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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
1980.

(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 Executive Summary. Section I describes
planning and training; Section 1I reviews mission execution;
and Section III contains an evaluation and an assessment of
planning, training, and where appropriate, execution.

{u) Thenqigg§on 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 analysta._+ Thgtgroup utilized a technigue whereby a
list of questiagg%:;s developed which pertained to the
conduct of the mission. The group employed the guestions to
evaluate and assess adequ;cy of training and planning for
the mission.

(U) The result is an evaluation of all known events and
planning factors which may have had a bearing on the conduct
of the mission. Some of the events are of little or no
significance -to the outcome 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 professionzlism 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.

\\po 'Qiaﬂ‘ 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 coneiderable distance into
Iran before it 'enégunteted 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‘ggfgfguevent occurred and not the other, the
mission could hav;‘proceeded. The force worked hard to
overcome the circumstances that developed but only five of
the six helicopters to arrive at DeBert One were mission
capable .

\5%) b “’) 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 control procedures to respond to the unpredict-

able events as they unfolded on 24 Apr
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(lﬂ {8) This rescue mission was the most difficult and
challenging recorded in the annals of military operations.
Few will fully appreciate the internatiogal, geophysical,

astronomical, security and operational complexities associa~

ted with this operation. [ ThimiERB:of !Mnning and“&tr'a'fj'y
WuimnWob A0dAPOrhapaiasiddeRiEs
-hWabled fﬁe_ﬂ'l’? to»ﬁimhﬁwthe circumstances
m&red. The complexities assocciated with developing all

planning criteria,left little room for flexibility once the
force was dt‘eep into Iran. Planners charged with the respon-
sibility to develop capabilities and systems to combat
terrorism, while remafning undetected and while traveling
great distances can draw on the experience and knowledge
gained by the JTIF to enable a task force to accomplish the
mission under duplicate or similarly difficult conditions

experienced on 24 Apr 1n Iran.
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ACRONYMS

! Army Airfield

ﬁ. Airborne Baxtlatield Commandhand Control Center

"Air Force Base

Automatic Flight Control System
Intelligence collection ship
Above ground level

Air1ift Control Element
American Embassy

Auxiliary Power Plant

A Wﬂefusnna
[

whigh.can. Weles\m,ﬂ:‘ﬁﬁ

‘Alr Weather Service

-"-_!FC-'l 35 taﬁg‘ r

Blade Inspection Methed. BSystem for in-flight

warning of helicopter blade failure

'ws"'dﬁ.'gailon.—iafr-di:dﬁﬁ‘ab’f’e} fuel cellvw proitdeé 4.'10

(RREs R 0f \usable fuel
~.Command: and Control
- '-A'._"".":-:---_-
i W““h—-’—— — v —
Combatm;_o A S

‘Submachine gun versionmf M~16.xifle

in air trafflc,control in’ forvard m%h‘, this™

%ﬂle operatiof‘f"a '].anaing zoﬁﬁ

Communications Electronics Operating Instructions

Pl

Commander in Chief, US Forces Europe

Commander in Chief, Pacific

Chairman, Joint Chiefs of Staff

‘The unclaaaified code name for a group of speelﬂlr
Euaified €-130 aircraft.
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E&E
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ECM
EEI

EUCOM

EWO

FARE

FARSI

FLIR

FULTON RECOVERY

SYSTEM
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Commander, Joint Task Porce ' DRAF[

Coqtinental United Btates
Rgyprologickpijdpgrt Element .
_Commander TQ;k Force_- il 4
-Dirgctor. 6F Central Biteiligence
Deputy Chief of Mission
" Deputy Commander, Joint Task Force
(Bee SPOI?‘-D)""
Defense Intelligence Agency
Défenseiuhppiﬁgégééﬁéér'
Defense Meteorological Sateli?tgggfogram_
Department of Defense .
‘DeparbRBAt oL

' "
bDepartment of State

Dead reckoning navigation by time and distance
computations
Drop Zone
.-Escape and Evasion
" Expeditionary Airfield
Electronic Countermeasures
.. »nE8ganijal Elements of Information. Key questions
S e—mw

of &*missign critical nature which must -be answered

US Buropean 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 Iranian paramilitary field police force charged

with preserving domestic order outaide'the cities;

in being since before the revolution

GPM Gallons per minute
HAWK Homing=all~the~way Killer. US made surface-~to=air
“missile
HF < '“High Frequency =~ 3*3ﬁ:¥ﬂ;?
HLZ Helicopter landing zone
HM=16 - Helicopter Mine Countermeasure Squadron 16
“HUMINT " “Ruman:pottcesintpliigenifiF
IAF _ Iranian Alr Force, also IIAF for Imperial or Islamic

Iranian Alr Force

IFR Instrument Flight Rules

IMC Instrument Meteorologic?} Conditions

INS 1hert1a1>Navigat1bn System

3. L . "Ihffared

five - | . ngn;gp:king%Group. DqgtfﬁfﬁﬁtatgﬁWp:king Group..
J~1 ‘.jﬁi? Personnel Administration

J=2 J;F Intelligence

J=3 JTF Operations

J=4 :Tafﬁ%ﬁggistics

J~6 JTF Communications and Electronics o
JCs Joint Chlefﬁ of Statf A

JCSE e ?EEint‘c?gpuniqp:idys{Sugpoq;agiqgggﬁsg

JOG Joint Operations Graphic (1:250,000 scale map)
JP=~4 Jet petroleum fuel

JTF . Joint Task Force

KEVLAR. Ballistic nylon used to ﬁakefhullet-proof,yasts
@ NESTOR Yedes . encryptiopsdevicestounted ;in- a ircraft _
'LABEES - ¥Low’Altitude Parachute Extraction System
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"'LAH S Light' Antitank Wea,pon . . DRAFT

L2 Langing zone
M-72 LAW 66mm singleshot antitank rocket . _ )
M-203 4wt ERAdE auncher-which iounkaipnder "tHEbirrel -
“Uf an M=16 rifle
'.'I}MG ;  Militacy Agsistance ,Advigg:y.croupj .
S MAG ... -Milltary Airlift Command ot
’ﬂﬂf : Marine Air Group . ”
Yﬁﬂﬁga-i ‘ Marine Air Weapons and Tactics Bquadron - IL f
.Mcns ~Marine Corps Air Btlg;on ih

e, -*"'“ ' ‘IE-J’HE 2Bve

MCB Marine Corps Bnae.. : f
MEDEVAC Medical Evacuation
MFA Ministry of Foreign Affairs - Iranian Foreign
Hiniatfy
MSL Mean Sea Level
%ggpﬂﬂi_gr Small, light (! 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
B -~:--—-‘
NGB Nose gear box —
NM Nautical miles

NSA briatiBsaticity Agency

NVG Night Vision Goggles

NWS National Weather Service

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

Iporatk”
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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 2 Pacific Air Forces Command

"BRRRAILL T TWFEEE T and” KYTI5 yoigeupneryption, device

PASDARAN Also 'Revoldgionary Guards” or "IRG". Armed Iraniar

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

carrying out Islamic justice; formed Bince the

) revolution.
PHOTINT " ) Phogg Intelligence
PI’ Phdto Interpreters
PINS l Palletized Inertial Navigation System
POL Petroleum, oils, and lubricants

V&?S&;&_,-Lmﬁ?EEfA-»Portab1e aa;g;lffsmcommunications termjnal {manpack

51 25 A portJEIELvué;annEE?ZETSITaéﬁﬁied for_satellité us

;Eé;bisﬁmission

RDF' :;:gpgid Deployment Force

REDCOM Readiness Command: -

_BEDEfE US made man portable surface to air missile system?

J;éscap *  Rédtue, Gombat Air-Patrol -f%éé'&ibdFC9p !

RMI Radio Magnetic Indicator, an aircraft navigation
instrument

RWR . Radar Warning Receiver"

5-2 ) Unit Intelligence Officer (Army and Marine Corps)

S&F 'Strategic Ai}fébmmanq;;

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

SAR Search and Rescue

DRAFT =~
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d Esaa Search and Rescue m
'SATCOM ‘ Satellite Commng*"tionax ‘

wHlinrE m.&mﬂnlliﬁ Powers Burope

- = ———

:{a)s] Special Operations Divislon of J3/JCS
! SPECTRE C~130 gunship
“8TAR" ' Surface to Alr Recovery. Also known as “Fulton Reco::
- ‘-. *l.‘ »
e

.:r.ery'Syit_;em': method for pickup of personnel or equip-"
(gBent- fromgtound- by; an-airborne MC-130,

"TAC, - F i
TACAIR ' Tactical Air
“TACAN ~ Tactical”Air Navigation, a.UHP- air navigation aid

WTACSAT Tactical Satellite, a satellite communications

’y
c Waten
i .

e

__IE‘ Torrain Following

“TFR Rerraln: FSILowIHY RaJar = APQ-122'/

TF-70 ’ Task Force-70. US Naval un'i'gs:’-_ﬁg'-j\;ggjgn Sea
Tahd ‘Indian Ocean in supporf:of Middle East contin-
HSapstes

uaf | o~ T *UIFERs A ghrPrequency in . 30 9-31]_@%&3..-

us United States

Y-
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VT URAE

usa United States Army

USAF United States Air Porce - :ﬁ

USCINCEUR _ ' US CongandersipsChieMYRrops

USMC ‘ United Btates Marine Corps

USN . United States Navy
. VEF Very High Frequemky - 30-300_MHz:

VFR -Visual Plight Rules o

vMC Visual Meteorclogical Conditions

VOR Very High Frequency Omnidirectional Range

vSI Vertical Speed Indicator, an aircraft flight ..

1l:strument ‘ - .

i
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EXECUTIVE SilMARY—»~ :

N .
kl}/) This summary provides a aynopsis of_ew_rents .that vy,
ke

includes planning and training operationl that culminated d

in the 24 April 1980 attempt to rescue 53 American gltisens "

phed el a 7 SORUI

held hostage in Tehran, Iran. 'rhe n&grsigﬁnj\'u%,very complex _, .l .,: H
because of the great distances involvedglnd tha Iack ‘of UB; -::;w - .542
1 1“1_:

military bases in the area from which® to:launch the opera-"’
tion. Beveral plans were considered but were discnrded 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_—écs provided the JTF with all .resources
requested for the actual rescue attempt. However, it
should be noted that the scope of planning, training and

B et e

final force size and‘composition was constrained from the

.

ocutset by a lack of trained forces and special operations

" *k'
ot Alrcraft and

lf&m to include spares wer&’ eigmﬁbgterﬁ
ﬁ.’ﬁiﬁﬁﬂneWanml : ven. Hc»uo;, 3

M‘Bmpncms, \and three c—m supportea

nxc 135 bﬁﬂex&.@avy ‘carrist’ Bfbed fightm‘
ga‘M&ck Mfor Combat Amtrol {CAP}; W

P -

'of_gypeopl‘e pg:._avxding.a._iggMupporx world wigde
p/' M) 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 Aof

urprise. If surprise was lost any

ECTOR, J-3
JUNE 2000
1R, 301c¢é6

WP-BRORET @M AAR-4-1



URAFT

time during the operation thelhostgge ﬁakers in the BEmbassy
could have been alerted and reinforced which would have
terminated any rescue attempt. The ultimate concern was

that {f the mission had been compromised this fact could

_possibly not be known until the rescus force arrived at the

Embassy. Do

(V) The report is provided in thrltzlgqt}qnyfi.QQction';f?ﬁi o v

ment and training. -SGction II reviews mission execution on
24 and 25 April 198@. Sectlion III provides an evaluation
of decisions in the planning, training and execution phases
that received the mostlcrltlcal 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 is, by design, a certain amount of redun-

dancy in the complete report.

L L
W

reviews mission preparation, aelactlon‘o!f:orcasiandfcqulp-%§

ot
u

s ‘p':l R
. '5 b




SECTION 1

MISSION PREPARATION

N on 4 November 1979 a group of Iranian demonstrators
entered the U.S5. Embassy in Tehran and took 63 American
citizens hostage. Of immediate concern was the possibility
that the hostages may be tried and imprisoned or killed. An
initial planning cell was developed in the Special Opera-
tions Division (SCD) 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 operaticn. On 12 November 1979 by verbal
orders paased by the Chajirman of the Joint Chiefs of Staff
(CJCS), MGEN James Vaught was directed tc organize and

command a Joint Taak Force (JTF) with the mission of

A rescuing the hoaw mup'm'ou the ' Us Arn-
-Eff‘g'inizauow.tumu “aumnoned‘-‘and%planning’
;ﬁ%}g,an. In the months to follow the JTF's naponsibil‘.lty was
to develop 2 militarily feasible capability to perform the

mission.

i ’ Although the DELTA--rforculeas"t'i"ii'ned to handle/

Mhatlons ot thiswtype, most scenarios—emvinioned. situa-?‘

4 ol -

PSR ks 5 host _counsries vesmwsupnp¥reive or a R

M' In this instance, the rescue force would have to
travel up to 189¢ miles over Iranian territory before

reaching the objective, locate and then release the hostages,
then extract the entlre group from Iran. mvthﬂ most bdaic
-:E)Tse. in considd?dtion of thim@adhlexities involyed;. tho

memssee  DRAFT |

.""!F i L)
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-@iiability to agcomplish th1s4toauudiﬁ“

}..-—._.—-4—-

*ngéﬁbér 197§; Subsequent organization and training was
dedicaged to developing this capabllity.

Several plans for- qottln\-'in:u'&)to jhd trom the

fambassy comﬁunm Mamrtatlon‘m

I

m’mmﬂcoﬁgf fA {? ware ‘uulnld

v mE "y .-.,4-1_.

but were discarded due to the high rill; auoc_h_tcd vlth the

‘ operations. It became -very obvious __;_g:é:f!.;nln.., nn opt!im 'T@":?*f;‘ ;
‘could be developed that employed helicopters for thoelsl:m.lc:'--"'G
'tion, the mission would-have little chance of succops. To
further compound this requirenent }t was necessarytthat the
helicopters have a heavy lift capability and a long range
ferry capability.

)gﬁ The only helicopter model avalilable that met the
criteria was the Navy RH-53D, for several pertinent reasons,
With extra iniéf;él auxiliary fuel tanks plus normal external
tanks it was capable of traveling long ranges and it had
foldable rotor blades and tail boom whlch-uould allow it to
operate from 351%T%§§:;t 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 operaticn within the exacute

criteria envisioned. !

/A unit had to be formed and was. It was Initially

composed of seven. an .

e T

X AAR-4-4
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pilots and en“a“d!‘ crews. The Navy RH~53D crewse were

R R

selected for their familiarity with the alrcraft and Marine
crews for their knowledge of extended range overland flights,
operationa from unprepared helicopter 1anding.zones and
tactical weapons experience. .
(u)(,s’j The general plan that davclopcd required total B
7 surprise ggﬂ, to. dccomp, ik e P'.—E&EQ'L—.—__

Wl‘m:tmight‘@ The'helicopters would "'

launch from an alrcraft carrier in the northern Arablian Eea

with .ths tfscueiﬂ.ﬁo‘y:Marﬁ refueling on the ground
enroute, then proceedimg to a hide site to remain overnight.
'rhe next nightmﬁnﬁn'h\.hfqg would proceed to the embassy,
tescue the hostages, be extractedmhe hellcoptara‘&' then
fgroceed ¥ hearby - ai;ﬂm{or extractloqm;&qﬁ rahjeq
,mjj'wxngf'au_cuft. This plan called for two nights of
operations wlth____layover inside Iran during the intervening
daylight hours.

Oon 22 November, CJCS conveyed instructions that six
RH-538 be pos!ft?ﬁ@l;oard the alrcraft carrier USS KI_'{‘_TY
HAWK enroute to the area, Helicopter Mine Countermeasure
Squadron 16 (HM-16) with six RH-53D helicopters were flown.

C —i;_lus'nﬂ c-5s ‘and . Ch IR ARt

on 28 November were fiown .aboard USS KITTY HAWK enrocute to

the Northern Arqbian Sea.

(u)}a’)’ Meanwhile, the planning group selected the other
elements of the Joint Task Force that would participate ln‘
the rescue attempt. C-1385 were selected to carry equipment
and fuel to rendezvous with the helicopter force andr@gqrs_ ) '

" to secure the ing-rﬁdgl';}nq_.,e,gr_esa rendezvous, sites. The

RH-53 crews began training in the southwest United States

' DRAFT

AAR~4-5
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in an environment aimiliar to the Iranian deaeft and DELTA

.;_t_i_med on-a scale model and ‘mockups ~of . the~embassy-, arel.r

‘Wf mpp:oximately 25 November.,Wg{weke

WﬂWorce{fﬁﬁ?ptovﬁa?overhead-ﬂair _

appport
A

i planned?giily to the extent that’ \qamiiiaﬂ?:
WNTBEGtect the TleaciieEoTER and  seciihrgleasen ot tiem:
iﬁstage&‘l‘a‘ "
- (u ;,S*)’ The first jo:.nt exercise in early December with all
elements participating was disappointing. %lob**niy did the
Al avdppea ..-fug_}_‘blivets .ruptyre on imwmalic@‘ '
pilots had difficulty navigating enroute without moonlight
and had additional problems landing. rﬁ;l':réntiiély new
; -ber.'hnique of ‘operating helicopters cgompletely blacked out,
PRGBS 1 5h-Oogg tee ~{MNGiwwasssedln BB Lha. deve—
“lapEnL! ARGy
\\,\J [7:4% Seve_r:a;_g_&%u were diverted from the helicopter
program at this time and more e:fperienced H-53 pilots

brought in. Use of night vision goggles in all operations

‘was stressed. :

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 (piivets), which
"7eould hold 500 gallons each, with hoses apd gumps that wéuld’
.be used for transfer of fuel to the helicoptera._ A;E}’)ough

the concept was promising, confidence in the airdrop metﬁad-_?

.
N

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

- ~ DRAFT
W"
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blive;a, dzppped werealestroyed “Aue " to“inpmpegrigging.

(V) 46" " R e pisl

EDP, an alternate means of fuel delivery was needed. The

result was the bulk delivery system that entalled putting
3000 aqu_on bl#dders aboard the C-130s for eventual ground
ttansfer’to the RH=-538., Originally deaignad for tfansfer
‘ from alrcraft to bladdaers o,: the ground,,. the syatam was

e e vk
developed as an aircraft to .aircra!t 1trnns£er. system. .,

v,

(0) { M A search for. an:abandoned’ Iranlan airﬂaldr,pi.thtp
the desired’ range .of.Fehran.where ...;hh,hglzj,gpg;grb fuelking
would be conducted .did‘A not produce a usyahler_field.wé
Mikitary.Airfieldswhich ‘was in a caretaker statI#twas

C, “selected because of its locatiqn..and the fact that it was™
_(}"stimated to Kave only 20 to 40 Iranian Air'_'Fo'rce personnel

y

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

L

%’ u;kwmm with fuel aboard
&"for the helicoptera"" ‘from a baa-_. EE air{lhw

\'  FRihere thek MRjiLd. .secure the .ai:ﬁj._e}ﬂd them
.vcould refuel tht_a I;é‘.l'icopl:ersr‘and?m-‘?transﬁer to the
helicopters; the €-130s return to the launch base and RH-538
proceed to a hide site close to Tehran. The Becond nights =~ «— 'C
";E‘«;ﬁra'cfion*r'é;ﬁngd;essent:l._ally unchanged with MC-130s

p _t_axtrac-ting the force ;_Y'éom'Hanzaﬁffﬂﬂaiffi'eld.u about 50

' ;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.

\f

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

were conducted, one in January, two in February and one in
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improvementa T2 the. arﬂimﬁ: £ oo A A O
RO uboih, intcared. ighes LARERNY
Mﬁs@bw“e oF 1e-141d.tonaugmentmiinida. £ar”
extraction purposéd, inertial .._aav:l.gltibq.ﬂ.an_d_ OHEGA‘_r_r__systems
ip_s{aﬁtiéﬁ"fgiﬁ'aﬂ;mtﬁ_ In addition, 1ift require-

ments increased to accommodate a<._1argerf&.£ta?-fdtée and to

&and .sate

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 USS KITTY HAWK. When NIMITZ
relieved KITTY HAWK in late Jaunary, HM-16 and the six
helicopters were tranaferred to NIMITZ. There were now
eight RE=-53Ds on NIMITZ.
(ﬂ While rehearsals were being conducted Eg_.-';_gupporc
oy m&tm,uork had continued to locate & remote
site in thé desert—that could be used for helicopter refuel-
ing mﬁvﬁw.ﬁentftp.:&ake Naih':a_l:fielq;?,gf'Eq:ee.;-’
A possible locqtq{.{onhm,been identified by early January
g
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(\J)M As the n-umber of helicopters increased, fuel
requirements exceeded the HC-!36 capabuity to transport
the fuel. _ﬁecauae of their 1ncreased‘cargo space and gince
fithey wére also air refuelable, three BC+1308: were::selectad
#¥to carry two 3000 galloml'bladde% .Thgwould be £flown?
by the experienced HC-;L;_O. qréws.‘

)

(L)4# For five and a half months the force had trained ,
~>  individually and in joint training evolutions. Numerous
small training exercises and five major rehearsals had been/
. completed. Helicopter crews flew 542 hours at night_’fn
A blacked out conditionsi The C~1308 (AC/MC/EQY Elew approxi-
mdtely 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 -adapted to
]Ising the'nigp_t'.!_is'ion 'goggles,.-}égpding pn wmth withr
JEins’ Lights"ana’withing 1ightiFwteeitonpletel Tiplacked
Tout.s Off_runway landipgs.hdd, also beenipracticed.P Heli-
copter crews had gained hundreds of hours of experience
Yeing NVGs in c:;;:::‘country navigation unélfrm complete™
spectrum ‘bf.mﬁiﬁ%ln@ﬁ} ‘from -fui}. moon’ ‘tovno light ~cbn-
m}_&% Refueling procedures between the C-130s and
helicopters had become a smooth operation. DELTA and the

-Rangers had rehearsed to the point that each man was inti-

mately familiar with hl.a responaibility on the mission.

November had now been developed and was a reality.

zﬁ_:ca-rOn 16 Apr the Joint Chiefs of Staff received a

N
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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 facti‘j‘;—"l
J was to the actual deployment base. In rapi.d succeaalon,' the
".ma 1ntehdnéﬁ%pg@hndmmmn#rewws}ﬁnmrcu ‘
. were..adeembledand déplﬁieg?{fgithin?hmm

‘forces were in.placé and ready tocomménde dpsrations by23 .

\ . April. "Over 41 aircraft and 800 personnelthad"moved to
) — OPSEC had been maintained.
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MISSION EXECUTION
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g('#y) All was in readiness. The plan called for ﬁ?m
c; fp_ MC-=132 to depa'r-and seven RH=-538 to depart the
carrier NIMITZ about one hour later. Bince esight helicop~
ters were operational the' plan was nodiﬂed- to launch
eight. Both the lead ncf-ras and the helicopters would cross
the Iranian coast about the same time along generally
parallel routes that crossed several times snroute to the
refueling site, Desert One, ;rhe halicopters would remain
low, for wvisual grour‘nd navigation and the C-138, after

H passing _ would climb and

proceed enroute at 2-36¢0 feet above ground level. Two
JE-1388 transporting personnel and equipment and three
FC-1388 configured to_ refuel the helicopters would depart

g( / -about ofie” hour after the lead NC-i39 and arrive at

Deser%a about fifteen minutes before the helicopters.
(p6)

ronE The_,cpnatg-ad the capability for

direct communications with two of the airborne C-138s, -and
the lead helicopter §l§ secure satellite and also with the
-E . 1. CJCS in wWashington., DCOHJTF—would also monltor_
both circults and provide volce relay If required. The .
Helicopter Flight Leader would fly the #1 helicopter and
the DCOMJTF for Hellcopters Operations would be aSoard the
45 helicopter. The Desert One Commander,kwﬂu‘ Commander
and C-1398 Commander would all t;e aboard the first c-130,
The Desert One Commander would assume command of the entire

ground operation at Desert One from arrival until completion

of refueling operations,

WPST The 'DELTA force and a@i'nger road blocking secur~
ity element with two ‘motorcycled™and a jeep were flown to

L W
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loaded B8 the - MC-1305" and ‘the lead Hc-uﬁ' departed on the

1

b

g G‘ —on the af.l:e:noon of 24 April. The forcéd was trans- n

mission at 14052. The remainingmc7}308 nndﬁ__m_”:“m“"

ﬁl‘:% 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.

lnb&ard the c;rrier NIMITZ, the helicopter pilots
were undergoing the aameibriefings‘preparing for their
scheduled 15052 launch. As a result of an earlier incident
aboard the carrier, where several of the helicopters had
been wetted with_fire fighting fcam and immediately washed
with fresh water, the helicoptere were brought to the flight
deck;zu minutes earlier than initially planned. This
allowed the cregg:sﬁﬁ;a time for engine start, run-up and
systems check out to assure no mission critical elements Hhd
been affected and all components were thorcoughly dried out.
With run up complete and all in order, all eight RH~538

departed NIMITZ on schedule, fully mission capable.

ﬁ. E W‘-KC-HSB launched—n support

C~ 2t

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

C—130§ and one configured to Bupport the 'EN.ivy Combat Air
*Patroi if it was launched.' The other-C-HSS were

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

T i —

extra time on station.
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‘ (p]}ST’Approximately two and a half hours after takeoff, . ..

the first MC-130 entered an area of deteriorating vieibility,

later determined to be suspended dust in the atmosphere.

The dust phenomenom did not effect the C-130 aircraft, crew .

or FLIR performance and only affected f£light vigibility for

10 to 15 minutes on two different occasions. The Desert One
Commander, , onboard the first gs':lm, did not consider the :

visibility problem of such aignﬁficance to report to the

COMJITF. He assumed the helicopter pilots could make it
through the area of reduced visibility, |

"/ jﬂﬂ Approximately two houra into the flight, #6 heli-
copter had an 1ndi=ation of an impending main rotor blade
failure and immediately landed. Number 8 helicopter, in
his planned role as enroute mission BAR 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 uefe airborne and continuing

within ten minutes. .

W} The _f;ggt_-‘%};o arrived in'the vicinity of Desert

4
V.
ER

Dasee .

pass to clear the area. They observed one wvwehicle 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

iWSC-3ysecurds radid was rendered inoperative. The road

security force exited the aircraft as soon as the aircraft

stopped and established positions on the road. They were

hasi ? 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.iigggnﬂ grenade'?
round and several Caa-gi rounds were fired over the bus.
Although no rounds sE&uck the busg, they were sufficient to
cause the bus driver, with his 43 passengers, to stop.
l}*) vﬁ 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 attempts 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 fired-ﬁiﬁbggjgfr
EEQAW at the right front of the truck. Qﬁﬁ'n-75'pr0ject11e
impacted directly in front of the ;ruck.aetting 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. :_‘1_‘!9_!‘9! the road team members gave chase;@?\_f
:motorcycles but weré'hnable to overtake the truck. No otHer
vehicles approached thellanding zone area for the next four
hours while the force was at Desert One.
&})»Jﬁﬁ'Two hours and forty minutes after takeoff the heli-
copters entered arn area of reduced visibility that the C-130
had previously encountered. Soon after encountering the
reduced visibility, the flight leader and his wingman rever-
Sed course to return to 'a dust free area and landed to assess

the situation. The flight leader also advised the COMJTF that

AAR-4~14
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the visibility had reduced to zero and that he had lost
sight of the other hellicopters, He expected the remainder

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

visibility the other aircraft in the flight did not see him "~

turn. The fligﬁt of four ($3,4,5, and 7} proceeded, but at
a reduced speed (#8 being approximately 48 NM behind).
Helicopters #1 and §#2 landed in a clear area. After beling
on the ground for approximately twenty minutes, and not
having heard to ghe 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 problmmq: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
hours, numbarisféiﬁiiienced a falled heading indicator and
one of two attltude-indicators. He regained use of‘ELe
attitude indicator by selecting the copilots sacurce.
However, as a result of these failures, 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 visibility conditions he was experienc-
ing. He reversed course in radio 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 thelr refueling positions

and walted for the helicopters.

A
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Lp)j.ﬂ The first three helicopters to arrive at Desert One

-t

were 45 minutes later than scheduled. The holicoptern +
set up for landing behind their aaaigned ‘tankers and taxled

forward. However, due to axtremly hoa_;\ryr ‘dust andg und on M,, :, : ’:"" :
BETp Oy HTURRAR (¥ s .

one side of the road, which wag 9“{“{"4#“‘“'“P.‘ctgflg*'lyothi&m‘ r @ :i
i .
\

H 1

nose gear tires of helicopter. l3,,de£1a‘:ed agi&pgpcmuraﬁw
13

rut in the sand left by a C-130, Belicoptu' 8 landed’ lou‘""' ¥

b

28
30 minutes later and the flight leader w:l.th hh uingnln. tcn ﬁ,.f' 4

'
i
i

lw:-. co
shws

minutes after that.” In attempting to. tali. hellcopt.t ﬂ
also deflated one of his nose tires in the deep sand. 'I'he
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 gi‘ﬁ DELTA, Jc‘rould'sl:i.l-l transit to their
hide sites before d;ylig,ht. The C-1308 would have been
critically s_ti.;:-::..:;of_1_-fue1 at this point, however, the
Desert One Commander had authorized use of some of the fuel
planned for the two helicopters that did not a:rive. He

o e
also requested the RC-1355 over the Arablan Sea remain_on

station as long as possible.

