I3P landed.

(u) A developing weather system threatened the exer-
cise, However, COMJTF declded to proceed because the
exercise was needed to verify the new plan as soon as
practicable. Poqr weather was expected off and on during
the next week,

(U)(#) The rehearsal began on schedule., The first MC-138s

got airborne but "3 _pr;c;blem developed with the KC-135 tank~-
ers. One went down for maintenance problems and there uas- no
spare. Accordingly, thEé E;_:_'st hlght's operations were caim-
celled with the second night's operations to be conducted

as scheduled. ' DELTA returned to base and their portion of

‘the second night operation was simulated by a six man

qq\}ahce party which-had arrived praviously-_:: An early lesson
!'m.d been learned. :B_g,qgiramén;;q;(fuel and t‘imim;)- for. tanker '
aircraft must be established early to .allow proper coordin-—
ation and assure spafe_,aircraft'are avaihh.],fg;.-a'

(u);ef‘ It was declded to- continue the helicopter portion

of the exercise, Seven helicopters were scheduled and
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manned with six scheduled to takeoff. S8ix helicopters
launched. About an hour after takeoff, one aborted due to
an unsafe nose gear indication and returned tas¥PG. The
other five proceeded on their scheduled four hour plus
navigation flight to Desert Rock. After about three hours,
the flight leader in an RE-53 experlenced cockpit indica-
tions of an impending main rotor blade failure. He landed
in Death Valley:apd a wingman accoﬁpanied him. The mechan-
{cal blade failure indicator was checked and it also indica-
ted impending fallure, a condition which rendered the
aircraft unsafe to fly. The aircrew remained with the
aircraft fo secure it and the other four helicopters
proceeded to Desert Rock. The next morning 12 maintenance
men and a rotor blade were flown in on another hellcopter
and the blade was changed in less than an hour.

(u) weather had developed in the mountain wvalley
hideout and to the north and it was decided that it would be
unsafe under training conditions to 5922_-Epe helicopters
forward froﬁ"Déé@?ﬁ;ﬁaék. They would fly to the hide site
at first light.

(u) One of the four that arrived at Desert Rock had a
major main gearbox oil leak. while the system could have
been serviced and the helicopter could have continued on
"the actual mission®, it could not have been repalred
without expanded malntenance. The decision was made to take
it out of the exerclse and repalr it Jt,YPG. Another
aircraft had a cockpit chip light indication which indicated
the possibility of main gearbox problems. However, it was
checked and determined to be a faulty indicator and the

alrcraft remained in the rehearsal.

S

- DRAFT

ITCE-CEERET I-52 AAR-1-53



ﬁﬂjﬂf’ The next morning the lead helicopter, after being
repaired in Death Valleys rejoined“:he rehggrgal'ﬁt the
hideout site. The aircraft that had aborted for the nose
gear problem also had been repaired and rejoined the rehearsal
at the hideout site. These helicopters were brought in to
enable the rehearsal to continue.
k!TuﬂThe second night, the weather was favorable. All
#}, MC-130s and KC-1358 got airborne and completed the mission as
scheduled. Pre and post Indian Springs refueling was conducted
over Oklahoma and Texas. The MC-130s landed at Indian Springs
and prepared for refuelingkas ‘Ramera-;ée‘&ﬁa’-the aivfield.
@Gy!ﬁ Six. DELTA personnel proceeded to the compound by
way of trucks angd} simulated assaulting the compound. The
compound extraction went according to schedule. All five
helicopters took off on call #yom DELTA. Two helicopters
. landed in the HLZ and then departed one at a time as they
%3 ‘were released by the DELTA controller. Others landed one at
a time as space became available in the HLZ and DELTA called
them in. ' =
Uj)yﬂﬁ The helicopters, as planned, proceeded single ship
to Indian Springs where &hepnc-iabs;and Ranger§1were waiting.
“The-qgﬁyigéphéﬂ landed ,in-total black out’ conditions with
'the aid of" new IR lénsgs ditstheir-landing lights and night
vision goggles. There was no visible light.
ik @Q (/i This portion of the rehearsal had been satisfactory
except for major air coardipation problems. The Rangers
were tasked to provide control of aircraft and had practiced
earlier with the helicopters at YPG. However, they did not

have the institutional knowledge and experience to perform
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that part of the mission well and more work would be required.

(U) The MC-130s returned to their departure bases uging
air refueling and the five helicopters returned to YPG.

{U) The rehearsal was productive. It had validated the
concept but it also identified many problems which reguired
more planning and training.

jﬂﬁ"'COHJTF called a post rehearsal conference\at Fort
Bragg, on 22 Jan. The JTF staff and component commanders
attended. Foremost on the minds of the participants were
OPSEC, weather, helicopter reliability, communications,
refueling procedures, alrfield control, and intelligence.

Each of these items is Biscuaged below:

B
m
H

These studies had been very useful during planning and were
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.—;; Iranians and Soviets could deters

mine that unusual .activity was occurring. COMJTF requested

VoS¢

}hat the feasibility ®f incorporating secure UHF into
the helicopters be re-examined. This was discussed at
length. The UHF securé voice system on the RE-53 left much
to.be desired, although identical to the system onboard
MC-130 aircraft. Transmissions were lengthy due to the

-

keying period and considered by the helicopter crews diff=

““joult to understandzfTherhelicopter crews-did ﬁbﬁ“tonsideg

the capability useful for urgent tactical transmissions in
case of emergencied.. It was decided thatythe helicopters
would continue with unsecure radios“and ‘make calls only when

T m e, L .

necessary for eﬁ;;;:ﬁbies or whep vital information had to
be transmitted.

(U);Bﬁ Weather: The rehearsal had served to emphasize
weather as a critical factor in planning and mission execution.
First, it reconfirmed COMJTF's conviction that the rescue
mission should not be executed unless favorable weather was
forecast. The experiencé;éggbese:t Rock, where it was deter-
mined that weather in the hideout area was unsafe for training
flights, had highlighted the need for such assurances. It also
demonstrated the need for alternate landing sites as the

mission progressed. Once the mission began and forces were in

‘!'4.. -j RRAR-1-56
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simulated or actual enemy territory, unforecast weather was
to be judged on a case by case pasis ‘and the declsion to
continue would be a judgement call on the part of the flight
jeader. Force recall would jeopardize OPSEC and any subse-
guent rescue attempt. It was agreed that the helicopter
commander should be prepared to land short of the hideout
area Lf impenetrable unforecast weather occurred or if he
could not arrive prior to daylight.

gﬁ'yn(bhelicopter Reliability: Analysis conducted by the

helicopter commander concluded that of the six helicopters
that launched during the exercise, only the one that landed
with the bad rotor blade would not have been able to com=
plete the flight {1f §t had been on the actual mission.
COMJTF directed that the aircrews continue to use training
abort criteria with 2 realistic emphasis on safety. The
detachment was to analyze each training abort to determine
whether the aircraft could have safely continued the rescue
mission. It was determined that well understood criteria
for go/no-go shohlﬁ;ﬁ:-developed and utilized for the actual
mission. The number of alrcraft required for the ac£;a1
mission was discussed. It was felt that the two additional
helicopters enroute to the Indian Ocean would satisfy the:
requirements., However, the experience during the rehearsal
spurred the need for close monitoring of the helicopters
afloat and periodic assessment of the number of helicopters
required on the NIMITZ.

Gj]gﬁ Communications: .The rehearsal validated planning

factors and the need to further develop communicatlions.
There was a growing number of subscrlbers and redundancy was
required. Agethat time the communir¥tion equipment included

. . -
two types of portable*satellitoﬂtermlnalur-ﬂr, VHF, and UHF
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portable radios, the larger mobile equipmen£ of the JCSE,
‘and the organic equipment of the various elements used for
tpera-unit needs.

OJLésiﬁzk)Development of additional communications require-
ments waé laid out to refine the configuration of the PT-25
satellite terminal which by now had been extensively modified
by DELTA to increase its power output and receiver sensiti-
vity. This radio, used with the PARKHILL secure voice device,
significantly redu&ed the intercept problem. Of major signifi-
cance was the successful use of this system and the PSC-1 from
an airborne MC-130 apd RHE-53, proving. the feasibility of
positive secure communications with airborne resources. This
accelerated efforts to find a more suitable antenna and radio
for use on mission aircraft. Concurrently, HF testing was
expanded to include the use of radio relay stations in an

effort to increase the probability of HF reception. More work

-in the satellite and HF areas was to follow.

(U)J&ﬂ’ Refueling procedures: Refueling had progressed
rather well, but-céérdination between the MC-130s and the
helicopters required 'refinement. Fuel requirements f&k the
actual mission had to he verified. It was agreed that the

helicopter detachment would fly more long range missions to

verif¥ fuel reguirements for the RH-53.

/f,ﬁ?ﬂgﬁiirfield Control: The air traffic control at Indian
Springs was unsatisfactory. Consideration was given éo adding
an“Kir Fotcé Combat Control Team to the JTF, thereby relieving
the Rangers of the respgpgibility for air traffic controls
However, the need to hold the number of people involved in the

mission to only those absolutely required, both for OPSEC and
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weight/exposure for the actual 'mission, were factors in the
decision to continue with the Rangers. A Ranger team was sent

to Yuma Proving Grounds to train with the helicopters.

C, W Intelligence:

-9

It remained, however to cbtain additional details on security
in the Ministry, since this vital area of information was still
not complete. tOn 29 Jan, six Americans, with Canadian assisj
tance, exfiltrated from Iran. They provided one more source of -
information on the current=situation in Tehran and "the status
of the embassy jﬁﬁE%ﬁé?ére it was overrun. As time passed, the
intelligence available continued to improve." .
L?%U)The conference ended on a note of growing confidence
becavse of the successful portions of the rehearsal and a
feeling that the deficiencies could be corrected. Also, a
late breaking event had offered the potential for a new
approach to the helicopter refueling portion of the mission.
428T  For months the JTF had been searching for an isolated
area for the MC-130s to land and the helicopters to rendezvous

for refueling and loading of:DELTA. As mentioned earlier, the

JTF and JCS were concerned éboug:ghe_Nain operation in that it

TR = AAR-1-59
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could be compromised on the day following refueling.
Mﬂ’ By mid-Jan, the J-2 had conducted detalled studies

and found only one area which had any potential; now called

besert One. COMJTF reviewed the data with CJCB and JC5/J-3.

The area had potential but the JTF required more information

before it - could be ‘accepted. “

Wl?ollowing the JTF conference, a meeting was conducted
Ag—

accomplished and a ‘gmertes of reqguirements was developed.

_
a, “
U) As the requirements for additional personnel increas-
ed to conduct the mission Quring night two of the operation,
the JTF began to look for additional airlift capability to be
/\\,- used at Manzariyeh. )The MC-1308 were fully tasked and there

was not much margin for an abort or a damaged aircraft. At

that period in planning, one of the MC-130s was tasked to
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return :tb,-, Nain_ﬂ,during the second night to pick- up Rangers
who would remain behind with Farsi speakers to maintain

A security w&agn after the hellcopters and ‘MC-1305 departed
the prevlous night.

/ln discussions with HQ USAF and MAC it was decided
to begin a training program to qualify c~141 aircrews in low
level naviqatio’h {1,000 AGL) throuqh mountainoué terrain and
"fo land-: under re’éuced runuay;ﬁgh’i:ing“at Manzariyeh.. This
concept called for the C-130s to land without any visible
lights. _‘pftquhey landed, ‘.Rang.r&,ac'uuld place dim lights
Lyt the approach end of ChEvATWE Y and two iurther down to
“mark the departure end;.’ On 21 Jan, twb hand picked c-141
aircrews went to gurlburt Field and began to’ train vmi_:{,‘_‘the
ﬁﬁﬁlaﬂ crews, During the following two weeks they developed
the capability by flying igs14)s in black out conditions and
became misslon“c‘;ﬁable.

m puring the last week of January. specialized

"Ranger_ training was conducted f?r-"*the Nain airEie‘ld‘“ 'rhls

training was cdﬁi’ﬁ:ted at *ﬂurllsurt ‘whifre a compawnd wag.
eféted that resembled the suppott_"area at Nain.',' At the
completion of training, \thla_-nang_er...sffelt confidant.they

»EG1d take and hold hi'i—i-n.- By now more intelligence was

av able. It was Judged ‘that Nain had no more than one
t..night’ina more .thantig=is 'guatd‘u

wouizl e cupIaEs snw&wﬁ“w“_

-ﬁoad watch teams would be establ

case o_fmdlscovery to stop vehicles. Should anyone approach

ished in

-/ AAR-2-1
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the compound, Farsi speaking individuals would turn them

HNAY AT, hildiEiienTE. they bgcpme, Busmc'm_

. . Still the JTF and JCS desired
another refueling option to replace Nain and 1ts assoclated
risk of compromise;

(s) The KC-136.gunship portion of the plan was proceed-
ing well but it was determined that more joint trainling was
needed by DELTA and the gunship aitcrewsl.," Selected DELTA
personnel went to Hurlburt ;during the last week of January
and worked out coordination procedures. The AC-13f crews
also had to further validate the capability to safely flre
their weapons with external fuel tanks installed on the
“aircrafge This was accomplished the last few days of

January.
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1 February - 16 February 1980

The Third Rehearsal

Nain Plan (&6)

MG‘I Considerable individual component and joint training
had been aécompl%shed during -the last two weeks of January
and refinements had been made in the plans. It was time to
conduct another rehearsal in order to measure progress since
the last and to validate planning. JTF judged that OPSEC could
be maintained by returning to the Las Vegas area and using the
same facilities. "-l'.'i'le C-141 crews were not yet ready to par-

ticipate. OPSEC considerations precluded bringing all the

E Minto play and some artificialities had to be

n

used for refueii'ﬁé ffuel trucks were used to refuel some of the

helicopters).
_ The resources planned for this mission were five

£MC3130s, sik.-RC+135s, sevep, hekicopters, -DELTA to include
‘drivers, .Rangers and one Acgfiﬁh'aunship.;"

(C) On the first night of the scheduled exercise, severe

Q‘ icing cond itions—precluded ql'"np'ﬁahi'ﬁ?r'ﬂxe Fic-1308.

The rehearsal was postponed 24 hours.

(uj 18T The following evening the rehearsal began with all
aircraft arriving on time. . The HC.-130$ flew eight hours and
landed on schedule ‘St Desert Rock. The helicopters after
having flown three hours and forty-five minutes were only

.30 seconds late. The refueling went reasonably well and the

helicopters arrived on schedule at the drop off point. During

AAR-2-3
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the next day, driver training was conducted. Tt.lat evening the"
scenario at the compound went much better than previously, but
‘ane_helicopter missed a chegk-point and was late.
(U)JBT' Sky conditions fﬁﬁ’e_the:pompound to Indian Springs (50 4
JMiles) were 1,500 overcast and rain, but the helicopters
made their way through the mountains safely. '-i&t_"ﬁ!;:j‘iﬂ'iau
Springs 'Rl"é*_fth& air traffic coﬁtf61 was marginal. The rehear-
* sal was concluded and the MC-130s and AC-130s ireturned to their
departure base u\sing air refueling. The six helicopters
refueled e'l-iﬁ*.;lnd‘ian Springs "'and returned to Yuma Proving

~

Grounds. .

% COMJTF called for a post rehearsal conference at Fort

Bragg on 8 Feb. The successful rehearsal had given the JTF

considerable confidence, but more work was required. -'7

= e

— Communications remained a problem. Later, a

".WSC-3 secure satellite radio would be tested.and adapted to the

lead MC and:;AC;!'JO-‘..du‘nships.w!"The problem of aircraft and
\airfisld.cantrol at 'IndigyBpr "i‘ngé"; remaing@d It .was dec ided” tq
bring a USAF seven man Combat Control-Team. fnte the Progpgme-
Despite the disadvantages to OPSEC of adding personnel, it was
judged necessary to accept the trade-off toc gain experienced

and highly qualified controllers. The CCT was sent to YPG to

conduct joint training.

Loy ¢

'%(U)On the positive side, the helicopter pilots had
demonstrated exceptional navigation capabilities in demanding

weather conditions. However, they needed more work since

LONFDTIRE
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one had failed to locate a check point during the rehearsal.
py this time the detachment had flown 2 total of 412.4 hours

at night between 9 Dec 79 and 3 Peb 80.

([)Q(}Z_)M The refueling operation was judged to be more than

adequate. OPSEC was reported“g'by NSA as the most improved.
they had seen™™ a serles ofmilitacy’ ex"et"dise's'r(iﬁ'i"{h'e_l}t—.‘

o . LR ! e
cbpters,made'no radio - transmission duri:ng‘-'the-':gnﬂ:&_a r eBhaREal

Y
gl hLpt
sBatyy

‘w‘]’(y)h serles of contingencles was reviewed and the
commanders galned confidence in the plan because of them.
The contingencies provided for alternate ways to proceed
once the mission was underway. They also provided for
recovery of the force at any time if the mission was compro~=
mised. The pla_'ﬁ“'-:ﬁt_"i;;.l.n strength was that it provided the
needed resources, redundancy, and flexibility to continue
the mission once it got underway. The planners and the
commanders collectively had confidence that a capabllity
existed for the rescue. Needed now was more intelligence,
additional training, and a plan to refuel the helicopters at
pesert One. With these factors in hand the risks could be
reduced significantly. considerable discusssion was gliven to
helicopter rellabillity. It was the judgement of the JTF

that the eight hellcopters aboard the NIMITZ were sufficlent

for the mission. .
Following the 8 Feb conference, the staff

c goncentrated even more on intelligence.
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Iranian revolutiog, {2 Feb) there was an intentional break

down of almost all civilian and military structure.”
-y o Tty AL . .

_ This analysis di?'not suggest that

the mission could not be compromised. It did verify plann=
_ing_concepts which tock advantage of the situation. It also
verified the overall coperaticnal game plan which called for
flexible and bold-responses to encounters once the mission

was initiated. The judggment was that most events enroute

to Tehran would go undetected. If they were detected,

There were calculated

risks to taken but they were considered to be manageable.
An effective system had been_developed by

[E———

1 Several tests were conducted and the system was improved to

the point thab—could be reported

to the COMJTF withim one to five minutes.

e AAR-2-6
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ary to 12 April

DESERT ONE AND MPA- PLANS ($9(V)

m In early February, the JTF had undertaken, with JCS

-
concurrence, to plan for the extraction of the three US

diplomats held hostage in the Ministry of Foreign Affairs

A (MFA). Since uDELTA i}force was already committed to
T~

_the rescue of the hostages in the American Embassy (AMEMB),

Bther for‘é'es,_‘had__,:.to be identified. _

bQualified individuals were

identified and immediately commenced planning and training for

the mission
/]\ C ~0 assist in the planning phaaa.'l During
f] B O gty - R *

“Jthe last week of Pebruary, two individuals reported SR
f__qr;_d;ur;heg;-l;rain!i';;.;'—, After the training, they went l:o-

it

3 -
/ 4PST In mid- February. intelllgence indicated that some of

1y -

DELTA's plan was to search for the hostages in the following

E——— e

lxgence, DEL’I’A was required to modify %“heir plan to include a

Q Mas well. This increase in the number

 of buildings to clear and secure would further add to the

E TR - AAR-2-9
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amount of ti:l;e required for the rescue force to remain in
the compound.

ul{-)aa""l‘he fourth JTF exercise was conducted 26 and 27
February 1988 in .the YPG an.d Twenty-Nine Palms area. The
purpose of this exercise was to sustain mission capabilities,
@é;porate ter expertise,. and refine JTF communications.
For this exercise, the H_C‘{g_c-l_.:ies operated from Hurlburt,
conducting Eif‘;"fé‘ﬁfuelinﬁl‘ to and from the objective area.
The forces consisted of four helicopters, four MC—13BS,;_\one
'ii‘c'-:-'l.‘!ﬂ,A 22 DELTA.. pe-rsonnel,' 18 Rangers?and two CCT personnel.
Due to the CCT e:iﬁertise, this exercise resulted in better
control of the aircraft during refueling. In addition,
communications between all forces were refined. The JTF's
confidence was further increased.
i'je."r'({)tu)'rhere were two uncontrollable and pressing environ-
mental factors which could cause major revision of the rescue
plan: available hours of darkness and ambient temperatures.
By 1 May, the number of hours between evening nautical
twilight and mori‘l’iﬁﬁ" nautical twilight would drop to nine
hours and 16 minutes. Eight hours were required for the
helicopter mission plus a contingency factor of one hour was
desired. By 1@ May the average ambient temperature at the
time of refueling was anticipated to be 30 degrees Centi-

grade. This temperature would {ncrease the density altitude

and limit helicopter performance, increasing helicopter and

refueling C-130 requirements.

A’C Mﬂ"‘ﬂh"ﬁ Mar, the JTF had prop.osed the_f

The information obtained would permit detailed planning

TR I-69
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of the MFA rescue missioi: This proposal was.not approved at
that time as there was the possibility of the hostages being
placed under Iranian government control and hopefully, of
their subseguent release. The plan, however, was approved on
24 Mar.

(Uhﬁﬁ On 18 Mar a JTF conference was hel@ at Fort Bragg.
Cne of the major subjects discussed at this conference was
the addition of C-1418 to be used during fhe extraction phage

of the operation. Plans were finalized to '_1nc1ude two C-141s,

Also, it was agreed that not less than six flyable helicop-

ters had to reach Desgrt One.

,{((—TS‘)’Throughout the planning pericd, operations-
“continued to be expanded. On 19 Mar JCS directed the

movement of weather and communications support which- consiat®d+

2

‘of one Defense Meteorological Satellite Program.|DMSP) Mark III
termimal’, one TactiFal™ Weather Analysis Center “Communications’
Terminal, - one AN/TYC-8A AUTODIN terminal, and one AN/TTC-22

£ switch board. The JTF Weather Officer deployed — to

set up the weather facility. Other communications equipment

that was moved consisted of JC__qgmunicationg*.

fucilities. This was the first movement of eguipment and

personnel directly related to the JTF mission and would bring
the hostage rescue option to a seven-day response status. Six
C-141 loads consisting of ALCE, ammunition, fuel bladders, fuel

blivets, and MC/AC-130 ?ﬁiaintenancg_. wer an

f; 27 and 2B Mar. Further deployment was stopped at this time and

not resumed until 16 Apr, when additional ALCE and MC/AC-130

yntenance laads-.commenced -"7m'9'ving-

(Fy The last major rehearsal was conducted 25-27 Mar and

AAR-1-11
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vtilized 29 PALMS EAF to simulate Nain and I;ldian Springs to
simulate Manzariyeh. On this exercise a C-141A was used for
the first time. The C-141A experienced some problems in
conducting the blacked out landing but this problem was later

resolved with more training. Exercise participation consist-

it pa e L ) 8 e e ma
A m’;df--;?six__ H(/'l-1305, ‘one: AE=130, ‘one C-141, six helicopters-

E

-

DBLTA4Personnel - and :Ranger®? The rehearsal was a success and
confidence increased significantly.

(U) {21 In late March, in anticipation of possible deploy-
ment, three JTF personnel representing communications, opera-
tions and maintenance were sent to NIMITZ, The purpose
of this visit was to check on the status of the helicopters on
board and to prepare for deployment. The helicopter mission
maintenance officer inspected the helicopters and judged them
to be in good condition. Based on inputs from the mission
maintenance officer, the HM-16 maintenance officer developed
a thorough inspection check list. This was a special, de-
tailed, and thorough effort to insure the aircraft would be
in the best possible condition.

%—B‘)" The JTF continued to refine the air-drop option far,
helicopter rgfueling. I_f.:;{QWquelable stretech C-141s could
operatemfuel could be cached at a site in
‘the .100: miTE dTameter -refwrling area. On 31 Mar with JCS
approval, COMJTF worked wjith MAC to begin a test. For the
first drop C-141A (standard) aircraft werg.utilized-and. then

t'ﬁ'é“C—Ml_ﬂ_, The capability was validated by successful air

-~

drops during the period 1-14 April 80.
%t'rhe search had continued to find a desert landing

area for the MC-1303 to fuel the helicopters. On 31 Mar, the

PP NP . I-71 AAR-2-12
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— He recommended to JCS that the plan be revised to
include Desert One and CJCS concurred.

(u)b&T As summer approached and surface temperatures and
density altitude increased, the number of helicopters requir-
ed beyond the refueling site increased to six. It was further
decided that sufficient fuel should be taken in for all heli-
copters that might be mission capable at the refueling site,
Desert One. This could be as high as eight. A change in the
number of helicopters needing fuel necessitated the use of a
E—}}pnpirtraft which has a full capacity cargo compartment
(41') to.allow a dual bladder system to be used. An MC-130E
cargo compartment would not accommodate a dual bladder system
bEcause_pf its reduced (27') cargo compartment. The EC-130 was

“selected bhecause i{—ih:.airborne refuelable and the AirbqQyne

Battle Command and- Control Center (ABCCC) module in it was

easily removable. Two 3,000 gallon bladders (5,500 gallons

usable total) were to be ‘loaded on each of three EC-130 air-

craft each fitted with twd pumps, four hoses, and fllter .

assemblies.. This new capability substantially increased the

redundancy and flexibility. MC-130 pilots would fly the EC-130

'Because of their experience in night operations.

*aF Saiihiiises- _ I-72 AAR-2-13
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12 April - 24 April 1980

3

The Count Down (U)

W’ On 12 Apr CJCS received clearance to instruct

COMJTF to begin planning for deployment, and to designate

_ for C-130 operations on the first night of the
mission. Initial plannin—had been accomplished

just three days earlier. CJCS also requested that COMJTF

recommend a planning date for mission execution. This date
was not intended to be a firm date for execution but only a
date on which to base deployment planning. COMJTF recommended
Thursday, 24 Apr, based on time needed for some additional
training, time required to deploy the force without jeopardizing
OPSEC and the desire to conduct the mission during the Iranian
weekend. The forces should be in place preferably at least
three but no less than two days before the mission to allow
the personnel towadjust themselves - physiologically with timg-
enough to ready'-":':t.h'eir aircraft and other equipment. The.
CJCS also instructed that great effort be made to égmpart-
mentalize the planning in an attempt to minimize the number
of people internal and external who might assume or know
that plans were underway to deploy.

(U),ks‘r’}\ series of interrelated but separate actions were
initiated. An."airdrop of 33mhldvéts by three stretch air
_'r"efuelable. C:i.4‘.!s..hhad been, previously“scheduled for 14-15
m Helicopters would Tpfuetice refueling’ W’thé 7t'>"iivets'
although the final plan was to air-land fuel aboard BC-130s
at Desert One. The air drop option had been perfected over

the mon}ﬂgs and the sstretch C-141 offered greater potential.

ARR-2-14




COMJTF elected to continue with the event; to cancel it would
raise speculation and questions within the JTF. The system
could be used as a contingency during the mission.

}B’)’(U)A training exercise was scheduled at Edwards Dry
if.ake,. -An.EC-130 would land at night Wye¥E%UI0 §allons of,
fuel _on boa;'c_:lf and refuel four helicopters. This was conduct=-
ed since training at an unimproved desert field was needed
and in preparation for the actual mission concept validation.
The exercise was successful e_md the concept validated. _
W On -15. ApKy«sUSN-P-148, A=65 and A-7s from the NIMIT2
and CORAL SEA began a seriés of air refueling_training missions

E’ with, KC=135s8 operati‘ng_ The purpbose’ was to
gualify USN pilots in air r.e_fueling.-from KC-1358, - Rescdue:
-mission planning included the use of carrier based tactical air
support at extreme ranges to provide contingency air support to
the  rescue-fort& throughout thé Gperation.

— —

W On 15 Apr two officers were sent-‘,‘?o prepare

L for the arrival of the first MC-130. They first saw the
American AmbaBsador..amligthen proceéded’

on 18 Apr.
» /COMJTF conducted a two day meeting in the Pentagon
on 15-16 Apr. The purpose of the conference was to review
the plan with commanders, affirm command and control matters,
evaluate the readiness of the force, review contingencies,
and make an overall assessment of the likelihood of mission
success should the mission be initiated on 24 Apr, or \(f
conditions were not favorable on the 24th, during the subse-

guent days.

m I-74 AAR~2~15
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The Plan (U)

‘4§f¢531 General: This was a three phased mission, the
first phase would be insertion of the force inte Iranm,
through refueling of the helicopters at Desert One, and
onward to the helicopter drop-off peint ﬁﬁg.DELTA and hell-
[_ copter hide out area, ﬁe‘i’ﬁ&"éc—mgﬁi would depan--
with DELTA, a ceT partyy a road security force and fuel for
the helico;ters at\Desert One. At Desert One, the helicop-
ters which departed from the NIMITZ would refuel, load DELTA
and proceed to the dropoff po'fnt.w
B ' ¥ proceed to‘;A;;arby hide
E ;:ut a;lez.a. The é;IBBs would return‘wo KC-135
ARTS and two KC~135A8 would be on "si’:"a'i:"{“i':ih_’o"f""

the coast out_point for:contingency. refueling- for C-138s:-and

Navy TACAIR i{f launched.

‘Fﬁ/u:&r Phase two would begin after DELTA and the helicop-

ters .are in place.

the AMEMB compound after midnight, Tehran time, calls for the
helicopt;rs _and AC=-13¢ gqunships and enters the compound. As’
hostages are freed, DBLTA"caII; for helicopters to land in
“the AMEMB compound as conditions permlt or in the stadium as

appropriate. At the same time DELTA enters the AMEMB com-

TN,

psiind, aAfpther rescue tea rescues the
three men at the Ministry of Foreign Affaigg. A helicopter

picks the MFA Group up from a HLZ nearby.

e e b o i e e =
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reaction and to provide protective firepower for the MFA
rescue force. Hellcopters in single file proceed to Manzar-

E iyeh. Phase three begins as four MC-130s fron—

two MEDEVAC equlpped' c-141s fro_l-standby at Manzar-
iyeh. Manzariyehuis secured by Rangers and supported
-\ ) third_,guns.lﬂ’ﬁ;f-;i After thé™'G=14Ts and MC-)30s are loaded
with former hqs't'ageé','_‘thé'"rescue force and the Range;s
E . depart ‘_Helicopters are left intact at
Manzariyeh.! During phase one and two, Navy carrjer TACAIR is
on alert aboard the aircraft carr'ler. The Navy aircraft would
be refueled by USN organic tankers and an airborne KC-135
tanker if launched., During phase three Navy carrier based
TACAIR is airborne on station over the northern 'portion of
the Persian Gulf, supported by an airborne KC-135 ART tanker.
(U_)(.—.'a‘v-s-'r The following is a description of scheduled events.
The plan was flexible enough to accommodate slips in the
scheduled times. The times shown are goals for the JTF, not .
firm times that had to be met to achieve success. All times

-rs.la

2ulu {for Tehran 1563l add 4+38).
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PHASE ONE

@/14052 - An MC=-130, the first of six C-130s, is scheduled to
depart“ m&mbat Control Team,
mad security force equipped"‘wii:ﬁ one jeep and four

motorcycles. and DELTA personnel. Also aboard is the Desert

One Commander, the C-130 Force Commander,ﬁhe CCT Commander,

the Road Security Commander, and E"DEff'FA"CommandetJ‘-; The

aircraft is eguipped with secure TACSAT WSC-3 radio, linked

E with various command elements to includ—

the NIMITZ and the lead helicopte#: The MC-130 also has secure
_UHF radio and unsecure HF radio.” This lead MC-130 is to land
at Desert One at 1810%, establ.l'ish two desert landing strips,
set up a portable TACAN, and secure the road approaches from
the west and east. AS the first MC-13(, approaches Desert One,
.

