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1. Operations DESERT SHIELD/DESERT STORM validated the role
of air power in modern warfare and demonstrated the U.S.
combat capability of the Army/Navy/Marine/Coast Guard/Air
Force team. It alsc provided a true test of not only our
ability to project combat power, but also our ability to
execute and sustain combat support missions. Public affairs
was one of the functional critical areas to the outcome of
the war.

2. Sometimes public affairs is taken for granted. This
moment in history taught us the important contribution
internal and public information programs can make during
warfare. Much was done well, but there are also challenges
to overcome.

3. This lessons-learned report identifies issues that
commanders and public affairs officers, NCOs and civilians
must address to refine public affairs doctrine, policy,
training, planning and execution.

4. Public affairs is a function of command, take these
lessons learned and capitalize on the things done right and
improve in the areas where improvement is required.

Q00 (b

CHARLES A.- HORNER 1 Atch
Lieutenant General, USAF Report
Commander
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FOREWORD

In any military operation, whether armed combat or exercise,
one significant value is the assessment of lessons learned.
Such was clearly the case of Operations DESERT SHIELD/DESERT
STORM. Every functional area benefited from the test of its
doctrine, peclicy and war~fighting capability. Public Affairs
was certainly no exception.

In today’s "instant information" environment, Public Affairs
plays a role in the prosecution of . warfare as significant as
logistics, intelligence and communications. Neo Commander-in-
Chief can, or will, conduct military operations without a clear
sensing of public opinion or without a viable mechanism to com-
municate to the public and to the trocops what they have a right
and need to know -- within the generally accepted bounds of
operational security and safety of American combatants. The
Department of Defense dictum is, "maximum disclosure with mini-
mum delay.”

Operations DESERT SHIELD/DESERT STORM were the first full-scale
tests of modern warfare to come under the real-time scrutiny of
the probing media. The role of the media and, subsequently,
the role of military Public Affairs personnel in combat, became
a "second front" and has left many questions yet to be
answered. R
This lessons-learned compendium is the result of inputs from
both deployed Public Affairs offices and those at home sta=-
tions. Every Public Affairs office in the Air Force -- active,
Guard and Reserve -- was invited to participate.

It also summarizes extensive discussions that came out of the
USCENTAF Public Affairs Conference held at Langley Air Force
Base, Virginia, from 17-19 June, where major issues arising
from the lessons-learned inputs were identified and discussed.

This report does not focus on the more global concerns of such
issues as security review versus censorship, host nation
restrictions or sensitivities, the composition of media peools,
or the ability/propriety of independent journalists to have
free and open access to the battlefield. Instead, it centers
on the needs of Air Force Public Affairs in the combat environ-
ment. Specifically, it addresses shortcomings in the process
of Public Affairs planning, training, organization and logis-
tic/equipment support.

In general, the Air Force Public Affairs mission in support of
Operations DESERT SHIELD/DESERT STORM was professionally con-
ducted and successfully executed. But, there were areas of
concern that need to be addressed, and problems that need to
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© be resolved before the Air Force becomes involved in

the next
¢ont1ngency cperaticn. This report surfaces many of them and

provxdes recommendations for the war planners. Many of the
~issues have now already been addressed and are actively being

worked Fo resclution by SAF/PA and cother Public Afﬁazrs
prcpone?t agencies.

l
Most lL%ely the major cause of many inefficiencies and\problems
in-theater was the lack of on-the-shelf contingency plans and
assocxated pre-deployment resources needed to Lnltlate‘and SuSw
tain Pub}xc Affairs operations at deployed locations. Logls—
tics, manpower, supply and equipment support had not been pre-
determ;ned tasked or scurced. It was fortunate that Operatxmn
DESERT SHIELD allowed scome ramp-up time to develop necessary
‘plans and source and task necessary resources.  In future con-
E tlngencxes the Public Affairs effort must be organic tolthe
;ﬂgiwar-plannlng and war~fighting effort.

l
i B secondlmajor weakness was the lack of apgroprxate traxn;nq to
"4y - prepare deplcyed Public Affairs personnel for joint combat
« 4. contingency operations.

Even basic media escort technlques
gappeared to be lacking. Public Affaxrs personnal were

,untra;nedgln basic mobllity areas (e.g., small arms, chemical

1warfare),\and did not understand the concept and role cfla
;comgonent1comman& in the unified command structure. R

| 'One gerceﬂved difficulty by deplayed PAs was the PA orgaglzaw
-tional structure, particularly in regard to manning 1eve1% and

_fhe rank structure at USCENTAF Forward Public Affairs. There

L was qeneral agreement among deplcyed PAs that manning at |

| Y4 USCENTAF Forward Public Affairs was insufficient to adequately
.;#suppcrt the theater Air Force Publlc Affairs requ;rements.

L,falrs were adeguate to support the USCENTAF Commander and his

taff, they were apparently inadequate to support theater-ﬁlde
Lr Fcrce %ubl;c Affairs requirements. »

Lk &

»gamhgse, then1 are the three recurring themes throughocut this
\treport: (l) planning, (2) training, and (3) arganization | --

~ _?flc precepts for executing any functional mission. Public

| Affairs is certalnly not bankrupt in these areas, but we must
Afacus qreater attention on its wartime role. Our §ersonal\

ccesses as Public Affairs professionals are essential if ithe

INir Force 13 to maintain the support of the American peapla and
#the Conqress. We must clearly, accurately and cantlnuously

| X

Rmphaslze ou: wartime role in messages targeted to our xmpor-

This report provides a blueprint for futurei

1
\
\
|
|




LESSONS-LEARNED REPORT
EXECUTIVE SUMMARY




U.S. CENTRAL COMMAND AIR FORCES
( Public Affairs
Lessons-Learned Report Executive Summary

INTRODUCTION

Irag invaded Kuwait on 2 August 1990 and Operation DESERT
SHIELD began. Crisis response operations throughout the Air
Force immediately geared up, requiring 24-hour manning support
in key functional areas. Public Affairs was among them.

The execution of any operations crder as well as the tasking
and management of all Alr Force resources to support Operation
DESERT SHIELD, including all Public Affairs assets, belonged to
Headquarters U.S. Central Command Air Forces (USCENTAF) at Shaw
Air Force Base, South Carolina, under the command of Lieutenant
General Charles A. Horner, Commander, 9th Air Force and
USCENTAF.

Deployments to the Persian Gulf began on 7 August 19%0. Very
early in the initial deployment phase, it was determined that
the Tactical Air Command (TAC) and USCENTAF Rear battle staffs
would combine at Langley AFB to work total USCENTAF Operation
DESERT SHIELD logistics, manpower and personnel requirements.
Consequently, the TAC Public Affairs staff, including its
battle staff representatives, performed both TAC and USCENTAF
Rear Public Affairs roles.

The initial Public Affairs challenge in the battle staff was to
identify and prepare for deployment Public Affairs personnel
and equipment. Numerous considerations went into the process
of identifying the numbers, types and ranks of Public Affairs
personnel who would depley to support the time-phased deploy-
ments of combat-ready, war~fighting units and organizations.
Among them were the types of weapons systems to be deployed,
the total number of Air Force personnel projected at any
particular deployment location, and the estimated workload to
accomplish the basic Public Affairs mission in the broad areas
cf internal information, media and community relations.

Two Public Affairs officers were tasked to start up USCENTAF
Forward Public Affairs operations and were in the ACR by

25 August 19%0. A number of weeks would pass before the office
would become fully operational due to a variety of logistical
and support considerations. An administrative position was
later autheorized and, as war seemed evident, two Public Affairs
NCCs and an additional officer were eventually added.
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To meet the growing demands for internal information éuppor*
both at deployment sites in the Persian Gulf and at Aﬂr Force
installations worldwide, a seven-member internal Lnfo*matlon
team consisting of one Public Affairs officer and six HCOs and

alrmeniarr;veé in December to supplement the USCENTAF Forward
Public Affalrs operation. g

Back at Langley Air Force Base, the USCENTAF Rear Publgc
Affairs!  operation was augmented with representatives from other
Air Force commands and organizations, anludlng Guarésﬁen and
Reservists, to assist in accomplxshan the total USCENTAF Rear
Public Affairs mission. Likewise, many Public Affairs lposi-
ticns at bases in the U.S. left vacant by deployments were
backfllled with active and reserve forces personnel. 1

There are many who would say Operations DESERT SHIELD/DESERT
STORM were conducted on four fronts...at sea...in the air...en
the qround.,.and in the Public Affairs arena. This repért
deals, specifically, with the latter. The effort was Lnternal
as well as external. It tested individuals, organlzatxons and
systems and the broader aspects of the role Public Affairs

played in the war effort and defined what that role should be
in future contingencies. \

Operatlcns DESERT SHIELD/DESERT STORM were the first operatiocns
in over 29 vears that Air Force Public Affairs was called upon

to prove itself on a sustained and mass scale in supportsof a
wartime opera\: ion,

|

With the thcught of building for the future on lessons 1éarned
before, during and after Operaticns DESERT SHIELD/DESERT [STORM,
USCENTAF Rear gathered together a representative cross sectzon
of Public Affairs participants most dlrectly involved in the
war effort (Atch 2). Held at Langley Air Force Base, Virginia,
17«19 June 1991, the objective of the USCENTAF Public Affa;rs
Coaference wag to identify and examine in-depth lessons learned
while xmpresszcns and experiences were still fresh in the| minds
of many of the key players. 2

To prepare for it, a request was made Air Force-wide for afterm
action reports. These formed the basis for the conferenca
group discussion guides and are included in the U.S. Central
Command Air Forces Operation DESERT SHIELD/DESERT STOR& del;c

Affalrs LessonS*Leagged Report Su gglement. %
i

i i
‘ ’1
{‘ !
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The broad range of issues and recommendations that came out of
the conference fell into these basic categories:

- Plans and Guidance

- Training

- Loglstical Support

- Personnel Management

- Media Matters

- Information Products and Product Support

All inputs have been entered into the Joint Uniform
Lessons-Learned System (JULLS).

While many of the problems associated with the Air Force Public
Affairs aspects of Operations DESERT SHIELD/DESERT STCORM had
interrelated causes, there was agreement among both conference
participants and those who submitted written after-action
reports that inadequate planning and training degraded the
overall Public Affairs effort,.

This is not to say, however, that Air Force Public Affairs
people did not rise to the cccasion and, in general, perform
splendidly in support of Operations DESERT SEIELD/DESERT
STORM. Rather, it identifies an important management short-
coming and, perhaps, the most important lesson learned.

If the job is to be done with the greatest degrees of
efficiency and professionalism, and if Public Affairs people
are to be respected and counted upon as reliable, credible
members of the war-fighting team by their commanders, peers and
the publics they serve in wartime -- particularly the media --
they must be fully prepared and given the tools to do the job.
There must be a blueprint to guide them that gives a clear
understanding of their roles and responsibilities in wartime
Public Affairs -=- the whos, whats, wheres, whys and hows of
mission accomplishment in the wartime environment.



PLANS AND GUIDANCE

The lack of a war-fighting Public Affairs template was thekmast
limiting factor of Operations DESERT SHIELD/DESERT STORM and
severely degraded the ability of Public Affairs personnel to
perform at their peak during initial operations. Even the| most
rudimentary guidelines for establishing a bare base Public
Affairs operation were initially absent., War-fighting cpera-
tions plans that did exist either had inadequate or autdated
Public Affairs annexes or none at all. While the near void
created problems at every Air Force Public Affairs office
around the globe involved in Operations DESERT SHIELD/DESERT
STORM, nowhere was its impact greater than at deployment
locations. {

Although it was clear that USCENTCOM was the theater authority,
guidance started coming from everywha:e, revealing a serlous
lack of understanding of joint operations and the chain of
command. "Stcveplplng“ from MAJCOMs to deployed units |
exacerbated the problem. !

; |
More often than not, when guidance was sought out through the
appropriate channels to satisfy a specific, time-sensitive,
need, it was so slow in coming as to have been irrelevant and
meaningiess by the time it arrived. Often it did not comel at
all. Further, when it did start comlng, Public Affairs per-
sonnel who had been operating without it were suddenly conL
fronted with a new way of doing business. As a result, it was
sometimes even ignored. . ‘ g
The overall effect was that Public Affairs personnel, both at
home and in the AOR, were frequently forced to operate absent
standardized guidance. While the full implications may never
be completely defined, there is a consensus that it affectad
media credibility, did not allow Public Affairs/Commander |
relationships to grow and made the jobs of deployed Public
Affairs personnel far more cumbersome and difficult than they
needed to be. The recommendations provided by the conference
working groups provide some excellent guidelines to reduceiand
hopefully, eliminate future problems in this all- meartant

anaqementiarea.




TRAINING

Closely associated with the planning and guidance preblems was
training, or the lack thereof, toc prepare Public Affairs person-
nel for the multiple, unigque Public Affairs responsibilities
and challenges in the AOR. While familiar, in a broad sense,
with "the way we do it back home,"” the need to establish Public
Affairs operations in the bare-~base, joint-service environment
by a corps of relatively inexperienced junior cfficers and
enlisted personnel presented a whole new set of obstacles.

They seriously impacted upon the ability of Public Affairs
offices throughout the AOR to adequately support the Public
Affairs aspects of unit missions.

