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X. KHAT WAS LEARNED FROM THE OQPERATION

Two elements lending support to the operation seemed
unable to meet the sudden demand for utmost speed and
accomplishment. These were Communications and the Psycho-
loglcal Warfare (P¥) Senlor Staff. Many indilvidual com-
munications officers--at Headquarters, Nicosia, and Tehran--
worked many extra hours and displayod commendable zeal and
initiative in dealing with a great volume of traffiec. Ba-
tween 14 May and 1 September a total of 990 TPAJAX messages
entered or left Headquarters. The unsatisfactory phase of
communications was the three-way link between Headguarters,
Nicosia, and Tehran by which MECA facllities were made
avallable for almost simultaneous transmission from any
one of the three stations named tc the other two, Until
near the end of the period of the operation, there was con-
glderable delay in Tehran messages destined for Nicesla and
for those in the opposite direction. It may alsc be sug-
gested that transmilssion time was not as rapid as had been
hoped. Yery few "“operational ilmmediate" messages wore
originated by any of the three statlons, but when Tehran
sant such a message it took from three to four hours to
get to Headquarters measured from the time the enciphered

message was flled for transmission until the declphered

*For a military critique of the operation, see Appendix E.
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message reached the branch desk.

In July support was =sought from the P¥W Staff. Both
the branch and higher levels were anxlous to have certailn
items, including the texts of news articles, commentaries
and editorials, appear ln papers in this country. The
texts themselves were prePared by NE/4 Branch on themes
agreed upon by Headquarters and the station. It was
planned to cable summarles of such planted materlal to
the station for distribution to the friendly local press
and, hence, to backstoep the active propaginda campaign
against Mossadeg. This support was not forthcoming. It
appeared to the branch as if the staff lacked contacts
capable of placing materlal so that the American publisher
wag unwitting as to its source, as well as being able to
gsaes that no changes in theme or emphaslis were made. In
contrast to this relatively Lneffective venture, the Iran
deak of the State Department was able to place a CIA studyJ
in Newsweek, using the mnormal channel of desk officer to
journallst. HRecognlzing the fact that the Agency is not
able to employ such a channel as just described, 1t does
appear that some improvement of capabilitles might be
desirable. Either those contacts used to secure the un-
witting publication of materlial should be expanded znd

improved, or else there should be a provislon made for
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passing materlal directly to cleared editors and owners
of press media.

Throughout the course of the operation, membors of
the Agency were ln touch with members of SIS in Washing-
ton, Wicos=is, London, and--incidentally--Calre. In all
but one of these places, we were on thelr home ground and,
hence, ln n posltion to penetrate thelr organizatlon,
particularly with regard to building up personal histories
of its personnel. The apparent fact that this orpanization
was gulte ready to act as the junior partner in thls opera-
tion has been covered in an earlier paragraph, as has the
indiecation that individual SIS officers madea a deflnlte
effort to win the friendshilp and confldence of thelr con-
tacts. The existence of friction between 3I8 headguarters
and the statlon at Nicosla was also of ilnterest to us.
However, of greatest lnterest from an operational polnt ot
view wags the very limited number of personnel engaged in
Middle East operations. At Nicosia there were only two
officers and two typlsots to deal both with Iran and with
several other countries of the Hiddle East. At London
headgquarters no lodividual was exclusively concerned with
Iran, and the one specialist 1o the field appeared to be
spread out over the Middle and Far East. This shortage

of personnel was dlrectly reflected in n number of ways
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which seemed quite gsurprising at first glance, An example
of this is the fact that the reprasentative in Washington
had to spend a good part of his t{ime in enclphering and
deciphering. The character of this limited personnal was
also of Lnterest for we were informed that &l]l the old
colonial hands and all the veterans of the India Office

had been dispensed with. Certalnly the two Nicosla offi-
cere who were dealing with the Agency were both young =nd
had a very sound foundation. The nne in charge has had six
yaars in the country and 1s extremely fluent in the language,
while the younger, still & probationer, also knows the lan-
guage well.