A' _ The Desert One Commander is to report to COMJTF
via secure voice when the first C~130 is safely on the ground.
écheduled interval~between this C-130 landing and the next is
one hour to allow sufficient time -for CCT survey, establi;}lmenﬁ
of landing zones, and security force deployment.

15062 - Eight helicopters scheduled to launch from NIMITZ.
F-14s and A-6 CAP aircraft placed on deck alert. If a minimum
of seven helicopters fail to coast in over Iran in a mission
capable status, the mission is to be aborted. A minimum of
seven is required to give assurance that six will be operation-
ally ready at Desert One refueling site. The lead helicopter
has a secure TACSAT WSC-3 radio aboard. WSC-3 provides the
capability to enter into the same net as the lead MC-130.

Helicopter number five is equipped with a PSC-1 TACSAT radio

=P SEeRET - AAR-2-18
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which provides unsecure voice during ground operdtions. The
helicopters have a crew éohplement of two pilots, -two mainten-
ance personnel (gqualified to cperate 50 calibrq machine guns)
and a crew chjief. Additionally,‘one DELTA-radio'operator is
aboard helicopters one and five. The helicopter flight in-
cludes the helicopter flight commander and the JTF Deputy
Ccommander for helicopter operations, who is to provide assist-
ance as required and be in charge of helicopter #5, which has
been designated for ‘the MFA rescue mission. The helicopters
are scheduled to land after all €-130s have landed and are
prepared to refuel them. )
,-'M(mo-wwz - %o MC-1305 and three EC-130s (fuel bladder
aircraft) scheduled to depart‘h spare MC-130 backs
A, E‘ up the MC-1308.” "6ne’ MC-130 has.DELTA aboard (number in-
cludes attachments), the other,'-DBL'l‘A aboard (number in-
cludes attachments)-—and three'soo‘gallon blivets:for contin-
gency fuel. The three EC-1308 each have 6,000 gallons of fuel
on board, of which 5,500 gallons maximum can be transferred to
helicopters. Should_ope-of the MC-1308 abort after 20 mi&utes
of flight, the mission is to be aborted. A route map of

MC-130s and helicopters follows.
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AMT517-15192 - Two RC-135A5 and one RC-135 ART scheduled to

' E _ Two KC-135As refuel the ART enroute to
NIMITZ, then return— This ART, drogue equip-

ped, is scheduled to arrive over the NIMITZ at 1930%Z. The ART
is provided to refuel USN tactical air in the event NIMITZ
aircraft are required'to launch in RESCAP support of Delta
forces at Desert One or at the helicopter hideout. The CAP'
consists of two:F-14s, air-to-air configured, and two A-68/A-78
air-toégrodnd”configured. The CAP aircraft will remain on deck
alert status with back_upg provided for quick response through-
out the vulnerable peri;d (helicopter launch to helicopter
bed-down at hide out)j If launched on the first day the plan
called for the_?AP aircraft to proceed at maximum range alti-
tude and speed to the RESCAP area as designated by DELTA
forces. Planning - figures indicated that the Desert One (Pt
ALPHK] refueling area, located approximately 600 NM inland
could be reached within 1 + 30 hours. The CAP aircraft would
be capable of remaining- en station: F-14 and A-6 = 1 + 45 hrs
at high altitude, A-6 = 0 + 45 hrs at low altitude The plan
calls for enroute tankinyg from KA-6D aircraft enroute to the
RESCAP area and refueling from KC-135 tankers upon arrival back

in the vicinity of NIMITZ. The mission profile was planned as

shown on the attached map.
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TOP GBERET ' ljttfif:[

2250 - 23152 - After off loading ‘DELTA, |

helicopters fly to
helicopter hide out HLZs. (Map of drop off point and hel {=*"

copter hide out area as shown)
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Their next action .will depend on the recommendatigri-,

ﬂﬁ‘hey will probably remain-in-the;ravine until

after day break to. conduct briefings and to régt, The air._

s S LI AT T s o e N 3 ot Tal A Tt > m 1y 7 2an T oA W r)m P e - )

team remains with the

géncy only). The DELTA

Helicopters until dark. °

, 0030z - Last of c-130s lands (IR
; 0040z - Two c-130s depar NN < - <=
) crews fly). DCOMJTF return—

P SECHET I-88 AAR-2-24
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PHASE TWO

%u - 18002 - '£lements of DELTA a_

econnoiter the highway to the 3
h "They also continue aleng the planned

-rnute to the AMEMB and survey the altuatlon._q‘

(R —

—(posltion a.nd timing to be determined)

————y -

and prepares to proceed to AMEMB for the rescue, Route map

follows.

. L e .
e b L

O Rem O % I-89 ARR-2-25

DRAFT



/..\/Mi.r. )
J.u..-\ﬂ = . vy ol. .
4=

[
,*\.w.: A2 I

ol

T C e N TN e N B
:.Mh.*..._._w\omw. R ’ - .._. pity .U... ..... I W..V\..\PI\—

fl i 52 e | 1L g 2] 7l w
!

' 1 S B ....J...... i T I P Ty " . . . .
“ IR R e . - R R L T P I N 1 = —
t e am G G W N T s D .
. - FERNRRARL AP AL O ey . - T e et e e



REP=FRCRET

DRAFT

20002 - DELTA scheduled to inform rescue force for MFA,

COMJTF, helicopters, MC-130s, AC-130s, and C-141s of intended

time of assault (time.over_the wall “Eentatively' scheduded—for

£21002). DELTA has window of up to 20 minutes early or 40
minutes late.

20302 - Assuming the time over the wall is annocunced for

21007 and there are no other calls, the helicopters depart

the hide out and Jdn flights df”twofproceed_to an orbit point

Thim Pem

north of the AMEMB. Helicopter route ie as depicted.
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M?.s-naaz - One Kc-135A and one kc-135 ARt depar i
E -c-130 support. The KC-135A refuels the ART and’
returns to— The ART will provide, as a contin-

gency measure,’ emergency refueling for the first two MC-130s

that return from Desert One.

E 1737-18362 - Two more KC-135s depar”to

provide contingency refueling for the third MC-130 and three

LY

EC-130s at Desert One.

18102 - Lead MC-130 lands Desert One.
18492 - Heligopters pass point of no-return (fuel).
19102 - SecondlMC-130 lands, Desert One.
19172 - Third MC-130 lands, Desert One.
1920-19232 - First two EC-130s land, Desert One.
. 1926z - Lead and second MC-130 take off and return to
E -to relieve congestion at refueling site.
19282 - Last (third) EC-130 lands.
1930z - Helicopters land at Desert One. The refuel-

ing configuration-is shown on the following diagram.
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1930 - 2010Z - Refueling complete, DELTA force loads on to

helicopters. Helicopters depart for DELTA drop off point.

Six mission capable helicopters are required. If less than

six, the mission is to be aborted. Inoperative helicopters,

if any, are to be destroyed by the road security force.

20302 -

One MC and three EC-130 aircraft depart after

sanitizing the area. They transport any detainees back to the

A
launch base. If a C-130 is inoperative, it is destroyed

prior to departure.

@’Z'ZZOZ -

Helicopters 'errive at DELTA drop-off"point,ﬂ'

\

on the following map.
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1453 - Pour MC-130s aepa:t—-nanzariyeh
airfield. i’:I‘.h‘ef...wi;l.l flyb-and'-&i'eﬁuel_
at low altitude_at-A1iR8jcandcals [Acheduled, to land at Manzar-
iyeh at 21432. COMJTF is aboard the lead MC-130. There are

lhnanger;aﬁnd two medics.. -One MC=130 contains five blivets of
-contingency fuel for the helicopters and a resupply of ammo
for DELTA. R°“Ef3 for MC and AC-130s8 from the Persian Gulf to

Manzariyeh are shown on the following map.
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. %— The AC-130 gunships depart

)

to Tehran and one to the Manzariy

which loiters with its KC-135,

t low altitude at 1730z2.

arrival of 2040%. The third,

will arrive near Manzariyeh at 2110%. :
18112 - Two MEDEVAC equipped C-141s depar;_
There are a total of 12 medical

20562 arrival at Manzariyeh.
A Y
.80 units of blood, and other necessary eguipment

personnel,
aboard both C-14ls;';%_ The route is as shown on the following
hap.
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20402 - Assuming time over the wall is anncunced for

21002 ,.“tgp gunships depar

H 9 proceeds toward the AMEMB, the other towar

The lead gunship

Cne

“Quired.

20452 - Fou'ﬁrlc-ﬂm‘landﬂmariyehw .Jhﬁg“'a!aet up

defense; CCT team sets lights for c-181s and aets up portable
TACAN,

2056% - Two C-141s land at. Manzariyeh. COMJTF reports to

DCOMJTF. that all aircrapft have ldnded and prepa_r:gd to receive

~ helicopters.

21002 - *To execute 'tHe~ grouwhd tactical plan. WDELTA
fﬂ‘r‘g& is divided into

T R ey ar ) PR ——

w transport of Fthe rescued hostagea to

the. 'atadium, -afid .augmanting stadium security during extraction.

A the helicopters~from the stadium to Manzariyeh. m
‘ _h_ — )

AAR-2-29
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be

h‘____ 0
stakes on the compound fjeld can be removed,

the decision may
be made to conduct the initial helicopter extractions from this
location. *_will conduct their operation
simultaneously. _'I‘he Delté _Ground Tactical Plan for the AMEMB
Compound follows.

R -~
e —ry w8,
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iu)21002 - Two F-14s and two_h-gg launch from the NIMITZ to

rendezvous with a'xcfmas.anr enroute to station in the northern

Persian Gylf.

40)'21053 - Onpe._gunship in position over AHEHB-P
P'_ _“"'I‘he second also provides protection

‘cover f‘di—'“ﬁhé_ MFA rescue team) Protective. fire provided only

on-call.

2110 - 22002 N On call from DELTA, helicopters land on

playing field in compound or stadium as determined by " DELTA.
Helicopters 1ift off as they are loaded and proceed singdy

to Manzariyeh. A map depicting the HL2Zs follows.
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Concurrently, helicopter number five (or desighated alter-
nate) proceeds to the MFA for an on-call pick-up of the MFA
rescue team and hostages. This helicopter returns to the
vicinity of the AMEMB to be used for additional 1lift if
requ'ired by DELTA. Shown is a map depicting the MFA and
the HLE ‘near the MFA.
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MOZ - Third gunship arrives vicinity of Manzariyeh. It

. fre r

_ This gunship provides protective fire power
._—or can proceed to the AMEMB if requested by

T iR il I-104 AAR-2-33
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PHASE THREE

2140 - 21102 - -ﬁélicopters arrive "rit “Hanzatiyeh. Former

hostages, wounded, and '_DELTA!iare placed on c-141s8. C-141s

depart as they are loaded. FPirst two mission ‘capable heli- Y
copters refuel £from contingency fuel bladders brought in by I
the fourth MC-130. They proceed back approximately half way
to Tehran with additional ammunition should it be required/. by. k
DELTA or additional Vit is required, They also serve as SAR o

aircraft in the event a helicopter is forced down. FPollowing

‘/[ is the parking plan for Manzariyeh.
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Vzusz - One KC-135 ART with two USN F-14s and two A-6s

are to be on station in the northern end of the Persian Gulf.
The two F-14s are air-to-air configured to protect the KC-135
and take action against high threat aircraft only. The two A-6
TRAM aircraft are air-to-ground configured for close air
‘support. They are launched from a deck alert posture at a
. time to coincide with Delta entering the compound unless

previously requesqsd by COMJTF. The CAP aircraft join over the

£ NIMITZ with a KC-135 ART_‘hich has been

fueled enroute and proceed to station in the northern Persian
Gulf in the vicinity of 29-00N/49-00E.: CAP aircraft and the
KC-135 ART are maintained on station with relief aircraft
provided until completion of the operation, after all US
forces are extracted. Relief KC-135 tanker fuel is to keep the
CAP aircraft at full fuel so they can depart station full,
enroute to proviée RESCAP support to Delta. CAP aircraft are
to depart station when support is requested by Delta and
proceed to the vicinity of Tehran approximately 375 NM from
station, whe?;mﬁﬁ§§"éan remain overhead for two hogfs at
altitude and for 0+45 minutes at low altitude. Communications
paths have been established between Delta and the JTF for relay
to the KC-135 and the CAP aircraft. An S-3 aircraft is also
positioned in the Persian Gulf as a backup HF/UHF relay.
£ Backup KC-135s fromgand CAP aircraft are available in
order to maintain CAP o;*station in the northern Persian Gulf
even if CAP aircraft are vectored on a RESCAP mission to the

vicinity of Tehran. The mission route was planned as follows:

FPOP-BEEHEP I-107
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ﬁﬂsz - MC-130s depart Hanzariyeh and AC- 1303 'depart the

‘F area and conduct “ale’ refuel‘mgﬁ enroute back using
essentially same route.
MMBOZ - C-141s'__é;riv " Emergency medical

ﬁnacil.ities are ﬁa_vailahle. Eresh C-1413 wite air crews are on

- standby to fly former hostages and wounded—

04252-0459Z - MC and AC-130s“arrive at

'

[ TS

A ———

—LOR=SECRBT- I-109 AAR-2-36

DRAFT  posmssse

s



COMMAND AND CONTROL

TorSECRET

JZ)&Q? command and control was discussed at length during

the 16-17 Apr conference, COMJTF with his staff, located at

é — would be in direct contact with CJCS as the

interface with the NCA. COMJTF had been given full authority
to conduct the operation in accordance with the plan. The
channel to CJCS was available to obtain on request, consulta-
tion, guidance or decisions from higher authority. No calls
were required unless the operation was becoming unmanageable.
! }-;M(U]COMJTF had adequate communications to all forces.

Depicted on the next page is a simplified schematic.

it:

AAR-2-37

AL



<

DRAFT

CoOMITF
o o : - ' o ® 0 0 o p o g °
I-w— >0 o Q I—- T o
ST T T
hd ° a2 I )
] -] | Q »
-] [ o I .
g -] . .
(] ° ° | o
FIXED . . ]°
wiNg @'PTAfr . HELOS RAWGERS
)
|

DESERT [ uss
one Nimitz |

ROTE : Fnad wing elamunts had Pse-| vl bl .
Wwith eldher Dalto o msw: . tlonle when wlocated

~ LIHF SATCOM (WﬁC'BIPT-?_S)
o LIHF SATcOM (PSC"D
=~ HF RADIO

wﬁ&l’im 872 L0 Rt T WG,

SRR AL il g -

Xo=lga - : -1 . !

Al e Tl T e e e




o

R\

o ”llﬂr]- o

RS LONNRR

W COMJTF, Major General Vaught, USA, would remain at

E Y - ti: the MC-1305 departed for Manzariyeh for night

two,
(Meputy COMJTF LTGEN Gast, USAF, Elles—

with PELTA. DCOMJTF goes -o monitor that opera-
tion, interface with the‘f required, to serve as

COMJTF in the event COMJTF can not transmit, and to provide

consultation from a separate vantage point. He remains there
5

until the first MC-130 returna from Desert One and then

proceeds.-so be in place 4 hours prior to

COMJITF's departure the next day Por Manzariyeh.

}KSMIOMI Kyle, USAF, located at- and aboard
the first MC-138 to depart for Desert One to be the overall
operational commander at the Desert One refueling site,
Under his command are CCT Commander !the
Road Security Force Commander_ and the
DELTA Commander, Colonel Beckwith, USA, Coemmand of the
helicopter flight, commanded enroute by LTCOL Seiffert, USMC,
comes under Colone);-Kyle as the helicopters approach for

landing.

()Jv "M(U)The Desert One Commander 1s to have command of the

entire force at Desert One until the helicopters depart. The
Desert”One Commander reports only to COMJTF.

©

~ " 127 oOnce the helicopters take off for the DELTA drop off
point the DELTA commander is in command throughout the
intervening period up to the point where the helicopters land
at Manzariyeh. The helicopter flight commander is, of
course, responsible for the safety and security of his

helicopters, but he 1s under the operational control of the

DELTA Commander.

BO® -OECRER I-112 AAR-2-38
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ﬂ) . COMJTF will retain command enroute \!:o Hanzariyeh-l

during the: airfield/ extraction operation (Phase IIX) and
E the remai

during the remainder of the mission bac-

DCOMJITF serves as a backup in the event of communications

problems.

{(U) 1In every case there was designated succession of

command, by name and by position, in the event the commander

was incapacitated.

it
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FORCE . READINESS *

{U) A premission conference was conducted to examine all
aspects of the mission. COMITF reviewed force readiness: the
men, machines, and equipment, The air crews were judged to be
qualified and competent. All were healthy and mentally pre-
pared. Mission profiles would not exceed demonstrated perfor-
mance. The aircraft were in good condition. One helicop-
ter ahoard the NIMI%Z was still out of commission but parts
were on the way. Maintenance aboard the NIMITZ was considered
excellent. DELTA was pfepared and all equipment was reqﬂﬂ
Their plans were complete but they were flexible should latg
intelligence'dictate changes. ‘The Rangers were well prepared

for the mission.

= TR
TR
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CONTINGENCY REVIEW

Q” J#' The criteria for mission execution were reviewed: A
favorable pre-launch weather forecast is required for the
entire period of the migssion. Any reservation would be a basis
for delay until weather conditions were suitable. Intelligence
and OPSEC were essential. The force must be in Place, rested
and ready.

#9\0) Once the fBrce launched and up to a certain point,
there was time to utilize spare aircraft and continue. There
were firm criteria for pinimum numbers of mission capable
C-130s and helicopters tﬂroughout the mission profile and if

the minimum number was not available the mission would be
aborted.

4 COMJTF, his staff, and commanders concluded that
once all aircraft were well within Iranian airspace, the
mission should not be aborted short of four pre~determined
reasons. First, 1f there were.valid indications that the
mission had been rcompromized resulting in loss of surprise.
Second, if part of the DELTA force were denied continaéd
participation in the mission due to an aircraft emergency
abort or accident. Third, if the minimum numbers of mission
capable helicopters (6) were not available at Desert One.
Fourth, if for any unforseen reason, continuation would
create a significantly high risk to the security of the

rescue force. It would not be wise to proceed when the

probability was high that the force would be captured or
killed.

.

L?By?ﬁThe rationale for this judgement was that if the

PO SEORET I-115

- DRAFT

AAR-2-41



DRAFT;

operation were aborted once well within Iranian airspace,

E the mission would probabiy be compromised. Return-
and the NIMITZ, followed by launch on a subsequent night when
all conditions were favorable would surely lead to delays and
compromige. Either friendly countries, the ‘Ira'ni'ans‘, or the
Soviets might.:_detectl the fouaesand its intent. Under those
circumstance there would not be a second opportunity - at least
not with this pl\an.

U Accordingly. the force was determined to
continue the mission once it was well underway. Individual,
component, and jointftraining, combined with a strong command ,
control, and communication system provided the redundancy and
flexibility required to enable the force to make judgements and
respond to contingencies. The two night, three phased plan
offered sufficient flexibility. The force had concentrated on
contingency and "what if" drills for months. If problems
developed (they had in training) it was up to each commander to
deal with them, request guidance, consultation or assistance as
needed, and -"ri\ike'-"’-léﬁ'é:y effort to continue to the point where
mission completion was no longer feasible. The conti-r;éencies
included enemy reaction, equipment failure, changing weather

oand even "hard luck"™. The JTF had confidence that mission

[ .-

The—warning system was respongive

i~ RERE wir R
-
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OVER-ALL ASSESSMENT

{P€) V) The conferees were fully knowledgeable of the chal-
lenges ahead and the importance of the mission to the hostages
and the United States. These were sobering thoughts but the
group judged that their plan was feasible. They had been ready
for several weeks but they were more ready than ever before.
Their confidence, was high.

Lbﬂj@ﬂThe Joint Chiefs of Staff had supervised mission
planning from the beginning. On 16 Apr COMJTF, DCOMJTF, and
the commander of the' ground rescue force briefed them on the
plan, intelligence, and force readiness. The Joint Chiefs
of Staff approved the plan and determined it was militarily
feasible. That evening COMJTF, DCOMJTF, and the commander
of the ground rescue force briefed the President with members
of the National Security Council present, At the conclusion
the President approved the plan and stated deployment flow

should proceed with 24 Apr as the planning date for execu-

cr e .
> e —
tion.
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‘(g—;,,dn 16 Apr COMJTP notified all forces to

prepare to move to a new tralning location in the desert and
to be prepared to conduct an extended exercise. _On the same
day JCS notified SHAPE, EUCOM)" MAC, REDCOM, and SAC that

four AC-130s, three EC-130s, and four™MC-1308" would deploy

LTRP I Aty i e

Warfare exercise throughout Europe and ‘the- Middle East on

going at that time. Three MC-130s were moved fro.}
—arriving on 16 Apr to conduct joint training

At this

‘Pﬂ-)’ On 16 Apr an advance contingent oE JTF personpel

- - o3y
ications Officer; two weather officers; the JTM

Liaison Officer; and'a DELTA advance party=deployed —

. . r .

‘ Arriving on 17 Apr this group activated the JTF HQ

Command Center, initiated classified weather traffic, and
coordinated JTF base support requirements.
M&T On 17 Apr the helicopter detachment composed of 48

personnel departed MCAS Yuma under cover of darkness aboard

a dedicated MAC C-141.

I-118
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Flight plans weré filed indicating that the flight was enroute

to Norton AFB, CA. At Norton, the aircraft was parked in a
remote area of the base and all servicing occurred well'-:aleag
of most base operations. Members of the JTF remained in
" proximity of the aircraft while refueling and crew change
occurred. Following ‘further stops at: Hawaii, Guam, the
~tne aireratt maea_
.—_._..-i_-
at approximately 0800 on 20 Apr.—

copter detachment was subseguently flown aboard NIMIT2 by Navy

¢

CH-46 helicopters.

é)ﬁs‘f The JTF evaluated friendly, Iranian and SOViet-’

Plans were formulated and executed to

spread a:.rcraft movements

*

example was identified early~in the program (Dec 79) as a

probable speclal operating location or staging bnse.-

’j This force was supported by C-141, and C-130 airlife,

p to include C-58 from time to time.x_'q Anm

a3 Y aemgg Wty W .i'
rEgip s

MC-130s inflight refueled across the North J\tlantic non-stop: to

et A . P s s b
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- then flew through Europe to - A JTF
AE iemer septores 1 -j

to watch for signs that the movement arocused suspicions and to

ere routed across the mid-Atlantic

nd through the Mediterranean.

E ( The PACAF aircraft deployed on 15 Apr 1930-
—'(one was in CONUS and deployed from Norton AFB through

—tra1n1ng 17 and 18 Apr with TF-70 operating in the

Arabian Sea./One MC-130 moved from_on

and established advanced liaison for JTF at this location. On

E 20 apr 80, two additional MC-1308 were moved intq_

making a total of three MC-130s on station. _ ‘ |

)\e selected a remote part of the airfield to park aircraft and set

up his tent city (BARE BASE). The north end of the NARNE
*l’runway was blocked off for C-130 use.

—— Y ey

E increase their tanker Presence

by 18 Apr in support of E-3A training and exercises in the

Mediterranean Sea area.

W By 18 Apr the MAC airlift began. It was careful-

ly scheduled to maintain a flow of in and out airecraft and

2o iR I-120 ARR-2-4%
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w ‘19 Apr marked the dfadual but carefully scheduled

-_—

. .and monitored movement of mission aircraft—

One of the JTF/J-3 members was in place to monitor movements

~.dmas informed that a build u

as in progress and it 'was of speclal importance.

COHJTF and staff

aeployed_

of the AC-130s8, they were flown in non-stop using in-flight

This schedule was designed to-

enable at least 48 hours for crew rest and physiologi.cal

S
"

adjustment.

They transited

B

over water should any Air Traffic Clearance (ICAO Procedures)

problems develop_ enronte through a particular international

-

region. ' —

% Through the period 19-23 Apr the forces moved. By

late 23 Apr the following mission aircraft and Air Force

personnel were either in place__
£ wmm
4 AC-1305/4MC-130s5/3 EC-130s

- KC-135s

2 C-141g
1 C-130 for logistics support

-Total aircraft and approximately 228 crewmembers -

‘ plus 236 maintenance personnel.

Three EC~130s and one MC-130 departed in radio silence from

POT=EFERET. ‘ M—- AAR-2-47
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Y ey londsd ot
ours and 38 minutes later, proceeding down «
hls deployment was—“/
as a support element for the“

28 Apr B8, MAC C-139 airlifted the communlcations support

E element of four personnel lnt_enabling secure
\j communications via satellite with NIHITZ,“H

A S ympereerer—1

personnel with three flight crews plus spare overhead, and

£

“Hurlburt/KeesleZ element numbering - personnel (total
-[ Four aircrews plus overhead crewmembers were included
in this group as well as-maintenance personnel. A three
man intelligence team was on the scene plus two flight
surgeons and one medical technican positioned at this

location. Two Pentagon liaison officers, on special assign-

_3bere JTF primary contacts to work out details
_.mnd government officials, They acquired

unique support from local airfield complex resources.

m Four MC~-138s and three EC~13@s were in place with a

total complement of -organic personnel. More support.was

E needed and this was provided by a MAC C-13¢ Ero_

The C-13@ made at least one and sometimes two flights per

day.

—The major staff elements within the JTF HQ
$ __were J-1 through J=-4 and J-6. Other elements

operating at the J-staff level were the weather support

C element _ The J~1 element provided

. 1-122
su.  AAR-2-48
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administration support to the staff. The J-2 element

was made up of two .offigers from the.J-staff and- also

element included spectatists- in helicopter operations a&

well as C€-130, C-141, :and ‘KC=13}5<dperations. The J-4

section primarily\ provided support for JTF activities.

E i—e_The J-6 element was composed of JCSE assets as

well as -JTF communications staff officers. The weather

element was composed of the JTF Weather Officer, an assis-

tant Staff Weather Officer (satellite meteorologist), a

E USAF Weather. Officer“ and the

*tactical weather communications and =atellite facili-

(:- . . - N “Eﬂv

These staff elemesnts. were all positioned in the Command

Center under the supervision of the JTF Chief of Staff.

@€Y On 24 Apr two C-141s with DCOMITF and DELTA flew JIJ

“ arriving mid—afternoon.m‘l
ORI - ~: O=iTh slipped |

ﬂ E ‘and were transported to special tents. The C- 1413
returned— later that evening. At approximately

06302 (1030L), one MAC C-130 arriv- \uth-

Rangers ,_vfehich would accompany the 1naertlon force and

i -
perform the road block and security function at DesgrtOne.
One_jeep and two Kawasaki KLX 256—motorcycles (dirt bikes)

were also offloaded as part of theirmission eguipment.

I-123
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%’ KC-135 tanker and C-141 airlift were deployed for

support

i
forces were in place,

(U)4er” By midafternoon on 24 Apr the
The deployment schedule had

all aircraft were operational.
gone well and there was no indication that OPSEC had been

lost.

L e -
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Intelligence regarding,.ths. status of the Iranian

Armed Forces, Gendarmerie, Police and Pasdaran had not

changed - if anything, conditions in the country had become

more unstructured and chaotic "and the capabilities of Iranian

forces even less.

Unless spotted directly by Pasdaran or a Gendarmerie post,

the probabllity of getting to the AMEMB compound wall unde-

tected was high. Intelligence indicated thatm

Even as the rescue Eorce was preparing for

E their pre-dawn launch _ these reports together
c with independent J-2 —evaluations were passed to the

DELTA S-2, who was golng in with the force.
(()‘/é?{m&r Security forces were believed to m\:’hbe?"ﬁﬁ“ﬁo‘!% in

.the immediate area of the compound, with approximately

.’"

Y - I-125
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C :i';rations- of security were ldenti@lqd_
~ and otheri'locations on the: north and northiwest edges of the °
compound. Perimeter security was at sjaedow pofnt just prior
to mission launch. Several of thé sandbag poSltions along
thé wall, for. Instance, were ;H;ccupied and deteriorating.

SUMMARY
\

GJ)cH?r To summarize, the total JTF had progressed from a
near zero capability in early.Nov 79 to one of high capa-
bility on 24 Apr 88. On 24 Apr, COMJTF assessed JTFs status
as never more ready to perform the mission as on 24 Apr.
Confidence had grown gradually but surely during the planning
and training cycle. The chart on the next page illustrates
confidence growth., As planning evolved and operational
concepts changed, rehearsal results improved, intelligence
and communications improved, employmeRP bases became avail-
able, Desert One became avallable, and confidence increased

*_:*—-;a.- .
towards an all time_high. cConfidence factor is reflected on
a scale of one to ten, The factor of ten reflects COMJTFs
assessment of the JTFs abllity to perform the mission -

rescue the hostages - on 24 Apr as contrasted to near zero on

4 Nov 79, The confidence factor at the conclusion of the
third rehearsal (Nevada), on 4 Feb 8@, as an example, was

about four compared to ten on 24 Apr.
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SECTION II '

ﬂul MISSION EXECUTION
%mﬂs section of the report describes events and

JTF actions during the execution of the rescue mission. The

period covered begins at 1030Z 24 Apr BO and continues

through aircraft launch, operations enroute and at Desert

A Y s
‘ One, mission abort at Desert One, withdrawal of the forc-

and evacuation of DELTA, helicopter crews and the

f' injure-n 25 Apr 80.
¢

CLASSIFIED BY DIRECTOR, J-3
REVIEW ON 25 JUNE 2000
RERSON: 5200.1R, 301c6
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m The first of two C-141s érf'ii}ed—
“ On board were the Deputy Commander of the Joint Task

,"\ Force (DCOMJTF), the Eommander of DELTA, and approximately

half of the ground rescue force. The C-141 made an engines

running off load at the south end of the field-

q out of view of the main base complex. The {DELTA

C T A

oY £ I

erected at a designated holding area adjacent

tc; the airc;;:aft in whi‘ch they would fly to Desert One. At
1115z, the .second?‘C:'l(,_-landed and off loaded
the remainder_%of Delta.
W DCdMJTF pro.ceeded to the communications tent and
began preparations to assume a back-ﬁp command and control
role utilizing the secure TACSAT terminal. He also reviewed
launch plans for Night 1 and Night 2 as well as alternate
E plans for usa._‘gj;ﬁeg_iﬂual C-130 asset'-(three
EC-130s and two HC-1365) ghould they be needed for contingen-

cies on Night 2.

mw-s'r By 12002, final loading of equipment was in
E progre"é_s for the lead MC-130, scheduled to depart-

The!Rangerh;jeep, four motorcycles (two Ranger, two CCT)", and

v

1 the itr,:m:ta\l:tle EWJ were included in the mission cargo. The
’/\ - aircraft Elso carried two sheets of aluminum planking to be
used under the main gear tires should a C-130 break through
the desert crust and become stuck at the refuel site. Due

to the high temperature and lack of cooling'equipment-

E J- passengers were not scheduled to embark until

Tar aaew?T AARR-3-2

v~i 72



V=173

just prior to engine start. , Camouflage nets. supporting
- ' o .- -1

systems, were stowed

aboard the.other two MC-130s for transfer to the helicopters

at Desert One.

T

(U} The fuel trucks made one final circuit of the flight
line at 1215Z to top-off all wing tanks and fuel bladders at
the'-s.ix thousand _'. gallonelimft. This was donet-to prevent
venting of fuel due to heat expansion during the hottest part
of the day. N

At 1230%Z, final crew briefings were underway for

the crew of the lead MC-130. Of particular interest was the

latest intelligence data received from the Helicopter

Detachment Intelligence Officer abocard NIMITZ. ‘

Weather, transmitted Jf:on_. was briefed as good,

with no significant factors that would effect operations

other than high_ clouds in the vicinity of Desert One.