Few of those deployed had any direct wartime or contingency
operations experience. Many fertile fields exist for develop-
ing mutually beneficial training programs to improve command/
Public Affairs understanding and interdependency. One is to
include Public Affairs as part of every Air Force operational
exercise and contingency plan and to incorporate realistic
Public Affairs-oriented scenarios as part of every Air Force
and joint service war-gaming exercise.

Problems associated with inadequate training manifested them-
selves in a number of areas. Public Affairs personnel were
uneducated in joint contingency operations and were unaware of
the chain of command. Even in the absence of plans and guid-
ance, basic knowledge of joint contingency Public Affairs oper-
ations and the chain of command in the AOR probably would have
eliminated many problems. Conversely, Public Affairs personnel
who had previous joint deployment experience were gquite success-
ful. This suggests that inasmuch as possible, Public Affairs
personnel throughout the Air Force should be afforded the oppor-~
tunity to participate in joint contingency exercises and that a
system be established to identify and track joint service expe-
rience/exercise participation in Public Affairs perscnnel man-
agement systems.

Joint operaticns Public Affairs training is an important aspect
of professional development not only to the Air Force, but all
service components. It is the surest means of ensuring multi-
service interoperability and the standardization of procedures,
jargon and guidance across service lines.

Complicating the uncertainties as to how and where to go for
coordination, 'security and policy review, public¢ and internal
release authority, etc., were the communications difficulties
between USCENTAF Forward Public Affairs and the units. Once in
the AOR, Public Affairs personnel at the units felt they had
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inadequate contact with USCENTAF Forward. Consequently, train-
ing needs in-theater, orientations on management relationships,

coordination procedures and host nation sensitivities, | were
made more difficult. E

1
Operations DESERT SHIELD/DESERT STORM also revealed that
deployed Public Affairs personnel were unskilled in corducting
media training for deployed unit spokespersons and had |not
received adequate training themselves pricr to deployment.
Deployed commanders, key staffers and Public Affairs personnel
should expect to find themselves in personal interview 'situa~
ticns at vxrtually any time, particularly during media~intense
wartime contlnquCLes like Operations DESERT SHIELD/DESERT
STORM. Media training is an area that needs attention A;r
Force-wide. During Operations DESERT SHIELD/DESERT STCRM,
inhibitions and reluctance to do interviews because of lack of
training meant lost opportunities. E
In addition to these and other training deficiencies co*ered in
greater detaxl throughout the report, was the lack of small
arms and chemical warfare training provided to deployed Public
Affairs personnel prior to their deployment. Again, the[prob-
lem’s root lies in the fact that Public Affairs is not included
in wartime contingency or mobility plans. Since there is no
defined commitment for Public Affairs, its personnel took a
back seat when it came to tapping into already overextended
training and supply channels prior to deployment. As a result,
most Public Affairs personnel in the AOR were 1li-equlpped both

in tra;nlnq and equipment for their own survival had the lwar
.progxessed into their areas. l

In summary, Operations DESERT SHIELD/DESERT STORM reveal;d
training inadequacies which need attention if Public Affairs is
to be more professionally prepared for future contingencies.
The need for Public Affairs training applies not cnly to those
within the Public Affairs arena, but extends to all war pian-

ners, leaders and decision makers involved in the waxtlma‘conm
tingency effort.

i
!
!
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LCGISTICAL SUPPORT

Logistical support to initiate and sustain the Public Affa.irs
mission was a major problem throughout Operations DESERT
SHIELD/DESERT STORM.

Most Public Affairs personnel arrived in-theater without the
most basic supplies and equipment to establish Public Affairs
coperations. TAC was the only MAJCOM that had devzloped the
fully instituted concept of the Public Affairs Contingency Kit
{PACK} as part of its own wartime contingency planning. How-
ever, even this effort was fractured. Missing elements, the
lack of equipment standardization and the incompatibility of
computer systems helped diminish their value.

Many deployed Public Affairs personnel, regardless of host com-
mand, had great difficulty in getting their operations underway
as a result of equipment and supply shortages and systems incom-
patibilities. Time spent learning unfamiliar computer systems
and chasing after equipment and supplies only served to hamper
the ability of Public Affairs personnel to zero in on accom-
plishing the Public Affairs mission. Further, when equipment
and supply needs were determined, there was confusion surround-
ing means of funding the requirements and little means of main-
taining, servicing and repairing equipment that was on hand.

Overall, the lack of standardized PACKs and compatible computer
systems put severe limitations on the ability to coordinate and
cross-feed information. The greatest effect was that Public
Affairs personnel simply could not provide for the timely
releage of information.

While it is difficult to say which of the logistics problems
presented the greatest obstacles and challenges, the lack of
dedicated transportation and communications were certainly
among them, In some instances, it reinforced the perception of
visiting media, who were dependent upon Public Affairs support
to get them and their products where they needed to be at spe-
cific times, that the Air Force didn’t have sufficient support
mechanisms in place for the media.

Nagging problems associated with insufficient logistics support
to the Public Affairs effort in the AQR proved problematic.
While the seriousness of the situation varied from locaticn to
location, satisfying the needs and requirements of the Public
Affairs operation were obviously given, in general, low or no
priority relative to combat requirements. This problem was
compounded by the fact that most deployed PAs did not know how
to work the system to obtain needed support.

11



PERSONNEL MANAGEMENT

With no predetermined mobilization requirements estabilshed
the responsibility for estimating the numbers and types oi
Public Affairs persocnnel requlred to start up and sustain
Public Affairs operations in the AOR was assumed at USCENTAF/BA
{Rearj}. {

|
With deployments already well underway, USCENTAF Rear Publ;c
Affairs brought together in conference the war planners and
regsource managers from the commands, 1nclud1ng the Guard and
Reserve, responsible for supporting the Operation DESERT $HIELD
{and, eventually, Operation DESERT STORM) effort. The purpcsa
of the conference was to propose policy, to provide the
mechanism through which personnel and equipment taskings and
assignments would occur and to provide focus and directiocn.
The resulti/ was ANNEX F to the Operation DESERT SHIELD '
Operations Order (Atch 3). i
The annex called for a progressive buildup and the doublxng of
in-theater Public Affairs resources if and when war broke [out.
This portion of the plan was never executed due to changes in
personnel policy. The net result was inadequate staffing at
some locations where media interest and Public Affairs support
requirements were the heaviest, and overstaffing at others
where the Public Affairs support requirements were not as |
critical. %

Subsaquentfy, the numbers, ranks and types of deployed Public
Affairs personnel seemed insufficient to meet the many needs
that arose at deployment sites and headquarters lo¢at;cnsixn
the AOR. This prcblem was magnified greatly as Public Affairs
cffice manning requirements stretched to 24-hour operatxons,
Most offices had only two Public Affairs personnel assigned.

Public Affairs personnel tasking was fraught with problems| from
the beginning. It contributed to unit integrity difficulties
already described and complicated the backfill process at bases
back home, frcm which Public Affairs personnel had been
deployed to' the AOR. It also identified the need at the ocutset
of any contingency for the rapid identification of competext
Public Affalrs personnel at all ranks throughout the RAir Force
for tasking' by the supported CINC. i

Alr Reserve Compeonent (ARC) assets could have been a valuable
resource, but a variety of reasons left this resource

untapped. Backfilling at stateside bases, for example,
revealed one set of problems. The premise of the IMA program
is that the Reservist is the automatic backfill when the agtive
duty resource is deployed. However, policy dictated that all

|

|
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active duty Public Affairs resources had to be exhausted before
an IMA (or Aary Reservist or Guardsman) could be assigrned, The
result was that IMAs were not utilized in the positions f{or
which they had trained.

A second set of problems developed because Air Force policy dur-
ing Operations DESERT SHIELD/ DESERT STORM dictated thnat only
volunteer Reserve Forces Public Affairs personnel, unit or IMA,
could be utilized. In most cases, stateside Public Affairs per-
sonnel tapped to backfill those deployed lacked experience in
the command and were unfamiliar with the weapons systems and

the unit mission at the base to which they had been assigned.

Adding to the problem was the fact that even with skeleton
Public Affairs staffs, the Public Affairs business flourished
" at most stateside bases. Commanders, command Public Affairs
offices and headquarters operations were able to make few
adjustments in normal, day-to-day demands to alleviate the
burdens on minimally staffed bases where heightened media and
family support responsibilities increased the worklcad. While
there is great consensus that without the Reserve Forces
volunteers the Operations DESERT SHIELD/DESERT STORM Public
Affairs effort would have suffered, there is consensus also,
that policies inhibiting the most effective utilization of
Reserve Forces Public Affairs assets were not as effective as
they might have been.

The much-publicized issue of deploying females to the ACR in
high-visibility posxtlons because of cultural differences pre-
sented its own unique set of problems in Public Affairs deploy-
ment. As time progressed, however, the issue of deploying
females proved not to be as critical as it appeared initially.

Rank sometimes surfaced as a problem in the professional and
social relationships between Public Affairs personnel and Arab
nation officials and counterparts. Some host nations were rank
conscious as a result of hierarchial systems in their own cul-
tures. Junior officers and enlisted personnel were considered
inferiors, requiring that higher ranking intermediaries be
used.

Personnel management and organization is an underpinning func-
tion that drives the success of Public Affairs in contingency
operations. Much effort early on to develop appropriate Public
Affairs personnel policies is essential.
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MEDIA MATTERS

The consensus was that the lack of a media plan and timely,
consistent guidance, complex coordination procedures, and the

requirement for approvals up to the highest levels in the cha;n
of command were at the root of many problems encountered with

the media. Rigid media pool rules, cumbersome clearance
requirements established by DOD for military- generated audio
and video products, restrictions on media flights in the AQOR
and the lack of control in processing and escorting media in,
out of and around the AOR were among the results.

Part of the problem stemmed from the media’s unhappiness with
the pool system and the perception that the military was trylng
to control the news by denying the media the opportunity to go
where they wanted to go. Many Public Affairs personnel felt
that media pool rules could have been more flexible wlthout
compromising safety or security and should have been deszqned
to accommodate the specific, and dissimilar, needs of broadcast
and print medla. I
Another media irritant centered around the inability of tha
military to service combat audic and video products needs.
While Public Affairs personnel in the field could approve the
release of products the media had created, they apparently
could not release audic and visual products created through
military rescurces. The internal review process and DOD- level
release authority for mzlltaxysproduced footage was cumbersome
and counterproductive. }

In the eyes|of the media, time delays in the review and clear~
ance of military-generated products made them of little or no
value. Since visual media could not get to every place they
wanted to go and couldn’t cover everything they wanted to |
cover, they were dependent upcn what the military could pro-
vide. The inability to get gun camera and battle damage
imagery was particularly frustrating to the media and helped
widen the gap in the military/media relationship.

Efforts to get regional hometown media to the AOR to perscnal-
ize the war| buildup for audiences back home was perceived as
difficult. | Both the media and Public Affairs personnel were
hamstrung in the absence of clear guidelines and established,
standardized procedures.for getting to the AOR. Approvalsl
clearance channels and travel arrangements were difficult to
understand and coordinate on both sides. Host nations added to
the confusion by constantly changing the rules.

The most easily executed hometown media trips were those MAC
was able tc control itself. Very strict guidelines were

adhered to for media traveling under MAC auspices. All were
escorted and MAC maintained close contact with unit and JIB
Public Affairs personnel so that there were few surprises.

14




Initially, Public Affairs personnel at the JIBs provided escorx
for visiting media to those sites that were approved for mecia
visits. As the waves of journalists arriving in the AQR
increased, the JIBs could no longer provide escort due to staff-
ing limitations. The responsibility for picking up and escort-
ing media to deployment locaticns fell on already overburdened
Public Affairs personnel at the units, who shared the problem,
also, of having unanncunced media representatives show up at

the units.

The restrictions and limitations imposed upon both the media

and Public Affairs personnel serving them resulted in many lost
opportunities of telling the multifaceted Air Force story
throughout Operations DESERT SHIELD/DESERT STORM and helped

fuel the media criticism heaped upon the military at the conclu-
sion of the war. Neither the military nor the media were blame-
less. It is clear that neither U.S. nor Saudi officials were
prepared for the vast numbers of news media representatives who
wanted to cover Operations DESERT SHIELD/DESERT STORM in the

ACR.
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Deployed Air Force personnel existed in a veritable informaticn
vacuum during the early weeks of Operation DESERT SHIELDl The
lack of a contingency plan to suppeort internal in- theater intor-
maticn needs presented cne of the most formidable challenqes o
deployed and stateside Public Affairs personnel. Communicating
with the deployed troops was one of the Air Force’'s most|impor-
tant responsibilities but, as an offshoot of planning, equip-
ment, logistics support and staffing problems already outlined,
was one that could not be addressed quickly or easily. The
USCENTCOM decision not to produce an internal publlcatlon or
immediately commence AFRTS operations contributed to the
problem. |

For some time, the European edition of STARS AND STRIPESlwas
the depioyed perscn‘s only formal news connection with the out-
side world. Though there were delays in getting it establmahed
in-~theater, it proved to be an extremely effective information
tool, since it carried news about the deployment and news of
what was happening at home.

As deployea Public Affairs personnel sought their niche in the
organization and sorted out space and equipment problems,| news-
letters (Atch 4) and bulletin boards and organized commanders’

calls attempted to £ill the internal information voids and pro-
vided the ;Lnk between commanders and the troops.

