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PREFACE

(U) Attached is the after actio; report on the attempted
regscue mission of the American hostages in Iran on 24 April
1980.

(U) The purpose of the report is to describe all
pPlanning and training conducted by the Joint Task Force
(JTF) in preparation for the mission, review all aspects of
mission execution .and termination, and evaluate the adequacy
of planning and training to support the JTF in execution of
the mission. The report is provided in three sections
preceded by an Exécutive Summary. Section I describes
planning and training; Section II reviews mission execution;
and Section II1 contains an evaluation and an assessment of
planning, training, and where approprlate, execution.

{U) The_qieﬁ%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 {:malysts.A+ quﬁgroup utilized a technigue whereby a
list of questigg;f:;a develcped which pertained to the
conduct of the mission. The group employed the questions to
evaluate and assess adequ;cy of training and Planning for
the mission.

(U) The result is an evaluation of all known events 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 1list of JTF achievements nor does it

Provide a detailed account of the many events that were
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accomplished with professionalism and dediqation. 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.

\U\) '\)«"M The evaluvation should be considered in the context
of the magnitude of the challenges faced by the JTF. The
mission required the force to travel undetected half way
around the world in order to penetrate deep into Iran.
The Mission was well planned and the force was competent.
The force had proceeded for a considerable distance into
Iran before it 'encBuntered 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 elight helicopters launched would have
material failures which would render them non-mission

capable. Had either.event occurred and not the other, the

o ——

mission could have proceeded. The force worked hard to
overcome the circumstances that developed but only five of
the six helicopters to arrive at Desert One were mission
capable

\L.\) P !} The JTF had acco:ﬁplished a great deal of worst case
planning. It would be speculative to judge whether the
cutcome 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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(U115) This rescue mission was the most difficult and
challenging recorded in the annals of military operations.
Few will fully appreciate the international, geophysical,

astronomical, security and operational complexities associa-

ted with this operation. Wof ‘Rignning: and“s.ttaI_ﬁy

B 'i'{"mabled Eﬁe_aa'r? to .mﬁumthe circumltmggu_
FMBihtered. The complexities associated with developing all
Planning criteria . léft little room for flexibility once the

force was d;aep into Iran. Planners charged with the respon-
sibility to develop capabilities and syastems to combat
terrorism, while remafning undetected and while traveling

great distances can draw on the experience and knowl edge

gained by the JTF to enable a task force to accomplish the
mission under duplicate or similarly difficult condli:ions

experienced on 24 Apr in Iran.
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GLOSSARY OF TERMS
o DRAF,

ACRONYMS

“" Army Airfield

- -—_-———’ L - " 4_':.:7-- AL P S,
’,\ mc i o Alrborne Battlefield Command:and ‘Control Center

AGI
AGL
ALCE

AMEMB

AN

-v__L,

CsC
cap

CAR=15

VIO cebtraliTngg

CINCEUR

CINCPAC

cJCs

COMBAT TALON

"Air Force Base

Automatic Flight Control Systenm

Intelligence collection ship

Above ground level

Afrlift Control Element

American Embassy

Auxiliary Power Plant
R EUETE LT

“which.can. Es.:ainelaﬂuﬁnrflgﬁﬁfm

‘Air Weather Service

.KC-135 tailfEr,

Blade Inspection Method. System for in-flight

warning of helicopter blade failure

p———— G e een g - -
'1-’5'05.'"gallon.iair-drﬂpp'ablé' fuel cell: provides 430

mﬁwf \na,a_'tgi'é "fuel

~.Command: and Control
Ry — 4 TR

nat - g ,'._’.""'-'»""'ﬁ'"ﬂ—--‘_ _‘14" - —
Combatm;‘_t?}-.ﬁ_.__ RSP Y
"” 'Submachine gun version.of M~16.rifle

g

in air traffic*control in’ forward mmm this

%he"pp%‘.’&@ffa‘}gaing ?of@

Communications Electronics Operating Instructions

Commander in Chief, US Porces Europe

Commander in Chief, Pacific

Chairman, Joint Chiefs of Staff

"The unclaasified code name for a group of apeclﬂly
Enodlfied €-130 aircraft.
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COMJTF
CONUS
"'CSE
CTF~70
T
DCM
DCOMJTF
DIA
.
“Busp

DOD

e

T
DO - .
DR

D2
E&E
EAF

ECM

EEI

EUCOM

EWO

FARE

FARSI

FLIR

FULTON RECOVERY
SYSTEM

Commande.r. Joint Task Force ‘ DRAFT

Continental United States

f{!ﬁfrptol_pg {cigygpgrt Element .

Commander Té;k Force - 701
-Bizector, ¥ Cantral Liteliligence
Deputy Chief of Mission

" Deputy Commander, Joint Task Force

(See SFOD-D)}™
Defense Intelligence Agency
Défenseiﬂhépiﬂgﬁﬁééﬁbﬁr-
'Défenae-ngteorologlcai Sateliigaiprogram
Department of Defense
I i i Erio
Depargmpnt.

[}
Department of State

Dead reckoning navigation by time and distance

computations
Drop Zone

--Escape and Evasion

" Bxpeditionary Airfield

Electronic Countermeasures

- »EB8gangial Elements of Information. Key questions
—_—— .

of a"mission critical nature which must -be answered

by intelligence before the mission can proceed

ot i Ly A it D2y e

US European Command
Electronic Warfare Officer

Forward Area Refueling Equipment, kit for fuel

tranafer
Iranian language {Persian)

Forward Looking Infrared, aircraft mounted night
vision equipment *
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GENDARMERIE

GPM

HAWK

HF

HLZ

HM~16
“HUMINT

IAF

IFR
IMC
INS

iR~

r—

KEVLAR,

PFI=Z8 NESTOR

Y~g

REUREL T

Iranian paramilitary field police force charged
with preserving domestic order outside.the cities;
in belng since before the revolu;lon
Gallons per minute .
Homing=all=-the~way Killer. US made surface-to-air
‘missile
"“High Frequency = E-SBIEﬁ;}
Helicopter landing zone
Helicopter Mine Countermeasure Squadron 16
~Human. Bodtce:dyteiTTguniEF
Iranian Air Force, also IIAF for Imperial or lslamic
Iranian Air Force
Instrument Flight Rules
Instrument Heteorologica} Conditions
Ihertial-Nav{gatibn System
“Itiffared ‘

f}ﬂn;HPrking%Group, Dqﬂt:bf?ﬁtateiﬂo:ktng Group,
"m:ﬁi? Personnel Administration

J;F Intelligence

JTF Operations
:wai?%£§Zistics

JTF Communications and Electronics

Joint Chiefg of staff 3
Ezglnf”cgggunlgg;iéﬁbgSugppqgngéeggggzg
Joint QOperations G;aphic (i:ZSB,BﬂB Béale map)
Jet petroleum fuel
Joint Task Force

Ballistic nylon used to makefbullet-proof.yests

'Qﬁagﬁéﬁgncryptiopnﬂgvéreﬁmounted;Jn%alrctgft -

ﬁioqultltude Parachute Extraction System
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“taw Light' Antitank Weapon ' DRAH' .

L2 Landing zone
M-72 LAW ' 66mm singleshot antitank rocket .
M-203 4bmﬁ5§¥ena4§@%nunchex*wbicq“mpgqﬁgggpder thE?barrel
“4f an M-16 rifle
MAAG ' H114ta:y\Asaiq;ggge;hdvi@gry-Group; e
J. MAGE .. -Military Alrlift Command e
M__A_E : Marine Air Group . :
\HA‘E'.'I"S_-_- ) Marine Alr Weapons and Tactice Squadton - h_ }
.MCAS Marine Corps Air Btution Lo

'."' ;_-ﬂl!"‘ -2?,.‘?& .‘

wr.

MCB Marine Corps Base ‘
MEDEVAC Medical Evacuation
MFA Ministry of Foreign Affairs - Iranian Foreign
Ministry
MSL Mean Sea Level
w}:—r Small, light {1 man) air droppable cargo vehicle;

designated M-274

NAS . Raval Air Station

NCA National Command Authorities

NCO Non-Commissioned Officer

NCOIC .. Non-Commissioned Officer In Charge

NGB - Nose ‘l_;lear box .
NM Nautical miles

NSA "ﬁﬁiﬂﬁzaﬁgf:;ﬁhgency-ﬁ

NVG Night Vision Goggles

NWS ' National Eeathgr Service

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

OR

0sD

PACAF

"BARKHILL o

PASDARAN

PHOTINT
PI’
PINS

POL

JETUE!  URAFH
Operations Security. The sum total of all measures

taken (Physical Security, Personnel Security,
Communications Security, ete.} to prevent enemy
foreknowledge of an operation ‘
Operational Readiness

Office of the Secretary of Defense
Pacific Air Forces Command
WESE5Tand  KYTY5 yaigrapncryption, devicey
Also 'Revolﬁglonary Guards” or "IRG". Armed Iraniar
vigilantes under the control of revolutionary commit
tees, charged with maintaining domestic order and
carrying out Islamic justice; formed since the
revolution.
Pho;; Intelligence
Phdto Interpreters

Palletized Inertial Navigation System

Petroleum, ¢ils, and lubricants

; ?5§s§:4__.;,qgggf._.,portab1e sapg;iff;'communicationa termjnal (manpack

E'PT-ZS

RDF
REDCOM
REDEYE

p

RESCAP

RMI1

RWR
5-2
SAC

SAM/ARA

SAR

gty

A portézzglvué;ﬁnﬂagfgaig;radapted for‘satellité us
in_this-mission
- z:zRapid Deployment Force
Readiness Command: -
US made man portable surface to air missile aystem?
- Rédbue, Goabat hiriPatrol - See aisstcap
Radio Magnetic Indicator, an aircraft navigation
instrument
Radar Warning Receiver”
Unit Intelligence Qfficer (Army and Marine Corps)
'Strategic A{;fébmmaan;
Surface-to~RAir Missile/Antiaircraft Artillery

Search and Rescue
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SER S8earch and Rescue m

"SATCOM _ Satellite Commugigat £ons &

wBliAPE m,hMﬁAnied Powers ,Burope

C
‘\ SFOD-D “iw ot «Special Forces-Operatiopal.Detachmppt, = 'Deltag’

—

S0D Special Operations Division of J3/JCS
i SPECTRE C-130 gunship
“BTAR" . Surface to Air Recovery. Alsc known as "Fulton Reco::
' -— o ety

’.f--éry'Sy_s_'t_em"l method for pickup of personnél or eguip-_
(gBent: fromgound. by; an-airbdrne MC-130.

TACAIR ' Tactical Air.
“TACAN Tactical"Air Navigation, a.UHP air. navigation aid
i\ WEACSAT Tactical Satellite, a satellite communications

——r
Aystem

ar Terrain Pol1Svined
. ''TFR Ferraln: Followi¥ Radar = APQ-122 /
TF-70 o Task Force-70. US Naval un'.i'-gsf-__ig';w_}.l,;gp_j_an Sea
Uahd ‘Indian Ocean in supporfof Middle East contin-
#henates
[ FULEERS i ghe Prequency T ;30000 0y Mz
us United States
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VT UIRAE

usa United Btates Army

USAF United States Air Force '/‘

USCITQEEJ_R _'us Coingandersin=Chie W MNrops;

usMC ‘ United Btates Marine Corps

USN ' United States Navy

t VHF Very High Freguamy. - 30-300_MHz:~

VFR .Visual Flight Rules o

VMC Visual Meteorological Conditions

VOR Very High Frequency Omnidirectional Range .

VsI Vertical Speed Indicator, an aircraft flight .;-'“
it:strument |
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EXECUTIVE SEMMARYE»— .

Uyl/ ' '
\!}/) This summary provides a synopsis of .events .that

ke
e
includes planning and training opetauona that culminated :-:

in the 24 April 1980 attempt to reacuo.53 Miwriean citiuns " -:
i dg” £ RENENC B

\i g
held hostage in Tehran, Iran. Tﬁ?.&#ﬂ,ﬁ&%ﬂ?‘s ve:y., comple: ,J

because of the great distances 1nvolved¥and tha lack ‘of UB - m” :

Ty Shp® .
LI

military bases in the area from which® toJlaunch tha ‘opera- ')

tion. Several plans were considered but were dincarded for
many reasons. The plan that was selected was the most
reasonable and was judged to bg militarily feasible.

(}‘f Throughout the planning and training process the
Jc-tint 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. 'rhg—_.ics provided the JTF with all 'resources
requested for the actual rescue attempt. However, it
should be noted that the ecope of planning, training and

e d

o ol
final force siZe  ani d-‘compoaition was constrained from the

s

ocutset by a lack of trained forces and special operations

' ,t’h- Adrcraft and’

-

MM}\QMB. ‘and three C-]Mg, supported
“KC-HS mu,.@ﬁavy carciet med fightm'

;n‘m%\ck Mfor Combat A“trol {CAP)yal

_ofg-peopl-e pr.:w:.ding aircMupporx -world %
'}f 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 of urprise. 1If surprise was lost any

ECTOR, J-3
JUNE 2000
1R, 301cé6
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time during the operation thezhostyge takers in the Embassy
could have been alerted and reinforced which would have
terminated any rescue attempt, The ultimate concern was

that 1f the misaion had been compromised this fact could o

_possibly not be known until the rescue force arrived at the

Embassy., Lo

(U) The report is provided in tbroe llctlonl.ﬁ Boctlonltf

reviews mission pgapatation, selection’ o! !orcoa .and cqulp— ﬂ%‘“"a:
ment and training. BSection II reviews mlssion execution on

24 and 25 April 1988. Section III provides an evaluation

of decisions in the plenning, training and execution phases

that recelved the mostlcrltical attention and were mosat

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 radun—'

dancy in the comp}ete report.
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SECTION 1

MISSION PREPARATION

N Oon 4 November 1979 a group of Iranian demonstrators
entered the U.S. Embasay in Tehran and took 63 American

citizens hostage. Of immediate concern was the posaibility

that the hostages may be tried and imprisoned or killed. An '

initial planning cell was developed in the Special Opera-
tions Division (SOD) of the Joint Chiefs of Staff J-3 Direc-
torate and assigned the responsiblility 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 to any US or
friendly base of operation. On 12 November 1979 by verbal
orders passed_ -b;_-t.:he Chairman of the Joint Chiefs of sStaff
{CJCS), MGEN James Vaught was directed to organize and
command a Joint Task Force (JTF) with the mission of

A rescuing tl?e ho;t;;—g%:& mum;; “the” Us’ Ari-
‘mﬁl:ation}ﬂﬁlmﬁ '—’W‘-fqndﬁ@amlng "
;ﬁé};nn. In the months to follow the JTF's responalbli‘ity was

to develop a militarily feasible capability to perform the
mission.

i ’ Although the DELT&-«force::;lwas""t'i"i'f'ned to handle!
muations 9F thisetype, most scenarios—emvisioned situadf
m&@hot.muur},qg,ummrnva or aafmg}}'
m In this instance, the rescue force would have l:o-

travel up to 1@@0 miles over Iranian territory before
reaching the objective, locate and then release the hostages,

then extract the entire group from Iran, m the moat-'i:ﬂsic

#Mse, in considadFation of Shaggfictiilexities  involvedi. the

o DRAFT |
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“Qigiability to aqcompllﬂh this. .tuatr-nd.l

PG OREE

‘\ﬁ?\?&ﬁbér 1979, Subsequent organization and training was

dedicated to developing this capability,
& Several plans for-getting rDBL'&htO‘hd £rom . the

f&enbassy comﬁunmmspﬂrtation‘fw"i"

but were discarded due to the hlgh rllk lllocllted vl.th tbl
op _I\,. PRI

operations. It bacame -very obvious t2$qunlo-lqln uptlon r@& n*i

‘could be developed that employed hellcopters for t'.ln,.;tu.lc-"'F

‘tion, the mission would-have little chance of auccapﬂ. To
further compound thls‘raqulreﬁant_lt wag necasaaryhthlt the
helicopters have a heavy 1lift capability and a long range
ferry capability.

)ﬁﬁ The only hellcopter model available that met the
criteria was the Navy RH-53D, for several pertinent reasons.
With extra iniéfﬁél auxiliary fuel tanks plus normal external
tanks it was capable of traveling long ranges and it had
foldable rotor blades and tail boom which would allow it to
operate from a&f§i%§§:?t carrier, thereby enhancing opera~
tional security considerations. RH-53Ds were designed for a
mine-sweeping mission and their crews trained in the mine
countermeasure mission. The crews were not trained in any
respect for a mission of the type envisioned. 1In fact there
were no mission trained pilots in any service that had
experience in this type of operation within the exacute

criteria envisioned. !

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

composed of seven, inan

mrth,

X AAR-4-4
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pllots and en“a“&' crews. The Navy au-ssn Crews were

YT

selected for their familiarity with the aircraft and Marine
crews for their knowledge of extended range overland flights,

operations from unprepared helicopter landing zones and

tactical weapons experience.

(1) 187 The general plan that davalopod roquiud total

T surprise ggd. to.l accompA " ] i avay
W muv;light‘i‘@ .'l'ho hnucoptarn would s
launch from an alrcraft carrier in the northern Arablian Sea
with the rfgc_u&fg@ﬁéjém_oara% refueling on the ground
enroute, then proceeding to a hlde site to remaln overnight.

The next nightmﬂ,ﬂﬁ,n'r&f@ would proceed to the embassy,

—ran

tescue the hostages, be extractem\:he helicopterﬂ then

.lﬁ’;oceed ¥ earby . airfmfdr-extractiqn_mj&gi raigey.
zm:;ﬂwing'“air_craft. This plan called for two nights of

operations with__q:l_ayo-ver inside Iran during the intervening

daylight hours.

Wf On 28 Movember, CJCS5 conveyed instructions that six
[RIRE ey St

RH-53s be posit{onédTaboard the aircraft carrier USS KITTY
HAWK enroute to the area. Hellicopter Mine Countermeasure

Squadron 16 (HM-16) with six RH-53D helicopters were flown.

£ —{L_usar ,C~58 -and chl‘[.fﬁh,rmh_

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

the Notthern Arqbian Bea.

