[image: image1.wmf]DEPARTMENT OF THE AIR FORCE

AIR EDUCATION AND TRAINING COMMAND

CAP-USAF PACIFIC LIAISON REGION

PAGE  

14 April 2007
MEMORANDUM FOR CAP HI WG/CC

FROM:
Det 8 CAP-USAF PLR/CC 


6500 B St, Bldg 2529


Beale AFB CA 95903-1712

SUBJECT:  HI/WG 2007, Guided Training Exercise (GTE)

                    Report Part II
In accordance with Pamphlet 12 Interim Guidance for CAP Biennial Search and Rescue/Disaster Relief/Homeland Security/Counterdrug Guided Training Exercises, the attached report, labeled Part II, is forwarded to you and your staff for review.  No response is required.








//Signed//


ANTHONY J. POLLIZZI JR, Lt Col, USAF


Commander

cc:

PACR/CC

PACR/DO

PLR/DO

PLR/HISD
Each team member
CAP-USAF PLR REPORT, PART II, 
No grades were assigned to the CAP HIWG Guided Training Exercise (GTE).

GTE Team

Instructors:  Lt Col Calvert PLR/DT, Maj Grogan/PLR/DO, Mike Wojcik - NV SD, Col Jim Denton, Col (CAP) Larry Myrick, Lt Col Peggy Myrick
Exercise Planner:  Lt Col Toft/PLR/RF,
HI SD:  Doug Miller
Lessons Learned and Needed Improvements.
The Pacific Liaison Region was pleased to see the effort made by HI/WG to take advantage of this training opportunity.  The geographic separation of the islands poses unique challenges so the attendance at this GTE is an excellent testimony to the commitment of the individuals in the HI Wing as well as the growing health of the organization.  
The Wing used modified ICS/NIMS functional areas and incorporated the use of the IMU for Mission tasking and tracking.  This was the first year IMU was used on a large scale as the mode of implementation of operations.  The wing used large projector screens with the latest IMU data which was essential in keeping track of the operations.  IMU was only used on Saturday and it was noted that flights were not released properly on the 104 when the IMU was not used.  There were also problems with the initial ICS/IMU setup because members of the staff were non current on 116 and 117 recurrent training.  They were subsequently rejected by the IMU when attempts were made to input the staff.   Periodic checks of E-services/operations qualifications should be used by the wing staff as well as the state director to ensure currency of CAP members.  
The HI Wing did particularly well in the tsunami warning exercises.  They have a comprehensive overall plan that effectively utilizes resources.  The details of the tsunami warning plan have been meticulously worked out and there is an excellent guide in each airplane on how to fly the routes.  One observation of concern was that when electrical power is lost at HNL airport, CAP aircraft would be trapped in the hangar.  This is unacceptable for an emergency response resource.  It would be very simple to wire a generator into the hangar lift for emergency use.  
The monitoring team inspected numerous aircraft and all of them met or exceeded CAP standards.  On one of the Oahu aircraft it was difficult to determine when the last time the oil was changed.  Maintenance records for this aircraft were not accessible which degraded mission capability.  To synchronize search efforts by air and ground crews the Wing should ensure each airplane and ground team has a DeLorme Road Atlas book.  These atlases show lat longs and excellent topographic detail that will aid in any search.
Operations were a particularly strong element of the wing’s mission staff.  The Operations Section Chief did an excellent job of allocating his resources and prioritizing his objectives.  He also acted as a tactical planner even though there was a planning section which focused only on strategic planning.  At busy times during the exercise the amount of information to be processed exceeded the limits of the ops section, which degraded mission efficiency.  The incident commander should have realized this and brought the planning section into the equation.  It should be noted that the over-reliance on the ops section only detracted from mission efficiency, not effectiveness.  However, if more tasks were given, effectiveness would have suffered as well.
INCIDENT COMMANDER (IC):

Hawaii used two IC’s in training to accomplish the Guided Training Exercise.  The Incident Commander developed and provided a comprehensive mission briefing IAW 60-3.  The briefing included safety risk mitigation to current conditions. IMU was utilized effectively to run the mission.  The IC relied heavily on the Operations section to make decisions which worked in accomplishing the mission.  However, the IC could have been more proactive in implementing a tactical planning section to relieve the Ops section when they were task saturated.  The IC could have increased the situational awareness by using a mission status board and mission log.  Overall, the IC used his extensive aviation experience to make sound decisions and accomplish a successful mission.  He made significant progress towards qualification as an Incident Commander. 
PLANNING SECTION:

Planning section was used effectively for strategic, long term planning.  Tactical, short term planning was not really utilized.  Recommend more interaction between Operations and the Planning cell.  An event occurred where information overload occurred at the Ops desk while the Planning desk was not utilized.  Had the planning cell been better utilized The Operations section would have been more effective with said information.