(UWImmediately 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)Q(ﬂ The Desert One Commander advised COMJTF of the

AAR-4-16
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situation and rdJuested guldance. COMJTF requested that the

Desert One Commander consult with the other commanders on

./ the possibllity of continuing the mission with only five
A ?}helicoptera. There would be contingency fuel l“gg?:@'_nrlye@;

and possibly by reducing weight, the helicopters would -be -
able to lift'@gﬁ.‘m out of Degert One, If required an:-the
second night, some helicoptsrs c¢ould _-u!ual‘.‘%?pzailfﬁ?

and shuttle to the embassy. The Desert One Coomander replied

that it was not feasbible and recommended misaion abort, - -

COMJTF consulted with higher headquarters and then directed
the Desert One Commandar to abort the mission. Hellcopter .
$2 would be destrc;yeti' ,and the others returned to NIMITZ.
The bus was to be disabled ind the 43 passengers and driver

released.

;-_\%” «EC-132 #1 was becoming critically short of fuel,

and had to depart immediately in order to Em:.nglls

él ﬁ refuel enroui:'i_ Thaerefore it be'came neceaary

to reposition two of the he_licopters (#3 and #4) which
5T o I

were parked _bqhin%&:;ﬂ-&._u so that thgy would not be

damaged by the propellor blast as the m pllot applYed

the power necessary for ta;:l in the sand. As helicopter §3
was being repositioned, it collided with the BC:13IB and both
were immediately engulfed in flames. As the fire lreached
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-=130 and helicopter and the ground forces
that had been aboard the burning C=139 were assembled and

directed to board the remaining three C-130s.
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QJJ gﬁ COMITF was advised of the acclident. The Desert One
Commander directed the Combat Cont;ol ?eanf1CCTf to insure
that no one was left behind. He also decided that the
remaining helicopters would be left intact du; to their
proximity to the evacuation aircraft and since there were no
time delay explosives avallable to dastroy then. ]
(P,)yn After all personnal were- abonrd, 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.

(78] COMITF ordered 'tw 'HEDBVAC' c-141s Mhlch had been
wo

preposi'tloned T“; for .the sacond nights mission to

Yaun'_] In addition, F C-9 specially configured

with a burn package on a normal standby status was directed

(U]}B/) The Desert One Commander requested tactical alr

support to destroy the helicopters left behind. COMJITF

relayed the request to higher authorities in Washington with '

LTSy S T
the recommendatiErT’EH?_t 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

colw fire, and explosions.
(

) Within approximately 20 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 ‘landing. the

AAR-4-18
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g T.. first C-141 was enrou'lce}-nd the second departed
twenty minutes later. .

'MPS) Approximately twenty minutes after the -'}Iﬁz_'l.iqg_,'took

off from Desert One, helicopter #5 1anéed aboard NIMITE..

All aircraft and crews were now accounted for. Upon arrival

elc — the injured were loaded aboard thegc-ﬁs and
. )
were flown -for treatment. Mditlonalylzla soon

arrived and DELTA, the 'RanglersJ'and helicopter crews were

all airlifted to CONUS,

o
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SECTION II

MISSION EVALUATION

{(U) The evaluation of the hostage rescue mission, as ]
it was executed is presented in chronological phases. 1In :f
each section, those events, decisions and acl:ionl takon "‘l’
relevant to that specific phase of the operatlon nu add=. "?"
ressed. BEach section is divided 1nto tour partsl ' um_“ﬂb g
chronology of thd eventa of that phano wh: p:ovl‘dqt_l_ tbf ![ci 4'
background purposes; 8Second, guestions relativa'to eventn
that occurred, actions that were taken, and decisionl/judga-
ments made are posed; Third, a discussion of the_. factors
bearing on those gquestions is provided; and, PFourth, eval-
uations of the actions taken and deeiuion/judgeﬁenta are
made.
{U) The-phases_evaluated include:
1. The“Launch Decisions
2. Premission Briefings;
3. Haathg;nr
4. Commun'lcal:ions: . -
5. Enroute to Desert One;
6. Operations at Desert Ones
7. The Abort Decision;
8. Departure from Desert One; and,
9. Recovery Operations
{(U) In 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 no impact on the conduct of the mission. The i_

evaluations of those questions conaidered to be of signi-

ficance are provided below:
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by COMJTF to execute the hostage rescue misslon was appro-

priate.

2. (V) Briefings were structured to support the mission.
The briefings ﬁ:ovlded the same information to all parti-
cipants. There is no evidence that the context -of informa-
tion provided to one part of the force. was.difternnt
or lacking from that provided others.

3. (u)y It was,\and remains, beyond the state of the art
in meteorolegy to predict, with any degree of accuracy, a
localized suspended dugt phenomenon such as that encountered
on the misaion. .

d\r})[ﬂr A weather reconnaissance aircraft preceding the
mission in daylight could@ have compromlised the mission.
Also, since late afternoon, weather satellite photography
showed crisp sharp terrain features along the route where
the dust was l;ig; feported, It is questionable that the

dust phenomenon would have been detected.

5. Qfj‘z’) The -1 aad=Hp

. =

?3@ could have been tasked to 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 llkely'

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

6. {U) 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 pilots might feel compelled to
continue beyond their {ndividual capﬁbllitiea.
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7. (W) The‘ﬁucute communications clpabllity and support

I‘-

;-:-

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

dations in voice quality, which were caused by sav.ral
factors, Inhibited the ability of COMJTP to exorciae roal-
time command and control when mission demands overtaxed the

system.

8. (U) Strict adherence to radic silence procedures attor‘

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

9. (V) There was a valid basis for the Judgment that
eight helicopters launching for the misslon would provide a
high expectation that the required number would complete the

mission.

1. {U) The helicopter pilots were adequately trained to
perform the mission as planned and demonstrated the ability
to contend wlfﬁtfﬁk;hnforecast conditions encountered. Six
helicopters successfully negotiated the route, attesting to

the high caliber of the crew's skill, discipline and train-

ing. .

1l1. (U} Positive command and control 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 migsaion to

continue as planned,

PORSEGRET 22 AAR=4-B~14
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13. (U) The decision to abort the mission when a predetermined
mission abort criterion was reached was prudent.

14, LSXP)With the exception cof one map, the classified materials
left at éhe scené were in the helicopters that were in the
immediate vicinity 6£ the fire and explosjona. After the emer-
gency evacuation of thoee aircraft, it would have been extremely
hazardous to attempt to retrieve this material. This couid 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 weiqght 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 treining 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 alrcraft., Such an unprecedented failure rate
brings into question 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. th The decision that eight helicoptes ﬁas 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 twe, four MC-i3D's and two
141's for night two at Manzariyeﬂ}. All efforts to add
equipment to provide redundency béyond 95 + % prediction
of adequacy had to be carefully weighed against the
potential loss of security,‘surprise. speed, simplicity,
and economy of force. Each person added to the rescue
force increased the total logistical effort, exposure and
protection requiéement at a ratio of approximately one for
one.

17. (uU) The following is a list of planning consideratipns

proposed by COMJTF for future,counter-terrorist, operations:

ajbbwﬂ A central point within the DOD should monitor
"world events to determine where and when terrorists
actions could matefialize. This will require astute
observation on pelitical matters from all source
intelligence.

0.

to monitor plans and capabilities DOD-wide for counter-

There would be .2 sinqle element within DOD

terrorist. operations.

3 _
c.(£961 A dedicated agency should develop a range of
‘concepts, planning factors and equipment reguirement for

-

counter-terrorist operations.
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4. M Mission: Organize, train, equip and command
special operational forces which can conduct operations
anywhere as directed by National Command Authority
(NCA).
e. ()é') Organization:
(1)(}6’} 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
- Co o T Y S ———

A - ‘{"ﬁm would 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.

(2)(-?5‘)/ The JTF should be arranged on conven-
tional as well as unconventional lines. The

conventional aspects pertain to designated

commanders. and staff and the unconventional

nd others as appropriate.

E(h(d}ﬁ Personnel:

(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

ateiitiihe . 25 01A03
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schools in order to enable professional growth
and provide foz.' equitable promotional opportu-
nities.

{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) ) Maintain direct liaison with the

KINCS staffs.
g. 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 NS |
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.
v .

h.‘dmﬂ Training: There should bhe 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

m::an be made available.
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i. &lﬂ?—'Supporting Forces: Forces in additbn to

those assigned or earmarked to support the JTF should

Examples are

MAC, SAC tankers, naval vessels and forces.

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

This requires

Ii‘th ability to tie into national
systems. These communications should be reliable,
secure and ligqht weight and operable on land, sea and a
varrifﬂt:y of planes and helicopters.

k. (m_gv_j._ronmen_g: 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 deternipe N

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 whatscever, 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

LR ISP,

The units should not wear

ﬁ[:T .distincti;; badges, and their equipment should appear
to be normal service equipment. An example is MC and
AC-130s paint schemes modified where possibhle to
resemble MAC-Cl30s.

m. &IS) JTF Coordination: JTF should provide the

auvthority, 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.

91
)

n. Command and Control Communications: Wheras

counter-terrorist forces may be required 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

,/ must have the facilities to train over extended ranges

,,f and under varying gecographical conditions to enable the
A exercise of C3.
T e, ' 28 01A06
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SECTION 1

MISSION PREPARATIONS (U)

E)U’S') 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 B0. 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 requirement 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 inveolved operated within the environment of their
normal mission capability while others were formed to carry out
specific requirements of the mission. 1In 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 (CJ3CS) 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 reqqgffgg_.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 proZ”gress and identify
needs in training, intelligence, equipZment, etc. These
changes and rehearsals are listed in chronological order and

each is discussed separately.

TQP_SRERET. : 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 Amerlcan Embassy, Tehran, 2 group of Iran-
ians 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 Chliefs of staff in Washington to plan and develop a
capability to conduct @ rescue mission. ~The Speclal Opera-
tions Division of tm_acs.ha:a. Operations Directorate was

selected as the- location__.,‘to begin planning. Two officers

s A advance team'_fﬁdm'DELTA L;':i"_;a'valed 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

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

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

@"allablc to the Nationmmand Whorlties«(ﬂcm!’m‘f
kwnajor General James Vaught, USA, reported to the

AR _ 1-3 AAR-1-4
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CJC5 on 12 Nov 791 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 specilal 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.

c‘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.
f 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 countries which

T ==

-are not likely to éubport us stag{hg bases or troop coancen—
tEations.. :Although several of these nations expressed objec-
¥ions to the -embassy take over, and the hostage situation, -it
‘was. felt that ‘they would. notTsupport a rescue mission into'
,gﬁﬁhn“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

TR =SECRET - 1-4
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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) Igap, Task Force (ITF) which had been establish-

i T~

m

e

{ Through™ DIA, working relationshipg

e

~ ‘ 'ﬁ"iik'_s_-__‘g!; establighed with other agencies and organizations includ-

ing . the Defenspyimpping. Ayency .{ONA), DepaPthent of Statey
' (Des), other “poEtions o

ron g dnd service

wneeiligenceEcomponents. These relationships evolve® into -a

*‘iiﬁit,e&bn'im:r of contacts who Were’ "READ IN" on the operation.

TEINTET.

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

ins i?e the compound.

’

T$) The first of several operational rescue concepts
called for landing the DELTA force|on an isolated airstrip

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




. to’ the American
-gjnbas‘§§r'lfree the hostages, and return to the waiting aircraft.
While this plan had the advantage.of being ctEl?E;d“i.n a
single night,:time and intelligence were not favorable. '.!fhere
\:ng_ a very high risk‘.' that DELTA would‘ be severely hindered by -
the crowds which would probabl; ‘gather and roadbfocks. which-
could block. escapey ruu»ﬂ Rlso, a suitable airfield _ccﬁ:id not
be identified that ?s\gould adeguately support thia___conce_pt'b_-
operations. Planning and some training continued while other
alternatives were being examined.

‘&\ Buring this period,—ptans and drawings obtained

1
.from the State Department along with existing photographs

e ——re e —

were concentrated..on weapong training while the plan to

—

. enter the compopmd and" rescue the hostages was~being develop-,
' .'ed.
(U),(Zf #He7MC-130 aircrews that would™@arry the DELTA force
‘into Iran were selected by theLNrst""Special *Operations. X
/\f{ ‘.fgfhg. This selection was based on aircrew past performance

and experience Jlevel. The selected aircrews immediately

began to train for the rescue mlssion.
M’s’) The HQ-I?O was specifzcally selected for the hostage

rescue mission because of its unique operational capabilities.

b . I-6 AAR~1-7
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B The ‘MC-130—:terrain following radar. (TFR) APQ-lzh provides
'

whes,capaitd ity . to fly .at low lev_
“ﬁ hight, and injmarginal veathef. The aircraft ;
(i also equipped with an inertial navigation system (INS)
¢which: - prgvinss’” exéél—‘lznt nm_ﬁgiiona.,capabil1t1e5*w1thout
Jt:tgJ,,;._ance__co'n external navigational aids. ‘ Because of the
vdtstances involved, an aeridl refueling capability was an
dteolute necessity WBewkhzaircraff™SL the MC-1307fleet agmy
-.g@}pﬁd;.ﬂkﬁhiﬂﬂﬂ:id‘ht'refﬁ'é"i"i';ﬁﬁ""é&d’fpment and four are
"equippéd ‘with, forward looking infrared (FLIR). The MC-130

,Qas,{glectronic countermeasure (ECM) capabilitie’h
(A
“@e,c—lao aircraft is -also well suited forjishort/
éﬁ;@:gmm operations and, most importantly the MC-130

COMBAT TALON crews train. for this type of operation on a‘

‘continuing basis. The only portion of the,assifhed mission;
;E‘?hat. reqiired ‘éXtehsive training on the part: of the crews.
was the night landing and take off phase utilizing the night
¥ision gogglem—(‘ﬁj—; Two pf the "inflight refuelal‘gle
;gircraft were _also equipped with the surface-to-air recovery
".ﬂ&n) system. ' This system allows for the'.elirborne' extrac~
«p-tion or gx.fi;'t_:‘ration of a combinatjon of one or twe..persons s

“or equipment weighing up to 500 pounds. The combination of

its aerial refueling capability plus- ability to navigate

-arry a substantial load into and out of short/

 rough fields and*'the ability of the crews made the MC-130

the best aircraft for the rescue operation.
6) An extensive list of alternative operations to
airlanding&f DELTFQwas explored, Paradroy of DELTA on the

WP EBENET AAR-1-8

\oou g



somemen - DRAEL —
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 DELTA personnel
during the paradrqg*which would add liabilities to the force
and an inability to find '@ 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.

ko{TSi Another optlon 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§ll

across thmider . This

option had a high risk factor because of the inspection

-

procedures used at the border. The probability of getting
to Tehran withﬁﬁff&&ﬁpromise was considerably reduced

because of the lengthy period required for the trip.and the

ongoing unrest in Kurdistan. Infiltration fro} as
E , .

also studied with the same conclusion.

MOMJTP and planners made visits _

?Ezggen 13 and 1% Nov to reviewiDELTA‘planning. After a
review of the risks and difficulties associated with the
various scenarios, 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 the extraction phase.

T e B e 1-8 AAR-1-9

. AT

V=4 4



DRAFT

(u){:ff CJCS sBubsequently app.ri;ved' the development of a
concept utilizing helicopters and directed that the initial
plan be refined in the event a near. term rescue attempt was
reguired.

(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.

IOP—SECRET I-9 ARR-1-10
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19 - 38 November 1979

Developing a Helicopter Capability (u)

('l.‘,é) Mission planners evaluated various models of helicop-
ters to identify those aircraft that could travel the distan-
ces required, provide the required 1ift capability, and

operate from a clandestine staging area. Staging bases

-:]:f approval nggjgrani-;i to operate: from .._t:hese-'-:'
countries, however, numercus problems would still have to be
overcome, The aircraft would have to be brought in early,
reassembled, flight tested, and flown regqgularly 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. Also the countries
involved would not likely give prior permission for the
mission'to launch from withi_h'_;i:ﬁe_l'r borders, Crossing moun=,
tainous t¥rrain varying from 9,809 to 11,080 feet presented '
serious oper&tlonai}iﬁh&&_rds.j Denéity altitude would adversely
affect 1ift capability and engine icing problems in weather
and turbulence in mountainous terrain would also be a major
threat to helicopter operatiohs. 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.

Lol (@) The newly modified Air Force Mh-53 jpAvVE Iﬁ& search

but was not available in sufficlent numbers-for training and ~

employment. :Only thre§ HH-53s were available at the time
N

TOP-SEBRET : I-19 AAR-1-11
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and for OPSEC reasons it was not considered practical t6
attempt to accelerate production.

(U)Lmsf 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
air wing contingency mission tasking. Second, it could be

deployed under the cover 6f an airborne mine countermeasure

‘qisﬁion since there had been public discussion of mining

Iranian ports on the Persian Gulf. The CH-47 and HH-53 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
bhad recently returned from a deployment and was considered
to be the”post operationally ready squadron.

{S) Unfortunately there was no 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 2@ Nov,
a helicopter detachment was formed _t
was initially decided that seven volunteer crews would be
formed. One HNavy 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 éualified pilot was also selected

TEOTP, DRAFT I-11 . AAR-1-12
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for each crew becavse of his familiarity with desert condit-
lons, 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 alrcrew was formed to provide for malntenance
expertise on the RH~53 and crew personnel gqualified in use
of the-58 calibre fmpdhlne gun, A combination of three Navy
RH-53s and three Marine CH-53s deployed —on
21 Nov and the detachment began to train under the command
of a Navy Commander {0-5). It is emphasized that at this
point all crews were operating outside the mission areas for
which they were trai'ned and were in fact attempting to
develop an entirely new operational capabllity. From 21 Nov
until 8 Deec the helicopter detachment f.lew:]_.95.8 hours of
,which 138.7 hours were 'flown at night, rArmy night wvision
-goggles were provided and the air crews flew relatively
'short navigatlon ard" formation flights concentrating on
iﬁﬁdihg'“iﬁ*‘- unligirted™ landing zgnes (LZ) in the dark. The
crews developed: & -moderate capability working separately.
Later, joint‘trainlhg-with the PELTA foﬁ"'_e was conducted and
pickup of: _Pﬂand Akmulrted hostages was practiced.
(fs) other plans and capabilities 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

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

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

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

. G )
and a_ command and control
——

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

requirements were assigned :‘U@_nzm_*a. 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 algo were conducted with US military
.personnel who had served in Iran,“ geologists,

and other people who were knowledgeable’ 6:£ Iran.! The search

was by process of elimination, starting with the‘entire area
within the range/time envelope and applying successively
more Sstringent crit;t.'ia to those subareas located withip it
that might serve as suitable airstrips or unimproved LIs.

%The search focused on the eastern portion of Iran

where the population is relatively sparse'_
C‘, “Verylittigm{tary c&papj_.,],__i;g';;y‘
,’xi_stéé in this area “},-

m The western portion of Iran did not offer

these advantages. °

%5’) There were other factors which limited the geogra-

phic area within which refueling could be conducted. The

T i, I-13 AAR-1-14



unrefueled £f1li time for the RH-53 from an aircraft

carrvier to the Tehran area was computed to be about eight
hours. With the.reguirement to avoid Iranian and Soviet
‘detection at launch tim the helicopters would have to -

depart no earlier than nightfal¥. This would place the

—— Ry

régcue force near Tehran in the early morning: houta. - This
would not allow sufficient time B¢ DELTAm

Q’ Mrescue the hostages, fly to an isclated airfield,
and depart Iran in C-130s while 8till under the cover of
darkness.

w\ g,B{An intensive pl'.anning effort was bequn 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 reconsclidation along

- the way. The risks were unacceptably high; and although a
one night operation had the advantagelof a relatively short
exposure time for t.;x.e. force in Iran, it was not feasible.

Lu\;,e’) As a result, an operation evolved, spread over two

nights and one day,' Planners developed a three phased

concept.

A)Q Mhase I would include the f.light'of DELTA aboard

the helicopters to a refueling site, helicopter tefueling,

P errrin e —_
ity of Tehran..h&t this minH

'bﬁm'km’ vehicles to be used for transportation to

the embassy. Uuring Phase II,MW

and then transit to a hideout area{ﬂthin.,masouable proxg-

Shortly after, midnight, Tehran''¥ime, ﬁﬁ‘rm would enter the

r

- compound. rescue the hostages, and call for pick up by the
rellcopteﬂ.’s s anﬂmthlahic flemmneucmpow A1l
l-;; personnel would then fly™ £o, a nearby air stripr Phase III
was the gxfiltration phase. M{EY9Ds would be in place ata’

inearby abandoned airfieldy(having flown in dﬁring darkness)

NS BOREL
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and, once the béliquteﬁs‘arrived, load the hostages and the
rescue force and fly out of Iran under cover of darkness.
&&)\ (58) 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 contrecl
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 uﬁéble to proceed
due to mechanical problems. Delays between Phase I and Phase
I caused by adverse weather, new intelligence, mechanical
failures, or other problems could be accommodated. The two day,
‘thfee phased plqgfbegan to take shape and, because of it, new
demands evolved for training, intelligence, equipment, communi~
ications, logistics, and a two day period of suitable weather.
.(ULIST'Refueling‘of the helicopters in Iran posed the most
serious problem.L“ihe‘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, obtalin fuel to complete the mission, and then-bféceed
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 planéihg, there were

nerknown occupied airfields that could.be taken by force with-

AAR-1-16
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out a major risk Fl;f compromise.
bW (8') On 22 Nov, planners began to develop a concept for
“the airdrop of fuel into the desert .f—or the helicopters.
The concept offNPEIBS” using Low Altitude Parachute Extrac-
M'!ys'f:'em H#LAPES) techniqu__e_'f_ wag considered and discarded
due to lack of an extraction zone with a suitable hard and
flat surface (had such an area been identified, an airland
operation would have been feasible). It was decided to
develop a capability to airdrop a fuel system that was
currently available in the US Army inventory. This system
included 5@@-gallon.fuel: bladders’ {blivets) - which _gould be*
rolled on a au{;tiﬁ.la-;desert...ﬂoor-‘#'a---'Rerles-'e!'-hoses, and a
"fuel pump to"transfer fuel into the helicopters.
D {(TS) buring t‘:he period 22 - 29 Nov, a serles of tests
and training ﬁf‘ﬁﬁ_";"fﬂmhdml,iyefﬁ;' hoadh‘c{'-_ianﬂ-ﬁ___ i was

e

conducted by US Army sbec‘iallsts—‘rhe

system proved to be promising.' DELTA came to
for checkout and training since ﬂmh,_jorce would gather up
the BJAVEEY, | in:’ﬁzé drop zone (DZ) and also perform the
refueling operat on, agsisted by the hel:lcopter crews: sAt
ﬁm‘mfp select US Army -team ‘of riggers and fuel experts
v{rg‘rking with HC-13£ crews began a serles of airdrops.
Several problems were identified, including .the difficulty
of loading Ethwap&&yatﬁ‘ﬂhgses, pumps, and. anpe Army
‘tractor (Mule) anboard. The Mule would also be air dropped,
“#pit was needd to ihelp'résover thi™Blivets: from- along the
WdeﬂW{ﬁg}?ﬁm’to’ﬂa helicopters. Other eguip-
‘ ment to beAq_i"rldropped ‘was*added to thew such as

camouflage nets. These items were too heavy €o carry in the

already heavily laden helicopters which "wduld’depa'nrt from

AAR~1-17
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A the carrier with DELTA onboard. The drop tests-were moder-

ately successful.
ulntelllgence was heavily tasked to respond to a
growing list of essential elements of information (EEI}). A

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

qied. "l; more detalled :s—riemy order of battle was needed, along

Y  ccrocote

‘oute analysis to—ma needed for the
€ helicopters and C-139s/ _

C

C . ' . A helicopter drop -

off point /far "DELTA and a hideout site for the helicopters
were aleso planning considerations :that required extensive

-

study and resolution. Route analysis’ wis required to get

—K Road blocks and a host of other threats reguired

analysls and much more information was needed on the embassy
compound itself. Enfiltration and extraction airfields that

could be secured and accommodate C-130s still had to be

selected,
}jéa??;; 25 Nov, the JTF had portions of the EEI satis-
fied. Intelligence indicated that even {f DELTA could reach
%&Fhe embassy compound walls undetected, enter the compound,

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

" ranian elements would react with force and fire at the

AAR-1-18
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helicopters as they entered and lifted from the compound.
COMJTF recommended to that AC-130 SPECTRE gqunships be

employed in the objective area to provide protective fire=- f

power for DELTA if required.

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
casvalties 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-

[U)guﬁ Concurrently, during the week of 21 Nov, the J-2

recommended to COMJTF that\ﬂanzarlyeh alrfield be considered
for use as the MC~130 extraction airfield. 1It is located
about 68 miles southwest of Tehran and was used formerly by
the Iranian Air Force-(IAF) as a support SE£1P for a bombing
. and gunnerf‘?&nge?}'fhe runway is over”lﬂ,ﬁoaﬁiaet long  with
a parallel taiiag;utﬁg?ﬁsﬁn”readily,nccéﬁmodate several
parked aircraft, I? w35"ex§ected that qnly:;,minimum'number
of caretakers would be-p;eaent ;nd, although there were some
armed forces nearg;, it was felt that a'éround security
force could land aboard the' Mc-13ﬂs,-secure, and hold the

-~

airfielgwduring the’ extraction phase.

(T8)YF/COMITF obtained approval Efoq}to plan for the

!3( use of Manzarfyeh and seleétems Army Ranger

PP <SETIET DRAFT I-18 ﬁ AAR-1-19
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5 days and five hours after the JC5 ordered the deployment.
Although there was speculation by the press on the departure

from Norfolk, the real purpose of the deployment was not

revealed.

w Meanwhile, the alrcraft carrier USS KITTY HAWK was

directed by JCS to onload the helicopters as she salled
E » within 100 nautical milesm“ﬂoute to statlon
in the Arabian S?a. The hal-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 fly the rescue mlssion“
£ -to board the KITTY HAWK along with the hellcopters-sl.
However, planning, intellligence, 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.

W/(S) On 24 Nov, the JTF staff began to develop a list of

contingencies. :""r—h'l{' 1ist was modified throughout Nov and
Pf during a COMJTF meeting ‘n 29 Nov the list was
reviewed extensively and further modified., Each of the
commanders began to galn confidence that an operational
capability was developing.
il MAAS a result of considerations which were evident
prior to the 29 Nov meeting, COMJTF recommended to CJCS that
the helicopters be moved to & 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, 6perationhl security was of primary concern.
Hurveys -were conducted at the -US Army Yuma Proving Groundd

(YPG), AZ; Marine Station, Twenty Nine Palms;. and Indian

:Eppings AFB,HpeurlLas Vqug‘ Ngqﬂﬁﬁk' YPG was selected

because of its isolation, facilities, terrain, climate,
range availability and size. CJCS concurred with the selec-
tion of YPG and the helicopter detachment personnel moved to
YPG in a“n 30 Nov. 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

expertise:
- Intelligence (two officers)
- Weather (one officer)
; Communications (four officers)

- Logistice (three officers)

- Operations (15 officers) -

- Administration (one enlisted and one civilian)

Y ~GLz

L=

éer detachment had flown 195.5

o

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

cﬁhﬁn The €-130s had flown ﬁhyG'hours 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 _t_)lack out landings. Mission aircraft had
~Béen modified by installing additional ‘center rails"’
w7 accamodade: €04 . fual- bl:l.vet.n‘dm[
df"!ﬁﬂ"f 4‘J)elba.- had rehearsed for twoc weeks and had
procured and modified additional equipment.

e. W ommunications activities 'to"this"point had
cp,nl:ered on. dﬁwgﬁﬁmﬁg Miom 1o eslons

'B'é;‘ween the JTF in"the Pentaganj,gdn.pgy_TA-
: ”"tpgnu‘;g‘ﬁfﬁ:t ‘secure voice and teletype
permitted the r;;;id exchange of sensitive information

——

El}gougl!;_gloaqlf';-con_trolled facilities. Communica-
{ W¥lons. Efhnning'.continued’:with emphasis.on the usé:bi'
DELTA-_‘of portable manplck” satellite terminals backed
\Up by portable HF radios. Thé’istortage of sat&llite
"I,'.‘:E'erminal_s_gndh. reliance on HF was a major concern at
this stage. It was envisioned that the Joint Communi-
cations Suppo\:'t Element (JCSE) from MacDill AFB, FL,
;would provide the deployed JTF Headquarters with the
'facilitiea_—;e-e;ied to maint;uin reliable secure communi-
‘cations with the NCA/CJCS and from COMITF to deployed
'subordinate forces.
wy&’i Logistics status - No logistics constraints
existed based on stated requirements from the units.

I Miscellaneous _and equipment

"were obtained and stored with expected user units.

ﬂ—

}

This material included such items as 18 AN/PVS-5
night vision goggles and 35 Kevlar vests for helicop-

ter crews. The Rangers received four dirt bikes

) 9 {motorcycles), ujeeps with

36 camouflage systems,wand various

S DRAFT
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‘ Mthréélﬂ-zn Mules,
“iﬁd""ﬁériwl@ﬂnntities and types
$Emvaitioadnand weapons. Fifty-eight 50Q gallon
EBtYaps 1b1e¥E 061 ogtle “(hlivets), seven M-274 Mules,
-’E'i'ght forward area refueling equipment (FARE) units
“with_.100" GPM~: puitp'“'systems;- and numerous paxpchutes
and ri9ging equipment”wére~provided to the[Airborne’
Test Board at Fort Bragg’/ for prepavation of an air droﬁ
‘of 3p-4 £or hélicopfariréfueling eguipmenti.i’A test
dror on 25 Nov of one blivet load was conducted
:‘gt Fort Bragg and was totally satisfactory.

g{u]M-" The weather support to the JTF staff increas-
ed significantly during this period. The mission
weather officer prepared dalily weather products that
included satellite photos, low level helicopter route
forecasts, and long range forecasts for Middle East

and US southwest desert regions.

h. I The status of intelligence was gener-

c ally impro;r‘i_n;.“ Better evaluation and interpretation of
incoming reports was possible. As intelligence hold-
ifigs increased, the puzzle became easi'ér to assemble as

“the edges and cdorners were sketched in. Also, as time
progressed new contacks were developed within the

intelligencé community, procedures were streamlined,

and standing requirements were established. ‘BatteEnE .