(U);a’f Meanwhlle, the planning group selected the other
elements of the Joint Task Force that would participate inl
the rescue attempt. C-139s were sslected to carry equipment
and fuel to rendezvous with the helicopter force and"-‘qus, . '

" to secure the ingfﬂgl':_/g,nd__‘egrbess rendezvous, sites. The

RH-53 crews began training in the southwest United States

' DRAFT
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in an environmant similiar to the Iranian desert and DELTA

f‘,{r_t_g_a}pgd on-a scale:.model and ‘mockups of _.\:hu,'-'_,_g,mbas_ay--.areu_:_r

% | Aﬁproximat—ely 25 November'- "Eﬁlnare
W§g 5a Worceﬁ?ﬁﬁfptovfd e“overhead.air
suppo rt"

plannea?'qpiy to the extent that’w Fﬁwiiééry‘}‘:
YT ptotect 'ther-z‘eecnﬁﬁfor_w and’ Becuefrgleasenof thgm:
%staqeﬁﬂP ’

(u) LS')’ The first joint exercise in early December with all
elements participating uas disappointing. ﬁlotf“’niy did \-.he
Wl anopped sEuel bTlvets :uptyre on impachulbut felicogiet -
pilots had difficulty navigating enroute without moonlight
and had additional problems landing. :'S—I:Téntii:ély naw
t-echnique of 'operating hglicopters completely blacked out,
ORTEPITRR o 5-Gogg ke i iGimmwaca el io BlE kha- d6ve=
“lgphERT eNEhy
\\_\J wy Seve;al.;f__t%s were diverted from the helicopter
program at this time and more e::perienced H-53 pilots

brought in. Use of night vision goggles i__n all operations

"was stressed. .

w) ,(.B’f' Refueling of the RH-533 enroute in country posed a
significant problem. Several concepﬁs were considered. The

first solution was to airdrop fuel bladders (Plivets), which

“7could hold 500 gallons each, with hoses and gumps thit woild’

be used for transfer of fuel to the helicopters. Altj._!'lough
the concept was promising, confidence in the airdrop metﬁéd-_?

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

POP BETRET 6
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bltvet,p, d:npped wereulestroyed ‘due eeaimpmpegrigging.
ku\‘(’( meau L. P ot ey,

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

result was the bulk delivery system that entailed putting
*3000 gqu_on bla-ddere aboard the C-1308 for eventual ground
transfer'to the RH-538. Originally designed for tfansfer
' from aircraft to bladders o[a the g:ound,.the syltem was
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( 0,) { M A search for an: abandoned - Iraniau airueldr.plthtp
the desired: range.of.Tehran.where. the. hel}cogter fueXing
would be conducted did- not produce a uspabler_ﬁeld.mg
;gm%gy,,;airf1¢M-;':&ﬁl'cﬁf"r"naa in a caretaker stati®twas

Q, ‘selected because of its locatign..and the fact that it was’

} . -
éstimated to.Rave only 20 to 40 Iranian Air Force personnel

bn site
%The"pl‘an'abthis stage was to launch ther'.EEI."rh
T p s u;;mfmmﬁj with fuel baboard

@?_’w_f_o; the l‘l‘elicopte\ra;""f'rom a bas- _m"‘airfiﬁalj_i]

\"  Fihere the'R jld.  secure. the ai:tie‘lqd the FREISHR
Twould refuel the helicopters and—w‘a‘ transfer to ‘the
helicopte:e. the C-1308 return to the launch base and RH-53s
proceed to a hide site close to Tehran. The -second nights = 5
Eoktffact'ionbrern'ai‘ned»eaaenti,ally unchanged with MC-130s

p extrac—ting the force a."f_':"om Manzariyet®aiffield, about 50
|t ;ﬁ%s¥mbuth of Tehrdh.:'

{U) A rehearsal in mid December exercised this scenario.

The exercise validated the plan as a viable concept and

training continued.

(U);S‘) hdditional rehearsals on the same basic scenario

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

YR cHPCRET o 7 AAR-4=7
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March. Barlier problems were refined and 'there were ,

improvements Tm-the arﬁi’m“"' T senam TR T
-.:;‘éﬁq"jgagg;é; f y Zauppost) infrared iighta m
. 2 Loy G%-W use o‘ie-lllaﬁtomnumnwam'
extraction™purposésd, inertial .._aavig'lt"ibﬁ_._‘_‘.a‘ni OHEGA:j_r"yn,Eemn
ina€aifint 16M™Eor" Ru-E35, "etc, In addition, 1iFt require-

ments increased to accommodate al_largerfm,;lﬁta}-fét‘ée and to

-

compensate for increased air temperatures associated with ...
the approaching Bpfing and Summer. In January two ad-
ditional helicopters were positioned aboard USS NIMITZ, the
relief aircraft carrier for USS KITTY HAWK. When NIMITZ
relieved KITTY HAWK fn late Jaunary, HM-16 and the six
helicopters were transferred to NIMITZ. There were now

eight RH-53Ds on NIMITZ.

- (ﬁ While rehearsals were being conducted Egﬂ,.-fgupporﬁ‘

[ m@;@,nork had continued to locate a remote

site in the desert~that could be used for helicopter refuel~

ing EET8yeld therogiifrementt4o:'take Nain'airfieldihy" force:’

A possible locqtion&m..been identified by early January-
e

e ? 8. AAR-4-8
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(U)M’ As the number of helicopters increased, fuel
requirements exceeded the '59-136 capability to transport
the fuel. ﬁgcauae'of their incre'asi_ad.cargo space and, since
fithey were also air.refu‘alable, three BC+1308: were. selected
#tto carry two 3000 .gallonaﬁel-"bladde% .’I'h_gi‘_lvould be_£lown?
by the experienced MC-13Q crews. N
Qﬂ;ﬂ1 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 242 hours at night'lrn
A bTacked out conditions: The C-130s (KC/MC/EQY: E1ew approxi-
@Etely 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. fﬁé’é-lao crews had""ﬁdaﬂpted to
-u"aing the'nigp!:'x_islon éogglea..;g\ding.pn runyays Egth with
E’u"i’ﬁi{ir?- 1ights™and withono 1ightRFWmEeEonpletel Tiplacked
Tout.:s Off.,runway landipga.had, also beenpracticed.? Heli-
copter crews .t.’i_‘!__?fé{!,?d hundreds of hours of experience
Weing NVGs in c-;::éountry navigation “u'nqg"m completée™
spectrum‘bf??ﬂiﬁglnﬂﬁﬁsﬂé from.fuig moon’‘tovfio light .cbn-
-liéﬁﬁﬁﬁi 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 his reaponsibility on the mission.

W'}—tg The capabllity ‘that did not exist on 12

November had now been developed and was a reality.

zf_(;carOn 16 Apr the Joint Chiefs of Staff received a

\
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briefing on the plan, determined that it was. milit‘aruy
feasible and approved it. Shortly thereafter for reasons of
security, COMJTF ordered all units to be prepared to move to
a new unspecified training location. “Deployment, in fact‘fi"{
] was to the actual deployment base. 1In rapi.d uucceasion.' the
'.ma 1ntehinéé?ipg:gohnémm:ewmgiﬁp@ﬁjeu t
. were -adgembledand deployed within W INEERSPHAE15a"RIT
‘forces were in. placé and ready t:oﬁﬁomﬁénﬁfe}i_ip_pnﬂ_bhs"'%a e

\ - April. "Gver 41 aircraft and 800 personnelthad"moved to'
) — 'OPSEC had been maintained.

f
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MISSION EXECUTION

g‘#} All was In readiness. The plan called for k?no
¢. 7 MC=-132 to depart-and seven RH~53s8 to depart the
carrier NIMITZ about one hour later. 8ince eight helicop~
ters were operational thg plan was modified to launch
eight. Both the lead ncfraa and the helicopters would crose
the Iranian coast about the same time along generally
parallel routes that crossed several times entoute to the
refueling site, Desert One. ;rhe helicopters would remain
low, for wvisual gfout'td navigation and the C-138, after

proceed enroute at 2-3880 feet above ground level. Two
AG-1308 transporting personnel and equipment and three
JL-1308 configured. to_ refuel the helicopters would depart

[( /i -about oiie" hour after the lead NC~138 and arrive at

Desert One about fifteen minutes before the hellcopters.
'nE %ﬂ The .,CQHJ‘IEJ-M" the capability for
iAot L
direct communications  with two of the airborne C-13ds, -and
the lead helicopter §1g gsecure satellite and also with the
_E . +CJCS in Washington. DCOMJTF -would also monitor
both circuits and provide voice relay if required. The
Helicopter Flight Leader would £ly the $1 helicopter and
the DCOMJTF for Helicopters Operations would be aﬁoard the
#5 helicopter. The Desert One Commander,kﬁ‘hi(:ommander
and C-132 Commander would all t;e aboard the first C-13g.
The Desert One Commander would assume command of the entire

ground operation at Desert One from arrival until completion

of refueling operations.

N - '
%‘r The ‘DELTA force and a 25&19:: road blocking secur-
ity element with two ‘motorcycled™and a jeep were flown to

T ORA e
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E c‘ -on the aftgrnbon of 24 April. The forcé was trans- "7

; s - !
loaded €& the MC-1308' and "the lead MC~130" departed on the

ol
[

mission at 1405Z. The remainingmaéj:ﬁdébandg Rree. ©

&1’_303 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 period with visibility of five miles or
better along the entire route.

/Abﬁard thé ca'rrier NIMITZ, the helicopter pilots
were undergoing the sameibriefinga ‘preparing for their
scheduled 15052 launch. As a result of an earlier incident
aboard the carrier, where sevex_'al of the helicopters had
been wetted with. fire_ fighting foam and immediately washed
with fresh water, ‘the helicopters were brought to the flight
deck' 20 minutes earlier than initially planned. This
allo;ted the creu_a___._fau‘t_.ta time for engine star.t, run=-up and
systems check out to assure no mission critical elementes HAd
been affected and all components were thoroughly dried out.
With run up complete and all in order, all eight RH-538

departed NIMITZ on schedule, fully mission capable.

H, E %fr‘-ﬂc -135s8 launched—n support

C~ 2o

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

C—130§; and one configured to support the ﬁi&vy Combat Air
"Patrol if it. was launched.' The other-C-lJSs were

-

assigned to refuel the air refuelable "RC-1358 to provide

[ iR L.

extra time on station.
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. (U] j,() Approxima@:e]:y two and a half hours after takeoff, . .
the first MC-130 entered an area of deteriorating visibility,

later dete.rmined to be suspended dust in the atmosphere. ,
The dust phenomenom did not effect the C-130 aircraft, érew
or FLIR performance and only affected flight visibility for -
10 to 15 minutes on two diff__érent occasions. The Desert One":' '

Commander, , onboard the first l}_@:_l!‘. did not coneider the

AL NS

visibility problem of such significance to report to t-.he'_"_'
COMJTF. He aasur\ned the helicopter pilots could make it
through the area of reduced vieibility. ‘

p/ M Approximately two hours into the £light, #6 heli-
copter had an 1ndication of an impending main rotor blade
fajllure 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 heiicopter #6 transferred all equipment
to #8 helicopter and both crews wefe airborne and continuing

within ten minutes. .

W) The 'fliut__%l{:i_ao arrived in'the vicinity of Desert

pass to clear the area. They observed one vehicle on the

road and orbited until the vehicle passed clear before
landing the C~130 on the desert. The landing was harder
than normal and although the aircraft was not damaged, the
't:._*i}_sﬁ_'c-'-gagsecuzﬁ. radio was rendered inoperative. The road
security force exited the aircraft as soon as the aircraft

stopped and established positions on the road. They were

s : 13 RAR-4-13
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immediately confronted with a larée .vehicle approaching,
which they signaled to stop. When it was evident the vehi-
cle, a passenger bus, was not going to stop.ﬁiﬁigﬂﬂ grenadej'
round and several CAR-ﬁi rounds were fired over the hus.
Although no rounds struck the bus, they were sufficient to
cause the bus driver, with his 43 passengera, to stop.
[}&) gﬂﬁ A few minutes later, a second road security force,
which had moved away from tﬁe aircraft to the west, encoun-
tered a fuel truck coming toward them. Again'attempta to
flag this vehicle down were unsuccessful. The team leader
fired several rifle rounds into the air but the truck con-
tinued. At that point'the team leader shot out one of the
trucks headlights and the other team member fired 3ii‘§;15-?
ﬂ&@m at the right front of the truck. ﬂﬁéln-75'projectile
impacted directly in front of the ;ruck'ﬁetting it afire.
The driver of the burning truck jumped out and ran to a
smaller truck that had been followng behind. The amall
truck executed an immediate "U" turn and departed the area
at high speed. .Twg:of: the road team members gave chase{d’p, '
:hotorcycles but were unable to overtake the truck. No otHer
vehicles approached thellanding zone area for the next four
hours while the force was at Desert One.
\Mﬂ Two hours and forty minutes after takeoff the heli-
copters entered an area of reduced vislbility that the C-130
had previously encountered. Soon after encountering the
reduced visibility, the flight leader and his wingman rever-

sed course to return tc a dust free area and landed to assess

the situation. The flight leader also advised the COMJITF that

AAR-4-14
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. \
the visibility had reduced to zero and that he bad lost
sight of the other helicopters. He expected the remalinder
of the flight to remain with him but due Fo the reduced
visibility the other aircraft in the flight did not-s§e him ;j
turn, The flight 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 being
on the ground for approximately twenty minutes, and not
having heard to éhe contrary, the flight leader concluded
the other four were continuing to Desert One. The flight

leader then took off'to continue to Desert One and so

deised COMJTF.
U
The pllot of one of the helicopters (#5) in the

flight of four began experiencing instrument problems. He
had lost his TACAN, shortly after launch from the NIMITZ
which posed ﬁél?éhl'problem':hlgss the .weather - turned..bad
at Desert One;hNApproximately-four hours after takeoff
and after having been in the area of dust for one and a half

hours, number- 5*éipdfiénced a failed heading indicator and

one of two attltude indicators. He regained use of the
attitude indicator by selecting the copilots source.
However, as a result of these fallures, 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-138s landed, established their refueling positions

and waited for the helicopters.

~

2
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Q))M The first three helicopters to arrive at Desert One

-

were 45 minutes later than scheduled. The-helicopteta- ke
set up for landing behind thelr assigned tankera and tuaied E .af

forward. However, due to extremely hoavy dust and; nand ongg'g':m :,,. ;1;: }
TR LIS

one side of the :oad, which was g:l:ealteﬁﬂr:l:m ;zpectedr'bothwﬂqu« ‘,3 H

nose gear tires of helicopter 03 dafla‘:e:}%%n:iiﬁrgpempuraﬁm.;;ﬁ;,; £

”noey

rut in the sand left by a c-130. ‘Helicopter §8 landed’ wnfﬁﬂ L f

i..
30 minutes later and the flight leader with hh wlngunn. tcn lﬁ'ﬂ" L

minutes after that.” In attempting to tall. holleopl:or I1 “" e o
also deflated one of his nose tires in the deep sand. The '
required six helicopters were now on the ground at Dasert
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 g‘ﬁ' DELTA, ;;ould still transit to their
hide sites before d;ylig_ht. The C-1308 would have been
critically s-h.-c's;_:—.._ofﬂ_.fuel at this point, however, the
Desert One Commander had authorized use of some of the fuel
planned for the two helicopters that 4id not arrlve. He

- "Orr—thu- -

also requested the KC-135s8 over the Arabian Sea remain _on

station as long as poasible..

(U],Jes‘)/lmmediately after landing, the #2 helicopter, which
haa experienced & 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 thle helicopter force to five mission
capable helicoptera; one less than the established minimum

required to continue the mission.

(U)%‘) The Desert One Commander advised COMJTF of the
AAR-4-16
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4,second night, some helicopters could »-refuul'._‘w‘ipzsilmnﬁ'

1

ﬂ\w&r »HC-138 41 was becoming critically short of fuel

Yor SEERET

situvation and rdfuested guidance, COMJTF requested that the

Desert One Commander consult with the other commanders on

. the posslbility of continuing the mission with only five
A qzhelicopters. There would be contingency fuellat. ﬂsatiye@

and possibly by reducing weight, the helicopters would be

able to lift@gt.‘m_out of Desert One., If required on:the

and shuttle to the embassy. The Desert One Commander replied

that it was not feasbible and recommended mission abort. -

COMJTF consulted with higher headquarters and then directed

the Desert One Commander to abort the mission. Helicopter
- ¢

#2 would be destroyed and the others returned to NIMITZ.

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

releasged,

and had to depart immediately in order to w?mrns

El % refuel enroui:“’e"_ Therefore it became neceaary

to reposition two of the helicopters (#3 and #4) which
were parked _bqhindue" ﬁ;'r_aﬁ-;'jl’so that they would not be

damaged by the proﬁenor blast as the m pilot applYed

the power necessary for tal'xi in the sand. As helicopter #3
was being repositioned, it collided with the BC-;H‘B and both
were immediately engulfed in flames. As the fire reached
munltions_ aboard the C-138, explosions sent shrapnel
througheut the area, The helicopters, were shut down and
evacuated. The helicopter crews, the remaining crewmembers
from the burning C~137 and helicopter and the ground forces
that had been aboard the burning C-130 were assembled and

directed to board the remaining three C-13@s.

aﬂ SHPRET 17 AAR=4~-17
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(QJ gﬁ COMITF was advised of the accident. The Desert One
Commander directed the Combat Control Taam\(CCT) to insure
that no one was left behind. He also decided that the
remaining hellicopters would be left intact du? to their
proximity to the evacuation aircraft and since there were no

time delay explosives avallable to destroy then.

Rl ]

o

Q’)m After all personnel were. nbonrd, the thres C-138s
took off approximately 2¢ minutes after the accident. The
initial casualty count was an unknown number killed in the

fire, six injured and two with major burns.

(381 CoMITF orderea twp MEDEVAC' Cc-141s Mich had been

preposi.tloned f‘; for  the secund nights ‘mission to

'faun_[ In addition, F C-9 specially configured

with a burn package on a normal standby status was directed

(U],(,G/) The DBB;-I."t One Cemmander requested tactical air

support to destroy the helicopters left behind. COMJTF

relayed the request to higher authorities in Washington with '

the recommendaﬂ%ﬁ:t- it not be approved. It was decided
in Washington not to approve the request, to avoid endang_:r-
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
collisi fire, and explosions.

{(PS) Within approximately 20 minutes of the arcrival of
the C-IBGS_ 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 r.. first 9-141 was enroute-nd the second departed

twenty minutes later. ,

MPS) Approximately twenty minutes after the -‘?‘lagz_‘lj;!q"took

off from Desert One, helicopter #5 landed aboard NIMITZ.

All aircraft and crews were now accounted for. Upon arrival

ébc —the injured were loaded aboard the_%&}{? and
were flown -or treatment. Mdittonalylzlq soon

arrived and DELTA, "i-fhe'"nanggrnJ'and helicopter crews were

all airlifted to CONUS,

ST -SEERET R 19 AAR-4-19
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SECTION III

MISSION EVALUATION

(U) The evaluation of the hostage rescue mission, as -
it was executed is presented in chronological phases. In :

S
each section, those events, daciaionu and actionl‘takon’””'

relevant to that specific phase of the operation arc add-

ressed. Each section is divided into tour ,partas rir-t. jﬁ?tgil.l
chronology of thd eventﬂ of that: phaseﬁil:provgdqd tor'_:Th.'qu
background purposesy Becond, questions rolative'to events
that occurred, actions that were taken, and dactlionl/judge-
ments made are poa;d; Third, =a-discussion of the<£actora
bearing on those gquestions is provided; and, Pourth, eval-
uations of the actions taken and decision/judgements are
made. _
(U} The_phases_evaluated include:

1. The“Launch bDecision:

2. Premission Briefings;

3. Heathe;nr

4. Commuﬁlcations: ) -

5. Enroute to Desert One;

6. Operations at Desert One;

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, diacusse; and evaluated. Some of _
the questions, though cogent, addressed factors which had
little or no impact on the eondqct of the mission. The 2

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

TORESRCRET
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1. (U) Based on the 1n£orm;tion available, ;ho-dccision
by COMJTF to exécuto the hostage rescue misasion was ﬁppro—
priate. )

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

3. (uy 1t uas,\and remains, beyond the state of the art
in meteorology to predict, with any degree of accuracy, a
localized suspended dugt phenomenon such as that encountered
on the mission. '

4\'))[}{ A weather reconnaissance alrcraft preceding the
mission in daylight could have compromised the mission.
Also, since late afternocon, weather satellite photography
showed crisp sharp terrain features along the route where
the dust was l;ﬁgf feported, It is questionable that the
dust phenomenon would have been detected.

u L
5. F’) The -1&ak

132 could have been tasked to conduct

.l

reconnalssance and report significant unforecast conditions.