Recognizing the priority of internal information programs | in
the AOR, USCENTAF Rear Public Affairs requisitioned equlpment
and personnel from the supporting MAJCOMs to get the weekly
DESERT DEFENDER underway. The first issue came off the press
on 30 August 1990, three weeks after the first troops had
deployed. Each issue got progressively better, culminating
with the final regular edition on 5 April 1991, and a 350,000~
copy printing of a special four-color commemorative edition in
May. Its biggest problem was time delays between publicaﬁian
and arrival.at sites in the AOR.

{
Distribution problems plagued DESERT DEFENDER throughout its
life, which affected the timeliness of its content. Others
felt that its content may have been oriented too much toward
the senior leadership and did not contain enough informaticn
about stateside units from which they had deployed. Regard-
less, the DESERT DEFENDER was well received in the ACOR and!
throughout the Air Force. A readership survey among readers in
the AOR revealed that 75.5 percent of the respondents rated it
adequate to- valuabla in keeping them informed. [
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The USCENTAF Rear Public Affairs Digest {Atch §), however, was
not a success. Targeted to deployed Public Affairs personnel,
it attempted to assimilate and standardize peclicy and guicunce.
The informaticon arrived too late to be useful, if it was us=ful
at all, and some deployed Public Affairs personnel never
received it,

The impact of the AFNEWS team effort in creating the USCENTAF
News Service was great. It is one of the biggest Public
Affairs success stories of Operations DESERT SHIELD/DESERT
STORM. Deployed Public Affairs personnel throughout the AOR
depended upon USCENTAF News Service articles ({Atch 6) for uait
news letters and bulletin boards, as did the DESERT DEFENDER
staff and internal information offices throughout the Air Force
Public Affairs network. Equally well received throughout the
AOR Public Affairs community, for which it was intended, was
the USCENTCOM News Service (Atch 7). Both were very valuable
in getting news out to the troops.

Early deployment of the Hometown News Center team also proved
to be a valuable rescurce. Although limited by certain host
country sensitivities, such as the inability to record Christ-
mas greetings, it still served a most needed requirement in
getting the story back to the local hometown communities.

One great Public Affairs failure in Operations DESERT SHIELD/
DESERT STORM was the relationship between Combat Camera and
Public Affairs. Combat Camera could have been the prime
provider of unit audiovisual support. Release approval for
Combat Camera products rested at the Pentagon. Once products
got there, they appeared to fall into a black hole, never to
emerge. Neither stateside nor deployed units could get them.
Requests for Combat Camera support at deployment locations were
almost universally denied. Consequently, Public Affairs person-
nel had to pick up the slack when assigned photcgraphic and
other audiovisual duties by their commanders, exacerbating
already seriocus staffing problems and diverting attention from
more important Public Affairs tasks. In order to provide for
their own needs and the needs of the media, Public Affairs
officers had to circumvent the system. The Combat Camera/
Public Affairs relationship in future contingencies is an issue
that begs resolution by the Office of the Assistant Secretary
of Defense for Public Affairs (CASD/PA) at the earlisst
opportunity.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS PLAN; PUBLIC AFFAIRS ANNEXES; PUBLIC
AFFAIRS GUIDANCE

TITLE: LACK OF PUBLIC AFFAIRS PLAN

OBSEBRVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

During Operaticns DESERT SHIELD/DESERT STORMH,
there was no overall contingency Public Affairs
plan. Existing operations plans contained, at
best, inadequate Public Affairs annexes to
satisfactorily support the contingency mis-
sion. With little or no guidance for command-
ers regarding Public Affairs in established
operations plans, commanders were not able to
fully utilize Public Affairs personnel to sup-
pert resulting mission accomplishment.

While an effort was made to develop CENTAF
Annex F to the DESERT SHIELD OpCrd, lack of
real world experience and no established Public
Affairs plan on which to base the annex and its
specified actions resulted in handicapped
Public Affairs support. The lack of an estab-
lished Public Affairs plan compounded the
already present difficulty of developing a
Public Affaira program in a bare-base
environment.

The lack of a Public Affairs plan was the most
significant limiting factor in accomplishing
the Public Affairs mission. The impact
resulted in a poorly defined Public Affairs
organizational structure; inadegquate or incon-
sistent manning levels; little or no logistical

. support; confusing or non-existent Public

Affairs policies; cumbersome news release pro-
cedures; and an overall poor definition and
understanding of Public Affairs responsibili-
ties by deployed Public Affairs persconnel, as
well as their respective commanders.

SAF/PA should convene a war-planning conference
to develop a basic Public Affairs wartime con-
tingency plan, and to integrate this plan into
existing contingency plans., On a long-term
basis, AFNEWS should serve as the cffice cof



primary Tesponsibility for Zeveloping compre-
hensive Air Force Public Affajrs Planning ang
Mmanning support, This operation and Operatisn
Just Cause haye firmly pointed out :the Signifi~

the Defense Information School (DINI;‘GS}. Such
contingency training must become a central
theme in a1 DINFOS courses, Joint bianm‘.ng
conferences must also be convened to ensure 4
.i.nteroperabiiity and common doctrine.
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CENTAF AFTER-~-ACTION CONFERENCE REPORT

REYWORDS: PUBLIC AFFAIRS PLANNING; PUBLIC AFFAIRS SUPPQRT
REQUIREMENTS

TITLE: PUBLIC AFFAIRS PLANNING

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

A general lack of guidance was evident in the
dispersal and management of Public Affairs
resources in-theater. Public Affairs imple-
menting plans for bare-base operations were
also non-existent for deployed Public Affairs
personnel.

At the onset of DESERT SKIELD, Public Affairs
personnel deployed with little or no informa-
tion on how to begin bare-base operations at
the deployment site, or even what equipment or
supplies would be necessary for the most basic
Public Affairs functions. Other staff agencies
appeared to have at least rudz.mentary plans to
go by and arrived with enough eqmpment, i.e.,
communications gear, to begin operations.

Public Affairs perscnnel began deployed opera-
tions further behind the power curve than their
compatriots due to the lack of even the most
basic guidelines/cbjectives. This inadequacy
resulted in valuable lcet time as perscnnel
attempted to figure out what their roles and
duties were, and how best to accomplish them
with limited or non-existent logistical sup-
port. Through trial and errocr, borrowing other
staff agency equipment or purchasing equipment
and supplies from the local economy, some
Public Affairs personnel were eventually able
to arrive at acceptable levels of production
and support. Other Public Affairs staffs con-
tinued to function at substandard levels
throughout the contingency.

SAF/PA must develop a basic general contingency

plan to direct supporting MAJCOM and deployed
Public Affairs activities from the start of any
operation. In turn, supporting MAJCCM and
field Public Affairs staffs should tailor the
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“SUBMITTED

BY GROUP 5

basic plan to accommodate the specific require-
ments of the parent command or field anit,
Emphasis should be placed on the operational
needs of Public Affairs activities, to ineclude
manning, equipment, transportation assets, and
communication. Unit Public Affairs personnel
must review local unit deployment plans, prior
to the execution of the plan, to ensure that
their specific needs are addressed through
prior home station acquisition, or prearranged
support in-theater. The Defense l:nfcx;rmatj,on
School (DINFOS) can set the fcunda.t,iop for
Public Affairs planning by providing more
detailed training in that area to incoming
Public Affairs personnel, Public Affairs per-
sonnel, at all levels, need to take an gactive
role in ensuring local implementing plans
address their missions and roles, and!that all
members of their Public Affairs staffs are
trained and combat-ready for any future
contingency.
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CENTAF AFTER~ACTION CONFERENCE REPORT

RKEYWORDS: PUBLIC AFFAIRS GUIDANCE; PUBLIC AFFAIRS POLICY/DIRECTIVES
TITLE: PUBLIC AFFAIRS GUIDANCE

OBSERVATION: Public Affairs guidance was slow, and in many
rases, too late to respond to issues raised from
the field. "Current” guidance often contra-
dicted previocusly received guidance, resulting
in additicnal delays as clarification was
requested.

DISCUSSION: Public Affairs quidance was difficult to work

’ and frequently excessively late. To assist the
field, interim agencies attempted to fill the
information void. However, the result was less
than satisfactory as field Public Affairs per-
sonnel ended up receiving conflicting or contra-
dictory guidance from several well-intentioned
sources.

LESSONS LEARNED: Public Affairs personnel were handicapped in
responding to queries and dealing with the
media, and in providing information to home
stations, when they were unable to get firm,
clear-cut guidance on Public Affairs policy.
Because of the sensitivity of the situation and
the need to maintain some semblance of credibil-
ity and openness with both the internal and
external publics, Public Affairs personnel were
often forced to make personal interpretations of
policy guidance received, hoping that their
interpretations were accurate. The question of
whom the deployed Public Affairs personnel were
responsible to in policy and guidance matters
never appeared to be resolved to either their
satisfaction or understanding. This phenomenon
was exacerbated by the lack of guidance from
CENTAF (Forward) PA and the need for CENTAF
{Rear) PA to fill that void. There were also
early questions in the field regarding CENTCOM's
role/authority in developing and dispatching
policy guidance.

)
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS GUIDANCE

TITLE: LACK OF OR OUTDATED PUBLIC AFFAIRS GUIDANCE

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

There was a definite inconsistency in receipt
of Public Affairs guidance during Operations
DESERT SEIELD/DESERT STORM. Not all Public
Affairs units received higher headquarters
guidance, and those that did, oftentimes found
the guidance was already outdated.

Though efforts were being made to transmit
guidance to deployed PAs, the guidance was
directed to unit rather than wing~lievel needs.
New guidance did not always reference the pre-
vious guidance it superseded, confusing the
situation further and forcing the PAs to make
assumptions that their actions were consistent
with the intent of the guidance previously
received.

In the context of a wartime situation, current,
consistent guidance is essential to successful
Public Affairs support, and was severely lack-
ing throughout the course of the conflict.
Without a common understanding of directicn,
PAs made the best of their own circumstances,
hoping their actions were the right ones.
Further complicating the situation, individual
CONUS MAJCOMs provided quidance to their
respective Public Affairs personnel that was
too often contradictory to that sent to the PAas
by higher headguarters. With the majority of
Public Affairs personnel in theater being from
the junior officer and enlisted ranks, and
without previous wartime Public Affairs experi-
ence, the potential for serious errors in
action or judgment was very high.

DOD and SAF/PA must be more timely in their
response to issues requiring guidance or
clarification, and previously transmitted
guidance requiring updating. The Air Force
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CENTAF AFTER-ACTION CONFERENCE REPORT

EEYWORDS: POLICY GUIDANCE; SECURITY CLASSIFICATION

TITLE: INTER~AGENCY COORDINATION

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Throughout the contingency, various staff agen-
cies issued policy gquidance statements that
were in contradiction with statements previ-
ously released by other staff agencies. Con-
fusion existed between security classificaticn
and publicly releasable information.

Lack of staff agency coordination was very
evident throughout Operations DESERT SHIELD/
DESERT STORM. Several agencies released mes-
sages on policy guidance without fully under-
standing or being aware of the previocusly
stated Public Affairs policy on the same sub-
ject. For example, in November, Security
Police issued classification guidance stating
that general geographic locations of deployed
units in the AOR were unclassified. While the
message included Public Affairs guidance that
also stated release authority rested with
Public Affairs, it appeared to contradict the
longstanding release rule on not disclesing
specific locations, and led many to believe
that release authority was no longer required
from higher headgquarters.

Confusion was generated among commanders and
Public Affairs personnel who gquestioned whether
non-Public Affairs policy invalidated or super-
seded previous Public Affairs policy on the
same matter. In the case of the Security
Police message, a follow-up message had to be
generated adding specific Public Affairs guid-
ance on information release. Problems gener-
ated on guidance concerning mailing addresses
and deployed sites were never completely
resolved.

The Air Force component command Public Affairs
staff should "remind" other staff agencies, at
the onset of the operation, that they need to
coordinate with Public Affairs whenever

2]
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addressing public information release,
Deployed Public Affairs personnel should be
thoroughly briefed by the Air Force component
command Public Affairs staff that uncl:iassiﬁed
and releasable are not always one and the same.
Deployed Public Affairs perscnnel need to cone
~vey this fact to their respective deployed unit

commanders and staffs,
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: COMMAND RELATIONSHIPS; HIGHER HEADQUARTERS INTERFACE

TITLE: DOD/THEATER COMMAND RELATIONSHIPS

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 5

Cfficial versions of the same subjects, be it
policy guidance or intelligence summaries, dif-
fered as CENTCOM and DOD addressed the issues.

Depending on the location, Washington or
Riyadh, information dispensed to Public Affairs
personnel and the media was, on too many occa-
sions, contradictory or incomplete. Determin-
ing what was fact, what was fiction, and what
lay somewhere in between became one of the
major challenges of the operation.

There appeared toc be a very real coordination
problem between higher headquarters, gecgraphi-
cally separated from the battle, and the in-
theater command element at Riyadh. Regardless
of good intentions, disparate information led
many media representatives, as well as Public
Affairs personnel, to question the validity of
official reports, and to speculate on exactly
what the government was trying to hide from the
public and why. Government credibility was
affected, and led to the beginnings of the neg-
ativism/confrontive stance evident in media/
government interface as the operation
continued.