T e ——
Navigators and Electronic Warfare Officers went over  their

charts one last time to ensure that preselécted”routing and -

mini-

terrain following altitudes,

and afforded fuel conser-

vation. Radio operators studied the CEOI in company with
two DELTA TACSAT radio operators scheduled to fly in the

lead MC-]30 and in the number three EC-130.

W.’ . 11-3 ARR-3-3




USS NIMITZ - 10452 ‘

(U) At sea aboard NIMITZ, preparations were under-
way in anticipation of the execution order. Earlier that

day an incident had occurred in the hangar deck which caused

concerl.

M At approximately 0715Z, a helicopter crewman inadver-
tently activated the hangar deck overhead fire control dispen-
sing system. Before the fire fighting systems could be shut
down, parts of five of the RH-53s had been wetted with foam.

uick response by both the helicopter crews and

ship's maintenance pe;BOnnel prevented this incident from
causing any damage. Within 30 minutes all aircraft had been
thoroughly washed with clear water and were being inspected
for possible corrosive damage. No such damage was found but
it was decided to bring the helicopters to the flight deck
20 minutes earlier than planned in order to have more ‘run-up'
time prior to launch. (None of the material failures that
occurred on the.mission.could be attributed to this incident).

(0 Thé Helicopfér Detachment began formal mission brief-
ings for all pilots at approximately 1100Z. The Operations
Officer reiterated the basic plan to ensure a full understand-
ing by all pilots. The communications procedures were rebrief-
ed.

me-r While the Operations Officer briefed, the detach-
ment Intelligence Officer was putting the finishing touches

on his presentation. The daily weather message was not

I0p-GECRET . I1-4 BAR-3-4
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scheduled to be transmitted from JTF headquayters unti)

12002. Consequently, the -Intelligence Officer had arranged
for the NIMITZ's weather section to provide a general

weather summary which had been prepared for the ship and its

embarked Carrier Air Wing. When the weather report, ﬁ

G — arrived, the two products plus an earlier route

profile f'orecast were used by the 5-2 during his briefing.
The thrust of these separately.prepared reports was almost
identical. The only area of difference was the ship's
summary which included mention of a '‘possibility of blowing
sand’' in some desert regions. This product was a general
forecast item for all ‘of Iran without specifically stating
where the blowing sand might occur (the ships's meteorol-

ogist was not aware of the mission). The weather provided

a — was much more detailed for the mission route

and highlighted the actual mission.area.

_:}, The intelligence briefing was concise.

There had been no significant changes in the intelligence

picture since the previous night. _Rilqts’ were told 'that

- -

* . L oy . .
E:hg_,;e‘_ BYEY: oun_i—;éovl of"ltanian ships or aircraft _in

R R

W sk Tl e e 4

shown on

- J——— =
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The chart-s were prepared on 1 April <1980. Each

Detailed analysis

P

by DIA é‘n.duﬁmission Electronic Warfare Officers indicated
that due to terrdin masking and other propagation factors
approximately 100 NM of the mission flight path could
possibly be covered by this radar at high altitude..({over

18,000 feet MSL)2 - This was a conservative estimate.

ST L,

and were
=)

checked to insure validity of the graphics.f This had
4
been periodically provided to aircrews during training

and this information was briefed daily to the helicopter
pilots aboard NI@;?E:,_

(U) The weather portion of the brief was detailed and
elicited several questions. The weather was described as
favorable with no significant headwinds or visibility
problems. MHigh clouds were forecast at altitudes of 10,000
plus feet and the possibility of thunderstorms in mountain
areas to the west of the planned route was discussed. A
weather map and the morning satellite photo were used during
the briefing to show frontal systems and cloud cover pat-

terns.

ﬁ_’(,b/) The areas of principal concern for pilots were

I11-6
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temperatures and density altitudes. The best available

‘O informatior_ was provided. This

indicated that the helicopters could expect temperatures on
the order of 27-30 degrees Centigrade at Desert One with
somewhat cooler trends further north at the Transfer Point/
‘Hide Site and in Tehran.
M{M';The §~2 concluded his remarks with a final discus-
sion [of escape and evasion (E&E) tactics:)and an injunction to
aircraft commanders to ensure that each crewman had all
requiredPEéE materials. They had been presorted by type ané
were available in the ready room. Specific guidance was
provided on carrying personal effects. Each participant was
directed to carry his military identification card, identity
"dog" tags, and a symbol of his rank or branch of service which
he could affix to his flight suit or uniform in the event that
capture appeared likely. All members of the unit were directed
to have positive identification that showed they were US Armed
Forces personng_l_. .
Mm&r It wai‘s:h;? "this point that the question of. other
personal effects surfaced. Since the helicopter crews were
in the unigque position of departing from one location (NIMITZ)
€ and returning to CONUS via—some concern
was expressed regarding the security and timely return of items
such as cameras, credit cards, etc. The DCOMJTF for Helicopter
Operations decided to allow pilots and crewmen to carry those
items which would not provide any more information than was
already on the identification cards. Cameras were permitted
only so long as they were either empty or contained unexposed

film. Several pilots who had cameras with film already loaded

TP widiET I11-7 AAR-3-7
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clicked off the remaining pictures and removed the exposed
cassettes. Aircraft commanders were responsible for checking
each member of their crew to ensure that all was in order
prior to leaving the Ready Room.

(U) This completed the formal briefing activity and
crews assembled by aircraft for final instructions from
individual pilots. No information was available that would
preclude planned mission launch.

(y),uif The helicopter communications equipment was given
a final check. Helicopter #1 was equipped with one secure
WSCe3-UHF ~TACSAT for inflight use and one PSC-1 UHF and one
PT-25 UHF manpack TACSAT terminals for ground use. Only
four other helicopters had ground use UHF TACSAT PT-25s5; two
additional PT=-255 had been found inoperative and were left
behind. Seven of the eight helicopters were also provided
portable upsecurg'voice HF radios for emergency use. An
earlier recommendation by the DCOMJTF for Helicopter Opera-

tions to remove the KY-28 NESTORS (secure voice encryption

e ey

devices) from each @f the helicopters, having been approved
by COMJTF, had by this time been implemented. This left the

helicopters without a secure UHF or VHF capability.
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A
EKHeanwhile,_:OMJTF reviewed the status

of his forces. All aircraft were in commission.

WA message was received from NIMITZ describing an

additional plan to divert attention from the mission launch

A'\‘ Cand recovery operationas. _

L. o i

C suspicion of a special event. Fortunately, the bulk of the
‘Soviet Navy's Indian Ocean Squadron was involved in an-

~Detachment S-2 had been working closely with CTF-70 Flag

Intelligence at sea. ‘

‘“
T eem—
‘N
“

This welcome news

removed a previous concern about detection of the C-130 launch.
All other intelligence information was favorable for mission

execution.

M By 11502, the JTF Weather Officer had delivered the
mission forecast for transmission. The short range forecast

was for a weak frontal system to move out of eastern Iran

m—_' _ II-9 AAR-3-9
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late on the 24th and into Afghanistan on the morning of the
25th. Daytime low level clouds and isolated thunderstorms
were expected over central Iran. Thunderstorm activity
would continue but dissipate over the southern mountains
west of the helicopter track during the evening, with high
cirrus cloud blowoff over the central portion of the entire
route. This qgeneral forecast was in addition to a detailed
route weather megsage transmitted at 0810Z to the NIMITZ
6 and at 03252.- which specifically addressed the
various airc?aft flight-;aths. Facsimiles of the_above

weather messages are provided on the following three pages.

I v
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(3> 4P8Y" At approximately 12252, COMJTF was given a complete
weather briefing. Others present at this briefing included

the Chief of Staff, Weather Officer, Ranger Battalion Command-

er, KC-135 Commander, Assistant J-3 (Helicopter), and-
- .

de'ca'ae-s of flyil;égh"'é"it'béri‘ence in his homeland ~ indigated that
it was unlikely the weather could be any better. COMJTF
announced his decision to launch, The execute order was
transmitted at 125}02.

mﬂ')' Approximately half-an-hour later,—

confirmed previous reports which

R e T TS

e ey A AT

JTFP J-2 personnel validated this judgment and the

£ information was immediately transmittea: to nsvm_]

-

g

g
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“;(A’s‘)‘ — the execute order was received at 1300%,

The intelligence officer passed out lasat minutesvescape and v
—ty
- evasion” instructions and proceeded to sanitize all crew-members

ﬁ\E of their personal effects. "Dog" tags and ID cards were all
A that was carried by C-130 aircrewe other than some personal US
currency-\ The aircraft were inspected for unauthorized

and sensitive material. Two navigator crew members were

designated to carry cameras with official USAF f£ilm inserted

', for documentary purposes. (DELTA had beem‘sanitized-]

W At 13108 the pilots of the remaining five C-130s

were at the briefing tent reviewing takeoff, join-up, and

enroute procedures. Since the EC-130s lacked terrain following
eﬁuipment and relied on OMEGA for navigation, they were to be
led to the desert refueling. site by the MC-130s equipped with
more sophistiqatggiﬁfyigation and radar systems. :Rotating
beacons in theﬂéégliéal stabilizers of all aircraft héd infra-
red caps placed over bulbs, With night vlsioﬁ'goggles, EC-130
crews had an IR beacon to follow thusg facilitating trail
Eormation flying:, The plan called for the second MC-130 to
lead an EC-130, followed by the last™MCT-130 leading the other
two EC-130s. Take-offs wére—to bep:mmquenced behind the lead
aircraft for each group.

jﬁﬁ!EbT'The lead MC-130 crew was warming up avicnics equip~

ment and making final inertial navigation system alignment at

1330Z. At 13352 the aircraft was loaded. . Wassengers included

D ol pp—— II-12 . AAR-3-12




A -DELTK.\ﬁg"rSOnne_Rangers, -USAF combat control-

lers, the C-130 Commander, and the Desert One Commander.

A Also onboard were DELTA's medical officer, .and two Farsi-

speaking Americans

including aircrew) plus

the jeep and four dirt bikes. 'Aircraft flooxrs were lined

with mattresses as opposed to webbed seats to allow personnel .

to rest enroute. -

E M‘ﬂ’ht_ the lead MC-130 had all engines running

and commenced taxi. The back-up MC-130 went through the
same start up sequence’and followed to the end of the depar-
ture runway. This procedure was designed to ensure that
another aircraft was immediately available - engines running
- ags a spare to transfer passengers, load and crew. A delay

of no more than 15 minutes was anticipated if such action was -

required. All.take-offs were on ghé‘toot’?&éﬁét"@?&j“

runwa_.h Ground radio communications with the

E tower were not used. The two man US advance liaison team was

i

M "“"""’W.{b .
positioned in the--tdwer to,-_;control'—
—activities. leaving the JTF free to operate as

A desired. At 1405Z, the MC-130 launched on schedule. Take-

off was reported“ using the secure

ground TACSAT radio. The mission was underway.

= ki 11-13 AAR-3-13
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USS NIMITZ - 14002 )

‘éﬁf¥5;}'ht approximately 1400Z the eight RH-53s were brought

to the flight deck on NIMITZ using both aft elevators. Visi-
bility was approximately 3-4 miles in light haze and no other
ships were in sight. As scopn as the individual helicopters

were positioned on the flight deck and unfolded,—

—began installing the Palletized

Inertial Navigation System (PINS) in each aircraft. These

earlier in the day and maintained "on power" to

navigational aids had been initialized—

ensure that aécurate p;sition was being constantly updated.
Simultaneously, each aircraft commenced engine run-ups and
systems checks.

(U) During the run-up periocd, the flight leader in helicop~
ter #) discovered that the pilot's spotlight =" a mission
essential item for inflight signaling - was inoperative. The
spotlight was replaced within about 10 minutes and all other
systems checkggzqu:anrmally. All aircraft were full systems
capable as the NIMITZ turned roughly parallel with the Iranian
coast.

64181'The carrier increased speed to 30 knots and the
helicopters commenced lift-off on schedule at 15052. In
less than two minutes, all eight were airborne in near total
darkness. At launch, NIMITZ was located approximately 58 NM
from the planned coastal penetration point. BAs the flight
joined up in a wide sweeping port turn and disappeared from
sight, the helicopter communications officer on board the

NIMITZ reported the launch via secure radio to COMJTF.
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;/MJPB-‘)‘ Following an uneventful take off, the, lead MC-130.

proceeded on a— course into (RS
About 180 NM out, the aircraft turned-ntercept the

course which would be flown to penetrate the Iranian coast.

Altitude was maintained at 500-1000 feet above the ocean
surface. Numerous commerci;l ships were observed as they
transited the shlpping lanes to and from the Straits of
Hormuz and the aircraft track was varied as necessary to avoid
overflying visible shipping. As expected, there was consid-
erable overwater haze.’ This helped to conceal the aircraft,
or at least prevent identification as anything more than a
C-130. The aircrew was alert for inbound helicopter traffic
as the coast-in point approached. Both helicopter and fixed-
wing flights had.coordinated their routes and timing prior to
launch. According to plan the RH-53s were scheduled to cross
the coast at 15302, at an altitude below the MC-130. The
aircrew did nat,_ see. the helicopters at coast-in; several
b

"

helicopter pilots reported later they had seen the C<%30

aircraft.

w%’“ was dark by 1451%, civil twilight in the|jillJJJ0
- Moon and stars were clearly discernible. MC-130

Electronic Warfare Officers (EWO) had conducted an in-depth-

*study of Iranian radar capabilities associated with the

showed an aircraft altitude off

V-lsg
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ébsolutely safe from ﬁofmal propagation of known Iranian’

}i: operational radars. This study confirmed the JTF J-2 intell-
W alysis.

zl&fter crossing the Iranian coast at 15272, the

pilot adjusted his altitude to 2000 feet AGL. The aircraft

q, crossed the first major ridge line— and

climbed to 3000 feet AGL soon thereafter. This approximate

altitude (6,000 feet MSL) was maintained on the remainder of

hY
the flight to Desert One. The selected profile was still

LT

%} clear of § i j ) over

U  o: civing the modified (re-

laxed) terrain following profile, fuel was also conserved.

The aircrew began to observe a high overcast cloud deck at
about 16302 which screened out most of the 6B8% moonlight
illumination. Approximate location at this pointiwas 29-22'N/
58—53'E.. An obstruction to downward visibility occurred which
was initially inierpreted as a combination of darkness and lack
of ground definition of the sand dunes below. The fact that
there was an obstruction to visibility was not verified until
the next ridge 1ine.was crossed and the hills could not be seen
at distances beyond 1/2 to 1 mile.

(U)4m&r‘The safety pilot was standing behind the aircraft
commander. He reported to the Desert One Commander - who was
positioned juét behind the two navigators - that NVG visibility
with the ground was deterijorating due to some unknown phenome-
non. The Desert One Commander acknowledged this information
and moved to the left pilot's side window and peered out,

noting a hazy milky condition. He then returned to the nav-

267 <R I11-16
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igator's position and cross checked the Forward.Looking Infra-
red ({(FLIR) picture which showed the ground clearly. Within
10-15 minutes (16452), the aircraft was back into a relatively
clear area again. The phenomenon, later identified as suspend-
ed dust, had no effect on the MC-130 aircrew. The Desert One
Commander did not consider the visibility problem of signifi-~
cant consequence to report to JTF although he had considered
doing so. The aircraft therefore continued on toward Desert
One maintaining r;dlo silence.

Oes

later (17002) but broke clear within 15 minutes (171152). The

). The MC-130 encountered a second dust area 10 minutes

FLIR again gave no indication of a visibility restriction. The
Desert One Commander did not feel there was sufficent meteoro-
logical data observed to warrant breaking radio silence to
alert the JTF of a potential weather problem. Professional
judgement on board was that the helicopter pilots could make it
through this redﬁced visibility area. The helicopter commander
was the best person qualified to decide whether or not to abort
because of theé tvedlged visibility phenomenon. Based on pre-
vious experience working with the helicopter crews, the besert
One Commander determined that to recommend an abort would be
unjustified. At approximately 1700%Z the helicopters were
approximately 120 HNM into Iran and 80 - 890 NM south of the
suspended dust. By approximately 1715Z, the C-130 was in the

clear, headed for Desert One, some 50 minutes away.
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L rive c- 1305 Take - Off 1505-15272

E _ the remaining C-130 aircrews and

support personnel were preparing for the mission. The second
/D\ MC-130 was to airlift-DELTA personnel - (including- support

perbonnel) plus equipment, and the third'HC‘-‘TSO.-DELTA

personneli(including support personnel) and twozMaripa—Cerpg. .
POL personnel who would operate the blivet bladder system.
Each of the Ec-lgo fuel bladder aircraft had only their crew
complement of ten plus four USAF POL specialists. No extra
passengers or aircrew were carried. All personnel were abso-
lutely required to perform some aspect of the insertion/rescue
mission.

f ) At 14502 the remaining five C-130s8 were starting

engines and taxiing out to make good their assigned take-off

times of: o
MC-430 42 15102
Flight of two
EC-130.: #£=° 15112
MC-130 43 15172
EC-130 42 15182 Flight of Three
EC-130 43 15192

(Glazf There were two problems incident to the departure of

the remaining C-130s. The first was limited parking and taxi

space. The second was the gross weight of the aircraft.

normal max gross weight for C-130 aircraft is 155 thousand

NP II-18 AAR-3-18
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" pounds and Emergency Wartime Planning Weight is 175 thousand
pounds. Consequently initial taxi and takeoff required slow

movement with minimal turning to keep stress on landing gears

and rairf ames manageable.
%’-'I_‘he MC-130 aircraft taxied as briefed but the

EC-130s were out of order because of parking location.
There was some confusion getting the three EC-130s to the
end of the runway, This caused the third MC-130 to takeoff
seven minutes late. Since the first EC-130 was not in
position to take off after MC-130 $2, he waited and took off
last after EC-130 %3 and flew in a formation of four with
MC-130 #3 as lead. There was some problem during join up,
but the formation was intact as they approached the Iranian

coastline and the flight progressed as scheduled. Over the

.QI E -he flight received several threat signals from

M szrslor=-- a
RWR gear“ These signals were

assumed to be coming from the NIMITZ Battle Group - a suppos-

ition which was later confirmed.

- S
[, T

B
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HELICOPTERS ENRQUTE - 15102

A%—r While the last five C-130s were launchin‘
E— the helicopter formation was proceeding toward

Iran. \;isibility was about three miles in light haze. Ro
shipping was observed enroute to the coast and an altitude
of—above the water was maintained. At about
h 15§SZ, several hellcopter aircrews spotted a single black
C-130 which passe:-l low overhead flying at about 250 knotg in
the same direction. The lead helicopter pilots noticed that
their PINS and OMEGA were giving slightly different position
indications. Conseqguently, they visually lined-up on the
MC-130's direction of flight since both the fixed-wing and
helicopter elements had approximately the same coast-in
point.
W (P87 At 1540Z the eight helicopters crossed the coast
A in a tight line astern formation— Visi-
bility gradu?ally improved and the flight assumed its normal
formation of .gecttan-"V". This formation had been preplan-
ned for portions of the flight which did not pass near
C. populated areas or\-‘ ;nownjendamerie post;a‘i"'. Conversely,
when such areas were approéched. the flight swung into an
echelon to place the maximum number of helicopters away from
the threat. Throughout mission planning, it had been
clearly recognized that there was a need to balance the
requirement to stay low for navigational purposes against
the possibility of aural or visual detection from the
ground. As with the C-130s, ,:.;adar was considered a threat

“gnly~Eor  thegearly ‘portiodti"of the flight. ™ Known Iranian
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ﬁt/ radars should not -detect l:he‘"miaaion_
\ —‘; The requirement to remain within

visual ground contact was governed by visual navigational

criteria rather than security constraints.

MPST It should be noted that several helicopter pilots

0 had discussed' the Iranian radar threat..kith#
b - e
- .*aboard the NIMITZ who had some knouledge

of the radars but was not involved in flight operations.

m
P — ]

Still, a seed had

been planted among the helicopter piiots,_probqbly erroneously,
that Iranian capabilities might be better than anticipated.
This information may have influenced some of the pilots to be
reluctant to éxceed '1,000 feet AGL later during the mission
profile while 'flying in the dust phenomenon. o

(E))“ ##) The helicopter flight crossed the coast approxi-
mately four nautical miles west of the intended penetration
point and corrected course to reach the first turn point.
At this stage, the flight was about 10 minutes behind schedule
partially due to flight join up procedures and also the launch
positioning of NIMITZ some 8-10 NM further to sea than had been

planned. -

’_MU)The flight leader experienced divergence in readings

AAR-3-21
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between PINS and OMEGA. Neither system could be properly
updated. One was providing good latitude data while the other
appeared to be functioning correctiy for longitude only. Oon
aircraft #6, the OMEGA was slightly inaccurate but PINS remain-
ed solid. Helicopter #6 also found that his electrically
powered transfer system for internal tank number two was

inoperative. Fuel could be transferred manually after the

- helicopter reached Desert One. In helicopter #7, pilots noted

V=188

that the master Laution light periodically flickered and the
number one fuel light came on and off but this was not of major
concern. Alrcraft lalobaerved an intermediate gear box chip
warning light shortly ;fter crossing the coast. Since the gear
box had been recently changed, the pilots concluded the light
was probably caused by fine metal filings rather than a
bonafide gear chip and was disregarded. All indications
discussed were minor in nature and had no bearing on the
conduct of the flight. At this point the flight had been in
the air for about an hour and a half and formations were

being maintained .agtplanned.
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HELICOPTER #6 LANDS - 17052

(U)&BT At approximately 17002, helicopter #6 received a
dual Blade Inspection Method (BIM) warning. When the
warning was received the formation was approximately 140 NM
inside Iran and flying over a large dry lake bed. Standard
emergency procedures for dual BIM indication call for
decreasing aircraft speed to B80-90 kts and immediate land-
ing. The BIM indlcator ig designed to warn pilots of a loss
of nitrogen pressure in the exﬁruded aluminum rotor blades;
i.e., impending blade failure due to loss of spar inteqrity.
The pilot consegquently broke formation, turned on his upper
infrared rotating light beacon to indicate intentions to
land and descended to the soft lake bed. While the crew of
#6 exited the aircraft, the plane captain physically in-
spected the blade and its external BIM indicator. BHelicop-
ter #8 landed En‘accordance with his prebriefed role as
enroute mission SAR. The blade fault indication was visual-
ly confirmed -with—tha éxternal indicator and since #6 was no
longer airworthy, the crew and all classified material ;;re
transferred to #8. Within 10 minutes, #8 was airborne again
although now flying as a single unit.

(UX28T When #6 and 18 descended, the flight leader
reported via secure TACSAT radic to COMJITF that two helicop-
ters were landing. Aboard the NIMITZ the general area of the
downed aircraft was plotted as just north of the lake bed.
This position -was w&tbin the range of the :Marine CH-53D SAR
aircraft which had been prepositioned abocard NIMITZ the

previous day from the Amphibious Ready Group embarked in USS

POESEORTT . I11-23 AAR-3-23
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OKINAWA. Radio silence was pre-briefed to mea; that situa-
tions were manageable and emergency assistance was not
required. Not having received a message which would justify
external support, the SAR remained on standby station aboard
ship.

(V) 4257 At approximately 1740Z, the helicopter flight had
just passed turnpoint #4, some 230 miles inland, and was on
course along the;final long leg to Desert One. The flight
then consisted of #1, 2, 3, 4, 5 and 7 in formation with #8
about 40NM behind. Except for the loss of #6, the mission
was proceeding well.

(UL&ST It was at about this point that pilots began to
notice a strange murky cloud-like phenomenon. One described
it as "Los Angeles smog without fumes" another said it was
like "a wall of talcum powder™. The flight had just com-
pleted one df'iig echelon right formation areas and was
somewhat spread out in transition back to section "V". As
the helicopters entered the reduced visibility regime the
lead MC-130 wgé;igié;160 NM north of the main helicopter
formation and 100 miles from Desert One. (See attached chart

for approximate aircraft locations at 1740%)
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E J# Darkness fell_about one hour later
than ln— Staff actions assoclated with

contingency situations continued but it was difficult to

concentrate on anything but the enroute mission aircraft.

(U)f,ﬂﬂ’ When the report of two helicopters landing was
recelived at a.?.?r,&’_‘_}_‘,"_,a__tely 1716Z, COMJTF and his staff
assessed the ”s-l.:;:inon. Similar incidents had occurred
during rehearsals and the helicopter designated to plckup
the downed crew had landed with them. This was part of the

contingency planning. There was no reason to modify the

mission.

AAR~3-25
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C-130s APPROACH DESERT ONE - 17302 -

.- /¢F5) At about 1730z, 120 miles out from Desert One,

H, the _positioned himself behind the co-pilot

of the lead C-130 so he could assist in directing the pilot

_with verbal comments. A second CCT NCO

This system, especially devel-

oped for the mission, was positioned on top of the circuit

breaker panel at station 245 just below the cockpit overhead

escape hatch.

Tan RS -
TSy While the “lead MC-130 was nearing Desert One,  three
. KC-135s launched (one ART - two nonrefuelable)__
E “between 17372 and 18362 for the EC-130 egress refuel-
ing po.int, 120 NM southeasgwo_f the Iranian coast. Tankers
were to be on station 2330-00302 with a capability to off-load
8,000 to 1_0,000 pounds of fuel to each returning EC-130. It
was determined that should the C-130s be regquired at Desert One
longer than one hour and fifteen minutes and still refuel eight

helicopters, they would require inflight refueling enroute

2OP - SRNEIN 11-27 AAR-3-26
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% MC-13¢ #2, and MC-13¢ #3 with EC-130s #1, #2, and
$3 In formation were now (17492) about half way between
the Iranian coast and Desert One. They too were encounter-
ing conditions of limited visibllity. The aircraft command-
er of MC-139 I? was initially concerned about his four ship
formation integrity; however, major problems were not encoun-
tered. The visibility was such that for about 3¢ minutes #3
had no visual contact with the ground or horizon (except for
TF radar & FLIR) flying between 1009 and 2088 feet AGL.
Even though #3 could not see the g}ound or horizon, he could
still see the other aircraft in formation with him. The
visibility improved considerably about 45 minutes (18352)
out from the LZ.

P57 At 18652, the lead MC-13@ (§1) commenced a low
level FLIR pass.over the landing zone to ensure that the
runway was free of obstacles and the adjacent roadway was
clear. Both the landing strip and the highway were easily
discernible tﬁégﬁgﬁ#iﬁ;-night vision goggles as the aircraft

passed over. This procedure proved well advised as a lone

truck was seen proceeding east on the road toward Tabas.

- i

he pilot to land just to the right, then roll

To do otherwise might cause the C-139 to impact on a shoulder

of the roadbed, which could produce disastrous results,

%The pilot executed a planned *go around' procedure

PN Ir-28 AAR=3-27
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ensuring the truck was well out of the area. The FLIR turret
was retracted- so 'that the aircraft landing gear could be
lowered, and the aircraft turned to downyind leg for landing.
The aircraft turned base in a box pattern but when on final had
to execute a second 'go arouni' because the MC-130 was too
close-in for a safe line-up. A second box pattern was flown
and the landing accomplished at 18102Z. The touchdown was hard
but the landing roll was normal. The aircraft stopped in about
3500 feet, and ofE loaded the road block team, CCT,!and DELTA
Upon leaving the aircraft the Desert One Commander di:ected the
radio operator to send the arrival message to JTF. It was
soon discovered that tl:'.le WSC-3 radio system was inoperative due
to damage from the hard landing. Therefore the arrival message
went out gt 18562 using the aircraft non-securé HF radio for
the single CEOI codeword transmission. A portable TACSAT was
not included as part of the equipment on this aircraft.
,aat;;f'The security force was tasked with ensuring that no
Iranian personnel or vehicles entered or observed operations
at Desert One.. .If this could not be prevented, security
team members were to detain personnel and bring them out of
Iran. Any such detainees would be returned the second evening.
The force was divided into two groups. The Security Force

Q— Commaﬁaer-comprised the element which would block

access to the landing area from the east. A Farsi linquist

was part of this team. The second*security element,

responsible for the western area, also included a US military

interpreter.

(uLu}r As the aircraft taxied to a stop, the Security Force

pm-
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Commander was one of the first men on the grbund. Looking
westward, he immediately saw a large vehicle traveling toward
him. Followed closely by another member of his team, he
proceeded quickly to the center of the road which bisect-
ed the landing area. By this time he could recognize the
oncoming vehicle as a passenger bus and attempted to flag it
down. The bus driver blinked his lights at the men in the road
and appeared to increase his speed. In response, a M203 40MM
grenade and CAR-1; carbine rounds were fired over the bus. The
projectiles did not strike the vehicle but the action was
sufficient to cause the driver to stop.

(u].(eT'When the Security Commander boarded the bus he found
43 passengers (men, women and children) in addition to the
driver. Through his interpfeter, he directed the passengers
to disembark and remain guiet. He emphasized that no one
would be harmed if they followed instructions. While the
Iranians began .lléaving the bus, the security force commander
saw a flash and fire further to the west. This was the

result of a.dgétoRd-vehicle incident involving the western

area blgcking team. A
Pf )

SRR -c3o- to assist the security tean
A

in managing the bus passengers. A gshort time later, the

_assdmed full responsibility for the bus and
its passengers.-exercised detainee handling

techniques in which they had trained extensively. Control
of the passengers was positive and complete throughout the

time they were detained.
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(u)UQT The leader of the second security team had deplaned
from the aircraft's rear ramp and moved quickly to a posi-
tion about 200 meters to the right rear. He was joined by a
second team member who was riding one of the four motor-
cycles carried on the mission for use at the refuel site.
The two men saw the headlights of the bus and observed
the weapons fire. Without waiting for the remainder of the
western team, they jumped onto the motorcycle and proceeded
toward their pre}lanned position to ensure that no othgr
vehicles entered the landing area.

(U)LBT As the two s§curity force personnel traveled down
the dirt track, they met another set of headlights moving in
their direction at high speed. They swerved the bike to the
south side of the road and the leader ran to the center and
began waving his arms at what appeared to be a small fuel
truck. As in the case of the bus, the tanker truck display-
ed no inclinatlon to halt. The team leader fired several
rifle shots in the air but the vehicle kept coming. He then
fired directly :inkd-the front of the vehicle knocking out
one headlight. Almost simultaneously, the other team member
fired his M-72 LAW at the vehicle's right front. The rocket
propelled projectile struck the ground just below the
truck's front wheels and exploded setting the vehicle on
fire. The team leader ran across the road to the north side
and saw another small truck that had been following the now
burning tanker. The driver of the first vehicle had jumped
from the cab and ran to his trailing companion who was in
the process of executing a "U" turn. The security team

leader directed his companion to chase the second truck on
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his motorcycle and attempt to stop it. Shértly after he
left in pursuit of the truck, two additional security force
personnel arrived. One was dispatched on a second cycle to
join in the chase while the other remained at the blocking
position. The two cyclists were unable to overtake the escap-
ing truck which headed westward toward Aliabad at an extremely
high rate of speed. The truck apparently turned off the main
road onto an intersecting track and was lost from view. Both
of the cyclists t;en returned to the western blocking position.
This sequence of events was reported to the Security Force
Commander who by now had arrived with additional security force
members.
MTST The Desert One, DELTA, and Security Force Command-
ers assessed potential mission compromise and came to the
conclusion that the operation should proceed. Their ration-
ale was that the truck occupants could not have seen or heard
the C-130 and that the landing was therefore undetected. The
tactics employed by the two vehicles suggested a well rehearsed
plan to evade lranian government security forces and there was
a high probability that the trucks were engaged in some sort of
illegal activity such as smuggling. Thus it seemed unlikely
that they would report the incident to anyone in official
authority. ”;There is no intelligence information to indicate
<:: occupants of the truck ever made a report.)