Such a report may have better prepared the Helicopter Flight

g

Leader for penetration inte 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.

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

mine when the minimum conditions existed, This could cause

-a premature mission abort based on a subjective judgement,

or lead to a situation where pilots might feel compelled to

continue beyond their individual capﬁbilit!es.

TOR=eSTURET DR A FT 21 AAR-4-B-13
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7. (U) The‘ﬁgcuro communications capability and support :

were adequate for the planned miasion, However, the degra-

-

dationse in voice quality, which were caused by{sevora{ﬁiﬁ»

factors, inhibited the ability of COMJTP to e:arélle'real- gg;
time command and control when mission demands overtaxed the ZQ
system. - | |
8. (U) sStrict adherence tc radio silence procedurss l!tor.l
encountering untgrccast conditions may have impeded the
flow of information between command elements and interjected

an element of uncertainty into the conduct of the oparatlon.
The unknown is whether transmisslpn would have compromised
the mission,

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

mission.

18. (U} The helicopter pilots were adequately trained to
perform the mission as planned and demonstrated the ability

e
to contend with the Unforecast conditions encountered. Six

helicopters successfully negotiated the route, attesting to

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

11. (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

1

kits would not have enabled maintenance personnel to remedy

the malfunctions which occurred and permit the mission to

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

14. LSKP)With the exception of one map, the classified materials
left at ghe scené were in the helicopters that were in the
immediate vicinity 6f the fire and explosiona. After the emer-~
gency evacuation of those alrcraft, it would have been extremely

hazardous to attempt to retrieve this material. This could have

resulted in additional casualties.

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

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

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

contentiocus issues including the unforecasted suspended dust had
been successfully overcome. This unprecedented failure rate was
several times greater than the normal expectations with no
favorable weight given for the special care provided to these
eight helicopters for several weeks prior to launch.

a. LSﬂQf}If available pre-mission operating experience

data or training results had suggested the remote likeli

hood of such a high failure rate, the JTF would have
insisted that ten or more RH-53D's be launched on the
mission, The data base must ﬂow be adjusted by the fact
that three out of eight failed in approximately thirty
seven hours of collective flight or an average of 4.5
hours per aircraft. Such an unprecedented failure rate
brings into qguestion the future usefulness of the RH-53D
helicopter for any mission involving several helicopters

flying for several hours on an imperative misgsion.

.
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b. Lﬂf The decision that eight helicoptes was a prudent
and sufficient number, based upon available data, was on
the conservative side of the general level of manageable
risk inherent in other components of the total balanced
but high risk mission profile (i.e., three MC and three
EC-130's to land at Desert One, three AC-130 to provide
on-call fire support on night two, four Mc—i30's and two
141's for night two:at Manzariyeﬁ;. All efforts to add
equipment to provide redundency b;yond 95 + % prediction
of 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 requlfement at a ratio of approximately one for
one.
17. (U) The following is a list of planning considerations
proposed by COMJTF for £future Lcounter-terroristl operations:
afbegpﬂ A central point within the DOD should monitor
"world events to determine where and when terrorists
actions could materialize. This will reguire astute
observation on political matters from all source

intelligence.
© . .
b. *{ There would be .a single element within DOD
to monitor plans and capabilities DOD-wide for counter-
terrorist,-ébé}ations.
v
c.(jﬂsﬂ A dedicated agency should develop a range of

concepts, planning factors and equipment requirement for

counter—terrorist operations.
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TOPERET
d. M Mission: Organize, train, equip and command
special operational forces which can conduct operations
anywhere as directed by National Command Authority
{NCA).
e. (}4’) Qrganization:
(1}!}6‘) A joint Task Force should be in being
as a permanent éelement within the DOD. This

task force if located outside of Washington

should have a [N Tis
S . L TR DR S —

P[ f“ 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.

(ZlﬂDSff 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.

(u)(l)( S) Personnel selected should have
credible experience and demonstrated abilities,
where possible, in the area of unconventional
and counter-terrorists operations. They should
be given the opportunity, however, to frequently

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

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

V)
(3) Maintain direct liaison with the

INCs staffs.
qg. &: 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, frequent

tests of mobility and rapid reassembly. Equipment,

where feasible, should be placed on _j
A -‘.~for specified programs to insure reliabilty

and modernization and to provide a_

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

h.‘éPS) Training: There should be sufficient operations
for the JTF and components to train agqainst a range of
scenarios. This can be done functionally within the
components. Training should be accomplished freguently

as a joint endeavor. The JTF working through the JCS

should develop

s A m e Ao e ST

) can be made available.

R . aea LTS
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i. M’Supporting Forces: Forces in addit.'on 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

ith ability to tie into naticnal
systems. These communications should be reliable,
secure and light weight and operable on land, sea and a

variety of planes and helicopters.
L

K. (anironmeﬂ_;_: The JTF should conduct a

series of studies in the environment of various
countries where operations are likely to be conducted.

Details of terrain and weather are particular phenomena

which should be thoroughly understood. A system of

>
LR T ~ /
should be established to enable rapid dissemi-

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 determipe

Also an operational

security plan should be developed with the objective of

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

ist training and operations should be

LR PERN

The units should not wear

{ — n—
/l:} ‘distinctigg badges, and their equipment should appear
to be normal service equipment. An example is MC and
AC-130s paint schemes modified where possible to
resemble MAC-C130s.

m, Léé) JTF Coordination: JTF should provide the

authority, with appropriate 0JCS, coordination to

visit CINCs and non-US allied counter-terrorist

organizations with the objective to do appropriate

liaison and exchange lessons learned.

DI
)

n. Command and Control Communications: Wheras

counter-terrorist forces may be reguired to operate in
variocus regions of the world and also penetrate deeply
----- - into 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 technigues and
possibly egquipment to enable COMJTF to exercise
command and control without compromise. The force

must have the facilities to train over extended ranges

,f’ and under varying geographical conditions to enable the
/ exercise of C3.
WEPTRE ' 28 01A06
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SECTION 1

MISSION PREPARATIONS (O)

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

! A single overtiding 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;;1 The planning process for the mission was dynamic.
Numerous planning considerations were addressed as opera-
tional concepts developed. In some cases, operational
capabilities required Ffor 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-

fange mission scenaric conducted under cover of total darkness
without lightsi-" This capability-didzﬁoﬁ exist on 4 Nov 79
Séme units involved cperated within the environment of their
normal mission capability while others were formed to carry out
specific requirehments of the mission. In many cases, operation-
al security did not permit units to operate within their
established service systems.

{U) Throughout lhe planning and training process the
Chairman of the Joint Chiefs of Staff (CJCS) 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 occasions, 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 reqqgg}gq” throughout the planning and preparation
period. However, iﬁushould 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 operatione. This report is keyed to these concepts
and rehearsals since they.served either to drive changes in the
plan and requirements or to validate proZgress and identify
needs in training, intelligence, eqguip’ment, etc. These
changes and rehearsals are listed in chronological order and

each is discussed separately.

QP _SEERET K 1-2 AAR-1-3
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4 - 19 November 1979

Developing the Air Land Option (U)

Mr ) 6n 4 Nov 79, during a demonstration in the streets
in front of the American Embassy, Tehran, a 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 Jolnt Task Force was formed by the
Joint Chlefs of Staff in Washington te plan and develop a
capability te conduct & rescue mission. “The Special Opera-
tions Division of the.JCS..J=3 Operations Directorate was

selected as the- location.io begin planning. Two officers

.. et e .
b (B orers R
- A advance team £Fom DELTA é‘}a’veled to_ for

isolation purposes and to establish a tralning camp.

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

milable to: nhe.i';?!.onwwand Bikhorities; (HCA]W!
kMHa]or General James Vaught, USA, reported to the

TN . I-3 AAR-1-4
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CJCS on 12 Nov 79. By v 11 orders, he was directed to
organize and command a Jo. L Task Force with the assigned
mission of rescuing the hostages. ' General Vaught, in his
capacity as Commander of the JTF (COMJTF), began to form
a small, select planning team. On 14 Nov, Major General
Gast reported as special consultant to General Vaught,
General Gast had recently returned from Iran as Chief of the
Military Assistance Advisory Group (MAAG) and was very famil-
iar with the country and its people.

Q‘iﬁg} At this point there was great concern that the
hostages might soon be tried and jailed or killed. There
was an urgent need to'rapidly develop a capability to rescue
the hostages, in the event it became necessary to do so.
Fo L?éT The planners faced many challenges, not the least
of wh&ch was the geographical locatlion 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;uqlfﬁpvis also surrounded by countries which
are not likely ;o éubport Us‘stag{hg bases or troop concen-
tEations.. :Although several of these nations expressed objec-
t1ons to thésémbassy take over, and the hostage situation, it

‘was. felt that .they would. not™ support a rescue mission 1into:

.ggﬁhn“staged-frum théir soill. In any event, the need for total

operational security precluded any early contact with 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

TRP—SECRET : 1-4
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the country and was particularly strong in thé 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 assesament had been in progress since 7

Nov, initially relying heavily on the Defense Intelligence

Agency (DIA) ILrape Task Porce (ITF) which had been _establish-

T I

{ Through™ DIA, working relationshipg

a

“ i"r'er_gr establighed with other agencies and organizations includ-
ing . the Def.ens_om_jgxgaemimbji-&auk), Depafhient of Statew
' '(D@B), other Tportions o

a4nd service
4 I T

wteeiligencacomponénts. These relationships evolve®™ irnto -a

‘l‘liﬂ,it_esznim:: of contacts who were’ "READ IN® on the operation.

LE Yy

® HANLEL.
There was considerable reporting to indicate that a signifi-

cant number of hostages were being held ocutside 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.
)

§) 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

'l_!jnbas*gfwr lfme the hostageq'. and return to the waiting aircraft.
While this plan had the advantage of being cSEEfE?é'a"fn a
sinjgle night,:time and intelligence were not favorable. "!'_'bere
a8 a very high risk\that DELTA would be severely hindered by -
the crowds which would probnbl; ‘gather and roadbfocks. which-
could block. e_scape;‘:_g_qq'_.‘ Also, a suitable air?_i@_ld could not
be identified that Fwould adequately support this___conce_pt‘b_'
operations. Planning and some training continued while other
alternatives were being examined.

& Burjng this period,ptans and drawings obtained

H
.from the State Department along with existing photographs

< < < -

were concentrat':_e__d_-:on-_weapoqp training while the plan to

—

. enter the compopnd and ' rescue the hostages was-being develop-,
" ed.
(U)Jﬂ #R<MC<130 aircrews that would™@arry the DELTA force
‘into Iran were selected by the‘L__Pirst"'Special Operations
X{\ ‘-mﬂi"hg. This selection was based on aircrew past performance

and experience level. The selected aircrews immediately

began to train for the rescue mission.

W) The 1!0-130 wag specifically selected for the hostage

rescue mission because of its unique operational capabilities.

g . I-6 AAR~1-7
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The ‘MC-130—tgrrain following radar. (TFR) . APQ-173 -provides
'B whes.capaiid ity to £ly .at low lev_
“ﬁ Dight, ‘and inmrginal weathef- The aircraft '
4% also equipped wiEh an inertial navigation system (INS)'
ivhich - prgvides’ ex&éﬁ:r;i nm_ggﬂonhnapabil1t1ea*uithout
rgl_l_.__ancg__on external navigational alds. " Because of the
vdfstances involved, an aerial refueling capability was an
abieolute necesaity. WiekiizairceafEOE the 'MC-130" fleet akax
:e_t’ij&j,pﬁd;,uj@hi;t,n-ﬂ'iij'ht'refﬁ"éﬂ‘iﬁ“‘ééu’fpment and four are
“equipped "with, forward looking infrared (FLIR). The MC-130

.h;‘as .Egiectronic countermeasux:e__(isn) capabilitiéu
| e
" QEEEEEEEShe. C-130 airctaft ig-also wvell suited ‘forjshort/”
‘g%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, assighed mission:;
it%"hat regiired eXtensive training on the part: of the crews.
was the night landing and@ take off phase utilizing the night
¢Haion gogglem—-(_h-l—{'}.j-; Two" of the - inflight refuela!;).e
Eau:craft were also equipped with the surface-to-air recovery
-'.‘,i?_'l_?_&_R) system. -“Th:.s system’ n allows for the alrborne extrac-
ot Rion or gx.fi}'t_‘ration of a combinatien of one or btwo.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 anX¥-the ability of the crews made the MC-130

the best alrcraft for lthe rescue operation.
"1'5') An extensive list of alternative operations to

airlanding&f DELTA]was explored. Paradrop of DELTA on the

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

P{TSj Another option examined included the infiltration
of DELTA into Iran via boats in the Persian Gulf. The force
would then be moved by vehicles to Tehran:_ The excessive
risk of exposure that would occur on the overland route

ruled against this option.

%ﬁonslderation was also given

ﬁ E - ' across th”i’der. This

option“had a high risk factor because of the inspection
procedures used at the border. The probability of getting
to Tehran withéﬁ%‘_j_:é_oﬁpromise was considerably reduc_ed
because of the lengthy period required for the trip.and the

£ ongoing unrest in Kurdistan. Infiltration fto_was

also studied with the same conclusion.

MOHJTF and planners made visits t—

%gen 13 and 19 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, especially for thée extraction phase,

TP BOREL.,, I-8 AAR-1-9
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(U)m CICS subsequently approved the development of a
concept utilizing helicopters and directed that the initial
plan be refined in the event a near- term rescue attempt was
required.

(y)m 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.

PAP—SRCREP—- I1-9 ARR-1-10
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19 - 3@ November 1979

Developing a Helicopter Capability (U) i

('I}é) Mission planners evaluated various models of helicop~
ters to identify those alrcraft that could travel the distan-
ces required, provide the required lift capability, and

operate from a clandestine staging area. Staging bases

- L -— . - .
--If approval Zwa‘g:)g ranted to operate: from ._t_:‘hhese-"':

countries, however, numerous problems would still have to be
overcome. The aircraft would have to be brought in early,
reassembled, flight tested, and flown regularly to assure
reliability, Considering the time the helicopters would
have to be in place prior to the mission, operational security
would be extremely difficult to maintain. Also the countries
involved would not likely give prior permission for the
mission'to launch from with?@ifﬁejt‘bordéﬁs.__Cpggg}ng mouq:;
tainous t¥rrain varying from 9,088 to 11,000 feet presented '
serious operétiohafﬁﬁt;@tds.i Density altitude would adversely
affect 1lift capability and engine icing problems in weather
and turbulence in mountainous terrain would also be a major
threat to helicopter operatioﬁs. The use of smaller helicop-
ters was considered; however, larger numbers would have been
required and the smaller helicopters did not have the range

regquired for the mission.

'l!,\ (§) The newly modified Air Force WH-53 JBAVE @ search

-----

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

employment. :Oﬁly, .thré‘a;"l-!ﬂ-SBS were available at the time
VN
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and for OPSEC reasons it was not considered practical td
attempt to accelerate production.

(U)L?BT 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
RE-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. éoldable 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 ¢f an airborne mine countermeasure
_qiaﬂion 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.
P (é) The RH-53Ds selected were the most operationally
capaSle in the US HNavy inventory and were assigned to
Helicopter Mine Countetrmeasure Squadron 16 (HM~16). HM=16
had recently returned from a deployment and was considered
to be th?_post operationally ready squadron.

(5) 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 22 Nov,

2 helicopter detachment was formed —tw

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

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

TER=OUT I, DRAF'[‘ I-11 . AAR-1-12
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for each crew because of his familiarity with désert condit-
ions, extended range operations, and tactical experience in
the type of helicopter landing zone (HLZ) operations envisi-
oned during the rescue misslon. A Navy-Marine three-man
enlisted aircrew was formed to provide for malntenance
expertise on the RH-53 and crew personnel qualified in use
of the- 58 cadlibre ypéhine gun. A combination of three Navy
RH-535 and three Marine CH~53s deployed -on
21 Nov and the detachment began to train under the command
of a Navy Commander {(0-5). It is emphasized that at this
point all crews were operating outside the mission areas for
which they were traiﬁed and were In fact attempting to
develop an entirely new operational capability. From 21 Nov
unti]l 8 Dec the helicopter detachment flew:ps.a hours of
;yhlch 138.7 hours were flown at night, :Army night wvision
.goggles were provided and the alr crews flew relatively
‘short navfgation ard formation flights concentrating on
ig:ﬁﬁaihg‘niﬁi unlighted™ landing zaqnes (LZ)} in the dark. The
crews developed: a-moderate capability working separately.
Later, jointAtrainlﬁg~with the DELTA fo¥e was conducted and
pickup of DEEHR, and skmulated hostages was practiced.
(TS) other plans and capablilities to support the helicop-
ter option began with the formation of the helicopter detach-
ment. An Intelligence officer was assigned and special
procedures were initiated for courier service to provide him
with photograph{% and other data. The plan envisioned launch-
ing from an aircraft carrier near the Iranian coast, i&sﬁ‘wesi
Q‘ of#the Pakistan border. Theu. PELTA force, composed ofﬂ

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

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

and a_ command and control
s

element:_ This force was later increased as additional mission

requirements were assigned iﬁ%_DEM_‘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 2zone that could be

-

C used for refueling,

—Epnsultations also were conducted with US military
.personnel who had served in Iran,“ geclogists,

and other people who were knowledgeable of I::an‘:.r The search

1Y
was by process of elimination, starting with the entire area

within the range/tune envelope and applying successively

more stringent criteria to those subareas located withip it
that might serve as suitable airstrips or unimproved LiIs.