The Planning Section Chief was excellent and ready for any and all inputs or requirements, albeit not utilized.  The planning section was effective overall.  Consideration should be given to placing the Planning section closer to Operations.  

OPERATIONS SECTION:

OPS Director/ Air Ops Branch Director

Tim Slovak acted as trainee Ops Director and Air Ops Branch Director, while Tom Brehm acted as trainer.  The Ops branch ran into repeated conflicts with the IMU system and opted to back up data on a spreadsheet.  Overall command and control was excellent.  Briefings were thorough and complete.  Aircrews appeared well prepared and knowledgeable for all missions.  The Comm plan was given to all crews in a consolidated SPINS sheet.  Assets were tracked and managed on hard copy sheets.  Missions were readily redirected in flight as needed.  Improved communication with the Ground Branch would strengthen the section as a Ground Team was dispatched without the Ops Director’s knowledge.  Visual graphs or maps for tracking both objectives and assets, would further improve performance.  Dedicated tactical planning personnel would prevent information overload in future exercises.   

FINANCE/ADMINISTRATION SECTION CHIEF:  
The FASC was a trainee in the specialty track. All participating members were in-processed effectively using CAP IMU.  This ensured all personnel were accounted for and qualifications were verified.  A white ‘sticky’ dot was placed on all uniforms to identify all personnel who had checked into the base. Only one point of entry was used into the building. Aircraft were not logged into the IMU as resources.  The IMU was used to keep track of crews.  This caused some confusion when the staff was asked how many aircraft they had available. The FASC monitored the costs related to the incident and provided an estimate to the IC in the mid-afternoon. The FASC performance was successful.

COMMUNICATIONS:    

The Communications section was excellent.   The two person team was very effective and kept information flowing. They actively sought out information if it was not provided in a timely manner. The computer was utilized to keep status updates and monitor crews.  One “weak” area occurred at changeover. Both communications officers departed at the same time and communication flow suffered briefly.  Recommend a changeover plan for all area to ease the process and prevent similar occurrences in the future.  CAP MSgt Lee was outstanding. 

AIRCREW:
Crews did good mission planning and crew briefings. Pre-flights checks were done well. 
Flights were safe with no incidents. Debriefing were well done. Most flights were on time. 
Flight Line:
The line was very well organized. There was one standard supervisor, one trainee supervisor and 4 flight line cadets.  All had water and took breaks every 45 minutes. They need to make sure all the members use the same signals.   

AGENCY LIAISON OFFICER (ALO):  
Not Observed
CHAPLAIN:   
Not Observed
INFORMATION OFFICER (IO):   
The Information Officer was a trainee in the specialty track area.  No media releases were issued nor was there any contact with media outlets.  The IO did effectively handle an incident with the arrival of two visitors who reported a lost friend in the Dillingham area.  The information on the lead was collected and passed on to the IC in a timely manner.  The IO performed his duties successfully.
LOGISTICS (LG):

The position of logistics was not filled. The IO performed tasks such as arranging for transportation and meals. Both were necessary tasks and were performed successfully. There was a communications plan posted by the communications unit director. Neither a medical nor traffic plan were observed to be posted on the base.
SAFETY:
The Safety Officer was very well qualified.  He came prepared with the appropriate materials, include checklists, and he used them throughout the day to ensure a safe operation.  He was also very pro-active with such items as aircraft tie-downs and general flight line safety.  Overall, it was an outstanding performance.
GROUND TEAM:
The IC doubled as the Ground Team Director and ground team tracking was accomplished by Operations.  The Ground Team consisted of two senior members and three cadets.  The team was well prepared to complete the mission assigned to include completing all the pre-launch requirements.  The team was very proficient at electronic searches and homed in on the practice ELT.  Upon arrival at the target site, the team assessed the condition of the victim and took the appropriate action.  The only problem observed arose when the team attempted direct contact with a CAP aircraft.  Because of the location, the team was unable to trigger the radio repeater and couldn’t use simplex transmissions to contact the aircraft directly.  A communications plan that included ground-to-air procedures would have alleviated this problem.  Overall the ground team functioned very well with the very short notice tasking.
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