As in the matter of policy guidance, clear
lines of "official spokesmen" need to be set
early on in any contingency operation. While
decisions or statements on government policy
matters may more appropriately reside in
Washington, D.C., information release authority
on operational matters is best left at the in-
theater operational command level. Both levels
should concentrate on what they know best, and
refer queries out of their level of "expertise”
to the more appropriate source.
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CENTAF AFTER~-ACTION CONFERENCE REPORT

REYWORDS: NEWS SOURCES; CASUALTY IDENTIFICATION PUBRLIC AFFAIRS
GUIDANCE; RELEASE OF CASUALTY INFORMATICN

TITLE: PUBLIC AFFAIRS GUIDANCE AND CASUALTY IDENTIFICATION

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

During Operations DESERT SHIELD/DESERT STORHY,
there existed no consistent DOD policy fer
notification of next-of-~kin. Public Affairs
guidance on release of casualty identification
information was inadequate and untimely.

Prior to and during the escalation of the con-
flict, deaths and casualties continued to occur
in the AOR. Public Affairs personnel fre-
quently found themselves in situations where
information on the victims was requested by the
media, yet they were unable to verify the accu-
racy or truth of any speculation.

Several elements contributed to Public Affairs
difficulties in working with the media on casu-
alty reporting. Without firm DOD policy on
notification of the next-of-kin, time lags of
two days or longer could cccur before Public
Affairs could openly acknowledge the situa-
tion. Requests for higher headquarters guid-
ance on the matter coften came equally as late
as to have no relevance to the issue in ques-
tion. Additionally, circumstances were further
complicated when next-of-kin personnally con-
tacted or agreed to work with media back in the
CONUS. Wwhile Public Affairs personnel were
still unable to release the information, family
members were telling all to the press. That
the credibility of the Air Force and Public
Affairs was hurt by time delays and the dis-
connect between policy and reality is
unguesticnable.

DOD needs to make the policy on casualty
release a part of the standard Joint Operations
Planning System. Policy should be finalized,
distinct and understandable well in advance of
future contingencies. The Air Force component
command Public Affairs staff, in theater and in
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SUBMITTED BY GROUP 5

CCNUS, needs to disseminate the guidance on
combat/non-combat casualty notificatibn via

supporting MAJCOM (SAC, MAC and TAC) Public

Affairs. Deploying personnel should be well-

versed in the policy prior to deployment. Fam-

ilies of deployed personnel should bel briefed,

as part of base support activities during the |
deployment, on the impact of premature release
of casualty information prior to official
acknowledgment.
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CENTAF AFTER-ACTION CONFERENCE REPORT

REYWORDS: CASUALTIES; POW/MIA CLEARANCE; NEXT-QF-KIN

TITLE: DOD CASUALTY, POW AND MIA GUIDANCE

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 1

DOD guidance covering casualties, MIAs and POWs
was not available when the first casualty
occurred. Eventual guidance was slow in reach-
ing the field PAs who needed the information in
order to work appropriately with the assembled
masses of the media in the AOR.

Due to the delay in developing or transmitting
PA casualty, MIA and POW guidance to field PAs,
deployed PAs were unprepared for the media
response generated by the first casualties of
the operation. Subsequent guidance was bulky
{30 pages) and so involved that its complexity
made the guidance inadequate for the situation
deployed PAs encountered with the media.

The combination of time-lag and complexity of
higher heaqdquarters’ casualty, MIA and POW
guidance resulted in media reporting informa-
tion, in many instances, before clearance to do
so had been given. The potential for families
learning of traumatic events involving their
loved ones through media channels prior to
official notification was great, and could have
resulted in very negative press for the
military.

DOD should develop standardized Public Affairs
policy and guidance as it relates to casual-
ties, MIAs and POWs now, rather than waiting
till the next conflict develops. Guidance
should be clear and straightforward, and not so
convoluted that the deployed PA is unable to
respond to the situation with the media in a
timely manner. This would increase military
credibility with the press and reduce the
chances of unpleasant consequences resulting
from premature media notification of
next-of-kin.



CENTAF AFPTER-ACTION CONFERENCE REPORT

KEYWORDS: CENTAF PUBLIC AFFAIRS; PUBLIC AFFAIRS GUIDANCE; PUBRLIC
AFFAIRS COMMUNICATION

TITLE: CENTAF FORWARD PUBLIC AFFAIRS ASSISTANCE

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

Insufficient manning at CENTA} Forward Public
Affairs impacted on its ability to provide
field assistance and tc handle media
requirements.

Often, guidance on sensitive issues was inade-
quate, slow in arriving or confusing for
deployed Public Affairs personnel. Early
restrictions existed on aircrew interviews and
morale/religious topics due to host-nation sen-
sitivities. With insufficient CENTAF Forward

- Public Affairs manning, frequently CENTCOM

Joint Information Bureaus by-passed CENTAF For-
ward Public Affairs entirely, going directly to
deployed Public Affairs staffs for support. As
the headquarters staff arrived after the ini-
tial deployment of many Public Affairs person-
nel, perceived changes in release authority,
photo documentation, etc., resulted in confu-

sion at many field locations.

Sketchy or untimely Public Affairs guidance was
of little use to deployed Public Affairs per-
sonnel. The delayed establishment of the head-
quarters staffs (both CENTCOM AND CENTAF} com~
plicated matters for previously deployed Public
Affairs teams which had been actively conduct-
ing programs on their own initiative and with
little or no official quidance to go by.

Stories or material forwarded for CENTAF For-
ward Public Affairs approval often got delayed,
impacting on deployed personnel’s coverage of
their units. Consequently, guidance on release
authority and other aspects of Public Affairs,
when sent to the field by CENTAF Public
Affairs, was viewed as an unnecessary, cumber-
some, ineffective business when compared to
earlier methods. Guidance was not considered
necessary on how to do the job, but rather on
how to handle the sensitive issues BEFORE they
became issues.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: WARTIME PUBLIC AFFAIRS TRAINING; PUBLIC AFFAIRS WARGAME

SCENARIOS
TITLE: WARTIME PUBLIC

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

»

RECOMMENDED ACTION:

AFFAIRS TRAINING

A lack of Public Affairs expertise in wartime
scenarios was readily observable at many
deployed sites. This inexperience in dealing
with Public Affairs matters was witnessed in
both the commanders and the Public Affairs
personnel deployed.

Deployed wing commanders did not always have a
full knowledge of or interest in utilizing
Public Affairs support in their mission accom-~
plishment. As Public Affairs personnel them-
selves had no experience in combat Public
Affairs and had not been trained to do so, they
wera unable to bridge the gap with their
respective wing commanders. The gap was fur-
ther widened by the fact that Public Affairs
manning at CENTAF {Forward) Public Affairs and
some deployed units was insufficient and at
ranks lower than what they probably should have
been. This disparity sent an improper signal

to the commander and added a professional cred-
ibility problem to the commander/Public Affairs
relationship.

Valuable mission time was lost by both the com-~
mand element and the Public Affairs staff in
learning to conduct Public Affairs activities
in a battle zone. Because of inexperience in
this area, Public Affairs personnel had diffi-
culty defining their own roles, let alone
explaining those roles to their commanders.
When wing command positions were held by vice
commanders or deputies for operation, the

.matter was further compounded by the lack of

their familiarity with media/Public Affairs
issues.

SAF/PA should task MAJCOMs with developing war-
time Public Affairs training for commanders and
those who could assume command roles during



mental/refresher training courses

SUBMITTED BY GROUP 4

wartime contingencies. For the Public Affairs
personnel, the Defense Information School
should incorporate wartime Public Af
ations into their basic public Affairs training
course. MAJCOMs should also develop su’pple«-

o
fairs oger-

for Public

Affairs officers and NCCs to keep them
myarrior-ready" for future contingencies.




CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFrAIRS TRAINING; JCINT INFORMATION BUREAU (JIB)
SKILLS; MEDIA ESCORT :

TITLE: PUBLIC AFFAIRS TRAINING FOR JOINT CONTINGENCY OPERATIONS

CBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 1

Public Affairs personnel did not always have
the skills required to cperate in a joint
command environment.

Many Public Affairs personnel, used to escort
media throughout the AOR, did not know the
proper way of doing so. Frequently PA escorts
knew little more about the mission they were
escorting the media to then the media did.
While operational lessons-learned were incor- .
porated into operaticnal flying programs almost
from the onset of the deployment, PA lessons-
learned were not relayed to follow-on PA per-
sonnel arriving in country.

Without the necessary media escort training for
JIB-supporting PAs, PAs were unable to provide
quality, professional escort of news media
during the cperation. Military/media interface
was not always established, and, consequently,
opportunities for media coverage of mission
support and accomplishments were too frequently
lost.

DOD/PA needs to identify training requirements
for joint operations Public Affairs offices.
Emphasis should be placed on the joint nature
of the PA mission and proper media "handling"
techniques. MAJCOMs should provide training to
Public Affairs personnel, both for bare-base
operations and for joint bureau support, pricr
to any future operations and on a periodic
refresher basis when once firmly established.



CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS TRAINING; BARE~BASE OPERATIONS; PURBLIC
AFFAIRS EXPERIENCE

TITLE: MID-LEVEL PUBLIC AFFAIRS OFFICER TRAINING

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Many deployed Air Force mid-level Public
Affairs officers were inexperienced in cpera-
tions in a joint environment. This manifested
itself in their unfamiliarity with techniques
for providing media training to potential
interviewees and an unawareness of how to pri-
coritize efforts for bare-base Public Affairs
operations.

Air Force Public Affairs Officers enter the
career field as junicr officers, and receive nc
additional formal training following the basic
officer course at the Defense Information
School (DINFOS). Training at DINFOS does not
currently address deployment or bare-base
Public Affairs operations. Consequently, many

 Public Affairs officers, the majority of whom

were junicr ranking, lacked the experience or
training to fully support their units of
assignment.

Some deployed Public Affairs officers had no
aircraft cperations background and were unpre-
pared to deal with operational issues. This
gituation was further compounded when the
Public Affairs officer deployed to support a
unit other than his/her parent stateside organ-
ization. As junior officers, many Public
Affairs officers lacked joint experience and
were even unfamiliar with command structure and
the coordination process., With limited media
experience, they were also unable to conduct
media training for deployed unit spckesmen,
increasing the likelihood that errors in fact
or inappropriate information would be received
by visiting media representatives.

Though SAF/PA Skills Enhancement Workshops are
available for first-time base-level Public
Affairs officers, detailed skills-oriented

45



'{SUBMITTED BY croyp 3

training ig necessary for ay) mid-leve] Public
Affajrg cfficers., ajr Um’.versity or DINFOS
should develop mid-level Ajir Force| pupjic
Affairs officer training Programs to Prepare
Public Affairg officers for future contingen-
i i not be
joint! arena;
bare-base contingency puplie Affairs opera-
tions; and media training technic;ue;s. The

has been completed, copies of training manuals,
handouts, ete., should be

deploying Public Affairg officer for reference
purposes,




CENTAF AFTER-ACTION CONFERENCE REPORT

EEYWORDS: PUBLIC AFFAIRS CRIENTATION BRIEFINGS; PRE-DEPLOYMENT
TRAINING FOR PUBLIC AFFAIRS

TITLE: ORIENTATION FOR PUBLIC AFFAIRS PERSONNEL

OBSERVATION: Deploying Public Affairs personnel were not
adequately informed, nor prepared, for joint
Public Affairs operations, different chains of
command, or specific host-nation sensitivities.

DISCUSSION: Lack of a formal in-briefing/orientation for
Public Affairs personnel assigned to the AQR
degraded their ability to successfully support
the unit mission. At headquarters level, this
omission impacted on the Air Force coentribution
to CENTCOM support. Confusion in the proper
chain of command resulted in multiple taskings
from outside the command, creating unnecessary

- work and ceonfusion in an already confusing
situation. Public Affairs staffs were placed
in a position of doing the best they could
under the circumstances, and hoping for the
best outcome for their efforts.

LESSONS LEARNED: Valuable time was lost by Public Affairs per-
sonnel as they attempted tc determine appro-
priate levels for release authority, hometown
media travel, security and policy review, and
overall Public Affairs guidance. Without
knowledge of sister services, Public Affairs
personnel were unable to support the entire
spectrum of mission or service components at
the deployed site. In many cases, the credi-

. bility of the Public Affairs staffers was dam-
aged due to the delays in releasing internal
information products resulting from security
and policy review misunderstandings. There was
a very strong potential for host-nation public
relations problems in matters such as religion,
female military members, etc., due to the lack
of higher headquarters guidance on these
issues,
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¥ GROUP 3

The Air Force component command Publ
staff must assume responsibility for in-brief-
ing al1 deployed Public Affairs officers and
NCOs as soon as possible after arrival in-
country. This briefing should include theater
Public Affairs policies, host-nation sensi-
tivities, and specific responsibilities| within
the chain of command. Each Public Affairs
officer and NCO would then be. responsible for
cross-feeding this informaticr *o other members
of their respective Public Affairs offices.

ic Affairs
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS MEDIA TRAINING; PUBLIC AFFAIRS SPOKESMAU
TITLE: MEDIA TRAINING FOR PUBLIC AFFAIRS PERSONNEL

OBSERVATION: Many deployed Public Affairs personnel were
unfamiliar with and unprepared for the possi-
bility of being the deployved site spokesman in
a media interview situation. Unsure of them-
selves, they were unable to adequately prepare
other base personnel to serve as spokesmen for
their units. At the Joint Information Bureaus
(JIBs), there existed a daily requirement to
media train senior cofficers involved in daily
press briefings and interviews.

DISCUSSION: Though deployed Public Affairs personnel were
experienced in working basic Public Affairs
issues comparable to those encountered back at
homestation, many individuals were not preparsd
to handle some media-related issues at deploved
units. Lack of training and experience in this
regard were the main factors contributing to
the problem.