Lo ~
of indigenous activity were outlined.L—
|‘ . -

All this contributed to a steady’




“rIse in confidence in the intelligence picturE_

i .

i(()),(-a'f 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.

ARR-1-25
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30 November to 24 December 1979

Ay

INITIAL TRAINING IN THE DESERT {U)

(U) #) Preceeding the helicopter detachment move to, YRS, .
a Marine Colonel and a staff of two coordinated preparations
with the Army support base. Adequate, though austere,
facilities were pgovided 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 by;e¥dt ‘coast

L MKG quhnd fourl%rom ;Ap_lﬁ onjthe 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.

‘
. el T

(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 metecorological conditions (IMC). Techniques
for making nco-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

AARR-1-26
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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 eiercisei%ﬁﬁyia?which would rehearse an integrated mission
effort. The exercise would involve MC-130s, helicopters,
DELTA personnel, Rangers, a Combat Control Team (CCT) element,
and a sihgle AC:-130 gunship..a 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.

v} ey ' The DELTA force!arrived aboard a C-141 during darkness
two days before the exercise. '_I'hey used tapes and stones to lay
out a simulated embassy compound 8%t 35 miles. north.of..the
:_r_unway “Bhd™95 niles ‘notth of' the Bain.,, A CC¥.set up:simulated
-targets for the 3gtirtship.i A small, relatively level area 4Bout
tgn.M to the southwest of the simulated compouﬁ-d- was

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

y ' '%,,On the first night of the exercise, helicopters
with DELTA aboard would launch from the &G 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 '.bl'ie DELTA force on a one hour

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

R - oo ionc, o o

g
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make the assault, call the helicop-
ters in for eg?raction, and then returp 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 dangerocus to
lanﬁ in the total darkness.
.1Jﬁqu) The folleing evening another exercise was attempt~
ed. Lights were prepositioned on the LZ to assist the pillots
in landing. Although‘the lights would not be available on
the LZ during the actual mission, it was felt that this
assistance should be provided to enable the refueling and
subsequent events tc be exercised. The flight leader had
similar problems with navigation and after several attempts,
the helicopters landed. The C-130s made®d low identification
pass over the gf&und party before q;opping the fuel btivets.
‘On the second pass the blivets, hoses, a pump, .and a tractor
were parachuted.:. -Results were poor. 6n1y three of the ten
blivets remained intact while the remainder ruptured on
‘impact. The tractor experienced a broken front axle which
rendered it useless. The HC-lSO!s.blivgﬁ”I;;d had been
packed totr~Efghtly and when the restraining line was cut™to
-%ﬁégw the load to roll back (this.iﬁ?ﬁ%ﬁgtayity 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 properly- for the
tArop,.

;tﬁ (C) The exercise was a disappointment. Confidence was

soNRIL
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lost in the paradr;;“qﬁfthébfuel'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 ished.
(U)}zf/ Helicopter aircrew progress was alsc of major
concern. Entirely new techniques of flying and landing with
“night vlq}on goagles in tot&?rdarknass.wuha:g ﬁﬁly a two
“dimensional picture is presented, reguired considerable
expertise, _Throughout the training, proficiency in the use-
of the_ NVGs increased to a level never befbre achleved.
Bitring early traihing evolutions it wae obvious that the
Services did not possess the expertise required for the usé™
of NVGs envisioned for this mlssiﬁﬁ.‘@'ﬁsa of the MVGs had
previously 'besfil:limited to basi¢ familiarization. The
wactical use oEwthese devices had been limited to such a
degreah;hathHTv'a few pilots, Army and Marine Corps, could
‘&Ven address thetgupjgph& COMJTF and the planners recognlz-
ed that mo;; eiﬁerlenc?d helicopter 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. -
jﬂfT@]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 landinqs'yﬁtle
s'ing night vision.gogglesy: and ﬂgﬁgBB refuelin% (a new
procedure to be addressed later). In the search for train-

ing guidelines on tﬁe usa_p? NVGs, the hellcopter detachment

P ERCRET— I~-28 AAR-1~-29
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found there were no guidelines available beyond a three
flight introductory syllabus “From MAWTS-1 at MCAS Yuma. Even
in this training environment -pilc:ts only acquired about one
hour of NVG time during a three flight syllabus. The helicop-
ter detachment realized it had a long way to go when it was
apparent that a pilot would have to wear _E_E_ﬂ_'?\?@”for Ugreep
"five or six hours at a time.

SRR Y (’) « Training.-in, the uea_of NVs. became very deliberstel
(¥EiRequired appra!’t‘nt#‘twﬁ“teh 'h'burs “ofactual’goggle time
,__g_p:'a pilot to be&?{me_,proficient-and comfnnnﬁ__lnaathaif ’
““J88s . Pilots had.to become accustomed to having the extra
.,ﬂlghtmmeﬂ.-tontheis—hdade witile functioning within a
@‘Ef"degree ‘field of view. presgjﬁi‘ed 1n1tvo dimensions and ’

vy

: (\&)(f} m‘!pmgm the NVGs amplify available amblent -
'gyﬁg-:=and are most effective when__,-:he,re ia moon illuminatlon.
‘*¥fey,.lso provide best ‘resulfs, when used at:500 ft AGL or
“$pwet. - The Taircrews alsa,found ‘that for long_gﬁti:ﬁg_av-of;’
“E{npesdihiére vas At sEEEBYED] lade-vot £ between what!'Vas'
‘réijuired to navigate ‘precisely and goggle effectivenes;s:,that
wwawid ~allov ;t Redis" fiy**"é‘a':ﬁzdftabimweam 1000 )£t *

Jbo_._g;gt_x_nd 1evel::OVEE extend® periodsy

“YEB9og9les and,.depending on source insenajgam(reould. wash

b ;",ﬁ;{_lg_lpcl_:__ﬁ_ﬁdt;'th‘e‘i’bﬁé'c'glé's .eptirely, rendering them useless.
Therefore, the pilot wearing the goggles had tp hate his side; .
of the cockpit and the center console totally blacked oiit.,"" The

o,
pilot not wearing the 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
effort by'Both pilots.(_?he pilot using the goggles can not

read the aircraft instruments and his entire scan is outside

the cockpit. Information such as altitude, héading, power
1

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

———u .

“ithe goggtes~I"This transmitting of vital information is very

important during”landings and take offs.

”

navigation problem. The aircrews found that with thorough
. 4 . —_
map study, coupled with the use of photography, precise

(C} This team effort becomes more important during any

navigation was managable at low level in a totally blacked
out mode to the‘point_uheze*gilot_dead_reckoning (DR) was '
more accurate than navigating using either the Palletized
Inertial Navigation System (PINS} or OHBGA:? In fact, DR was
exact to an exceptionally high degree. This degree of compe-
;tency was achieved thfouqﬁ long hours of ‘practice and the
es;ﬂbiishﬁéﬁ;&gﬁ&g@-ﬁﬁec}ser continual dialog between.the
WREpilots. ’ -
q).(cﬁ The maps used were JOG (AIR) 1:250,000. The pilot
navigating would tell the other pilat using the NVGs what he
sgguld_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 thacv was clear and concise. The pilot on NVGs would
likewise describe_yhat he was seeind ‘A& ‘accurately a&. possible
to be related to the charts. The verbal dialogue became
tailored to~eash.orew as -they trained and would continue from

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

e e —— . —

!' _.,(',I‘S) Faced with the disalp‘pointing results of the air ‘
‘drop fuel exercise, the JTF began to explore alternatives
for ’refueling. ‘One alternative was to 'drop the fuel on the
first night of a multi-night operation.~ A small team. would
paradrop ;in 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 _1_:_]19_._( Fulton recove}}_ﬁ;thod. Another varia-

tion was to drop equipment only and determine throughw
o _hether"‘ﬁﬂe'ﬁl-i“‘iets remained intact and undis-

g SRR I-31 : AAR-1-32
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covered. Although these options remained op.en 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 t'i-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 MC-130s. Indigenous forces at
the airfield would have to pose minimai threat to the fo:ce-
as it captured the field. One airfield,gNain (Na~en) Mili-
tary was found to meet these criteria. It is located northeast
of ."Nain +eity. on-the -highway to Anarak. This field previously
supported an IAF electronic warfare training rangesi After the

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

o
. ‘man security and.-maintenance force remained_._
.(D - 1 ottty - — te
Lo “ntimately familiar with the range were consulted

and’ provided important. Infogmation.” A USAP officer who previ-

tand was very fami-l'-i-at with the inatallation, was also consul-
t'ed.. s a result of these consultations and analys-is of
*m!photography,f_tr!_e.-_"!'_q_'l_'f‘ determined that it would be feasiblq“qto
‘sBecure the airfield and 1conduct 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. |
'@M To support the operation, an existing USAF refuel-

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

- FGP=SECRET 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 bhladders

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. ‘Dne 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 conéhcted”ht MCAS Twenty-Nine Palms Expedi-
tionary Airfielg (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’;Nainl
option"” was pursued vigorously. The airdrop procedure was also
refineé as a secondary option in the event the‘Nain!operation
became infeagible or ;-suitable drop zone became availéable.
‘6‘71;% During December, the mission weather officer contin-

ued providing daily weather briefs to the JTF staff increasing

the Middle East interest areas from Iran_}

.-j-—f,-—t:E’IE%ELTA continved 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 Toute
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to Tehran, vehicles to transport the force to Tehran and

answer a number of EEI.
g On 11 Dec, COMJTF requested that_

n ﬁ-n {2 Dec, after an analysis of all optioné,fthq
spotts’s tadihniﬂ.;?iﬁ‘é’oascs ‘Rooseve)ti§freet from the northeast
corner of theicb@péund%;Eghselgcted'éhithe'primary LZ. This
required new planning, coordination, and training on the

f; part of DELTA, the gunbhips. and the helicopters. Unsure

COMJTF, on 14 Dec,

received CJCS permission to develop & concept which called

O tor _ An airfield “called
Semnan New;‘locatad-JJS miles east 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 remained. It was estimated that ®=-141s
could land at'this field under the cover of darkness and

ﬂ-— offload ?Botht DELTA

were

abundant in the Iranian Armed Forces and so it was determined

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

at the Aberdeen Proving Grounds,



“river training continued until 27 Dec.

.@@1 The identification of Nain as 'a 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-1308 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 to carry more fuel in additional internal
auxiliary fuel tanks. Second, it would permit DELTA to
remain longer in the CONUS for training and, in ghe event
new intelligence became available, changes to '.i)EL'I‘A planning

and training could be accommodated. DELTA forces could be

A i- moved into the area using C-141s

] . _

to the carrier task force in five 'days.' Although it was

A considered feasible to movem
IR - ¢ houco ana then fiy

them to the aircraft carrier, it was not feasible to Exrovide
cover to DELTA ancjl__th_e_ir equipment by using this progedure.-
Q,e!)(u) There w.;;.a need to develep new communications
arrangements and procedures and by 18 Dec some progress had
been made to support the following command, control, and
communications concept. COMJTF would probably be located at
a base in the Mediterranian region. This required communi-
cations with the aircraft carrier, the MC-130 base, the,
v ' MC-130s, gqunship aircraft, the Ranger force at Nain, DEL’I‘A."/«
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 headgquarters. 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 extremeiy low, prompting
additional efforts to improve HF reliability and a search
for additional portable satellite commun'ications equipment.

{U) + Representatives from CINCPAC al{ﬁ USCINCEUR arrived
in Wwashington in December and participated in planni:ng and
coordination.

@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-—I303|’to and from Nain, six
ﬂjelicopters,.H.I;I;,';I'__}'\,;..anﬂ‘-kangera at-Nain\.,ﬁecond night -
five MC and(éhré; 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~1'30s, six helicopters,: 19 DELTA,
two CCTs,{ three Rangers and offe™iC~130, l

(ﬂ)fU) The rehearsal scenario call;c'l for the helicopters
to fly a two hour navigation flight to the Twenty Nine Palms
EAP Ig:ti_sed to: simulate Nain), where three MC-130s would be

waiting'w_it.t';ifﬁﬂg‘ra and._.three Rangeré'to control the airfield.
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Once refueling was completed, the helicopters would fly a

S S

1.5 hour navigation flight to the Barn At YPG then to a hide
out area 120 mileg no‘rth..f 'Ihere the helicopters would wait
until the next *dei'ym for the call/fggoq eg{.'rp-advising that
they we’re"’ab'_gut tci'go "over the wall™ at a simulated compound.
DELTA ‘would proceedmto a simulate.c‘l"compound
which was a small set of lighted buildings ﬁ'_'é'ii"?‘the':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. )

L@jpf)(u) The rescue s;lan called for abandoning the helicop-
ters'fat 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 ‘from MacDill AFB‘ for the first rehearsal

and remained in place at YPG.

(U)&) On 14 Dec, several DELTA personnel arrived ahead of
the rehearsal date to condu;:t.'enother !iest cf the ailrdro;
method of refueling'. This was accomplished on 17 Dec “with
two helicopters and one _HC-Tin dropping Tour blivets, one
-pump, and one tractor. The drop was successful and all
blivets and othef equipment remained intact and were useable.
The force refueled the helicopters and experienced no pro-
blems.

.W l'L'I'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 portable:satellite terminal was f£irat testBd. . This new

Médis, the PT-25F"held Profise for greater availability of

satellite terminals to all ground elements and‘.reduced reliance -

—

on HF.

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

CA

-5

all units redeployed back to their training sites. The

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

‘DELTA resumed training_concen-
trating on_ weapons training and plans for the

assault on the compound. The Rangeiéis",iconcentrated on training
and plans Eor the'i__!}lain and Manzariyeh options.

(U)_LC/)’ Operational security remained a major concern. It
was decided, ‘with 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.

(v Between 9 Dec and 23 Dec the helicopters had flown
153,0 hours of which 140.7 were flown at night. Between 3
and 21 Dec the C-130s h‘ad flown 159.4 hours (144.0 at nigh_t_?.."_.

b} (!-/) Modifications regquired 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 equipment and engipg
sand separataigﬁaha installationmbf armor plate aqd the:
‘SeIf contained navigation systems. To provide an onboard
‘navigation capability to augment the primary method of naviga:E
fon (bisugl_“téfrain folliowing), inertial navigation systems
‘that could be installed ‘were reviewed. 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 ipitiated and zerocized 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 remafn plugged in to ships
electrical power until just prior to mission launch. Transfer
Rf.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
mmaintained on the RH-53Ds until they were started and opera-

;

ting.'
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_éu\u‘r During this period plans were made to equip all

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

& oOMEGA. 7?\';3:;__;‘1;1:1 c_g:{ seven Northrop. Cardinal systems*
were availabléiFrom.the contractGr. 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 Alr Test Center team

.,“to install the system on the six HM-16

aircraft. The six systems were installed_

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

/Subsequent mission planning. identified the require-
ment for two additional mission RH-53Ds. Three Litton 211

»

systems were obtained. These systems were scheduled for
installation in mission aircraft and one for installation in
a training aircraft at Yuma. The Litton 211 was selected
because additiona.} Northrop Asystems were not available.

Also, the Litton 211 had been previously installed and

by C-SA-n 22 Dec and embarked aboard NIMITZ

for tramsit to the Indian Ocean. A special modification

successfully tested on an RH-53D. Two RH~53Ds were airlifted

team configured both aircraft with the Litton 211 OMEGA
system during the transit.

\u) (/) 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 equipped with Litton 211 OMEGAs
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aboard NIMITZ, HM-16 had eight OMEGA equipped RE~53D helicop-

ters.gi) |

) 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.

CET Three PINS systems and an INS technician were
provided to the mission aircraft for training.ap.Ydma.
These systems were eventually delivered to the NIHI%Z prior
to the mission to provide a PINS in each mission aircraft.

Qﬂ;ﬂf 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 8o 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?si(t]

/

Y

(?é) COMJTF 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 was conducted. Areas to receive special

emphasis were planning and training for Wain and Manzariyeh,

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

The CJCS,

the JCS8/J-3, and the Army Operations Deputy attended the

j;;nmeting on 5 Jan, honitored DELTA training, and received an

g3

update. They m;ae 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. -

QJ)LZ? The helicopters began flying at ¥YPG'on 5 Jan and
continued to refine navigation proéedurea and techniques.
Three RH-53s were delivered ffom yo;folk by 7 Jan and the
total complement now numbered ten helicopters. More training
was conducted using the OMEGA and PINS navigation systems as
aids to navigation. The primary method of navigation,
to identify navigation check points and to avoid mountains
while navigating at altitudes from 500.to 1000 fééETAGLf It

had been established that prior tﬁ takeoff a forecast for
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visual meteorolcgical conditions (VMC) on the mission track

was required to execute the mission. As they progressed in
training during January, the helicopter pilots perfected
techniques 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. éoncurrently,_
iﬁ_fb‘%‘ia’iﬁ‘ Iranian weather o;)aer\)-ntiqnmrepnrts
< from various locations within the country as a further means
of evaluating the effectiveness of weather forecasting.
That service contx_nned through 25 Apr. The Commander of AWS
was in-briefed by the COMJTF on 24 Jan 80 in preparation for
the allocation of additional rescurces from AWS for the
missiPn.
Mission deployment and employment planning contin-

€. ued. By this timm_had been selected as the

probable staging base should the mission be directed. Exten-

sive planning 1ed to a base support plan,“

- Flow schedules for deployment were laid out.
_ analyzed to determine

which base was more suitable for the first night when the
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FJ&-HO&' would land!lat Nain—offered OPSEC

advantages but required 'tankera to 1nc1ude air refuelable,

f,ﬂ tankers (ART) for pre and post Nain refueling. -The MC-1308

Z, o ———Aici0:

efuelings would have been required ana the

Taircrews would.' have been too fatigued to fly the demanding.

E mission the next night. For these reaa_

P b @1 RTINS 1 gy TR

Meveral more planning conferences were conducted.

A[ DELTA mission requirements had grown_
J . - . . .

Equipment was added as more was learned

from mt:elligence and the actual exercises. It was determin-

mgld__thq};ufour vehicles were lngufflcierﬂ_f

.. A selection |

T

oL - 3
C .process- ai‘sgﬁbqgan;-,to ident ity Pargi (Iraniap_language}

spaakingyPQN--and Perpian@and to begin a concentrated

The training program was accompli-

-‘M

it was the nearest metropclitan area,

- girre Smp T

in a large city {(Tehran}.

— e

M The number of ﬁelicopters required for the mission
was a matter of considerable discussion and analysis through-
out the planning process. Early in the planning process
when E_DEﬂl‘ﬂmihad been scheduled to launch in the helicopters
from the aircraft carrier, three events were key to this

computation. The total number of operational helicopters
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required ,.to...extr‘act-ps'['sTi 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 with: equipment .computed For an individual
-‘gé_ﬁ};_-we.iqp&?,m270]’,poqnds_. 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.
%PST‘ In Jan B0, DELTA requirements increased. Several

new factors drove the number of personnel and amount of

A_ equipment upwards.

P T

C to the compoundr

.a.new plan to extract the hostages and

rescue force from the sports stadium across Roosevelt Street
was developed. Addjtjonal persérnnel and equipment were

requii®d. to provide for a supportVaabum

”the stadium.

&

Adﬁltlonal ammunition was required 5‘.0 secureg

o_ -escort’ the hostages to

the” stadium for helicopter picku'p."f* the securig:y

Q force and a few additional people“required in the compound

A B

inckgased the December requirements .to a total of-
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personnel with a grand total of 7888 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 Naig. 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 net increase in a
direct proportion;

L jﬁﬂTP)A 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 lauhch, for a total of eight aboard the carrier.

W’ To cover t_his requlirement and to allow for any
needed future additives, COMJITF reguested that CJCS obtain
authorization to deploy two additional helicopters. Two
additional RH-53Ds were put aboard the NIMITZ _'
(u),;;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 worked to include the need for opera-
tional communications, engine topping procedures, additional
maintenance inspections, ete. The QR rate was not what
COMJITF felt was needed and several discussions with the Navy
staff resulted in initiation of special supply support
procedures. The OR rate began to lmprove significantly and
the Navy Staff and COMJTF closely monitored the dajly
reports. When spare parts or technical assistance was

required, it was made available immediately.
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@” 42T 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 executicn 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 agteed that a gradual
increase in sorties would be accomplished.
o 25) The Nain plan required six MC-130s for the first
night and six fo; the second. The'psnF Tactical Air-Com~
mand (TAC)ﬂ possessed only three ailr refuelable MC-130s

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

The only refuelable, for-

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

resources would be needed for the mission, representatives

—arrived in early December to conduct joint planning

£ 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=A30 was flown to the CONUS. The -available MC~130 fleet for
traitiing now totaled four.
(}&”f_nc:130'gunships had. been deployed earlier to the

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

the best -qualifiéd for.the mission. To protect OPSEC, the

Qnd a crew returned without aircraft 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 hellcopter 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 equipment 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
Officer on the mission. He solicited and received assurantes
of support and departed the following day. Several eguipment
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.

(qs)fU)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 famillar with the
terrain, airfields, and overall environment. They also
needed to fly long range navigation flights similar to the
ones planned for the mission.

() (71 The MC<130 aircrews and DELTA forces agreed with
this plan. The aircrews needed to fly long missions requir-
ing air refueling to practice precise navigation and timing
over extended routes. It was alsoc felt that DELTA should be
exposed to the long hours required in t..: MC-136s for their
mission. Rest for tﬂe DELTA force was a major concern as
they would he required to fly throughout the first night,
first on board MC-130s and then aboard the helicopters to
the hide out area. The MC~138s were equipped with mattress-
es so thatfﬁppTA personnel_could travel 1p a prone position
if desired. Tﬂbﬁaangers had similiar aircraft configquration
requirements.

{y) Sikﬁteqig Air Command (SAC) planners had been
involved minlma{f;:ig this point but sufficiently to plan

and schedule KC-135 air refueling training missions.

‘“l"'h_surquﬂteam was dinpatehedito the Las Vegas area

" i, sam

-1

Tor new ttaininguﬁites? 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) W A relatively littlé,:-.u'séé--cbnc‘rete‘ strip with a
building complex called Desert Rock was used tq.simulate
Nain. 1Indian 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. ”The airfields were
more than adegquate 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 comblex_f was made
available. —»I-ts--—éimilarity 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.

Wu{) Total pé‘r':sonnel and alrcraft planned for the rehearsal
were 8ix helicopters with a spare, four MC-130s, two KC-135

tankers, -DELTA._qp_dn\angers.

ym Rehearsal plans called for.Runqeré"to”a‘epart
p‘ Hurlburt Pield on one MC-130" and -DELTA to depart_}
Bn two M(:-!B()s.“i Qng;‘.ggqg:-mﬂ 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 HC-1303 was less than planned for

' the mission (no additional aircraft were flown in“

Refueling trucks’ were brought from Nellis AFB to simulate the

[._: 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

A

DELTA personnel aboard would make a low pass down the Desert
'Bgcg,runway to verify that there were no objects on it.
This_aiggraft colld not land .on this approach because the.
landing gear can not be lowered=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,
"#duld land assuming the runway was clear.‘iTha Rangers, with

jéeps and motorcycles, and be

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

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

ﬂﬂg‘) The rehearsal began on schedule. The first MC-138s

got airborne bué“éiﬁrﬁblem develeped with the KC-135 tank-

ers. One went down for maintenance problems and there was-no

spare. Accordingly, thé f;rst hight's operations were ca;-

celled with the second night's operations to be conducted

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

.the second night oéeration was simulated by a six man

qqéahce party which-had arrived pravioualy? An early lesson

!'u;d been learned. ﬁg,quiramn;n;;q';(fual and timjog). for/ tanker '
aircraft must be established early to .allow proper coordin-—
ation and assure spafe,aircraft'are availahkg;?

0j))£ﬁ’ It was decided to continue the helicopter portion

of the exercise. Seven helicopters were scheduled and
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manned with six scheduled to takeoff. Six helicopters
launched. About an hour after takeoff, one aborted due to
an unsafe nose gear indication and returned ta.s¥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 RH-53 experlenced cockpit indica-
tions of an impending maln rotor blade fajilure. He landed
in Death Valley:apd a wingman accoﬁpanied him. The mechan=
ical blade failure indicator was checked and it also indica-
ted impending fallure, a condition which rendered the
aircraft unsafe to fly. The alrcrew remained with the
aircraft to 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 valley
hideout and to the north and it was decided that it would be
uvnsafe under training conditions to s?ﬂs_‘spe helicopters
forward frofi"Dedsrt Rock. 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 oll leak. While the system could have
been serviced and the helicopter could have continued on
“"the actual mission®”, it could not have been repaired
without expanded malntenance. The decislon was made to take
it out of the exercise and repair it 3t K YPG. Another
ajrcraft 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

aircraft remained in the rehearsal.

I-52 AAR-1-53



avcsmea—  DRAFT <GONRBERRL—

ﬁﬂjﬂ%’ The next morning the lead helicopter, after being
repaired in Death Valley, rejoinedh;he rehggrgal'Qt 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.
gtTﬂﬂThe second night, the weather was favorable. All
;}, MC-130s and KC-13§3 got airborne and completed the mission as
scheduled. Pre and post Indian Springs refueling was conducted
over Oklahoma and Texas. The HCf1?Os landed at Indian Springs
and prepared for refueling.kas“aangarslcs'e‘éhﬁbw-the aiufield.
!p}y!ﬁ §}x:DELTA personnel proceeded to the compound by
way of trucks ang! 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
%\ |were released by- the_DELTA controller. Others landed one at
a time as space became available in the HLZ and DELTA called
them in. ' T
(U)yﬂ& The helicopters, as planned, proceeded single ship
to Indian Springs where &hepnc-iahs;and Rangerﬁlwere waiting.
‘the aid of“ new IR lénsEs diftstheir-landing lights and night
vision goggles. There was no visible light.
it @ﬂ (¥ This portion of the rehearsal had been satisfactory
except for mdjor air coerdipation ptoblems.h 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 u;ing
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 required
more planning and training.

MCOMJTE‘ 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, airfield control, and intelligence.

Each of these items is ‘discugged below:

.

R - :<:pie to osking froi

These studies had been very useful dur.i.ng planning and were
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-—T(: Iranians and Soviets could deter=

mine that unusual .activity was occurring. COMJTF requested

V- ¢

}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 RH-53 left much
ta.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=

“icult to understandiThethelicopter crewd—did ﬁbﬁ“bonsideﬁ

the capability useful for urgent tactical transmissions in
case of emergencied.. It was decided thaty{Ke helicopters
would continue with“ggggcure radios-and ‘make calls only when

T om0 -

necessary for eﬁ;;;:ﬁbies or when 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?Q;zbesa: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
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simulated or actual enemy territory, unforecast weather was
to be judged on a case by case basis ‘and the declision to
continue would be a judgement call on the part of the flight
leader. 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 if impenetrable unforecast weather occurred or if he
could not arrive prior to daylight.

;ﬂfiﬂjﬁﬂﬂellcopter Rellability: 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 1if it had been on the actual mission.
COMJTF directed that the aircrews continue to use training
abort criteria with a realistic emphasis on safety. The
detachment was to analyze each tralning abort to determine
whether the aircraft could have safely continved the rescue
mission. It was determined that well understood criteria
for go/no~go shoﬁlﬁ?ﬁgrdeveloped and utillzed for the actual
mission. The number of alrcraft required for the acé;al
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 hellcopters
afloat and periocdic assessment of the number of helicopters

required on the NIMITZ.

GJ)gﬁ Communications: The rehearsal validated planning
factors and the need to further develop communications.
There was a growing number of subscribers and redundancy was
required. Ag«that time the communirution equipment included

Y . -
two types of portable'satellite. terminals, HF, VHF, and UHF
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portable radios, the larger mobile equipmené of the JCSE,
‘and the organic equipment of the various elements used for
taera-unit needs.

GJL&;E?C?)Development of additional communications require-
ments waé laid out to refine the configuration of the PT-25
sdtellite 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 red&ced the intercept problem. Of major signifi-
cance was the successful use of this system and the PSC-1 from
an airborne MC-130 apd RH-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—coérdination between the MC-130s and the
helicopters required 'refinement. Fuel requirements f;} the
actual mission had to be verified. It was agreed that the
helicopter detachment would fly more long range missions to

verifx fuel requirements for the RH-53.

/{,B?ﬂgﬁiirfield Control: The air traffic control at Indian
Springs was unsatisfactory. Consideration was given to adding
ani“Rir Foite Combat Control Team to the JTF, thereby relieving
the Rangers of the resp?pgibility for air traffic control~
However, the need to hold the number of people involved in the

mission to only those absolutely required, both for OPSEC and

e HEGRBT I-57 ARR-1-58
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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.