ﬂThe search focused on the eastern portion of Iran

where the population is relatively sparse'_

C, _Ver&.little TiTitary capablLit_y

“ The western portion of Iran did not offer

these advantages.

mé) There were other factors which limited the -geogra-

phic area within which refueling could be conducted. The

T i, I-13 ARR-1-14
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unre fueled fli time for the RH-53 from an aircraft
carrier to the Tehran area was computed to be about eight
hours. With the_requirement to avoid Iranian and Soviet

% ‘detection at launch timg} the helicopters would have to -
depart no earlier than nightfal¥. This would place the
réscue force near Tehran in the early morning houra. “This
would not allow sufficient time #6¢ DEL‘I‘&,w

Q’ Wrescue the hostages. fly to an isolated airfield,
and depart Iran in C-130s while gtill under the cover of
darkness.

\9\ (}{ An intensive pl'tnning effort was begun to search for
ways to conduct a one night operation. However, the number
of hours of darkness available posed a high risk, and forced
a schedule with no room for error or reconsolidation along

- the way. The risks were unacceptably high: and although a
one night operation had the advantage~o£ a relatively short
exposure time for t;m'e~ force in Iran, it was not feasible.

@\12‘) As a result, an operation evolved, spread over two

nights and one cf-y. Planners developed a three phased

concept -

A_;C- . Phase I would include the flight of DELTA aboard

.-

the helicopters to a refueling site, helicopter refueling,

and then transit to a hideout areafﬂa:h'

sip .gaso‘g_a_.blg_ ‘proXd=

Aty of Tehran.;b&t this point
-bﬁmkmehicles to be used for transportation toi?

the embassy. D'Uring Phase Il,mw

Shortly after., midnight. Tehran"fime. \Iﬁ‘rm would enter the

- compound. rescue the hostages, and call for pick up by the
helicopters Pk awthlat.ic f ielddver=the. compound” All

l';, p;rsonnel would then ﬁly-t(_o a nearby air stri.p. Phase III
was the t_axfiltration phase. M{§E8Ds would be in place at'a

{nearby ahapdoned- airffelds(having flown in during darkness)

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

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

TP SBERET I-15 AAR-1-16
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out a major risk of comprqmise.
P (3) on 22 Nov, planners began to develop a concept for
“the airdrop of fuel into the desert -E-or the helicopters.
The concept ofNOWEIYs” using Low Altitude Parachute Extrac-
grenmisysten LLAPES) techniq;.;g_'g was considered and discarded
due to lack of an extraction zone, with a suitable hard and
flat surface {(had such an area'been identified, an alrland
operation would have been feasible). It was decided to
develop a capability to airdrep a fuel system that was
currently available in the US Army inventory. This system
included 58@8-gallons.fuel: bladders (blivets)* which ‘could be*

rolled on a suitabile.desert. floor;*:a.‘feries -of-hoses, and a ~

fuel pump toF-T_tr,qp‘a_fer fuel dnto the hellcopters.

(TS) During the period 22 - 29 Nov, a series of tests
and training ﬂf’fii_ﬁ;‘“t"limheml,iuefs',' hoaa"s‘:;-"-:lar_\d-i Rpi was
A | conducted by US Army séec.lallsts-'rhe
> system proved to be prc—amising.' DELTA came to )
for checkout and training since dﬂ‘}jorce would gather up
the BYYEES 1_n;‘f:_l-—1é drop zone (DZ) and also perform the
refueling operat_':on". assisted by the helicopter crews: SAL
fm:g’ﬂ'mf,a-select US Army -team.:of riggers aﬁd fuel experts
qg;kinq with MC—lBBW-crews began' a series of airdrops.
Several problems were identified, including .the difficulty
bf loading ig@Wiﬁ?&yetﬂ‘-ﬁthses, pumps,. and. atw Army
‘eractor {Mule) qnbo_a_tf. The Mule would alsoc be alr dropped,
‘wp it was need6d Co help récover thié=Blivets: frem-along .the
?&zdnﬂﬁm{aé“ﬁm'to'ﬁ% helicopters. Other equip-
‘ ment to be.fi_:dropped was~added to them such as
camouflage nefs. These iteme were too heavy to carry in the

already heavily ladei helicopters which "wduld-depért from

AAR-1-17



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

ately successful.

Mlntelligence was heavily tasked to respond to a

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

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

1 qled. ‘A more detailed -e—riemy order of battle was needed, along

C .

.oute analysis to—m needed for the
€ helicopters and c-130s; (GGG
R - - :efuelins

A helicopter drop -
off point !far "DELTA and a hideout site for the hellicopters

were also planning considerations 'that required extensive

—

study and resolution. Route analysis wis required to get

o w om e

C DELTA 'into the ci't:y

—E_Road blocks and a host of other threats required

analysls and much more information was needed on the embassy

compound itself, Enfiltration and extraction airfields that

could be secured and accommodate C-136s still had to be

selected.

M 25 Nov, the JTF had portions of the EEI satis-

fied. Intelligence indicated that even 1f DELTA could reach
'-'Lthe embassy compound walls undetected, enter the compound,

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

*ranian elements 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-13@ SPECTRE gunships be

employed in the objective area to provide protective fire-

power for DELTA if required.

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

planning and AC-13P personnel ‘were brought inte the plan-

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

recommended to COMJTF that Manzariyeh airfield be considered
for use as the MC-13¢ extraction airfield. It is located
about 68 miles southwest of Tehran and was used formerly by

the Iranian Air Force*(IAF) as a support strip for a bombing

. and gunnery range. The runway is over 18,900.feet long: with

a parallel taxfﬁg;mthat can ‘readlly, _accémmodate several
parked ailrcraft. If waS"exéécted that qnly:a.minimum'number
of caretakers would be-p;esent ;nd, although there were someé
armed forces nears;, it was felt that a—éround security
force could land aboard the:. MC-l3Gs,-secure, and hold the

=~ e e

airfielgwduring the extraction phase.

(&) PJCOMITF obtained approval [grem]to plan for the

use of _Manzariyeh”and seleétedmw Army Ranger

TRP SEET DRAFT I-18 ﬁ AAR-1-19



Battalion _ to
provide the security force, The Ranger Commander and a

Small staff jolned the JTF planning cell and participated in

several meetings held -

\\_'\ , on 19 Nov, af the same time that the decision was
made' to form the helicopter detachment, CJCS requested
COMJTF to recommend the number of RH-53s required to carry
out the helicopter. mission. At that point in planning, four
to five hellcopters were judged to be sufficient and it was
recommended that six be deployed to provide for spares and
redundancy. The US Navy tasked HM-16 to provide the helicop-
ters. The sguadron had just redeployed to Norfolk after a
training exercise in Canada. During that exercise, the
crews and aircraft bad .flmm considerably, and as a result,
were considered to be the most operatiocnally ready heavy
1ift helicopter squadron available.

Mﬂ%) on 28 Nov, CJCS conveyed instructlions for HM-16
with six RH-53Ds tec deploy to thd” Indian Ocean under the

‘ cover of an airborne minesweeping mission. The squadron was
not aware of the planning and training that was ongoing for

the rescue mission and felt they were being deployed for a
‘minesweeping mission. The RH-535 were transporte-
E -along with supporting personnel and equipment. This
* *tgaipment included USMC range extenslion auxiliary fuel tanks
-for the h‘elicoptefs. Four C=-5s and five C-141s were used
for the lift. The time required to dismantle the first two
X aircraft, load them into a C-5_a.nd get airborne was approxi-
'plgrt_ely 12 hours and 15 minutes. The flrst C-5 arrived ;at

I::_ mafter departura Erom Norfolk. All

helicopters were test flown and declared mission ready ‘eight

sob SPCRET I-19 AAR-1-20
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5 days and five hours after the JCS5 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 aircraft carrier USS KITTY HAWK was

directed by JCS to onload the helicopters as she sailed
E , within 199 nautical milesMenroute to station
in the Arabian S?a. The hel.icopters and equipment were
flown aboard the KITTY HAWK under cover of darkness on- the
evening of 28 Nov.
}_., w Jcs considered deploying DELTA and the helicopter
crews that would actually fly the rescue missionn
F. -to board the KITTY HAWK along with the helicopters:
However, planning, intelligence, and training were judged
insufficient and it was determined that the force should

continue training in the United States and deploy at a later

date.

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

contingencles. 1‘1“11!' 1ist was modified throughout Nov and

P[ during a COMJTF meeting -on 29 Nov the 1ist-;as
reviewed extensively and further modified. Each of the
commanders began to gain confidence that an operational
capability was developing.

& }ﬂ‘l\s a result of considerations which were evident
prior to the 29 Nov meeting, COMJTF recommended to CJCS that
the helicopters be moved to a desert reglon in the western
US. This recommendation was based on two major consider-
ations. First, the JTF felt that training should be conhduct-

ed in a realistic environment similar to that found in

_ ~ DRAFT
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Iran. Second, operational security was of primary concern.
i#u¥vdys -were conducted at the US Army Yuma. Proving Groundd
(YPG), AZ; Marine Station, Twenty ﬁine Palmg;. and Indian
:Eppings AFB('nearﬁhas Vqug“hgsqggg&' YPG was selected
because of its isolation, facllities, terrain, climate,
range availability and size. CJCS concurred with the selec-
tion of YPG and the helicopter detachment personnel moved to

A _¥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}
cl_a. JTF planning cell was composed of the following

expertise:

- Intelligence [two officers)

Weather (one officer)

Communications {four officers)

Logistigs {three officers)

Operations (15 officers) =

Administration {one enlisted and one civilian)

"II!!%S\%+!!.i’%

.

[ty

he helicopger detachment had flown 195.8

hours. Aircrew capability was judged to be fair, with

considerable work remaining.

cﬁhch The C-130s had flown ﬁﬁ{ﬁ'hours and geven

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 {n black out landings. Mission aircraft had
“Béen modified by. installing additional center rails’
oy’ accmjﬂ fual: hlivaudmmy |
-(UM _!_Delbm had rehearsed for two weeks and had
procured and modified additional equipment.
e. ommunications activities to 'this point had
cpptered on. ST S LaY Mlnmm:nunns
*Petween the JTP in the Pentagon[_w,nd:‘pgyl'}\-
-gtn@--'tc}i,,mi“ﬁt_'Becure'voice and tel_etype

permitted the rapid exchange of sensitive information

-—

tthrouglf g_losqu :controlled facilities. 'Communica-
sl‘g,ions mnning' 'cont.inubd, with emphasis..on the uae by
DELTA_of portable manpick” satellite terminals backed
LUp by portable HF radios. Thésishortage of satelllite
'T,':_E'erminal_s__pnd__. reliance on HF was a major concern at
this stage. It was envisioned that the Joint Communi-
cations Suppo'rt Element (JCSB) from MacDill AFB, FL,
;would provide the deployed JTF Headquarters with the
'facilitie;—ne—e;!ed to maint;ain reliable secure communi-
‘cations with the NCA/CJCS and from COMITF to deployed
'Bubordinate forcg.a:
W){é’i Logistics status - No logistics constraints
existed based on stated reguirements from the units.

] ~ Miscellaneous _and equipment

‘were obtained and stored with expected user units.

A

}

This material included such_items as 18 AN/PVS5-5
night vig.;on goggles and 35 Kevlar vests for helicop-

ter crews. The Rangers received four dirt bikes

) 9— (motorcycles), ujeeps " with f{

s_EiG camouflage systems,wand various

o -
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A g " quantItliéw-and types of munitions:) " DELTA received
; - CPLEY CIN mal -

thrée!M-274 Mules,

R 2 vaxioussquantities and types

$EimindiciMoand veapons. Fifty-eight 500 ga}lon
_EBrapsiblg¥ el 'oetds ~(hliveta), seven M-274 Mules,
*gight forward area refueling equipment (FARE) units

“with, 100" GPM~pufip’-systems,- and numerous ‘paxachutes
and_xrigging equipment wéré provided to thg&,’grbqrné‘
Test Board at Fort Bragg7 for preparation of an air dror;
of JP-4 fér 'héi?iébpﬁai.ﬂiéfﬁé;ing.'ggt_:_.ipment;ai;:i'i‘.f-}}; test
dron on 25 Nov of one blivet load was conducted
:‘at Fort Bragg an8 was totally satisfactory.

g{u];xf-'- The weather support to the JTF staff increas-
ed significantly during this period. The mission
weather officer prepared daily weather products that
included satellite photos, low level helicopter route
forgcasts, and long range forecasts for Middle East
and US southwest desert regions.

h.

Ml The status of intelligence was genec-
c_ 'a—lly imprc;\_r_i—n-;.“ Better evaluation and interpretation of
incoming reports was possible. As intelligence hold~

liigs increased, the puzzle became easiér to assemble as

“the edges and corners were sketched in. Also, as time

progressed new contacts were developed within the
intelligenced community, procedures were streamlined,

and standing requirements were established. ‘BatteFnd

-7y r‘— .
of indigenous activity were outlined.L‘
. =i LY Y




i(p)181' The overall assessment was that a capability
to conduct the rescue mission was beginning to emerge,
but there still remained serious difficulties in

planning, intelligence, communications, and training.
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30 November to 24 December 1979

N

INITIAL TRAINING IN THE DESERT (U}

(U) (#) Preceeding the helicopter detachment move toYEG—.
a Marine Colonel and a staff of two coordinated preparations
with the Army support base. Adeguate, though austere,
facilities were pgovided for administration, gquarters, 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 suéport throughout the training periocd ahead.

(UBJBT' Three CH-53 helicopters were provided by;e#dt coast

| MAG 26_:-‘and four Efrom ;A__G_ 16 onfthe west coast. On i1 DEC the
first sortie was flown with five helicopters available. The
JTF Weather Officer provided basic weather data for local

training conditions.

T wm L é

(Ciﬁf;Duriné’Tﬁip period, navigation and format{gn
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 meteorclogical conditions (IMC). Techniques
for making no-hover landings were practiced. Still, there
were difficulties. Most of the night flights were conducted
during medium to high moon illumination periods. Later,

some flights were conducted during total darkness. The

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

(U\(”) Concurrent with this training, JTF began to plan
an ex.ercisei’&t;;l'f'awhich would rehearse an integrated mission
effort. The exercise would involve MC-130s8, helicopters,
DELTA personnel, Rangers, a Combat Control Team (CCT)} element,
and a single AC-:130 guns;hip:E 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
-support, extraction of DELTA and “hostages® from the compound
by helicopter, and final extraction out of country by MC-130s.

'\U) ey 'The.pELTA force;arrived aboard a C~141 during darkness
two days before the exercise. '_rhey used tapes and stones to lay
out a simulated embassy compound M’t 35 _miles. north.of..the
':E!.mw'ay “Bhd™2¢ miles 'notth of-the Barn.,. A CGY¥,set upisimulated
-targets for the ?gdnship.i. A small, relatively level area 4Bout
tgn_m to the southwest_‘ of the simulated compouﬁ; was

"+ selected for the ‘ﬁ"'&t drop zone. An area to the north of the
drop zone was selected for the helicopter hideout area.

y ( 'M_,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 mliﬁ in for the drop. Following refueling,
the helicopters would fly '.hl'i'e DELTA force on a one hour

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

POD GECRET ' I-26
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\ Lln Qi) The foll&wing evening another exercise was attempt-

V-¢ g
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make the assault, call the helicop-
ters in for ex;raction. and then return to the Barn.
L\)(’) The exercise went poorly. The first helicopter
navigation flight to the fuel dtop 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 dangercus to

lana in the total darkness.

ed. Lights were prepositioned on the LZ to assist the pilots
in lanpding. Although‘the lights would not be avallable on
the LZ during the actual mission, it was felt that this
assistance ghould be provided to enable the refueling and
subsequent events to be exercised. The flight leader had
similar problems with navigation and after several attempts,
the helicopters landed. The C-1308 made?d low identification
pass over the gfdund party before onpping the fuel btivets.
On the second pass tjje blivets, hoses, a pump. .and a tractor
were parachuted.: -Results were poot. anly three of the ten
blivets remained intaet while the remainder rupturéﬁ on
impact. The tractor experienced a broken front axle which
rendered it useless. The HC-130's.h11v§ﬁ”16;d had _been
packed tob™tIghtly and. when the restraining line was cut™to
saéégw the load to roll back (this.iﬁ?ﬂifgrayity drop) ‘ekcdess
é;ight broke the anchor cable arm which resulted in slow or
qpn-deployneat-of=aeveral parachutes. The tractor's parachute
opened, but:the unit had not been rigged properly- for the
'drep,

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

SoNFRIL

Eap—FFERET. 1-27 AAR-1-28

DRAFT



TeR-SEGRET™ UNAT I-
lost in the paradr;;ﬁqffthé fuel blivets, It was becoming
clear that it would .take longer than desired to refuel the
helicopters using this mode even If techniques and proce-
dures could be refined. Later in the program the procedures
were refined and numerous successful drops were acompl ished.
(U)}Zf/ Helicopter aircrew progress was also of major
concern. Entirely new techniques of flying and landing with
“night vision goagles in totﬁz-darkness,.uhnrﬁ thy a twe
“dimensional picture is presented, required considerabl?
expertise. _ Throughcut the training, proficiency in the use-
of the NVGs increased to a level never betbre achieved.
putring early'Eralhing-evoluttons it was obvious that the
Services did not possess the expertise required for the usé™
of NVGs envisloned for this misslﬁﬁiﬂgﬁhe of the WVGs had
previously ‘beefi" limited to basi¢ familiarization. The
smctical use ofwthese devices had been limited to such a
degree thatmﬁﬂT?Pa few pilots, Army and Marine Corps, could
“¢ven address the_subjecti COMJTF and the planners recogniz-
ed that mo;; eéherlenced helicopter pilots with more misslon
parallel gqualifications would be required. The most exper-
ienced H-53 pilots available were recruited and a major
change in personnel took place. -
_UﬂTP}The task at this time was to "institutionalize”
the helicopter detachment and gain competence and confidence
as soon as practicable. During the succeeding weeks, the
detachment stressed fundamentals and functional training, to
include navigation, flight formation, desert landings_yﬂtle
us'ing hight vision.goggless and ¥P:13e refueling, (a new
procedure to be addressed later}. In the search for train-

ing guidelines on the use_pf NVGs, the helicopter detachment

~TOFE EECRET - I-28 ARR-1-29

A be



found there were no guidelines available beyond a three
£light introductory syllabus “From MAWTS-1 at MCAS Yuma. Even
in this training environment _pilo"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 9o when it was
apparent that a pilot would have to wear ﬁ?ﬁ@for g
"five or six hours at a time.
g (I) « Training.-in, the use _of NVGs. became very“deliberdtel
i ¥EFegquired amﬂﬁﬂtm“teh h%ura ‘62" actual ‘goggle time
gaa pilot to beddme. ,proficient dna comﬁorfabﬁmin “theif '
"\ﬂgjj Pilots had to become accustomed to having _the extrp
.ﬂibhﬁmeﬁmthein-hiads wWile functioning within a

@;ﬁ'—'degree ‘field of view, presgnted -ingtwo dimensions and

ABREINDE, azpen and black?