LESSONS LEARNED: Though junior in rank to other staff agency
chiefs, many deployed Public Affairs officers
and NCOs found themselves as chiefs of the
deployed Public Affairs divisions. As such,
they were often expected to serve as spokesmen
for their units in addressing media representa-
tives visiting the deployed sites. With little
or no training or experience in this area, many
Public Affairs personnel avoided direct contact
with the media, or delegated the responsibility
to another member of their staff, Likewise,
little or no media training was provided to
other base officials who were dealing with the
media as Public Affairs personnel themselves
were not prepared toc do so. At the JIBs, some
Public Affairs perscnnel responsible for train-
ing the senior leadership seemed unsure them-
gselves as to what was the optimum media
response for these senior leaders to convey.
While there were some Public Affairs officers
at the JIB with obvious skill in media training
techniques and appreoaches, the manning in this



area was inadequate to handle the amount o
training required. Though no serious problems
were reported, the potential for security
breaches or misinformation from the debloyed
units to the media was high. Likewise,|the
potential for burnout rate at the JIBs would
have been significant if the operation had
continued for a greater length of time.

RECOMMENDED ACTION: Everyone in the Air Force is a potential media
spokesperson, especially Public Affairs| person-
nel. As the commander’s representative, we
need to be prepared to go before the camera at
any time and with limited notice. We also owe
it to commanders and their staffs to provide
sound advice to them on dealing with the media
they may encounter in their command roles. To
accomplish both of these taskings, SAF/PA and
MAJCOM Public Affairs should develop media
training programs for Public Affairs officers
and NCOs. The Defense Information School
should also expand on its basic media training
program with entry level Public Affairs train-
ees, with the emphasis on contingency support.
For JIB support, the joint command Public
Affairs functional managers should make every
effort to ensure that JIB tasking h.i.gh.l_li.qhts
the need for experienced media relations per-
sonnel. The Air Force Public Affairs func-
tional managers should endeavor to fill|JIB
taskings with personnel having such
qualifications.

SUBMITTED BY GROUP 3




CENTAF AFTER-ACTION CONFERENCE REPORT

KEEYWORDS: PUBLIC AFFAIRS TRAINING; PUBLIC AFFAIRS DEPLOYMENT

TITLE: PRE-DEPLOYMENT TRAINING FOR PUBLIC AFFAIRS PERSONNEL

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Some Public Affairs perscnnel deployed without
completing the necessary small arms and chemi-
cal warfare training. Others arrived in thea-

ter without the critical chemical warfare gear.

Throughout the operation, Public Affairs per-
sonnel arrived in theater ill-equipped to be
invelved in combat operations. Mobility train-
ing in small arms and the wear and maintenance
of chemical warfare gear was often not accom-
plished prior to arrival in the AOR. In this
known high-chemical-warfare~threat area, Public
Affairs personnel arrived without gear, and
resorted to finding equipment in theater from
far less extensive supply channels.

The lack of a mobility commitment for some com-
mands was the reascon given by Public Affairs
personnel for why they were not provided train-
ing or given the proper gear for the contin-
gency. Without the official justification or
authorization specified in a planning document,
Public Affairs personnel tock less priority in
the noticeably over-extended training and sup-
ply channels in the CONUS. Operational commit-
ments to the mission by the deployed unit’s
staff agencies, and the demands of daily mis-
sion support on Public Affairs persconnel effec~
tively eliminated the opportunity to receive
the necessary training from sources in theater

_during hostilities.

SAF/PA must expand the definition of mobility
support to encompass Public Affairs perscnnel
assets Air Force-wide. The most opportune way
of doing so is through contingency plan devel-
opment, where specific training and equipment
support is stated and required. MAJCOMs should
be responsible for ensuring all their Public
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SUBMITTED BY GROUP 5

Affairs personnel are combat-ready by incorpo-
rating mobility requirements intc MAJCOM sup-
port plans, and by managing the MAJCOM Public
Affairs mobility program through peribdic
reports from or inspections of field units.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC 'AE’FAIRS CONTINGENCY KITS; PACKS; PUBLIC AFFAIRS
SUPPORT EQUIPMENT

TITLE: DEVELOPMENT OF PUBLIC AFPAIRS CONTINGENCY KITS (PACKs)

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

There was no standardization in the development
of or requirement for PACKs to support Public
Affairs operations in the ACR.

With the exception of Tactical Air Command,
most supporting commands did not have compre-
hensive, detailed requirements for the develop-
ment and use of PACKs during the contingency.
Equipment packages for the other commands var-
ied from one command to the other, and, in some
cases, consisted of little more than a hand-
held briefcase with papers and pens carried by
the deploying Public Affairs staffer. With
little guidance on what to expect during the
deployment, PACK preparation, if considered at
all, was a "best-guess” attempt based on the
person’s experience in CONUS peacetime
operation.

Immediate Public Affairs operation on arrival
at the deployment site was all too often
unfeasible due to the unavailability of neces-
sary supplies and equipment. Lack ¢f standard-
ization, even among staffs that had fairly
well-prepared PACKs, resulted in multiple,
incompatible computer systems which prohibited
crogss~talk between the systems. Additionally,
many Public Affairs personnel, though computer
literate, had computer systems with which they
were unfamiliar. Refocusing of time and atten-
tion on learning the new software detracted
from the ability of the Public Affairs staffs
to provide immediate, timely, unit mission
support.

SAF/PA should establish specific standards for
the development of Air Force-wide PACKs. To
allow cross-talk between computer networks,
computer selection should be clearly defined
and not arbitrarily made by individual Public

(94
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Affairs offices. MAJCOM Public Affairs staffs
should ensure standardization in development
and content of the PACKs by including PACKs in
Public Affairs unit inspections. MAJCOM Public
Affairs should also establish the requirement
for standardized computer training for all
assigned Public Affairs personnel to permit
immediate computer use by deployed personnel on
arrival at deployed locations.

" | ||-. SUBMITTED| BY GROUP 5
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS MOBILITY EQUIPMENT; PUBLIC AFFAIRS
EQUIPMENT STANDARDIZATION

TITLE: PUBLIC AFFAIRS MOBILITY EQUIPMENT

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

There was no consistency or stendardization in
the types and amounts of egquipment available
for deployment with deploying Public Affairs
personnel., Many Public Affairs persconnel
deployed without equipment, while others
deployed with minimal or substandard equipment.

The Public Affairs deployment for DESERT SHIELD
was initiated without any standardization
existing as to the types or amounts of equip-
ment needed to support Public Affairs activi-
ties in the AOR. There were no checklists
available in some commands to ensure that the
proper equipment was deployed, nor was there
any established procedure for training on or
maintenance of any equipment that may have been
included in the Public Affairs Contingency Kit
(PACK}. Likewise there was no reference list-
ing for the types or amounts of expendable
equipment to be included in the kits, nor pack-
aging standards to preclude damage to equipment
or supplies in transit.

The Public Affairs missicon at many deployed
sites was hampered by a lack of equipment and
supplies. Coordination to obtain such equip-
ment from homestation was handicapped by the
requirement that the kits be unit funded. In
addition, there appeared to be no provisions
for identification of stocked PACKs for use by
deploying units. Coordination on critical
Public Affairs issues and timely release of
information to the news media was not always
possible because of inadequate or missing
Public Affairs office equipment and supplies.

SAF/PA should establish a standard checklist of
items required for PACKs and task MAJCOMs to
fund a specified number of PACKs in each com-
mand for deploying Public Affairs use. These
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CENTAF AFTER~-ACTION CONFERENCE REPORT

REYWORDS: PUBLIC AFFAIRS LOGISTICAL SUPPORT; PUBLIC AFFAIRS
TRANSPORTATION

TITLE: PUBLIC AFFAIRS LOGISTICS SUPPORT

OBSERVATION: Deployed Public Affairs staffs were hampered in
the performance of their duties by the lack of
legistics support for their activities. Though
this was significant in day-to-day operation,
its impact was more acutely felt in conjunction
with media visits to deployed sites.

DISCUSSION: Public Affairs personnel deployed to the AOR
faced many logistical problems minimizing, if
not preventing, them from satisfactorily pro-
viding their support to the unit mission. With
facilities and equipment in short supply in the
AOR and subject to airlift requirements, the
norm was for Public Affairs logistical needs to
take lower priority to the needs of the opera-
tional agencies and even some support agen-
cies. Transportation was difficult, at best,
to obtain; office space consisted in many cases
of a corner in the rear of a primary agency’s
tent; and communication equipment, including
facsimile machines, was "shared" with other
agencies. The overall affect was the minimiza-
tion of the importance of the Public Affairs
staff in overall mission accomplishment.

LESSONS LEARNED: Many Public Affairs staffs reported having
: difficulty obtaining vehicle support for

conducting Public Affairs business at their
deployed sites. When interviews occurred at
opposite ends of the installation, lag times in
"hitching a ride” or waiting on base bus trans-
port ate up valuable manhours of the already
undermanned staffs that could have been devoted
to other Public Affairs duties. Scrounging for
transport became professionally and persconnally
embarassing when it impacted on support pro-
vided for visiting media representatives. Lack
of access by escorted media to messing or bil-
leting facilities further estranged the media
frem the military community they came to cover
during the war. Both the Air Force and Public



15 RECOMMENDED ACTION:

Affairs were often perceived in a more negative
light in the critical first stages of contact
when the tone of media coverage can be hffected
by perceived slights or inadequacies. The lack
of adequate facilities in which to even est:ar:w-
lish the Public Affairs office also cc:nveyed
the impressions that Public Affairs personnel
were on "the second string,” and not as 'impc_ar-
tant to the success of the unit mission ‘as
other staff agencies. ;

Public Affairs Annex F to operaticonal céntin-
gency plans should include dedicated vehicle
suppert for the Public Affairs staff. The
vehicle should be justified in terms of sup-
port.mg news media escort, accomghshlng duties
in support of the internal information program,
and providing rapid response to the commander
in routine and emergency situations. Annex F
should also ensure that adequate office!|space
is available for the Public Affairs office to
conduct a satisfactory internal :mfnrmat.mn
program {i.e., produce a site newsletter cr
newspaper), provide media support (esce:rt and
news release activities), and be responsive to
any additional Public Affairs taskings deemed
necessary by the site commander. Site com-
manders should be encouraged in an appropm.at&
section in Annex F to allow visiting media to
use messing and billeting facilities while
covering the unit story at the deployed|site.
Legal representatives should be consulted
regarding reimbursement of expenses.
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CENTAF AFTER-ACTION CONFERENCE REPORT

REYWORDS: PUBILIC AFFAIRS COMMUNICATIONS; FIELD/HHQ COMMUNICATIONS
CAPABILITY

TITLE: PUBLIC AFFAIRS COMMUNICATIONS

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECCMMENDED ACTION:

SUBMITTED BY GROUP 3

Lack of dedicated communications assets
severely degraded the CENTAF Public Affairs
mission in the AOR. There were numerous delays
in coordinating news releases, responses to
query and visits by news media personnel.

Many deployed Public Affairs offices did not
have ready access to the commercial, secure or
tactical phones which are necessary for the
timely coordination of key Public Affairs
issues. No Table of Allowance authorizations
existed for purchase of critical communications
to support the Public Affairs mission.

The lack of access to dedicated communicaticons
systems hampered the ability of Public Affairs
personnel to meet mission requirements. Man-
days were lost because of inefficient "work-
arounds” necessary to support the unit mision.
The situation was further handicapped by the
lack of alternative communications networks
such as walkie~-talkies, cellular/satellite
telephones, high-speed facsimile machines, and
access to various commercial information/wire
services through electronic mail.

SAF/PA should ensure that communications sys-
tems, to include dedicated secure and tactical
phones, walkie-talkies, computer dial access,
and facsimile machines be added to the stand-
ardized Public Affairs Kits (PACKs) developed
for contingency operations. MAJCOMs should
ensure that communications equipment is
included in MAJCOM funding requirements, and
made an integral part of the prepositioned PACK
set-up.
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KEYWORDS: PUBLIC AFFAIRS TRANSPORTATION SUPPORT; MEDIA SUPPQRT

TITLE: PUBLIC AFFAIRS TRANSPORTATION REQUIREMENTS

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Lack of transportation for Public Affairsg
activities was a constant problem througheout
Operations DESERT SHIELD/DESERT STORM. The
impact was felt in several areas, with media
support being the most affected.

Though deployed commanders were generally
receptive to the transportation needs of their
Public Affairs staffs, when the combat opera-
tion intensified, Public Affairs transportation
requirements became of secondary importance.
Media interest in the same time frame, however,
inversely increased. The situation varied with
location, as rear deployed Public Affairs
staffs had more success and support for their
efforts, while there was greater difficulty for
those staffs closer to the battle area. Again,
the latter case normally resulted in the
greater media interest.

Air Force, unit and Public Affair credibility
was damaged by the lack of transportation sup-
port available for media escort. Significant
media coverage of unit operations was often
lost due to the inability of the Public Affairs
gtaffs to get the media to the right place at
the right time to do their stories. With dif-
ferent requirements for different media repre-
sentation (print versus broadcast), the trans-
portation problem was further compounded. What
should have been perceived as the Air Force
interested in and supporting media coverage of
the contingency for the public, was often
viewed as just toleration of a necessary evil.

