Strong Angel After-Action Report Comments 

(exercise-specific)

1. Exercise Location.

Discussion:  While the use of Parker Ranch provided a realistic, austere, and difficult terrain setting, the focus of the exercise was not necessarily to put all actors into a physical challenging setting.  With the safety of the role-playing refugees being paramount, the military/UN actors had to manage safety far and above normal operating procedures.  Exercise controllers were required to influence UN/military actions in order to ensure the safety and care of the refugees.  Additional, the wear and tear on military and civilian equipment was extreme and not the intent of the training.  Also, a lack of understanding of the role and location of a CMOC ashore and the fact that the UN personnel would not normally reside/have offices in a military compound placed all in a difficult work setting.  The selection of a less austere environment could have aided UN/military interaction and caused less focus on the welfare of the individual role-players.

Recommendation:  That future locations for Humanitarian Assistance exercise consider using as a minimum fix facilities for Governmental coordination, UN offices, and the CMOC ashore, and either fixed or tented facilities for Refugees/Displaced Persons (scenario dependent).

2. Exercise Control Group (ECG).

Discussion.  The ECG role in Strong Angel and in future HA training is immense.  The ECG was understaffed and training scenarios not fully coordinated.  There was no Exercise Control Plan (ECP) developed, coordinated, and distributed to ensure that all training objectives were achieved.  An ECP would have provided for better method and control of scenario injects, as well as a management systems to reduce confusion between actual, actual and exercise, exercise.  The ECG was not full manned and could not focus on all aspects of control, safety, monitoring, and providing feedback.  These functions are critical in the training process and ensure the all receive the desired level of training that was planned.  Additionally, in hindsight, the decision to use a modified version of the RIMPAC scenario caused confusion and misunderstanding among the military staffs participating in the exercise.  Also, integration of UN agencies in the exercise planning process is crucial to ensure a clear understanding of the scenario, training objectives, and mechanism for situational injects to ensure all received the desired training. 

Recommendation:  That the exercise planning group include a robust ECG in its planning factors.  A communication package must be available to the ECG in order to coordinate, control and ensure safe execution of MSEL activities.  The ECG must be charged with the responsibility of preparing a detailed and fully coordinated control plan.  This will be challenging as coordination with the UN agencies may be difficult and require significant travel.

3. Governmental Role-Playing.

Discussion.  It was learn that several governmental agencies have a crucial roe to play in Humanitarian Operations.  Strong Angel had no dedicated actors to role-play the Government of Green and local officials, no Department of State actors,   Additionally, the CMOC became the site for National, Local and Refugee Camp meetings.  This caused confusion between various actors and brought the focus of the small UN team away from the camp and into the CMOC area.  Because of the limited number of players from the UN/military/notional Green Government all meeting were held in the same place and the UN team members spent most of the morning away from the refugee camp.  This impacted on the support operations within the refugee camp.

Recommendation:  That personnel be identified to role-play key governmental actors and that separate facilities be established to host the various meeting necessary to coordinate the relief effort.  Governmental Actor should be assigned to the ECG to ensure a coordinate story line.

4. Humanitarian Assistance Exercise Planning Group (HAEPG)

Discussion:  The fidelity of the HAEPG was not focused and lacked full staff participation.  The HAEPG meet infrequently as a team and did not develop a well-staffed and coordinated exercise-planning document.  Despite this, the group worked through the key issues and did an outstanding job in preparing for the exercise.  However, with a more coordinated and clearly defined work apportionment, the team could have been more effective.  Additionally, UN agencies needed to be brought into the process more.  While expected, frequent UN personnel changes  caused the UN participants not to be aware of the scenario and the training objectives of the exercise.  Most of the initial phase for the UN participants was getting oriented to the ship and exercise plan/concept.  

Recommednation:  That for future Humanitarian Assistance exercise, a fully staffed HAEPG be formally appointed by the J5/7.  The chair of the group must have regularly scheduled meetings, develop a detail POA&M, develop a tasking listed for each member of the group, and coordinate the publication and maintenance of a Exercise Directive.  Invitations to UN Agencies to participate must be done early in the planning process to get buy-in.  Members of the HAEPG should budget and plan on visiting UN agencies that agree to participate to brief members of the UN agency leadership and agency team leaders as soon as they have been identified.  This will ensure fidelity of our planning documents and ensure the goals and objectives remain joint.