- { (f) TfieppsRespted the NVGs amplify available ambient -
'Jht and aré most 8t effectve when jthere is moon illumina¥tion.
--%g»é}‘so provide best results. when, used at’ 500 ft AGL or
“fhwet. - The Taircrews also.,found that for long.pkttnds ot
iim#@lﬁhere‘\wna a#ﬁﬂ&ﬁ’ﬁ‘a‘lm&ﬂeﬂd{f between what 'was
!'équired to navigate ‘precisely and goggle effectiveness,...thgt
veanLa “allow thedtis®. ffy*"‘"rﬁ:oftabim“t?weemﬂoou JLEE”
5'?9_*’3;3229_0“ levelidVEr’ extend® periods;

“YgBEoagles and,.-depending on source inbenajign(rcould wash

i _.":ﬁ@é’gﬁlpcl;@}it,"the‘l’éﬁéqélé’s ‘entirely, rendering them useless.

Therefore, the pilot wearing the goggles had tp have his side;

of the cockpit and the center console totally blacked out."” The

[ PR
pilot not wearing I:’he goggles had to have his instrument lights
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at a very low intensity so as to limit the *intendity of “a

direct light source.

: Flying with the goggles entails a coordinated team
‘®ffort by both pilots. [ The pilot using the goggles can not

tead the aircraft instruments and his entire scan is outside

the cockpit. Information such as altitude, he€ading. pQuer
. —T S s

and_ airspeed, must be provided verbally by -the pilot not on

¥ithe goggharf;rThis transmitting of vital information is very

important during'landingé:gﬁaig;ke offs.

L ) This team effort becomes more important duringlany
navigation problem. The aircrews found that with thorough
map study,}boupled_;ith the use of photography: precise
navigation was managable at low level in a totally blacked
oup'mode to the‘point_where‘pilot_dead.reckoning (DR) was
more accurate than navigating using either the Palletized
Inertial Navigation System (PINS) or OMEGA:T In fact, DR was
exact to an exceptionally high degree. This degree of compe-
“tency was achieved through long hours*of :practice and the
es;ebiishméﬁgﬁéﬁagp-btecjser'dontinual dialog between-the
Wopilots., ! -
\q).(cﬁ The maps used were JOG (AIR) 1:250,000. The pilot
navigating would tell the other pilet using the NVGs what he
sﬁguld:see on the ground and the Surrounding territory and
what to expect in the next few miles. He would indicate
type tg:;i&n. typeé of tralls/roads, foliage, etc:, in a
manner thav was clear and concise. The pilot on NVGs would
likewise describe_yhat he was seeind -ad. accurately aa:possible
to_RgJ;glated“to the charts. The verbal dialogue became
tgilored_toneaath:eu 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 automated map display showing present

position. - ‘

g _',(’;‘S) Faced with the disa'p‘pointing results of the aif
‘drop fuel exercise, the JTF began to explore alternatives
for ;efueling. One alternative was to 'drop the fuel on the
first night of a multi-night operation.~ A small teamm;:ould
paradrop .in with the fuel, secure it with traé'éors, and
cover the eguipment with camouflage nets. A portable TACAN
would also be set up for use by the helicopters on a subse-
quent night. The team would have communications, and 1if

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

be picked up : s the Fulton recove};—'m_e—thod. Another varia-

e bk -

tion was to drop equipment only and determine throughw
8 _hether"'ﬂ:‘i’né‘blf'\iets remained intact and undis-
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covered. Although these options remained open until final
deployment in mid-April, the JTF did not have high confidence
in the concept. The risks of compromise were high because of
the mu thi-night_requirement.

M 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 su}table for MC-130s. 1Indigenocus forces at
the airfield would have to pose minimal threat to the force'
as it captured the field. One airfield;gqNain (Na-sn) Mili-
tary was found to meet these criteria. It is located northeast
of.:Nain @ity on-the highway to Aparak. This field previously
supported an IAF electronic warfare training rangevi. After the

‘revolution, ‘.'t.'.raining had ceased at the rangé and .only a 20-40

- - L3
. - .i.n-. 1
) ‘,man security and.-maintenance force remained _;-; /
,(B P e ) U S coxzt : e
i -

S mqtimately familiar with the range were consulted

and’ provided important. Intogmation.” A USAF officer who previ-

G ously served as thGMnﬂllran until Feb 79

‘and was very farﬁi-f"i:%ifrﬁith the installation, was also consul-
ted.. Ks a result of these consultations and analy‘sﬁlis of
‘ﬁ;photographyf‘thﬂg__?? determined that it would be feasible‘."to
‘Becure the airfield and lconduct refueling operations. Many
refinements were made -l:o this plan in subsequent weeks and
details will be presented later in the report. The Rangers
were assigned responsibility for :securing and holding the
airfield. \
AQM To support the operation, an existing USAF refuel-

ing system was adapted to the MC-130. The system is a
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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~130s5 can carry two bladders

interconnected with hoses to provide 5,500 gallons of fuel for

transfer (about 250 gallons remain in each tank at the comple;
tion of refueling). The MC-130 has less space due to in-
stalled electronic systems and only one bladder can be car-
ried. One of the relfueling systems was installed and checked
out at Davis Monthan AFB, AZ, where the C-130s were temporar-
ily located during training. Training and briefing sessions
were conducted with helicopter representatives. The first
refueling test was cond,ucted"at MCAS Twenty-Nine Palms Expedi-
tionary Airfieh/i (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
refmed as a secondary option in the event the Nam operation
became infeasible or a suitable drop zone became availéable.
M During December, the mission weather officer contin-

ved providing daily weather briefs to the JTF staff increasing

the Middle East interest areas from Iran_}

fj—-t—m ‘%'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.avehicles to transport the force to Tehran and

answer a number of EEI.
gﬂ On 11 Dec, COMJTF requested that—

B3N 12 Dec, after an analysis of all options,

.
it
?

Egbfta3stadiumfiﬁ%basgBooqevag;ﬁﬁitehtlﬂr&m-the northeast ¢

corner of the'conpound %:'a;glhsele_cted asisthe primary L2. This
required new planning, ccordination, and training on the
T(; part

st g

of DELTA, the gqunships, and the helicopters. Unsure

COMJTF, on 14 Dec,

= rrTa— T ke o b

received CJCS permission to develop a concept which called
A for ~ An airfield -called
J Semnan New-,"locq__tid_:_;.l.!S :nile-a'east of Tehran, was examined.
It was a‘s;:pport field for the IAF HAWK missile traihing
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 E-141s
could land at’ this fielAi_i under the cover of darkness and

fir ortion o oeues (N -~

abundant in the Iranian Armed Forces and so it was determined

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

at the Aberdeen Proving Grounds,

TRP Sl I-34 AAR=1-35
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“river training cont inued until 27 Dec.

m 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-130s and transfer to the helicopters
at Naln. 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 tc carry more fuel in additional internal
auxiliary fuel tanks. Second, it would permit DELTA to
remain longer in the CONUS for training and, in t;he event
new intelligence became available, changes to ‘.i)EL‘I'A planning
and training could be accommodated. DELTA forces‘couid be

l)l ® nmoved into the area using C-141s_

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

A considered feasible to movem
RN - ¢ houce na chen £1y

them to the airecraft carrier, it was not feasible to prov1de

cover to DELTA and, their equipment by using this procedure.

w)(u There w-a; a need to develop new communications
arrangements and procedures and by 18 Dec some progress had

been made to support the following command, control, and
communications concept. COMJTF would probably be loca!';ed at

a base in the Mediterranian region. This required communi-
cations with the aircraft carrier, the MC-130 base, the,
'  MC-130s, gunship aircraft, the Ranger force at Nain, DELTA,/
helicopters, and the extraction force at Manzariyeh Airfield.
MCU)By 15 Dec communications Ffacilities had been estab-—

lished with the Ranger element. This greatly improved

PEP=SBCGRET I-35 AAR-1-36
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their coordination and planning capabilities. -Field training
had reconfirmed the suitability of tactical equipment support-
ing the JTF headguarters. However, communications with
airborne and ground forces had not yvet been perfected.
Confidence in high frequency (HF) voice for communications
with aircraft and helicopters was extremeiy low, prompting
additional efforte to improve HF reliability and a search
for additional portable satellite commuqications equipment.
(U) - Representatives from CINCPAC and USCINCEUR arrived
in Washington in December and participated in planning and
coordination.
@Wlanning and 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 Fformu-
lated based on the mission plan. The mission plan at that time
called for the following resources: First night - six MC-130s,
-KC-135$ for air refueling MC-130s to and from Nain, six
"helicopters,-E‘Q_Q';I‘}},-_-_andf‘.ﬁangera at- Nain. Becond night -
five MC and{;‘&hré; ‘P-L“C-1305..:.with -KC-135 support sorties for.
refueling in and out of(Hanzariyeh Airfield and .Rangera 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-1308, six helicopters,z 19 DELTA,

[ . Rl
two CCTs,| three Rangers and ofie“AC-130.

- T

(ﬂ)(U) The rehearsal scenario called for the helicopters
to fly a two hour navigation f£light to the Twenty Nine Palms
EAF 'g:u_aed to! simulate Nain), where three MC-130s would be

waiting.w‘iuﬁ;ﬁﬁwa and.,three Rangeré ‘to control the airfield.

S8r erewrr I-36 AAR-1-37
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Once refueling was completed, the helicopters would fly a

& &~

1.5 hour navigation flight to the Barn at YPG then to a hide

out area 20 miles north.ﬁ'zpere the helicopters would wait

until the next d;; for the call/@ﬁop_ﬁgLTp'advising that

they wére”ébgut t@'go "sver the wall® at a simulated compound.
DELTA ‘would proceed“to a simulate.d'" compound
which was a small set of lighted buildings AEEE Tthe’ YPG
airfield. Following extraction, the helicopters would fly
for about 40 minutes to an abandoned airfield near Holtsville,
CA, (used-to simulate Hanzariyeﬂ) where MC-1308 would be
walting. )

aﬁhmgiu)The rescue élan called for abandoning the helicop-
ters{at Manzariyeh; but in this case the helicopters would be
flown back to the YPG airfield. Command and control was
supported by a 20 man Joint Communications Support Element
which had deployed ‘from MacDill AFB‘for_the first rehearsal
and remained in place at YPG. .

(u)pﬂ On 14 Dec, several DELTA personnel arrived ahead of
the rehearsal dateto conduétzfnother test of the airdrop
method of refueling; This was accomplished on 17 Dec with
two helicopters and one MC-130 dropping Tour blivets, one
pump, and one tractor. The drop was successful and all
blivets and otRe¥ equipment remained intact and were useable.
The force refueled the helicopters and experienced no pro-
blems.

'K;U'T The 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

egP SEGRET I-37
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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-sdtellite terminal was EirSt testBa.. This new

Nadio, the PT-25F"held ‘promite for greater availability of

satellite terminals to all gkound elements and.reduced reliance

‘on HF.

y, (ﬁ') . With the exception of the helicopter detachment,

C, A

-7y

all units redeployed back to their training sites. The

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

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

assault on the compound. Zhe Rangeiﬁ'jconcentrated on training

" and plans Eor the'_L_Nain and Manzariyeh options.

(U),(,G—r 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.

(U) 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 had flown 159.4 hours (144.0 at night

ku) (g,/) Modifications required to prepare the RH-53s for

TeP SEANaE- I-38 ARR-1-139

v

Ly



the rescue mission were minimal with the most significant

b;ing the removal of mine sweeping equipment and engine

vand separafdf;-dna installationﬂbf armor plate aqd the:
‘self contained navigatioh systems. To provide an onboard
‘navigation capability to augment the primary method of navigqti
flon (Qisug;ﬁﬁé?rain following), inertial navigation systems
‘that could  be installed'werewyeviewed: 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 OMEGCA is an accurate positioning system which
employs a triangulation method of evaluating radio signals over
great distances. The PINS system is entirely self contained
and operates from the electric power supply of the aircraft.
The PINS requires that it be initiated and zeroized for error
at a fixed, non-moving location. Since the mission launch was
scheduled from an aircraft carrier at sea, procedures were
employed to initialize the system at a land base prior to
mission launch. PINS sets would be mounted in specially
constructed racks in a C-2 COD aircraft, flown ashore, initial-
ized while the C-2 was motionless at the land base, then flown
back to NIMITZ. The C-2 would remafn plugged in to ships
electrical power until just prior to mission launch. Transfer
Qf.the PINS sets from the C-2 to the mission aircraft would be
accomplished by activation of an internal “battery that.supplied
power during the transfer. External ships power would then be’
;maintained on the RH-53Ds until they were started and opera-

rd

ting.
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éu‘] During this period plans were made to equip all

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

’ OMEGA. 73"‘__3:;_;_1;::1 9{ geven Northrop.Cardinal systems™
were availabléffrom.the contractdk. The systems had been
used in an earlier test and evaluation program. &ince a
successful trial installation had been previously tested, it

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

. -,“to install the system on the six HM-16
' aircraft. The sjx systems were installed_

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

/Subsequent mission planning. jdentified the require-
ment for two additional mission RH-53Ds. Three Litton 211
systems wete 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_l Northrop .systems were not available.
Also, the Littkh; :21“1 had been previously installed and
successfully tested on an RH~53D. Two RH-53Ds were airlifted

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

custody of the two RH~53Ds eqqipped with Litton 211 OMEGAs

TCE=SECRET- I-40
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aboard NIMITZ, HM-16 had eight OMEGAR equipped RH-53D helicop-

ters.&}) |

) 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 egquipment in all aircraft.

;‘i’ Three BINS systems and an INS technician were
provided to the mission aircraft for training |at:f.!!u'ma.
These systems were eventually delivered to the NIMI';Z prior
to the mission to proiride a PINS in each mission aircraft.

(U)y?f As of 24 Dec, the intelligence data base continued
to grow. Authority was obtained to decompartment certain
highly classified intelligence ‘materials upon receipt of an
execute order so these could be passed to operational ele-
ments, and other procedures for intelligence support im-
proved. More details on remote locations, such as MNain,

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

The Nain Plan - A Rehearsal (¥57(c)
) ~

i

(;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 ;as conducted. Areas to receive special
emphasis were planning and training for Nain and Hanzariyeh,'

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

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

b:Igmeeting on 5 Jan, ﬁ:onitored DELTA training, and received an
update. They m;he several suggestions and reassured the JTF
that all needed resources would be made available. The CJCS
and the J-3 were constantly involved in the planning. -
(u)LZT The helicopters began flying at ¥PG'on 5 Jan and
continued to refine navigation proéedures and technigues.

', Three RH-53s were delivered from No;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,
however, was dead reckoning ag}pmﬂnigﬁE“g}giodiﬁQggleg5
to identify navigation check points and to aveid mountains

while navigating at altitudes from 500. to 1000 feet AGL.! It

had been established that prior té takeoff a forecast for

PO Gt I-42 AAR-1-43
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visual meteoroclogical 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 forecas;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 ewas 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,_
d‘if&'ﬁ&iﬁﬁ' Iranian weather o;:ser\'i-atiqg_\__rep-;rts
C from various locations within the country as a further means
of evaluating the effectiveness of weather forecasting.
That service cont.:ij;ued_ through 25 Apr. The Commander of AWS
was in-briefed by the COMJTF on 24 Jan B0 in preparation for
the allocation of additional resources from AWS for the
missi;on.
Mission deployment and employment planning contin-

e ued. By this tima’:*_nad been selected as the

probable staging base should the mission be directed. Exten-

sive planning led to a base support plan.m
i-['l"low schedules for deployment were laid out.
E_’were analyzed to determine

which base was more suitable for the first night when the

AAR-1-44
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F..ne-nu.' would land|at Nair\_offered OPSEC

advantages but required tankers to ‘include air refuelable,

f,‘ﬂ tankers (ART) for pre and post Nain fefueling. -The MC~130g"

Z, . R

efuelinga would have been required and the

“aircrews would have been too fatigued to fly "the demanding.
——. . .
a mission the next night.
1o . = 9 -

For these reaa-

= :

M&veral more planning conferences were conducted.

A( DELTA mission requirements had grownh
) . IR ..

Lo e » )

Equipment was added as more was learned

from intelligence and the actual exercises. .Jt was determin-

‘;g‘d. that  four vehicles were ingufficieq;_f

.. A selection |
L o

- T/t

process- eii'sg.ﬁ-_begén;:to identify Parsgi ('Ixanian._language)

Wand to begin a concentrated

spaak ing,g‘pgq';‘- and Pergian

The training program was accoma;l_._;j.;

W shea a0 A !

— o . M . [T e P T R
“uas selected because
it was the nearest metropolitan area,

L ol Y L HILl . e S gy

by selected DELTA personnel.

in a large city (Tehran}.

w The number of helicopters required for the mission

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

computation. The total number of operational helicopters

57 Y
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required ,.to\‘vextract»@é[}Tﬁ 'aﬁd."-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=s
ted to provide the number require:! at the refueling point.
The number of DELTA pefsonnel reguired for the mission was
["Q.and each':_man MWith: equipment .computed for an individual
-*.;n,gg};.?e.igbﬁ%270,‘_pgqndq. At this point in Dec, four
helicopters were réquired to be operational at the hide out
area, five at the re;ueling point and six on board the
ship.
%TS‘)- In Jan 80, DELTA requirements increased. Several

new factors drove the number of personnel and amount of

equipment upwards.

C to the compounds

mza.new plan to extract the hostages and

rescue force from the sports stadium across Roosevelt Street

was developed. Addjtjonal perscrnel and .equipment were

required..to provide for a supportlissiiek "ﬁoi:cem
R -« ©:ociun. ARAERRA

AQﬁitional ammunition was required rto Becurem

;0 ‘escort’ the hostages to

Q the” stadium for helicopter pickﬁ'p.'?b the securi;y

force and a few additional people reguired in the compdund

hB

increased the December requirements .to a total of-
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personnel with a grand total of 7009 additional pounds of
gross weight.

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

jﬁﬂi@)h recomputation was made in mid January and the
required number of helicopters at the hide out area was
determined to be five, six at the refueling site, and seven
for lauhcﬁ, for a total of eight aboard the carrier,
W To cover tpis requirement and to allow for any
needed future additives, COMJTF requested that CJCS obtain
authorization to deploy two additional helicopters. Two

additional RH-53Ds were put aboard the NIMITZ _'

(Q)_z;ﬂ' Operaéféﬁhf'neadiness (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, etc. The OR rate was not what
COMJITE felt was needed and several discussions with the Navy
staff resulted in initiation of special supply support
procedures. The OR rate began to improve significantly and
the Navy Staff and COMJTF closely monitored the daily
reports. When spare parts or technical assistance was

required, it was made available immediately.
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«» 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 aay period. The primary
rationale for this sortie rate was to exercise the helj-
copters but not overfly them as the mission execution was
considered imminent. At this time COMJTF reviewed the sche-
duled sortie rate flown from KITTY HAWK. It was acknowledged
that the rate needed to be lower than normal because of OPSEC
considerations and flight/hangar deck aircraft management
problems on the carrier. The two were interrelated. The KITTY
HAWK was required to fly a wide range of aircraft to maintain a
normal signature, tJ provide for aircrew proficiency, and
conduct normal operations. It was agfeed thHat a gradual

increase in sorties would be accomplished.