'3

It Q;mained, hs;ever to obtain 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 currentwsituation in Tehran and "the status
of the embassy jﬁﬁ?%ﬁé?ére it was overrun. As time passed, the
intelligence available continued to improve.” .
LSH(U)The conference ended on a note of growing confidence
because 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.
APST 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 éboqg:the_Nain operation in that it
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could be compromised on the day following refueling.
W By mid~Jan, the J-2 had conducted detalled studies
and found only one area which had any potentials now called

Desert One. COMJTF reviewed the data with CJCE and JC8/J-3.

The area had potential but the JTF required more information

before it could be accepted. _

Wﬁ‘ollowing the JTF conference, a meeting was conducted
Al R i -

accomplished and a awrtea of requirements was developed.

..-:]

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-130s were fully tasked and there
was not much marqil-'t for an abort or a damaged aircraft. At

that period in planning, one of the MC-130s8 was tasked to

el I
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return _'tb; Nai‘ndduring the second night to pick' up Rangers
who would remain behind with Farsi speakers to maintain

JA security Zfﬁﬁai_.n after the helicopters and MC-138s departed
the previous night.

/In discussions with HQ USAF and MAC it was decided
to begin a training program to qualify C~141 aircrews in low
level navigatio'ﬁflll.ﬂﬂﬂ AGL)'_through_mountalnousi terrain and
"to land .'.ii'x'ﬁdé‘.i:‘t‘?giiced runway Siighting, at Manzariyeh.! This

\ concept called -Rr the C-130s to land without any visible
lights, Aftep they land,g_d,,(:ggg'gqra_,;ceﬁld place dim lights
8ty the approach end of th&WiHWEY“and two fur}ﬂ_er down to

-

mark the departure end. On 21 Jan, twb hand picked c-141
aircrews went to Hurlburt Field and began to train Jﬁﬁ(};_t_he
ﬁﬁﬁl” crews. During the following two weeks they developed
the capability by flying i¢x]41s in black out conditions and

became missionuc‘;bhble.

m During the last week of January, specialized

‘Ranger training was conducted gﬁfﬁthe Nain airffg‘lﬁ&;" This

"training was an‘dug'i.é at ¥UrlBurt whire a compaund wag
eEE’éted that resembled the snp;io;t_“area at Naiﬁf".' At the
completion of training, .the Rangerggfelt confident they

“@¥Gld take and hold N'i'i}l.j By now more intelligence was

avajlable, It was judged ‘that Nain had no more than one
MAt . nightyine more .thantig=i5 -gquardhy,

WOQ&WEFG ) 1l A TY LT t;y|;. .

(>

_?hoad watch teams would be established in

case °.£ discovery to stop vehicles. Should anyone approach

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

T ENAYAr. hldiElier T they bgcome, susaif-‘iﬁm

-

A another refueling option to replace Nain and 1ts assoclated
risk of compromise;

(S) The AC~138.gunship portion of the plan was proceed-
ing well but it was determined that more joint training was
needed by DELTA and the gqunship aitcrewsl.f Selected DELTA !
personnel went to Hurlburt during the last week of January
and worked out coordination procedures. The AC-138 crews
also had to further validate the capability to safely flre
their weapons with external fuel tanks installed on the

Caircrafpe This was accomplished the last few days of

January.

0




DTSRImOENTAL

1 February - 16 February 1980

The Third Rehearsal

Nain Plan (&8)

M&f Considerable individual component and joint training
had been at.:complfshed during ‘I:he 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. v"I‘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

Y

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

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

£MCE130s, sik.-KC+t358,  sevep, helicopters, -DELTA to include

idrivers, -Rangers and one ACJTW'Eunship.;J’

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

Q‘ icing cond itions“precluded g’l‘ipﬁéhiii’fq":ﬂxe Mc-1308.

163, .

The rehearsal was postponed 24 hours.

ﬁd 487 The following evening the rehearsal began with all
aircraft arriving on time. . The HCTI30$ flew eight hours and
landed on schedule\ét Desert Rock. The helicopters after
having flown three hours and forty-five minutes were only
tBO’Qeconds 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-mt evening the -
scenario at the compound went much better than previously, but
‘ane _helicopter migsed a cheak--point and was late.

(U)M Sky conditions fﬁﬁ#:_thex;compound to Indian Springs '(50 4
siles) were 1,500 overcast and rain, but the helicopters
made their way through the mountains safely. dAt{thdian
Springs 'A’P_E‘*_l’thé air traffic coﬁtfc.al was marginal. The rehear-
' sal was concluded and the MC-130s and AC-130s ireturned to their

N

departure base using air refueling. The six helicopters

;t"Ind‘ian Springs and returned to Yuma Proving

Grounds. ,

W COMJTF called for a post rehearsal conference at Fort

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

more work was reguired. -}7

considerable confidence,

but

— Communications remained a problem. Later, a

".WSC-3 secure satellite radio would be tested.and adapted to the
lead MC and::ACﬂQD‘..d‘u‘nshipsﬁ"The problem of aircraft and
airfisla: cantrof at 'Inaigm:Bpr 'i‘ngé'} remaing@d. I was dec ided’ tq
bring a USAF seven man Combat Control- Team. fnto the progpgme.
Despite the disadvantages to OPSEC of adding personnel, it was
judged necessary to accept the trade-off to gain experienced
and highly qualified controllers. The CCT was sent to YPG to
conduct joint training.
::’j:e“f(u)On the positive side, the helicopter pilots had
demonstrated exceptional navigation capabilities in demanding

weather conditions. However, they needed more work since

i
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one had falled to locate a check point during the rehearsal.
By this time the detachment had flown a total of 412.4 hours
at night between 9 Dec 79 and 3 Peb 88.

(U\) %)M The refueling operation was judged to be more than
adequate. OPFSEC was reported®by NSA as the most improved.
they had seer™MM a serles ofmilitary exéé&ises'rﬁﬁ"éh’qﬁt";
édpters .made ‘no radio transmission duri‘ngi"?:ﬁ;-.::m_a r ehesxos

‘MTQJ)A series of contingencles was reviewed and the

commanders gained 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 platﬁ%%i;;fn strength was that it provided the
needed resources, redundancy, and flexiblility to continue
the mission once it got underway. The planners and the
commanders collectively had confidence that a capability
existed for the rescue.’ Needed now was more intelligence,
additional training, and a plan to refuel the helicopters at
Desert One. With these factors In hand the risks could be
reduced significantly. Considerable discusssion was given to
helicopter rellability, It was the judgement of the JTF

that the eight helicopters aboard the NIMITZ were sufficlent

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

C concentrated even more on intelligence, -
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11%13 action would preclude Tehran radar from vector-

—

Thg -any "f'l'i;hté'i'hijlaunched féif the nearest basé_

EIRE T o ot PSR —

w@ircraft on the grouﬁ”

-
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Iranian revolutiog, {2 Feb) tl_'gere was an intentional break

_down of almost all civilian and military structure’.‘"_
L e e s Tty P . * o

-

_ This analysis did"not suggest that

the mission could not be compromised. It did verify plann=

e

ing concepts which took advantage of the situation. It also
verified the overall operational 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,

e e

ry ——

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

Several tests_'wei’é conducted and the system was improved to

the point that—could be reported

“to the COMJTF withim one to five minutes.

N . aaywew
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ary to 12 April

.

DESERT ONE AND MFA- PLANS uaq(ul

W)’ In early February, the JTF had undertaken, with JCS

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

diplomats held hostage in the Hinietry of Foreign Affairs

A (MFA). Since unﬂumiforce was already committed to
.

'.the rescue of t'he hostages in the American Embassy (AMEMB),

Bther forces had to be identitied. (NG

identified and immedjiately commenced planning and training for

the nission S
AC :

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

it

\ -
/ 4PST In mid- February. intelligence indicated that some of

[k ] .

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

o assist in the planning phase. During

ey

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

AAR-2-9
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amount of tiﬁe required for the rescue force to remain in
the compound,

(v)

(P8r—The fourth JTF exercise was conducted 26 and 27
February 1988 in the YPG aﬂd Twenty~Nine Palms area. The
purpose of this exercise was to sustain mission capabilities,
iﬁg&;porate et expertise, and refine JTF communications.
For this exercise, the MC/AC-138s operated from Hurlburt,
conducting ﬁ&i;gﬁ?uellnﬁ?to and from the objective area.
fﬁé forces consisted of four helicopters, four Hc—l3ﬂs,¥5ne
Ré:l.’w,' 22 DBLTA.. pe.rsonnel,' 18 Rangers._-!and two CCT personnel.
Due to the CCT expertise, this exercise resulted in better
control of the alircraft during refueling. In addition,
communications between all forces were refined. The JTF's
confidence was further increased.

{1?$(§%ﬂThere 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 morﬁlﬁﬁ' 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 184 May the average amblent temperature at the
time of refueling was anticipated to be 39 degrees Centi-

grade, This temperature would Increase the density altitude

and limit helicopter performance, increasing helicopter and

refueling C-132 requirements.

A, C sy a6 mar, the ITF had proposed -thc NN

The information obtained would permit detailed planning

TR 1-69
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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 lranian government control and hopefully, of
their subseguent release. The plan, however, was approved on
24 Mar.

(Uhﬂﬂ On 18 Mar a JTF conference was hel@ at Fort Bragg.
One of the major subjects discussed at this conference was
the addition of C~1418 to be used during the extraction phase

of the operation. Plans were finalized to :1nc1ude two C-141s,

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

ters had to reach Desert One.

,{Q{(—Tﬁ‘f’l‘hroughout the planning period, operations-

continued to be expanded. On 19 Mar JCS directed the

movement of weather and communications support which- consist®d:

of one Defense Meteorological Satellite Program.|DMSP) Mark 1II

terminal’, 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_Wuni-cationg*.
fectlities. This was the first movement of egquipment 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
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 s'fm'giiing-

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

AAR-1-11
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utilized 29 PALMS EAF to simulate Nain and I;dian 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-
m’;of-ms-f;u?l-r";?'Os, ‘one:AC~130,-‘one C-141, six helicopters.
DBLTA¢Personnel - and Jl-Ranger®? The rehearsal was a success and
confidence increased significantly.
00 {2 In late March, in anticipation of possible deploy-
ment, three JTF perscnnel 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
toe 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 refueling. 1f pig xefuelable stretch C-141s could
operaté_fuel could be cached at a site in
Tthe .100: miTEYdTameter ‘refweling area. On 31 Mar with JCS
approval, COMJTF worked wjith MAC to begin a test. For the
first drop C-141A (standard) aircraft wergeutilized-and. then
t'ﬁ'é“C—Ml_ﬂ_, The capabilit};;' was validated by successful air
“drops during the period 1-14 April 80.

jﬁgz;The search had continued to find a desert landing

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

PEF il . I-M AAR-2-12
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_ He recommended to JCS that the plan be revised to
include Desert One and CJCS concurred.

(u)LBT'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 he 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
Eflﬁpnpirtraft 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 because i{—ih:_airborne refuelable and the AirbqQyne

Battle Command and Control Center {(ABCCC) module in it waa

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 two pumps, four hoses, and ftlter

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.

TP <Juiiibliisan _ 1-72 RAR-2-13
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12 April - 24 April 1980

’

The Count Down (U)

W’ On 12 Apr CJCS received clearance to instruct

COMJTF to begin planning for deployment, and to designate

E — 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 to:radjust themselves phymiologically with timg-
enough to ready:t:t-.héir aircraft and other equipment. 'I'heb
CJCS also instructed that great effort be made to é;mpart-
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)MA series of interrelated but separate actions were
initiated. ,An.alrdrop of 3dshldvéts by three stretch air
j‘efuelable. C:i.ﬁé'..haﬂ -been, previously?scheduled for 14-15
_Aprs: Helicopters would "Bfaetice refueling’ & the ‘Blivets
although the final plan was to air-land fuel aboard EC-130s

at Desert One. The air drop option had been perfected over

the months and the sstretch C-141 offered greater potential.

AAR~2-14
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COMJTF elected to continue with the event; to cancel it would
raise speculation and questicons within the JTF. The system
could be used as a contingency during the mission.

M(U)A training exercise was scheduled at Edwards Dry
iTake,. -An.EC-130 would land at night syeFE@RObY™§illons of,
‘fuel .on boa;t_if' 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 _and the concept validated. _
W On -15.Apry=<USN-P-148, A=6s and A-7s from the NIMITZ
and CORAL SEA began a series of air refueling training missions

E' with, KC-135s8 operattng- Thepurpbée’ was to
gualify USN pilots in air r.e‘fvueliné‘-from KC-1358, - Rescue:
-mission planning included the use of carrier based tactical air
support at extreme ranges to provide contingency air support to
the pescue-fort& throughcut 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 AmbiBsador.apigthen 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}

W‘T General: This was a three phased mission, the
first phase would be insertion of the force into 1Iran,
through refueling of the helicopters at Desert One, and
onward to the helicopter drop-off point fg;. DELTA and helil-

1:_ copter hide out area. ﬁc-i"ﬁ-a"éc-nggg would deparl--
with DELTA, a CCT p_art'_?j- a road security force and fuel for

the helicopters at\Dasert One. At Desert One, the helicop-
ters which departed from the NIMITZ would refuel, load DELTA
and proceed to the dropoff po.fnt.w
e ' W8 proceed to --a- :;;arby hide

he c-130s would return (JENNEER ™o xc-13s
ARTS and two KC~135A8 would be on EESE'f“Bh_’o"f"‘

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

E out area.

Navy TACAIR {f launched.

MI&)’ Phase two would begin after DELTA and the helicop-

ters are in place.

the AMEMB compound after midnight, Tehran time, calls for the
hellcopt;rs 'and AC-13P gunships and enters the compound. As’
hostages are freed, DELTA"calll; for helicopters to land in
the AMEMB compound as conditions permit or in the stadium as

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

WA LTI

pdlind, Affpther rescue tea rescues the

three men at the Ministry of Foreign Affaigg. A helicopter

picks the MFA Group up from a HLZ nearby.-j

e et st bt Ml e e S
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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-13gs Eron—

two MEDEVAC equipped'é—uls fro_l-atandby at Manzar-
iyeh. Mapnzariyehwis secured by Rangers and supported
-\ third, gunsW After the™*P=14Ts and MC-)385 are loaded
with former hqs't'ageé','_“thé“rescue force and the Range;s
E . depart ‘_Helicopters are left intact at
Hanzariyeh.{ During phase one and two, Navy carrier TACAIR is
on alert aboard the alrcraft carr'ier. 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 alrborne on station over the northern 'portlon of
the Persian Gulf, pupported by an airborne KC-135 ART tanker.
(U)(&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

-

zulu (for Tehran 1ocal add 4+38).
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PHASE ONE

%14052 - An MC-130, the first of six C-130s, is scheduled to
P‘,t mad security force equipped with one jeep and fout’

e e -
motorcycles, and DELTA personnel. Also aboard is the Desert

One Commander, the C-130 Force Commander,_&!\e CCT Commander,

the Road Security Commander, and h_@”}bﬁﬁfﬁ“&omrﬂande"?g} The

- "

aircraft is eqgquipped 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%Z, establ..'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,
-
P[ _ 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, eatabli;hmenﬁ
of landing zones, and security force deployment.
1506Z - 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

-77 AAR-2-18
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sz CONEDENEADRAL].
which provides unsecure voice during ground operdtions. The
helicopters have a crew éohplement of two pilots, -two mainten-
ance personnel (gqualified to operate 50 calibrq machine gunsa}
and a crew chief. Additionally,'one DELTA-radio'operator is
aboard helicopters one and five. The helicopter flight in-
cludes the helicopter flight commander and the JTF Deputy
Commander 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 C-130s have landed and are
prepared to refuel them. .
,:Mi/mo-wwz - %o MC-1305 and three EC-130s (fuel bladder
aircraft) scheduled to depart-A spare MC-130 backs
B € up the MC-1308." "One  MC-130 has.DELTA aboard {number in-
cludes attachments), the other,'-DBL'l‘A aboard (number in-
cludes attachments)-—and threersoo'gallon blivets.for contin-
gency fuel. The three EC-130s each have 6,000 gallons of fuel
on board, of which 5,500 gallons maximum can be transferred to
helicopters. Should -one-of the MC-130s abort after 20 mi&utes
of f£light, the mission is to be aborted. A route map “of

MC-130s and helicopters follows.
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@p® GBERET UNAF |
7517-15192 - Two KC-135As and one KC-135 ART scheduled to

' E — Two KC-135A8 refuel the ART enroute to
NIMITZ, then return— This ART, drogue equip-

ped, is scheduled to arrive over the WIMITZ at 1930Z. The ART
is provided to refuel USN tactical air in the event NIMITZ
aircraft are requireé-to launch in RESCAP support of Delta
forces at Desert One or at the helicopter hideout. The CAP'
consists of"tu6>r-14€, air-to-air configured, and two A-6s/A-7s
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)y If launched on the first day the plan
called for theqPAP 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
ALPHAR 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 hre at low altitude. The plan
calls for enroute tanking from KAfGD 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 BECRET ' U"f‘lr.[

-

2250 - 23152 - After off loading ‘DELTA,

helicopters fly to
helicopter hide out HLZs. {(Map of drop off point and heli=?

copter hide out area as shown)

S S
Tor—1 .
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Their next action .will depend on the recommendati_.c.lri-,-

ﬂi’hey will probably remain-in-the,ravine until

’ after day break to conduct briefings and to rd¥t., The air,

e IR pyraeczoTT = B juolllIalis a2 i dmy 7 a1 B Lo & 232 I e " [p—

team remains with the

dency only). The DELWA

helicopters until dark. -

0030z - Last of c-130s lands [ R
0040z - Two Kc-130s depar NG -
crews fly). DCOMJTF return-

WP EECRTT I-88 AAR-2-24
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PHASE THWO

%ae - 1800z - '£lements of DELTA 2oy NEEERENENND
econnoiter the highway to thew
h 'They also continue along the planned

-.f"'oute to the AMEMB and survey the situatlon.j_h_h

—(position a.nd timing to be determined)

————y -

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

follows.

— L= e .
e .
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20002 - DELTA scheduled to inform rescue force for MFA,

COMJTF, helicopters, MC-130s, AC-130s, énd C-1418 of intended
time of assault (time.aover_the wall“Fentatively' schedeaded~for
' £21002). DELTA has window of up to 20 minutes early or 40

minutes late,

20302 - Assuming the time over the wall is announced for

21002 and there are no other calls, the helicopters depart

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

Cem Fam

north of the AMEMB. ‘Helicopter route is as depicted.

AAR-2-28
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M%-nnz - One RC-1352 and one kc-135 ART depar <D
E -C-‘IBO support. The KC-135A refuels the ART and’
returns tq— 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 aepar_,to

provide contingency refueling for the third MC-130 and three
EC-130s at Desert One.

18102 - Lead MC-130 lands Desert One.

18492 ~ Heligopters pass point of no-return {(fuel).

19102 - SecondiMC-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 slte.

19282 - Last (third) EC-130 lands.

19302 - Helicopters land at Desert One. The refuel-

ing configuration-4is shown on the following diagram.

I-82 ' AAR-2-21
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ABkiRans:

1930 - 2010Z -~ Refueling complete, DELTA force loads on to

A .helicopl:ers. Helicopters depart for DELTA drop off point.
Six mission capable helicopters are reguired, 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
launch base. If a\ C-130 is inoperative, it is deatroyed

prior to departure.

*3’22202 - Helicopters 'errive at DELTA drop-off point, ﬂ

on the following map.

A,

P SEERET I-84 AAR-2~22
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1453 - Four MC-130s depart—'nanzariyeh
airfield. i'il'h"ey;.uwi_ll fly’-and'..'i-eﬁuel_
at low altitude at. 2TIA85sand aré JAcheduled, to 1and at Manzar-
iyeh at 21432. COMJTF is aboard the lead MC-130. There are

‘hﬁanger_sh;nd two medics.. .One MC=130 'contaiﬁs five blivets of
-contingency fuel for the helicopters and a resupply of ammo

for DELTA. Routes for MC and AC-130s from the Persian Gulf to
4 hY

Manzariyeh are shown on the following map.

2OPEEGRET I-91 AAR-2-26
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T Mﬁ
' %— .The AC-130 gunships depart_"'l‘wo will £ly
to Tehran and one to the Manzariyeh area. _.,-; .

and air refuel _t low altitude at 17302,

arrival of 20402. The third, which loiters with its KC-135,

will arrive near Manzariyeh at 21103.

18112 - Two MEDEVAC equipped C-1416 deparéu

20562 arrival at Manzariyeh. There are a total of 12 medical

[

AY
personnel, 80 units of blood, and other necessary equipment

aboard both C-ldls;';%_ The route is as shown on the following

map.

RN Ay

B FETAST I-93 AAR~2-27

' DRAFT

-
v - 135



\ .
2040z - Assuming time over the wall 'is announced for

21002,3.1:!9 gunships depar Cne
6 proceeds toward the AMEMB, the. other towar
.h ]

The lead gunship

““guired.

20452 - Foiﬁ,pl(:-ﬂﬂa.iandﬂmariyehm .M'oi"i]aet up

defense; CCT team sets lights for C-1413s and‘sets up portable
TACAN.
20562 - Two C-141s land a.t. Manzariyeh. COMJTF reports to
DCOMJTF. that all aircraft have ldnded and prepared to receliye
~ helicopters.

21002 - *To execute 'the~ grouhd tactical plan. WDELTA
fo‘r‘g& is divided into

e e P .

PrgrpEr———g— T

w transport of Ythe rescued hostagea to

the.:stadium, -afid .augmenting stadium security during extraction.

AAR-2-29




L ment is responsible’
:}' IS Eme L T 2

- clearing/ securing the atadtnh;zusgﬁuming time over the wall is

AR A g e b e g Ml o e L T

and aesistance in )

. g et e o drbts ¢ . T PP
PR A Y F BT DN AR i

WY >~ rrepared to

e

* v e W RAWITOCY TTOw e er . . » e et
stakes on the compound field can be removed, the decision may

be made to conduct the initial helicopter extractions from this

location.' _Hill conduct their operation

simultaneously. The Delta Ground Tactical Plan for the AMEMB

Compound follows.

e agy o i e
v rm——y oy
PO aiAaa—— 1-98 AAR-2-30
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iu)21002 - Two F-14s and tuo A-§g launch from the NIMITZ to

rendezvous with a'KC-jJS-ART enrcute to station in the northern

Persian Gulf.

40}'2105?. - Onpe_gunship in position over AHEHB”
A, —w"—rhe second also provides protection

‘cover 'f"di"“t'liig MFA rescue team?, Protective. fire pr-t;v-za.éd-‘ only
on-call.

2110 - 22002 S On call from DELTA, helicopters land on
playing field in compound or stadium as determined By DELTA.
Helicopters 1lift off as they are loaded and proceed singdw

to Manzariyeh. A map depicting the HLZs follows.
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: DRAFT

=iy



STy PV G s T

.67 Saverth Doy,

i

Fhiugar

Dty Blon
_...._-.l.hhnnsllﬂd-

|l»"
/s EMBASSY COMPOUND . o
$4 7 Bimdegr fne \ -

- 134 t.' ",l

ul‘laiﬂl ran.t"h;'," L]
Laesy B

]
_—

Ermp Wy

f _.-\-_; ab

173

pe B b o ..
1202

. ,423

5%
L

_.—-—'1‘?"

|
C‘uldnn Cathoke '

% il 1
m%. 1&;1 - £ !Jmt{w

: _|._§. -

ki mu maﬁ-..sg'"‘ Orhade.

"'-'x!k?.f

i b ‘-I?‘J

(YU o riﬂsi....-..

/f.?-'

doz= 2 dgels Anglican C
Adantion, = ot ’
. : -"’: neD % ""'\ .
2 T 3, !
vibag A8 Chdgary .L le-lluh-o Abery '
L ty, ins _1) e vy
;3;:15—.5” Ll i s Ut Smptetan et
3 -
’," o ¢ s %:lhnli:ﬂurth " -
Babhrals . o * *  pdbimbrotba-s Am
- Cablirsizfe frod Inoh v ik i 'i l .....,..m 4 12% »x a
' = i '5 -
i riors fard ".u,. \ -
Gmbrebiina Pho #2|  -ws 4N et
A WA Ve i ool T
Bemea Kamale Chyiih |53 : L W Dabirestbne Zhindark
T .; LA o o -
w 3 2 -0 S TR !
" . j ‘:: '67 i i !
Smtreufne )20 175 9 o ¥
- o YBmdrittn Eprbt Tideh H .
- - E
- -4 .
AT M0 e | H L

k™

.

£
/. g

1 . ~_ M:n_.-:i-- Shah-.___ -
N T L i :
.“l .':‘l’lﬂ ' " f ; = |'§ B
% Bmdrastin-a Risd = k’«’-_lﬁ‘* .
| > ' 's . ! r___,.;a-“ -;J-;-‘Til.Ué" %‘i
,I. ) ' l - g o Vo 'Bun
! B '
L3 | Vo







w, .ﬁ; 724X

B R

N

|

b

—F
ﬂ.. .

1

i




SGP CESTRT | E”Q“é]-

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
required by DELTA. Shown 1is a map depicting the MFA and
the HLE ‘near the MFA. -

i
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. T

102 - Third gunship arrives vicinity of Hanzanyeh. It

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

DELTA.

T wnhlie I-104 AAR-2-33
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PHASE THREE :

2140 - 21102 - -iélicopters arrive l'rit N!ianzatiyeh. Former
hostages, wounded, and :DELTA}are placed on C-141s. C-141s

depart as they are loaded. First two mission ‘capable heli-

copters refuel from contingency fuel bladders brought in by
the fourth MC-130, They proceed back approximately half way
to Tehran with additional ammunition should it be requiredﬁ by.
'OEL'!.‘_PSZ_'“or additional \lift is regquired. They also serve as SAR
aircraft in the event a helicopter is forced down. Pollowing

1’{ is the parking plan for Manzariyeh.
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. -."M.‘
Mznsz - 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-145 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 requesgsd by COMITF. The CAP aircraft join over the

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

fueled enrcute and proceed to station in the northern Persian
Gulf in the vicinity of 29-00“/49-005.1 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 so0 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, wheigmfﬁéyﬂéan remain overhead for two hoqfs 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 S5-3 aircraft is also
positioned in the Persian Gulf as a backup HF/UHF relay.
E 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:
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%22152 - MC-130s depart Haﬁzariyeh and AC-1.30-§-'aepart the
area and cc;nduct air refuatmg enroute back using
essentially same route.

%03302 - C-141s8 a"::riv ' Emergency medical

f_::-acil.itiea are available. Fresh C-l&‘l_g wigr air crews are on
standby to fly former hostages and wounded

04252-0459z - MC and Ac-130s”arrive acff NN
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COMMAND AND CONTROL

Jﬁ)ﬂﬂ? 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 authorlty

to conduct the operation in accordance with the plan. The
channel to CJCS was available to obtain on request, consulta-
tion, guldance or decisions from higher authority. No calls

were regquired unless the operation was becoming unmanageable.
f:Li;;BT(U}COMJTF had adequate communications to all forces.

Depicted on the next page is a simplified schematic,

it
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~LOP-SECRER

w‘ COMJTF, Major General Vaught, USA, would remain at

E —until the MC-138s departed for Manzariyeh for night

two.
(Meputy COMJTF LTGEN Gast, USAF, Elies—

with DPELTA. 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
hY

vntil the first MC-130 returns from Desert One and then

proceeds.-_t;o be in place 4 hours prior to

COMJTF's departure the next day Fér'l‘lanzariyeh-.

WMlonel 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 Commandar_ and the
DELTA Commander, Colonel Beckwith, USA. Command of the
helicopter flight, commanded enroute by LTCOL Seiffert, USMC,
comes under Colonel;-Kyle as the helicopters approach for

landing.

Ad “42T{(V)The Desert One Commander is to have command of the

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

‘ 6281 Once 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 operatiocnal control of the

DELTA Commander.

BOP -SECRET I-112 AAR-2-38
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ﬁ) . COMJTF will retain command enroute to Hanzariyeh-l

during the: airfield/ extraction operation (Phase I1l) and
E kY (R e

during the remainder of the mission bac_

DCOMJITF serves as a backup in the event of communications

problems.

(uU) In every case there was designated succession of

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

was incapacitated.

it

TFOP il I-113 AAR-39

' DRAFI

V-155



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 aboard the NIMI%Z was still out of commission but parts
were on the way. Maintenance aboard the NIMITZ was considered
excellent. DELTA was prepared and all equipment was readph
Their plans were complete but they were flexible should. latg
intelligence'dictate changes. ‘The Rangers were well prepared

for the mission.

e T el B
- Ty
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CONTINGENCY REVIEW

\U} ¥ The criteria for mission execution were reviewed: A
favorable pre-launch weather forecast 1Is required for the
entire period of the mission. 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.

#0\V) Once the g&rce launched and up to a certain point,
there was time to utilize spare alrcraft and continue. There
were firm criteria for pinimum numbers of mission capable
C-120s and helicopters tﬁroughout the mission profile and if
the minimum number was not available the mission would be
aborted.

COMJITF, 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—compromized resulting in loss of surprise.
Second, if part of the DELTA force were denied contincéd
participation in the mission due to an aircraft emergency
abort or accident., Third, if the minimum numbers of mission
capable helicopters (&) 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.

[

Lmﬁy?sThe rationale for this judgement was that if the

REOE- SETORET I-115
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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
compromise. Either friendly cbuntries, the ‘Ira'ni'ansl, or the
Soviets might.:_detectk the fousesand its intent., Under those
circumstance there would not be a second opportunity - at least
not with this plim.