5. Confusion of Roles in the Refugee Camp.

Discussion.  There was confusion between all participants on their roles in the refugee camp.  Since we used a refugee scenario, UNHCR was the lead UN agency in the camp, however, since they had only one person participating in the exercise, the CSSD was required to provide all the services and support to operate the refugee camp.  However, this was not clearly understood by the CSSD and after some discussion, the CSSD did an outstanding job in establishing a system in the camp to manage the requirements of the camp.  The junior officers, specifically the security, motor, and supply officers stepped forward and did a tremendous job in reacting to requirements and developing solutions to issues.  This problem could have been solved during the planning phase aboard the USS Coronado, but was not addressed.

Recommendation:  That during the planning phase of the exercise the HAEPG identify and articulate in the exercise directive all requirements of all participants and that those requirements be reviewed during the initial phase of exercise execution.

6. Civil Affairs Officers Role

Discussion:  During Humanitarian Assistance exercises, having civil affairs trained personnel is essential.  During the planning phase of Strong Angel, informal coordination was done with I Corps G5 (Civil Affairs Section)(LTC Femili), the 364th CA Brigade (COL Chapman), the 351st CA Command (BG Artshuler), and 3rd CAG (LTCOL Olivier) to provide a CA team to support the exercise.  At the request of 3rd CAG, a message was sent to MARFORRES requesting support and indicating Third Fleet would provide for travel funding.  3rd CAG support was approved and executed as planned.  However, Army coordination remained informal and though most of the coordination was with the senior leadership of the above mentioned units, a last minute shortfall in Army Reserve man-day funding caused the cancellation of all Army CA support.  After notify PACOM of this shortfall, they coordinated for the deployment of 2 CA Officers from a local Hawaiian unit (322nd CA Command).  While not involved in the planning, they quickly moved into the exercise and provided the requisite support.  Of note, LTCOL Long, 3rd CAG performance should be noted.  During the initial confusion of roles and responsibilities in the camp, he move down to the site full-time and took positive control serving as a buffer between the refugees leadership and the CSSD Marines support the refugee camp.

Recommendation:  That all future HA exercises plan for incorporation the of CA officers.  All support requirements must be formally requested and if appropriated travel should be funded by Third Fleet.  Recommend the Fleet continue to use a joint CA team as the diversity of the exercises of the team is beneficial to all.  

7. Staff Participation and the Crisis Action Process.

Discussion.  With the ongoing SOE phase of RIMPAC in full swing, only a small section of the Fleet Staff was involved in Strong Angel.  The required CAP procedures were shepherded by only a few people, of note, CDR Tibbels, Deputy J3, efforts were extraordinary.  This problem was exacerbated by the confusion in the RIMPAC 2000 and Strong Angel scenario disconnects.  

Recommendation:  That more members of the staff be tasked (in the exercise directive that they have concurred with) to take a more active role in the staff planning and execution processes.

8. Communication between the Third Fleet Liaison Team and the Commander Combined Task Force.

Discussion:  During normal operations, Liaison team are required to deploy with all required communication and support system.  During Strong Angel, the Liaison team relied on communication systems deployed by the USMC units.  It was quickly discovered that secure communication between the ashore operations and the CCTF afloat was extremely limited.  Non-secure system were also difficult to obtain and the Liaison team relied on the unclassified command net system to pass information to the CCTF CMOC Afloat.  The planned telephone line proved ineffective as they only provided local island service and could not reachback to the ship.  While this provided minimum communications, the Liaison team lacked redundancy and secure systems.  

Recommendation:  That for future evolutions of HA exercise, the Third Fleet Liaison Team plan for and deploy with a communication suite necessary to provide for secure and non-secure voice and data transmissions.

9. Media Role in a HA Exercise

Discussion:  The World Food Programme provided a media relations person for the exercise and there was little designed media role-playing in the exercise.  Only one mock daily media brief was executed and during the exercise there was only two days that had actual media personnel present.  This couple with the fact that the Third Fleet Public Affairs Officer for Strong Angel was embarked on a different ship, lessened the ability for civil-military public information officers to interact.  

Recommendation:  That the ECG plan for daily mock press releases and if necessary be prepared to role-play media representatives.  This will enhance the realism of the exercise and improve our ability to communicate our HA mission/message.