SAF, MAJCOM and unit Public Affairs should
address transportation requirements in war
plans and Public Affairs annexes. Coordination
with same-level logistics staff agencies should
be initiated pricr to contingencies so that
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Public Affairs transportation needs,

supperting
both print and broadcast mediums, ca

tified by unir type codes in the
deployment document
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS MOBILITY; MOBILITY REQUIREMENTS; PUBLIC
AFFAIRS DEPLOYMENT PLANNING

TITLE: PUBLIC AFFAIRS PRE-MOBILITY PREPARATION

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

Because of the unexpected and c¢ften short
notice nature of DESERT SHIELD deployment,
Public Affairs personnel were not fully pre-
pared for immediate departure to the AOR.
Necessary mobility actions accomplished by
other support agencies often came as a surprise
to the personnel deploying in Public Affairs.

Though many Public Affairs officers and NCOs in
Tactical Air Command were identified for con-
tingency mobilization, other members of the
same staff, and Public Affairs personnel from
non-mobility commands such as Military Airlift
Command, were not. Early deployment actions
were fast and furious from CENTAF Rear Public
Affairs, with the intent being to have Public
Affairs support in place simultaneously with
arrival of the deployed command element. How-
ever, several deploying Public Affairs person-
nel were unable to respond as quickly as
intended due to the necessity to accomplish the
necessary mobilization requirements.

The mind-set that only TAC was deployable, and
the notion that only previously identified

Public Affairs personnel could be called up in
support of a contingency was quickly dispelled

when DESERT SHIELD deployment began. The man-

power requirements soon exceeded the available
pool in TAC, and unit integrity in support of
Military and Strategic Airlift Command assets
necessitated the call-up of Public Affairs
personnel never before identified for mobiliza-
tion, Though time was critical in positioning
Public Affairs support in theater with the
command element and prior to the arrival of the
media, delays were encountered as personnel all
rushed to get the requisite small arms and
chemical warfare training, chemical warfare
suits and desert fatigues, and official/
perscnal passports. Because of the steady

&7



buildup of the operation during DESERT SHIELD,
the delays did not have a serious, long-ternm
impact on overall Pupliwm Affairs supporr.
However, if the contingeacy involved a rapid

NDED ACTION: SAF/PA should make the determination and subse-

which the Air Force is a participant, MAJCOMs,
in turn, should ensure that all Public Affajirs
personnel are identified ag mobﬂization-ready
by requiring field Public Affairs staffs to
verify mobilization training and the 'availapil-
ity of perscnal obilization kits. If neces-
sary, this val.i.c‘.'a,ticn could be evaiuaf;ed in

¥
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS UTCS; PUBLIC AFFAIRS DEPLOYMENTS

TITLE: PUBLIC AFFAIRS "PACKAGE" DEPLOYMENTS

GBSERVATION:

DISCUSSION:

LESSONS LEARNED:

Deployment of the basic Public Affairs UTCs was
insufficient to meet the many needs that arose
at the deployment site. Additional commander
tasking required skills not available in the
XFFGl (Public Affairs officer) or XFFG2 (Public
Affairs NCOQ) UTC.

Most of the Public Affairs taskings were based
on covering the basic requirements for a Public
Affairs Officer (Gl) and an NCO (G2). In a few
instances, XFFG4 packages, which included one
officer, two NCOs and an information special-
ist, were deployed. However, the latter was an
exception. In many cases, administrative sup-
port had to be obtained from 702's elsewhere,
who were already overwhelmed. At the deploy-
ment sites, commanders often tasked Public
Affairs personnel to shoot still or video clips
for return to home stations, expecting a skiil
from these deployed personnel that they, more
often than not, did not possess.

Deployed Public Affairs personnel possessed the
Public Affairs AFSC and the skills developed to
handle Public Affairs matters. Photographic
capability is not required for the career

field. Consequently, personnel tasked to per-
form these functions often took considerable
time from their primary Public Affairs rcles to
develop even rudimentary photographic skills.
As many did not deploy with photography equip-
ment, Public Affairs personnel spent additional
time trying to obtain such equipment and then
learning to operate it well enough to produce a
product that met with commander approval. When
the commander requested photographic support
from Combat Camera, it was denied, compounding
the photographic support problem, and placing
greater demands on Public Affairs personnel to
satisfy the need.
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RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

Operation DESERT SHIELD/DESERT STCRM showed
that still and video photography are a grmr:.t’v
with deployed commanders. For future contin-
gencxes, the operational tasking command should
minimize the single person Gl and G2 deploy~
ments, and instead go with the standard package
Public Affairs UTC XFFG4 (which mclazdes admin-
istrative support), adding one 231XX Vldee’;' and/
or still photographer to the Public Affms
team. AFNEWS shculd coordinate with AAVS and
the Air Force component command to ensure that
photographic needs at the deployment site are
met by indi~ viduals qualified to perform that
function (AFSC: 231XX).




CENTAF AFTER-ACTION CONFERENCE REPORT

EEYWORDS: PUBLIC AFFAIRS DEPLOYMENT; UNIT INTEGRITY; PUBLIC
AFFAIRS MANNING SUPFORT

TITLE: UNIT INTEGRITY AND PUBLIC AFFAIRS PERSONNEL DEPLOYMENT

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

Deployment of Public Affairs personnel did not
consistently adhere to the concept of unit
integrity of support assets.

While deploying TAC Public Affairs personnel
were selected to support their respective
units, SAC and MAC units were often conglom-
erates of different active, Guard and Reserve
aircrews and aircraft. In some cases, the site
commander was assigned to a tenant unit at home
station which had no assigned Public Affairs
personnel. In these cases, the Public Affairs
officer or NCO working for the commander would
often be an unknown element to the commander
and not readily responded to by him as a pri-
mary member of his staff. :

Without the familiarity bred from daily inter-
action, commanders were more hesitant about
utilizing deployed Public Affairs assets from
another unit or command. Public Affairs per-
sonnel, on the other hand, experienced mission-
impacting resistance from their commanders at a
critical time in the operation. While the sit-
uvation improved over time as trust by the com-
mander was placed in his Public Affairs person-
nei, media and internal information opportuni-
ties were lost in the early days of the
deployment.

The operational tasking MAJCOM should endeavor,
whenever possible, to ensure unit integrity of
Public Affairs personnel. When circumstances
preclude this, i.e., lack of Public Affairs
personnel in the unit, deployment priority
should go to Public Affairs personnel having
weapon system familiarity with the systems of
the deploying unit. In the most extreme case,
Public Affairs perscnnel from the same MAJCOM
as the deploying unit should be selected.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS PERSONNEL; PUBLIC AFFAIRS DEPLOYMENTS

TITLE: PUBLIC AFFAIRS PERSONNEL DEPLOYMENT

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

In-theater Public Affairs manning was subiect
to limitations that restricted full utilization
of the Public Affairs manpower pool.

Inadequacies in the coordination process, limi-
tations on the use of Reserve Force personnel
and in-country manpower ceilings resulted in
unnecessary restrictions on the available man-
power pool to support contingency Public
Affairs operations. Though MAJCOMs Air Force-
wide did supply personnel to fill Public

Affairs billets, the pool of volunteers from
other than the major supporting commands, of
TAC, SAC and MAC was never conveyed to CENTAF
functional managers. AFMPC required that
sourcing come from active-duty resources until
these resources were depleted. Consequently,
the Reserve volunteer pool cculd not be uti~
lized. CENTCOM manning ceilings also prevented
the deployment of additional Public Affairs
personnel to support, in some cases, visibly
undermanned Public Affairs staffs.

Though Public Affairs manning was designed to
meet the most basic Public Affairs needs in
theater, additional manning would have
increased the capability and opportunity of the
deployed staffs to fully support their deployed
units’ missions. When manpower deficits were
noted, CENTCOM ceilings on the deployment of
additional personnel to the ACR prevented
CENTAF functional managers from responding to
the need. The restriction on the use of
Reserve Force personnel effectively deprived
Public Affairs of using verifiable Public
Affairs "experts", many of whom were estab-
lished in the media field in their civilian
capacities. Though early coordination was
lacking between CENTAF functional managers and
Air Force supporting commands on the availabil-
ity of a volunteer Public Affairs manpower
pool, CENTAF and SAF/PA did eventually develop
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RECOMMERDED ACTION:

SUBMITTED BY GROUP 5

an attrition reserve pool of Air E"orce-«-wxde
Public Affairs personnel. This pool was not
used, however, due to the limited casualty rate
in Public Affairs and the termination of }thta
conflict.

The Air Force component command Public Affairs
staff must have access to the full range Iof
Public Affairs personnel throughout the Air
Force to support future ccsnt.:.ngenc:.es. Thouqh
factors such as unit integrity and weapen sys-
tem familiarity must be driving factors :xfn per-
sonnel selection for deployment to best suppcrt
the deployed commander, unit and mission, con-
sideration should also be given to qualified
volunteers and experts in the Public Affairs
arena, regardless of active or reserve status.
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CENTAF AFTER~ACTION CONFERENCE REPORT

KEYWORDS: MANNING SHORTFALLS; DEPLOYED PUBLIC AFFAIRS MANNING
TITLE: COMMUNICATION OF PUBLIC AFFAIRS MANNING SHORTFALLS/EXCESSES

'OBSERVATION: Throughout Operations DESERT SHIELD/DESERT
STORM, many deployed Public Affairs offices
operated with misallocated personnel rescurces.
While some shops suffered from minimum manning,
others had more manning available than the mis-
sion of the deployed site required. Policy and
procedures for manning assistance were never
explained or fully understocd by deployed
Public Affairs personnel.

DISCUSSION: From the perspective of deployed Public Affairs
personnel, there appeared to be little consis-
tency in the match~up of Public Affairs manning
with the requirements of the deployed site.
While sites with host-country media prohibi-
tions (Oman) were able to function with suffi-
cient manpower to handle internal information
programs only, other sites without such media
prohibitions (UAE) found manpower inadequate to
handle both the media and internal
requirements.

LESSONS LEARNED: Manpower limjtations in multi-program Public

* “ Affairs offices, difficult from the onset of
the operation, were compounded once hostilities
broke out and 24-hcur manning was required by

v site commanders. With only two personnel
assigned to most sites, even maintaining an
active internal information program resulted in
7-day work-weeks and 1l2-hour-or-more work-days.
As a result of the manning shortage, media/
internal opportunities were lost in the priori-
tization of Public Affairs responsibilities by
deployed Public Affairs personnel.

RECOMMENDED ACTION: The Air Force component command Public Affairs
for future contingencies should give serious
consideration to increasing Public Affairs man-
power allocations. At a minimum, two officers
and two enlisted personnel should be assigned
to each site, assuming a media/internal
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'MITTED BY

ENESINEN

approach to Public Affairs.

the staff to handle initial Public Affair
taskings, as well as provide backup man

24-hour-a-day operations.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: AFRES/PA SUPPORT; ANG/PA SUPPORT; PA DEPLOYMENTS

TITLE: ACTIVE DUTY, GUARD AND RESERVE PUBLIC AFFAIRS RELATIONSHIPS

OBSERVATION:

DISCUSSION:

LESSONRS LEARNED:

o

RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

Sourcing MAJCOMs experienced difficulties in
initiating Public Affairs deployment action of
their assigned Guard and Reserve Public Affairs
assets.

Sourcing MAJCOMs reported difficulties when
they attempted to deploy MAJCOM-gained Guard
and Reserve Public Affairs personnel. Since
the objective was to have unit integrity to
ensure weapon system familiarity, functional
managers attempted to recall types (officers,
NCOs) and guantities of personnel from these
units to best support the deploying sguadrons
or wings. This objective freqguently did not
match the personnel assets available.

Due to a lack of understanding by the support-
ing MAJCOM functional managers as to which
Reserve Force Public Affairs personnel were
available and where they were assigned, there
were disconnects in Reserve Force sourcing. In
several cases, functional managers contacted
deploying units for specific ranks or individ-
uals only to learn the rank was not present in
the unit’s Public Affairs manning, or the indi-
vidual was no longer assigned.

MAJCOM functional managers should know what
Guard and Reserve assets they have available to
them, and maintain current rosters of names,
ranks, addresses, phone numbers and training
status of MAJCOM~gained Public Affairs person-
nel. Contact should be established and main-
tained with both Guard and Reserve Public
Affairs headquarters to ensure data reflects
current Reserve Force Public Affairs manning.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS RANKS; EXPERIENCE-LEVELS OF DEPLOYED
PUBLIC AFFAIRS PERSONNEL

TITLE: IMPACT OF RANK AND EXPERIENCE LEVELS OF DEPLOYED PUBLIC
AFFAIRS PERSONNEL

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

Generally speaking, Islamic/Persian Gulf area
officials were. very rank conscious.and sensi-
tive about dealing with individuals they con-
sidered to be of inferior ranking or prestige.

Vital communications and contacts with key
host-nation officials were hampered by the
emphasis placed on senior ranking status by
these officials. Host-nation officials were
reluctant to deal with many deployed Public
Affairs personnel, even though they were chiefs
of their respective offices, because of the
cultural norms equating status of the person
being visited with respect for the visitor.

Public Affairs personnel, the majority of whom
were junior enlisted and officers, faced many
unnecessary difficulties operating within the
constraints of the Arab society. Programs were
delayed or not even initiated because of lack
of host-nation support resulting from their
unwillingness to deal with perceived "inferi-
ors." Unless a higher ranking mediator ran
interference, Public Affairs personnel were not
able to fully support their respective deployed
commanders or the unit’s mission.