— Accordingly, the force was determined to
continue the mission once it was well underway. Individual,
component, and joint ,training, 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 éontingencies. 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, reguest guidance, consultation or assistance as
needed, and -"rhike'—*"-éﬁ’éry effort to continue to the point where
mission completion was no longer feasible. The conti-r;éencies
included enemy reaction, eqguipment failure, changing weather

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

_ The—warning system was responsive

ond_the corce woitd SR
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OVER-ALL ASSESSMENT

{P%) U)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.

19‘10ﬂThe 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-

C —
Wt ey

tion.
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M“ 16 Apr COMJTF notified all forces to

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

four AC-130s, three EC-130s, and fourMC-4305" would deploy

- -

“ ) M .o
_ Y

— The forces would be used for—

E

Warfare exercise throughout Europe and ‘the- Middle East on

going at that time. Three MC-130s5 were moved fro.}
E —arriving on 16 Apr to conduct Jjoint training

At this

s

- - - g - e
‘m&r On 16 Apr an advance contingent oE JTF personnel

including JCSE,

he JTF Commun-
- NVt Iy

IS

[y

“ications Officer; two weather officers; the JT

T,

Liaison Officer; and'a DELTA advince party=deployed —
_ Arriving on 17 Apr this group activated thehJTF.ﬁQ
Command Center, initiated classified weather traffic, and
coordinated JTF base support requirements.

MST On 17 Apr the helicopter detachment composed of 48

personnel departed MCAS Yuma under cover of darkness aboard

ﬁ a dedicated MAC C-141.

YL SN

I-118
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Flight plans were 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 wella:‘o‘:leat;
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

the aircraft landed_

a\: approximately 0800 on 20 Apr.-

copter detachment was subsequently flown aboard NIMITZ by Ravy

14

Py

CH-46 helicopters.

%ST The JTF evaluated friendly, Iranian and Soviet-'

Plans were formulated and executed to

spread aircraft movements

- e [T
1

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

probable speclal operating location or staging base.-

‘j This force was supported by C-141, and C-130 airlift,

p to include C-56 from time to time.: An e

T

MC-130s inflight refueled across the North Atlantic non=stop: to

e B A o ot e b W
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- then flew through Europe to —A JTF
AE ptomer seprores 5o o ——

to watch for signs that the movement aroused suspicions and to

ere routed across the mid-htlantic

nd through the Mediterranean.
E ( The PACAF aircraft deployed on 15 Apr 1930_-
-'(one was in CONUS and deployed from Norton AFB through

L

-traxnmg 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 into_

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 themf

- _ .
. :.Irul-may 'was blockgd off for C-130 use.nm

7 SAC was directed to

e e A A gd 1

E increase their tanker presence

5~ prrl e

m{ By 18 Apr the MAC airlift began. It was careful-

1y scheduled to maintain a flow of in and out aircraft and

Eo Pl I-120 AAR-2-486
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M ‘19 Apr marked the éfadual but carefully scheduled

-_—

. .and monitored movement of mission aircrafl_

One of the JTF/J-3 members was in place to monitor movements

“was informed that a build u

as in progress and it was of speclal importance.

COHJTP and staff

aeployea_«

of the AC-1308, they were flown in non-stop using in—flight
This schedule was designed tog

enable at least 48 hours for crew rest and physiological

S
"

adjustment.

They transited

over water should any Air Traffic Clearance (ICAO Procedures)

problems develop enroute through a particular international

-

region. : —

% Through the periocd 19-23 Apr the forces moved. By

late 23 Apr the following mission aircraft and Air Force

personnel were either in place_
E wmm
4 AC-130s/4MC-130s/3 EC-130s

- KC-135s

2 C-141s

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

~TOT=EEEEET- ‘ M—- AAR-2-47
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hours and 38 minutes later, proceeding down

his deployment was_V’

as a support element for the“

28 Apr B0, MAC C=-13¢ airlifted the communlications support

E element of four persconnel int-enabling secure

. communications via satellite with NIHITZ,HH

personnel with three flight crews plus spare overhead, and

Hurlburt/l{eesl-ei elemént numbering - personnel (total
-‘Z Four aircrews plus overhead crewmembers were included
in this group as well asimaintenance personnel. A three
man intelligence team was on the scene plus two flight
surgeons and one medical technican positioned at this

location. Two Pentaqon liaison officers, on special assign-

en_}{vere JTF primary contacts to work out details

_.Mnd government officials. They acquired

unique support from local airfield complex resources.
m Four MC-130s and three EC~130s were in place with a
total complement of -organic personr'zel. More support.was

E needed and this was provided by a MAC C~13¢ fr _-

The C-13@ made at least one and sometimes two flights per

day.

he 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
ex . ARR-2-48
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administration support to the staff. The J-2 element

was made up of two Gfficers from the.J-staff and- also

element included speciatists- in helicopter operations’ ag

well as C-130, C-141, :and ‘“KC=135<“dperations. The J-4
section primarily\ provided support for JTF activities-

E i—‘._'l'he J-6 element was composed of JCSE assets as

well as -JTF communications staff officers. The weather

element was composed of the JTF Weather Qfficer, an assis-
tant Staff Weather Officer (satellite meteorologist), a

E USAF Weather. Officet“ and the

*tactical weather communications and sBatellite facili-

C . “ N II _ : fd‘l

These staff elemenats. were all positioned in the Command

Center under the supervision of the JTF Chief of Staff.

GPE) On 24 Apr two C-141s with DCOMITF and DELTA flew IR

“ arriving mid-afternoon.“/

R E ‘and were transported to special tents. The C- 1418
returned— later that evening. At approximately

' 0630z (1030L), one MAC C-130 arrive- w;th-

Rangers ,_ghich would accompany the 1nsertxon force and

“Perform the road block and security function at Desért'One.
One_jeep and two Kawasaki KLX 250-motorcycles (dirt bikes)

were also offloaded as part of theirmission equipment.

I-123

_ AAR-2-49
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W’ KC~-135 tanker and C-141 airlift were deployed for

support ' j

- )
_.!

-.f
QJ)1€1’ By midafternoon on 24 Apr the forces were in place,

all aircraft were operational. The deployment schedule had

gone well and there was no indication that OPSEC had been

lost.

TORCHDRET I-124 ARR-2-50
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Intelligence regarding,ths. status of the Iranian

Armed Forces, Gendarmerle, 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 probability of getting to the AMEMB compound wall unde-

tected was high. 1Intelligence indicated thatm

/

l

There was a high degree of

confideénde in these locatioris; not only were they singled out

bLthe weight of evidence over the last several-'weeks-

Even as the rescue force was preparing for

E their pre-dawn launch _ these reports together
C with independent J-z—evaluations were passed to the

DELTA S5-2, who was going in with the force.
(J/@’{w&-r Security forces were believed to .nlimber Uf™tc 268 in

.the Immediate area of the compound, with approximately

1
h
i

G I-125 AAR-Z-SI
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C ’-t-..rations- of security were identi_fie_d_
- and othgrrlééatidns on the: north and northwest edges of the °
compound. Perimeter security was at jaydow pofnt just prior
to mission launch. Several of thé sandbag poSltions alony
thé wall, for. Instance, were ﬁ;;ccupied and deteriorating.

SUMMARY
hY

(U)cn&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 86. 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, employmeﬂf bases became avail-
able, Desert One became avallable, and confidence increased

*_:*—-;a.- .
towards an all” tlme_high. Confidence factor is reflected on
a scale of one to ten, The factor of ten reflects COMJTFs
assessment of the JTFs ability 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.

TOE=SPeERER . I-126 AAR-2-52
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COMJTF
CONFIDENCE FACTOR (SCALE I TO 1)

OF ABILITY TO ACCOMPLISH THE MISSION
(YOTAL JTFSUPPORT)
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SECTION 11 ’

1" MISSION EXECUTION
%his section of the report describes events and

JTF actions during the execution of the rescue mission. The

period covered begins at 1030z 24 Apr B0 and continues

through aircraft launch, operations enroute and at Desert

\ .
‘ One, mission abort at Desert One, withdrawal of the forc-

and evacuation of DELTA, helicopter crews and the

& injure-n 25 Apr BO.
¢

e g

CLASSIFIED BY DIRECTOR, J-3
REVIEW ON 25 JUNE 2000
REASON: 5200.1R, 301c6

S0P THERET AAR-3-1
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AWEET  The first of two C-14is arrived (i NENNERNY
E “ 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-

n out of view of the main base complex. The DELTA

T gu— el i e
—— Tl

erected at a designated holding area adjacent
to the aircraft in whxch they would fly to Desert One. At

11152, the second‘C..ll.-_landed and off loaded

the remainder of Delta.

MPST DCOMJTF proceeded to the communications tent and
began preparations to assume a back-up 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 use..,_Qf _tesgidual C-130 asset'-(three

EC-130s and two MC-130s} should they be needed for contingen-

cies on Night 2.

ww‘s'r By 1200Z, final loading of equipment was in

E progress Eor the lead MC-130, scheduled to depart-l ,
The’ Ranger jeep, four motorcycles (two Ranger, two CCT)‘, and
' the tportable E.W_] 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 equlpment-

E - passengers Wwere not scheduled to embark until

Tap et ARR-3-2
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just prior to engine start. , Camouflage nets, supporting

b - -1

systems, were stowed

aboard the._aother 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 12157 to top-off all wing tanks and fuel bladders at
the six thousand _'. gallonslimft. This was donet.to prevent
venting of fuel due to heat expansion during the hottest part
of the day. \

At 1230z, 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 Qfficer aboard NIMITZ. “

Weather, transmitted .:f:_ron_. was briefed as good,

with no significant €factors that would effect operations

other than high_ clouds in the vicinity of Desert One.
T

Navigators and Electronic Warfare Officers went over’ their

charts one last time to ensure that preselécdFfed”routing and -

terrain following altitudes. mini-

s

] and afforded fuel conser-
vation. Radio operators studied the CEOI in company with’
two DELTA TACSAT radio operators scheduled to fly in the

-

lead MCs)30 and in the number three EC-130.

W.’ - 11-3 AAR-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

concerp.
(ﬂ 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 %aintenance peé?onnel 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.misgion.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

JTOp-—SECRET . 1I-4 AAR-3-4
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scheduled to be tranamitted from JTF headquarters until

12002. Consegquently, 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. u

6 — arrived, the two products plus an earlier route

€

g

profile forecast 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

— 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

p:.cture since the previous night. RBilgts” were told ‘that

- .t —.h‘.b R .‘-.’

the area .

shown ©n

datrge” DIA graphics “which haﬁsaen Bted‘tn..t.hn-liead Room
e PQ 4

sxnce the unit‘s arr1valeuh “There were three
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' _ The charts were prepared on 1 April 1980. Each

by DIA and ~mission 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 féet MSL)e-- This was a conservative estimate. (i

B e ey s e

JW —— ) Kand were
checked to insure validity of the gtaphics:“f This had
been periodically provided to aircrews duri.r-:g 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. High 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.

ﬁjé/) The areas of principal concern for pilots were

1I-6
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temperatures and density altitudes. ~ The best available
‘c informatior— was provided. This
indicated that the helicopters could éxpect temperatures on
the order of 27-30 degrees Centigrade at Desert One with
somewhat cooler trends Eurther north at the Transfer Point/
‘Hide Site and in Tehran.
‘k!fIQT”The §~2 concluded his remarks with a final discus-
sion[?f escape armd 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 anq
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 personngl: i
‘Lﬂﬂzg&r'lt wsgw;:'fhis point that the question of..other
personal effects surfaced. Since the helicopter crews were
in the unique position of departing from one location (NIMITZ)
i and returning to CONUS via—some concern
was expressed regarding the security and timely return of items
such as cameras, credit cards, etc. The DCOMIJTF 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 il e I1-7 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 thelr 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),uir The helicopter communications equlpment was given
a final check. Helicopter #1 was equipped with one secure
WSCr3—UHP ~TACSAT for inflight use and one P5C=1 UHF and one
PT-25 UHF manpack TACSAT terminals for ground use. Only
four other helicopters had ground use UHF TACSAT PT-255; two
additional PT-25s 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 volce encryption

S

devices) from each of the helicopters, having been approved
by COMJTF, had by this time been implemented. This left the

helicopters without a secure UHF or VHF capability.

bis— - 11-8 AAR-3-8
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i[ueanwhile,-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 operations.

L. e .
Q suspicion of a special event. Fortunately, the bulk of the
‘Soviet Navy's Indian Ocean Squadron was involved in an-l

This welcome news

removed a previous concern aboult o.:i”étection. of the C-130 launch.
All other intelligence information was favorable for mission
execution.

M’ By 11502Z, 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

w-' _ 11-9 AAR-3-9
DRAFT
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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 general forecast was in addition to a detailed
route weather megsage transmitted at 08102 to the NIMITZ
6 and at oazsz- which specifically addressed the
various aircfaft flight-;aths. Facsimiles of the.above

weather messages are provided on the following three pages.
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(37 {P8F At approximately 1225z, 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-

: _ The Iranian - who had two
. dei:a'ae; of flying experience in his homeland ~ indicated that

it was unlikely the weather could be any better. COMJTF
announced his decision to launch. The execute order was

N
transmitted at 1250%Z.

m‘ﬂ’ Approximately half-an-hour later,_

-confirmed previous reports whichv_

o o P rararars ey ”
. 3 1 b TR
C i

JTF J-2 personnel validated this judgment and the

ﬁ information was immediately transmitted! to DELTA-l

—
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M}{-TST — the execute order was received at 1300z,

The inteliigence officer passed out last minute-escape and v

- evasion” instructions and proceeded to sanitize all crew—membet:
P\\E, of their personal effects. “Dog"™ tags and ID cards were all
} that was carried by C~130 aircrews 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 film inserted
¢ for documentary purposes. (-DELTA had been-‘sanitized-]
MS‘)’ At 13102 the pilots of the remaining five C-130s8
were at the briefing tent reviewing takeoff, join-up, and
enroute procedures. Since the EC-130s lacked terrain following
ei;uipment and relied on OMEGA for navigation, they were to be
led to the desert refueling. site by the MC-130s equipped with
more sophistig‘a‘t%g;_p‘gfrigation and radar systems. :Rotating
beacons in the‘\;_e:t-:-léal stabilizers of all aircraft hlad infra-
red caps placed over bulbs. With night vision goggles, EC-130 °
crews had an IR beacon to follow thus facilitating trail
éormation flying.“, The plan called for the second MC-130 to
lead an EC-130, followed by the last™MT-130 leading the other
two EC-130s. Take-offs were to bep:emquenced behind the lead
aircraft for each group.
%ﬂ‘r The lead MC-130 crew was warming up avionics equip~
ment and making final inertial navigation system alignment at

1330Z. At 13352 the aircraft was loaded. .\Wassengers included

KD iy I1-12 . AAR-3-12
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A ‘DELTH"ﬁéisonne_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

the jeep and four dirt bikes. 'Aircraft floors were lined

with mattresses as opposed to webbed seats to allow personnel -
to rest enroute.

E %‘r’ht- the lead MC-130 had all engines running
and commenced .t-axi. 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
- as a spare to transfer passengers, load and crew. Kk delay

of no more than 15 minutes was anticipated if such action was -

required. All.take-offs were on ghéﬁ.toot’?&éfﬁé_i‘e“"i:jif“

runwa_.h Ground radic communications with the

E tower were not use‘d‘; The two man US advance liaison team was

M "“"""’W.{b N
positioned in the--tdwer to_-_;eonl:rol'—
—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.

R i I1-13 AAR-3-13
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USS NIMITZ - 14002 ‘

‘éﬁr¥5§%"nt 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 soon 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 accurate p;sition was being constantly updated.
Simultaneously, each aircraft commenced engine run-ups and
systems checks.

(V) During the run-up period, the flight leader in helicop-
ter #1 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 Irahian
coast.

Gﬂj81'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. As 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.

TED B i 11-14 ' AARR-3-14
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;/M—'PST' Following an uneventful -take off, the, lead MC-130.

proceeded on a— course into—

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.r 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
lavunch. According to plan the RH-53s were scheduled to cross
the coast at 1530Z, at an altitude below the MC-130. The
aircrew did nat,  see-the helicopters at c¢oast-in; several
e
helicopter pilots Treported later they had seen the C-%30

aircraft.

yl:%"lt was dark by 14512, civil twilight in the“
E- 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

planned route of flight.,

\ A R
’ . ymem g T

, ) ) Results

Ao a1 5

showed an aircraft altitude of

V-lsg
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hbsolutely safe from ﬁofmal propagation of krnown Iranian’
}ﬁi operational rada;s. This study confirmed the JTF J-2 intell-
W alysis.
1é£§pAfter crossing the Iranian coast at 15272, the
pilot adjusted his altitude to 2000 feet AGL. The aircraft
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

qRIo T

%} clear of § T s } over

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 68% moonlight
illumination. Approximate location at this pointiwas 29=-22'N/
58—53'E.. An obstruction to downward visibility occurred which
was initially iﬁferpreted as a combination of darkness and lack
of ground definition of the sand dunes below. The fact that
there was an obstrugtion to visibility was not verified until
the next ridge line.was crossed and the hills could not be seen
at distances beyond 1/2 to 1 mile.

(U)4$&T'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 deteriorating 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-

FEP <BRpT— 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;dio silence.

CHW

later (17002} but broke clear within 15 minutes (1715Z). 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 vigibility area. The helicopter commander
was the best person qualified to decide whether or not to abort
because of thé redifced visibility phenomenon. Based on pre-~
vious experience working with the helicopter crews, the besert
One Commander determined that to recommend an abort would be
unjus;ified. At approximately 17002 the helicopters were
approximately 120 NM into Iran and 80 - 90 NM south of the
suspended dust. By approximately 17152, the C-130 was in the

clear, headed for Desert One, some 50 minutes away.

POP=SECREP— I1-17 AAR-3-17
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L pive c- -1305 Take - Off 1505-15272

&-(::FE‘F_ 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 thl.rd MC=73D -DEL‘I‘A

personnelJ(including support personnel) and twoHapipa—Carpg .
POL persﬁnnel who would operate the blivet bladder system.
Bach of the EC-150 fuel bladder aircraft had only their crew
complement of ten plus four USAF POL specialists. No extra
passengers oOr aircrew were carried. All personnel were absoc-
lutely required to perform some aspect of the insertion/rescue
mission.

() At 14502 the remaining five C-130s were starting

engines and taxiing out to make good their assigned take-off

times of: o
MCo¥80 42 15102
Flight of two
EC-130.: #§=5 15112
Mc-'l 30 43 15172
EC-130 42 15182 Flight of Three
EC-130 3 15192

(G)Jﬁ 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.ﬂ’

The

The

normal max gross weight for C-130 aircraft is 155 thousand

VPR i ——— IT-18
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TORmGECRET
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 ,airf ames manageable.
%-ﬂl—‘he MC-130 aircraft taxied as briefed but the

EC-130s were ocut 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

.Ql E —t'he flight received several threat signals from
Mo rtsliwr-— = - .
RWR gear“ These signals were

assumed to be coming from the NIMITZ Battle Group - a suppos-

ition which was later confirmed.
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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. V-isibility was about three miles in light haze. No
shipping was observed enroute to the coast and an altitude
of‘above the water was maintained. At about
h 15252, several hellcopter aircrews spotted a single black
C-130 which passe:i low overhead flying at about 250 knots in
the same direction. The lead helicopter pilots noticed that
their PINS and OMEGA were giving slightly different position
indications. Consequently, 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 {PSY At 15402 the eight helicopters crossed the coast
A in a tight line astern formation— Visi-
bility gradu?::lly improved and the flight assumed its normal
formation of .gectimn-"V*. This formation had been preplan-
ned for portions of the flight which did not pass near

' populated areas orj known Gendarmerie 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, radar was considered a threat

“dhly~Eor  thegearly ‘portiod¥iof the f£Iight.™ Known Iranian
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ﬁt{ radars should not detect the“-miaaion—
\ —"' The requirement to remain within

visual ground contact was governed by visual navigational

criteria rather than security constraints.

MP@‘ It should be noted that several helicopter pilots

f\ had discussed'the Iranian radar threatz.:with“
._maboard the NIMITZ who had some knowledge

of the radars but was not involved in flight operations. -

L

= DTCT

been planted among the helicopter pilots, probably 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. -

(E))‘ ##) The helicopter flight crossed the coast approxi-
mately four nauwtical 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. -

"/“ﬁEU he 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, pllots noted

V=188

that the master }aution light periodically flickered and the
number one fuel light came on and off but this was not of major
concern. Alrcraft IB_observed an intermediate gear box chip
warning light shortly after 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 .adzplanned.
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HELICOPTER #6 LANDS - 17052

(u)+37 At approximately 1700Z, 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 80-90 kts and immediate land-
ing. The BIM indicator is designed to warn pilots of a loss
of nitrogen pressure in the exfruded aluminum rotor blades;
i.e., impending blade failure due to loss of spar integrity.
The pilot consequently 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. Helicop—
ter #8 landed }n.accordance with his prebriefed role as
enroute mission SAR. The blaae fault indication was visual-
ly confirmed -with—¥he external 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.

(L%L?ST When #6 and #8 descended, the flight leader
reported via secure TACSAT radio to COMJTF 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&thin the range of the :Marine CH-53D SAR
aircraft which had been prepositioned aboard NIMITZ the

previous day from the Amphibious Ready Group embarked in USS
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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) 4259 At approximately 1740Z, the helicopter flight had
just passed turnpoint #4, some 230 miles inland, and was on
course along theifinal 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. .,

(V45T 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'géﬁ echelon right formation areas and was
somewhat spread out in tramsition back to section "V". As
the helicopters entered the reduced visibility regime the
lead MC-130 wgé;égié;lﬁo NM north of the main helicopter
formation and 100 miles from Desert One. (See attached chart

for approximate aircraft locations at 17402}
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E_ J#] Darkness fell_about one hour later
than 1n— Staff actions assoclated with

contingency situations continued but it was difficult to

concentrate on anythlng but the enroute mission aircraft.

-
hd

e e . _
Q.“‘mum.vm n-—’.~| vg;_-'ol_a R I |II I.

(U)§TM When the report of two helicopters landing was

recelved at a.?.?r,&’.‘.}f".,a__tely 1719z, COMJTF and his staff
assessed the -.s-l.:;:i.'on. 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 ne reason to modify the

mission.

AAR-3-25

V=199



o SECRET

C-130s APPROACH DESERT ONE - 1730Z °

W .- /&#5) 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-

vt aF At

oped for the mis\sion, was positioned on top of the circuit

breaker panel at station 245 just below the cockpit overhead

escape hatch.

-y amfiia
oy ey, |

«@PTE+ while the lead MC-130 was nearing Desert One,” three
. "KC-135s launched (one ART - two nonrefuelable)_m

E “between 17372 and 18362 for the EC-130 egress refuel-
ing po.int, 120 NM aoutheastw;f the Iranian coast. Tankers

were to be on station 2330-0030Z with a capability to off-load

8,000 to 10,000 pounds of fuel to each returning EC-130. It

was determined that should the C-130s be required at Desert One
longer than one hour and fifteen minutes and still refuel eight

helicopters, they would require inflight refueling enroute
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M— MC-136 #2, and MC-13@ #3 with EC-130s #1, #2, and
$3 in formation were now (17402) about half way between
the Iranian coast and Desert One. They too were encounter-
ing conditions of limited wvisibility. The aircraft command-
er of MC-138 #3 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 19809 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 (1835Z)
out from the LZ.

PET At 1865Z, the lead MC-138 (§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 lanQ!ng strip and the highway were easlily
discernible tﬁé:ﬁgﬁéiﬁ;-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~130 toc impact on a shoulder

of the roadbed, which could produce disastrous results.

%The pilot executed a planned 'go around' procedure

PN ... I1-28 AAR=-31-27
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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 around' because the MC-130 was toc
close-in for a safe line-up. A second box pattern was flown
and the landing accomplished at 18102. The touchdown was hard
but the landing roll was normal. The aircraft stopped in about
3500 feet, and of} 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 tﬂe WSC-3 radio system was inoperative due
to damage from the hard landing. Therefore the arrival message
went out ;t 18562 using the aircraft non-seciré HF radio for
the single CEOI codeword transmission. A portable TACSAT was
not included as part of the equipment on this aircraft.
,33{;;f'The security force was tasked with ensuring that no
Iranian personnel or vehicles entered or cbserved 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

ﬂ- Commaﬁaer-comprised the element which would block

access to the landing area from the east. B 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

CEEREE,
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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]4eT'When the Security Commander boarded the bus he found
431 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 1if they followed instructions. While the
Iranians began.léaving the bus, the security force commander
saw a flash and fire further to the west. This was the

result of a-gécond-vehicle incident involving the western

area blgcking team.
% )

-

s T e v b - ) - - .
-G -c;on to assist the security tean
N

in managing the bus passengers. A short time later, the

_a&sdmed full responsibility for the bus and
its passengers.“exercised detainee handling

technigques 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)UPT The leader of the second security team had deplaned
from the aircraft's rear ramp and moved guickly 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)LST 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 inclinati&n toc halt. The team leader fired several
rifle shots in the air but the vehicle kept coming. He then
fired directly :in%d-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 onte an intersecting track ‘and was lost from view. Both
of the cyclists t;en returned tu 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.

‘4}115%1' 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 Iranian 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. ”IThere 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 US 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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%Lﬂ-‘-&') By 19002, two landing strips (North/South) had

l‘been resurveyed and lighted by the CCT. The Desert One
Commander was sfanding beside the CCT Commander in the road
as the next 10-13(!{#2)- 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 29 degree angle to
the runway. The pilot quickly realized his erronecus
heading and executed a go—-around without CCT 1ntéivention.
He then.made a tight box pattern and landed successfully on
the second try at 19152. The aircraft rolled out and
offloaded the 51 passeﬁgers 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 NVGe difficult because of
the "Blooming® effect from excess light on the image inten-
sifier device -(white tonb). . 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 eguipment. 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 2one, to make room for a
landing aircraft. At this point there were five C-130s on
the ground. (MC-130s #1-3, EC-130s #2,3). As planned, the
lead and #2 *ME-130s launched at 19242 and 1925Z to relieve
ﬁ 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 miles, light surface winds.

Yy 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 L2, 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).
Threé';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

~
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manned pumps and hosés while CCT personnel stood by to taxi
helicopters to their appropriate refuel poifdf." The well
rehg;;sed~glgg_was”f6r POL spepixiists to hand the refueling
nozzle to the- helicopter -cxew: chief to¥accomplish the
gctqal refueling. The entire refueling operation to pump
1,700 ‘gallons, to €ach helicopter and load DELTA would take
no meore than 40 minufes. The Deserﬁ Cne Commander called
COMJTF at 19252, to repoft the incidents with the three
vehicles, and then again at 1940Z to confirm that Desert One

was prepared to receive the incoming helicopters.

AR i 11-37 AAR-3-34

' DRAFT

Va2V\0

PURETIN



womonws DRAFT

HELICOPTERS ENCOUNTER DUST 17482

i ;Lsf”'ht 17402 the formation of six helicopters entered
- the first area of dust. Vislbility through the NVGe had
decreased to 31PP-40f meters and was getting steadily worse.
Helicopters #1 and $2 were flying a tight section at ap-
proximately 80P feet AGL wfth the second helicopter slightly
above and behind., Rotor tip éeparation was 15-20 meters.
Helicopters 43 and $4 were still closing formation about
1,000 meters astern. Numbers 5 and 7 were tucked in tight,
180 meters behind and ‘slightly above #3 and #4. All alr-
craft were making approximately 130 knots in negligible
headwinds. Buffeting, other than that normally associated
with crossing high terrain features, had not been encounter-
ed, Five more minutes of flying produced the first major
crisis of the helicopter mission. The Flight Leader {n
helicopter #1 completely lost wvisual contact with both the
ground and the remaining members of the flight.
(u);;f At abdﬁ€;1$§5£.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 radlo- 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-
ued through the dust toward Desert One. Number three was now

flying the lead in the four helicopter formation.
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(U)LBT 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 likely
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 s8till inbound
to the refuel area. Hoping that the dust problems were
localized, he elected to relaunch and not call for a
weather abort. At 18452, 20 minutes after take off, he
advised COMJTF that he was again enroute and that at least
six helicopters were enrcute to Desert One.

%8’)’ The helicopters had now been flying in instrument
meteorological conditions (IMC)} on and off for over an hour
in a totally unexpected phenomenon 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 as!S,OOO feet
AGL and some descended to less than 50 feet above the
ground, but they-camld-not break out of the regime which one
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 still no wind or buffeting, most were
experiencing episodes of wvertigo. 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 9,00¢ - 11,000 feet was off to their
left and that they would be required to negotlate a mountain
pass hear Darband, some 95 miles southeast of Desert One.
(U)}CT while flying in formation, aircrews adopted similar
flight procedures during penetration of the dust. While
one pilot wearing NVGs flew the aircraft and maintained
visual reference on the other aircraft, the other pilot
monitored the ina;ruments, navigated and performed other
duties. These extremely demanding flight conditions contri-
buted to the beginnings of fatigue.

@ﬂLST Two alrcraft in particular were having problems.
At approximately 185082, 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 alrcraft must be cautious-
ly flown with only one primary hydraullg system because any
rapid control giﬁfgiiéfkons could cause the remaining pump
to cavitate, resulting In control lockup. Wwhile the pilots
were mindful of this situation, they suspected that the
failure was caused by a hydraulic leak which could be repair-
ed at Desert One. Rather than land, they elected to contin-
ve. Helicopter #5 also had several serious problems. The
co-pilot wearing NVGs suffered from persistent vertigo. In
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 iIn the RH-53. The
aircraft then began Lo experience partial f£light instrument
fallures.