W} The Nain plan required six MC-130s for the first

night and six for the second. The‘pSAF Tactical Air-Com~
mand (TAC), possessed only three air refuelable MC-130s

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

The only refuelable, for-

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

resources would be needed for the mission, representatives

-rrived in early December to conduct joint planning

and training. For OPSEC reasons, N vere not

flown to the CONUS during the early training?} 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

tratning now totaled four.
(540:_A64130'guh3h1ps had.been deployed earlier to the

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

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

- mnd a crew returned without aircraft to

participate in planning and to direct CONUS gunships during .
training and exercises.

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

Staff sent his Deputy Commander for Helicopter Operations who

served as his principal staff officer for helicopter matters to

visit CINCPAC and USS KITTY HAWK. Three other personnel who

were specialists in communications, intelligence, and mainten-

ance accompanied him. Their purpose was to brief select CINCPAC

¢

staff members on the plan and to coordinate fleet deception and .

air support planning. They then proceeded to USS KITTY BAWK 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
Force Commander, the Chief of Staff, and the carrier Commanding
Officer on the mission. He solicited and received assurantes
of support and departed the following day. Several equipment
discrepancies were found and corrective action was accomp-
lished, On their return, COMITF was briefed that the status of
aircraft was improving and that the new supply system was
working well.

(ES)(U)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 hot 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.

@ﬂgﬂj The MC<138 alrcrews and DELTA forces agreed with
this plan. The aircrews needed to fly long missions requir~
ing alr refueling to practice precise navigation and timing
over extended routes. It was also felt that DELTA should be
exposed to the long hours required in t.. MC-138s for their
mission. Rest for tEg QELTA force was a major concern as
thy\would_be required to fly throughout the first night,
first on board MC-138s and then aboard the helicopters to
the hide ocut area. The MC-138s were equlpped with mattress-
es so thatiﬂ;pTA personnel could travel in a prone positlion
if desired. Tﬁ%“Rangers had similiar aircraft configuration
requirements.

(u) s&fgtegiq Air Command {SAC) planners had been
involved minlmaff?tig this point but sufficiently to plan

and schedule KC-135 air refueling training missions.

/i\ Survey-team was dyupatchedito the Las Vegas area

- - -

Engggg;la&onutth the “USAF:
for new training_sitesT 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) LT A relatively little..uséd - concrete strip with a
building complex called Desert Rock'was vsed tp.simulate
Nain. Indian Spri_tj_xgs 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 adequate for the exercise.

(U) {,2’) The survey team also identified good locations to
be used for the helicopters to drop off DELTA and hide out
the next day.

A- LS'IMnother com;lex_jwas made
available. -Itg.similarity to the embassy compound was ade-
quaté. Lights were left on to simulate the lighting in Tehran.
An area adjacent to the complex was marked off with engineer
tape to simulate -the stadium for hostage extraction.

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

‘tankers, -DELT?«‘_@lld'tangers.

”w’i Rehearsal plans called for'RangerE"to*%part

R Hurlburt Field on one MC-130 and {JifoELTA to depart-;

Bn two MC-130s. Q@giﬂfy(_:;-laﬂ"departed from Hurlburt to carry
fuel. These aircraft were to air refuel enroute with an
average flight time of eight hours to Desert Rock. Because
of OPSEC, the number of HC-1305 was less than planned for

the mission (no additional aircraft were flown inm

Refueling trucks’ were brought from Nellis AFB to simulate the

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

sal.

—
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Ww) It was planned that a "FLIR equipped MC-139 with

DELTA personnel aboard would make a low pass down the Desert
‘Rock, runway to verify that there were no objects on it.
This_alrgraft. colild not land .on this approach because the-
landing gear can not be lowered~when the FLIR turret {5
extended. Therefore, a second MC-139. with Rangers aboard‘
was to be in close trail and, if the lead made no calls,
"duld land assuming the runway was clear.-‘.\'rhe Rangers, with

H— jéeps and motorcycles, and be

prepared to accept the remaining MC-130s with DELTA  and: the
on board fuel. The helicopters were scheduled to land twenty
minutes after the last-MC=I3D landed.

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

(U)W) The rehearysal began on schedule. The first MC~130s
got airborne buf ‘a—problem developed with the KC-135 tank-
ers, One went down for maintenance problems and there was- no
spare. Accordingly, the E;Fst night's operations were can-
celled with the second night's operations to be conducted
.as scheduled. DELTA returned to base and their portion of
.the second night oﬁeration was simulated by a six man
a_d_\;vahce party which-had -arrived previously-‘.‘: An early lesson

/\ ’ I;ald been learned. :Eg_quirém;nié;(fuei and t'lmiag)- for  tanker '
aircraft must be established early to .allow proper coordin-—
atlon and assure spafe.,aircraft'are availablia.:

(U),eef‘ it was decided to continue the hellcopter 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 tes¥PG. The
other five proceeded on thelr scheduled four hcour Pplus
navigation flight to Desert Rock, After about three hours,
the flight leader in an RH=53 experlenced cockpit indica-
tions of an impending main rotor blade failure. He landed
in Death Valley:apd a wingman accoﬁpanied him. The mechan-
jcal blade fallure indicator was checked and it also indica-
ted impending fallure, 2 condition which rendered the
aircraft unsafe to fly. The alrcrew remained with the
alrcraft toc 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 helicopter
and the blade was changed in less than an hour.

(u) Wweather had developed in the mountain valley
hideout and to the north and it was decided that it would be
unsafe under training conditions to 8?22_.5?“ helicopters
forward frofi* Des&Tt- Rock. They would fly to the hide site
at first light.

{v) one of the four that arrived at Desert Rock had a
major main gearbox oil leak. While the system could have
been serviced and the helicopter could have continued on
“the actual mission®, it could not have been repaired
without expanded maintenance. The decision was made to take
it out of the exercise and repair it at, YPG. Another
alrcraft had a cockpit chip light indication which indlcated
the possibility of main gearbox problems, However, it was
checked and determined to be a faulty indicator and the

aircraft remained in the rehearsal.

- DRAFT
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[\))yﬁ' The next morning the lead helicopter, after being
repaired in Death Valley, rejoined:he rehearsal at the
hideout site. The aircraft that had aﬁorted 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.

j’ﬂU}The second night, the weather was favorable. All

)g/ MC-130s and KC-13§s got airborne and completed the mission as

scheduled. Pre and post Indian Springs refueling was conducted

over Oklahoma and Texas. The H_C._-I:?Ds landed at Indian Springs

and prepared for refueling&.aBI‘Ranqgra .gdoureds-the aixtield.

fl_J\;M Six. DELTA personnel proceeded to the compound by

way of trucks an®} 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
'

i were released by the DELTA controller. Others landed one at

a time as space became available in the HLZ and DELTA called

them in. ' =
LU)M The helicopters,, as planned, proceeded single ship
to Indian Springs where -&,.he,,ilc-‘iﬁ'ﬂslland Rangere_:) were waiting.
“The -MC=1'30a3:had landed (in-total black out conditions with
‘the aid of"new IR lénsgs distheir-landing lights and night
vision goggles. There was no visible light.

f.!. (U) (¥ This portion of the rehearsal had been satisfactory
except for major atr coordipation problems.‘_ The Rangers
were tasked to provide control of aircraft and ‘had practiced
earlier with the helicopters at YPG. However, they did not

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

{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 reguired
more planning and training.

MCOHJTF 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 ‘discusged below:

g
m
._—-I-—

Thesge studies had been very useful during planning and were
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»—'h—ev Iranians and Soviets could deter=

mxne that unusual .activity was occurring. COMJTF requested
that the feasibility of 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.bg 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= ;

“Jeult to understandsTherpelicopter crews=did fibt.‘consider

the capability useful for urgent tactical transmissions 1n
case of emergencies. It was decided thati€he helicopters

would continue with unsecure radios-and ‘make calls only when

T -Hf*..._l—
- ————

necessary for emergencles or whep vital information had to
be transmitted.

(U);Bﬁ Weather: The rehearsal had served to emphasize
weather as a critical factor in planning and mission execution.
First, it reconfirmed COMJTF's conviction that the rescue
mission should not be executed unless favorable weather was
forecast. The experiencéggtrnesa: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

m#. -j AARR-1-56
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simulated or actual enemy territory, unforecast weather was
to be judged on a case by case pasis ‘and the declsion to
continue would be a judgement call on the part of the flight
ljeader. Force recall would jeopardize OPSEC and any subse=
guent rescue attempt. It was agreed that the helicopter
commander should be prepared to 1and short of the hidecut
area if impenetrable unforecast weather occurred or if he
could not arrlve prior to daylight.

fm(‘-‘}uellcopter Reliability: Analysis conducted by the

helicopter commander concluded that of the six helicopters
that launched during the exercise, only the one that landed
with the bad rotor blade would not have been able to com~
plete the flight if it had been on the actual mission.
COMJTF directed that the alrcrews continue to use training
abort criteriz with a realistic emphasis on safety. The
detachment was to analyze each training abort to determine
whether the aircraft could have safely continued the rescue
mission. It was determined that well understood criteria
for go/no-go shoﬁlﬁ?ﬁg'developed and utilized for the actual
mission. The number of alrcraft required for the acﬁual
mission was discussed. It was felt that the two additional
helicopters enroute to the Indian Ocean would satisfy the
requirements. However, the experience during the rehearsal
spurred the need for close monitoring of the helicopters
afloat and pericdic assessment of the number of helicopters
required on the NIMITZ.

OJ]”” communications: The rehearsal validated planning

factors and the need to further develop communicatlons.
There was a growing number of subscribers and redundancy was
required. Ag-that time the communrde¥tion equipment included

Euo_types of portable*satelll;enterminaxsf-ﬂr, 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
tnera-unit needs.

0JL£5§¥K§)Development of additional communications reguire-
ments wag 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 redﬁéed 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)Jeﬁ’ Refueling procedures: Refueling had progressed
rather well, bdt4533Eaination between the MC-130s and the
helicopters required Arefinement. Fuel requirements f&; the
actual mission had to be verified. It was agreed that the

helicopter detachment would £fly more long range missions to

verify fuel requirements for the RH-53,

,{Eg?ﬁsfiirfield Control: The air traffic contrel at Indian
Springs was unsatisfactory. Consideration was given to adding
ar“Kir Forcé Combat Control Team to the JTF, thereby relieving
the Rangers of the respgpgibility for air traffic controls
However, the need to hold the number of people involved in the

mission to only those absolutely required, both for OPSEC and
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weight/exposure for the actual '‘mission, were factors in the

decision to continue with the Rangers. A Ranger team was sent

to Yuma Proving Grounds to train with the helicopters.

It f;ﬁained, ho;éver 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 assis-
tance, exfiltrated from Iran. They provided one more source of .
information on the current-situation in Tehran and “the status
of the embassy jEﬁEfﬁé?bre it was overrun. As time passed, the
intelligence available continued to improve." .
LW{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.
PST 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 about.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 detailed studies
and found only one area which had any potential: now called

Desert One. COMITP reviewed the data with CcJCS and JC§/J-3.

The area had potential but the JTF required more information

before it could be accepted. _

WFollowing the JTF conference, a meeting Gas conducted
Ag_ ' - This was

accomplished and a nurtea ‘of requirements was developed-

. e——
c} "

[ U)As the requirements for additional personnel increas-
ed to conduct the mission t_'luring 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 margi;\ for an abort or a damaged aircraft. At

that period in planning, one of the MC-130s was tasked to
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-hoad watch teams would be establ

e’

DRAW

return te: Naivn__‘,during thé second night to pick- up Rangers
who would remain behind with Farsi speakers to maintain
security W!&a‘@ﬂ; after the helicopters and .Hc-13ﬂs 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’h (1,008 .\GL) through mountainous terrain and
"Fo land ..ur'\dér rgauced runwayj‘inhtingbat Manzariyeh.. This
concept called £or the C-130s to land without any visible

lights. _}ftg&t‘hey landed,,BangQr&,-cduuld place dim lights

Lyt the approach end of ChEARwEY s ‘and two further down r.o

“mark the departure end;_' on 21 Jan, twd hand picked c-141

aircrews went to jurlburt Field and began to train %é:.‘he
Mr130 crews. puring the following two weeks they developed
the capability by flying igi14}s in black out conditions and
became misslon_'é;bhble.

M puring the last week of January., specialized
Rang'er training was conducted fE'r-“the Nain airEield"' This

craining was cdmnn':ted at "Burltiurl:' whére a compumd‘was.
eﬂi‘é‘ted ¢hat resembled the Bupport_.,a:ea at Nain.',' At .;:.he
completion of training, thax-nangpt_.p;felt confident. they

i

‘wutild take and hold Nain.: By now more intelligence was

ay able. It was Judged ‘tha T Nain had no more than one
At nightsns more thand1@=15 »guardh

ished In

case o_ﬁ_ﬁdiscovery to stop vehicles. should anyone approach

- I-60
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the compound, Farsi speaking individuals would turn them

“hway AF, heldcEentTE: they bgcame. su_snlc'la._

1 .

' . still the JTF and JCS desired
A another refueling option to replace Nain and 1ts associated
risk of compromise;

(S) The AC-130.gunship portion of the plan was proceed-
ing well but it was datermined that more joint training was
needed by DELTA and the gunship aircrews. | Selected DELTA -/
personnel went to Hurlburt ;during the last week of January
and worked out coordination procedures. The AC~-130 crews
also had to further validate the capability to safely fire
thelr weapons with external fuel tanks installed on the

Taircraftse This was accomplished the last few days of

January.

10




DTREROTNRAL

1 _February - 16 February 1980

The Third Rehearsal

Nain Plan (&8)

W Considerable individual component and joint training
had been aécompl."tshed during -the last two weeks of January
and refinements had been made in the plans. It was time to
conduct another rehearsal in og:der 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. ‘The 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

A

16 3.

used for refuéii}'né ffuel trucks were used to refuel gsome of the

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

“MC=130s, six. RC=1358," ag_\_r_gmh}]el,-icopters,-DELTA to include

idrivers, -Rangers and one Acﬁffﬁb;unship.;‘

(C) On the first night of the scheduled exercise, severe
icing conditions“precluded “Tapnching', the Hc-1304.
The rehearsal was postponed 24 hours.

{u) 18Y The following evening the rehearsal began with all
aircraft arriving on time. ., The HC|-130$ flew eight hours and
landed on schedule \it Desert Rock. The helicopters after
having flown three hours and forty-five minutes were only
,._30":seconds late. The refueling went reasonably well and the

helicopters arrived on schedule at the drop off peint. During

ARR-2-3
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the next day, driver training was conducted. Tfmt evening the -
scenario at the compound went much better than previously, but
‘ane helicopter missed a chegk-point and was late.
(Q)M Sky conditions fﬁﬂ:,x;_l:hes:compound Atojl_‘.r':dian Springs /(50 4
.m.iles} were 1,500 overcast and rain, but the helicopters
made their way through the mountains safely. @At{ihdian
Springs 'M‘_!_i:"’__'thé air traffic col;ltf:ol was marginal. The rehear-
" sal was concluded and the MC-130s and AC-1305jreturned to their
departure base u;ing air refueling. The six helicopters
refueled EE&ﬁndian Springs "and returned to Yuma Proving

-~

Grounds. ,

W COMJTF called for a post rehearsal conference at Fort

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

more work was required. -)7
— Communications remained a problem. Later, a

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

considerable confidence, but

lead MC and:;ACﬂ'—lb-’..di.\'nshipsj"The problem of aircraft and
Airfield.cantrol at ‘Ina i,m:'Bpr"i.—ngé ‘rema; 1;.@,;;3:;4;;5#9&&@ "t
bring a USAF seven man Combat Control-Team. #nto the ProgRafe.
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.
?'%{U)On the positive side, the helicopter pilots had
demonstrated exceptional navigation capabilities in demanding

weather conditions. However, they needed more work since
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one had falled to locate a check point during the rehearsal.
By this time the detachment had flown & total of 412.4 hours
at night between 9 Dec 79 and 3 Feb BE@.

(U\) ;/_)M The rgfueling operation was judged to be more than
adequate. .OPSEC was reported¥by NSA as the most improved-

they had seer™ M a serles ofimilitary’ exorcises FOEHE: nelt-:

¢hpters .made 'no radioc transmission du:inglt{ﬁ;':::;:ﬁm.e.rew

‘u‘l’@n series vof contingencies 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 compre~
mised. The pla_ﬁ'-'ﬁv‘_n;iln strength was that it provided the
needed resources, redundancy, and flexibility to conti;\ue
the mission once it got underway. The planners and the
commanders collectively had confidence that 2 capability
existed for the rescue. Needed now was more intelligence,
additional training, and a plan to refuel the helicopters at
pesert One. With these factors in hand the risks could be
reduced significantly. considerable discusssion was given to
helicopter reliability. It was the judgement of the JTF

that the eight hellcopters aboard the NIMITZ were sufficient

for the mission. :
{ Following thé 8 Peb conference, the staff

C concentrated even more on intelligence.
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Iranian revolutiog,(2 Feb) there was an intentional break

_down of almost all civilian and military structure’."’_

— This analysis di'a"not suggest that

the mission could not be compromised. It did verify plann=
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 judgsment was that most events enroute

to Tehran would go undetected. If they were detected,

There were calculated

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

Several tests_wefé conducted and the system was improved to

the point tha—could be reported

“to the COMJTF withim one to five minutes.

el AR-2-
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ary to 12 April

DESERT ONE AND MFA- PLANS (89(V)

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

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

diplomats held hostage in the Ministry of Foreign Affairs

A (MFA)}. Since ”DELTA "]force was already commltted“ to
L.

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

Bther for'ée's“‘hadito be identified. _

Y SN 21 if1c0 indaividuals were

identified and immediately commenced planning and training for

the nission SN
q C No assist in the planning phase. During
fl - "R 21 Y o , .

""!‘-'Ehe last week- of Pebruary, two individuals reported

for.. furthen_,t;raining.u After the training, they went to-

f

‘ —_—
/ 1PST In mid- February. 1ntelligenee 1nd1cated that some of

" o SRR i o i

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

et e

lxgence,-,_DELTA_.. 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 tl:ﬁe required for the rescue force to remain in
the compound.

t.:'(-)aﬂr"rhe fourth JTF exercise was conducted 26 and 27
February 1988 ln'-fl_le YPG anld Twenty-Nine Palms area. The
purpose of this exercise was to sustain mission capabilities,
1Emorate eT expertise, and refine JTF communications.
For this exerclse, the H_’Q{@_C-]JBB operated from Hurlburt,
conducting ﬁig‘r’é‘\fuelinq‘ to and from the objective area.
T'ﬁé forces consisted of four helicopters, four HC-IBBS,:_\one
ii‘c'-'lw,' 22 DELTA:pe_rsonnel, 18 Rangers‘_-!and two CCT personnel.
Due to the CCT e:ifx-'rtise, this exercise resulted in better
control of the aircraft during refueling. In addition,
communications between all forces were refined. The JTF's
confidence was further increased.
:'_-J!I"'L'({)\u)'rhere were two uncontrollable and pressing environ-
mental factors which could cause major revision of the rescue
plan: available hours of darkness and ambient temperatures.
By 1 May, the number of hours between evening nautical
twilight and mor:r'l'lﬁg‘ nautical twilight would drop to n!ne
hours and 16 minutes. Elght hours were required for the
helicopter mission plus a contingency factor of one hour was
desired. By 12 May the average ambient temperature at the
time of refueling was anticipated to be 30 degrees Centi-
grade. This temperature would increase the density altitude

and limit helicopter performance, increasing helicopter and

refueling C-130 requirements.