The tasking operational MAJCOM should make
every effort to request MAJCOM sourcing within
the context of host-nation sensitivities or
cultural expectations. Sourcing MAJCOMs should
follow suit when selecting personnel to fill
deployment billets. Sourcing MAJCOMs should
also ensure deploying Public Affairs personnel
are aware of the expectations of their host
countries, and the different approaches they
could take to work within the constraints,

i.e., utilize their wing commander or his staff
agency heads for host-nation rapport.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS MANNING; PUBLIC AFFAIRS TASKINGS

TITLE: EFFECTIVENESS OF DEPLOYED PUBLIC AFFAIRS PERSONNEI, WITHIN
THE CONTEXT OF CONTINGENCY TASKINGS

OBSERVATION: Increased workloads and extended hours required
for DESERT SHIELD/DESERT STORM support often
out-stripped the capacities of the minimally-
manned Public Affairs staffs.

DISCUSSION: Combining the normal output of Public Affairs
with the increasing demands resulting from
contingency operations, many Public Affairs
personnel found themselves unable to keep up
with the pace. Dedication to duty and pride in
their Public Affairs role were often negated by
internal (commander-directed) or external
(higher-headquarters-directed) taskings that
exceeded the number of personnel assigned to
the individual staffs.

LESSONS LRARNED: In the best of situations, minimally-manned
Public Affairs staffs were often mismatched
with the workload of their deployed sites,
particularly at sites with high media interest
and access. In worst case scenarios, addi-
ticnal duty taskings for historical photog-
raphy, protocol support and comparable com-
mander requests resulted in the inability of
the Public Affairs staff to adeguately perform
its duties.

RECOMMENDED ACTION: A mimimum of two individuals at small, non-
media accessible sites, should be sent to sup-
port contingency requirements. In all other
cases, the minimum should be two officers and
two NCOs, the rationale being in two parts: to
accommodate the demands of contingency opera-
tions, and to provide adequate manning to main-
tain two shifts of Public Affairs staffers
under 24-hour-a-day conditions, a very real
probability during combat operations. The Air
Force component command Public Affairs func-~
tional managers need to closely coordinate with
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Reserve and Guard Public Affairs counterparts
to ensure Reserve Force manmng, if utJ.ll.zed
meshes intoc manning criteria, i.e., weapen sys-
tem familiarity, rank structures, etc. The Air
Force component command Public iaAffairs lelement
in country should incorporate such subjects as
work-pacing and total force utilization into
in-briefings to newly deployed Public Affairs 13
personnel. !

o

SUBMITTED BY GROUP 2
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CENTAF AFTER-ACTION CONFERENCE REPORT

EKEYWORDS: CENTAF PUBLIC AFFAIRS MANNING; CENTAF FORWARD PUBLIC
AFFAIRS

TITLE: CENTAF FORWARD PUBLIC AFFAIRS ASSIGNMENTS

OBSERVATION: Given the wide scope of responsibility for man-
agement of in-theater Public Affairs resocurces,
CENTAF Forward Public Affairs was inadequately
manned and ranked.

DISCUSSION: Although the working relationships between
CENTAF Forward Public Affairs and the CENTAF
Forward commander were no less than outstand-
ing, working relationships between CENTAF
Forward and Rear Public Affairs, the Joint
Information Bureaus and the deployed Public
Affairs offices were less than satisfactory due
to manning shortfalls and rank representation
of key staffers. While the Navy and Marine
Public Affairs directors were 0-6 equivalents,
and the Army an 0-5, the Air Force director was
an 0-4. Other service Public Affairs staffing
consisted of between 12 and 15 personnel, while
Air Force staffing at the CENTAF Forward Public
Affairs office, at its peak, was only six. Of |
this complement, the staff ranking was an 0-4-
select deputy, one captain, two NCOs and one
administrative assistant.

LESSONS LEARNED: Inadequate manning to handle all the responsi-
bilities involved in deployed Public Affairs
impacted on the amount and quality of support
that CENTAF Forward Public Affairs could pro-
vide to the deployed Public Affairs shops, and
the esgential contact and crossfeed on their
behalf between forward and rear Public Affairs
staffs. It was perceived by field personnel
and non-deployed MAJCOM/PA staffs that inade-
guate rank impacted on the interface between
CENTCOM Public Affairs and the Air Force compo-
nent command Public Affairs element in the
AOR. Though an internal information team
deployed to join the CENTAF Forward Public
Affairs staff, the deployment occurred in
January, well into the operation and well after

83



e

AT TR il

RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

the field Public Affairs offices were estab-
lished and attempting to function. Demands on
the internal team for support throughout: the
AOR made their contributions to CENTAF Forward
public Affairs management marginal, at best.

i

|
i

SAF/PA and the Air Force component command
Public Affairs functional managers should
ensure that the Air Force component cominand .
Public Affairs forward element staff is suffi-
ciently manned from the very onset of the
deployment. At a minimum, the staff should
have at least 6 people assigned, headed by a
colonel/lieutentant colonel, with a lieutenant
colonel/major as deputy. The staff should be
augmented by sufficient officers and enlisted
public Affairs specialists and administrative
assistants to allow 24-hour-a-day operations in
support of local and field requirements.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: CENTAF PUBLIC AFFAIRS MANNING; PUBLIC AFFAIRS MANAGEMENT

TITLE: NEED FOR FULLY MANNED AIR FORCE COMPONENT coumv PUBLIC
AFFAIRS OFFICE

OBSERVATION: Inadequate manning levels at CENTAF (Forward)
PA created guidance, coordination and communi-
cation probleme for deployed Air Force wings
and Public Affairs officers. As a result,
there was a significantly downgraded support
system for deployed Public Affairs offices and
personnel.

DISCUSSION: There appeared to be no central management of
Public Affairs resources in theater. To obtain
information on the conducting of Public Affairs
activities, deployed Public Affairs personnel
oftentimes resorted to dealing with CENTCOM or
Joint Information Bureaus to fill the void
created by the perceived lack of Air Force
Public Affairs leadership in country.

LESSONS LEARNED: With information being misdirected to the
wrong Public Affairs channels, rather than
through an in-theater component command Public
Affairs channel, manning needs required for
media support and a strong internal information
program were not met. Deployed Public Affairs
personnel had to juggle their own time and
manning to meet the demands on their resources.
Because of the lack of a support system at the
headquarters due to minimal manning, Public
Affairs personnel suffered from the lack of
timely guidance for Public Affairs actions;
were unable to funnel prime media coverage
ideas theater-wide; and missed opportunities to
cover significant aspects of the Air Force mis=-
sion. Overall, in-theater Public Affairs
efforts lacked coherency and focus.
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RECOMMENDED ACTTON:

SUBMITTED BY GROUP 1

Future SAF/PA Public Affairs contingency plans
must include manning requirements for filling
the Air Force component command Public Affairs
forward element as well as deployed base!Public
Affairs offices. Equipment and deployment
requirements should be specified in as much
detail as practicable, and be part of the lover-
all operational responsibility of the Air Force
component command Public Affairs forward
element in order to provide centralized manage-
ment of Public Affairs activities in theater

throughout all facets of the contingency.
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CENTAF AFTER-ACTION CONFERENCE REPORT

EKEYWORDS: JOINT INFORMATION BUREAU MANNING; AIR FORCE PUBLIC
AFFAIRS SUPPORT FOR JOINT INFORMATION BUREAUS

TITLE: JOINT INFORMATION BUREAU (JIB) ASSIGNMENT

OBSERVATION: The three JIBs - at Riyadh, Dharhan and Dubai -
were initially run by Navy leadership. The
highest ranking Navy representative was a
captain, while the highest ranking Air Force
member at any JIB was a lieutenant colonel.

DISCUSSION: Many Air Force personnel assigned to the JIBs
felt they did not receive equitable treatment
because of Air Force’'s lack of rank representa-
tion. Deployed Air Force Public Affairs per-
sonnel highlighted inappropriate usage of Air
Force resources, and less media coverage of Air
Force operations.

LESSONS LEARNED: Overall consensus of deployed Public Affairs
personnel assigned to the JIBs was that the Air
Force was handicapped by not having an 0-6
Public Affairs representative at, at least, the
CENTCOM headquarters JIB in Riyadh. After-
action reports and verbal feedback referenced
misuse of Air Force manning (e.q., using senior
Public Affairs NCOs as drivers and administra-
tive assistants), resistance to suggestions for
coverage of Air Force operations, and frequent
"jumping” of command channels, with CENTCOM
JIBs bypassing CENTAF/PA and going directly to
deployed sites with taskings.

RECOMMENDED ACTION: During future contingencies, the Air Force com-
ponent command Public Affairs director needs to
ensure Air Force rank at the main JIB support-
ing the deployment, if not at all JIBs in
theater, is commensurate with that of sister
services. The senior Air Force component com-
mand Public Affairs officer should also be of
the appropriate rank to deal more effectively
with his/her counterparts at the joint command
headquarters.

SUBMITTED BY GROUP 4
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CERTAF AFTER-ACTION CONFERENCE REPORT

RKEYWORDS: ROTATION POLICY; PUBLIC AFFAIRS ROTATIONS
TITLE: CENTAF/JIB ROTATIONS

OBSERVATIONS: There appeared to be no consistency in the
rotation of Public Affairs personnel from the
varying assignments in the AOR. Personnel at
different sites (JIB and field) and from
different supporting MAJCOMs often rotated on
different schedules across the Public Affairs
career field.

DISCUSSION: As DESERT SHIELD evolved into DESERT STORM,
Public Affairs personnel were rotated back to
CONUS for no apparent reason and without regard
to time spent in country. Some JIB personnel
rotated between 90-120 days. Public Affairs
personnel from other supporting MAJCOMs, most
noticeably MAC, also rotated earlier than those
in TAC. Resentment among Public Affairs
personnel was evident.

LESSONS LEARNED: Different rotation policies contributed to
morale problems, not only among Public Affairs
personnel, but throughout the deployed contin-
gent. Deployed personnel were not always aware
of commander~-directed rotations, emergency
rotations and possible higher headquarters pol-
icies. As morale decreased, mission accom-
plishment and the momentum to do so became more
difficult. The resulting vacuum of information
was filled with speculation and assumptions
that certain people were favored over others,
certain people were forgotten, or that higher
headquarters did not have a handle on the
perscnnel deployed in theater. Commander-
directed redeployment also produced a "domino
effect" on replacement personnel back in the
CONUS. Rotations had to be initiated out of
cycle using personnel allocated to fill other
positions. Voids created by commander-directed
rotations based on his belief the Public
Affairs staffer was no longer needed were often
required to be refilled again at a later date
when circumstances in country changed.
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ACTION:

GROUP 4

Public| Affairs assignments should be consis-

tent, not only across the spectrum of field

units to JIBs, but from one supporting MAJCOM

to another.

DOD should establish an open-ended

deployment policy at the onset of the operation
without personnel orders stating or J.mplylnq a
specmc return date. Barring emergency rota-»
tions back to CONUS, commanders should adhere

to the stated DOD policy, and not readj}usi"

rotations without consulting with the Air Force
component command Public Affairs funct.mnal

managers.

90

T ENAN

I



CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: CONUS BACKFILL; MANNING AUGMENTATION

TITLE: STATESIDE BACKFILL FOR DEPLOYED PUBLIC AFFAIRS PERSONNEL

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 4

CONUS Public Affairs evidenced little curtail-
ment of activities during Operations DESERT
SHIELD/DESERT STORM. Business was expected to
go on as usual, even though staffing in already
small offices was significantly reduced by
deployment of personnel.

Public Affairs activity during the contingency
did not correspond to manning available at
CONUS bases. In the optimum situation, routine
media and community relations, and internal
information programs continued as before, only
with personnel carrying extra werkloads while
the primary person in charge was deployed. In
worst case situations, the contingency resulted
in increased Public Affairs activities as
attention had to be given to more involved
family support action and the increased local
media interest resulting from the deployment of
base personnel.

Doing much more with less became the norm in
Public Affairs during the contingency. Though
some commanders requested backfill assistance,
most did not, yet they maintained the same or
greater momentum for their Public Affairs
gtaffs. Continued backfill by reducing one
Public Affairs staff to augment another would
have, in the long run, compounded the problem.
MAJCOM taskings also continued with no apparent
consideration given to the reduced manpower at
the CONUS sites.

MAJCOMs need to reprioritize their field task-
ings during operational contingencies. MAJCOMs
should alsc encourage commanders to do the same
through operational, not just Public Affairs,
channels. If backfill is necessary, individual
mobilization augmentees from the Reserve forces
should be used to the maximum extent possible.
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CENTAF AFTER-ACTION CONFERENCE REPORT
KEYWORDS: MEDIA GUIDELINES; MEDIA POOLS; MEDIA TRAINING
TITLE: MEDIA GUIDELINES AND THEIR ENFORCEMENT

OBSERVATION: Media were not prepared or equipped to go into
the war zone, While guidelines were set for
them, the media, more often than not, did not
adhere to them. This was most noticeable in
the structure of the media pool, which was too
rigid to accommodate the needs of the varying
media sources represented, and which was
eventually disbanded.