(#lushortly after take-off from the NIMITZ, helicopter
#5's TACAN became inoperable. As early as 16302, the pllot
of #5 also detected a minor unsolicited yaw input from the
Automatic Flight Control BSystem. This was irritating but
did not pose realxsafaty problems under the then-prevailing
visual flight condlitions. During the jinitlial pericd of
reduced visibility, #5 and #7 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 1855Z, #5 and $#7 were almost
parallel with 18f wmeters lateral separation when visibility
was suddenly reduced to near zero and the co-pilot who was
flying the helicopter suffered another episode of vertigo.
The pilot of #5 noticed his precessing attitude indicator
was falsely di_?s'[fléﬁﬁ.;'the roll/pitch of the aircraft 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, #5 lost visual contact with all the
other aircraft.
4¢f£;ﬂ@knowing that helicopter #7 was somewhere off his
port wing, #5 executed a descending spiral to starboard in
hopes of finding some identifiable 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 location, the aircraft comhander faced a difficult

decisien. He knew that he was more than 150 miles from Desert
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ODne 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 DCOMJTF 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. Altern;tively. they could turn back toward the
coast with the aid of PINS until they were back out of the
dust when they could again navigate visually. The TACAN was
!: 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 c¢ommission. The pilot concluded
he could not navigate accurately enocugh to clear the
mountains in the reduced visibility. The three aviators
then discussed Ehe pessibility of turning back.
(U)kST The pilot computed fuel required to return to the
NIMITZ and detaemitipd- that he might not have enocugh 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 fhgﬁﬁarine CH-53 SAR
helicopter: was standing by on WIMITZ 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 19002,
#5 turned back toward NIMITZ. The radio operator was
requested 'to use the portable secure PT-25 (designed fof'
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 COMJITF and the NIMITZ of his return to the carrier.

) The pilot in helicopter #3 did not see #5 turn.
When visibility improved somewhat 45 was simply gone and
the formation was reduced to three RH-53s5. 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 f£lying 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 were: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
C-130s did not see the ﬁelicopters.

At about. 19052, helicopters #3, 4, and 7 began a
lt;ng climb to c¢lear the high ground south of Darband. At
B,000 feet MSL, the dust was still present so the flight
went another l,OQQ:EPet 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. .thaily.tf positive lock was gained

on the Desert One TACAN at about 30 nautical miles out.
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transmissions by helicopter #1. This was due in part to
,probdg'ation and the less efficient TACSAT installed on the
‘ helicopter. DCOMJTF-was, however, better able to
monitor transmissions and freguently 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 visibility but he had
insufficient data on which to base any judgement.
M#E)"Twenty minutes after taking off from the desert
{18452), the Helicopter Flight Leader reported he and #2
were airborne, enroute to the refueling site, and would be
low on fuel when they arrived. JTF headgquarters had not
received the report that the two had landed and this report
created concern regarding the number of helicopters avail-
able. It was not clear whether six or seven helicopters
were still operatiemal. At 19482, the Helicopter Flight
Léader requested weather at Degert One. In response, J"l“F
tasked the Mission Weather Officer to prepare a new forecast
for r;he remainder of the flight from Desert One to the
hideout site. Having evaluated the latest satellite imagery

C {15032) and later observatioﬁu\:he Weathey

Officer transmitted at 2018Z a message of high cirrus clouds

E and surface winds, variahle 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

1l
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the weather at Desert One was suitable for missjbn continuation.
Helicopter #5 enroute to NIMITZ at this point did not hear this
transmission. (Helicopter #5 did not have a *TACSAT radio suit-

able for airhorne 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 s;me 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?r Realizing that the MC and EC-1305 would be requlred
to remain on the ground longer than originally env151oned.-

another officer was tasked to compute their fuel status and

AAR-3-42

Yoy, .



to advise the COMJTF when they had to get off €he ground in

order to make it back to the tankers.

E *‘e‘r_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 arvived.
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HELICOPTERS CONTINUE - 20002

(U)m By 20002, helicopters #3 and #4 with #7 in trail
had crested the last mountain spine and were nearing the
landing zone, Approaching from the southwest, generally
along the same track that the C-130s8 had used, they first
spotted the burning gasoline tanker truck and then the runway
lights. According to plan, #3 was to refuel from the northern-
most EC-130 along\with #1 and $2. Helicopters #4, #5, and #6
were scheduied to refuel from the other EC-130 north of the
road with 47 and #8 booking-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 202272, the nose wheel struck one of the ruts left by
the C-130 Quring™'its landing. The impact bent the nose gear
cam and deflatéELbbth tires. -At that time the helicopter was
traveling at about five knoFs and under positive direction of a
ground contrdllerSaquipped 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.
U - s
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, 47 came straight into
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position behind the lone EC-130 parked south ©f 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 point 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 %)’At 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 rvefuel, site since nothing had been heard from
the pair that had landed in the lake bed at 1710%Z,:but he could
not be sure. At 2042Z, COMITF 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 l1ift DELTA.
Shortly after this conversation, helicopter #8 arrived over the
refuel area with-the drew of helicopter #6 onboard.

@?ksﬁf At 20502 helicopter #8 landed at the refuel site
and positicned 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

B —srerRET I1-49 AAR-3-46

V_D22



o suse DRAFT

of the helicopters originally scheduled %o make the pick-up at
the Iranian Ministry of Foreign Affaqu were out of the pic-
ture. He decided that he would recommend that helicopter ¥3
assume -fhe MFA pick-up role.

(u)un At 20582, 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 naorth of the road.
There were no other helicopters refueling the;e. He could see
#3 in the positiort 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 sauth of the road and ground taxied to
position behind his refuel C-130 without difficulty,

(U)Lsﬁ Helicopter #1 immediately began refueling. The
LDELTA 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 2110Z.
Qﬂ % 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
;fkr was scant probability of reaching the rendezvous site in

total darkness. Still, Civil Twilight (the condition of
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last darkness desired for landing) would not occur unﬁiI
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]).

(u)t£1 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 2112Z he had requested that the
KC-135s on station remain as long as possible in case the
C-130s needed to refuel on the outbound £flight.

(U)4&7 The helicopters were all turning except for #2.
Immediately u§5ﬁ~§§%ﬂihg. it had been shut down so that the
crew could determine khe exact cause of the aircraft's in}light
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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situations, the second stage pump can be replacedhin 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.

FQ(ﬂﬂ The co-pilot of helicopter #2 walked across the
road to inform the Helicopter 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 informed by the pilot that the aircraft had an abort
condition. He then went to #1 where the Helicopter 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 helicopters
capable of continuing., They discussed whether there was any
way to scale do;n the assault force and still do the job.
The DELTA Commander said no. The plan called for a minimum

of six operational helicopters. There was no margin to

- marw .o
.....

proceed with feue;? every man, plece of equipment, and
all munitions were essential. Both men were bitterly disap~
pointed, It was now 212PZ and lead elements of the force had

L8 As the DELTA Commander began directing his troops

-

to deplane and board the EC~13g@s, the Desert One Commander
spoke'-uith—:he secure radio. He reported that
they were down to five helicopters - the mission abort point
and were standing by for guidance, COMJTF requested him to

consult with the other Commanders on the concept of continu~
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ingzﬁith_flve_helicopters. There would be contingency fuel
at'ﬁaﬁzariyeh. Perhaps five helicopters could reduce their
weight to the exteht 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 quidance. He
also requested quidance on disposition of the bus passengers.
COMJTF directed h}m 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 wWashington,
COMJTF relayed the decision to Desert One that the mission was
to be aborted (22p2Z). 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

‘ with the C-130s. The bus passengers would be released. The'
i

" DELTA Communications O‘E'ﬂger.’_-
S - - <o

cision. ' -

(u)Jeq The mission which had consumed tens of thousands of
man hours in planning, training, and rehearsals had been
defeated by a combination of mechanical problems and unfor-
seen weather phenomenon. A mood of great disappointment
prevailed over the landing zone as the recovery actions

) .
began. To aid in controlling the recovery, COMJTF imposed

Minimize at 22182z.

(U)Lﬁr Helicopter #3 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 #l, the alrcraft
from which they had been refueling, was now fuel critical
itself. The Desert One Commander decided that the EC-138
would have to leave at once. Consequently, it was necessary
to reposition helicopters #3 and #4 to enable the C~138 to
use sufficient power to taxl for take off. The CCT instruct=-
ed §3 to make a2 left 270 degree taxling movement to reposit-
ion behind #1 and §8 heljcopters. Helicopter §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 1ift
above the inevitable dust cloud caused by rotor wash, orbit
the landing zone and set-down as directed. At approximately
22202, helicopter #3 began to 1ift, Immediately the aircraft
was engulfed in the anticipated dust and the pilot lost sight
of the CCT. The EC~-132, which had been approximately 66
degrees right of helicopter $#3's nose, was lost from view.
Through his night “TE!on goggles, the pllot could see nothing
but the faint outline of the controller whom he took to be
stationary. In fact, the controller was moving to the right,
away from 43, 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-130's left
wing a cockplt areas and the rear of the RH~53,.
}; '-z;) The DELT . and 43 personnel

WP SEERET 1I-55 AAR=-3-51

N~ ¢



rem=srenes ~ DRAFT

were sitting on the empty bladders in the cargo 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 immediately 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 out 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 quantities 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-13¢ #1

“FeP—SECRET I1-56 AAR-3-52
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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 radic 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

Pimarshalled 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 personnel 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)aaq 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. .
iﬂﬂlThe 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 membé;ELiégffﬁsure no aircraft departed until clear-
ed. He told the Commander of the CCT to check each afrcraft
for space and to eguitably distribute the passengers. Concern
was expressed that the rocad block team was still out on the
point, and immediate action was taken to ensure they had been
. recalled and boarded the C-130s (QhegelT  had earlier taken
.actionigo ensure that the previously removed_specialized runway
_Alighginé system was onboard the C=-130 along with the TACAN).]

The besert 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. UnfortlUnately, the
fire from the two burning aircraft was so intense that it was
impossible to recover the bodies trapped inside.

(u)gef 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'b—l303 to risk purposely setting fires or
exploding ordnance. No delay fused ordnance was available
to allow detonation after the C-130s8 cleared the area.
There was not enough rhnway to taxl 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 #3130 3 last:

(U)LQT The first EC-130 directed to takeoff taxied for
line-up which required a large amount of power due to
aircraft weing:EEg:soft sand on the desert crust. Large
dust clouds occurred. On takeoff roll, the pilots had
difficulty seeing chemlites used by the CCT as replacements
for the battery lights that had” been removed earlier.
Consequently the C-130 angled across the south LZ on take
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 lift 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) (8} When the dust settled, the Desert One Commander
loaded the CCT onto the last aircraft, took one last lock
around, and‘ got aboard. The first EC-130 departed at 22402
and the last aireraft at 22462. Lead elements of the Task
Force had been on the ground for four hours and 36 minutes
(18102-22462), and had undergone a bitterly disappcinting
and harrowing experience. Fourteen minﬁtes later (23002)
helicopter #5 landed safely aboard NIMITZ.
M’M The C-130s did not fly formation on the way back

ARG  :c-1:0 i2, the
]

first to depart, lost oil in one engine and had to feather

AE

the propellor shortly after take-off. This reduced his
cruise speed resulting in the other C-130s passing him
enroute home.

w'w)’ At 22462 the Desert One Commander radioed to JTF
that in—flight_fgfﬁling 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-lBS tankers had been launched Eron-
£ “PP&& the TACAIR RESCAP and C~130 post mission

féfueling phase. - standard tankers provided fuel for
two ART model KC~135s.-The~first™ART arrived on station at
2108z. 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 fzgm Iran airspace. Additidnally one

NSO II-60 AAR-3-56
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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. All tankers commenced returning to
base at 00302 at the direction of DCOMJTF after it had been
lpositively .determined thein_iuéqgﬁoqlﬂ not be needed.

GULS1’At 22522, the Desert One Commander recommended a Navy

TACAIR strike on the helicoﬁler location using napalm;—with the
accident fire as a target center:

48} The Deserg One Commander viding in 'EC~130 #3 trans-
nined results of the initial caswalty survey to JTF via
WSC-3 at 23212. The figure was somewhat in error due to

" aircrews not béing couﬂted in some cases but was reported as
follows: MC-130 #3 had-)ersons on board, with one injury.
EC~-130 42 had 47 persons, with one minor injury, and EC-130 $3
had 62 personnel, two m;jor burns, one minor and one in shock.
JQ’!EESTrCommunications 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, plantfing  for refueling and RESCAP. The secure

“TACSAT net w§§_at thﬁt stage used considerably; Some stations

; — appeared to be better situated to receive and
relay calls than others. Frequently calls were not recei@ed:
some due;possibly 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 Cne's
report at 21302 that the crew of #6 helicopter was present.

This was to cause concern and confusion within the JTF.
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) Upon report of the accident and many potential

casualties, COMJTF alerted the two MEDEVAC C-141s positioned

e These aircraft had been
E prepositioned _Eor -the-night two extraction
mission. The MEDEVAC force had one 'ﬁéc"-"&:‘_eﬁl‘.!;pped c-141 and

was directed throygh the JTF Net Control System to launch
-
5_ Takeoff was at 25/6201z for the (NN

&. Emergency MEDEVAC clearance was. obtalned “

- MAC:was alsoc alerted to scramble a C-9

e specially equlpp;d with a burn package_
- ' |

(u)mr The request for tactical air support to destroy

the helicoptefs and EC-132 laft at the Desert One 'wig

relayed to CJCS?E?CDHJTF who recommended that it not be

approved. “After consultation with the NCA, C3CS advised that

this action was not t-o ‘be undertaken, Destruction could lead

to loss of US“Z‘;;"I-E;?;n lives. Further loss of lives could

seriously threaten the safety of the aAmerican hostages In

Tehran. No further action was taken.
P .

{ fantast This dtscuses MMM

R Mibam i s o m ot

_ The C-138s cleared Iranian airspace on 25/9180%Z,

about 20 minutes after the beginning of Morning Nautical

Twilight. DELTA medics administered first aid to the burned

aircrew members and comforted them as best they could,

c perhaps saving two lives, _MC-130 43 1anded~at

21582, followed by EC-130 #3 at ¢2002, and EC-136 $#2 at

ATy ' 11-62 AAR-3=59
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€, A 0213z, The two C-141 HEDEW}CS__landed-

While waiting to board tﬁe F-lﬁls the burned crewmen were
treated by the two USAF fligh£ surgeons. They were able to
treat the burns, ease the more painfully injured, and generally
stabilize the patients for transfer to the C-14ls.
CQ)JST’DCOMJTF 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.)

‘ﬁggsf’The first C-141 departed with injured personnel at

03152 followed by the second C-141 at 03352 with DELTA,
Rangers, and helicopter aircrews. The C~141s 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

| o i ditional C~141s arrived -to

airlift DELTA, Rangers and helicopter pilots to CONUS.

R
e
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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, execuwtion of those events.

——— i

- S—taigly o

CLASSIFIED BY DIRECTOR, J-3
REVIEW ON 25 JUNE 2000
REASON: 5200.1A, 301cé
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LONRDENTIE

THE PLAN ‘

gpf) Mission execution began with a single pc-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 ajircraft. 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 1530Z. 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
19302. The first two MC-130s were scheduled to depart
Desert One as soon as the second had been unlocaded 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.

K e Lana W—' AAR-5-2
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(u);af' The helicopters were to be on the ground at Desert One

for approximately 40 minutes, departing at 20102 for the
)

remainder of their mission.

£ ) At 17373, thfee RC-135§ ‘were to depas

rovide %air refuslin;

' sgﬁker:tpe

"Arabian Sea, if required, during their egresé.
’ AY

gﬂ(U)While enroute to the refueling site, the €-130s and

RH-53s 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 operational

control of the DELTA Commander.
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THE EXECUTION M:

(78} 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

24711152 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 1200z.
At approximately 1225Z COMJTF 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
ground, was unable to take-off in proper sequence and fly in
formation ”itﬂf§9:léf;’2- The flight was rearranged by using
short, secure UHF radlo transmissions, EC-130 #1 joined MC-130
#3 and the o;her two EC-130s as a flight of four for the

ingress route.
Euﬁ' The first 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.

Lu) .
) At approximately 16302, the lead MC-130 encountered

an area of reduced visibility which persisted for about
FOP<SECRET III-4
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fifteen minutes of the flight. During this period, an
observer could not maintain wvisual contact with the ground
using night vision gogqgles. At approximately 17882, the
;ircraft entered another area of reduced visibility which
;150 lasted 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 determiped that he was unable to judge
the limitations of the visibility, the cause of the phenome-
nom ot the impact it would have on the helicopter operations.
Therefore, he elected nbt to make a radio transmission which

he felt would have been of questionable valug. .

j’ﬂE;sr At about 17806Z, the aircrew of helicopter #6 observed
the {llumination of the Blade Inspection Method warning light
which is cause for lmmediate landing. Using prebriefed
proceéures, the pllot landed. Helicopter §8, as prebriefed,

followed #6 to a landing to recover the aircrew, if it became

L. -———

necessary. After visual confirmation of a mechanical indiga-
tor of possible rotor blade failure, the crew retrieved their
classified material and boarded helicopter #8, which contin-
ved 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)t®8r At about 1748Z, the six RH-53Ds remaining in the

formation first encountered the area of reduced visibility.

TOP—=CBERET 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 visibllity to be near zero and.elected to
reverse course and rteturn to an area where he could land,
consult with the members of his flight and arrive at an
alternative course of action. He was not aware that the
crews of helicopters #3,4,5 and 7 had lost visuval contact
with him and did not Bee him turn. As & result, four air-
craft continued enrocute as a formation. At 1808Z the Heli-
copter Flight Leader advised COMJTF by secure TACSAT radio
that the flight viéibllity was near zerc and that he had lost
sight of the other aircraft. At 1823Z the Hellcopter Flight
Leader transmitted that he and his wing man had landed.
Neither COMJTF nor the lead C-130 heard the latter transmis~

sion.

JnEQ(U)The Hellcopter Flight Leader waited on the ground for
the other members of his flight for about fifteen minutes.
He then elected to resume the mission and at 18452 notified
COMJTF that he was airborne (he had been airborne approxi-
mately 2@ minuEEi*#éFﬁhis point) and that six aircraft were

enroute to Desert One,

&9 (U)During this period, the lead C-132 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 shortly 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.
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gygﬂb)aecause his secure radio was disabled during the
landing of the C-13d, the Desert One Commander elected to
transmit a single codeword over unsecure HF radio to indi-
cate he had landed., He then directed actions necessary to

receive the remaining C-138s and RH-53Ds.

)
(;09 At 18452, seven hellicopters were still proceeding
toward Desert One {n three elements. Helicopters $3,4,5, and
7 were leading in a single formation. Number 8, 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 alds were lnoperative 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 indicater was inoperative imhibiting
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 cenditions
experienced, the pilot of #5 elected to abort the missgion

unannounced and returned to NIMITZ.
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(u)imer' During the same period, unknown to th; Helicopter
Flight Leader, helicopter 12 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.

.
}EBT’- At about thés time (19152), the five C~138s began to
arrive at Desert One, unload personnel and equipment, and to
prepare to receive and refuel the helicopters. C-138s §1 and
$2 departed Desert One .on schedule &nd secure communications
were g§tablished between Desert One and COMJTF. The Desert
Oone Commander reported to COMJTF that he was ready to refuel

the helicopters.

(u)yPST' 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 TACSAT radio he was transporting
{which was nofziﬁiigiiad for alrborne use), he elected to

notify the NIMITZ of his situation on unsecure HF radio.

This transmission, approximately fifty minutes after the
abort decislon, was not recelved 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.
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{U)at 20222, (45 minutes behind schedule) the first three
helicopters ($#3,4 and 7) began to lapd at Desert One and were
marshalled to refueling positions. The nose tires on heli-
copter #3 deflated as he taxied across a rut in the sand
caused by C-138 tire marks making 1t necessary for the pilot
to hover-taxi into position:
(
Syﬁ{ﬁﬂht 2042Z, CQMJTF directed the Desert One Commander to
consult with ;Qe DELTA Commandeé to determine whether or not
the mission could be continued with only five helicopters.

e also directed that ne action be taken to proceed.

9y§)ﬂOBy 20582, helicopter #8 had landed and was being
refueled. The DELTA Commander began preparations for loading
his equipment on the four hellcopters. COMITF 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 remaining two to follow as soon as they could be
refueled. Hdﬁifif?giig Desert One Commander replied that
helicopters #1 and #2 were landing and that they would launch
all six in about forty minutes (2158).
e W)
&eT At this time, the Desert Ope Commander was concerned
about the fuel remaining in the C-1385. 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.
)

L o) After landing, the pilot of helicopter #2 shut down

ToP SRSRET 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 21207 COMJTF
was notified that helicopter #2 was not mlssion capable.

- [Ll) \

'Lae) At 213¢Z, 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 additional fuel would be available
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. Féllowing consultation with authorities Iin
Wwashington,COMJTF ordered the mission abort at 228622 and

destruction of helicopter #2. He also directed that the

. e v .
PRty

detainees be releas;afand their bus disabled. Upon receipt
of this order, the Desert One Commander directed that person-
nel and equipment be relcaded on the remaining C-138s. It was
also determined that helicopter #4 would require additional

fuel for the return flight to NIMITZ and that C-13P #4 was

critically low on fuel.

8 -

(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 22292.

It collided with EC-130 #1 and both aircraft were engulfed

ToR=GECRET I11-19 AAR-5=10
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in flames. Three crewmen were trapped in the cdrgo compart-
ment of helicopter #3 and five ctrewmen 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
aircraft and personnel. {Inasmuch as the determination of
the cause factors of the accldent 15 the responsibility of an
on-going Mishap Investigation Board, this repert will not

address those faclors).

% All helicopters were shutdown and evacuated and EC-130

$3 parked next to Ec-139 #1 was immediately moved to a séfer
location, The Desert One Commander directed that all
personnel locad on the remaining C-138s 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-138s departed Desert
Oﬁe. While ﬂ%f-“the Desert One Commander surveyed

the injured personnel and reported their status to COMJTF.

E -t" procee-and evacuate the surviv-

ors. He also requested a C-9 aircraft equipped to treat burn

f2. Ppatients be dispatched—- .

1’) At 2248Z, NIMITZ launched two SAR helicopters to assist
helicopter #5 should it not be able to reach the ship. At
23822, helicopter #5 landed on the NIMITZ with an estimated

six miputes of fuel remaining.

Between P158Z and 8213Z, the three C-130s landed at

X
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-and plans were initiated to cross-load the personnel
to the C-141s5. The two C-141s arrived at 0228Z. The first

[ o))

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 personnel 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, quthions .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

T
mo e
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MISSION CONSTRAINTS °

l

Background: w Ig has been noted that e ultimate force
gize and composition was constrained from the odtset by a
lack of trained forces, special operations eguipment 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 cornponent of the US Armed
Forces ready to participate 1n cT operation was the us

hﬁ this time. Delta'was trained

personnel,

were ;lso available. Each of these

light infantry battalions had approximatel
. rad : rist CT traM}
NEEELPE S A LI SRR FRE STEC 12 R - ol TR SR I R ) ut not of the
magnitﬁde or complexity that confronted ‘the JTF. |

{U) The limited-pumber of in-flight refuelable HC-1305
(7)), four were stationed in PACOM, ‘and AC-130s (5)
imposed a constraint that was only siightly 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)|and 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 eonstrainq{ upon planning
and the subsequent operation. Selecting and training

helicopter crews.and developing operational technigues
and procedures was a time consuming task.




(}B:LDf'The standard rudimentary navigatlion euipwcs.a.
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,
()
) Lack of sufficient tactical and airborne satellite
‘capability required the force to develop their own
systems, : o )

Gﬂ cy&j'ﬁnly four engineering development manpack satellite
'terminals existed in Nov 79. These units were incompatible
with existing fixed, mobile and shipborne UKF terminals.
Identification* and. modification by Delté)cf ten commercial.
Motorola PT-25s provided an interim capabllity suitable

For the mission.

i

($83 Fixed wing aircraft tasked were not equipped
with UHF SATCOM. By developing a hatch-mounted antenna/
WSC-3 package, four C-130 and one C-l41s were equipped.
Lack of Dorne-Margolin antennas and WSC-3 transcelters
prevented each“aircraft from being eguipped with its own
SATCOM terminal.

(( ) '
;Si Helicopters lacked UHF_SATCOM. "Little useable’
data was available on SATCOM on board helidopters.
which required the JTF to conduct its own experiments.
The misaion*was*e:ecuted before a fully useable SATCOM

{ package could be developed. Due to this and the -
shortage of WSC~3 units, only one helicopter was
equipped. .

V)
E;ST The PARKHILL secure voice used with the tactical

'satellite terminals degraded voice guality. Consequently,”
many transmissions required repeats.

lu

(?é% A suitable high altitude airborne radio relay
capability was lacking. Current platforms are not
configured to provide automatic relay of UHF transmission.
g;g) Not all MAC and SAC aircraft involved were capable
of secure HF or UHF. Airborne transmissions involving
tanker aircraft were made in the clear.

PR '
C!é) Each unit except Delta lacked a suitable, reliable
squad radio for use with perimeter defense or other
intersquad communications.

-
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problem pe:sistediéﬁ;SGéﬂaﬁi the Nov-April timeframe,
~ although a small capability was eventually established,

O T A P b o 0 o T 5 N

_ D This problem was not resolved
for 60-90 ddyar— -

saa

(u
(TL)'The limited availability and extreme difficulty in

locating FARSI-qualified linguisféladversely inpacted
upon the JTF. !

S u)
L . - -
(@g)rSevere restrictions on coordinating hostage data and

'éolitical strategies with DOS were imposéd. In addition,

-DOS was extremely reluctant to cooperate or pis5 data to
DOD.

(81 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 tranamitted 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
.2ir data in the region was of poor gquality. Unfortunately}

even with the JTF still possesses 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{t” and a portion of the Tiros N at a two to four nautical
Gdle 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
severely handicaps any forecasting effort.

(u)4iﬁw 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 become better in the winter than the summer.
Because of satel{ite‘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

quality and quantity have created guestionable 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

or the establishment of launch sites_

T

fere denied for political reasons.’

f-‘:%he distance _o the target and associated

factors compounded planning, imposed heavier demands on

logistical support requirements and increased risks.
‘_.
rd -"'.“_-c o

(U) ,K) The lack of a fund cite or project code continually

o

impeded JTF initiatives. Impediments ranged from placing

JTF personnel on TDY to procurement of equipment necessary
to support the JTF.

Lw

{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 conétant operational
security problem. This also.precluded close, dally
coordination betqeen_}he TF components. T

v




Evaluation: The JTF was provided almost unrestrained use of
available resources. However, there were gserious constraints ~
*in the lack of trained forces, intelligence (to include '
weather), modern equipment in both type ané.quaﬁtity,
forward operating bases near Iran and secure training
area/bases in CONUS. Though the JTF was able to overcome
".8ome constraints such as communications requirements and
'circumvent 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:
(U) E) At 12252, COMITF 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. All of
the preplanned criteria were met. There were no elements of
information available which should have caused a delay or

modification to the plan.

— TR R
o O ———y

EVALUATION: .

(U) The decision to launch was appropriate.
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PREMISSION BRIEFINGS

BACKGROUND: )

(ﬂﬁunt sea aboard.NIMITz. the helicopter gétachment 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

zweather 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 separatiz-i"i(-_'g:::fe;;}ed 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 meteorologist was|not privy to the

- .
¥ mission). The weather m was much more detailed

and highlighted the actual mission area.
(V)

%) The intelligence briefing was concise. There had been

no significant changes in the intelligence picture since the

TOP—3BGRET. III-15 ARR-5-15
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previous night. “Pilots were told that ‘there were .nc. known

. Sgviet or Iranian sﬁips or qigggggsfih?ﬁﬁafg}éa.“'

large DIA graphics which had been posted in thé Readg Room

since the unit's arrival on 20 Apr. “ghexe were three differ-

Py S

hics:
ent‘qrap ig_

— o e

charts were prep

s,

R

ared on 1 April 1980. [N

The helicopter detachment 5-2 concluded his remarks
T e AS R E- . .
with a final'aiscuss{on of escape and evasion (E&E)} tactics

and an injunction to aircraft commanders to ensure that each
crewman had all requireé'E&E 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 question 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

ITI-16 AAR-5-16
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.
e via another -some concern was expressed regarding

the security énd‘timeiy.return of items such as cameras, credit
cards, etc. The DCOMJITF 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 f£ilm. Aircraft commanders were responsible
for checking each member of thelr 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 1life" classified information and communications equipment

was to be removed from any aircraft left in Iran).

Mt 12302, final crew briefings were underway for the

E C-130 crews “ Cf particular interest was the

latest intelligence data received from the Helicopter Detachment

C_ Intelligence Officer aboard NIMITZ. “

Weather, transmitted[ﬂ

e-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'iectronic Warfare Operators
reviewed their routing one final time to  ensure preselected
ﬁ routing and terrain following altitudes_

afforded fuel conser-

vation.

M . I11-17 AAR-5-17
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E ﬁ—'—the UéAF Intelligence Cfficer alsc 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 F-130 aircrews
other than some perscnal US curtency“' The alrcraft
were inspected for unauthorized ané extraneocus sensitive
material. Two navigator crewmembers were designated to carry

cameras with offiicial USAF film inserted for documentary

E purposes. (DELTA had been briefed 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?