A,C M&}yﬂh'-ﬁ Mar, the JTF had proposed th-f

The information obtained would permit def:ailed planning

‘TR I=-69 AAR-2-18
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of the:HFA rescue missioi: This proposal was.not approved at
that time as there was the possibility of the hostages being
placed under Iranian government contrel and hopefully, of
their subsequent release. The plan, however, was approved on
24 Mar.

(Ukﬂﬁ On 18 Mar a JTF conference was he1§ at Fort Bragg.
One of the major subjects discussed at this conference was
the addition of C-141s to be used during the extraction phase

of the operation. Plans were finalized to’ llnclude two C-141s.

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

ters had to reach Desert QOne.

MThroughout the planning pericd, operations—

“continued to be expanded. On 19 Mar JCS directed the

movement of weather and communications support which consist®a*
of one Defense Meteorological Satellite Program.(DMSP) Mark III
termiral’, " 'one TactiFal Weather Analysis Center "Cummunications’
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-cationB‘
fecilities. This was the first movement of equipment 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 r'ﬁiai:'n:enaru::ge‘_. wer an
27 and 28 Mar. Further deployment was stopped at this time and

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

ynten ance 1qads-_.commeneéd_ .-'j!mi?iring-

KK} 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 Indlan 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-

Ll T e o it e ’,':’ . . . - B .
A mmf-cisix_ M?LIJUS, ‘one: AC=130, rone C~141, six helicopters'

E

DBLTA4Personnel - and :Ranger¥? The rehearsal was a success and

ke

confidence increased significantly,

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

W The JTF continued to refine the air-drop option far,

helicopter refueling. IfiRigczefuelable stretch C-14ts could
operatémfuel could be cached at a site in
the 100 mir& dTameter -refwrling area. On 31 Mar with JCS
approval, COMJTF worked wjith MAC to begin a test. For the
first drop C-141A (standard} aircraft werpeutilized “and. then
the C~141R, The capabilit§ was validated by successful air
‘arops during the period 1-14 April 80,

ﬂThe search had continued to find a desert landing

area for the MC-130s to fuel the helicopters. On 31 Mar, the

PEP RSN .-
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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 be mission capable at the refueling site,
Desert One. This could be as high as eight. A change in the
number oﬁ helicopters needing fuel necessitated the use of a
C-130 aircvraft which has a full capacity cargo compartment
(41') to.allow a dual bladder system to be used. An MC-1308E
cargo compartment would not ac?ommodate a dual bladder system
bécausg_pf its reduced (27') cargo compartment. The EC-130 was
‘selected because iEQTslairborne refuelable and the Airborne
Battle Command and Control Center (ABCCC) module in it waal
easily removable. ‘Two 3,000 gallon bladdere (5,500 gallons
usable total) were to be loaded on each of three EC-130 air-
craft each fitted with twd pumps, four hoses, and fillter
assemblies.‘ This new capability substantially increased the
redundancy and flexibility. MC-130 pilots would fiy the EC-130

4

'Hecause of their experlence in night operations.
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12 April -~ 24 April 1980

»

The Count Down (U}

Mh@s‘r’ Oon 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 planniﬁg. 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 tosadjust themselves physiologically with timg:
enough to ready:-;'-'théir aircraft and other equipment. The
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),(zs‘r—lx series of interrelated but separate actions were
initiated. _An.-airdrop of 3dmbldivéts by three stretch air
_i}'efuelable. Cri.llia....haﬂ been, previously?scheduled for 14-15
_Apry; Helicopters would Sraetice refueling’ & the -'B'iivets:
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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COMJITF elected to continue with the event; to cancel it would
raise speculation and questions within the JTF. The system
could be used as a contingency during the mission.

}SKP)A training exercise was scheduled at Edwards Dry
iLake, -An.EC-130 would land at night miEWEE% 00D §allons wof.
‘fuel .on boa;q 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.

and CORAL SEA began a series of air refueling_training missicns

E' with, KC=135s operating_ The porpbse’” was to

gualify USN pilots in air refueling from KC-1354, . Resdcue:

-mission planning included the use of carrier based tactical air

support at extreme ranges to provide contingency air support to
;he[$ebcue*fortéﬁthroughdufhiﬁéfaﬁeéat16h;_

W On 15 Apr two officers were senl:_ﬁ!o prepare

l; for the arrival of the first MC-130. They first saw the

- . P . [ o - PETIY iy L}

hmerican Ambaﬁaado:m;aqgﬁgghen proceéded

on 18 Apr.
» /COHJTF 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 initlated on 24 Apr, or if
conditions were not favorable on the 24th, during the subse-

quent days.

m— I-74 AAR-2-15
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SEREF

The Plan (U)

.M'S‘I General: This was a three phased mission, the
first phase would be insertion of the force into Iram,
through refueling of the helicopters at Desert One, and
onwargi‘to the helicopter drop-off point f&r DELTA and hell-
[ Copter hide out area. MCTdf@ EC-1388 would depar-.
with DELTA, a cct pprt_.'_?;}- a road security force and fuel for -
the helico;ters at\Desert One. At Desert One, the helicop-
ters which departed from the NIMITZ would refuel, load DELTA

and proceed to the dropoff po-i'nt.w

"proceed toc a nearby hide

E out area. The C-1388 would return—_T\m KC=-135
ARTs and two KC-135A3 would be on seaeton g ¢

the coast out_ point for: contingency. refueiing’- for C~-130s: and

Navy TACAIR if launched.

4@)"{:&}’ Phase two would begin after DELTA and the helicop-

~tcs are in piace. (NN

DRI i then procesds b

the AMEMB compound after midnight, Tehran time, calls for the

helicopters .land AC-13@ gunships and enters the compound, As’
hostages are freed, DELTA A'callé 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-=
pt_i:l‘:nd, affpther reacue"teaw“s&:ues the
three men at the Ministry of Forelgn Affaim, A helicopter

picks the MFA Group up from a HLZ nearby.

- -
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reaction and to provide protective firepower for the MFA

rescue force. Hellcopters in single file proceed to Manzar-

iyeh. Phase three begins as four MC-13@s fron—

two MEDEVAC equipped"c-ldls Ero_r-standby at Manzar-

iyeh. Manzariyehuls secured by Rangers and supported
wﬂgz_third_.gnnﬁm} After th&="g=)4¥s and MC-)30s are loaded

with former hostages, the rescue force and the Rangers
depart"_ Helicopters are left intact at
Manzariyeh,f 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 ajirborne KC=135
tanker 1f launched, During phase three Navy carrier based
TACAIR is alrborne on station over the northern 'portion of
the persian Gulf, supported by an airborne KC-135 ART tanker.
(U)%— 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 achleve success. All times

-z

2ulu {for Tehran 1oGal add 4+3@).

P SECRET I-76
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PHASE ONE

%14052 - An MC-130, the first of six C-130s, is scheduled to

depart mqombat Control Team,
P(t mad security force” equipped’ wiH’l one jeep and’ four

motorcycles.";nd DELTA personnel. Also aboard is the Desert

One Commander, the C-130 Force Commander,ﬁhe CCT Commander,
the Road Security Commander, and [E“é DBﬁA“Commanderr] The
aircraft is equipped 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 18102, establish two desert landing strips,
set up a portable TACAN, and secure the road approaches from

the west and east. As the first MC-13Q, approaches Desert One,

A — The Desert One Commander is to report to COMJTF

via secure voice when the first C-130 is safely on the ground.
écheduled interval=between this C-130 landing and the next is
one hour to allow sufficient time -for CCT survey, establi;hment
of landing zones, and security force deployment.

* 15062 - Eight helicopters scheduled to launch from NIMITZ.
F~14s5 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

RAP SEERET - AAR-2-18
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which provides unsecure voice during ground operdtions. The
helicopters have a crew éoinplement of two pilots, -two mainten-
ance personnel {qualified to operate 50 calibre- machine guns)
and a crew chief. pdditionally, -one DELTA- radio'opérator 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.

(#7510-15192 - %o MC-1305 and three EC-130s (fuel bladder

aircraft) scheduled to depart-A spare MC-130 backs
A_ E up the Mc-1308. " "Bne” MC-130 has-DELTA aboard (number in-
¢ludes attachments), the other.'-DEL'l‘h aboard {(number in-
cludes attachments)-—and three' 500' gallon blivetsifor 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 _ope-of the MC-1308 abort after 20 mi_nutes
of flight, the mission is to be aborted. A route map of

MC-130s and helicopters follows.

FTP SRERET 1-78 AAR-2-19
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aee cocter URAE [
‘£?¥f§11-15192 - Two KRC-135As and one KC-135 ART scheduled to

E — Two KC-135a5 refuel the ART enroute to
NIMITZ, then return_Thls ART, drogue equip-

ped, is scheduled to arrive over the NIMITZ at 19302. The ART
is provided to refuel USN tactical air in the event NIMITZ
aircraft are required'to launch in RESCAP pupport of Delta
forces at Desert One or at the helicopter hideout. The CAP.
consists ofmtw6;P-14€, air-to-air configured, and two A-6s8/A-T8
air-to4grodnd”configured. The CAP aircraft will remain on deck
alert status with back_upe provided for quick response through-
out the vulnerable period (helicopter launch to helicopter
bed~down at hide out)j If launched on the first day the plan
called for thedSAP ajircraft 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
ALPHAT) refueling area, located approximately 600 NM inland
could be reached within 1 + 30 hours. The CAP aircraft would
be capable of remaining-on station: F-14 and A-6 = 1 + 45 hrs
at high altitude, A-§ =0 + 45 hrs at low altitude. The plan
calls for enroute tanking from KA-6D aircraft enroute to the
RESCAP area and refueling from KC-135 tankers upon arrival back

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

shown on the attached map.

TR2 SESRET I-80 AAR-2-20
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Mas-naaz - One Kc-135A and one Kc-135 ART depart{iJJ)
E -c-wo support. The KC-135A refuels the ART and'
returns to— The ART will provide, as a contin-

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

that return from Desert One.

E 1737-18362 - Two more KC-135s depar_,tb

provide contingency refueling for the third MC-130 and three
EC-130s8 at Desert One.

18102 - Lead MC-130 lands Desert One.

18492 - Heligopters pass point of no-return (fuel).
19102 - SecondiMC-130 lands, Desert One.

t917z -

Third MC-130 lands, Desert One.
1920-1923Z - First two EC-130s land, Desert One.

16262 - Lead and second MC-130 take off and return to

E -to relieve congestion at refueling site.

19282 - Last (third) EC-130 lands.

19302 - Helicopters land at Desert One. The refuel-

ing configuration—is shown on the following diagram.

I-82 AAR-2-21
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1930 - 20102 - Refueling complete, DELTA force loads on to
helicopters. Helicopters depart for DELTA. drop off point.
Six mission capable helicopters are required. If less than.
six, the mission .i.s 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

hY
launch base. 1If a C-130 is inoperative, it is destroyed

prior to departure.

‘@3’2'2202 - Helicopters érrive at DELTA drop-off point, ﬂ

The helicopter route is shown

on the following map.
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TOP SHERET ' U“Hr.l

2250 - 23152 - After off loading "DELTA, |

helicopters fly to

helicopter hide out HL2s. (Map of drop off point and heli*?‘

copter hide out area as shown)

C e awr ol e

TP SESEET. I-86

: DRAFT

V~ 1ag

AAR-2-23



N T

MNS-OZDOZ - DELTA reports to COMJTF status of force.

DELTA

Their next action .will depend on the recommendat:_lqn'-,

ﬂi‘hey will probably remain In-the;ravine until

! after day break to conduct briefings and to rdgt, ~ The air,

-

géhcy only). The DELTAY

helicopters until dark. -

, 0030z - Last of c-130s lands (NI
" 00402 - Two MC-130s depar’_ﬂ fresh
crews fly). DCOMJTF return-

} team remains with the

P SECTET 1-88 AAR-2-24
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PHASE TWO

%aa - 18002 - ‘Elements of DELTA a
econnoiter the highway to the - ' '
h "They also continue along the planned

-.t'bute to the AMEMB and survey the situation.j_\h

—(posltion and timing to be determined)

and prepares to pro_t':‘éed to AMEMB for the rescue. Route map

follows.
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14.53 - Four MC-130s depart__'ﬂanzariyeh
airfield. Eh‘ey‘..,wi;; Ely-_nnﬂ'»’i'efuel_
at low altitude.at-A3kRsmandcals Bibeduled,to land at Manzar-
iyeh at 2145Z. COMJTP is aboard the lead MC-130. There are

‘_Rangers and two medics.. .One MC=130 contains five blivets of

‘contingency fuel for the helicopters and a resupply of ammo
for DELTA. Routes for MC and AC-1308 from the Persian Gulf to
- !

Manzariyeh are shown on the following map.

AAR-2-26
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_ %— _The AC-130 gunships depa:t-g'Two will fly
eh area. (NGENEENEY -

V'

to Tehran and one to the Manzarly

and air refuel _t low altitude at 17302,

-l

arrival of 20402.' The third, which loiters with its Kc-iﬁ.%,
will arrive near Manzariyeh at 211032.
18112 - Two MEDEVAC equipped C-141s depar_
20562 arrival at HanzariyehL ~ There are a total of 12 medical
and other necessary equipment

hY
.80 units of blood,

personnel,
The route is as shown on the following

aboard both C-14 13;"'%.

map-.

ARR-2-27
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20002 - DELTA scheduled to inform rescue force for MFA,

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

time of assault (time .aver_the wall “Tentatively' schededed-—for

$21002). DELTA has window of up to 20 minutes early or 40
i

minutes late.

20302 - Assuming the time over the wall is announced for

2100Z and there are no other calls, the helicopters depart

the hide out and Jdn flights df“two“proceed_to an orbit point

fem P

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

AAR-2-28
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\ _ .
2040z - Assuming time over the wall is announced for

210032, .‘.t!__o gunships depar

H 9 proceeds toward the AMEMB, the other towar
The lead gqunship

One

““Quired.

20452 - Pon@}!@-.ﬂm‘a;!@ariyam .-R-lﬁg"ai-‘ﬁ‘-!aet up
defense; CCT teau:;\aets lights for C-141s and ‘_Efts up'pc;rtable
TACAN.

20562 - Two C-141s land a.t. Manzariyeh. COMJTF reports to
DCOMJTF. that all aircrpft have ldnded and ‘prepa_r.ed to receiye

“~ helicopters.

21002 - “To execute ‘tH&™ ground tactical plan, WDELTA
fnm is divided into

element is

if..required, -
et AR 24T N VIS S Severereeey

m transport of Ythe rescued hostages to

the'stadlum, aﬂ'ﬂ .augmenting stadium security during extraction.




r! ment i

s responsible

_ clearing/ securing the stadiufrn. *

2100%, specifie

PP 1 4 e s 4 2 o S PTT
T VTS I b Hepr e o

be made to conduct the initial helicopter extractions from thise

location.' _will-conﬂuct their operation

simultanecusly. The Delta Ground Tactical Plan for the AMEMB

Compound follows.

L T
-J.'.’#_—ﬂ_“v".
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< RaRi e, | [)lzlerl'

(u) 21002 - Two F-14s and two A-6s launch from the NIMITZ to

rendezvous with a'KC-_'I.35-ART enrcute to station in the northern

Persian Gylf.

#’21052 - One._gunship in position over AHEMBU
A, —wﬁ‘he second also provides protection

AL T

cover "f'b'i-'"‘E'hg MFA rescue team Protective: fire provided only

on-call.

2110 - 22002 N On call from DELTA, helicopters land on
Playing field in compound or stadium as determined Ey " DELTA.
Helicopters lift off as they are loaded and proceed singdw

to Manzariyeh. A map depicting the HLZs follows.
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Concurrently, helicopter number five (or desighated alter-
nate) proceeds to the MFA for an on-call pick-up of the MFA
rescue team and hostages. This helicopter returns to the
vicinity of the AMEMB to be used for additional 1lift if

reqdired by DELTA. Shown is a map depicting the MFA and
the HLZ ‘near the MFA. - '

B SEDwesT I-102 AAR-2-32

DRAFT

Y —igy



,
v

,1:

Av

i

..-."f /’. "rwlj

A\
\

[ I AN

w.mﬁmn

e
0

Pk Pornh N

Theialon) -

{2

e

Dabirrtin ¢ Anishivetdi’y Didgiry

’-m

P
1201

-"
=

=

L
-
TR

o, Doblarsiin.e Albars

m
- 599

::+s-

[ ¥] ! (1]

1

Chalde a0 cm ol §

uh

l‘b\

Chwrch

Ja

'.1 Angicar €
" .