Other lessons learned from the oparatlion relate to
Headquarters and stetlon capaclties for planning, and to
the capabilities of the local agents to execute general and
speclilc directives. Flrst, we may make & 'brief critigue
of Headquarters planning.

As had been annteﬁ out in some detail in earlier
pages, tha operational plan grevw directly from a serles of
basic assumptlions, agtablished by CIA in collaboration with
5I5. In briefest review, the principal assumptions were:

1. The Shah could be persuaded to take desired

action if all-out pressure were nppl;nd.

2. Assurance that the Shah was behind him would
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both cause Zahedl to act and would win him
the support of many officers Ln key positioens.

1. Foreed with a choice between following the

orders of the Shah and those of Mossadedq,
the rank and file of the army and its
offlcers would obey the Shah,

These assumptlons, whether presented as such within
the gperational plan, or discussed in sone unwiltting survey
of the current situation, were challenged. The Amerlean
Ambagsador and the State Department desk officer for [ran,
ag well as the Chief of GTI office at State, insisted that
agsumption number one above was completely unsound. Ambas-
sador Henderson stated that the premlse that the Shah would
cooperate actively was fallacious.

The station at one polnt expressed a similar oplnion
in these words: '"it (is) unrealistlc (to) expect Shah (to)
eponsor a coup supported by army." The Office of Intelli-
gence and Research of the State Department, in a speclal
study, dated 29 July 1953 and entitled "Egtimate of the
likelihood and possible consequences of Mossadeq's removal
ag Prime Winister,” indicated a positive baliaef that the
opposition te Mossadeq was weak, lacked a plan, and wase
composed of heterogencous elements incapable of unlfled

action. How was Lt that the Headquarters planners could
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be so at odds with every other well informed opinion?
This was Benausﬂ the plan had of necessity to avold
acceptance of the status quo and could take = bolder stand
becauge Lt was bamsed upon the principle of strong, positive
action to make the assumptions come true. It should be
noted that durlng the convergsations at Bairut and in the
later exchange of messages, representatives of the field
station accepted the assumptions to which they had objected
earlier. Thus, as the time for actlon approached, complete
harmony prevaliled.

Not only did the basic assumptions stand thelr test,
but other facters of the plan which had been determined by
1 detalled estimate of the psychology of the Perasians, as
discussed at Nicosia and Beirut, worked out about as anticl-
pated. GSpecifieally, it had been realized that not all the
Perslans invelved in the plan would take the action required
of them, that even those who took 1Lt mlght not follew through
exactly as required and, therefore, that the operational
aspect of the plan called feor repetitive efforts on the
targets. This analysls was correct. That the initial mili-
tary agpect went astray may be charged directly to the
Persians who at the very end refused to continue to accept
the guldance which the station felt was so essentianl.

With regard to the fact that the milltary aspect of
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the plan was balanced, or complemented, by actlon deslgned
to result in publicly expressed hostility to the govern-
mant of Mosgadaeg, it wag in this field that those in charge
of executing the plan had to deviante the most from 1lts de-
tails. The plan placed emphasis upon a program for a mas—
sive bast, or political sanctuary movement, agalnst the
government; but it was found impossible to bring this into
belng because of the dlssclution of the Majlis and because
the most Lnfluentlal reliplous leaders were not willing to
meke the commitments required of them. This unwillingness
of the leaders had been foreseen by the planners, but they
had been assured by the prlncipal agents of SIS that these
leadars would take whatever action was required of them.
Falling in this respect, public hostility was fanned in a
nembar of other ways, some suggested by the statlion to iis
agenta and others thought up by agents. This éntivity has
been covered in the earlier pages dealing with events ln
Tehran, and here it is necessary to repaat only one con-
clusion concerning what was learned durling the operation
a8 to the influence of the press im Iran. It must be ad-
mitted that Ln the years and months of working with a sub-
sidized preas and its venal (or patrietic) journalists in
Tehran, the station was still not sure whether 1t wag

achleving results comparable to the Sums S0 spent. In July
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and early August every segment of the press with which wo
or the United Kingdom had working relations went zll cut
agalnst Mossadeq. As judged by the public reactlons on the
days followlog 16 August, there can be no doubt whatsocever
that this campaign had reached o very large audience and
had directly influenced their thinking in o moat pasitive
way. A separate analysis of this prass operation should ba
mide to serve as basic guldance Iin mounting future campalgns,