DISCUSSION: )

.Detailed analys a»y.m “and mission Blectronic Warfare offi-
5 cers indicated that due to terrain masking and other propaga‘

tion factors appr:oximately 100 WM of the mlssmn flight path

could poss:bly be covered by this radar at high “altitude {over

18,000 Eeet MSL._},. This was a conserative estimateu

This had been period- "

e T e—y e
' ically provided to flight personnel during trammg. Informa~-

tion was briefed dally_ to pilots once they arrived at their
deployment. .sites:

AAR~5-18
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EVALUATION: .

(gﬁ Briefings were structured to support the mission. The
briefings provided to 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.

TE e o
o et gy

TOE=BEORET . III-19

URAFT

AAR-5-19

N ~265



SR DRAFT

WEATHER

BACKGROUND:
‘cﬁ .-_ COMJTF 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, DCOMJTF and the aircrews satisfied all of these crite-
ria. However, during the mission, the aircrews encountered a
reduction in visibility latgé determined to be suspended

dust.

&;2 This -unforecast phenomenod had no effect on the ability
of the MC/EC-130s to navigate to Desert One. The helicopters
had planned to-navigate by wvisual reference with the ground
using NVG's at low altitude. The reduced visibility seriously
impeded their progresgf causing all to be late arriving at the
refueling site.” = é::;*;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 #5 decided to abort.
QUESTIONS ;
1. (U) Should COMITF and the weather forecasters been aware
of the unforecast phenomenon? ’

7j§v2 (V]wf) Should planning have provided for a reconnaissance

aircraft to precede the mission?

.[W(?ﬁTQﬂQQLq,the lead ; ”"?"‘hnye been tasked to conduct
reconnaissance and report significant unforecast Eleﬁ!

“weather conditions?

POP—SBLRET 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 sufficient basis for the Desert One

Commander to report flight conditions to COMJTF?

6. {U) Should COMJITF have initiated action to further

assess the situation after being informed that the visibility
< was reduced to zero.

DISCUSSION: A u‘
Question 1. }ef Should COMJTF and the weather forecasters
have been aware of the unforecast weather phenomenom?
Mission weather had Elways been a prime Bubject and a
great deal of emphasis had been placed on forecasting.
Weather had not always been favorable during rehearsals and,
in the interest of peacetime safety rules a mission abort
had occurred during a mission rehearsal because of weather.
COMJTF and his staff had high confidence in the select team
of Air Weather Service (AWS) personnel and the resources
provided to th%@34=ggg forecasts for the mission had been
provided to COM;;;T;; 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. S8ubsequently, forecast accuracy
improved during the spring as the weather team increased
their knowledge of Iranian climate and the forecast exper-

ience level rose.

’{gjz;BT’AWS climatology studies and data availability surveys
had been conducted. All available data and appropriate resour-
ces were brought to bear on the mission. COMJITF and AWS fully

recognized that there were no reliable weather reporting

TOR=6ECRET I11-21
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stations in the proximity of the helicopter route. This was of
concern and it caused the forecasters to exercise special
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 aenic_)r_ho

-—.-——"-ns—-t...

— N\
‘was very familiar with wéather conditions in this area of Iran
P’ *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. AWS
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-ofSisufficient magnitude to 1ift and spread
fine powdery dust iéto the air along the route of the héiacop—
ters. The BAWS 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 that 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- III-22 AAR~5-22
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(U) At the request of the Joint Staff, the National Weather

-

Service (NWS) conducted an independent assessment of the
weather support provided by AWS for the mission. The NWS
group consisted of the Chief, Scientific Services Division,
Western Region; Chief Scientist of the Satellite Applications
Group, National Environmental Satellite Service; and a highly
experienced consultant of the office of the Federal Coordinator
for Meteorology. . AWS provided data to the group concerning
planning, weather forecast, and post mission verification. The
NWS group found that the logistical and technical preparations
were adequate. They dlso noted the lack 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 Fggm the thunderstorms 30~60 miles to the west of
the helicopter -route. Their report concluded by stating that
the forecasts were as accurate as the data available and the

state of the art igﬁpq;eorology permitted.

o . ey,

i

J‘I"Although extensive planning and forecasting had been
accomplished by a select team for this mission of special
importance, it remains a fact that weather forecasting is
not yet a perfect science. Meteorological satellite wvisual
imagery prior to (24/10532) and after (25/0728Z) the mission
did not indicate the presence of the suspended dust phenom-

mission (24/1503%) the area of suspended dust was masked by

Cirrus clouds which blocked observation"
c “ of the phenomenon. This particular region

in Iran did not have operable reporting stations either

<SR 111-23 AAR-5-23
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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 prohiblts knowing whether forecasts are good or
nct. In the instance that occurred on 24 Apr, the state of
the art of meteorology did not ?nable AWS to be aware of the
probability of ocgurrence of the suspended dust phenomenon.
It is probable that if the mission had not been executed on
24 Apr the JTF would not have known that the phenomenon had
occurred. If -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 JIF to have had a
greater appreciation for the phendmenon.-ihe Joint Staff
pursued. the idea concerning assistance,%rom indigenous 4
people, both‘ahring the planning stage and in retrospect

’Efterbphe mission,. OPSEC precluded conducting an effort to

-

locate Iraniaﬁvhetéérologists 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 questioned the Deputy Federal
Coordinator for Meteorological Services. nnJﬂEupporting

Research concerning the availibility of knowledgable indivi-

6 duals familiar with Eforecasting weather in Iran. ﬁ

TOP=3BCRET . I11-24
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ﬁ who had headed a group‘.unlc.!e.r 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—Iranlan or
octherwise in NWS, that could have been used for the hostage

hission.

E;g% In retrospect, it may be concluded that the JTF and AWS
could not totally recognize the limitatlons to 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 thereof, more consideration may have been given to

ﬂﬁv planning for the lead C-13¢ to perform a weather recon-
naissance on the route the helicopters would fly.

Question 2: Llud Should COMJTF have provided for a weather
reconnaissance flight ;o precede the mission? COMJTF @id not
elect to speciéléai?}'iask the lead MC-138 alrcrew or Desert
One Commander to make a weather report'on unforecast weather
during their route to Desert One, This judgment was based in
part on the JTF concept which called for op;}atlons in radio..
Si{lence except for preplanned progress reports, for emergen—
cies of a.serious nature, or if a complex situatlon 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 mission*should continue to
successful complétion. ' The mission would be aborted only if

preplanned criteria could not be met or unpredictable events

made mission continuation infeasible. This 1is not to say
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certain weather conditions would not be repo}ted by the
Desert One and hellicopter 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 Hellcopter Flight
Leader would readily recognize as a condition that could
cause abort. NoE appreciated, however, was the heed 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 consider inflight visibll-
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 premission
weather reconn&igéance flight. Operations security would have
been jeopardized significantly. Furthermore, there is no
indication that a weather reconnaissance alrcraft flying over

[

el T L
the route in~ dFtE&rhioon hours would have encountered the

suspended dust phenomenon,.

Question J:QLQAH Should the lead MC-130 have been tasked
to conduct visual reconnaissance and report significant
unforecast flight weather conditions? The JTF could have
tasked the Desert One Commander aboard the lead MC-130 to
report any weather or inflight conditions that would have
significantly affected helicopter mission performance.
Alternatively, a qualified helicopter pilect cculd have
been tasked to be aboard the MC-13¢ to 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 helicopter routes

"at 508 to 1,000 feet above ground level {AGL).

~PTOP=SPCRET -
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%;k 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 operations (flight visibility
restriction was more severe on the helicopter profiles).
Had a qualified mission helicopter pilot been aboard as an
observer and specifically directed to report significant
unforecast conditions such as visibility restrictions, he
would have probaSIy reported the marginal operating con-
ditions. The value of such a report to COMITF and the
helicopters is speculative. COMJITF 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
24-72 hours while the JTF waited for favorable conditions 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.
)

}Bﬁ 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. (Bven 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 Desgert
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 report could have

enabled COMJITF to modify the policy which called for silence
TOP=SECRET III-27
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on unsecure radies. But this }s speculative 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 visibility. The helicopters
could have then proceeded in mofe manageable flights of two

with operable navigation aids In each flight.

Question 4!blaf Should planning have stipulated specific
weather abort or procédures to modify route criteria and
should it have developed specific weather abort, or avoid-
ance procedures? The helicopter pllots had experienced
weather conditions during training rehearsals which reguired
an abort. That decision was not questioned in the training

environment., Crews trained and repeatedly demonstrated the
ability to navigate in reduced visibiiity using night vision
'goggles._ Howevgf: ;523!__"ere not equipped to fly in clouds
for extended ﬁé:?:gg at low level in mountainous terrain.

The RH-53 did not have nor could it be modified in time to

have the necessary equipment.reduirégtfbr navigation under
Ehese conditions. Radar and FLIR equipment would be re-
quired. Had the lead C-139 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 troute
profile altered. Similarly the helicopters would not have
continued, once they encountered thunderstorms, low clouds,
a sandstorm, or turbulence. Any of these conditions exper-
lenced 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
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for this mission. What matters for these helic.optar.pilots
is sufficient, 1If 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 mission
profile. It i1s 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 competgent. 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 have been to identify any reduction in
visibility that would have precluded safe refueling at Desert
One or would have exceeded the capabilities of fndividual
pilots to negotiate the route.
W |
Question 5: 5&; Was there sufficient basis for tlhe Desert
One Commander to report inflight conditions to COMJTF and
the Helicopter Fli:g‘gl:._l.eader? Given the flight conditions
he observed duri:_q'*an-e". rﬁission, 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 in not
making a report of questionable value to COMJTF.
Question 6:% Should COMJTF have initiated action to
further assess after being informed that the visibility was
E reduced to zero? WGifficult to monitor

secure TACSAT i:ransmissiona.by helicopter 41. This was due

,z,lﬂ:initito propagation and the’less efficlent TACSAT carried
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E on the helicopter. DCOMJTF myas 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 visibllity but he had
insufficient data on which to base any judgement. COHJTF-’.
E -did not receive the report made by helicopter #1
that he ﬁ;d landed leading to an erroneous assumption that
he was still enroute. It is not known if propagation
precluded voice reception, but in any event the fact that
the Helicopter Flight’Leader had landed was not known by
COMJTF until the Helicopte} Flight Leader reported at 18452
that he was airborne and enroute. (He had been airborne 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 thgg;&gyded approximately one hour and forty-
five minutes earlier}. COMJTF did not have tﬁe 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 anq was proceeding to Desert
One. The Flight Leader requested the Desert One weather
conditions which were provided, followed by several commun-
ications pertaining to estimated t{me of arrival at Desert
One for the Helicopter Flight Leader and arrival times of
helicopters $3,4,7, and 8. During these events COMJTP
as;umed that since the Flight Leader made no calls, no

further assistance was required.
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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 c¢ould have begun a
dialogue with the Flight Leader to obtain more information on
the extent of the visibility reduction and status of other
helicopters. Thisg _would have’réadifed.ﬁadificatlon to com-
“munications procedures as

been required on unsecure radios. Factors to consider were,
extent of visibility 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 possibility of communications compromise.

EVALUATIONS:

1. (U) Expert opinion 1s that the weather forecasts were

as accurate as the 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

localized phenomenon would exist.
(w

2. (£} A weather reconnaissance aircraft preceding the

-

rescue 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 questionable as to whether or not it
would have been detected.

3. %f The lead MC-130 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
Helicoptgr 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, astab-
lishment of specific weather abort eriteria for inflight
visibility could  cause a premature abort or a situatien’
where pilots might feel compelled to continue beyond thelr
1nd1vidt;6 capabilities.

5. @7 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 basis for an alert to the phanomenon.‘
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{g&}uﬁave taken are speculative, he would
have had thevgggggii;iéy te 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§}¢gﬂ) 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. The unknown is whether-the unsecure radilo

calls would have compromised the mission.
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© COMMUNICATIONS
BACKGROUND ‘
(U) From the onset, it was recognized that the major communi-
cations problem would be to provide a means of PPsitive,
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.

{0} Access to UﬁF satellite communicafions wag consldered
essential to provide the reliability and quality needed for
:his missloq. HF voicg,hg@ previously been the only means of
providing long distanée communications with aircraft. .and-
‘gperating 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.

A‘ﬂéj)a portable satellite terminal was required to provide
discrete commurjcatfbiio- between EOHJTF; bt DELTA Commander,
the Ranger Comméﬁgg;T&nd the Helicopter éommander. In eé?ly
November, it was determined that a newiy'developed radio, the
PSC-1 would satisfy this requirement. However, Bince 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 hot compatible with the
non-poftable WSC-3 TACSAT radios available to some of the other

-‘mission elements.

(L} = :
s }/)( By December LpELTA;had ‘identified a new portable radio

which held promise for use as a satellite terminal ai;ﬁ&ﬁgﬁ"it

was not designed for such use by the manufacturdi: This radio,
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the PT-25, was satisfactorily tested as a sateilite'termihal.
In addition, it was compatible with the PARKHILL encryption
hdevice, which was the only_secure‘voibEfdeviee-avquable in
pufficientfgﬁgﬁ%ities to meet mission needs. The portable
PT+25 was comp#tible with TEAUSAT WsC-3 qnﬂ‘Bgrmitted all JTF
command elements to participate in. a Semmon tactical _command
and control net. Ten PT-25's were purchased and modified.
;Erom that point on, they played prominently in the training and
“piagn}ng"for—supsbrtnoﬁgﬁmgaggggga'6peratlonal fo;ceg?'(The
“Four PSC-1s uereyrei&hmuixtﬁFggﬁvlde the COMITF and the three
'operational commanders,with-gjac;eteﬂﬂiedundant.voice communi-

cations.)

i:% Operating the PT-25 and PSC-1 with various antennas while
airborne- in :MC-130 énd~%ﬂ-53?ﬁirctdft proved  the feasibility
_of direct, secité SATCOM communications_using these radios.’
E? series.of exéeriments and modifications’ led to _the develop-'q

“fent of a hatch-moupted antenfs Sigtem that, when combined with

the wsc-3,

_'._lfecsgvdty_ from . fixed wing alrcraft.
Eventually, foudrc-130 hatches "and one C-141 hatch were modi-
“fied to providg the essential airborne satellite capability for
;Ehe projectedrf{xed wing Eorceij'h-solution to the helicopter
5éﬁﬁfiguratioé was more elusive because the antenna used Buc-
cessfullyﬁsn fixed wing aircraft 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

#brovided to seven of the helicopters for use should they be

separated or otherwise be reguired to land.
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{C} A radio operator, familiar with the equipr;ent and profi-
_cient in working with PARKHILL, was assigned to ‘each TACSAT
terminal to inctease the probability of copying marginal
transmissions. Use of a‘radio operator requiréd that ‘all voice
traffic be passed from the sender to the operator who would
itransmit the message. Incoming messages would be passed to the
‘intended recipient. Acc"l.iracy 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 ‘irea had indicated_propagation
problems could be smpeqgted between sunset and sunrise. Each of
the airborne and ground forces was to have available TACSAT
terminals for airborne and ground use alc;:u_g with portable HF

radios for backup.

'

B : E (£) The JTF —«ms supported by two TACSAT termin-

als for use with deployed forces hnd—

' terminal’ accessing the Defense Communications System for
connectivity to ‘Wasfington. This link was backed up by another

TACSAT terminal with direct access to the Pentagon.'-

QUESTIONS :

1. (U) Did the communications capability meet the essential
needs of the mission as planned?

2. (U) Was the communications support flexible enocugh to meet

the demands of the JTF once unforecast and unexpected situa-

tion occurred?

DISCUSSION:

i \(i'r,a'} As finally deployed, one secure airborne satellite
system was prbvided to the Helicop_ter_'Fl_i_ght Leader, the AC-130
flight, the C-141 flight,” the EC-138" flight’-and--twodor the

AAR-6-B23
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“MC-138s which were to operate from two locations. It was
envisioned that except for the helicopter flight, the satel-
lite equipped aircraft would relay to and from other flight
members pertinent information using NESTOR (KY-28) secured
air to air communications, The JTF decided not toc use the
KY-28 on the helicopters. .The helicopter pilots would use’
their UHF/VHF radlos 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-
{al 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-
slohs would be dictated by circumstances and made at the

discretion of the commander concerned.

%By 24 Apr five fixed statlons had been established and

were operational - JTF HQ, JTF Relay, .USS NIHITZ_
vt e PRV -
“ Airborne SATCOM terminals on

o et g -

fixed wing aircraft had® been checked and were ready. _On
“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-130 alrcraft enroute_to

Desert One and the hélicopter 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 on 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:!%131:] the communications capability meet the

essential needs of the mission as planned? Five mandatory
reports were required dering the mission. All were trans-

mitted and recelved.

Question 2: S}:gr was the communications support f£lexible
enough to meet the demands of the JTF once unforecast and
unexpected situations occurred? As established in the
operating instructions, radlo silence procedures over
unsecure radio were imposed on $i1 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 alr-to-alr traffic

enroute,

The need to mainEain strict COMSEC was end;?sed by NSA. As

ot AR

indicated by NSA, the risk of detection rises, in terms
of propagatioﬁﬂiigkéi taking signals to unexpected points,
with every transmission.

w

bﬁ) Témansmission over the secure WSC-3 and PT-25 radios

was permitted when the commander concerned considered it
‘tlepessary. 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 subseguent
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
alrtborne platforms, prototype manpack terminals and the

inexperience of some of the equipment users led to frequent
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repeats and occasional gafbled calls. In spite of these
inconveniences the systems and procedqres 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 ﬁould have been possible.

/
EVALUATION:

(U) The communications capability met the essential needs

of the mission as.blanned.

(V) The communications support was sufficient to meet the
unexpected demands oé the mission and the JTF, but the
quality did not enable JTF Headquarters to receive 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

36 was at Desert One.
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ENROUTE TO DESERT ONE

BACKGROUND:

AB8Y (CThe executlion order was transmitted to the forces
at 12502, At 1465z lthe lead -MC-130 departed“
enroute to the refueling site (Desert One). One hour later
eight RH-53Ds departed NIMITZ. These alrcraft were sched-
uled to arrive at the Iranian coast at 153PZ. Between 15182

and 15272 the remaining MC/EC~138s departed _in

two flights.

Sﬁj) At 1630Z, the lead MC-13¢ entered an area of reduced
visibility where visual contact with the terrain could not
be maintained 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 iéiyas not visible on the FLIR. He considered
reporting the situation to COMJTF, but not khnowing what the
phenomenon was or Ehe visibility at the altitudes being
flown by themﬁEngggzgrs, he decided not to make a radio

transmission. At about 17082, the MC-130 encountered another

area where visibility was reduced for approximately fifteen

minutes.

@f(U)At 1782, the pilot of helicopter #6 observed the Blade
Inspection Method 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

AMR=5~-B5
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accompanied #6 to a landing. 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.

ar 17372, (c-1355 toox-ot: SRENNEINNNND

to provide refueling support to the MC/EC-138s, 1£_gggglred

during egress. \

j”' At about 1740Z, the helicopters entered the area of
unforecast reduced visibility. The Helicopter élight Leader
attempted to maintain visual reference to the ground for
navigational purposes. When the visibility deteriorated to
near zero, the Flight Leader elected to reverse course,
return to clear alr 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 anaiﬁaa?tdntinued on course.

(u

(s% At 18B19Z the lead MC~130 landed at Desert One,

¢

is? By 1B45Z 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 30 minutes behind the leading flight and helicopters

#1 and 2 were about 15 minutes behind #8. All were in the
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areas of reduced visibility.

J"TU) About 1B58Z, 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 unahle to regain visual reference with the
terrain for navigational purposes. Hls TACAN was Inoperative
which caused hfm to doubt his ability to locate Desert One
since he assumed visibility would alsoc be bad at Desert One;
he was unable to receive the VOR navigation 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 5 NM in error; and he had no
knowledge of ;ﬁé;gxtent_of the dust phenomenon. Therefore,
the pilot elected to abort and return to NIMITZ.
Pt - Ll

(V) Simultaneously, unknown to the Helicopter Flight
Leader, helicopter #2 was beginning to experience a loss of
hydraulic pressure in the secondary stage which powers part
of the Flight Control System. MNormally cause for abort, the
pillot 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.

(v

¥
) -¢) Between 19182 and 1928Z the five MC/EC-138s landed

at Desert One on schedule and began preparations to receive

and refuel the helicopters. MC-136s #1 and §2 departed

Desert One at 19242z,
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{ﬁﬂ(ua Helicopter #5 d4id not have a secure radio 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 radios 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.)
!A *

'f}zf(U‘At 2022Z, the first three helicopters landed and refuel-
ing operations began. Helicopter #8 arrived at 20502Z. Helicop-
ters #1 and 42 landed at 2101Z whereupon it was determined that
42 was not mission capable. Five mission capable helicopters

were on the ground and six were required to continue the

mission.

— o ———

QUESTIONS:

1.\\Qk" Did the planning and training overemphasize radio
silence to the~—exként that necessary radio transmissions

e

were not made?

2. {U) Were there adequate procedures to insure recovery

of aircrews of downed helicopters?

g

SRV
-a k »
3. yﬂf’ Were the helicopter pilots overly concerned with

the regquirement to remain at low altitude to avoid radar

detection?

4.““{34’ Were the additional navigation aids (PINS and OMEGA)

installed on the helicopters adequate for mission success?

TOP—3PLCRET ITi~42
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5. {U) Was there a valid basis for the judgement that
eight aircraft were sufficient?

fﬁhfﬁ
G.OJ}UFS What were the probabilities that the reguired number
of helicopters would remain operational at the refueling site

ﬂ*;(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?

g LR I
10, (W) Wefﬁ*tnéfjtems selected to be in the helicopter

cross country kit adeguate to support the mission?

11. (U) Were the helicopter pilots adequately trained to

perform the mission as planned?

DISCUSSION:

Question 1: {U)(f) Did the planning and training overemphasize
radic 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 misgion 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 did
enjoy. hll eleménts equipped with secure radios did use“
"those radios when required to make mandatory reports or’
notify COMJTF of significant developments. Of the heli-
copters, only #1 had'a secure radio adapted for use in

£light.

(Pg)}ﬂ{ Had the Desert One Commander determined that the pheno-
menon was of- grave importance and a report of the inflight
visibility conditions was necessary, he could have done so
on his secure TACSAT radio without significant risk of
compromise, Hg_@ig:not send a report for cother 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. None of them felt, however, that the
situation warranted radio transmissions and resultant

possibility of mission compromise. An exception, was when

s
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helicopter #5 decided to turn back after he lost critical
navigation instruments. ‘His helicopter was not configured
for secure inflight TACSAT. After some time, he elected to
use '‘fils unsecure 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. ‘

" N

;srjggnsac was an important factor to the Joint Task Force
and was essential to mission success. Emphasis was so great
that the hélicopter ctews 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 congggt_of the mission. As an example, had

R e

the Helicopter Leadér'called for the flight to join him when
he landed, a modification to the existing flight compositian
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 fallures 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, addifional time would have been
available in the event alternate plans were to be discussed.
Lack of informatien available to 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--radias_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. \
ul ,

Question 2. (87 Were there adequate procedures to insure
recovery of aircrews Of downed helicopters? At approximate-~
ly 1700Z the pilots 1ﬁ 46 helicopter observed the Blade
Indicator Method warning light illuminated. The light indi-
cates a possibillty of impending main rotorblade failure
which, if 1t_ogcurs. 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 signal thzrphey intended to land, and landed in an

—— oy
-

isolated lake b;;T_zﬁalicopter #8 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 cof 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 gquidance
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 for downed aircraft and pickup by another
helicopter had been vilidated during rehearsals, on at least

two occasions.
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Question 3, W) 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. -
_the helicopter detachment 8~2 was

not éwarevsf'tﬁe\diébussion, 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 arvived, although late, (one returning
because of weather and faulty instruments) supports their
procedures and abilities as highly trained pilots to nav-
igate in this gnyj‘.ronment.

(U) /(»{) The information concerning Iranian radars which was

briefed fo the he;}&q&[:er crews was the same as that briefed

B

to the C-130 crews."___“\fter passing the first mountains thgre:
was G‘irtually nQ threat of radar detection up to the service
ceiling of the RH-SBD.'{ The perception of a greater threat

by one pilot was without factual basis.

Question 4:({))&’] 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. “‘PINS is ad-
versely affected by low airspeeds (below 70 knots) and high

angles of bank.

Q;% 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 Wwith 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

&

sufficiently accurate for navigation.

Questions 5,6 and 7: é$¥ Was there a valid basis for the
judgement that eight aircraft were sufficient? What were
the probabilities that the required number of helicopters
would remain operational at the refueling site (Desert One),
and the helicopter hide out? Assuming that eight would
provide a higblgfggeeility of mission success, why were not
more placed on board the aircraft carrier and flown on the
mission as additional insurance? To answer these gquestions,
it is necessary to address several areas: the history of
these specific aircraft; the fallures 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 N
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 crewa to the NIMITZ. The
Detachment Maintenance Officer went on the last trip. While
on board the NIMITZ he worked closely with the HM-16 heli-
copter squadron Maintenance Officer who had deployed with
the squadron on 20 Nov.79. Working together, they developed
a special list for mgintenance 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.
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'Lef 11 eight helicopters departed NIMITZ on schedule.
Two hours after takeoff 46 helicopter landed and was aban-
doned because of an unsafe rotor blade indication. Approxi-
mately two hours prior to landing at Desert One helicopter #2
lost hydraulic pressure in the secondary hydrauliec £flight
control system. The pilots continued the mission expecting to
be able to repair the aircraft at Desert One. Upon landing at
Desert One, the crdw chief and hydraulics man found an exten-
sive leak in the vicinity of a jam nut, on the second stage
return line of the forward flight control serve (located
outside the aircrew and cargo compartments). This failure
allowed hydraulic fluid to leak from the system. Since the
number two hydraulic pump requires fluid for cooling, the
result was a burned ocut and inoperative pump. There was no
pump available to replace it, a spare had not been included in
the cross—country kits since the pumps seldom fail. If one had
been available, it could not have been changed and serviced in

time to enable the_ aircraft to continue and arrive at the

W iy

hideout before daylight.

{u) -

About three hours and 45 minutes after take off, heli-

copter #5 experienced failure of critical navigation and
flight instruments. The pilots determined that mission
continuation was not feasible or safe in the environment
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 failed

due to overheating, rendering the primary heading indicator
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inoperative. Upon #5's return to NIMITZ HM—%G maintenance
personnel found one duffle bag and two flight jackets posi-
tioned next to the air cooling intake. Had these items 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
USN RH-53D pilot was the aircraft commander and his crew chief,
also USN, was hig@ly experienced in the RH~53D. Durin? train~
ing briefings of ;elicopter 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 subsequent flight. The consequences were well known
by all crew membérs and, therefore, they would not likely have

positioned the items during flight.

\0) (#) To insure ; high degree of mission success it was deter-
mined that a minimum of five operational helicopters would
be reguired Eg“éx&?hct the former hostages and rescue forces
from the two helicopter landing zones (HLZ) in Tehran.. This
number was based on the numbers of people to be lifted ka

-P( total of- and the 1lift 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 tﬁe HLZ at extreme risk. Given
the requirement to have five operational hellcopters for the
extraction, it became necessary to examine RH-53D abort data to
determine aircraft reliabllity and mission requirements at
varicus stages of the operations. Three sets of failure data

are available.

L}L)jpf'First, pre-£flight and in-~flight abert data for the entlre

(

fleet of 38 RH-53's for the period of 1 Jul 78 through 31
Dec 79 were examined. It was determined that the pre=-flight
abort data, expressed {n terms of aborts per 180 flight hours,
was not useful. However, the fleet average of 3.3 in-flight

aborts per 18P hours did provide useful data.

Lgb»Second, mg!ntepance records from the NIMITZ for the forty-
five days immediately prior to mission execution indicate
that the seven alrcraft that were operationaliduring thls
period experigpcgi:a_pre-flight abort rate of 6.3 per 1099
flights and ;ﬁ'T;:%fiéht 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 mainten=-
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.

( Third, each abort experlenced 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, six 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

fp 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
"combat® rates while the combination of the NIMITZ pre-flight
and the 18 month fleet in-flight abort rates will be referred to

as "peacetime™ rates.

Lﬂdgu 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_éndqéix
‘}, complete the misdion .&t Manzariyeh. Using the higher peace-
time abort rates, the planner could expect to have six mission
,rcapable aircraft depart Desert One and E}ve at Manzariyeh. The

actual aborts expgiéggped by the helicopter force are plotted

el ——
- e "

for information-;:?ihé times they became known to COMJTF. The
second method (Figure 2) involved determining probabilities
that at least five helicopters would be available at the
l‘completion of the mission at Manzariyeh agiven various numbers

available for launch at the NIMITZ (assumes crews available).
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(67 This figure shows that with eight aircraft available,

the probability of at least-five completing the mission 48 ¢

50%’ ug ifig/.combat .criteria“and 65% using peacetimf 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%.
- N
POPILERET—
PROBABILITY OF AT LEAST 5 RH-53D ARRIVE A DESTINATION AS A
FURICTION OF TINE GIVEN 8 RH-53D TAKE-GFF
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100 ~f e e
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FGURE 3

QJJ 487" The third approach (Figures 3 and 4) involves computa-

" tion of the probabilities that at least five mission capable

ﬁnb
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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, i:he planner
would have a confidence of 87% :('piface't'ime) and 98% (combaﬁ
that at least five mission capable RH~-53D's would be avail-
able at the hide-site if the mission went according to sched-
ule. The 90 minute delay experienced on the mission would
reduce this to ﬂ\B‘-%-{-p-eaeeé‘l‘iﬁ‘é')’%aﬂr'\'a 96% (combat). If only
seven had launched on the mission, there would have been a
confidgnce level of @3% and 92% that at least five mission

capable helicopters would be available at the hide-site.
—LORIGCREE=

PROBABILITY DF AT LEAST 5 Rii-53D ARRIVE A DESTINATION AS A
FUNCTION DF YEAL GIVEN 7 RH 530 TAKE-OFF

{Pu LT¢)]
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i e ettt | COMBAT RULES
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10 \\\ ]
! « PEACETINGE TULES
v e !
60— i |
' |
21
}
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|
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0~ }
1 |
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" ] 1.1 l j
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(u) gp ) FIGUPE 4

.ﬁ{) Figure 4 can alsoc 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 six hours remaining

on the misaion,

the planner still has an 86% and 96% expect-

ation that at least five will complete that mission.