Powraray | 2 i)
AR Ao L TV 2 b eetien
ey 5“* ’ - o Xl
p ar— ’v‘mnnn:lr
T = Bat !
TOE I =2 b
] - =
v by Por ol bob
"Wmbrafing Piry 07
Has i Ve 15
t /..-/_r et Gl L
__J}——._——-——..-.‘ R H ) i \..-.:;::'u- u-‘n—---‘r i
L s .-“‘ (YU '3-, | PP ~.Xi. \:\_’Ar:w
u-ch-y' Plutowr 134 2= - e e Bk &Id-h - . L . b Y - .§“
R N MINISTRY OF FOREIGN R N i ‘...- =% -\
:i, ey 66-" L] 282 .Jm1 MFAIRS COMPOUND a ® ' "? e h. £, iaiia Theen: 1 we s Pla
“Q} 7. i Lk [ B il o TTTI W ﬁ.‘_m N‘: e G ) ....lu
~5 - o n.-n." 3 I‘llh‘r f Hradginin. . 4 ,"?
o3 - i : %) . e i ST N
:lm-m-u.' ¥u wom m ! . !r L h
. L 3 /E c-.._a.h“_‘jnn fan .o--...r.:?u... i
> et __'3..., ' I
- . ] - - - I"' [ -
..:~ [l — L.__,. - " . ] .‘_-‘—n—-' [ h-‘ll"
.:3;‘5 £ 3| -2 I'..:, PRIMARY EXTRACTION LZ:
L - ,..—.
i 0 % : V =
‘T_.‘.] 'F 31 i '
e T 1 108 i
. 7 e :
e 31 Maried-o Sah —.__ - i
i fe P

ra.a!.‘!l_} ED ”, ' ——
z ! \ 1" : :":‘,_‘ g " .:’.' ) '
! : ' .'d 3 Bemirenting l.hlg

. . [}
0 » rnshyprADE ‘ ‘
R e e LN :
Uy . "d " G — al )
] o foow st =

- hyr
- l:.. ; :! :; ; ”'v iy I"' 03 '}_k“'_




PP Sl FT

%Oz - Third gunship arrives vicinity of Manzariyeh. It

[ ey

_ This gunship provides protective

fire power

._—or can proceed to the AMEMB if requested by

r
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PHASE THREE

2140 - 21102 - Helicopters arrivejit"panzariyeh. ~ Former
hostages, wounded, andtDBLTé}are placed on C-llls; 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 requiredﬁby.
DELTA or additional Nift is required. They also serve as SAR
aircraft in the event a helicopter is forced down. Following

4 : :
l'Lis the parking plan for Manzariyeh.
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%wz - One KC-135 ART with two USN F-148 and two A-6g

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

previously requesqu by COMITF. The CAP aircraft join over the

NIMITZ with a KC-13S ART_‘hich has been

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

TOPBEERET I-107 AAR-2-35
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lZZ‘lsz - E(_:—13US depart Manzariyeh and AC-—130-§-'aepart the

area and conduct air"refueéling enroute back_ using

essentially same route. /

WHUZ - Cc-141s éi:—ri\_r_- Emergency medical

facilities are available. Fresh C-1413 witge air crews are on

- standby to f£ly former hostages and wounded_

04252-0459Z - MC and AC-130s"arrive a

o)
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COMMAND AND CONTROL

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

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

é — would be in direct contact with CJCS as the

interface with the NCA. COMJTF had been given full authority
to conduct the operation in accordance with the plan. The
channel to CJCS was available to obtain on request, consulta-
tion, guidance or declislons from higher authority. HNo calls

were required unless the ocperation was becoming unmanageable.

! :-;&-*WT(U)COMJTF had ad'gquate communications to all forces.

Depicted on the next page is a simplified schematic.

it
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COMJTF, Major General Vaught, USA, would remain at
E —until the MC-138s departed for Manzariyeh for night

two,

('L‘—Meputy COMJTF LTGEN Gast, USAF, flies—

with DELTA. DCOMJTF goes -i_:o monitor that opera-
tion, interface with the-f required, to serve as

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

E: consultation from a separate vantage point. He remains there
A

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

proceeds.-io be in place 4 hours prior to

. COMJTF's departure the next day Por Manzariyeh.
E },s’)%lonel 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.

4 & * Under his command are CCT Commande_] the
f [}
P‘\G Road Security Force Commander_ and the

DELTA Commander, Colonel Beckwith, USA. Command of the
helicopter flight, commanded enrocute by LTCOL Seiffert, USMC,

comes under Colonel;-Kyle as the helicopters approach for

—

landing.

A3 b "@@T(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 to COMJTF.

_ u},a’) 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

4/ at Manzariyeh. The hellicopter flight commander is, of

course, responsible for the safety and security of his

helicopters, but he is under the operational control of the

DELTA Commander.

AAR-2-38
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‘iiyzgs . COMITF will retain command enrcute to Hanzariyeﬁi}

E; during ;heyairgigldfextraction operation (Phase III) and

during the remainder of the mission bac_

DCOMJTF serves as a backup in the event of communications

problems.

(U) In every case there was designated succession of

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

was incapacitated,

T PGl 1-113 AAR-39
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FORCE. READINESS *

(U)y A premission conference was conducted to examine all
aspects of the mission. COMJTF reviewed force readiness: the
men, machines, and egquipment. 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 wgé'pgepared and all equipment was reqﬂ&
Their plans were complete but they were flexible should latg
intelligence dictate changes. ‘The Rangers were well prepared

for the mission.

= BT
e
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CONTINGENCY REVIEW

Qn J#) The criteria for mission execution were reviewed: A
favorable pre-launch weather forecast is 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.

#5\V) once the force launched and up to a certain point,
there was time to utilize spare aircraft and continue. There
were firm criteria for ?ihimum numbers of mission capable
C-1308 and helicopters tﬁroughout the mission profile and if

the minimum number was not available the mission would be

aborted.
U
COMJTF, his staff, and commanders concluded that

once all aircraft were well within Iranian airspace, the
mission should not be aborted short of four pre-determined
reasons. First, if there were'valid indications that the
mission had been -compromized resulting in loss of surprise.
Second, if part of the DELTA force were denied continﬁéd
participation in the mission due to an aircraft emergency
abort or accident. Third, if the minimum numbers of mission
capable helicopters (6) were not available at Desert One.
Fourth, if for any unforseen reason, continuation would
create a significantly high risk to the security of the
rescue force. It would not be wise to proceed when the

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

[

L?Sy?GThe rationale for this judgement was that if the

O SEOREY 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 countries, the ‘Ira'nl'nns‘. or the
Soviets might.._detect‘ the fozmasand its intent. Under those
circumstance there would not be a second opportunity - at least
not with this pl::m.

L ] 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 reguired to enable the force to make judgements and
respond to contingencies. The two night, three phased plan
offered sufficient Elexibility. The force had concentrated on
contingency and "“what if" drills for months. If problems
developed (they had in training) it was up to each commander to
deal with them, request guidance, consultation or assistance as
needed, and "iiih'ke"—";iﬁ'éry effort to continue to the point where
mission completion was no longer feasible. The conti‘r;tlgencies
included enemy reaction, equipment failure, changing weather

U and even "“hard luck". The JTF had confidence that mission

The—warning system was responsive

= YRR sours S
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OVER-ALL ASSESSMENT

uﬁﬂtU)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.

(%471 (V)The 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 Naticnal 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-

s
e —mramady

tion.

TOP=ZEGRET I-137 ARR-2-43
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PLOYMENT

g_@dn 16 Apr COMJTPF notified all forces to
prepare to move to a new training location in the dese:t and
to be prepared to conduct an extended exercise. On the same
day JCS notified SHAPE, EUCOM" MAC, REDCOM, and SAC that

four AC-1308, three EC-1308, and four MCH48Da’ would deploy

Warfare exercise throughout Europe and the- Middle East on

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

At this

W omarr eade gaed ¥ Ay

On 16 Apr an advance contingent of JTF personnel

“ications Offlcer. two weather officers; the J’r

Ve

"

Liaison Officer; and'a DELTA édvénéé"’p‘artyﬂd‘eployed —
_ Arriving on 17 Apr this group activated the JT-E‘J-QQ
Command Center, initiated classified weather traffic, and
coordinated JTF base support requirements.

MS‘)‘ On 17 Apr the helicopter detachment composed of 48

personnel departed MCAS Yuma under cover of darkness aboard

a dedicated MAC C-141,

I-118
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Flight plans 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 well'-:bleag
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“.
Y the aircraft landed_
ae approximately 0800 an 20 .Apr_.-

copter detachment was subsequently flown aboard NIMITZ by Navy

CH-46 helicopters.

W The JTF evaluated friendly, Iranian and Soviet-,

Plans were formulated and executed to

spread ai:cra.‘.t movements

Ve ——

1

for ’

e g ———— e =l e

example was identified early"’in the program {Dec 79) as a

probable special operating location or staging base. -

o Bt e e 2w

MC-130s8 inflight refueled across the North Atlantic non-step: to

T I-119 ARR-2-45
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l-—-Lﬁ .
-' then flew through EBurope to -
PUE st estors 1o 2o UM

- to watch for signs that the movement aroused suspicions and to-
AR —— -
_,ere routed across the ._mi.d-m:lantic

nd through the Mediterranean.

£ ¢ The PACAF aircratt deployed on 15 apr 1980 QI

-'(one was in CONUS and deployed from Norton AFB through
E Europe

—tra1n1ng 17 and 18 Apr with TF-70 operating i.n 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-130s were moved intol__
making a total of three MC-130s on station. _

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

up his tent city (BARE BASE}. The north end of thewf

by 18 Apr in support of E-3A training and exercises in the

Mediterranean Sea area.

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

ly scheduled to maintain flow of in and out aircraft and

Pl I-120 AAR-2-46
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w ‘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 bu11d u

as in progress and it -was of apeclal impottance.

COMJTF and staff

aemoye_

of the AC-130s, they were flown in non-stop using in-flight

This schedule was designed to’

enable at least 48 hours for crew rest and physiological

P
o

adjustment.

They transited

AB

over water should any Air Traffic Clearance (ICAO Procedures})

problems develop enroute through a particular international

region. ) -

ﬁ)’ Through the period 19-23 Apr the forces moved. By

late 23 Apr the following mission aircraft and Air Force

personnel were either in place_
E -
AC-130s/4MC-130s8/3 EC-130s

- KC-135s

2 C-141s
1 C-130 for logisties support

-Total aircraft and approximately 228 crewmembers -

‘ plus 236 maintenance personnel.

Three EC-130s and one MC-130 departed in radio silence from

~

TOEEECIET- ‘ M— AAR-2-47
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Y ey ionded st

ours and 38 minutes later, proceedlng down

hls deployment uas—“f

as a support element for them

20 Apr 88, MAC C-13p airlifted the communications support

E element of four personnel int_enabling secure
\’ communications via satellite with NIHITZ,“‘E{

O .. . nusber e )

personnel with three flight crews plus spare overhead, and

£

Hurlburt/l(eesl-ai elemdnt numbering - perscnnel ({total
-[ Four alrcrews plus overhead crewmembers were included
in this group as well as-maintenance personnel. A three
man intelligence team was on the scene plus two flight
surgeons and one medical technican positioned at this

location. Two Pentagon liaison offlcers, on special assign-

“}bere JTF primary contacts to work out details
.-”nd government officials. They acquired

unique support from local airfield complex resources.

Mg‘)" Four MC-138s and three EC-138s were in place with a

total complement of -organlc personnel. More support.was

E needed and this was provided by a MAC C-139 fro_

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

day.

—The major staff elements within the JTF HQ
e _ 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

- I-122
i  AAR-2-48
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administration support to the staff. The J-2 element

was made up of twq‘_._dff"iﬁ'ra from“the .J-staff and- also

The J-3

element included spectati

gts- in .hél‘ic'.;c.u'p;t.et operations_ as
well as C-130, C-141, :and “RC*135=gperations. The J-4
section primarily\ provided support for JTF activities.

E i_—s_'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 Officer, an assis~

tant Staff Weather Officer (satellite meteorologist), a

E USAF Weather. Officerm and the

-tactical weather communications and satellite facili-

These staff elemeats. were all positioned in the Command
Center under the supervision of the JTF Chief of Staff.

@5V On 24 Apr two C-141s with DCOMITF and DELTA flew JfJ

‘and were transported to special tents. The C-141§

returned_ later that evening. At approximately
0630z (1030L), one MAC C-130 arriv- with"

.

Rangers .which: would accompany the iHdertion force and

AE

-
perform the road block and security function at Desert'One.
One_jeep and two Kawasaki KLX 256~motorcycles (dirt bikes)

were also offloaded as part of their-mission equipment.

I-123
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M KC-135 tanker and C-141 airlift were deployed for

support

¥
(L))_Le'r By midafternoon on 24 Apr the forces were in place,
The deployment schedule had

all aircraft were operational.
gone well and there was no indication that OPSEC had been

lost.

I-124 ARR-2-50

-  DRAFT



DRAFT

Intelligence regarding,.tha. status of the Iranian

Armed Forces, Gendarmerie, Police and Pasdaran had not

changed - if anything, conditions in the country had become

more unstructured and chaotic ‘and the capabilities of Iranian

forces even less.

Unless spotted directly by Pasdaran or a Gendarmerie post,

the probability of getting to the AMEMB compound wall unde-

tected was high., 1Intelligence indicated thath

coqfl’dence ‘in these locationa; hot only were they singled out

bLI:he weight of evidence over the last several -weeka..

—arvemrarie—

Even as the rescue Eorce was preparing for

E thelr pre—dawn launch — these reports together

C’ with independent J-2 _evaluations were passed to the

DELTA S=-2, who was going in with the force,
((/\/@’ﬂ.'s&r Security forces were believed to -n\nnber uiS"‘l:‘o‘ 208 in

.the immediate area of the compound, with approximately

- -

L o 1~-12 AAR-2=51
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( ‘trations of security were identiﬁiqd_

and otheri’'lbcations on the: north and nortliwest edges of the *
compound. Perimeter security was at jadow point just prior
to mission launch. Several of thé sandbag poSltions along

the wall, for. Instance, were unoccupied and deteriorating.

SUMMARY
A

(U)um&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 886. On 24 Apr, COMJTF assessed JTFs status
as never more ready to perform the mission as on 24 Apr.
confldence had grown gradually but surely during the planning
and training cycle. The chart on the next page illustrates
confidence growth. As planning evolved and operatlonal
concepts changed, rehearsal results I{mproved, intelligence
and communications improved, employmeﬂf bases became avalil-

able, Desert One became available, and confidence increased

e

.....

towards an all tlme high. Confidence factor is reflected on
a scale of one to ten. The factor of ten reflects COMJITFs
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 B0, as an example, was

about four compared to ten on 24 Apr.

ToE=SReRgS . I-126 AAR-2-52
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SECTION II '

j“ MISSION EXECUTION
L{%his section of the report describes events and

JTF actions during the execution of the rescue mission. The

period covered begins at 10302 24 Apr 80 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

¢ injurec—m 25 Apr 80.
E

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

0P FHORET AAR-3-1
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m The first of two C-141s 'érz"iired_

“ 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-
-] out of view of the main base complex. The {DELTA

iz A

NE : erected at a designated holding area adjacent
, R .
to the aircraft in which they would fly to Desert One. At

11152z, the ,secondj‘.c.-_'ug-unded and off loaded

the remainder,gof Delta.

W DCdMJTF pro;:eeded 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.onf _residual C-130 asset_-(three

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

cies on Night 2.

W]LM‘T By 12002, final loading of equipment was in
E progress for the lead MC-130, scheduled to depart-'

-

TheERanger;jeep, four motorcycles (two Ranger, two CCT)‘. and
/\_‘ the "Lporta?vle E‘_&MJ were included iﬁ the mission cargo. The
) - aircraft B¥lso carried two sheets of aluminum planking to be
used under the main gear tires should a C-130 break through

the desert crust and become stuck at the refuel site. Due
to the high temperature and lack of cooling‘equipment-

E J_ passengers were not scheduled to embark until

1ar aRewtT RAR-3-2
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h just prior to engine start. . 'Camouflage nets, supporting

= - P ] =1

systems, were stowed

aboard the_gther two MC-130s for transfef to the helicopters

at Desert One.

3

{U) The fuel trucks made one final circuit of the flight
line at 12152 to top-off all wing tanks and fuel bladders at
the I:.six thousand j‘ gallon#limit. This was done(-to pPrevent
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 Officer aboard NIMITZ. “

Weather, transmitted »=£,r0||_| was briefed as good,

with no significant factors that would effect operations

other than high clouds in the vicinity of Desert One.

b
Navigators and Electronic Warfare Officers went over’ their
charts one last time to ensure that preselé¢¥edrouting-and

A terrain following altitudeg;mmini-

) B and afforded fuvel conser-

vation. Radio operators studied the CEOI in company with
two DELTA TACSAT radio operators scheduled to £ly in the

lead MCr-130 and in the number three EC-130.

W.‘ S I1-3 AAR-3-3
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USS NIMITZ -~ 10452 ‘

{U} At sea aboard NIMITZI, preparations were under-
way in anticipation of the execution order. Earlier that

day an incident had occurred in the hangar deck which caused

concerp.
(M At approximately 0715Z, a helicopter crewman inadver-
tently activated the hangar deck overhead fire control dispen-
sing system. Before the fire fighting systems could be shut
down, parts of five of the RH-53s had been wetted with foam.
?uick response by both the helicopter crews and
ship's maintenance pe;sonnel 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.mis&ion.could be attributed to this incident).
(U) The Helicopter Detachment began formal mission brief-
ings for all pilots at approximately 11002, The Operations
Officer reiterated the basic plan to ensure a full understand-
ing by all pilots. The communications procedures were rebrief-

ed.

"'!EST While the Operations Officer briefed, the detach-
ment Intelligence Officer was putting the finishing touches

on his presentation. The daily weather message was not
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scheduled to be transmitted from JTF headquarters until

1200%2. Consequently, the Intelligence Officer had arranged
for the NIMITZ's weather section to provide a general
weather summary which had been prepared for the ship and its
embarked Carrier Air Wing. When the weather repor:t_‘u
6 — arrived, the two products plus an earlier route
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
gsand® in some desert regions., This product was a general
forecast item for all ‘of Iran without specifically stating
where the blowing sand might occur (the ships's meteorol-
ogist was not aware of the mission). The weather provided

a — wag much more detailed for the mission route

and highlighted the actual mission.area.

_g The intelligence briefing was concise.

There had been no significant changes in the intelligence

picture since the p

revious night. kilgts were told ‘that
E:hg;eh “ '

R o , i
ownwEoviet or Ilranian ships or aircraft in

B s L R

shown wn

slae i =
large’ DIA raph_w.i;{::‘s which }‘455'599“ msteweady Room

1

il

. et . ——
slincp,t‘_tlg’ un_i}: 8 arr:.vale:,ih__ There were three N

?f!:’f?l?:ent "'q_r'_ﬂilipics,”
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The chart-s were prepared on 1 April <1980. Each

Detailed analysis

by DIA é..r{d"_rnission Electronic Warfare Officers indicated
that due to terrain masking and other propagation factors

approximately 100 NM of the mission flight path could

possibly be covered by this radar at high altitude - (over
18,000 feet MSL). - This was a conservative estimate. -

o T NPT

‘ fand were
checked to insure validity of the graphics‘:{ This had
been periodically provided to aircrews duriig training
and this information was briefed daily to the helicopter
pilots aboard NIEI‘I-'I'_Z_,“._ B

(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.

ﬁjﬁ/) The areas of Principal concern for pilots were

11-6
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temperatures and density altitudes. ~ The best available
‘O 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 Ffurther north at the Transfer Point/
'Hide Site and in Tehran.
‘kffzéf”The 5-2 concluded his remarks with a final discus-
sion[}f escape amd evasion (E&E) tactics]and an injunction to
aircraft commanders to ensure that each crewman had all
requiredhEéE materials. They had been presorted by type an§
were available in the ready room. Specific guidance was
provided on carrying persconal 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: .
Do
‘Llﬁzgaf’lt was at this point that the question of..other
personal effects surfaced. Since the helicopter crews were
in the unique position of departing from one location (NIMITZ)
€ and returning to CONUS via_some concern
was expressed regarding the security and timely return of items
such as cameras, credit cards, etc. The DCOMJTF for Helicopter
Operations decided to allow pilots and crewmen to carry those
items which would not provide any more information than was
already on the identification cards., Cameras were permitted
only so long as they were either empty or contained unexposed

film. Several pilote who had cameras with film already loaded
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clicked off the remaining pictures and rem