(U} No other vehicle approached the landing zone during
the next four hours while U5 forces were at Desert One. Had
the first MC-130 landed fifteen minutes later, the refueling

operation would have had the Iranian desert completely to

itself. {For disposition of aircraft at this point see

following page}
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%w&r) By 1900Z, two landing strips (North’South) had

Abeen resurveyed and lighted by the CCT. The Desert One
Commander was séanding beside.the CCT Commander in the road
as the next —lglc-llity'.tﬂ“)- made his approach. It was obvious
from the aircraft's heading that he was not on the final
approach course. He was observed to cross the flaming fuel
truck on the north side of the road at a 20 degree angle to
the runway. The pilot quickly realized his erroneous
heading and executed a go—-around without CCT intékvention.
He then.made a tight box pattern and landed successfully on
éhe second try at 19152. The aircraft rolled out and
offloaded the 51 passe;gers at the 4,000 foot mark. He was
then marshalled in a left turn to the north side of the
runway facing oncoming traffic to await the landing of other
aircraft. It was apparent that the burning tanker truck
was very near .to the final approach landing course of the
north runway. This made use of NVGs difficult because of
the "Blooming" effect from excess light on the image inten-
sifier device -{whitewuty. . Pilots later reported it was™
very difficult to see the runway lights on the-north side™of
the road. MC-130 #3 landed without difficulty at 19172 on
the south LZ, and discharged his 30 passengers and their
support equipment. The EC-130s orbited the field and sequenced
themselves for landing at their appointed times. MC-130 #3
was marshalled to the south side of the east end of the
south strip and began setting up his %three blivet refueling
system to be used as a back-up to the EC-130 tankers. There
was a short delay while DELTA moved the helicopter camouflage

nets from the MC-130s which had just landed. The second
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and third MC-130s were being moved off the LZ into the
parallel area as EC~130s #2 and #3 landed. A CCT member
broke radio silence to advise the third MC-130 to expedite
moving off the south side clear zone, to make room for a
landing aircraft. At this point there were five C-130s8 on
the ground. (MC-130s #1-3, EC-130s #2,3). As planned, the
lead and 42 #E-130s launched at 1924Z and 1925Z to relieve
congestion and return;_ The Desert One Command-
er began to use DELTA's secure PT-25 radio which was set-up
in the road to communicéte with JTF. At 19552 he reported
LZ weather conditions to JTF as high thin scattered clouds
with visibility 3-5 mifes, light surface winds.

L The last EC-130 (#1) orbited directly over the LZ
while MC-130 #1 and #2 launched to ensure he would not
conflict with their departure routing on the return leg.
The pilot then entered downwind and made two approaches to
the north LZ, past the burning POL truck, finally landing on
the third try at 1930Z. The light from the fire also
obscured his view .on. final approach. After landing the CCT
marshalled him to his fuel off load position. All three
tankers were now on the ground along with the one MC-130
back-up fuel aircraft. {See chart, on following pabe).
ThreQ";SO foot refueling hoses were laid out behind each
tanker by the four man mobile POL team aboard each EC-130.
A Mobile Fuels Detachment from MacDill AFB provided the
NCOIC and leader of the POL crews. The loadmaster on each
tanker directed POL activities of his respective aircraft,
and maintained interphone contact with the cockpit. All
personnel participating in this activity wore NVGs and

worked under total black out conditions. The POL crews

g
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manned pumps and hosés while CCT personnel atocd by to taxi
helicopters to their appropriate refuel poiffii The well
rehgagsed'glgg,wasrfbr POL spegixlists to hand the refueling
nozzle to the- helicopter vcrew.-chief to¥accomplish the
actqal refueling. The entire refueling operation te pump
\ 1."700"galloqp,_"tom?gé'ﬁ" helicopter_ and load DELTA would take
no more than 40 minutes. The Deserf One Commander called
COMJTF at 19252, to report the incidents with the three
vehicles, and ther again at 19402 to confirm that Desert One

was prepared to receive the incoming helicopters.
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HELICOPTERS ENCOUNTER DUST 174872

i /LSf“'At 17482 the formation of six hellcopters entered
-the first area of dust. vVisibility through the NVGe had
decreased to 3P0-489 meters and was getting steadily worse.
Helicopters #1 and #2 were flying a tight section at ap-
proximately Bp@ feet AGL with the second helicopter slightly
above and behind.y Rotor tip éeparation was 15-290 meters.
Helicopters 43 and #4 were sti{ll clesing formation about
1,000 meters astern. Numbers 5 and 7 were tucked in tight,
199 meters behind and ‘slightly above #3 and #4. All air-
craft were making approximately 132 knots in negligible
headwinds. Buffeting, other than that normally assocliated
with crossing high terrain features, had not been encounter=
ed, Five more minutes of flying produced the first major
crisis of the helicopter mission. The Flight Leader in
helicopter #1 completely lost visual contact with both the
ground and the remaining members of the flight.
(U);sf At abdﬁfﬁigfﬁi.the Flight Leader decided to return
to a clear area in order to assess the situation and to
consider an alternate profile for the mission. Upon execut-
ing his turn he informed COMJTF of the visibility problems on
secure TACSAT radio- which was not receivable by the other
helicopters. Helicopters #1 and #2 landed in a relatively
dustfree desert area and transmitted their status to COMJTF
at 18232 ({COMJTF did not receive the transmission). Mean-
while, the remainder of the flight (#3, 4, 5 and 7), contin-
ved through the dust toward Desert One. MNumber three was now

flying the lead in the four helicopter formation.
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(U)LET On the ground the Helicopter Flight Leader consider-
ed the situation. There were now 14 aircraft well within
Iranian airspace. Mission abort at this stage would 1likely
lead to mission compromise. He knew that helicopters #6 and
#8 had landed earlier. He also concluded that the rest of
the flight had not observed his turn and were still inbound
to the refuel area. Hoping that the dust problems were
localized, he elected to relaunch and not call for a
weather abort. Rt 1845%, 20 minutes after take off, he
advised COMJTF that he was again enroute and that at least
six helicopters were enroute to Desert One.

’£b§$§T The helicopters had now been flying in instrument
meteorological conditions (IMC) on and off for over an hour
in a totally unexpected phencmenon which the pilots had
never experienced and which was unforecast. The dust hung
in ‘layers at varying altitudes. While in the worst of the
dust, some of the pilots ascended to as high 55!5,000 feet
AGL and some descended to less than 50 feet above the
ground, but they.caitld*not break out of the regime which cne
pilot equated to 'fi}ing inside a bottle of chocolate milk".
Each pilot felt that the ambient air temperature had increased
and while there was &till no wind or buffeting, most were
experiencing episodes of vertigo. Helicopter #3 was still
leading with #4 as wingman, #5 and #7 were fading in and out
of visual‘contact both with the first section and with each
other. There were long periods during which no one could

see the ground although they knew that a major mountain
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range with peaks of 9,008 - 11,000 feet was off to thelir
left and that they would be requirec to negotiate a mountain
pass near Darband, some 95 miles scoutheast of Desert One.
(u)}cr While flying in formation, aircrews adopted similar
flight procedures during penetration of the dust. While
one pllot wearing NVGs flew the aircraft and maintained
visual reference on the other'aircraft, the other pilot
monitored the instruments, navigated and performed other
duties. These extremely demanding flight conditions contri-
buted to the beginnings of fatigue.

@ngsj Two aircraft in particular were having problenms.
At approximately 1850Z, helicopter #2 had experienced a
failure in the second stage hydraulic system which powers
the number one Automatic Flight Control System (AFCS) servo
and the second stage of the primary flight control servos.
In peacetime, loss of second stage hydraulics is a "land as
soon as possible® emergency. The aircraft must be cautious-
ly flown with only one primary hydrauli; system because any
rapid control éi:fgﬁiéfions could cause the remaining pump
to cavitate, resulting in control lockup. While the pllots
were mindful of this situatlon, they suspected that the
fallure was caused by a hydraulic leak which could be repair-
ed at Desert One. Rather than land, they elected to contin-
uve. Helicopter #5 alsc had several serious problems. The
co-pilot wearing NVGs suffered from persistent vertigo. 1In
the cargo compartment, the DCOMJTF for Helicopter Operations

considered substituting himself for the co=pllot but did not
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do so since he was not fully qualified in the RH-53. The
aircraft then began Lo experience partial flight instrument
fallures.

(#Vshortly after take-off from the NIMITZ, helicopter
$5's TACAN became inoperable. As early as 16382, the pilot
of §5 also detected a minor unsolicited yaw input £from the
Automatic Flight Control BEystenm, This was irritating but
did not pose real\safety problems under the then-prevalling
visual flight conditions. ©During the initial period of
reduced visibility, #5 and 47 flew as a section attempting
to maintain only that:degree of separation necessary for
safety. When the dust thinned, the sections would tightenup
and when it became worse, prudence dictated greater distances
between rotors. At about 18552, #5 and §7 were almost
parallel with 106 meters lateral separation when visibility
was suddenly reduced to near zerc and the co-pllot who was
flying the helicopter suffered another episode of vertigo.
The pilot of #5 noticed his precessing attitude indlicator
was falsely dféﬁié??ﬂsithe roll/pltch of the ailrcraft and
that the heading indicator was frozen. The OMEGA was down
and PINS appeared to be about 5 NM off. 1In the midst of
these .distractions, #% lost visual contact with all the
other aircraft.
4¢f&ﬂﬂ&nowing that helicopter #7 was somewhere off his
port wing, #5 executed a descending spiral to starboard in
hopes of finding some I{dentifiable terrain feature. At 75
feet AGL indicated, the ground was still obscured by the
dust. Not wanting to chance going any lower and being unsure
of his exact locatlion, the aircraft comhander faced a difficult

decision. He knew that he was more than 150 miles from Desert
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One and still had to navigate through the mountain pass
at Darband. He had lost contact with the rest of the
aircraft but assumed that at least six were still enroute to
the refuel area. He tuned in Darband VOR but was unable to
get a signal. Consulting with the DCOMITF for Helicopter
Operations and the co-pilot, he discussed the options. They
could climb in hopes of finding the top of the dust cloud
and perhaps get some kind of visual fix on a distant terrain
feature. Alterngtively. they could turn back toward the
coast with the aid of PINS until they were back out of the
dust when they could aqain navigate visually. The TACAN was
/1 inoperable so he would not be able to use the portable TACAN
at Desert One to make an approach. ' The aircraft's heading
indicator was also out of commission. The pilot concluded
he could not navigate accurately enough to clear the
mountains in the reduced visibility. The three aviators
then discussed Ehe possibility of turning back.
(b)ksf The pilot computed fuel required to return to the
NIMITZ and determimpd- that he might not have enough to get
-back to the coast. The idea of trying for Pakistan was
considered and discarded because it would result in mission
compromise. The aircrew knew that fh;aﬁarine CH-53 SAR
helicopter: was standing by on NIMITZ and that the Navy
would pick them up if they went down in the water. Based on
these discussions, the aircraft commander favored returning
to the ship. The other two agreed. At approximately 1900z,
#5 turned back toward NIMITZ. The radio operator was
requested to use the portable secure PT-25 (designed for’
ground operaticons) but could not because of the size of the

antenna and cabin constraints. At 19462 helicopter #5
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initiated the first of several unsecure HF radio calls to
advise COMITF and the NIMITZ of his return to the carrier.

\ The pilot in helicopter #3 did not see #5 turn.
When visibility improved somewhat #3 was simply gone and
the formation was reduced to three RH-53s. Ahout half an hour
before losing sight of #5, the pilot of(i?‘had seen other
aircraft flying at about the same altitude further to the
west. He identified them as four C-130s flying parallel to
his track at abodt twice his speed. This formation was
MC-130 #3 which was leading the three EC-130 fuel aircraft.
At the time, lateral visibility was 1-2 miles in moderate
dust. The C-130s wer; visible for about 30 seconds. Even
this brief contact, however, raised helicopter #3's confi-
dence in his navigation. As at the coast-in point, the
€-130s did not see the helicopters.

At about. 19052, helicopters #3, 4, and 7 began a
léng climb to clear the high ground south of Darband. At
8,000 feet MSL, the dust was still present so the flight
went another l.OPQZEPet higher (maximum terrain altitude in
this vicinity is 9,000 feet). Approximately 90 NM south of
Desert One the dust began to abate. Visual contact with
terrain was reacquired through the NVGs on some occasions.
As the aircraft descended however, they continued to run
into patches of reduced visibility between 100 and 1,000
feet above the desert. .?{haily,tf positive lock was gained

on the Desert One TACAN at about 30 nautical miles out.

AT I1-43
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f%— it was difficult to monitor TACSAT

transmissions by helicopter #1. This was due in part to
,propagation and’ the leas efficient TACSAT installed on the
‘ helicopter. DCOMJTF-was, however, better able to
monitor transmissions and fregquently relayed. When the
Helicopter Flight Leader reported .reduced visibility, the
Chief of Staff con\sulted the JTF Weather Officer. The Weather
Officer was questioned about the reduced vigibility but he had
insufficient data on which to base any judgement.
M#E)’—Twenty minutels after taking off from the desgert
(18452), the Helicopter Flight Leader reported he and §2
were airborne, enrcute to the refueling site, and would be
low on fuel when they arrived. JTF headquarters had not
received the report that the two had landed and this report
created concern regarding the number of heliéopters avail-
able. It was not clear whether six or seven helicopters
were still operatiemal. At 19482, the Helicopter Flight
Léader requested weather at Desert One. In response, J"I"F
tasked the Mission Weather Officer to prepare a new forecast
for t';he remainder of the flight from Desert One to the
hideout site. Having evaluated the latest satellite imagery

CL (15032) and later observatior;uthe Weather

Officer transmitted at 2018Z a message of high cirrus clouds

E and surface winds, variable at five knots. At 20202-

amplified the weather forecast given to helicopter #1 with'
Desert One's report of high overcast and five miles visibility.

The latter report provided assurance to the Flight Leader that
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the weather at Desert One was suitable for missﬁbn continuation.
Helicopter #5 enroute to NIMITZ at this point did not hear this
transmission. (Helicopter #5 did not have a "'ACSAT radio suit-
able for airborne use).

m&-nuring this period, the attention of the
staff was temporarily diverted from the helicopters when it
was reported at 19252 that the first MC-130 had landed at
Desert One and that the security element had stopped the
bus. Although ssme apprehension was expressed about the
incident, it was generally believed that the situation was
still under control. Pf greater concern was the escape of
the pickup truck driver and the driver of the truck that had

been destroyed shortly after the bus incident. —

»
-

assistant J3 was tasked to continually compute time/distance

factors to determine the ability of the helicopters to arrive
at the hide-site prior to daylight. It was determined that
they were still within the operational envelope.

(U)U?T Realizing that the MC and EC- 1305 would be requxred
to remain on the ground longer than originally enVLSLOned, -

another officer was tasked to compute their fuel status and

s
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to advise the COMJTF when they had to get off the ground in

order to make it back to the tankers.

E *‘rr_puning- the course of these events, two medical

evacuation C-141 aircraft which had been deployed earlier

-submitted a routine secure radio report that they

had arrived.
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HELICOPTERS CONTINUE - 20002

(U)m By 2000%Z, helicopters #3 and #4 with #7 in trail
had crested the last mountain spine and were nearing the
landing 2zone. Approaching from the southwest, generally
along the same track that the C-1308 had used, they first
spotted the burning gasoline tanker truck and then the runway
lights. According to plan, 43 was to refuel from the northern-
most EC=-130 aloné\with $1 and #2. Helicopters #4, #5, and #6
were Bcheduied to refuel from the other EC-130 north of the
road with $#7 and #8 pooking-up on the single EC~130 on the
south side. Helicopter #3 angled his approach to bring himself
into refueling position behind the northernmost EC-130 by
ground taxi. Shortly after putting the helicopter on the
ground at 20222, the nose wheel struck one of the ruts left by
the C-130 during 'its landing. The impact bent the nose gear
cam and deflatéabbbth tires. At that time the helicopter was
traveling at about five knots and under positive direction of a
ground contedlletSmagquipped with lighted wands. Since the
nosewheel was no lgﬁger steerable, the pilot lifted the heli-
copter into a shallow orbit above the dust cloud, lined up on
the northernmost fefueler, and made a straight in air taxi
approach.

Helicopter #4 air taxied under ground control to
the center spot behind the same refueler. The depth of the
loose sand on the northern most airstrip was deeper than
expected. This condition resulted in the helicopter pilots
being required to actually lift off the ground and air taxi

rather than ground taxi. Meanwhile, #7 came straight into

BP- GECRET I11-47 AAR-3-44

DRAFT

N\~ A



Cm22

ez DRAFT

position behind the lone EC-130 parked south ©of the road.
There was less loose sand on the south LZ surface than on
the northern side of the road and the pilots could ground
taxi. According to the plan, the helicopters should have
been taking off for the DELTA transfer peint at about this
time. In fact, only half of the necessary force had ar-

rived. Three others (#8, $1, #2) were still 30-40 minutes

out.
\
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E WAt JTF headquarters- COMJTF was concerned

with the time sequencing of events that had thus far tran-
spired. He knew that two helicopters had landed in the
desert and that one (#5) was returning to the NIMITZ. He
also recognized that there were three helicopters at Desert
One and that #1 and #2 were enroute. This gave a total of
six known helicoélers -- five of which were apparently mission
capable. He suspected that at least one more helicopter was
enroute to the refuel, site since nothing had been heard from
the pair that had landed in the lake bed at 1710Z, but he could
not be sure. At 2042Z, COMJTF asked Désert One Commander to
consider the possibility of trying to go on with less than the
planned minimum of sfx. Perhaps a combination of actions to
reduce weight on the helicopters and the lower than forecast
temperature could enable five helicopters to lift DELTA.
Shortly after this conversation, helicopter #8 arrived over the
refuel area with-the crew of helicopter 46 onboard.

(U] £26T At 20502 helicopter #8 landed at the refuel site
and positioned behind the northern most EC-130. The crew of
helicopter #6 deplaned. The plan was for any crew whose
helicopter did not make it to Desert One to be flown out
in the C-130s once refueling was completed. The only excep-
tions to this guideline were the pilots of helicopters #1 and
$3, the Flight Leader and the Operations Officer. When the
Operations Officer learned that #6 was no longer in the mission

and #5 was returning to the NIMITZ, he recognized that both
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of the helicopters originally scheduled’%o make the pick-up at
the Iranian Ministry of Foreign'éffhf?gfwére'out of the pic=~
ture. He decided that he would recommend that helicopter ¥3
assume €he MFA pick-up role.

P)sz At 2058Z, helicopters %1 and #2 approached Desert
One from the east, executed a left orbit and commenced landing.
Helicopter #1 lined-up on the inboard EC-130 north of the road.
There were no other helicopters refueling the;e. He could see
#3 in the position where he was originally scheduled. As in
the earlier case of #3, as soon as #1 began to taxi he struck a
landing rut which rolled one of his nose tires off its rim.
Helicopter #2 landed séuth of the road and ground taxied to
position behind his refuel C-130 without difficulty.

(U)Lsﬁ Helicopter #1 immediately began refueling. The
LELTA Commander was concerned because of the lateness of the
hour. He went to #1 and asked if he could continue. Mean-
while, the Desert One Commander arrived. He had just spoken

with COMJTF who had discussed launching four helicopters

pair fly to the transfer point after they refueled. Desert
Commander advised COMJTF that six helicopters were in
position and the plan was to launch within 40 minutes. It

was now about 21102.
&) 2 It would take over two hours of additional flight
-time to the transfer point. Since Morning Nautical Twilight
would come shortly after midnight zulu time (0016Z), there
;1kr was scant probability of reaching the rendezvous site in

total darkness. Still, Civil Twilight (the condition of
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jast darkness desired for landing) would nét occur unfiI
01222 and thus it seemed that while the transfer point might
not be made in total darkness, it was still likely that the
helicopters would arrive before daylight.'The Helicopter
Flight Leader and Ehe DELTA Commander agreed that they should

I\ proceed. DELTA personnef‘began moving from their staging area
in the road to each of the six helicopters {(Actual parking
arrangement is shown on following page).

Uﬂ (8} There w;;e now a total of nine aircraft with engines
running at Desert One. The C-130 fuel situation was becoming
near critical because, of the elapsed 90 minute ground time.
The Desert One Commander had already authorized the C-130s to
draw 1000 gallons of fuel which had been carried in for the two
helicopters that did not arrive and this alleviated the problem
to a degree. Additionally, at 21122 he had requested that the
KC-1355 on station remain as long as possible in case the
C-1305 needed to refuel on the outbound flight.

(U]Hﬁ The helicopters were all turning except for #2.
Immediately u§56~4§ﬁﬂihg, it had been shut down so that the
crew could determine khe exact cause of the aircraft's in}Iight
hydraulic failure. Two of the crewmen climbed to the top of
the aircraft and opened the inspection panels which permit
entry to the accessory gearbox. The area was covered with
hydraulic fluid which appeared to have come from the area of a
jam nut atop one of the hydraulic lines leading to the primary
servo's second stage pump return. Further inspection disclosed
that the second stage pump had failed because of fluid starv-

ation and was completely burned out. In normal daylight
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sitvations, the second stage pump can be replacedhln about 45
minutes. But, there was no spare pump available and even if
one had been brought along, there was no time to change it.
The force was down to five mission capable helicopters.

pﬁ(ﬂﬂ The co-pilot of helicopter $2 walked across the
road to inform the Hellcopter Flight Leader, 'Qn the way he
informed the: DELTA Commander. By this time DELTA had finish-
ed loading and wag waiting only for refueling to be complet=
ed. The Desert One Commander climbed into the cockpit of §2.
He was lnformed by the pilot that the aircraft had an abort
condition. He then went to #1 where the Hellcopter Flight
Leader verified that §2 was not safe to fly, particularly
with 20 troops and their gear. The Desert One and DELTA
commanders concluded that there were only five hellcopters
capable of continuing. They discussed whether there was any
way to scale &o;n the assault force and still do the job.

The DELTA Commander said no. The plan called for a minimum

of slx operational helicopters. There was no margin teo

——— P
.....

all munitions were essential. Both men were bitterly disap-
pointed. It was now 2128Z and lead elements of the force had
been ih the Iranian desert for over three hours.

(pa8T As the DELTA Commander began directing his troops

4

to deplane and board the EC-138s, the Desert One Commander
spoke'-with—he secure radio. He reported that
they were down to five helicopters - the mission abort peoint
and were standing by for guidance. COMJTF requested him to

consult with the other Commanders on the concept of continu-
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ingaQith_flve_helicopters. There would be contingency fuel
at'ﬁaﬁza¥iyeh. Perhaps five helicopters could reduce their
weight to the exteﬁt required to enable them to lift DELTA
out of Desert One.. If needed, some of the helicopters could
refuel at Manzariyeh on the second night and set up a shuttle
\ between the embassy and Manzariyeh.' The Desert One Commander
replied that it was not feasible and requested guidance. He
also requested guidance on disposition of the bus passengers.
COMJTF directed him to standby while he consulted with higher
headquarters. Meanwhile the ground forces at Desert One were
instructed to rig heli?opter 42 for destruction and to disable
the bus. Within a few-minutes after talking with washington,
COMJTF relayed the decision to Desert One that the mission was
to be aborted (2262Z). All operati;nal helicopters would fly
back to NIMITZ. Members of the security force would destroy #2

and sanitize the area as best they could before departing

R - c-c o

cision. ' T

‘ with the C-130s. The bus passengers would be released, The
1

(U)Jﬂq The mission which had consumed tens of thousands of
man hours in planning, training, and rehearsals had been
defeated by a comhination of mechanical problems and unfor-
seen weather phenomenon. A mood of great disappointment
prevailed over the landing zone as the recovery actions

L 1 .
began. To aid in controlling the recovery, COMJTF imposed

Minimize at 22182.

(U)Lﬁr Helicopter 43 was refueled and ready to launch for
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the return flight. To their right rear, helicopter #4 had
sufficient fuel to complete the rescue mission but needed
more fuel to return to the NIMITZ. EC-138 #l1, the alrcraft
from which they had been refueling, was now fuel critical
itself. The Desert One Commander decided that the EC-132
would have to leave at once. Consequently, it was necessary
to reposition helicopters #3 and $4 to enable the C-13P to
use sufficient power to taxl for take off. The CCT instruct-
ed $3 to make a left 279 degree taxiing movement to reposit-
ion behind #1 and §8 helicopters. Hellcopter $3's crew had
straightened the nose wheel cam assembly and the pilot hoped
he would be able to ground taxi. If not, he intended to lift
above the inevitable dust cloud caused by rotor wash, orbit
the landing zone and set-down as directed. At approximately
222p2Z, helicopter #3 began to 1ift. Immediately the alrcraft
was engulfed in the anticipated dust and the pilot lost sight

of the CCT. The EC~130, which had been approximately 60
degrees right of helicapter $3's nose, was lost from view,
Through his night"T!lon goggles, the pilot could see nothlng
but the faint outline of the controller whom he took to be
stationary. In fact, the controller was moving to the right,
away from $3, to get out of the downwash caused by the
rotors. The helicopter lifted, drifted to the left and then
right and collided with the EC-138. A loud “"whack®™ was heard

and an instantaneous fire ensued, engulfing the EC-132's left
wing a?g cockpit areas and the rear of the RH-53.
/} - 48) . and 43 personnel
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were sitting on the empty bladders in the carge compartment
of the tanker at the time of impact. They felt two jolts to
the airplane and saw fire at the forward door and flight
deck area. One loadmaster initially got the right rear
paratroop door halfway open so the force could start evacua-
ting. Another loadmaster opened the left door but was met
by a sheet of flames and immedliately closed the door.
Only the right rear door remained available for evacuation.
The evacuation was rapid but orderly and was completed in
approximately one minute, The third pilot and the radio
operator were the only: two of seven persons on the flight
deck of the burning C=130 to escape down the stairway and out
of the rear before the galley collapsed blocking the exit.
Both sustained varying degrees of burns from the flaming
fuel. The third pllot stated that he saw none of the other
five crewmembefs trying to get out through the flight deck
exit, It is not knéwn whether they were in shock, incapaci-
tated, or blocked by fire. Apparently, none attempted to
exit the aircfgféégﬁﬁgzah the right cockpit window. The two
who survived barely got ocut in time by escaping aft through
the flames,

@ﬁp&? By this time, the entire left side of the EC-138
was in flames and the fire was rapidly advancing from fo;ward
to aft inside the cargo compartment. Large guantities of
small arms ammunition were starting to “"cook off* and demo-
litions were burning and exploding. The WSC-3 JCSE* radie:
operator on ‘EC~138"#3 reported to COMJITF that a helfcopter
had crashed into a C-138 (22222).

')7f One of the three aircraft loadmasters of EC-132 #1
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assisted passengers to the exit where he found"an Air Force
POL specialist injured and disoriented. He picked the
airman up, jumped from the burning wreckage and led him to
safety. One of the DELTA team leaders had been sitting near
the forward bulkhead when the accident occurred. While
awaiting his opportunity to exit, he heard cries for help
from the EC-130 radio operator who was incapacitated by his
burns. Disregarding his own safety, the DELTA member
returned to th; conflagration and dragged the injured
crewman to the rear of the aircraft. He was then overcome
by the intense heat apd smoke. He jumped from the EC-130,
called for help and directed others to the wounded crewman.
The DELTA member and the injured crewman were the last two
persons to leave the aircraft.

% 'The DELTA

survivors and directed them to the remaining C-130s. The

.DELTA Deputy Commander and the Security Element Commander
boarded the remaining MC-130 at the other end of the south
parking area.-after insuring that no DELTA perscnnel were
left on the ground at Desert One. .
(u)gsﬁ The radio operator from EC-130 #3, the tanker parked
adjacent to the flaming wreckage of EC-13Q #1, had observed
the Marine helicopter pilot struggling to crawl away from
the inferno. He ran from his aircraft into the area of
flames and exgloding ordnance to grab the burned man and
escort him to the safety of EC-130 #3, 1In the process he
found the co-pilot of helicopter #3 and also escorted him to

safety avoiding the C-130's turning propellors.

(U) There were many acts of heroism and personal risks
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of life to get comrades safely out of the catastrophic acci-
dent. Only superiorly trained and disciplined individuals could
have survived such a holocaust without experiencing a greater
loss of life.

(p)aﬁi Meanwhile, helicopter crews in #4, #8 and #1, approxi-
mately 30-50 meters to the rear of the burning wreckage,
shut -down engines and evacuated their aircraft as they were in
grave danger of being consumed by the flames or injured by
exploding ordnan;; and debris. The crew of helicopter #7 on
the south side of the road was also directed to shut down and
board the C-130, .

jﬂﬁ‘The CCT immediately marshalled EC-130 $#3 through a
right 180 turn and taxied thc aircraft to a safe distance
from the fire near the edge of the road. The Desert One
Commander rounded up.all helicopter crews egacuating their
aircraft and directed them onto the C-130s.

/The Des;rt One Commander called the CCT together in
the road and set up an emergency command post. He directed
the CCT membe*%:tﬂgffﬁsure no aircraft departed until clear-
ed. He told the Commander of the CCT to check each a{rcraft
for space and to equitably distribute the passengers. Concern
was expressed that the road block team was still out on the

point, and immediate action was taken to ensure they had been

.recalled and boarded the C-130s (ﬁﬂgﬁ&f&fhad earlier taken

-

action 'to ensure that the previously removed specialized runway
..lighting system was onboard the C-130 along with the TACAN).}
The Desert One Commander told all CCT members that cool, calm

thinking was of the essence to ensure no mission person-
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nel - living or dead - were left behind. Unfortlnately, the
fire from the two burning aircraft was so intense that it was
impossible to recover the bodies trapped inside.

OJ)gﬂf A discussion ensued between the Desert One Command-
er, the C-130 Force Commander and the Commander of the CCT
concerning what risks were involved in destroying the helicop-
ters abandoned adjacent to the three extraction C-130s.

I It was mutually agreed that the helicopters were
too close to the‘f-IBOS to risk purposely setting fires or
exploding ordnance. No delay fused ordnance was available
to allow detonation after the C-130s cleared the area.
There was not enough rhnway to taxi the C-130s away a safe
distance, then blow up the helicopters. The Desert One
Commander made the decision to leave them intact where they
were. He directed the CCT to launch EC-130 $2, then MC-130
#3, and #1300 #3 last

(U)y?r The first EC~130 directed to takeoff taxied for
line-up which required a large amount of power due to
aircraft weighg‘gﬁg:soft sand on the desert crust. Large
dust clouds occurred. On takeoff roll, the pilots had
difficulty seeing chemligpsnused by the CCT as replacements
for the battery lights that had” been removed earlier.
off. Two aircraft crossed the road at about 50 knots speed,
creating even more dust from the soft shoulder. This action
increased takeoff roll and caused the pilots to 1lift the
aircraft off at maximum effort take off speed. Once

the landing gear was raised the aircraft accelerated to
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a point where flaps could be raised and acceleration to climb
speed achieved.