JOESEREY

PRODABILITY OF HAVING AT LEAST 5 RH-53D ARRIVE MARIZARIYEH,

GIVEN]6 DR 5 DEPAHT DESERT ONE

{P L) 4N
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} & nws30 epant
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e
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ToemSeTS .. PLANNLD RH-530 CHRONDLOGY

) 5
(U)yvs') The fourth methodology (Figure 5)

D ARRIVE DROP OFF G- ARRIVE STADIUM
E~ DEPAWY DROF DFF H~ DLPART STADIUM
F— ARRIVE/ULPART ILOE OUT  §- ARHIVE MARTARIYEN

FIGURE 5

involved determining

Ry,

*the probabilities of having at least five mission capable

helicopters arrive at Manzariyeh given six or five depart

Desert One. If six depart Desert One, there would be a 108

and 87% probability that at least five would complete th:

rescue mission.

If only five were launched the probabilities

“decrease to 36% jind 56% 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.

&
LLU JCT'The analyses of the avallable data indicate that with eight

aircraft launching from the NIMITZ, there was an B86% (peace~

1?ﬁe) 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-the hide-out

s gite, .
(U} The JTF determined that eight helicopters were reguired
on the aircraft carrier to provide high assurance for mission
success. The JTF also determined that seven mission capable
helicopters ;Eﬁiamprovide sufficient airborne redundancy. A
minimim of sevehnmission capable helicopters were required to
meet criteria for the mission execution decision. To gain
further assurﬁﬁgg%agéfﬁission success, the JTF had established
a firm criteria which required that a minimum of se;en 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 JTF's judgement that the miasion could be regenera-

ted during the following days as weather and other conditions

permitted.

(V1
)
An analysis of the planning factors was conducted by an
independent team of. analysts. They stated that from an

analytical perspective, available data indicate that with
TOF—B5ECRET I11-58
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)Hé( Statistically an additional helicopter launched from the

f DRAFT
eight aircraft launching from the NIMITZ there was a high
probability EEG% qgiggiqpmbgt"ruidsl'that at least six mission
capable aircraft would/depart Desert One. The analysts also

stated there was a 86% probability that six would depart Desert

One if seven were launched.

)
W@ Two of the helicopters, #2 and 6, had mechanical failures
which demanded aboxt under combat rules regardless of weather
conditions. There was less than a 4% probability that more
than two aircraft would abort in flight, prior to departing

Desert One, once eight had been launched from the RIMITZ.

(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 #5 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.

~ . e -
v

r

NIMIT2 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 haﬁ to proceed to Desert One.
Planning requirements 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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(U) 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 NIMITZ. 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 cauged by increased operational
exposure and the added logistic effort to support the ninth

helicopter.

Won o )

Question 8./ wWhat additional actions could have been
taken to increase helifopter reliability? In assessing the
failures that occurred during the mission, there are no
identifiable addlilonal maintenance actions which could have
been taken which would have precluded the faillures. Those
unique actiquuﬁpich were taken {(i.e., removal of dust
screens, inspection of hydraulic pumps, premature replacement
of time-change items, etc.) had no identifiable impact on
the mission.’_gs;ggwpge combat pre-flight abort data there
would be a'73% probabllity of all eight RH-53D's taking off.
Maintenance performed on the eight mission RH-53Ds was
adequate in all respects. Special maintenance procedures in
the form of additional check lists, which included extensive
inspection procedures, were accomplished to the satisfaction
of the mission maintenance officer. Mission 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 provided. Eight mission ready RH-53Ds
launched from NIMITZ on time for the rescue mission. The

fact that all eight Rﬁ-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. {U) Should an operations analyst or maintenance
analyst have been abhle to predict the failure? PFrom 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 fallures 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. Aircraft #3,4#4 and
#8, with relatively low flight hours since deployment were also
mission ready at the refuel site. Aircraft #1 and #7 with
relatively high flight 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 werg:afgﬁfiF;ilowable operating criteria, as a result
of log book inspection, and generally averaged 60.5% of life
remaining. 1Individually, 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%.
)

yﬁ) 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 a2 low probability of occurrence. Taken cellectively, they
caused a decision to abort this flight and a subsequent mission
abort. In fact, had any one of these events not occurred, it is
likely that helicopter #5 would have continued on the mission,

arriving at Desert One as a mission capable aircraft.

Question 18. (U) Were the items selected to be in the helicop~
ter cross country kit adequate to support the mission? Cross-
country parts kits were placed on helicopters $#1, 3 and 7
(formation section leaders). The kits contained parts, compon~
ents, hydraulic fluids and servicing units. The kits carried
were provided for the purpose of making expeditious repairs
primarily during the start cycle. Items that were preculiar to
the Auxiliary Power Plant (APP) such as Ignitor Plugs (Spark
Plugs), "p" izzg;_ (Spark Plug Wires), Excltors ({(Coil), etec.,
were carried. Nose Gear Box (NGB) 0il Cooler Fan Belts,
Engine Ignitors and vyz}ous other small items were also carriedf
These are :teﬁézﬁﬁiiﬁﬁgﬁ be changed quickly without the addition
of peculiar or special tools other than a Crew Chief's normal
without taking up valuable space while having a weight factor of
a few pounds (5-18)}. |©None of the items take more than a few
minutes to change and primarily relate to getting an alrcraft
turned up. Based on experlence, the detachment judged these to
be those items which were the most likely io be needed on the

mission. Weight and space considerations precluded 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 incldence of fallure. In this specific
incident, the pump failure was the result of a loss of fluld
in the system. While the area in which ihe leak occurred was
identified, 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 pymp. Therefore, even if a secondary stage
hydraulic 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 anticlpated.

{(U) The failures 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 sBupply could not be changed

enroute due to the access door to the failed component being

located on the aircraft floor beneath internal auxiliary fuel

tanks.
e Eliy -
se e Te—mae ..

{ - -
Question 11: U) Were the heliéopter pilots adequately trained
to perform the mission as planned? “During traini;g, the
helicopter pilots_ésveloped a hlghkdapagility to fly formation
Jn blacked out conditions. The planners had determined that a
single formation was preferable to separate flights. A single
formation would reduce nolse exposure and possible detection
compared to separate alrcraft 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 aircraft.
pilots 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 118 hours of night operations during
training for the mission, much of it while navigating individ-

ually. They were prepared to go alone, 1f 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 majéf“ieaSods for low
altitude navigation was to-take-advantage of the enhancements to
_havigation offered by:the night vision goggles. The ability of
the pilot to see navigatign check points and flight obstruction
thrqugh the NVGs is directly affected by altitude above ground
level, slaﬂt range, ambient illumination, and in-£flight visibil-
ity.ﬂ[?he_gx&gigggquateiy“proVTHB;visual information in two .

-dimensions'ﬁhorizontal and vertical), but provide far less 16:;

#fe third dimension of distance and depth perceptﬁﬂ!?% Flight

at low altitudesL*}herefore. offsets low 1llumination and

. Pty

flight visibility problems. During training and rehegrsals
the helicopter pilots had made numerous approaches and landings
to waiting C-138s for refueling. Most of the landings aé&
'refuelings had occurred on hard surface while training for
another refueling option. But pilots from all aircrews had been
present during one exercise where four helicopters refueled on a
desert dry lake bed. They had high confidence in their abili-
ties and in the plan. Early in the planning process, it was

determined that the Iranian rbdars and ailr defensa. system was

not very effective. At that time (Dec 79), it was felt that the

helicopters should remain at low altitudes m e

from takeoff until beyond the first

II1-64. AAR-6~Al
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geuntain rangd, approximately 60 miles .Inside Iranian air space '
g2 .;and'then they=wwuld fly up to.2,080 feet AGL at little risk

‘enroute to the refueling arca, Later this estimate was updated

.to 5,000 to 6,008 feet AGL beyend the uountale range., The iradar

data was briefed to the helicopter and C-13@ ajircrews.

i s LT
e m————
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EVALUATIONS: ‘

1./;?81/%%e evaluation is that the planning, training and
procedures of this mission did not overly emphasize radio
J)silence procedute#“iﬁa'were consiatent with NSA recommenda-
WG, .  NSA_recommended minimum secure and qﬂfeéuré“lfadéf-‘
“‘missions. Communications procedures were compatible for
VMC flig;t but less so for flight in the poor visibility
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 been modified when
the dust was encounteréd, 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

necessary.

(U) 2. g The procedures established to recover downed aircrews
were validatd in training and on the rescue mission. In
‘éddifiopg:Eﬁéﬁgdrczgﬁs were prepared to 'evadée and await

rescue“?ﬁﬁﬁld ar® emergency landing not be observed by heli-

'" copter #8.
)
3. Although possible radar detection was allegedly a

fFactor for at least one of the pilots, each of the pilots
made the individual 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

abilities in this environment.

UM )
4.( 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

A 111-66 AAR-6~A3
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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 B. (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 RH-53D on board the NIMIT2
woﬁld not have altered the outcome unless it was scheduled
to launch and fly the!mission 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.

S

——y

9, (U) It would bé_ﬁighly improbable that an operations or
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 adequate 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

Background:
i;g) At about 1730Z, 120 NM from Desert One, -thé.CCT Commander

positioned himself behind the co-pllot of the lead MC-130 to

IRE L ap) - . - e

agsist

W e e
}Z{ Before landing th& MC-%30 made a low-level PLIR pass to

;ﬁﬁ?ﬁfarthétjgﬂﬁﬂ?unway:uas clear of obstacles:-and the road in

the 1ﬁmedia£e'Vicinity was free of traffic. A single truck was

observed and landing was delayed until the truck was clear of

the area.

&J;T - .
At 18102 the C-130 landed. The touch-down was hard and

the WSC=desacure radio was disabled.

ety T - o
i i —— .

&:}i As soon as the.MC-130 parked, security teams with“}arsi
speaking ..personnel aésigned were deployed to secure the
road at either end of the landing zone. Almost immediately,
a bus was obse;ved 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, a fuel truck, refused to stop and the secur-
ity element was required to fire at the truck and in front 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 h;gh speed. The security elements pursued the
pick-up'5y“mot6rcyc1eh‘but could not overtake it and the truck
and driv;rs egcaped.
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(P€) When the Desert One Commander &fBcovered that his secure

radth was disabled and that the; JRiPACommander's ‘secure
;pdio was on another MC-130, he elected to broadcast a single
codeword over an unsecure HF radio to inform COMITF of his
arrival. This call, at 185562, was not received directly by
COMJTF, but was immediately relayed by another facility.

(95) During thisy, time, the CCT resurveyed the two landing

“-zones and insi:alled“portable TACKAHR
- - __

‘navigation ‘radio®ty aid subsequent aircraft’in locating Desert

One. UDELTA personnél began to unload their equipment.

4!: 19152, fc-130 #2 landed and discharged 51 passengers.
Two minutes later, MC-130 #3, followed by “BC-130s #1 and 2,
landed 1§ﬂ$§dff-ioadéd 32 personnel and their supporting
egquipment. Becaggevof congestion in the landing zone,:ic-IBO

#3 was not scheduled to land until MC-130s #1 and 2 departed

SR »: 19242, the two MC-1305" took-off and the third
a2 i e

-

- 7Y .
ch130 landed and -taxied to his refueling position negt to

EC-130 #1 on the north side of the road. As preplanned, all
aircraft engines were to remain running while on the ground at

Desert One.

. OQLTST By 1925z, the DELTA Commander's secure radio (which

arrived on MC-130 $3) was set up and secure voice communica-
tions were established with COMJTF.- (There was alsc a secure
‘radio installed on EC-130 #3.) At this time the incident with

the vehicles was reported to COMJTF.

ST II1I-69 AAR-6-A16
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QUESTIONS:

3 .
1. ;ﬁd Was there adequate reconnaissance of the Desert One

(W

2.'!?f Were there adeguate procedures to intercept and detain

iarea?

persons trafficing the road at Desert One?

3, (?5 gﬁi&ﬁniberg_One secure and unqgcure_communications~
gufficient?’

4. (V) Why wereythe engines of all aircraft kept running
during the refueling operations at Desert One?

5. )u&ere the command relationships at Desert One clearly

defined? g

DISCUSSION:

Question 1. g"‘%ﬁs there adequate reconnaissance of the

i e BT AR
H

[y e op o8
R

"It was possible that there were some undetected obstacles in

prop—% -

ITI~70 AAR~6-A17
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Question % Were there adequate procedures to intercept

and detain persons traffxclng the road at Desert One? The
—&-.

Commander of the security 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

AAR-6~R18B
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stop. 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. 4329 security
- men ¥n 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.

(V) . The Desert One Commander, Commander of the security
force,'and{Eommander of DBLTAhdiscussed 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.

lu)

ggg) It was determined that the bus passengers would remain in

I

custody and be flown out as planned for this contingency.

—

T Although Desert One was the only suitable site in the area

that provided the flexibility necessary to satisfy the fuel

TSP, SECRESF- . IT1-72 AAR-6-A19
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and distance requirements, the road was troublesome. anths of
,reviewing all available data and consultation with Iranian and
&American personnel whgmmight”khow of.sqﬁgw5ther 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.'ﬁstimatea were that two to four vehicles
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 reguirements. These considerations led the JTF to include
a security force to cohtrol 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. fThe JTF J~2 had also
conductedfstudies on the Iranian Armed Forces, Gendarmerie, and '
¥National Policm The JTF
made the judgement that most, if not all incidents would go
unreported aquiésiée‘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.

AAR-6-A20
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Lg;% 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 Ehrough. Thisz was not the case; the bus
arrived in the vicinity of the landipng area almost imme-

diately after the MC-130 completed its roll-out.

Ez% 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:EEgggqa_to avoid apprehension by Iranian law

enforcement. The performance of the road security force &nd

subsequent judgement concerning compromise were satisfactory.
(V)

(%" 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

IT1I-74 AAR-6-A21
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truck) and would ébviously have resulted In del;ying ajreraft
landing until the area was clear.

W -

(#f The requirement to retract the FLIR turret in order to
lower the noseyear, 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. In 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£;gr:;F J=2 had evaluated the likelihood of some indigencus

;-

(;f vehicle traffic at Desert One as "moderate to high{

ed that as dayEimeCemperatures increased more night activity

conclud-

along the road should be anticipated. Mission personnel-zra 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 - outside the
scope of predictibility. No other Iranian vehicles approached

Desert One during the next four hours.

W I11-75 AAR=-6-AZ2
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(p)ﬂ!) 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.

W ——
Question 3. }Té; Were Desert One secure and ungecure commun-
ications sufficiemt? The lead MC-130 had a secure WSC-3__
TACSAT radio insthlled. The DELTA Commander 'had a Securé"
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 #1.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 absegsg;géfthis capability severely inhibited the
?‘: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
COMJTF 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)

TSP SESBET III-76 AAR-6-A23
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ﬁﬂ(?é) Upon arrival of MC-130 #3 at 19172 Fhe DELTA Commander's
secure portable radio was set-up and secure communications
were established at 19252, five minutes before the scheduled
arrival of the helicopters. Throughout the remainder of the
mission, secure communications were-maintained between
COMJTF and Desert One.

Wi _

Question 4. Why were the engines of all aircraft kept
running during thé refueling operaktions 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 one
engine inoperative. In addition, refueling aircraft with
their engines -running is a routine practice for RH-53D's.
(vl
(#7 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
A 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 corganic command

TOY SECRET 111-77 AAR-6-R24
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structure. While ;édlonel Beckwith fof DELTA held the same
military rank as"¥yle, he was responsible to the Desert One
Commander for the performance'of his unit only. The same

G held true for "f the C-130sg. L'ieutt‘enant-

A 6 Colonel Seiffert “pf the helicopters, f the
| P ; -
AIG Security element an_f the Combat Tontrol

Team, ‘were all of lesser grade but egual in the organiza-
tional structure. The following graphic depicts the organ-

ization for Desert One Operations:

. A

Desert One Commander

| .
: ; - _ Commander Helicopters
Commander .DELTA Commander C-130s (upon arrival)
| .
ommander Secuf?fﬂ Commander ch
Element
f
ol
EVALUATIONS :

C 1.‘lthough the sand and dust conditions on the surface

T T e
experienced by the rescus force (NN
R L T ——
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2. ’}61"The procedures developed for the detection, Iintercep-
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
outposﬁg 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 1is no evi-
dence that the escape of the individuals compromised the mis-

sion. ?

3&")91-31 The failure of the TACSAT radio on Mc-I3@ #1 during
landing deniedJ;hq“Esgert-One Commander the use of secure
commidifcations until arrival of MC-13¢ #3. This inhlbited
the flow of iﬁf;:qppion between command elements.

€ " Q*J
4. uﬂ The decision to keep all engines operating while at

—,
i
s

Desert One wa: apptopriate and elimlinated 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.

$OP MBORET.,, I11-79 ARR-6-A26
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THE ABORT DECISION

BACKGROUND:

| &
(L&) At 21012, the Desert One Commander reported to COMJTF
that there were six helicopters on the ground. It was subse~-
guently determined that helicopter #2 was not capable of
continuing the mission and this was reported to COMJTF at
2120z. 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, COMJTF, at 2202Z, directed the
Desert One Cé&ha&éer to abort the mission, destroy helicopter
#2, disable the bus, and release the bus passengers.

et i

QUESTIONS :
1. (U} Should COMJTF have directed that the mission be contin-
ued witﬁ only five helicopters?

2. (U) Should COMJITF have directed that helicopter #2 continue

the mission with a known failed secondary hydraulic system?

DISCUSSION:

Question 1:“”981 Should COMITF have directed that the mission
be continued with only five helicopters? During mission
planning several mission abort criteria were established.

“ Given the reguirement to extract approximately 200 personnel

(including former hostages, rescue force, and helicopter

TORP—SECRET II11-80 AAR-6-5
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crews) from Tehran and the helicopter 1ift 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 1lift requirements to complete the
mission, six would be required to depart Desert One. All

aircraft would be operating near maximum gross welghts.

ig? Each RH-53D would be transporting approximately‘ 5,008
pounds of personﬁél and equipment. Each individual and his
equipment had been weighed to insure an even load distribu-
tion. To continue th% mission with five helicopters from
Desert One would have required either a_raduction in' the DELTA
force, elimination of regquired 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*aﬁ@@if?isimilarily, leaving behind any substan-
tial amount of eq;iﬁment would have seriocusly jeopardized

DELTA's ability to continue the mission.

%E%) The fuel being carried by the RH-53Ds was only sufficient
to complete the mission to Manzariyeh 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.

PeP BRTRET II1=-81 ARR-6-6
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(Lﬂ(;ﬁ) Further, departing Desert One with only five 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

/1/ Setween the HLZ and Manzariyeh'with refuelingISt Manzarlyeh.,
‘ Since the round trip would require more than one hour, t:ht::se"'l

left behind at the embassy compound or stadium would have been
at extreme risk.

Question 2: (U) Should COMJTF have directed that hellcépter
#2 continue the mission with a known failled secondary hydrau-
lic system? Although helicopter #2 had been flown for about
two hours with a falled secondary stage hydraulic system, it
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 control
hydraulic systéH:.Ié thi{s occurs, with the secondary system
inoperative, the likely result is cavitation of the hydraulic
pump and a subBRqudDt©loss of £light controls which has catas-
trophic consequenc;;. Further, failure of the primary h;araulic

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 invelving 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 remalinder 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. CQOMJTF directed the Desert
One Commander to standby for a declision on the abert. At this
time, the DELTA cOmmandeg began to cross—-load hls 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. It was determined that helicopter #4 would require
additicnal fuel to return to the NIMITZ. Therefore, the Desert
One Commander directed that the CCT reposition helicopters #3
and $4 so that helicopter #4 could receive more fuel from
another EC-139and to permit EC~130 #l1 to depart. At about
2223z, while moving to another position, helicopter #§3 collided

with EC-130 41 and both alircraft were engulfed in flames. The

44 DELTA persﬁnﬁi%%ﬁgﬁiall but five EC~138 crewmen trapped in

the cockpit evacuated the EC-138 #1. The pilot and co—éTIot of

the helicopter escaped from their aircraft.

'
D .
bggaThe commander of the DELTA personnefﬁon EC-130 #1 marshall-

ed the survivors to the remaining three MC/EC-1l38s.

(U} The helicopter pilots shut down thelr engines and evacua-

ted their aircraft.

V)
iBI The CCT Commander immediately directed EC-132 33 to move

to a safer location.

TEP SEEREH! ITII-B3 AAR=6-9

DRAFT
Vv -3 L9 '



TOR=REGRET DRAI’.T
w |

1 “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.

fr
(sﬁ At 22402z, thg Desert One Commander directed EC-130 #2
and ‘MC-130 $#3 to take-off. Because of the soft sand and heavy
gross weights 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 2246Z directed the pilot to
take-off. :

QUESTIONS:

1. (U) Subsequent to the collision of the RH-53D and the

EC-130, was there positive control during the emergency evac-
e i el
uation of the Deserf One refueling site?

. ara

2. (U) Why were the five remaining hellcoptérs not destroyed?

J.QJ% ) Why was classified information not removed from the
helicopters?

DISCUSSION: "

e AV

Question 1: ;U) Subsequent to the collision of the RH-53D
and the EC-130, was there positive control during the emergen-
¢y 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=5ERET III-84 AAR-6-10
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dynamics of .the situation and exercised positive command and

control on the scene.

G;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 cockplt,

one loadmaster opened the right cargo door to permit evacua-
tion of the ajircraft. Another loadmaster opened the left
door, but closed it Iimmediately when he observed the flames,
The DELTA personnel exited the aircraft in a rapid but orderly
manner through the single door. At personal risk, DELTA
personnel and the loadmasters from the burning EC-136 assisted
injured f;om the aircraft.

(u)

(7 The radio operator of EC~-139 #3 initially notified COMJTF
over secure radlio after observing the acclident. When a second
radio operator saw the pilot of helicopter #3, walking toward
the propellori:§§E§%:L{B $3, he left his aircraft and escorted
the dazed pilot to—EC~130 #3. While escorting the pilpt, 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.

ToP -SEERET III-85 AAR~6-11
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(U) The Desert One Commander also took action te 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,

guestion 2:r (U) Why were the five remaining helicopters not

destroyed? Conslideration was glven to destroylng the five-

remaining helicopters. However, munitions with delayed fusing
were not avallable and directing personnel to return to the
vicinity of the collision while munitions were exploding would
have increased the probability of additional injuries. Destroy-
ing the helicopters could have imperlled the take-off of the
C-130s in the confined space available.

v}
Question 3:‘#01' Why 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_gneﬁfommander directed the crews of these
. helicopters t3=§§i§§?zuc-130, he was not aware that classified
information remained on some of the aircratt. Even had he known
of the sltuation, there is 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 accldent, the Desert One Commander
continued teo exercise positive command at the scene, insur-

ing the evacuvation of all survivors and minimizing risks of

additional injury or death.

TOR—SEGRET 111-86 AAR-6-12
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2. (u) Destruction of the five remaining hellcopi:ers could
have jeopardlzed additional perscnnel and the departure of

the three C-138's.

W)
3.9Recovery of the classified material left in the three
helicopters in the proximity ¢f the exploding munitions,

could have resulted in additional casualties.

-
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RECOVERY OPERATIONS m

B}}CKGROUND:
) Upon receipt of the initial notification of the accident
and recognizing the potential for many casualties, COMITF (at
2230z) directed that“#gwo . MEDEVAC. equipped C-141s at o
e _take-off and érocee_and evacuate
E the rescue forfM R Hc 2lso requested that a C-9
MEDEVAC ajrcraft equipped to treat burn patients (on routine

i standby status in Germany) be dispatched_s

) The C- & had- beem.pre-paaitionedm

W o c-141s had reported on the ground at 1950% and

the crews had to.be. recalled from their guarters.

hE

() At 22412, the Desert One Commander directed that EC-130 #2

'E -—q- ——ﬁ-u--

and MC-130 43 take-off and return— 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
E. airborne and would not require refueling to reach“
this timmﬁ' recommended to COMJTF ‘that “the th.icop"t.e‘r:é‘be'f‘_,

destroyed by TACAIH. He then began to survey the casualties.

e
€. The C-130s returned—separately.

W
/S’) 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 major burn victims, three

3\

]
other injuries and one person in shock. 'DELTA medics were
administering to the injured. At 23412, the initial casualty

report was up-dated.

c ) At 25/00012z, the 'c-14ts departWi GGG

€(tf)  mc-130 13 1andeq (SN - 0158z, followed by

-

EC-130 #3 at 0200Z 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

—— =i

“The C-141s. —

,éw(};s) “the c-141s arrived {2262, Two USAF Flight
. — i ST -

Surgeons begmaiate treatment of the more seriously
injured personnel to stabilize them for transfer to the C-141s.
At 0315Z, the f{rat C-141 took off with the injured and some
Delta personnel. The second C-I}_] departed at 03352 with the
remainder of the rescue force and DCOMJITF. At .this time,
DCOMJTF reported that five USAF and three USMC a-ircrew members

were missing and presumed dead.

g At 0803Z, the MEDEVAC C- landed at

E _ Five minutes later.'it_he C-1418 landed and, as soon

as the O~9 could be refueled, the injured were evacuated

to — Subsequently, the remainder of the rescue force
was returned to CONUS.

08 SESRET 111I-89 R-6-29
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(U} There are no questions concerning the adequacy of the

QUESTION:

actions taken by COMJTF and DCOMJTF in response to the

accident and evacuation of the rescue force.

DISCUSSION:

A, € (25 The two MEDEVAC C-141s had been prée-positioned at’

“equipped with a secure radio. At 1950Z, it was reported to

COMJTF that the C-1418 were on the ground- The

[ H - :
aircrews departed for their quarters, but some personnel
f T ey ———

remained on the aircraft 4pd. monitored the secure radio.

8 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 dnd grexutly reduced their response times.

j’uﬂﬁ") The response~,of. the MEDEVAC C-9, with provisions to

-
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

. -
yin !

k{\’;(r 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.

a:i= SRERET III-90 AAR-6-30
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This initial confusion was soon clarified and- an updated
casualty report was provided to COMITF.

(W

g#f COMJITF relayed the Desert Commander's recommendation,
“that the helicopters be'destroyed-;q tacticil™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 suﬁéequent to 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)

.

lfg<181 A lack of personnel trained for this type operation
and a secure location to train such a force, insufficient
inflight refuelable MC and AC-130 aircraft, no suitable
long range, heavy 1lift heli;opters, insufficient tactical
and airborne satellite radio capability, lack of intelligence
{especially HGHINT),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. e

3. (U) Briefings were structured to support the mission.

The briefings prnuiﬁp&;fhe same information to all partici-

pants. There is no evidence that the context of information~
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 sateliite photography showed crisp sharp
terrain features along the route where the dust was later

reported, it is gquestionable as to whether or not it would

have been detected and reported in time to influence the

mission cutcome.
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A_ 6.(u}1-e'f The lead MC-130 could have been tasked t;:: 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. (0) Minimum ob;erved inflight visibility criteria for
the mission could have been established. ‘However, at‘pight,_
using night vision goqgle§, it would be difficult to deter-
mine when the minimum conditions existed. This could cause
a premature missjon abort based on a subjective judgement,
or lead to a situation where pilots might feel compelled to
continue beyond their individual capabilities.

ul

Br/iiﬂf/firhe secufg communications capability and support
were adequate for the planned mission. However, the degra-
datioﬁs in voic€=ﬁﬁiﬁﬁfy, which were caused by several
factors, inhibited ghéwggility 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 (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.
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11. (U) The helicopter pilots were adequately trained to
perform the mission as planned and demonstrated the ability
to contend with the unforecast conditions encountered. Six
successfully negotiated the route, attesting to their

preparation for the mission.

12, (M The abnormal, unprecedented and unexplained
mechanical failure of three out of eight helicopters
during less than thirty seven total hours of fiight (an

average of 4.5 hours, per helicopter) was the primary cause

of the mission abort. All other contentious issues including

the unforecasted suspended dust had been sucessfully

»

overcome.

13. (U) Positive command and control was exercized at the

Degert One at all times.

14. (U} The items selected to be in the helicopter c¢ross-
country kits were -adegquate to support the anticipated
requirements of this mission. Additional parts in the

kits would not have enabled maintenance personnel to remedy

—t
. A

the malfunctions which occurred and permit the mission to

continue as scheduled,

15. (U} The decision to abort the mission when a preestab-

lished mission ahort criterion was reached was prudent.

G w
6. &#®7 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 and explosions.
After the emergency evacuation of those aircraft, it would
have been extremely hazardous to attempt to retrieve this

material. This could have resulted in additional casualties.

17. {U) The actions taken by the JTF subseguent to the

accident were timely, and responsive to the situation.

Y% o DRAFT,

35812