10. Exercise Control Scripting

Discussion.  The ECG never successfully merged all participants desired MSELs into one common database.  This further caused confusion between various players in the exercise.  With the EOD, NCIS, UN agencies, CSSD-75, and Third Fleet involved in the exercise and each desiring to train and caused interaction, it was important that MSELs be shared and melded so remain consistent.  This did not happen in Strong Angel.  In one instance the Special Marine Air-Ground task Force received a MSEL inject about a very serious crime being committed by Marines.  This event was not coordinated and not received well and had to be deleted.

Recommendation:  That a MSEL conference be scheduled after the exercise final planning conference to develop, coordinate, and promulgate an approved set of MSELs. 

11. Priority of Effort

Discussion:  The first priority of the exercise was to the welfare of the volunteer refugee role-players.  During the initial deployment, construction of the CMOC took first priority, however, it wasn’t until the day of the arrival of the refugees did the priority of effort shift to building the refugee camp support centers.  On the day of the arrival of the refugees, it was discovered that the shower unit was not producing hot water.  It took intervention of the senior leadership of the CSSD before the heater pump was moved from the CMOC area to the refugee area.  

Recommendation:  That all are aware of where of priority of effort needs to be and that it is published in the exercise directive as well as in orders from higher headquarters.

12. Refugee Registration and In Processing

Discussion:  Due to the confusion of who was in charge of managing camp operations, the concept for registering and in processing the refugees was not understood by all, not rehearsed, and not organized as effectively as it could have been.  The refugees arrived later than expected and the process to register them and get them identification cards took longer than expected.  This backlog, coupled with the arrival of darkness, caused the CSSD/UN/Others to try to reorganize the process.  Finally, the CSSD had to erect the individual family tents so the refugee would have a place to sleep at night.  

Recommendation:  Develop two plans to deal with in processing requirements in a refugee arrival process.  Should at any point backlog occur, implement the second plan to keep all persons moving along in the process.

13. Shipboard Life

Discussion:  We all take for granted an understanding of how the ship is laid-out and where things are aboard.  The arriving UN personnel did not have an internal ship map they could use to navigate the spaces, and the welcome packets were inadequate.  The HAEPG could have worked with ships company and the staff to develop a unique welcome packet for the arrival of the few UN participants to make their stay more enjoyable and less confusing.

Recommendation:  That the HAEPG develop a welcome aboard packet for UN exercise participants. 

14. Pre-Sail Brief

Discussion:  There is a need to have representative from the HA exercise participants meet before all begin the operation to review the plan and conduct a rehearsal.  However, the arrival of over 50 personnel to attend this type of meeting aboard a ship is beyond the scope of control and efficient management of a final review.  The final meeting should involve only 1-2 representative from each organization and go over key aspects of the exercise to ensure thorough understanding (this did not happen in Strong Angel) of the plan and their roles in execution.

Recommendation:  That the Pre-Sail brief be better organized, clearly tasked, and planned for in the exercise directive so all understand what the concept is, who is invited,  and what is required.

15. CMOC Afloat

Discussion:  While the role of the Navy in HA operations is not disputed, the issue remains what role does a CMOC have aboard a ship.  While in limited situations, it can parallel its prototypes ashore, a better function maybe as a joint planning center.  The current CMOC is small can only sit 8 persons, this appears to be inadequate for meetings and collaboration of all relevant players.  While virtual workspaces have value, clearly the actual face-to-face meetings are more powerful and can be more effective.  The CMOC may need to be expandable, i.e., make the bulkhead between the J5 Conference Room and the CMOC removable.  This will open the CMOC for meetings and collaboration of more than just a small group.  The UN interprets the role of the CMOC as a small piece of the coordination process (where non-military actors meet with the military to discuss what roles/functions they would like the military to perform) and not a working center.  In fact, the current CMOC could serve as a place were UN/Military plans/Operations officers can come together to develop coordinated a Support Operational Plan to give to the field providers.  The UN participants recommended that the Navy consider focusing on it’s role in joint planning vice civil-military operations center.

Recommendation:  That the Third Fleet consider/study the Joint Humanitarian Assistance Planning Center concept and see if that is the desired direction of Afloat Civil-Military Coordination effort should take.