(U)(,B‘) When the dust settled, the Desert One Commander
loaded the CCT onto the last aircraft, took one last look
around, and' got aboard. The first EC-130 departed at 22402
and the last aircraft at 2246Z. Lead elements of the Task
Force had been on the ground for four hours and 36 minutes
(18102-22462), and had undergone a bitterly disappointing
and harrowing experience. Fourteen minﬁtes later {(23002)
helicopter #5 landed safely aboard NIMITZ.
KM The C-130s did not fly formation on the way back

AE e
s

first to depart, lost oil in one engine and had to feather
the propellor shortly after take-off. This reduced his
cruise speed _resulting in the other C-130s passing him
enroute home.

’w’)’ At 22462 the Desert One Commander radioed to JTF
that in—flightu_rsftie_ling would not -be required, and that the

KC-135s could be released. The residual of the 1000 gallons

each aircraft onloaded from its bladders at Desert One had

E provided enough fuel to get the flight back—
A total of-KC-135 tankers had been launched fron-
£ upport the TACAIR RESCAP and C-130 post mission

refueling phase. - standard tankers provided f‘uel for
two ART model KC-1353.~The~first™ART arrived on station at
21082. It was drogue configured for USN aircraft which were
on standby for RESCAP. The other ART and. standard tankers,
all boom configured were in orbit by 23302 to cover the

delayed C-130 withdrawal from Iran airspace. Additidinally one
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standard and one refuelable tanker launched from' strip alert at

E —provide backup support for possible US Navy RESCAP
activity bué were recalled. BAll tankers commenced returning to
base at 00302 at the direction of DCOMJTF after it had been
lpositively .determined their..fusliWould not be needed.

ﬂULS1’At 2252%Z, the Desert One Commander recommended a Navy

TACAIR strike on the helicoéler locaticn using napalm;—with the
accident fire as a target center.

45) The Deser; One Commander riding in '‘EC~130 #3 trans-
nﬁﬁied results of the initial casualty survey to JTF via
W5C-3 at 23212. The figure was somewhat in error due to

" aircrews not béing cou&ted in some cases but was reported as
follows: MC-130 #3 had-)erSOns on board, with one injury.
EC-130 #2 had 47 persons, with one minor injury, and EC-130 K
had 62 personnel, two m;jor burns, one minor and one in shock.
W%‘.‘ommunications by this point had become more critical
and difficult. Calls to obtain information on the status of
helicopter crews competed with calls associated with the mishap
at Desert One,-plantting- for refueling and RESCAP. The secure

“TACSAT net was at that stage used considerably. Some stations

E — appeared to be better situated to receive and
relay calls than others. Frequently calls were not receiéed:
some dueipossibly to propagation, others to competing activi-
ties. In spite of the need for relay and repeats, required
information was exchanged with the exception of Desert One's
report at 2130Z that the crew of #6 helicopter was present.

This was to cause concern and confusion within the JTF.

TOE=SEGRET 11-61 AAR-57
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) Upon report of the accident and many potential

casualties, COMJTF alerted the two MEDEVAC C-1l41s positioned

These aircraft had been

'

E prepositioned_for-the——.night two extraction

mission. The MEDEVAC force had one WSC-3! equipped C-141 and

was directed through the JTF Met Control System to launch

a_ rakeoft was at 25,8801z for the NN
;& Emergency MEDEVAC clearance was obtained “

- MAC:was also alerted to scramble a C-9

E specially equipp;d with a burn package_

- ' |

(U)J;BS-T The request for tactical alr support to destroy

the helicopteis and EC-132 left at the Desert One -wig

relayed to CJCS?E; COMJTE who recommended that it ndt be

approved. “After consultgtlon with the NCA, C3CS advised that

this action was not to ‘be undertaken, Destruction could lead

to loss of Us"‘;";r;'i:fh;;i?;n lives. Further loss of lives could

seriously threaten the safety of the American hostages in

Tehran. No further action was taken.

( Gantase This d1scuss (- INGONIIRAEE,

about 2@ minutes after the beginning of Morning Nautical

Twilight. DELTA medics administered first aid to the burned

alrcrew members and comforted them as best they could,

c perhaps saving two 1lives. _Mc-132 §3 lnnded‘at

158z, followed by EC-130 #3 at 82002, and EC~13@ #2 at

Ay ARR-3-59
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02132. The two C-141 HEDEVACS__landed-

Wh_ile waiting to board th.e F:-1_flls the burned crewmen were
treated by the two USAF fligh't: surgeons. They were able to
treat the burns, ease the more painfully injured, and generally
stabilize the patients for transfer to the C-141s.

(U)J,sq’ DCOMITF met all returning aircraft to get a precise
headcount and ensure there were only eight missing person-
nel. This was efficiently and accurately accomplished.
(Despite this, the Iranian Government later repeatedly stated
they had nine bodies.)

WThe first C-141 departed with injured personnel at
0315Z followed by thee second C-141 at 03352 with DELTA,

Rangers, and helicopter aircrews. The C~14ls flew directly

“ from Germany'landed five minutes prior to the C-141s arriving

at 0B03Z. Once-refueled the C-9 airlifted the burn patients to

ditional C-141s arrived -to

airlift DELTA, Rangers and helicopter pilots to CONUS.

T et s -
e
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SECTION Il .
MISSION EVALUATION
{U) The purpose of this section is to evaluate the prep-

aration for, and the execution of, the hostage rescue mission.
The evaluation addresses the events as they occurred and
provides an assessment of the planning, training and, where

appropriate, execution of those events.

S Y LA,
- e ——

CLASSIFIED BY DIRECTOR, J-3
REVIEW ON 25 JUNE 2Q00
REASON: 5200.1A, 301cé

TOPF=SEERRT AAR-5-1
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THE PLAN .

uyf) Mission execution began with a single ﬁC—130 depart~
ing_enroute to the desert refuel-
ing site (Desert One) in Iran. Onboard this aircraft were
the Desert One Commander, the Commander of the Hostage
Rescue Force (DELTA), a portion of the DELTA Forééﬂla Site
Security Element and a Combat Control Team to provide
marshalling assistance to aircraft at Desert One during the
refueling operation. The purpose of this flight was to land
at Desert One, establish security and prepare a landing zone
to receive the subsequént ajrcraft. The MC-130 was scheduled
to land at Desert One at 1810Z. One hour after the MC-130
take-off, eight RH-53Ds were scheduled to launch from
NIMITZ, positioned approximately 50 NM off the Iranian coast
in the Arabian.Sea. These two separate flights of aircraft,
proceeding at different altitudes, and using similiar
routes, were to cross the coast at about 15302Z. Between

15102 and 15177, two -additional MC-130s and three EC-130s

5T n W gy .

were Scheduled to_ The MC-130s had the

remainder of the rescue force onboard and the EC-130s were
configured to ground refuel the RH-53Ds. These aircraft
were scheduled to arrive at Desert One between 19102 and
19252 in anticipation of arrival of the helicopters at
1930z2. The first two MC-130s were scheduled to depart
Desert One as soon as the second had been unloaded in order
to relieve congestion at the site. Upon arrival at Desert

One the helicopters were to be marshalled by the CCT to

" predetermined positions behind the EC-130s and refueling

initiated. Simultanecusly with the refueling, loading of

personnel and equipment on the helicopters was to be completed.

DRAFT
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(u)M The helicopters were to be on the ground at Desert One

E

240

for approximately 40 minutes, departing at 20102 for the
L]

remainder of their mission.

| At 1737z, thfee KC-135§ ‘weré to depas
rovide fait refug’;-;"rﬁ ._é’tiﬁport‘-’-' for the“-E-‘“s ﬁber ;tpe

"Arabian Sea, if required, during their egress—.
: A Y

W(U)While enroute to the refueling site, the C-130s and
RH-535 were under the’ command of their respective flight
leaders. Upon landing at Desert One all forces were under
the command of the Desert One Commander. Upon departure
from Desert One the helicopters were under the oberational

control of the DELTA Commander.

— o o
o — e~
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THE EXECUTION m

{I5) Although a final decision to execute the mission had
not been made by the COMJTF, planned actions were initiated
to support anticipated mission execution on 24 Apr. By

24/11152 the ground forces were inplacw— Mission

briefing for the helicopter aircrews on the NIMITZ began at

m

11002 while thé MC/EC-130 aircrew briefings started at 12002.
At approximately 12252 COMJITF received a final briefing which
included the status of deployed forces and the latest weather
forecast. At 12502, COMJITF issued the execution order for the

rescue mission.

At 14052 the Eirst™MC-130 departed—

-and m radio silence. One hour later, the eight 'RH—53DS
departed NIMITZ, on schedule maintaining radio silence.
The remaining HC/EC-IBOé began take-off on schedule. However,
the first EC-130, because of positioning of the aircraft on the
around, was unable to take-coff in proper sequence and fly in
formation with.MC-130 #2. The flight was rearranged by using

TR ————

short, secure UHF radlo transmissions, EC-130 §1 joined MC-130

#3 and the other two EC-130s as a flight of four for the
ingress route.
[igf The firat MC-130 crossed the Iranian coast on sche-
dule followed by the eight RH-53Ds which were ten minutes
behind schedule because of the aircraft carrier's position at
take-off and helicopter rendezvous procedures. The helicopter

flight made up this time and was back on schedule within two

hours.

L\l) : ‘
) At approximately 16302, the lead MC-130 encountered

an area of reduced visibility which persisted for about
TOP-=SECRET III-4
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fifteen minutes of the flight. Durling this period, an
observer could not maintain visual contact with the ground
using night vision goggles. At approximately 17862, the
;ircraft entered another area of reduced visibility which
leo jasted for about fifteen minutes., <The Desert One
commander was advised of the phenomenom and he considered
notifying COMJTF. However, after observing that the FLIR
was not affected he determined that he was unable to judge
the limitations of the visibility, the cause of the phenome-
nom or the impact it would have on the helicopter operations.

Therefore, he elected nbt to make a radio transmisslion which

he felt would have heen of gquestionable value. .

j’ﬂt;sr At about 17062, the alrcrew of helicopter #6 observed
the illumination of the Blade Inspection Method warning light
which is cause for immediate landing. Using prebriefed
proceéures, the pilot landed. Helicopter #8, as prebriefed,
followed #6 to a laqqlng to recover the aircrew, if it became
necessary. Afiéi;afijgf confirmation of a mechanical indica-
tor of possible rotor blade fallure, the crew retrieved their
classified material and boarded helicopter #8, which contin-
ued the mission. The incident was observed by the crew of
the lead helicopter who notified the Helicopter Flight
Leader. He observed that prebriefed procedures for an

inflight abort were being carried out, notified COMJTF of the

landing by secure radio and proceeded for the refueling site.

(V)i At about 17482, the six RH-53Ds remalining in the

formation first encountered the area of reduced visibility.

TaP—SBERET III-5 AAR-5-5
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They continued on course attempting to maintaln visual
reference to the ground. After a few minutes the leaéer
observed the visibility to be near zero and.elected to
reverse course and return tc an area where he could land,
consult with the members of his‘flight and‘arrive at an
alternative course of actlon. He was not aware that the
crews of helicopters #3,4,5 and 7 had lost visual contact
with him and did not see him turn. As 2 result, four air-
craft continued enrcute as a formation. At 18882 the Heli-
copter Flight Leader advised COMJITF by sééure_TACSAT radio
that the flight vigibility wags near zero and that he had lost
sight of the other aircraft. At 1823Z the Helicopter Flight
Leader transmitted that he and his wing man had landed.
Neither COMJTF nor the lead C-13@ heard the latter transmis-
sion.

Jﬂﬁ%(U)The Helicopter Flight Leader waited on the ground for
the other members of his flight for about flfteen minutes.
He then elected to resume the mission and at 18452 notified
COMJTF that he was airborne (he had been airborne approxi-~
mately 2@ minuE§§4#§:£his point) and that six aircraft were

enroute to Desert One,

¢@e4(V)During this perlod, the lead C=-13P had landed at
Desert One (18182). Immediately after landing, as the
security force was being deployed, an Iranian bus with 44
people onboard approached the scene. The security force
stopped the bus and detained the passengers without injury.
Very shqrtly after that a fuel truck was observed approach-
ing, followed by a pick-up truck. The truck driver refused
to stop which caused the security force to take action to
disable the truck. The truck caught fire and the driver
escaped to the pick-up truck. The pick-up reversed course

and sped away. Although the security force pursued, the

pick-up truck escaped.

TOP=SECRET II1-6 AAR=5~6
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Sy{ﬂb)secause his secure radio was disabled during the
landing of the C-130, the Desert One Commander elected to
transmit a single codeword over unsecure HF radic to indi-
cate he had landed. He then directed actions necessary to

receive the remaining C-13Ps and RH-53Ds.

b
(;ﬁg At 1845Z, seven hellcopters were still proceeding
toward Desert One {n three elements. Helicopters #3,4,5, and
7 were leading in a single formation. Number B8, wit; the
crew of #6 aboard, was flying alone and #1 and #2 were now

about forty minutes behind the first element.

(U)(T ) At about 18582, the pllot of helicopter #5 lost visual
contact with the remainder of the first flight. Knowing
that $7 was on his left side, he made a right turn and
descended to eégablish horizontal and vertical separation.
Unable to establish visual reference to the ground, the pilot
attempted to continue.Fhe mission. However, several of his
instruments arig.‘ﬁégt_ion aids were inoperative or erron-
eous. His TACAN radlo was inoperative making it questionable
in his mind whether or not he would be able to locate Desert

! One. _He was unable to receive the VOR navigation aid at
Darband. His heading indicator was inoperative inhibiting
his ablfity to navigate through the mountain pass ahead. He
had determined that his PINS had earlier been observed to be
approximately 5 NM in error. After about ten minutes in this
situation, and concerned over his ability to enter the

mountainous terraln ahead in the visibility conditi{ons

experienced, the pilot of #5 elected to abort the mission

unannounced and returned to NIMITZ.

TOP=GRERET 111~7 AAR~5~7
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(u)imar' During the same period, unknown to the Helicopter
Flight Leader, helicopter §2 began to experience a loss of
hydraulic pressure in the secondary hydraulic stage which
powers part of the flight control system. Normally an abort
item, the pilot elected to continue to Desert One to deter=
mine if the system could be serviced or repaired.
ﬁw;'

- o

;281'- At about thés time (1915Z), the five C-138s began to
arrive at Desert One, unload personnel and equipment, and to
prepare to recelve and refﬁel the helicopters. C-138s #1 and
$2 departed Desert One .on schedule and secure communications
were g§tablished between Desert One and COHJTF; The Desert
One Commander reported to COMJTF that he was ready to refuel

the helicopters.

(u)LPST' The pilJ{-bf helicopter #5 was now concerned as to
whether or not he had sufficient fuel to reach the NIMITZ.
Unable to use the secure TACBAT radio he was transporting
{which was nofziﬁigiiﬁad for airborne use), he elected to
notify the NIMITZ of his situation on unsecure HF raa;;.
This transmission, approximately fifty minutes after the
abort decislon, was not received by COMJTF or the Heli-

copter Flight Leader.

(u) (P87 At 19552, COMJTF received a report from Desert One that
the weather was good, and this information was passed to the
Helicopter Flight Leader over secure TACSAT radio. Since
the other helicopters were not equipped for TACSAT the

information was not heard by the pilots of the other heli-

copters.

TOP=SSERET I1I-8 AAR-5~8
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“ﬂAt 2022Z, (45 minutes behind schedule) the first three
helicopters (43,4 and 7) began to land at Desert One and were
marshalled to refueling positionms. The nose tires on heli-
copter §3 deflated as he taxied across a rut in the sand
caused by C=139 tire marks making it necessary for the pilot
to hover-taxi into position:
g;ﬁ{ﬁﬂht 20422, CQMJITF directed the Desert One Commander to
consult with the DELTA COmmandeé to determine whether ot not
the mission could be continued with only five hellcopters.

He also directed that no action be taken to proceed.

gyg)ﬂﬂay 2959Z, helicopter #8 had landed and was being
refueled. The DELTA Commander began preparations for loading
his equipment on the four hellcopters. COMJTF requested that
the Desert One é;ﬁmander consult with the other unit leaders
to determine the advisability of launching the four RH=-53Ds
with the remainingu:gg to follow as soon as they could be
refueled. Hdigﬁﬁ?j:fg;; pesert One Commander replied that
helicopters #1 and #2 were landing and that they would launch
all six in about forty minutes (2158).
:{,,.." W)

43@T At this time, the Desert Oqe Commander was concerned
about the fuel remaining in the C-130s. He had earlier
directed the transfer of fuel from the refueling bladders to
the C-138's internal systems. However, C-130 #4 had refueled
three helicopters and because of the delay was low on fuel,

\w}

L I3 After landing, the pilot of helicopter #2 shut down

Tor_SReRET T 111-9 AAR-5-9
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his engines to determine the cause of his hydraulic malfunc-
tion. A leak was discovered in the vicinity of a jam nut
which haa depleted system fluid and caused the hydraulic.
pump to burn out. Unable to repair the system, the pilot
notified the Helicopter Flight Leader that his aircraft was
not capable of continuing the mission. At 21282 COMJTF
was notified that helicopter #2 was not mission capable.

Lu) N

'Lae) At 2138Z, COMJTF again requested that the Desert One
Commander consult with the other commanders to determine
whether or not the mission could be completed with five
helicopters, stating that additlonal fuel would be avallable
at the final destination. The Desert One Commander replied
{at 2135Z) that it was not feasible and recommended mission
abort and that all mission capable aircraft return to their
launch points. ‘Féllowlng consultation with authorities in
Washington,COMJTF ordered the mission abort at 2202Z and

destruction of helicopter 42, He also directed that the

detainees be relea;;aﬁand their bus disabled. Upon receipt
of this order, the Desert One Commander directed that person-
nel and equipment be reloaded on the remaining C-13@s. It was
also determined that helicopter #4 would require additional

fuel for the return flight to NIMITZ and that C-138 #4 was

critically low on fuel.

}S‘)

(T£) The Desert One Commander directed the CCT to move
helicopters ¥3 and $#4 so that C-138 #1 could éepart and
helicopter #4 could obtain additional fuel from another
tanker. Helicopter #3 began moving at approximately 22292Z.

It collided with EC-13P $1 and both aircraft were engulfed

ToR=GECRET II1-10 AAR-5-10
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in flames. Three crewmen were trapped in the cidrgo compart=-

ment of helicopter #3 and five crewmen were trapped in the

cockpit of the EC-13@. The eight crewmembers perished. All

other personnel evacuated the two alrcraft. Munitions on the
burning aircraft began Lo explode, endangering the remaining

alrcraft and personnel. (Inasmuch as the determination of

the cause factors of the acclident is the responsibility of an
on-going Mishap Investigation Board, this report will not

address those faclors).

% All helicopters were shutdown and evacuated and EC-130

$#3 parked next to Bc-laﬂ $#1 was immediately moved to a sﬁfer
location. The Desert One Commander directed that all
personnel load on the remaining C-130s and ordered a sweep
of the area to insure that there were no survivors left
behind. The.-Desert One Commander was not aware that classi-
fied material 'had been left in some of the helicopters.
Between 22412 and 22462, the three C-13Ps departed Desert
Oﬁe. While fﬂﬁﬂﬂﬁﬁf‘tha Desert One Commander surveyed

the injured personnel and reported their status to COMJITF.

E coMITF alerted two meDEVAC ‘aguipped c-141s ot
| —t" Pr°°°e'_and evacuate the surviv-

ors., He also requested a C-9 aircraft equipped to treat burn

[2. Ppatients be dispatched— .

1"3 At 224PZ, NIMITZ launched two SAR helicopters to assist
helicopter #5 should it not be able to reach the ship. At

23862, helicopter #5 landed on the NIMITZ with an estimated

six minutes of fuel remaining.

'

Between P158Z and 02132, the three C-130s landed at

TOP—GBERET— DRAFT I11-11 Mﬁ-s-n
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—and plans were initiated to cross-load the personnel
to the C-141g, The two C-141s arrived at 0228Z. The first
departed at 03152 with the injured and a portion of the DELTA
force and the second departed at 03352 with the remaining

personnel. At this time DCOMJTF reported that five USAF and

three USMC perscnnel were missing and presumed dead.
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THE EVALUATION ‘

() The evaluation of the hostage rescue mission, as
it was executed is presented in chronological phases. In
each section, those events, decisions and actions taken
relevant to that specific phase of the operation are addressed.
Each section is divided into four parts: First, chronology
of the events of that phase is provided for baékground purpo-
ses; Second, queétions .relative to events that occurred,
actions that were taken, and decisions/judgements made are
posed; Third, a discussion of the factors bearing on those
questions is provided:’and. Fourth, evaluations of the actions

taken and decision/judgements are made.

(U} Finally, a summary evaluation of the hostage rescue
mission is provided. k
— LT
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MISSION CONSTRAINTS -

Background: mena§(¥l has been noted that e ultimate force
gize and composition was constrained from the oitset by a
lack of trained forces, speclal operations equipment and
intelligence. These constraints inpacted upon planning,
training and execution of the rescue mission.

Question: (U) How was the JTF constrained during mission
planning, training and execution.

Discussion:

% 4 Nov 73 the only component of the US Armed
Forces ready to participate in CT operation was the US

personnel. At this time, Delta'was trained

vere tlso available. Each of these

light infantry battalions had approximatel
. rad : orist CT tram}
St St E i S Lttt s il et v i il ut not of the
magnitﬁde or complexity that confronted the JTF. |

{U) The limited-pumber of ln-flight refuelable HC-1305
(7)), four were stationed in PACOM, ‘and AC-130s (5)
imposed a constraint that was only slightly alleviated
by the incorporation of EC-130s in the JTF. However,
the EC-130s lacked the low-level, sophisticated naviga-
tional systems installed in the MC-130s.

(U) initially there were sufficient gualified air crews
for the MC-130s (10)land AC-130s (11). However, the
acquistion and necessary manning of the EC-130s by
Special Operations crews heavily taxed this pool of
talent. This would have been especially evident during
the second night of the planned mission.

48T The lack of an acceptable long range helicopter and
qualified crews were a major constrainqﬂ upon planning
and the subsequent operation. Selecting and training

helicopter crews.and developing operational techniques
and procedures was a time consuming task.
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N'LDf'The standard rudimentary NAVIGALLON Syuipmse-

(P

installed aboard the helicopters was not adeguate for
the envisioned long range, low level flight profliles.
An attempt to overcome this deficiency was made through
the acquisition and installation of PINS and Omega
system.

W)

y Lack of gufficient tactical and alrborne gatellite
I capability required the force to develop thelr own
gystems. : T )

Gﬂ 0961'6n1y four engineering development manpack satellite

N ~2

‘terminals existed in Nov 79. These units were incompatible
with-existing>fixed, mobile and shipborne UHP terminals.
Identificatioﬁ‘and;gohiEié;Eion by Delt;)of ten commercial.
Motorola PT-255‘§roviéed an interim capébllity suitable
'!béfthe mission. '
ol _.

(?53 Fixed wing alrcraft tasked were not equipped

with UHF SRATCOM. f?} developing a hatch-mounted antenna/
WsCc-3 package, four c-130 and one C-141s were equipped;‘
Lack of Dorne-Margolin antennas and WSC-3 transceivers
prgvented eacpﬂp{;craft from being equipped with its own
SATCOM terminal. -

) '
K;Ss Helicopters lacked UHF _SATCOM. "Little useable’
data was available on SATCOM on board helicopters,
which required thg=JTF to conduct ita_own experiments.
The missioﬁz;isg%iééuted before a fully useable SATCOM
¢ package could be developed. Due to this and the -
shortage of WSC-3 units, only one helicopter was

equipped. .

é;gﬁ The PARKHILL secure voice used with the tactical
'gsatellite terminals degraded voice quality. Consequently,T
many transmissions required repeats.

L .

(7€) A suitable high altitude alrborne radio relay
capability was lacking. Current platférms are not
configured to provide automatic relay of UHF transmission.

Y
gyl) Not all MAC and SAC aircraft involved were capable
of secure HF or UHF. Airborne transmissions involving
tanker aircraft were made in the clear.
Vrj )

(#5) Each unit except Delta lacked a suitable, reliable
squad radic for use with perimeter defense or other -
intersquad communications.

mlﬁ
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problem persisted throughout the Nov=-April timeframe,
although a small capabllity was eventually establiahed.

e

ol T T MO b, i) TS+ 7 ST - g T
g This problem was not resclved

for 60-90 ddjE— -

]
(Té)'The limited availability and extreme difficulty in

locating FARSI-qualified 11nguis£§'adverse1y inpacted
upon the JTF. /

)

N ..
(1§)¢Severe restrictions on coordinating hostage data and
'pol1t1ca1 strategies with DOS were lmposed. In addition,

.pOS was extremely reluctant to cooperate or pash data to
DOD.

+ 8% Weather Observations. Surface observations are the
heart of any weather forecast. Because of a return to
the basic Islamic faith, more and more observations are
NOT being taken and transmitted during prayer time and at
night. This leaves only eight to ten locations transmit-
ting every three hours during nighttime and only one
station {Tehran) providing 24-hour coverage. The upper
air data in the region was of poor guality. Unfortunatelff

L even withmt_he_ JTF still posseases poor area

‘
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coverage. The Defense Meteorological Satellite Program
{DMSP) has deteriorated recently to only once a day
{during daylight) data capture'at the 1/2 to 1/3 nautical
mile resolution. The DMSP is forecast to go.out completely
within two months léaving only usable data from the NOAA
S{¥" and a portion of the Tiros N at a two to four nautical
ﬁdle resolution. A new DMSP is officially scheduled for
launch on 1 July 81; however, it could easily be delayed
at least six months. The degradation of satellite data
gseverely handicaps any forecasting effort.

(u,LiEH Lack of experience in Middle East forecasting was an
initial problem. However, this situation has improved
over the last nine months. Forecasting major weather
changes has betome better in the winter than the summer.
Because of satellite data problems, forecasting small
scale phenomena (less than 2500 square miles) is very
hard; especially when trying to forecast the occur~-
rence of blowing sand/dust. A wide variation in data
guality and quantity have created questionable climatological
information.

(gg) The lack of identified forward launch bases perplexed
planners until shortly prior to forward deployment.
Requests to inguire about the possibility of establishing

E or the establishment of launch sites—

fere denied for political reasons.

f-‘:%he distance _o the target and associated
factors compounded planning, imposed heavier demands on
logisfical support requirements and increased risks.
” -"'.‘,.‘--c.r

(U),ﬂﬂ The lack of a fund cite or project code continually
impeded JTF initiatives. Impediments ranged from placing
JTF personnel on TDY to procurement of eguipment necessary
to support the JTF.

{8} The inability of the JTF to acquire a secure training
site precluded the assembly of the various JTF components
at a single installation and posed a constant operational
security problem. This also. precluded close, dally:
coordination betgeen_}he TF components. T

(%}
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Evaluation: The JTF was provided almost unrestrained use of
available resgurces. However, there were serious constraints -
*in the lack of trained forces, intelligence (to include '
weather),. modern equipment in both type ané'quaatity,
forward operating bases near Iran and secure training
area/bases in CONUS. Though the JTF was able to overcome
~.some constraints such as communicationé requirements and
'clrcumvent others (no secure training area). this made
training more difficult and impacted on planning and on the
speed of force preparation.
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LAUNCH DECISION .

CKGROUND:
) E) At 1225%, COMJTF received a final briefing on weather,

disposition of forces and intelligence prior to arriving at

the final decision to execute the hostage rescue mission.

QUESTION:

(U} Was the launch decision appropriate?

DISCUSSION:

(U) The decision to ldunch was based on favorable intelli-
gence information, a suitable weather forecast, command and
control elements in place, communications operable, all
aircraft mission ready, and mission forces in place. Al}l of
the preplanned criteria were met. There were no elements of
information available which should have caused a delay or

modification to the plan.

e R IS
gL

EVALUATION: -

{U) The decision to launch was appropriate.
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PREMISSION BRIEFINGS

BACKGROUND: i )

{ )uAt sea aboard .NIMITZ, the helicopter gie'tachment began
formal mission briefings for all pilots at approximately
11002, The Operations Officer reiterated the basic plan to
ensure a full understanding by all pilots. Communication
procedures were rebriefed.

V{) While the Operations Officer briefed, the Detachment
Intelligence Officer finalized his presentation. The daily
weather message was not scheduled to be transmitted from JTF
headquarters until 1200Z. Consequently, the Intelligence
Officer had arranged for the NIMITZ's weather section to
provide a general weather summary which had been prepared

for the ship and the embarked Carrier Air Wing. When the

iweather report —arrived. the two products plus
E an earlier route profile forecast _were used by

the Intelligence Officer during his briefing. The thrust of

these separately prepared reports was almost identical. The

- -

only area of difference was the ship's summa which included
mention of a "possibility of blowing sand™ in some desert
regions. This comment was a general forecast item for all
of Iran without specifically stating where/ the blowing sand

might occur (the ships's meteorclogist was|not privy to the

- .
€ mission). The weather m was much more detailed

and highlighted the actual mission area.
(W

%) The intelligence briefing was concise. There had been

no significant changes in the intelligence picture since the

TOP—3EBGRET. I1I-15 ARR-5-15
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previous night. 7“Pilot were told that there were ino. known
. sgviet or_ Iranian ships or qigg;qggjih?ﬁﬁéfg?éa.”'

large DIAﬂgraphics which had been posted in thé Readg Room

since the unit's arrival on 20 Apr. Khexe were three differ-

3 . [ eoemy el 0T M

ent g

raphics: T8

iy atAmEne S

charts were prepared on 1 April 1980. t

e it

The helicopter detachment S-2 concluded his remarks
e e Do
with a final discussion of escape and evasion (E&E)} tactics

and an injunction to aircraft commanders to ensure that each
crewman had all requireé'E&B materialsJ Specific guidance was
provided on carrying personal effects. Each participant
was directed to carry his military identification card,
identity "dog tags", and a symbol of his rank or branch of
service which he could afix to his flight suit or uniform in
the event that capture appeared likely. All members of the
unit were reminded that they should have positive identifica-
tion that they were American armed forces personnel. It was at
this point that the guestion of other personal effects sur-
faced. Since the helicopter crews were in the unique position

of departing from one location (NIMITZ) and returning to CONUS

II1-16 AAR-5-16
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E via another _some concern was expressed regarding

the security —and't-imel-y return of items such as cameras, credit
cards, etc. The DCOMJTF for Helicopter Operations decided to
allow pilots and crewmen to carry those items which would not
provide any more information than was already on the identifi-
cation cards. Cameras were permitted only so long as they did
not contain exposed film. Aircraft commanders were responsible
for checking each member of their crew to ensure that all was
in order prior t\o leaving the Ready Room. {Although not
specifically addressed in this briefing, the pilots had
frequently been brief_ed that in situations short of "threat
to life" classified information and communications equipment

was to be removed from any aircraft left in Iran).

Mt 12302, final crew briefings were underway for the

; C-130 crews “ Of particular interest was the

latest intelligence data received from the Helicopter Detachment

[ Intelligence Officer aboard NIMITZ.

Weather, transmitted[ﬂ

c-was briefed as good, with no significant factors that
would affect operations, other than high clouds in the vicinity
of Desert One. Navigators and E'iect:ronic Warfare Operators
reviewed their routing one final time to  ensure preselected

A routing and terrain following altitudesm

afforded fuel conser-

M : I11-17 ARR-5-17
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E %—.—the USAF Intelligence Officer also passed
out last minute escape and evasion instructions and proceeded
to sanitize all crewmembers of their personal effects. *Dog
tags" and ID cards were all that were carried by 5‘.‘-130 alrcrews
other than some personal us currencyﬁ-"l‘he aircraft
were inspected for unauthorized and extraneous gsensitive
material. Two navigator crewmembers were designated to carry
cameras with official UsSAF film inserted for documentary

E purposes. (DELTA had been priefed and sanitized m
. .