The opoeration was a time of testing for the US prilnci-
pal agents and for those of the statlion agents who were
committad to the effort. All these agents did & superb
Job, It 18 easy to say that they dld such a good job
because they were not merely carrylng out crders but were
heart and soul in favor of the operation. Thime 1a true,
but the fact must not be overlooked that iao recrulting
these individuals over a considerable period of time the
station wittingly sclected pecople whose basic ideoloples
ware in accord with US policy toward Iran and the USSR.
This factor ehould not be overlooked in future recrultment
in Iran. A word should be sald about the fact that the
high caliber af the agents was reflected in their perform-
ances. In one of the most critical periods statlon

principal agents _‘H’EI‘E out of touch

with the staticn, btut on thelr own imnitiative took actions

92
SECRET



SECRET
. /
of just the type the staticn would have assigned to them.

The performance of the lndigenous agents is Just one
factor in the demonstration of the values recelved from
long-term atantion planning. Ancther such facter of real
importance wae the capability of the station to produce
indigenous documents on short order, documents which stood
gerlous serutiny shortly after they had been manufactured.
This program had been long under development.

The operation did reveal a need for the development
of other long-term assets. Important in this field is the
procurement of safehouses, at least two of whilch ghould be
kopt completely uncontaminated until time of real emergency.
¥hile the executors of the plan made brilliant use of the
grounds of the Fmbassy and of houses occupied by US per-
sonnel, this effort could heve been nullified by a careful
watch of the Euhnuaf by agente of the government,

Among the other long-term assets which the station
faale should he developed are independent printing and
reproduction facilities. The station believes that these
facilities should be within the Embassy, This matter is
now under discussion as it would appear that the movement
of supplies into the Embassy and the removal of the
finished products for distribution would create a serious

security problem.
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The major role in the executlon of the operational
plan was assumed by US assets. This does not mean, how-
aver, that the operation could have been carrled through
without the active cooperation of the Unlted Kingdom and
their assets. For one thing, it would have been impos-
slble to get the Shah to move had he not been finally
convinced that both the US and the UK were ready to sup-
port him. For another, had not the UK assets been cut in
on the operation, they would either have axposed whatever
they learned about it to the government or tried actively
to see that it falled. The lesson here 1ls8 c¢lear. As in
the larger world plcture, US-UK interests and activities
eust be coordinated. A great deanl ls to be gained by di- '
rect coordination in speclal flelds of activity once both
parties have recognized that their aims are really identical,

A final subject of interest concerns the security
problem connected with such an operatlion. From the moment
the project got underway, the NEA Divielon made a serious
effort to put special security measures ilnto effect; with-
in the NEA Division and even within the NE/4 Branch the
rula of "need to know" came into effect. However, by the
time the operation had been concluded, a considerable
number of people--British and Americans-—-wara zware of

what was going on. From the viewpeint of NE/4 Branch,
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which hasg listed all the individuals whom 1t knows were
aware of the project and its purpose, the number was ex-
cesslve-=it totaled B9. How many others were told by
people without the NE/4 Branch being aware of thie, there
is no way of knowlng. It 1s true that the knowledge that
there was direct US-UK collaboration on the preject wac
kept to a more restiricted number. It 1is, however, sug-
gested that in the future when an operaticn of similar
magnitude and senslitivity is contemplated a special secu-
rity officer be brought iato the gperation at its incep-
tion and be given the responsibllity for keeplng track

of exactly who knows what about the project.
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