QUESTiON: ’
(U) Were premission briefings adequate and did both helicop-
ter and €C-130 aircrews receive the same information regard-

ing intelligence, operations and communications?

—

pISCUSSION: '

P e ———

'.m—éd analys 8 -by-] A “and mission Electronic Walrfareﬂ Dffi-
) cers indicated that due to \:errain masking and other propuga‘.-
tion factors Epproxim'ately 100 Nl oE the misslon flight path
could poss;bly be covered by this radar at high "altitude {over

18,000 feet HSL.), This was a conserative eatimate“

R vy

This had been period-‘i

T T AT o — e

I 1ca11y provided to flight personnel during ‘training. Informa-

tion was ‘briefed dally "to pilots once they arrived at thelr

deployment..8ites:’

Vv ~2L 4
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EVALUATION: .

(33 Briefings were structured to support the mission. The
briefings provided te mission participants the same informa-
tion on radars, communications, weather and air order of
battle. There is no evidence that the content or context of
information provided to any one part of the force was different

or lacking from that provided to the others.

.- e— L
o ———
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WEATHER
BACKGROUND:

COMITF had established a mission execute weather criteria
which included: a cloud ceiling of not less than 10,000
feet MSL; visibility of not less than five miles: not more
than a 15 knot headwind component; no more than light turbu-
lance; and a small risk that the situation would change during
the duration of the mission. The weather forecast provided to
COMJTF, DCOMITF and the aircrews satisfied all of these crite-
ria. However, during the mission, the aircrews encountered a

reduction in visibility later determined to be suspended

dust.

&;2 This -unforecast phenomenold had no effect on the ability
of the MC/EC-130s to navigate to Desert One. The helicopters
had planned to-navigate by visual reference with the ground
using NVG's at low altitude. The reduced visibility seriously
impeded their progress, causing all to be late arriving at the
refueling 51tet’=1§EE;“;ompounded by the loss of visual contact
with the other aircraft and mechanical failures which would not
support further flight in the area of reduced visibility, the
aircrew of helicopter 45 decided to abort.

QUESTIONS :

1. (U) Should COMJTF and the weather forecasters been aware

of the unforecast phenomenon?

1jﬁy2 Lg]wf) Should planning have provided for a reconnaissance

aircraft to precede the mission?
.l (?3TQQQQ£§,;he lead ; s have been tasked to conduct”

reconnaissance and report significant unforecast flibﬂ!

Ly -

“weather conditions?

POP—SBCRET III-20 AAR-5-20
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4. (u) Should planning have stipulated specific weather ~
abort or modified route criteria and should it have developed
specific weather abort or avoidance procedures? .

5. (U) Was there gufficient basis for the Desert One

Commander to report flight conditions to COMJTF?

6. (U) Should COMJTF have initiated action to further

assess the situation after peing informed that the visibility
C was reduced to Zzero.

DISCUSSION: S Lu\
Question 1. }2{ Should COMJTF and the weather forecasters
have been aware of the unforecast weather phenomenom?
Mission weather had Blways peen a prime subject and 8
great deal of emphasis had been placed on forecasting.
Weather had not always been favorable during rehearsals and,
in the interest of peacetime gafety rules a mission abort
had occurred during a mission rehearsal becauge of weather.
COMJTF and his gtaff had high confidence in the select team
of Air Weather Service (RWS) personnel and the resources
provided to them. -The forecasts for the mission had been

pgtEhe iy

provided to COMJTF "on an almost daily basis and had been
verified the next day. During Jan, the daily forecasts and
verifications revealed periods of forecast uncertainty and
occasional misses which could have led to an inappropriate
mission execution decision. Subsequently. forecast accuracy
improved during the spring as the weather team increased

their knowledge of Iranian climate and the forecast exper=

jence level rose.

/&fTE581’AWS climatology studies and data availability surveys

had been conducted. All available data and appropriate resour=
ces were brought to bear on the mission. COMJTF and AWS fully

recognized that there were no reliable weather reporting

TeR—GBECRET 111-21
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stations in the proximity of the helicopter route. This was of
concern and it caused the forecasters to exercise specilal
attention in developing mission forecasts. The weather brief-
ing provided on 24 Apr was well within the execution criteria.
The afternoon meteorological satellite imagery (10532) used in
the briefing depicted a clear sky with well defined terrain

along the portion of the helicopter flight route later affected

by suspended dust. ‘An experienced Benig_g_ho

e rast -

- N
‘was very familiar with wéather conditions in this area of Iran

»stated that the weather looked good and he saw nothing to worry

.about.

{U) The Commander of AWS conducted an extensive post mission
analysis to determine the validity of the mission forecast.
His conclusions weré that, except for the dust phenomenon,
all features bf the forecast for Iran were verified. ANWS
noted that one Eould speculate that a down rush of air from
forecast (and actual) thunderstorms 30-60 miles to the west
could have bedn-ofisufficient magnitude to lift and spread
fine powdery dust 1Ato the air along the route of the héiicop-
ters. The ARWS also noted that none of the available weather
reporting stations spread across central Iran indicated the
presence of widespread suspended dust or restrictions in
visibility. AWS concluded ghat this occurrence was a very
localized phenomena. To forecast such an event, and its
spatial and temporal extent with any degree of reliability is

beyond the state of the art.

TOP—SECRET- II1-22 AAR~-5-22
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{u) At the request of the Joint Staff,

the National Weather

Service (NWS) conducted an jindependent assessment of the

weather support provided by AWS for the':mission. The NWS

group consisted of the Chief.-Scientific gServices Division,

Western Region: Chief Scientist of the

Group, National Environmental Satellite

Satellite Appl ications

Service; and a highly

experienced consultant of the office of the Federal Coordinator

for Meteorology. AWS provided data to the 9roup concerning

planning. weather forecast, and post mission verification. The

NWS group found that the logistical and

technical preparations

were adequate. They d1so noted the jack of weather reporting

stations. The NWS group concluded that the support provided by

the AWS was professionally planned and executed. NWS also

stated that the dust phenomenon was probably caused by the down

rush of air from the thunderstorms 30~60 miles to the west of

the helicopter route. Their report concluded by gtating that

the forecasts were as accurate as the data available and the

state of the art in meteorology permitted.

adding -~

= g —————

/Although extensive planning and

-

forecasting had been

accomplished by a gelect team for this mission of special

importance, it remains a fact that weather forecasting isB

not yet a perfect gcience. Meteorological satellite visual

imagery prior to (24/10532) and after

(25/07292Z) the mission

did not indicate the presence of the suspended dust phenon-

Q ﬁenon. In the

during the

mission (24/15032) the area of suspended dust was masked by

Cirrus clouds which blocked observation“
C ,v of the phenomenon. This particular region

in Iran did not have operable repor

Aol 111-23
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prior to or during the mission. Observations of the current
state of the atmosphere form. the basis for forecasts: thus
the absence of observations ' makes forecasting extremely
difficult; further, the inability to verify forecasts without
observations prohibits knowing whether forecasts are good or
not. In the instance that occurred on 24 Apr, the state of
the art of meteorclogy did not ?nable AWS to be aware of the
probability of ocgurrence of the suspended dust phenomenon.
1t is probable that if the mission had not been executed on
24 Apr the JTF would not have known that the phenomenon had
occurred. I1f such was the case, it may occur more often than
known. Assistance from personnel indigenous to the area, or
the existence of more historical data than was available or
retrievable may have enabled AWS and the JTF to have had a
greater appreciation for the phendmenon.-ihe Joint Staff
pursued. the idea. concerning assistance,from indigenous #
people, both during the planning stage and in retrospect

*after the mission, OPSEC precluded conducting an effort to

-

locate Iranian meteorologists who might have resided in_the
United States or elsewhere outside Iran. The sole AWS unit
in Iran prior to the revolution operated a sclar observatory
and did not provide routine weather -observations or fore-
casts. Those AWS officers assigned to the MAAG in Iran
“performed staff functions and did not prepare weather fore-

casts for the country.

’ksﬁ‘ln Jun 80 the Joint Staff queétioned the Deputy Federal
Coordinator for Meteorological Services_aniﬂgupporting

Research concerning the availibility of knowledgable indivi-

6 duals familiar with forecasting weather in Iran. h

TEP=BBCRET II1-24
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ﬁ who had headed a group’.un'c.le.t contract

to establish a meteorlogical service for the Iranian mili-
tary, stated that there is no known available resource with
weather forecasting experience in Iran, elther—Iranian or
otherwise in NWS, that could have been used for the hostage

hission.

%;2{ In retrospect, it may be concluded that the JTF and AWS
could not totally recognize the limitations tec accurate
forecasting in this area as caused by the lack of reporting
stations along the helicopter routes. Had COMJTF and his
staff fully recognized these limitations, and the implica~
tion therecf, more consideration may have been given to

uﬁv planning for the lead C=-13P to perform a weather recon-
naissance on the route the helicopters would fly.

Question 2: klﬁﬁ Should COMJTF have provided for a weather
reconnaissance flight go precede the mission? COMJTF did not
elect to speclé&éaf¥§'£ask the lead MC-13¢ aircrew or Desert
One Commander to make a weather report'on unforecast weather
during their route to Desert One, %ﬁis judgment was based in
part on the JTF concept which called for op;}atlons in radio.
€lYence except for preplanned progress reports, for emergen-—
cies of a.serious nature, or if a complex situation developed
which required the commanders to consult with COMJTF. The
judgement was also based on the JTF orlentation toward the’

conduct of the mission: once the force was launched and

entered Iranian airspace the missioni“should continue to

1

successful complétion. ' The mission would be aborted only if
preplanned criteria could not be met or unpredictable events

made mission continuation infeasible. This is not to say

THP=GECRET— 11I-25 AAR-5-25
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certain weather conditions would not be repo;ted by the
Desert One and helicopter commanders or that they would not
recommend weather aborts. Sustained clouds, enroute thunder-
storms, moderate to heavy turbulence, a severe sandstorm ot a
headwind component of over 15 knots were weather conditions
that the Desert One Commander and the Helicopter Flight
Leader would readily recognize as a condition that could
cause abort. NoE appreciated, however, was the need to
evaluate the grey area of determining inflight visibility at
night. As a result of high confidence in the accuracy of
weather forecasts, the JTF did not conslder inflight vislblil-
ity to be a potential problem area. Even if COMJTF had had
previous knowledge that unforecast events such as the dust
phenomenon could occur and not be observed as development
occurred, it would have been unwise to schedule a premiasion
weather reconniigéance flight. Operations security would have
been jeopardized significantly. Furthermore, there 1is no
indication that a weather reconnalissance alrcraft flying over

.

e el T
the route in &FftefRoon hours would have encountered the

suspended dust phenomencn,

Question J:QLQAH Should the lead MC-130 have been tasked
to conduct visual reconnaissance and report significant
unforecast flight weather condltions? The JTF could have
tasked the Desert One Commander aboard the lead MC-138 to
report any weather or inflight conditions that would have
significantly affected helicopter mission performance.
Alternatively, a gqualified helicopter pllot could have
been tasked to be aboard the MC-138 tc observe and report
appropriate weather and flight conditions. Either of these
alternatives could have been employed flying the MC-138
profile as flown or to have flown the exact hellcopter routes

'at 588 to 1,000 feet above ground level {AGL).

~TOP=SECRET—
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\% Had the lead C-130 been specifically tasked to fly and
report on the helicopter mission profile, the aircrew might
have judged the visibility condition to have been to re-
strictive for helicopter ope;ations {flight visibility
restriction was more severe on the helicopter profiles).
Had a qualified mission helicopter pilot been abcard as an
observer and specifically directed to report significant
unforecast conditions such as visibility restrictions, he
would have probagly reported the marginal operating con-
ditions. The value of such a report to COMJTF and the
helicopters is speculative. COMJTF would not likely have
decided to abort the mission. The mission had progressed
too far to make a subjective judgement at this point. A
premature abort would have delayed the mission for at least
34-72 hours while the JTIF waited for favorable cqnditions to
reinitiate the-rescue mission. Under these conditions there
would be substantial risk that the mission would be compro-
mised either by discovery of the #6 helicopter in the desert
or by Iraniam,-.Soviet, or third country ‘intelligence.
(V)

/o() It is possible that a report might have enabled COMJTF
and the Helicopter Flight Leader to be more prepared to deal
with the dust or alter the route to minimize exposure to it
if such a route could have been provided. (Even if the lead
C-130 had considered an option to determine an alternate
route there was not sufficient fuel available to establish a
search pattern, and still accomplish the mission at Desert
One.) The helicopters could not significantly change the
route at this stage and there would have been little basis
to climb unless the report could have included the altitude
of the top of the phenomenon. A timely vreport could have

enabled COMITF to modify the policy which called for silence
TOP—6FGRET I1I-27
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on unsecure radies. But this is gpeculative because of
OPSEC considerations. If the proper information could have
been included in a report, it is possible that it would have
alerted the Helicopter Flight Leader so he could have
restructured the formation to optimize their capability to
penetrate an area of reduced visibllity. The helicopters
could have then proceeded in mOfe manageable flights of two

with operable navigation aids in each flight.

Question 4!Dlef Should planning have stipulated specific
weather abort or prockdures toc modify route criteria and
should it have developed specific weather abort, cor avold-
ance procedures? The helicopter pllots had experienced
weather conditions during training rehearsals which required
an abort. That decision was not questioned in the training
environment. Crews trained and repeatedly demonstrated the

ability to navigate in reduced visibility using night vision

'goggles._ﬂowever,_;he were not equipped to fly in clouds

LT 2ET e
for extended periods at low level in mountainous terrain.

The RH-53 did not have nor could it be modified in time to

have the necessary equipmentlreéuirégtfbr navigation under
Ehese conditions. Radar and FLIR equipment would be re-
quired. Had the lead C=132 encountered thunderstorms en-
route, extended low clouds; or a sandstorm it would have been
reported. Depending on the severity of the conditions
reported the mission could have been aborted or the route
profile altered. Similarly the helicopters would not have
continued, once they encountered thunderstorms, low clouds,
a sandstorm, or turbulence. Any of these conditions exper-
ienced on a prolonged basis would have caused the Helicopter

Leader to recommend an abort. Criteria for abort based on

inflight visibility are always subjective, and in particular

TOR=SPORET I11-28 AAR-5-28
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for this mission. What matters for these helic.opter.pilots
is sufficlent, 1f only infrequent, visual contact with the
terrain through the night vision goggles to verify that they
are on course and to determine progress during the mlssion
profile, It is not feasible to pre-establish a firm cri-
terion. If one was set, it could cause a premature abort or
a situation where the pilots might feel compelled to continue
beyond their individual capabilities. This group was highly
trained and competent. For this mission, exacting inflight
visibility criteria or procedures would not have been helpful
nor desirable. The visibllity criteria that could have
been applicable would HWave been to identify any reduction in
visibility that would have precluded safe refueling at Desert
one or would have exceeded the capabilities of individual
pilots to negotiate the route.
W |

Question 5: gih. Was there sufficient basis for l:lhe Desert
one Commander to report inflight conditions to COMJTF and
the Helicopter E‘li._g‘g.l:._l.eader? Glven the £flight conditions
he observed dur'i:;;;_?h: ﬁission, he cannot be faulted for the
judgement he made. He was unable to define the conditions
and the effect they would have on the helicopter pilots
ability to navigate in them. The mission guidelines for
minimum essential communications was another factor imn not

making a report of questionable value to COMJTF.

Question 6: iJﬁG‘i Should COMJTF have initiated action to

further assess after being informed that the visibility was

reduced to zero? —-t-_zf:dlfficult to monitor

secure TACSAT transmissions.by helicopter ‘#1. This was duve

,zlﬁ;.-i:l_ﬁt*to propagation and the’ less efficlent TACSAT carried
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on the helicoptet'. DCOMJITE “,was hovever better

able to monitor transmissions and frequently relayed. When
the Helicopter Flight Leader reported reduced visibility at
approximately 18052, the JTF chief of Staff immediately
consulted with the JTF Weather Officer. The Weather Officer
was questioned about the reduced visibility but he had
ingufficient data on which to base any judgement. COHJTF{-.
E -did not receive the report made by helicopter #1
that he ﬁ;d landéa leading to an erroneous assumption that
he was still enroute. It ia not known if propagatlon
precluded voice reception. but in any event the fact that
the Helicopter Flight Leader had landed was not ‘known by
COMJTF until the Helicopter Flight Leader reported at 18452
that he was airborne and enroute. (He had been alrborne for
for 20 minutes at this point). The JTF staff queried the
Flight Leader on- the status of the other aircraft and he
replied that he assumed that at least six were enroute to
Desert One. ({(He could not be sure of the status of the two
helicopters that W l:ndad approximately one hour and forty-
five minutes earlier). COMJTF did not have the knowlelige
of the geographical extent of the dust phenomenom nor did he
have information on the location and status of the other
four helicopters. Since there were no other reports of
visibility problems, COMJTF assumed that the dust phenomenon
was localized. At 1910% JTF Headquarters queried the Flight
Leader on his status and he responded that he was still in
reduced visibility conditions an@ was proceeding to Desert
One. The Flight Leader requested the Desert One weather
conditions which were provided, followed by several commun<
jcations pertaining to estimated t{me of arrival at Desert
one for the Helicopter Flight Leader and arrival times of

helicopters 13ﬂ§,7\and 8. During these events COMJTF

assumed that since the Flight Leader made no calls, no

further assistance was required.

TeR=SECRET 111-30 ARR-5-Bl
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/pﬁ(qJUpon receiving the reports that-the Helicopter Flight
Leader had encountered reduced flight visibility and was
again enroute to Desert One, COMJTF could have begun 2
dialogue with the Flight Leader to obtain more information on
the extent of the visibiiity'rebuqtion and status of other
helicopters. Thisg, would havefréad}{ed.ﬁsdiflcation to com-
“munications procedures ‘ag” several transmizsions would “havg
been required on unsecure radios. Factors to consider were,
extent of wvisibility problems, the absence of reports from
other helicopters {through the Flight Leader) that they
required assistance or: guidance and the trade off for the

highly undesirable possibllity of communications compromise.

EVALUATIONS:

1. (U) Expert opinion is that the weather forecasts were
as accurate a;_kﬁe data available and the state of the art
in meteorology permitted. Therefore, neither COMJTF nor‘the~
forecasters should have had reason to suspect that such a

R -

localized phenomenon would exist.
(ol
2. (¢) A weather reconnalssance aircraft preceding the

rescue mission could have compromised the mission. Since
late afterncon weather satellite photography showed crisp
sharp terrain features along the route where the dust was
jater reported, it is questionable as to whether or not it
would have been detec;ed.

3. Iﬂ# The lead MC-138 could have been tasked to conduct
reconnaissance and }eport significant unforecast conditions.
Such a report may have better prepared the Helicopter Flight
Leader for penetration into the area and would most likely
have provided a warning to COMJTF prior to receiving the
Hellcopter Flight Leader's call that he had encountered zero
visibility. )
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4. (U) The Desert One Commander or the Helicopter Flight
Leader would have recommended an abort in the event unfore-
cast significant weather that would have known impact on
helicopters such as thunderstorms, sandstorms, sustained
clouds, turbulence or severe headwinds had been encountered.
However, for a mission of this type and importance, estab-
lishment of specific weather abort criteria for inflight
visibility could,cause a premature abort or a situation’
where pilots might feel compelled to continue beyond thelr
1ndlv1dt&3 capabilitles.

st The Desert One Commander assessed the visibility
situation he observed, in context with the weather criteria
he thought necessary for helicopter operations and decided
that there was no basls for an alert to the phenomenon.
6. (U) A report by the lead C-132 of the existence of the
phenomenon to COMJTF could have alerted him and his staff
earlier to problems which might impact on the mission. While
the actions he m.i_gt_}__t“have taken are speculative, he would
have had the ;p;)i;:s;ity to prepare alternative courses_of
action and modify communications procedures to enable
exchange of more information. Such a report would have
possibly alerted the Helicopter Flight Leader to begin
considering an alternative plan or flight profile.

7.“’ (ﬁ) Had COMJTF modified COMSEC procedures more informa=-
tion could have been shared by COMJTF, the Helicopter Flight
Leader and the Desert One Commander. This would have
reduced stresses at Desert One and provided more time to
prepare for helicopter arrivals. It would have been known
immediately when helicopter $5 aborted his flight and when
helicopter #2 indicated he would require malntenance actions
at Desert One. 'rhe\ unknown is whether —the unsecure radio
calls would have comp'romised the mission.
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© COMMUNICATIONS
BACKGROUND: ‘
(U) From the onset, it was recognized that the major communpi-
cations problem would be to provide a means of iﬁsitive,
secure two-way comﬁunications between COMJTF at his deployed
headquarters location and the operational forces during the

entire time the force would be in Iran.

(V) Access to Uﬁ? satellite communicafions was considered
essential to provide the reliability and guality needed for
:his missiop. HF voicg,hg@ previously been the only means of
providing long distanée communications with aircraft. .ard
‘pperating forces deployed at great distances. HF would not
provide the connectivity and reliability that would be essen-
tial for this mission but would be used as a secondary means if "~

the UHF satellite system failed.

/y)\)a portable satellite terminal was required to provide
discrete commyrigitgbib- between COHJTF‘ fhe DELTA Commander,
the Ranger Comma;;;: and the Helicopter Commander. In early
November, it wab determined that a newly developed radio, the
PSC~1 would satisfy this requirement. However, since this
radio was still in engineering development, only four models
were available. While this number was sufficient for this net,
' a problem still existed: the PSC-1 was Aot compatible with the
non-poifable WSC-3 TACSAT radios available to some of the other

‘mission elements.

(L) = -
s M)( By December LDEL’I\A:hadddentified a new portable radio
which held promise for use as a satellite terminal aitﬁSGEE.it_

was not designed for such use by the manufacturdr: This radio,
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the PT-25, was satisfactorily tested as a sateilite-termiﬁal.
In addition, it was compatible with the PARKHILL encryption
udEV1ce' which was the only secure ‘voike  device -avajlable in
‘sufficient quaﬁf@ties to meet mission needs. The portable
PT-25 was compatible with TAUSAT WSC-3 qnd permitted all JTF
command elements to participate in.gugpmmon tacticq{"command
and control net;-‘Teﬁ‘PT-25's were purchased and modified.
;Prom that point on, they played prominently in the training and
“p}ﬂgning for—support-oﬁnépgaggguna operational Eorces. ‘(The
“Four PSC-1s wereqretained.tﬁfﬁiovide the COMJTF and the three
'operational commanders,with-gjac;eteﬂﬁiadundant.voiee communi-

cations.)

iz% Operating the PT-25 and PSC-1 with various antennas while
airborne. in :MC-130 énd~}ﬂ-53?nircrdrt proved - the feasibility
_of direct, secire SATCOM communications using these radios.
[} series.of exéeriments and modifications’ led to the develop—”'
‘jhent of a hatch-moupted antenna Sigtem that, when combined with
the wscC-3, ; ectifely from  fixed wing aircraft.

Eventually, foudrc-13ﬂ hatches "and one C-141 hatch were modi-

“fied to provids the essential airborne satellite capability for
;Ehe projectedtf;ked wing Eorceij'h-solution to the helicopter
5583Eiguratioé was more elusive because the antenna used suc-
cessfullyﬁsn fixed Gin@“uircraft for the WSC-3 could not be
accommodated on the helicopter. Eventually, a compromise
' system consisting of an existing UHF blade antenna was adopted.
Although not as reliable nor effective as the fixed wing
-system, its performance was considerably better than that which
could be expected from onboard HF radios for long distance:
communications. Portable ground TACSAT terminals were to be
"% rovided to seven of the helicopters for use should they be

separated or otherwise be required to land.
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(C} A radio operator, familiar with the equipr'nent and profi-
_cient in working with PARKHILL, was assigned to ‘each TACSAT‘
terminal to inctease the probability of copying marginal
transmissions. Use of a‘tradio operator required that "all volce
traffic be passed from the sender to the operator who would
itransmit the message. Incoming messages would be passed to the
‘4ntended recipient. Rcoiracy of transmission content .15
sometimes lost using this procedure, conseguently operators
‘were not used_at\ all times or-at .all locations. Previous
deployments to the Persian Gulf. area had indicated propagation
problems could be smpacted between sunset and sunrise. Each of
the airborne and ground forces was to have available TACSAT
terminals for airborne and ground use alé—r.\é with portable HF

radiog for ‘backup.

B 3 (!s’) The JTF _‘as supported by two TACSAT termin-

als for use with deployed forces hnd—

' terminal ' accessing the Defense Communications System for
connectivity talﬁaiﬁﬁ};ton. This link was backed up by another

TACSAT terminal with direct access to the Pen\:agon.'

QUESTIONS :

1. (U) Did the communications capability meet the essential
needs of the mission as planned?

2. (0) Was the communications support flexible enough to meet

the demands of the JTF once unforecast and unexpected situa-

tion occurred?

DISCUSSION:
\Ai

: (}ﬁﬂ As finally deployed, one secure airborne satellite
system was provided to the Helicopter Flight Leader, the AC-130

flight, the C-141 flight,” the EC-136" flight:and; twodior the
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"MC-13Ps which were to operate from two locatlons, It was
envisioned that except for the helicopter flight, the satel-
lite equipped alrcraft would relay to and from other flight
members pertinent inforimation using NESTOE (KY-28) secured
air to aitr communications. The JTF decided not to use the
KY-28 on the helicopters. .The helicopter pilots would use’
their UHE/VHF radios only for bonafide emergencies ‘and the
KY-28 would impedeishort, crisp emergency transmissions. The
lead helicopter would use the secure WSC-3 TACSAT for essent-
tal reports required by COMJTF and to reguest assistance.
.Sixteen reports were specifically directed for the mission.
“only six were required on Night 1. Any additional transmis-
siohs would be dictated by circumstances and made at the

discretion of the commander concerned.

%By 24 Apr five fixed stations had been established and
were operational - JTF HQ, JTF Relay, . USS NIMITZ_
PR L L -~

- Alrborne SATCOM terminals on

- r'—-. -t

fixed wing aircraft hadt been checked and were ready. _0On
“board the NIMITZ final checkout of airborne and portable-
TACSATS had detected two inoperable PT-35 unitS. This meant °

only five helicopters would have ground TACSATS:

) Both .the MC-138/EC-13@ aircraft enroute_to

Desert One and the h:alicopter flight from the NIMITZ used
available communications systems to make required reports or
as necessary to meet other requirements, In addition all ofm
the fixed and afloat stations made calls as necessary oh the

' secure TACSAT net to insure the operational status of the

network or to pass information relative to the progress of

the mission.
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Question 1:,wrmbid the communications capability meet the

essential needs of the mission as planned? Five mandatory

reports were required during the mission. All were trans-

mitted and received.

Question 2: S}:gr was the communications support flexible
enough to meet the demands of the JTF once unforecast and
unexpected situations occurred? As established in the
operating instructions, radle silence procedures over
»unsecure radlo were imposed on éil elements once the mission
execution order was given. This sllence could be broken
only under the following conditions:

(1} Transmission of required reports{using codewords) ;

{2) To transmit emergency or distress traffic; and,

(3) Absolutely minimum essential air-to-ailr traffic

enroute. PR

The need to mainﬁain strict COMSEC was end;;sed by NSA. As

m b . .

indicated by NSA, the risk of detection rises, in terms

el Wl
of propagation flukes taking signals to unexpected peoints,

with every transmission.

w
b‘) Téansmission over the secure WSC-3 and PT-25 radios

was permitted when the commander concerned considered it

‘fepessary. The force used the secure TACSAT net when it was,

+-essential; However, with the unforecast weather, followed

by the decision to abort at Desert One and the subsequent
crash, the frequency and diversity of calls on this single
net grew substantially,. This increase in dlalogue now
accentuated what had been previouély' minor inconvenlences,
'The degradations in voice quality resultiﬁé from the use of
PARKHILL, propagation  problems, operating from manuevering
altrborne platforms, prototype manpack terminals and the

inexperience of some of the equipment users led to frequent
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repeats and occasional garbled calls. In spite of these
inconveniences the systems and procedures served to provide
for an acceptable level of information exchange. In
contrast, had the JTF been required to rely on HF, little'

real time command and control would have been possible.

/
EVALUATION:

(U) The communications capability met the essential needs

of the mission as'blanned.

(U) The communications support was sufficient to meet the
unexpected demands of the mission and the JTF, but the
quality did not enable JTF Headquarters to rece{ye real-time
information. Two important messages were not received; the
call from the Helicopter Flight Leader that he had landed,

and the call-from Desert One that the crew from helicopter

$6 was at Desert One.
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ENROUTE TO DESERT ONE

BACKGROUND:

JasT(Chhe execution order was transmitted to the forces
at 12502. At 14852 lthe lead -MC-130 depatted*
enroute to the refueling site {Desert One). One hour later
eight RH-53Ds departed NIMITZ. These aircraft were sched-
uled to arrive at the Iranian coast at 15392. Between 15182

and 15272 the remaining MC/EC-138s departed _in
two flights.

gﬁ;) At 16302, the lead MC-130 entered an area of reduced
visibility where visual contact with the terrain could not
be maintalned through the NVGs. The flight passed thru the
area in approximately fifteen minutes. The pilot reported
this to the Desert One Commander who observed the phenomenon
and noted that Eéiyas not visible on the FLIR. He considered
reporting the situation to COMJTF, but not knowing what the
phenomenon was ot Ehe visibility at the altitudes being
flown by the“ﬁ:ngggzgrs, he decided not to make a radio

transmission. At about 1708Z, the MC-138 encountered another

area where visibility was reduced for approximately fifteen

minutes.

1@f(V)At 17802, the pilot of hellcopter #6 observed the Blade
Inspection Methed Warning Light illuminate indicating pos-
sible main rotor blade failure. According to pre-briefed
procedures, he turned on his upper rotating beacon (signify-
ing an emergency landing), reduced airspeed and landed.
Helicopter #8 had been tasked to pick-up the crew of any

aborting aircraft. He observed the beacon and accompanied

TEGE=SBECRET 1II=39 AAR=5~B5
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accompanied $6 to a 1and1ng; The crew In the lead helicopter
saw the two aircraft leave the formation and informed the
Helicopter Flight Leader who, in turn, notified COMJTF by

secure radio that two alrcraft had landed.

ac 17372 (I C-1355  cook-o« EENNEENED

to provide refueling support to the MC/EC-138s, 1£_;§§gired

during egress. \

Qﬂ) j’f' At about 17402, the helicopters entered the area of

RN 7

unforecast reduced visibility. The Helicopter flight Leader
attempted to maintain visual reference to the ground for
navigational purposes, When the visibility deterlorated to
near zero, the Flight Leader elected to reverse course,
return te clear air and land so he could consult with his
flight and dé&eibp an alternative plan. He transmitted a
message to COMJTF that he had landed. The Flight Leader was
not aware that four of the aircraft (#3,4,5 and 7) did not

see him turn and*iaﬁ?ﬁdntinued on course.

{u
(5% At 1819Z the lead MC-138 landed at Desert One,

\w)

i

b
As? By 18452 seven helicopters were enroute to Desert

One in three elements. A flight of four (#3,4,5 and 7}
was in the lead, helicopter $8 (with the crew of #6) was
about 3¢ minutes behind the leading flight and helicopters

#1 and 2 were about 15 minutes behind §8. All were in the

TOP~3EGRET II11-40 AAR~5-B6
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areas of reduced visibility.

j"ﬂU) About 18582, the pilot of helicopter #5 lost visual
contact with the other alrcraft in the flight. Knowing that
$7 was on his left, he immediately turned right and descended
to establish horizontal and vertical separation., At one point
he attempted to land but could not see the ground at 75 feet
AGL. He was unaRle to regain visual reference with the
terrain for navigational purposes. His TACAN was inoperative
which caused hfm to doubt his ability to locate Desert One
since he assumed visibility would also be bad at Desert One;
he was unable to receive the VOR navigatdon aid at Darband; a
falled Heading Indicator serlously degraded his ability to
navigate through a mountain pass ahead; his PINs had earlier
been noted to be approximately S5 NM in error; and he had no
knowledge of ;ﬁélgxtent_of the dust phenomenon. Therefore,

the pilot elected to abort and return to NIMITZ.

s ol

—ramw

(v) Simultanésigiy, unknown to the Helicopter Flight
Leader, hellcopter #2 was beginning to experience a loss of
hydraulic pressure in the secondary stage which powers part
of the Flight Control System, Normally cause for abort, the
pilot elected to continue to Desert One where he would
attempt to have the malfunction corrected. This information

was not passed to the Helicépter Flight Leader.

\u)

U
j-gﬁ) Between 1918Z and 19282 the five MC/EC-138s landed

at Desert One on schedule and began preparations to recelve

and refuel the helicopters. MC-138s #1 and $#2 departed

Desert One at 1924Z.
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(ﬁﬁ(u)ﬂelicopter #5 did not have a Secure r;dio installed
for use inflight. By 19462, he was concerned that he did not
have sufficient fuel to return to the carrier and elected to
notify NIMITZ by. unsecure HF radiq{ COMJTF, DCOMJTF, the
Desert One Commander, and the Helicopter Flight Leader did not
receive this transmission and were unaware helicopter §5 had
turned back. {This information was relayed to COMJTF by
another facility at 1951Z.)
!- N

'T}BT(U\At 20227, the first three helicopters landed and refuel-
ing operations began. JHelicopter 48 arrived at 2050Z. Helicop-
ters #1 and #2 landed at 21012 whereupon it was determined that
$2 was not mission capable. Five mission capable helicopters
were on the ground and gix were required to continue the

mission.

QUESTIONS:

IJ\“%t‘ pid the planning and training overemphasize radio
silence to tﬁibéfiéﬂt that necessary radio transmissions

were not made?

2. (U} Were there adequate procedures to insure recovery

of aircrews of downed helicopters?

W

- \. »
3. yrf' Were the helicopter pilots overly concerned with
the requirement to remain at low altitude to avoid radar

detection?

4.“”!3#’ Were the additional navigation aids {PINS and OMEGAR)

installed on the helicopters adequate for mission success?

TOP—3ECRET II1-42 AAR-5-BS
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5. {u) Was there a valid basis for the judgement that

eight aircraft were sufficient?

-y
o~

G.QJ]urs What were the probabilities that the regquired number
of helicopters would remain operational at the refueling site

%*;(Desert One),-and the helicopter hide out?

7. {u) Assuming that eight would provide a high proba-
bility of mission success, why were not more placed on board
the aircraft carrier and flown on the mission as additional

insurance? :

8. (U) What additional actions could have been taken to

increase helicopter reliability?

9. (u) Shoﬁiéjan operations analyst or maintenance analyst

have been able to predict the failure?

-.—,,Z.::;;;,‘_‘_‘_
10. (U) Weti'tnﬁtjtems selected to be in the helicopter

cross country kit adequate to support the mission?

11. (U) Were the helicopter pilots adequately trained to

perform the mission as planned?

DISCUSSION:

Question 1:(u)u§) pid the planning and training overemphasize
radio silence to the extent that necessary radio transmissions
were not made? Throughout planning and training the JTF had

worked extensively to maintain OPSEC. The single and most
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overriding principle that would determine mission success
was the ability of the force to train for months, deploy
over a period of a week, hold in position for a few days,
penetrate deeply into a hostile country. and then remain
undetected for 36 hours during mission execution so as to
;rrive at the American Embassy and enter under conditions of ~
total surprise. Radio silence, particularly unsecure radio’
silence was a major factor in the OPSEC success the JTF dia
enjoy. hll eleménts equipped with secure radios did useH
‘those radios when regquired to make mandatory reports or '
notify COMITF of significant developments. Qf the heli-
copters, only #1 had'a secure radio adapted for use in

flight.

(QJ‘LD{ Had the Desert One Commander determined that the pheno~
menon was of -grave importance and a report of the inflight
visibility conditiong was necessary, he could have done so
on his secure TACSAT radio without significant risk of
compromise. He did not send a report for other reasons

discussed earlier. -
()

(C) Except for helicopter #5, the helicopters did not use
unsecure radios. They elected not to transmit because
silence meant that the mission was proceeding. Silence also
indicated that there were no émergencies that warranted a
transmission. Each of the pilots was encountering difficult
flight conditions and these conditions thoroughly taxed
their abilities. MNone of them felt, however, that the
situation warranted radio transmissions and resultant

possibility of mission compromise. An exception, was when

Vs
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helicopter #5 decided to turn back after he lost critical
navigation instruments. ‘gis hellicopter was not configured
for securé inflight TACSAT. After some time, he elected to
use 'Eis unsecur<4 high frequency radio to report to the
NIMITZ that he was returning - thls was an urgent message
because there was doubt that he had sufficient fuel to
return. .
“

;sr(ggnsac was an important factor to the Joint Task Force
and was essential to mission success. Emphaslis was so great
that the hélicopter ciews conducted premission execution
training almost entirely without the use of radios. It was
the intent of the helicopter crews that the first night's
operation would be conducted using radios only for an
emergency situation. There were times during the transit
from launch to Desert One that radio transmissions could
have provided valuable information that may have had an
. impact on the_sgnﬂggfz?f the mission. As an example, had
the HelicopteE-E;:E:: called for the flight to join him when
he landed, a modification to the existing flight composition
might have resulted. {There are no indications number €five
would have proceeded even had he known of the weather at
Desert One. As discussed elsewhere in the report, helicopter
system failures made continuation infeasible.) Had all
concerned known of delays in helicopter arrival times and
the fact that number five turned back and number two might
not be able to continue, additional time would have been
available in the event alternate plans were to be discussed.
Lack of information available tc some and not shared with

others hindered mission execution, It is noted
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that policy prohibited transmissions on nonsecure radios
except in emergency situations. The helicopter pilots complied
with this procedure. Had a greater variety of problems been
shared and had the helicopters been equipped with secure UHF or
VHF and had-these--radies_been used, the mission may have
progressed differently. The unknown is the degree of compro-
mise that would have occurred had these items been discussed on
the radio. N
u) ‘

Question 2. (B) Were there adequate procedures to insure
recovery of aircrews of dqwnedthelicopters? At approximate-
1y 17002 the pilots iﬁ 46 helicopter observed the Blade
Indicator Method warning light flluminated. The light indi-
cates a possibility of impending main rotorblade failure
which, if it occurs, results in catastrophic failure of the
helicopter. In.accordance with the flight manual instructions
and mission criteria the pilots turned on their upper rotating
beacon, a sigqg{JE:gExfhey intended to land, and landed in an
isolated lakenE;;T—Taalicopter 48 was the designated heligppter
to pickup crews from disabled aircraft and he automatically
followed #6. The crew chief of #6 helicopter reported that
a separate mechanical indicator on one of the blades also
indicated impending failure. They transferred classified
material to #8 and continued to the refueling site. They
did not destroy aircraft #6. The JTP's premission guidance
was to not destroy abandoned helicopters enroute because
they did not wish to draw attention by fire or explosion of

the abandoned helicopter.

(U) This procedure Eor downed aircraft and pickup by another
helicopter had been validated during rehearsals, on at least

two occasions.
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Question 3. U Were the helicopter pilots overly con-
cerned with the requirement to remain at low altitude to

avoid radar detection? Concern of possible radar detection

was allegedly a factor for at least one of the pilots.

G ———
e ———
“

the helicopter detachment S-2 was

not aware of the\discussion, afid would have corrected the
information had he known of it). Each of the pilots méde an
individual decision that he should fly the profile at the
altitude they had traired at for many months. The fact that
six helicopters arrived, although late, (one returning
because of weather and faulty instruments) supports their

procedures and abilities as highly trained pilots to nav-

igate in this environment.

-

&d ’*Gﬁ The information concerning Iranian radars which was
briefed fo the_Pfllcegfer crews was the same as that briefed
to the C-130 cré:;TZ;gftet passing the first mountains thgre-
was Girtually ng threat of radar detection up to the service

ceiling of the RH-53D.{ The perception of a greater threat

by one pilot was without factual basis.

£,

4

Question 4:(U)gr1 Were the additional navigation aids (PINS

and OMEGA) installed on the helicopters adequate for mission
success? The PINS and OMEGA were useful aids to low level
navigation but were not considered to be sufficiently
reliable and accurate to enable navigation using them alone
without terrain references. Confidence in the PINS and

OMEGA, when known to be accurate, was of such a nature, as
|
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to be an aid to navigation on this mission. C‘PINS is ad-
versely affected by low airspeeds (below 70 knots) and high

angles of bank.

m;% One can speculate on the advisability of their indivi-
dual decisions to attempt to remain at low altitude in the
dust rather than climbing to higher altitudes and continuing
onward employing the heading, time and distance procedure
for navigation Jith PINS and OMEGA as an aid. Mission,
debriefings indicate that five of the PINS and three of the
OMEGA systems were considered by the aircrews to have been

2
sufficiently accurate for navigation.

Questions 5,6 and T é;g Was there a valid basis for the
judgement that eight aircraft were sufficient? wWhat were
the probabilities that the required number of helicopters
would remain opérational at the refueling site (Desert One),
and the helicopter hide out? Assuming that eight would
provide a higng£ggeeility of mission success, why were not
more placed on board the aircraft carrier and flown on the
mission as additional insurance? To answer these guestions,
it is necessary to address geveral areas: the history of
these specific aircraft; the failures experienced on the
mission: and an analysis of RH-53D abort data to determine
the probabilities of mission success. There were eight
RH-53D's on the NIMITZ. Throughout the planning process the
JTF assessed and reassessed the number of helicopters
required on board the carrier. It was the collective

judgement of the helicopter detachment and JTF Staff that

eight would be sufficient to provide the desired number of
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mission aircraft and flying spares. The JTF 'had closely
tracked the condition of the helicopters and the US Navy had
applied special programs and procedures to insure they would
all be in top condition and all would be mission capable.
The JTF sent helicopter detachment representatives to
inspect the aircraft on two occasions, the last being three
weeks prior to deployment of the crews to the NIMITZ. The
Detachment Maintenance Officer went on the last trip. Wwhile
on board the NIMITZ he worked closely with the BM-16 heli-
copter sguadron Maintenance Dfficer who had deployed with
the squadron on 20 Nov.19. Working together, they developed
a special list for mﬁintenance inspections. The HM-16
Maintenance Officer developed a checklist that called for
inspection, repair, or change of items, as appropriate, to
assure that any parts and components subject to failure
received a critical review. The aircrews and maintenance
officer came aboard the NIMITZ on 20 Apr 80. They inspected
and flew their assigned aircraft. One helicopter, #8 in the
flight, had been néfi-mission capable for several weeks, but
maintenance personn;i corrected the discrepancies in time
for the aircraft to be flown by the mission aircrew. This
aircraft, #8, performed well during the mission. all
pilots were completely satisfied with their aircraft.
Except for helicopter #8, each of the other seven heli-
copters had averaged over 24 hours of flight time per month
for the previous two months and had flown numerous flights
where the duration of the mission was four hours. The

pilots stated they were in the best condition of any they

had flown.
TOR—SECRET - I11-49 AAR-5-B15
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“wf A1l eight helicopters departed NIMITZ on schedule.
Two hours after takeoff #6 helicopter 1anded and was aban-
doned because of an unsafe rotor blade indication. Approxi-
mately two hours prior to ljanding at pesert One helicopter $2
jost hydraulic pressure in the secondary hydraulic f£light
control system. The plilots continued the nission expecting to
pe able to repair the aircraft at pDesert One. Upon landing at
Desert One, the crew chief and hydraulicg man found an exten
gsive leak in the vicinity of a jam nut, on the second stage
return line of the forward flight control BServo {located
outgide the alrcrew aﬂd cargo compartments). This fallure
allowed hydraulic fluid to leak from the system. Since the
number two hydraulic pump requires g£luid for cooling. the
result was a purned out and inoperative pump. There was no
pump available to replace it, a spare had not been included in
the cross—country xits since the pumps seldom fail. If one had
pbeen available, it could not have been changed and gerviced in
time to enableufhg_a§rcraft to continue and arrive at the

| m————

hideout before daylight.
\u),-

&Ef About three hours and 45 minutes after take off, heli-
copter #5 experienced failure of ceritical navigation and
flight instruments. The pilots determined that mission
continuation was not feasible or safe in the envirvonment
encountered and returned to the NIMITZ. After landing on
NIMITZ, it was determined that a blower cooling motor had
failed. This blower cools the power supply. It in turn Eailed

due to overheating, rendering the primary heading indicator
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inoperative. Upon §5's return to NIMITZ HH-%G maintenance
personnel found one duffle bag and two flight Jjackets posi-
tioned next to the air cooling intake. Had these jtems been in
this position during flight, they would have severely restric~
ted airflow. It cannot be determined with certainty whether or
not they were in position during flight. A highly experienced
USH RH-53D pilot was the ajrcraft commander and his crew chief,
also USN, was hig?ly experienced in the RE-53D. Durinq train-
ing briefings of Lelicopter aircrews, this aircraft commander
had stressed the importance of the cooling intake remaining
free of obstructions. , it is highly unlikely that they would
have permitted the items to be in position at preflight inspec-
tion and subsegquent flight. The conseguences Wwere well known
by all crew membérs and, therefore, they would not likely have
positioned the items during flight.

“S)L?Sﬁ To insure ;Vhigh degree of mission succesSs it was deter-
mined that a minimum of Eive operational helicopters would
pe required Eg"exi?hct the former hostages and rescue forces
from the two helicopter landing zones (HLZ) in Tehran.. This
number was based on the nunbers of people to pe lifted fa

X total of- and the 1ift capabilities of the RH-53D's
given the probable temperatures and density altitudes in
Tehran during this time frame. There was an alternative
plan to be employed should there have been less than five
RH-53D's available for the extraction. However, this entailed

ﬁ:probable refueling of one or more RH-53D's at Manzariyeh and
returning to the HLZ to extract the remaining personnel.

Because this action would take in excess of one hour, it would
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have placed those remaining at the HLZ at extreme risk. Given

the reguirement to have five operational helicopters for the
extraction, it became necessary to examine RH-53D abort data to
determine aircraft reliability and mission requirements at
various stages of the operations. Three sets of fallure data

are available.

L}L)strrfirst, pre-flight and in-flight abort data for the entire

(W

fleet of 38 RE-53's for the period of 1 Jul 78 through 31
pec 79 were examined. 1t was determined that the pre-flight
abort data, expressed in terms of aborts per 1980 flight hours,
was not useful. However, the fleet average of 3.3 in-flight

aborts per 1@P hours did provide useful data.

gﬁ, second, m?{ntepance records from the NIMITZ for the forty-
five days immediately prior to mission execution indicate
that the seven aircraft that were operationalvduring this
period experigpcggza_pre-fllght abort rate of 6.3 per 189
flights and ;ﬁ'T;:Efiéht abort rate of 3.8 per 100 hours.
However, the in-flight abort rate was reported to have been
skewed upward because of a high number of pre-mission malnten=
ance fliéhtst Therefore, for the purposes of this analysis,
pre~flight abort rates from the NIMITZ and fleet-wide in-flight

abort rates were used.

(# Thira, each abort experienced aboard the NIMITZ during
the above forty-five day period was investigated to determine
if the failure would cause abort during execution of this
particular high priority mission. Of these .13 pre-flight and
in-flight aborts, slx were determined to be associated with

equipment which would not compromise flight safety or mission
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success. Therefore, a derived "combat” pre-flight abort rate of

fj 3.8% and an in-flight abort rate of 1.9% were computed. In the
subsequent analyses these abort rates will be referred to as
mcombat™ rates while the combination of the RIMITZ pre-flight
and the 18 month fleet in-flight abort rates will be referred to

as "peacetime™ rates.

LBGSU To address the three questions above, four statistical
methods were used. The first approach involved computing
the expected numbers of aircraft available at various points
in the mission using the two abort rates cited above (Figure
1}. Given eight aircraft on board the NIMITZ and utilizing
the combat abort rates, the planner could expect to have
seven mission capable aircraft depart Desert One‘gndwéix
7 complete the misdion .ét Manzariyeh. Using the higher peace-
time abort rates, the planner could expect to have six mission
'{capable aircraft depart Desert One and f}ve at Manzariyeh. The

actual aborts expgiéeqped by the helicopter force are plotted

—
- e

e

for information at -the times they became known to COMJTE. The
second method (Figure 2) involved determining probabilities
that at least five helicopters would be available at the
completion of the mission at Manzariyeh given various numbers

available for launch at the NIMITZ (assumes crewS available).
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(¥ e This figure shows that with eight aircraft available,
the probability of at least.five completing the mission ds §
90\,';._.uaui_'sa".cqm'bat.,priteria"-and-;ﬁS% u_sing,_-_peacetinf abort
rates. If the number available is increased to nine, the
probabilities increase to 96% and 79% respectively. Simi-
larly, if only six had-been available, the probabilities of

five completing the mission would have been reduced to 58%

and 27%.
- \
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4l

QJJ MTﬁe third approach (Figures 3 and 4) involves computa-

" tion of the probabilities that at least five mission capable
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RH-53D's would be available at the hide-site given that
either eight or seven {mission abort criteria) actually take
off from the NIMITZ. Given eight take off, the planner
would have a confidence of 87% {péacetime) and 98% (combat)
that at least five mission capable RH-53D's would be avail-
able gt the hide-site if the mission went according to sched=-
ule. The 90 minute delay experienced on the mission would
reduce this to ﬂ@-%-{-pﬂeei‘l‘ﬁi‘éi'“’a'ﬁa 96% (combai). If only
seven had 1aunched on the mission, there would have been 2
confidence level of @3% and 92% that at least five mission

capable heligopters would be available at the hide-site.

—IRRSCREE=
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,u{) Figure & can also be used to derive expectations subse-

quent to the abort of one aircraft. For example: If eight
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aircraft are airborne and one aborts with gix hours remaining
on the mission, the planner gtill has an B86% and 96% espect-

ation that at least‘ five will complete that mission.

JOFSECRET

PROBABILITY OF HAVING AT LEAST § RH 530 ARRIVE MANIZARIYEH,
GIVEN]6 OR 5 DEPART DESERT ONE
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(u) Qg) The fourth methodology (Figure 5) involved determining
*the probabllxtles of having at least five mission capa.b:l.-‘e
;helicopters arrive at Manzariyeh given six or five depart
Desert One. If six depart pesert One, there would be a 10%
and 87% probability that at least five would complete th:

“rescue migsion. 1f only five were jaunched the probabilities

*decrease tO 36%__i$na 563 that all five would complete the

operation.
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{U) Based on analysis of the available RH-53D abort data,
it can be concluded that there was a valid basis for the judge-

ment that eight aircraft were sufficient to complete the

mission.
&
kLU JCT'The analyses of the available data indicate that with eight
aircraft launching from the NIMITZ, there was an 86% (peace-
Tﬁﬁe) and 96% (éﬁﬁbat) probability that at least six mission
capable helicopters would depart Desert One and an Q}aand'BB%
_'brobability that at least five would arrive at”iﬂé hide-oq&_
+ gite. .
{U) The JTF determined that eight helicopters were required
on the aircraft carrier to provide high assurance for mission
success. The JTF also determined that seven mission capable
hel icopters Gaaiamgrovide sufficient airborne redundancy. A
minimim of seveﬁnmission capable helicopters were reguired to
meet criteria for the mission execution decision. To gain
further assurﬁﬁgg%?§§fﬁission success, the JTF had established
a firm criteria which required that a minimum of seven be
mission capable as the formation crossed the Iranian coast.
This procedure provided high assurance of at least six at
Desert One. If at least seven were not mission capable at the
coast, the mission would be aborted. Though there would be
some risk of compromise, as a result of an abort at this point,
it was the JTP's judgement that the mission could be regenera-

ted during the following days as weather and other conditions

permitted.

(V]
)
An analysis of the planning factors was conducted by an
independent team of. analysts. They stated that from an

analytigal perspective, available data indicate that with
TOE—HECRET I1I-58
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eight aircraft launching_from the NIMITZ there was a high
probability EEG% qgiggiqpm?gt"ruldsL_that at least si¥ mission
capable aircraft would/depart Desert One., The analysts also
stated there was a 88% probability that gix would depart Desert
One if seven were launched.

))

@] Two of the helicopters, #2 and 6, had mechanical fallures
which demanded aborxt under combat rules regardless of weather
conditions. There was less than a 48 probability that more
than two aircraft would abort in flight, prior to departing

pesert One, once eight had been launched from the NIMITZ.

(Ui When the pilots of #5 lost visual contact with other
helicopters in the flight, mechanical failures they had
experienced became -cause for an aborf. Helicopter 15 was
capable of proéeeding to and beyond Desert One had the enroute
weather been as forecast or had the unforecast restriction to

visibility been less severe.
R~

cw

de 2?{ Statistically an additional helicopter launched from the

NIMITZ would have increased the probability of six mission
capable aircraft arriving at Desert One by less than 3%
(combat rules). For a ninth helicopter to have changed evenés
on 24 Apr 80, it would have had to proceed to Desert One.
Planning reguirements for EC-130s at Desert One would have
probably increased from three tolfour in order to transfer fuel

to nine helicopters and have sufficient contingency fuel at

Desert One to accomodate unplanned delays.
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{0y In retrospect nine helicopters would have been more
desirable on 24 Apr but there was no data to suggest to
the planners that an additional mission capable helicopter
was required on the WIMITZ. Given the high probabilities of
mission success with eight helicopters, the JTF would not
likely have scheduled nine to Desert One as a trade off to
the risk of compromise caused by increased operational
exposure and the added logistic effort to support the ninth

helicopter.

W o, &)

Question 8. e what additional actions could have been
taken to increase heliéopter reliability? In assessing the
failures that occurred during the mission, there are no
identifiable addiilonal maintenance actions which could have
been taken which would have precluded the fallures. Those
unigue actiqp?mgbich were taken (i.e.r removal of dust
screens, inspection of hydraulic pumps. premature replacement
of time-change items, etc.) had no jdentifiable impact on
the mission.’ Using the combat pre-flight abort data there
would be a'73% mility of all eight RH-53D's taking off.
Maintenance performed on the eight mission RH-53Ds5 was3
adequate in all respects. Special maintenance procedures in
the form of additional check 1ists, which included extensive
inspection procedures, were accomplished to the satisfaction
of the mission maintenance officer. Misscion pilots felt the
aircraft were in excellent material condition. The aircraft
had been flown as necessary to exercise the dynamic components
and to verify/evaluate maintenance actions. Special supply
support was also prqvided. Eight mission ready RH-53Ds
jaunched from NIMITZ on time for the rescue mission. The
fact that all eight R§—53Ds did takeoff and fly for two

hours attests to the maintenance effort expended toward the

success of the mission.
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Question 9. (V) Should an operations analyst or maintenance
analyst have been able to predict the failure? FProm an analyt-
ical perspective, it would be highly improbable that an opera-
tions or maintenance analyst could, with any degree of confi-
dence, predict either the types or numbers of failures encoun-

tered on this mission.

(U) There was no correlation between mission related material
failures/non-failures and hours flown by individual RH-53Ds
since deployment or in the previous month. Alrcraft £3,44 and
$8, with relatively low flight hours since deployment were also
mission ready at the refuel site. Aircraft #1 and #7 with
relatively high £light hours were also mission ready. Con-
versely, of those aircraft that aborted, #2 and #5 had high

time while #6 flight time was relatively low.

(U) There was no correlation between mission related material
failures and component life remaining. All components on all
aircraft weré:afigia;;ilowable operating criteria, as a Egsult
of log book inspection, and generally averaged 60.5% of life
remaining. Individually, average component percentage of time

remaining per aircraft was as follows: $1-62%, #2-56%,

$3-58%, #4-63%, #5-65%, #6-48%, #7-65% and #8-67%.

’ﬂﬁ' in addition, the analyst cannot predict the synergistic
effects of unrelated events and the ultimate outcome on the
mission. For example, with respect to helicopter #5, TACAN
failure did not cause the abort. Flight instrument failure
did not cause the abort. The reduced visibility did not cause

the abort. Loss of visual contact with the flight did not
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cause the abort. Taken independently, each of these events
had a low probabillty of occurrence. Taken collectively, they
caused 2 decision to abort this £light and a subsequent mission
abeort. IR fact, had any one of these events not occurred, it is
1ikely that nelicopter #3 would have continued on the mission,

arriving at pesert One as & mission capable aircraft.

guestion 128. (0) Were the items selected to be in the helicop=
ter Cross country kit adeguate to support the mission? Cross~
country parts kits were placed on helicopters $1, 3 and 1
(formation gsectlion lead®ers) - The kits contained parts, compon-
ents, hydraulic fluids and gervicing units. The kits carried
were provided for the purpose of meking expeditious repalrs
primarily during the start cycle. Items that were preculiar to
the auxiliary power Plant (APP) such as Ignitor pPlugs (spark
Plugs) ¢ “p* L@ng (Spark-Plug wires). Excltors {Coil), etC.s
were carried. Nose Gear BoOX {NGB) pil Coolef Fan Belts,

Engine ignitors and various other small {tems were also carried.
L amaT .

A
i Lo —

These are items that-can be changed quickly without the aqgition
of peculiar or special tools other than a Crew Chief's normal
tool ki;i_jhe kit is compact and light and can be easlly stowed
without taking upP valuable space while having 2 weight factor of
a few pounds (5-18) . None of the items take more than a few
minutes to change and primartly relate to getting an aircraft
turned up. pased on experlence, the detachment judged these to
be those itemsS which were the most likely io be needed on the

mission. weight and space considerations pracluded taking parts

and components not expected to be needed during the mission.
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(u} It should be noted that the secondary stage hydraulic pump
has a relatively low incidence of fallure. 1In this specific
incident, the pump failure was the result of a loss of fluid
in the system. While the area in which ihe leak occurred was
jdentified, the specific cause of the leak was not (i.e.,
failure of the jam nut or a fracture of the tubing). In
any event, repair would have required replacement of that item
as well as the puymp. Therefore, even if a secondary stage
hydraulle pump had been included in one of the cross-country
kits,(it is unlikely that the necessary component to repair any

specific leak could have been anticlipated.

{u} The fallures on helicopters #6 and #5 could not be reme-
died by spare parts. It is impractical to carry and replace a
main rotor blade. The power supply could not be changed
enroute due égnlhe access door to the falled component being

located on the aircraft floor beneath internal auxiliary fuel

tanks.

it T~
W 7 ..
Question 1ll: gzs Were the heliéopter pilots adeguately trained
to perform the mission as planned? ‘During traini;g, the_
helicopter pilots developed a nigh-capability to fly formation
Jn blacked cut conditions. The planners had determined that a
single formation was preferable to separate fiights., A slngle
formation would reduce nolse exposure and possible detection
compared to separate aircraft in trail. Observers on the
ground would not likely report one aircraft (only a well-
trained observer could aurally detect a large formation) but
might report a string of separate and succeeding alrcraft.
pllots were also trained to navigate and operate individually

in the event it became necessary. The pilots had flown an
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average of approximately 110 hours of night cperations during
training for the mission, much of it while navigating individ-

ually. They were prepared to go alone, Lf necessary.

) From the outset, the helicopters planned to fly at low
evel. This procedure was adopted after training test results
showed that aural detection was less likely at low altitudes.
The aural envelops was considerably smaller compared to that
when flown at higher altitudes. But the major reasons for low
altitude navigation was to -bake- advantage of the enhancements to
_nav!gation offered by,fhe night vislon goggles. The ability of
the pilot to see navigation check points and flight obstruction
thrgugh the NVGs is directly affected by altitude above ground
level, slaét range, ambient illumination, and in-flight visibil-
ity.%{ The QXGB”adaquntai?”proVTﬂﬂ;visual infdfﬁition in two .
'dimensions lhorizontal and vertical), but 'provide far less in';
fﬁETthlrd'dlmension of distance and depth perceptﬁﬂﬂ?! Flight
at low altitudesL‘}herefore, offsets low illumination and
flight visibiiIE;—;foblems. puring training and rehegrsals
the helicopter pilots had made numerous approaches and landlngs
to waliting C-138s for refueling. Most of the landings and
“cefuelings had occurred on hard surface while training for
another refueling option. -But pilots from all aircrews had been
present during one exerclse where four helicopters refueled on a
desert dry lake bed. They had high confidence in their abili~
ties and in the Pplan. Early in the planning process, it was
determined that fhe Iranian ‘radars and alr defense. system was
not very effective. At that time {Dec 79), it was felt that the

helicopters should remain at low altitudes ﬂ o

from takeoff until beyond the Eirst
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) qpuntain rangé&, dpproximately 60 miles Inside Iranian air space_
=z wand then they=rwuld fly up to.2,090 feet AGL at little risk
‘enroute to the refueling arca. Later this estimate was updated
.to 5,000 to 6,008 feet AGL beyond the mountalg range. The iradar

data was briefed to the helicopter and C-138 aircrews.

s g by D -
o ————
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EVALUATIONS: ’

1. )381 %%e evaluation 1is that the planning, training and

procedures of this mission a@id not overly emphasize radioc
i\silence procedureg‘iﬁd were consistent with NWSA recoumenda-

Qﬁﬁdﬁaiprsg_Efcommendeqﬁminlmum secure and eegeéurevttadéf-‘
'Tﬁgesions: Communications procedures vere compatible for
yMc flight but jess so for flight in the poor vigibillity
encountered. When unexpected weather and inflight equipment
malfunctions were\experienced, continued adherence to radio
silence procedures degraded the helicopter pilots’ ability
to proceed as planned. Had the procedures peen modified when
the dust was encountered, either by COMJTF or the Helicopter
Flight Leader, the formation may have proceeded in a more
structured manner and planning could have been adjusted as

pecessary.

(U) 2. ! The procé'dures established to recover downed alrcrews
were validatd in training and on the rescue mission. In
4EddiEiopa Egé:&iggfgﬁs vere prepared tdfeyad?'and await
rescue:?ﬁsﬁld arP emergency 1anding not be observed by heli~

v copter §8.

(V)
3. Although possible radar detection was allegedly 2
factor for at least one of the pilots, each of the pilots
made the ipdividual decision that he should fly the profile
at the altitude at which they had trained for months. The
fact that six arrived, although late (one returning because
of faulty flight instruments}, supports their procedures and

apilities in this environment.

\J N

4.kl£ﬁ The PINS and OMEGA were useful aids to low level
navigation but were not considered to pe sufficiently
reliable and accurate to enable navigation using the

m alone
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without terrain references. Confidence in the PINS and
MEGA, when known to be accurate, was of such a nature, as
to be an aid to navigation on this mission. PINS is ad-
yersely affected by low airspeeds (below 70 knots) and high

angle of bank.

s, 6, 7, and 8. (U) The evaluation is that the planning
factors used by the JTF were valid. The mechanical failure
rate of the heli}opters on the mission was exceptionally
high and unpredictable. A ninth RHE-53D on board the NIMIT2
woﬁld not have altered the outcome unless it was scheduled
to launch and fly thefmission to Desert One. There are no
known additional actions that the US Navy or the JTF could
have taken to further increase helicopter reliability. The
mechanical failures, compounded by unforecast weather
resulted in-mission abort. The absence of the weather
phenomenon or one-less mechanical failure could have enabled

the force to proceed.

Al
— A ——

9. (U) It would bé_iighly improbable that an operationsor
maintenance analyst could, with any degree of confidence,
predict either the types or numbers of the failures encoun-

tered on this mission.

10. (U) The items selected to be in the helicopter cross-—
country kit were adeguate to support anticipated require-
ments of this mission. Additional parts in the cross-
country kit would not have enabled maintenance personnel to

remedy the malfunction which occurred and continue the

mission on schedule.

11. (U} The pilots were adequately trained to perform the
mission "as planned and demonstrated the ability to contend

with the unforecast conditions encountered.
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OPERATIONS AT DESERT ONE

Back ound:
i?‘} At about 1730z, 120 NM from Desert one, -the. CCT Commander

f the lead Mc-130 to

positioned

himself behind the co-pllot ©

W
M pefore _landiﬁé'ﬂt'lié MC-430 made 2 jow-level FLIR pass to

;ﬁﬁﬁﬁf&vth&tjfﬂﬁﬂtunway:uas clear of obstacles-and the road in
the iﬁmediaﬁe'bicinity was free of traffic. A single truck was
observed and 1anding was delayed until the truck was clear of
the area.

!ui T .
At 18102 the c-130 landed. The touch-down was hard and
the WSC-—dmsacure radio was disabled.
——a - i -

v e ——

p——
—

8%?1 As soon as the-MC-130 parked, gecurity teams wito Farsi
speakingwpersonnel aésigned were deployed to secure the
road at either end of the janding zone. Almost immediately,
a bus was obseryed approaching from the west. The security
team stopped the bus and detained the driver and 43 passen~
gers. A few minutes later two trucks approached from the
west. The first, 2 fuel truck. refused to stoP and the secur=
jty element was required to fire at the truck and in gront of
the vehicle, causing the truck to catch fire. The'driver fled
to the following pick-up truck which made a U-turn and left
the area at high speed. The security elements pursued the

pick-up ﬁy“motorcycle,_but could not overtake it and the truck

-~

- !
and drivers escaped-
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(}6{ When the Desert One Commander d&fscovered that his secure

radth was disabled and that thetggggggcommander[s'secure
r}dio was on another MC-130, he elected to broadcast a single
codeword over an unsecure HF radio to inform COMJTP of his
arrival. This call, at 18562, was not received directly by

COMJTF, but  was immediately relayed by another facility.

A (){) puring thisy time, the CCT resurveyed the two landing
“-zones and installed“pﬁtable TACAR
.
‘navigation raﬁio‘!ﬂ'aid subsequent aircraft’ in 1ocating Desert

One. UELTA peraonnel began to unload their equipment.

; 4!: 19152, ‘I;C—IBO $2 landed and discharged 51 passengers.
Two minutes later, MC-130 #3, followed by “Bc-130s #1 and 2,
landed ﬂﬁﬂr”off loaded 32 personnel and their supporting
equipment. Because of congestion in the landing zone,'ic-130

43 was not scheduled to land until“MC-130s #1 and 2 departed

AN  »: 13247, the two MC-130s’took-off and the third

——y - A e

- -

H
C 130 landed and —taxied to his refueling position negt te
EC-130 $#1 on the north side of the road. &s preplanned, all
aircraft engines were to remain running while on the ground at

Desert One.

. (U)LTST By 19252, the DELTA Commander'é'secure radio (which
arrived on MC-130 #3) was set up and seéure voice communica-
tions were esta-blished with COMJTF.- (There was also a secure
‘radio installed on EC-130 #3,) At this time the incident with

the vehicles was reported to COMJTF.
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QUESTIONS:

1. z§1 Was there adequate ;gconnaissance"of thq_EgBert'One
iprea?

2"!’( Were there adeguate procedures to intercept and detain
persons trafficing the road at Desert One?

3.‘%%5 gﬁﬁiﬁniserg_One secure and unqecure,communications'
gufficient?’

4., (U} Why were ythe engines of all aircraft kept running

during the refueling operations at Desert One?

u

5. Y Were the command relationships at Desert One clearly
defined? t

DISCUSSION:

Question 1. Wes there adegquate reconnaissance of the

* runways at Desert One

g

was pdhéiblé
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Question % Were there adequate procedures to intercept

and detain persons trafficing the road at Desert One? The
T =

Commander of “tl'i;".s‘é_curity force and his team were among the
first to deplane. Almost immediately they observed a vehicle
approaching from the west. (The FLIR was retracted during

ianding which precluded the aircrew from detecting this vehicle

e —

with the. sensor while in the landing pattern. The narrow field

of view of the NVGs also impaired lateral visibility.) The

-tried to flag down the vehicle but it would not
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sStop. Shots were fired overhead ahd it stopped. The vehicle

was a bus containing 44 men, women, and children who were
detained. A motorcycle team immediately deployed to the west
and. east to block the road approachesy The two man team sent
to the west encountered a fuel truck with a pick-up truck
following closely behind. The fuel truck driver would not stop
when they tried to flag him down. Shots were fired into the
engine and left front wheel area and the truck burst into
flames. The driver jumped into the pickup which had made a
U-turn and departed to the west at high speed. ‘329 security
men ¥Pn motorcycles gave chase but could not maintain contact.
The Iranians ‘apparently turned down a side road, turned off

their lights and hid in the hills to the west.

() #f The Desert One Commander, Commander of the security
force.'andeommander of DELTA discussed the incidents with
the vehicles. They came to thé conclusion that truck drivers
had not seen the_gc-130 and the drivef would not have known
foreigners were involved in the incident.

()

ggg) It was determined that the bus passengers would remain in

‘

custody and be flown out as planned for this contingency.

Aﬂﬂf Although Desert One was the only suitable site in the area

that provided the flexibility necessary to satisfy the fuel
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and distance requirements, the road was troublesome. antha of
,reviewing all available data and consultation with Iranian and
$American personnel whgumight"khow of'sqﬁ;“5ther suitable
landing area had been fruitless. The gTF had determined that
they must be prepared to deal with vehicles that might enter
the refueling area.'ﬁstimates were that two to four wvehicles
might pass through during the entire operation. However, there
were no other suitable landing areas to be found within a 150
mile diameter area which would enable the helicopters to meet
fuel requirements. These considerations led the JTF to include
a security force to co;trol ground access at Desert One during
the refueling process. The security force had been trained in
desert conditions and was judged to be prepared to deal with
contingencies of the type encountered. The JTF J<2 had also
. conductedfstudies on the Iranian Armed Forcea,,Genda:Egrie. and '
¥National Policm The JTF
made the judgement that most, if not all incidents would go
unreported aquiégiée‘action would be taken that could compro-
mise the mission because of the breakdown in the Iranian
social and armed forces structure. Desert One was located in
a remote area of Iran, a feature that added confidence in

selecting it for the refueling operations.

¢

-
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d;;; The immediate encounter with the bus and two other
vehicles surprised the force. They had anticipated being
able to observe vehicle traffic which might be on the road
during the MC-!%O approach to Desert One and land after the
vehicles passed ﬁhrough. This was not the case; the bus
arrived in the vicinity of the landing area almost imme-

diately after the MC-130 completed its roll-out.

gg% The driver and passengers were detained without injury

and loss of life was avoided. Apprehension of the other

vehicles was not as successful. The security team responded

rapidly and probably performed as well as could be expected

under the circumstances. There was no loss of life on either

side. Action by the two drivers that escaped indicates that

they had maqu=Esgggqs_to avoid apprehension by Iranian law

enforcement. The performance of the road security force &nd

subsequent judgement concerning compromise were satisfactory.
()

¥#)~ The tactic of observing the LZ during a preparatory FLIR

pass had been rehearsed during exercises. It can be specula-
ted that more extensive overflight along the axis of the

roadway would have detected the bus {and possibly the fuel
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truck) and would obviously have resulted in delaying aircraft

landing until the area was clear.

‘(%;ﬁ The regquirement to retract thé-FLIR turret in order to
lower the nosegear, limits the ability to monitor ground
activity during final traffic pattern maneuvers and landing.

" Use of NVGs is an adjunct to but not a substitute for FLIR.

_Not only are NVGs limited in range but their telescoplc
field of view dec;eases overall effectiveness when used from a
relatively fast moving platform. 1In hindsight a more protrac-
ted airborne road reconnaissance probably would have detected

at least one of the vehicles which intruded into the landing

area,

‘1??;-:;F J~2 had evaluated the likelihood of some indigencus

7 -

c’ vehicle traffic at Desert One as “mederate to highf

R - -

ed that as da?tﬂﬁﬁﬁidﬁperatures fncreased more night activity
along the road should be anticipated. Mission personnel':ra ned
accordingly and were prepared to deal with intruders. It is
unfortunate that three vehicles arrived in such a short span of
time. However, thelr sequencing was - and remains - cutside the

scope of predictibility. No other Iranian vehicles approached

pDesert One during the next four hours.
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(P)HD) Had the road security team been afforded ‘the time to
‘establish the roadblock posts, they would have been better
prepared to control vehicle access. The security force'did.
however, respond rapidly, and demonstrated considerable
flexibility and ability by apprehending the bus.

, (v _ —_—
Question 3. )} Were Desert One secure and unsecure commun-—
ications sufficient? The lead MC-130 had a secure WSC-3 _
TACSAT radio insthlled. The DELTA Commanderiﬁgﬁzi?heéﬁggh
portable radio which was transported on MC-130 #3 and would
be "available for the Desert One Commander's use upon depar-
ture of MC-130 il.A seéond secure TACSAT radio would also be
available on EC-130 #3., Therefore, when the TACSAT radio was
disabled during’ the hard landing, the Desert One Commander
was unable to communicate with COMJTF or.other elements by-
secure means from 1810Z until the landing of MC-130.#3 at

18173,

| )

The abseg&g;qéithis capability severely inhibited the
?f:w of information between the Desert One Commander and
COMJTF. After determining that he had only unsecure commun-
ications available, the Desert One Commander directed the
transmission of a single codeword to indicate that he had
landed. This transmission was not received directly by
COMJITF but was relayed by another source. Since there was
to be no response to clear text radio calls, the Desert One

Commander could not know whether or not COMJTF had received

the message. {COMITF did receive the message)
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(UYT ) Upon arrival of MC-130 #3 at 19172 Fhe DELTA Commander's
secure portable radic was set-up and secure communications
were established at 1925%Z, five minutes before the scheduled
arrival of the helicopters. Throughout the remainder of the
mission, secure communications were-maintained between
COMITF and Desert One.

! _

Question 4. Why were the engines of all aircraft kept
running during thé refueling operations at Desert One? It
was determined early in the planning of the rescue mission
that the helicopters wquld keep their engines running during
the refueling operatién, regardless of the manner of the
refueling. While under certain conditions the RH-53D can
sustain flight on one engine, it cannot take~off with ocne
engine inoperative. In addition, refueling aircraft with
their engines -running is a routine practice for RH-53D's.
(v

991 When it was decided that the EC-130s would refuel the
heiicopters on=the-wround, it was also decided their engines
would remain runniné. This procedure was adopted to avoid
the potential for a restart malfunction at Desert One. A

C~-130 could not take-off at Desert One on three engines.

Question Sm Were the command relationships at Desert
One clearly defined? All participants in the operation had
a clear understanding of the chain-¢of-command. COMJTF
\ designated Colonel Kyle as overall commander at the Desert
One refueling site and responsible for all personnel present.
Subordinate elements such as the helicopter detachment,

C-130s, DELTA, and CCT each had its own organic command
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structure. While ;Célonel Beckwith 'of DELTA heéld the same
military rank"as"Fyle, he was responsible to the Desert One
Commander _for the performance'of his unit only. The same

G held true for f the C-130s. L'leutenant-‘

NG colonel Seiffer|'t’f the helicopters, £ the
r 0 : "
,q,(‘, Security element and'_)f the Combat Control

Team, "were all of lesser grade but egqual in the organiza-
tional structure. The following graphic depicts the organ-

ization for Desert One Operatlons:

. A

Desert One Commander

I .
: . - _ Commander Helicopters
Commandér .DELTA Commander C-130s {upon arrival)
Commander Securit Commander Céﬁ
Element
/
e Biors
EVALUATIONS :

c, 1.A1though the sand and dust conditions on the surface

T e T
experienced by the rescue forceM
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2. ’)61"The procedures developed for the detection, intercep~
tion and detention of vehicles trafficing the road were basic-
ally adequate. However, more specific prelanding road surveil-
lance procedures within the constraints ‘of known Gendarmerie
outposﬁ§ would have afforded a level of éonfidence that there
were no vehicles on the road that would arrive before the C-130s
could land and fully deploy the security force. Even though the
encounters occurreg before the security force was fully deploy-
ed, they responded quickly and effectively. There is no evi-
dence that the escape of the individuals compromised the mis-

sion, .

3&")91-31 The failure of the TACSAT radio on MC-13@ #1 during
landing deniedJ;hqﬁBsgert-One Commander the use of secure
commififcations until arrival of MC-130 #3. This iInhibited
the flow of iﬁf;:qppion between command elements.

€ " Q*J
4. uﬂ The decision to keep all engines operating while at

— e 2
—
S

Desert One was appfopriate and ellminated a possible cause

for an aircraft not to depart from the refueling site.

L)

5. qu The command relationships at Desert One were clearly
defined and understood by all participants. All forces were
under the operational command of the Desert One Commander

while at the refueling site.
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THE ABORT DECISION

BACKGROUND:
| &

(T8) At 2101Z, the Desert One Commander reported to COMJTF
that there were six helicopters on the ground. It was subse-
quently determined that helicopter #2 was not capable of
continuing the mission and this was reported to COMJTF at
21202. At 21307 COMJTF recommended that the Desert One
Commander consult with the other unit leaders to determine if
the mission could be continued with only five operational
helicopters. The Desdrt One Commander replied at 21352 that
he had consulted with the others and that it was not feasible
to continue. He recommended that all aircraft return to
launch points and requested guidance on the bus passengers.
After consultations with CJCS, COMITF, at 22022, directed the

Desert One Commander to abort the mission, destroy helicopter

42, disable the bus, and release the bus passengers.

QUESTIONS : ]
1. (U} Should COMJITF have directed that the mission be contin-
ved with only five helicopters?

2. (U) Should COMJTF have directed that helicopter #2 continue

the mission with a known failed secondary hydraulic system?

DISCUSSION:

Question 1:“”957 Should COMJITF have directed that the mission
be continued with only five helicopters? During mission
planning several mission abort criteria were established.

‘ Given the requirement to extract approximately 200 personnel

(including former hostages, rescue force, and helicopter
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crews) from Tehran and the hellcopter 1lift capaﬁillty at the
expected temperatures and density altitudes, it was determined
that five RH=53Ds would be required for the actual rescue
mission. Because of fuel and lift requirements to complete the
mission, six would be required to depart Desert One. All

ajrecraft would be operating near maximum gross welghts.

ng Each RH-53D would be transporting approximately‘s,ﬂaﬂ
pounds of persondél and equipment. Each individual and his
equipment had been weighed to insure an even load distribu-
tion. To continue thi mission with five helicopters from
Desert One would have required either a_reduction in the DELTA
force, elimination of required eguipment, or, a reduction of

fuel from the helicopters.

Ugy A reduction—in the DELTA force was not feasible in that
specific multiple tasks were assigned to each individual and
every member of the team would have been needed in order to
complete the_m*g§§g§£F=Similarily, leaving behind any substan-
tial amount of eq;iﬁment would have seriously jeopardized

DELTA's ability to continue the mission.

%ﬁgf The fuel being carried by the RH-53Ds was only sufficient
to complete the mission to Manzarlyeh as planned with minimum
reserves. If fuel had been off-loaded at Desert One, it would
have been necessary for the helicopters to fly from the hide
site‘to_nanzarlysy for refueling before extracting the force

from Tehran, This would have delayed the extraction .and

significantly increased the risks,
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(Lﬁ;yS) Further, departing Desert One with only fi&e helicopters
would subtantially reduce the probability of having five
operational the second night. With less than five available,
it would have been necessary to establish a shuttle operation

/i/ Setween the HLZ and Manzariyeh'with refueling-ét Manzarlyeh..

] Since the round trip would require more than one hour, those"

left behind at the embassy compound or stadium would have been
at extreme risk.
guestion 2: (U) Should COMJTF have directed that helicépter
$2 continue the mission with a known fatled secondary hydrau-
lic system? Although helicopter $2 had been flown for about
two hours with a falled secondary stage hydraulic system, 1t
is not prudent to postulate that it could have continued.
Operating at, or near, maximum gross weights could result in
maximum demands—being placed on the primary flight controel
hydraulic systéH:'Ié this occurs, with the secondary system
inoperative, the likely result is cavitation of the hydraulic
pump and a subS@guEBt loss of flight controls which has catas-
trophic consequenc;;. Further, failure of the primary hgaraulic

system in flight would result in rendering the flight controls

inoperative.

EVALUATIONS:
1. (U) The decision to abort the mission when a pre-estab-

lished mission abort criterion was reached was prudent.

2. {U) A decision to direct helicopter #2 to continue the
mission with a known failure inveolving the flight control
system would have endangered the lives of the crew and ground

rescue force on board that alrcraft and would have jeopardized

the remainder of the mission.
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DEPARTURE FROM DESERT ONE

BACKGROUND:
U
At 2135Z, the Desert One Commander recommended to COMJTF

that the mission be aborted and that all aircraft and personnel
be returned to their launch points. COMJTF directed the Desert
One Commander to standby for a decision on the abort. At this
time, the DELTA Commandeg began to cross-load his personnel to
the four remaining C-139s in anticipation of the mission
abort. At 22922: COMJTF transmitted the abort order to the
Desert One Commander. Helicopter #2 was to be destroyed and the
bus passengers were t? be released after the bus was dis-
abled. Tt was determined that helicopter #4 would require
additional fuel to return to the NIMITZ. Therefore, the Desert
One Commander directed that the ccr reposition helicopters #3
and #4 so that helicopter #4 could receive more fuel from
another EC-139-and to permit EC-~138 #1 to depart. At about
22232, while m53?H§"to another position, hellcopter #3 collided
with EC~130 #1 and both alrcraft were engulfed In flames. The

44 DELTA perssnﬁi%%ﬁgﬁiall but five EC~130 crewmen trapped in

Lhe cookpit evacuated the EC-1386 #1. The pllot and co-éTIot of

the helicopter escaped from their aircraft.

It
¥ .
bt;umhe commander of the DELTA personnef!on EC-130 #1 marshall-

ed the survivors to the remaining three MC/EC~1308s.

(U) The helicopter pilots shut down thelr engines and evacua-

ted their aircraft.

vl
&Bf The CCT Commander immediately directed EC~13@ #3 to move

to a safer location.
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¥ 'The Desert One Commander directed the helicopter crews
to board the C-130s and then set up an Emergency Command Post.
He told the CCT Commander to insure the C-130's loads were
evenly distributed, that none should take~off until so
ordered, and initiated a sweep to insure that no personnel
were inadvertantly left at Desert One.

fa
(Sﬁ At 22402z, thg Degsert One Commander directed EC-130 #2
and MC-130 #3 to take-off. Because of the soft sand and heavy
gross welights the pilots were required to take-off at the
minimum possible airspeed. After the dust settled from these
take-offs, the Desert One Commander surveyed the scene ,
boarded the last EC~-130 and at 22462 directed the pilot to
take-off. :

QUESTIONS:

u .
1. (U) Subsegquent to the collision of the RH-53D and the

EC-130, was there positive controcl during the emergency evac-
e , A T
uation of the Desert One refueling site?

2, (U) Why were the five remaining helicoptérs not destroyed?

3.@J% ) Why was classified information not removed from the
helicopters?

DISCUSSION: .

e A

Question 1: ;U) Subsequent to the collision of the RH-53D
and the EC-130, was there positive control during the emergen-
cy evacuation of the Desert One refueling site? Subsequent to
the accident there was certainly an opportunity for confusion
and chaos. However, such was not the case as the Desert One

Commander and the personnel under his command adapted to the

TOP=SEGRET 111-84 AAR-6-10
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dynamics of .the situation and exercised positive command and

control on the scene,

Q;2 on EC-130 $#!1 the passengers were loaded and doors were
closed in anticipation of take-off, Immediately after the
collision and the observation of flames in the cockplit,

one loadmaster opened the right cargo door to permit evacua-
tion of the alrcraft. Another loadmaster opened the left
door, but closed it immediately when he observed the flames,
The DELTA personnel exlted the aircraft in a rapid but orderly
manner through the single door. At personal risk, DELTA
personnel and the loadmasters from the burning EC-1386 assisted
injured f;om the aircraft.

(u)

(s The radio operator of EC-138 #3 initially notified COMJTF
over secure radlo after observing the accident. When a second
radio operator saw the pilot of helicopter #3, walking toward
the propellors_gfﬂ&&:k{p £3, he left his aircraft and escorted
the dazed piﬂ;: to:fc—IBB #3. While escorting the pilet, he

saw the co-pilot near the fire and led him to safety.

{U} The Desert One Commander quickly established an Emergency
Command Post and took positive actions to minimize the risk of
further death and injury and to insure that no one was inadvert-
antly left at Desert One. The helicopter crews in close prox-
imity to the fire and explosions took immediate action to have
thelr aircraft shut down and evacuate crews to a safe distance
and assemble. There, the Desert One Commander directed them to

board one of the remaining C-13@s.
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(U) The Desert One Commander also took action to insure

*

that the Security Force had been recalled and directed a
sweep of the area, Recovery of the bodies on the burning

aircraft was not possible.

Question 2: (U) Why were the five remaining helicopters not
destroyed? Consideration was given to destroylng the flve
remaining helicopters. However, munitions with delayed fusing
were not available and directing personnel to return to the
vicinity of the collision while munitions were exploding would
have increased the probability of additlonal injuries. Destroy-
ing the helicopters could have imperiled the take-off of the
C-13Ps in the confined space available.

(V0
Question 3: ‘(7 wWhy was classified information not removed

from the heiicop;ers? Classified information was left on
the three helicopters in the vicinity of the accident. However,
when the Deserg_gneqfommander directed the crews of these
. helicopters t5=§§§?§?;mc-130, he was not aware that clagglfied
information remained on some of the aircraft. Even had he known
of the situation, there {s no evidence that he would have
endangered the lives of the helicopter crewmembers by having
them return to the area of the exploding munitions. All classi-
fied information except one route map on helicopter #7 was
removed from the two helicopters (#2 and #7) on the south

side of the road.

EVALUATION
1. (U) Subsequent to the accident, the Desert One Commander
continued to exercise positive command at the scene, insur-

ing the evacuation‘of all survivors and minimizing risks of

additional injury or death.
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2. (U) Destruction of the five remaining helicopi:ers could
have jeopardlized additional personnel and the departure of

the three C-138's.

QU\
3. Recovery of the classified material left in the three
helicopters in the proximity of the exploding munitions,

could have resulted in additional casualties.

A
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RECOVERY OPERATIONS

BI}CKGROUND:
) Upon receipt of the initial notification of the accident
and recognizing the potential for many casualties, COMJTF (at
22302} directed that™¥gwo . MEDEVAC equipped C-l41s“_at-
e _take-off and érocee_and evacuate
€ the rescue forfii P e 2lsc requested that a C-9
MEDEVAC aircraft equipped to treat burn patients (on routine

£ standby status in Germany) be dispatched—‘

) The c-""—'m!”'had‘-' 'b'eew—pre;ﬁﬁaiﬁionedm

-:The C-141s had reported on the ground at 18502 and

the crews had to..be recalled from their guarters.

(F/) At 22412, the Desert One Commander directed that EC-130 §2

£ =N
and MC-130 43 take-off and :eturn— After their

departure, he made a final survey of the scene, boarded EC-130
$3 and ordered the pilot to take-off. Airborne, he reported
to COMJTF via secure TACSAT radio that the three C-130s were
a airborne and would not require refueling te reach“
this timé"he recommended to COMJITF ‘that “the hg).icop"tlér:é‘bed"__

destroyed by TACAIH. He then began to survey the casualties.

e
€. The C-130s returned-separately.
W

}') Shortly after take-off, one engine on EC-130 #2 had

to be shut down because of a loss of oil.

POP—GEGRET I11I-88
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%At 2321z, the Desert One Commander provided an initial
fc casvalty report which indicated—
_three aircraft with two rﬁajor burn victims, three
other injuries and one person in shock. "DBLTA medics were
administering to the injured. At 23412, the initial casualty

report was up-~dated.

© &(g) At 25,0001z, the ‘c-141s departHi NG

€54  mc-130 #3 1andeq (SN ot 01582, followed by

-

EC-130 §3 at 0200% and EC-130 #2 (with one engine shut down)
at 02132. Each aircraft was met by DCOMJTF for a precise
headcount to ensure that there were only eight missing person-

nel. Plans were initiated for cross loading the personnel to

“the C-141s, _.

,éw(}ﬁ} “The C-141s aErived _02282. Two USAF Flight

——— T LT

Surgeons begmaiate treatment of the more seriously
injured personnel to stabilize them for transfer to the C-141s.
At 03152, the f'i;.'r.s-t‘ C:;Ni‘7 took off with the injured and some
Delta personnel. The second C-1_.4_1 departed at 03352 with the
remainder of the rescue force and DCOMJTF. At .this time,
DCOMJTF reported that five USAF and three USMC a-ircrew members

were missing and presumed dead.

#

% At 0803Z, the MEDEVAC C- landed at

i — Five minutes later,ﬁf_he C-1418 landed and, as soon

as the -9 could be refueled, the injured were evacuated

to — Subsequently, the remainder of the rescue force
was returned to CONUS.
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QUESTION:

(U} There are no questions concerning the adeguacy of the
actions taken by COMJTF and DCOMJTF in response to the

accident and evacuation of the rescue force.

DISCUSSION:

A, E (2l The two MEDEVAC C-1418 had been pre-positioned at’

_ne of the aircraft was

“eéquipped with a secure radio. At 1950%Z, it was reported to

COMJTF that the C-141s were on the graund- The

-

aircrews departed Eor'their quarters‘, but some personnel
- D ey ——

remained on the aircraft apd. monitored the secure radio.

When COMJTF directed their movemeni:_ some of the

™

< crewmembers were able to initiate pre-flight actions while
the others were_responding to recall. This expedited their

takeoffs and greéutly reduced their response times.

"(JFG") The response-of. the MEDEVAC C-9, with provisions to

e e
treat burn patient®; -was timely. Inasmuch as the aircraft

E arrivec— before the C-141 with the injured

personnel, no further comment is required.

e

e
w\’;(f There was some initial confusion in the casualty
reports received by COMJTF. COMJTF had not received an
earlier report that the crew of helicopter #6 had arrived at
Desert Onpe. The Desert One Commander was not aware that,

when he polled the three C~1308 after takeoff, some did not

include their own crewmembers in reporting persons on board.

aBe w III-90 AAR-6-30
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This initial confusion was soon clarified and- an updated
casualty report was provided to COMJITF.

(W

(ﬂﬁ COMITF relayed the Desert Commander's recommendation,
‘that the helicopters be'destroyed-;q tactichl™air strike, to
Washington. COMJTF's recommendation was that this not be
approved. Washington authorities concurred with COMJTF and
the air strikes were not directed.

EVALUATON :

(U) The actions taken by the JTF subhequent te the accident
and takeoff from Desert One were timely ané reflected a pro-

fessional reaction to an unanticipated event.
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EVALUATION SUMMARY

(W)

.

1fg¥161 A lack of personnel trained for this type operation
and a secure location to train such a force, insufficient
inflight refuelable Mc_ind AC-130 aifcraft; no suitable
long range, heavy 1lift heli;opters. insufficient tactical
and airborne satellite radio capability, lack of intelligence
(especially HﬁMINT),Iunreliable and incomplete weather
data, paucity of available forward launch bases and no
operational funding ¢ite all were constraints that adversely
impacted on notonly developing*rapid response force but also™
constrained developing the force that eventually attempted

the mission.

2. (u) Based on the information available, the decision
by COMJTF to execute the hostage rescue mission was appro-
priate. et

3. () Briefings were structured to support the mission.
The briefings prnuiﬁyd;;he same information to all partici-
pants. There is no evidence that the context of informatioff”
provided to one part of the force was different or lacking
from that provided others.

4. {u) It was, and remains, beyond the state of the art
in meteorology to predict, with any degree of accuracy, a
localized suspended dust phenomenon such as that encountered
on the mission in an area of limited or nonexistant report-

ing stations.

5. '! )A weather reconnaissance aircraft preceding the

(u
mission could have compromised the mission. Since late
afternoon, weather satellite photography showed crisp sharp
terrain features along the route where the dust was later

reported, it is guestionable as to whether or not it would

have been detected and reported in time to influence the

mission outcome.

{-))32 TERABGRET " I11-92 @FE'

3sB10



TONSEECRET

A, 6. u}M The lead MC-130 could have peen tasked t.o conduct
reconnaissance and report significant unforecast conditions.
Such a report may have better prepared the Helicopter
Flight Leader for penetration into the area and would most
likely have provided a warning to COMJTF prior to receiving

the Helicopter Flight Leader's call that he had encountered

zero visibility.

7.  (u) Minimum ob;erved inflight visibility criteria for
the mission could have been established. ‘However, at‘pight,_
using night vision goggles, it would be difficult to deter-
mine when the minimum conditions existed. This could cause
a premature mission abort pased on a subjective judgement,
or lead to a gituation where pilots might feel compelled to
continue beyond their individual capabilities.
W < T

//1;0/ The secure communications capability and support

were adequate for the planned mission. However, the degra-

dat1ons in v01c§=§uﬁﬁkty, which were caused by several

——

factors, inhibited the abilxty of COMJTF to exercise realtime
command and control when mission demands overtaxed the

system.

9. (U} Strict adherance to radio silence procedures after
encountering unforecast conditions may have impeded the flow
of information between command elements and interjected an

element of uncertainty into the conduct of the operation.

10 (uU) There was a valid basis for the judgment that eight
helicopters 1aunching for the mission would provide a high
expectation that the required number would complete the

mission.
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1. (U} The helicoptef pilots were adequately trained to
pPerform the missjon as planned and demonstrated the ability
to contend with the unforecast conditions encountered. Six
successfully hegotiated the route, attesting to their
preparation for the mission.

12, (0) The abnormal, unprecedented and unexplained
mechanical failure of three out of eight helicopters
during less than thirty seven total hours of flight {(an

average of 4.5 hourskper helicopter) was the Primary cause

of the mission abort. All other contentious issues including

the unforecasted suspended dust hag been Sucessfully

overcome,

13. (u) Positive command and control was exercized at the

Desert One at all times.

4. {(u) The items selected to be in the helicopter Cross-
country kits were adequate to Support the anticipated
requirements of this mission, Additional parts in the

kits would not have enableq maintenance personnel to remedy

16. 47 With the exception of one map, the classified
materials left at the scene were in the helicopters that
were in the immediate vicinity of the fire ang explosions,
After the emergency evacuation of those aircraft, it would
have beep extremely hazardous to attempt to retrieve this

material. fThis could have resulted in additional casualtiesg,

17. {(U) <The actions taken by the JTF subsequent to the

accident were timely, ang responsive to the situation,
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