DISCUSSION: Many problems surfaced regarding media coverage
of the desert war. PAs repeatedly encountered
difficulties responding to the sometimes con-
flicting needs of print versus electronic media
representatives. Rather than tailoring the
media pool to the story or issue best suited to
a particular type of media, pools were devel~
oped with representatives of several different
affiliations as the primary focus. Further
compounding media handling, not all members of
the media came to the AOR equipped with chem-
ical warfare gear or protective clothing. As
the Joint Information Bureaus were not equipped
to respond to this need, equipment had to be
secured locally by the JIB, increasing the
demands already placed on them for media han-
dling. Finally, while media were aware of the
"rules of engagement” while in theater, media
repeatedly ignored the rules while in pursuit
of their stories.

LESSONS LEARNED: Policy guidelines are totally ineffective if
there is no enforcement of them, which was the
case with the media violations in DESERT
SHIELD/DESERT STORM. Safety and security of
individuals and operations were constantly
jeopardized, so much so that in the case of Bob
Simon and his CBS crew, the vioclation could
have been deadly. The rigidity of the media
pool may have contributed to the media viola-
tions as the press was not getting the stories
or the opportunities to pursue the stories they
wanted under the constraints of the DOD-estab-
lished pool. With the lack of equipment, i.e.,
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chem gear or protective clothing, an actual
chemical attack in the media coverage areas
could, have been catastrophic.

DOD needs to rethink pool composition for
future conflicts, refocusing the emphasis' an
story line versus affiliation. At a minimum,
Joint, Information Bureaus should be allowed the
flexibility of adapting the pool concept to the
theater and situational environment. Once
guidelines have been established’ for the press,
DOD, needs to allow theater commanders to
enforce the guidelines and take appropriate
steps when violations occur, i.e.; prohibition

of further coverage from the war zone by the
offending media representative or affiliation.
For the protection of the press,:DOD needs to
establish a table of allowances to equip the
JIBs with issue items for media while in
theater. Joint Public Affairs operations plans
should develop procedures for the issuing of
and. return from the press of protective equip-

ment 'while covering the hostilities.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: COMBAT CAMERA; GUN CAMERAS; CENTAF ORIENTATION FLIGHTS

TITLE: LACK OF AIR WAR VIDEO AND AUDIO PRODUCTS FOR MEDIA USE
DURING DESERT SHIELD/DESERT STORM

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

During the operation, media frequently
expressed discontent with the lack of adequate
combat video and audio products. Tight control
was exerted on camera footage and methods to
acquire, review and release the footage were
not available.

The nature of the air war was such that it
became impossible for news media to adequately
cover all of the operations. Consequently,

they depended heavily on the military for video
coverage opportunities. While the potential
existed for production, approval and release
mechanisms to be organized to effect timely
release of products to the press, the potential
was never realized. Elevated release authority
reguirements impacted on timely transfer of
"news" items to the media. While field Public
Affairs personnel could approve release of news
media photos, they could not make release of
Air Force-produced video or audio products.

Many excellent media opportunities to tell the
"Air Force story" were lost due to the limita-
tions imposed on video/audio material in the
AOR. Media were unable to do timely stories on
fighter and bomber pilots in the early stages
of the war, creating an information void on the
homefront, and setting a negative starting tone
for media/military interaction. While orienta-
tion flights could have resolved the issue of
releasing Air Force audio/video products to the
press, orientation flights could have been
increased, giving the media greater opportunity
to relay their own first~person accounts of the
combat. Without actual footage of the "heat of
battle,” media expectations of what the war
would be like, and the public’s view of the
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RECOMMENDED ACTION:

SUBMITTED BY GROUP 1

same, did not match the reality of what
occurred., Media pools eventually disbanded
when the media realized the possibilities of
video release had "dried up.”

DOD must allow wartime information and groduct
release authc:rl’:;}@r to remain in the hands|of
home station and deployed Public Affairs offi-
cers to satisfy informational needs of both
stateside and depleyed locations. As photog-
raphy is a signifificant means of confirming
success stories related in briefings and!
interviews, the unified and component command
should establish a clearance structure to
ensure Public Affair personnels gain acqess to,
review, clear and release appropriate battle
damage assessment and gun camera footaqei
Local-level approval should be allowed on unit-
specific gun camera release within quldeh.nea
established by the Air Force component command.
The Air Force component command Public Affairs
office, in conjunction with the joint command,
should also develop opportunities for the media
to cover the air war through such meana as
orientation flights and gun camera footage.
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CENTAF AFTER-ACTION CONFERENCE REPORT

EEYWORDS: MEDIA ESCORT; JOINT INFORMATION BUREAU (JIB) MEDIA;
JIB/DEPLOYED SITE INTERFACE

TITLE: CENTCOM JIB MEDIA ESCORT

OBSERVATION:

DISCUSSION:

LESSORS LEARNED:

RECOMMENDED ACTION:

The CENTCOM JIB at Riyadh did not consistently
provide escort resources, i.e., manning and
transportation, to and from deployed sites
scheduled for media visits.

Deployed sites tasked to support media visits
by the CENTCOM JIB were often required to
arrange for the pickup, delivery and escort of
the media to the site. In many cases, that
involved traveling to the JIB or the media’s
location to transport the representative to
the site, then returning him/her back to the
starting point when the visit concluded.

Most of the deployed Public Affairs offices
were not adequately staffed to take on this
added responsibility, in addition to their own
media escort and transport when at the site.
Transportation support was difficult, if not
impossible, to obtain for daily routine Public
Affairs activities, let alone for media escort
external to the operation of the site. While
escort and transport, though challenging,
could have been arranged while at the deployed
location, using limited Public Affairs manning
to obtain and take a vehicle off base for
non-operational use compounded the situation
for Public Affairs staffers. Air Force credi-
bility with the media, and Public Affairs
credibility with their support agencies at
deployed sites were both negatively affected.

JIBs, despite their own internal pressures and
problems, must provide escort and transport
for their own taskings tc and from deployment
locations. Once on site, the responsibility
for media escort and/or transport belongs to
the site Public Affairs staff. Coordination
needs to be made between JIBs, the Air Force
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SUBMITTED BY GROUP 4

component command Public Affairs staff, and
te PRIOR to the media visit to

ng and transportation

the deployed s
take into account mannl

availability in the time frame requested by

the JIB.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: REGIONAL MEDIA TRAVEL; NEWS MEDIA TRAVEL; MEDIA VISITS

TITLE: REGIONAL MEDIA TRAVEL TO THE ACR

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

During Operations DESERT SHIELD/DESERT STORM,
guidance, approval and procedures for regional
media visits were in a constant state of flux.
Some visits were approved; some deployed with-
out approval; and some did not get off the
ground.

Regional media started deploying with units and
on MAC aircraft before procedures were estab-
lished and implemented. Host nations con-
stantly changed procedures for allowing media
to visit various deployed sites. No one orga=-
nization was set up to work the deployments in
the AOR., Some deploying media had no hometown
tie to the deployed forces and were looking for
"free tickets" to the AOR. Approval types
(theater, country, base) and level (DOD,
CENTCOM, CENTAF) were unclear. Units/aircraft
bringing regional media were unsure of the
units they intended to visit. Some locations
had no responsible agency to work the visit.

Regional trips went to those who worked through
the problems and persevered or those who came
anyway, unannounced, without coordination.

Host nations were angered over lack of control
over regional media. Regional media showed up
at bases unannounced. Several visits at the
same time to one location were unavoidable. A
lack of guidance left media wandering around,
in some cases, unescorted. Some media were
treated royally, and others shunned.

DOD needs to establish, early on, which
countries are allowing media, and identify
unique requirements and procedures. Theater
and country clearance should be delegated to
theater Public Affairs personnel, and base
clearance delegated to the Air Force component
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command Public Affairs forward element, based
on co:ordination with the deployed unit Public
Affairs contact. All procedures ‘should be
spelled out in guidance by theater Public
Affairs prior to any regional deployment.
Specigal procedures must be established for
travel where there is no unit tie (who supports
and how).
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CENTAF AFTER~ACTION CONFERENCE REPORT

KEYWORDS: DESERT DEFENDER; CENTAF NEWSPAPER

TITLE: DPESERT DEFENDER DEPLOYMENT NEWSPAPER

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 2

Cutdated information and slow receipt of the
DESERT DEFENDER in the AQOR impacted on its
value as an internal information asset.

More often than not, cutdated information was
being conveyed to the AOR via the DESERT
DEFENDER due to lag times in delivery of the
product to deloyed sites. Content was consid-
ered heavily senior-leadership oriented, and of
little interest or value to the troops in the
field. (Note; A DESERT DEFENDER readership
survey indicated 75.5% rated the newspaper ade-
gquate to valuable in keeping them informed on
Air Force matters in general. Audience orien-
tation was not measured.)

Though overall information in the DESERT
DEFENDER was good, its timeliness and perceived
focus on senior leadership made it less valua-
ble to the readership, composed predominantly
of junior officers and enlisted personnel.
Changing mail delivery points and differing
distribution methods from one deployed site to
another made the publication less effective.

If a command newspaper is to be developed for a
contingency, staffing and printing capability
should be deployed to the field and collocated
with the Air Force component command Public
Affairs forward element. This would increase
the timeliness of the product and make it more
cost-effective. It would also allow greater
control over delivery and distribution. If
collocation is unfeasible, alternative siting
in an adjoining country is the next best
option.
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: AFNEWS/CENTCOM NEWS SERVICE

TITLE: AFNEWS/CENTCOM NEWS SERVICE SUPPORT

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 2

Although started too late, AFNEWS/CENTCOM News
Service support was one of the "success"
stories in Operations DESERT SHIELD/DESERT
STORM.

Both services proved invaluable to deployed
Public Affairs staffs in getting information
out to the deployed troops. Material from both
sources was frequently used in deployed unit
newsletters and sometimes displayed on Public
Affairs bulletin boards.

Everything seemed to work well with both AFNEWS
and CENTCOM News Service, though the latter was
ocassionally less timely than the former. Mes-
sage format was expedient. The only complaint
was CENTCOM’s policy of not running bylines on
news service stories.

The Defense Information School should incorpo-
rate mandatory rather than optional computer
training into the Public Affairs entry-level
program. MAJCOM Public Affairs can then build
on this foundation with supplemental or
refresher training during the reassignment of
Public Affairs officers or enlisted personnel.
Joint command officials should refrain from
removing by-lines from published stories as
these serve to identify the origin of the
articles and provide greater credibility to
readers.
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CENTAF AFTER~ACTION CONFERENCE REPORT

KEYWORDS: CENTAF PUBLIC AFFAIRS DIGEST

TITLE: THE VALUE OF THE CENTAF PUBLIC AFFAIRS DIGEST AS AN
INFORMATION TOOL

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 2

The CENTAF Public Affairs Digest did not meet
the needs of the deployed Public Affairs per-

sonnel supporting Operations DESERT SHIELD/

DESERT STORM.

Intended as a means of getting useful CENTAF-
oriented information out to the field, the
digest was initiated in November 1990. Inputs
concerning media, internal information, man-
power and support, and tracking lists of
deployed Public Affairs personnel were included
in its content. Copies of the digest were
mailed to all deployed Public Affairs offices.

As an information tool, most deployed Public
Affairs personnel did not find the information
useful or meaningful to their deployment situa-
tion. Digests ran afoul of the same distribu-
tion problems as the DESERT DEFENDER, or were
not received at all by their intended

addressee. In the latter case, several

deployed Public Affairs personnel were not even
aware of its existence.

Discontinue this type of product to disseminate
information to deployed field Public Affairs
personnel, as improved communication links,
such as electronic mail, would adequately
achieve the same intent.
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CENTAF AFTER-ACTION CONFEREHCE REPORT

KEYWORDS: EUROPEAN STARS AND STRIPES; DEPLOYMENT NEWSPAPER
PRODUCTS

TITLE: EUROPEAN STARS AND STRIPES

OBSERVATION: Eurcpean Stars and Stripes served as a valid
information source for deployed personnel.

DISCUSSION: Though often late in transmittal to the AOR,
European Stars and Stripes served as a func-
tional outlet for information-starved deployed
personnel. For several months it was the only
information source from the "outside" available
to some deployed sites. An additional point in
its favor was that the troops viewed it as a
meaningful source of information because its
content consisted of stories about the deploy-
ment and the troops who supported it. It also
covered a wide range of news topics, particu-
larly from the United States.

LESSONS LEARNED: Though meeting most of the positive require-
ments for an information source, the delay in
getting it established in-theater was consid-
ered a negative factor.

RECOMMENDED ACTION: Future contingencies should include immediate
: delivery of the particular Stars and Stripes

available (Eurcpean or Pacific) to the deploy-
ment location. With an anticipated large
readership, consideration should be given to
increasing the circulation in the deployment
area so that more personnel have access to it.
The Air Force component command or supporting
command Public Affairs elements should maintain
requirements listings and assist in getting the
paper distributed to all deployed sites.

SUBMITTED BY GROUP 2
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CENTAF AFTER~ACTION CONFERENCE REPORT

FEYWORDS: ARMED FORCES RADIO AND TELEVISION SERVICE (AFRTS)

TITLE: DELAYED IMPLEMENTATION OF AFRTS SUPPORT

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

The apparent delay in CENTCOM's request for
AFRTS support directly affected the services
provided by AFRTS, and the use of this valuable
information tool by deployed Public Affairs
staffs. After AFRTS services were requested,
CENTCOM provided minimal logistics and opera-
tional support to maintain radic and television
operations.

The use of AFRTS by CENTCOM was viewed as an
afterthought by AFRTS and Public Affairs per-
sonnel. Though AFRTS support in the form of
mini-TVs, Armed Forces Satellite-Transmitted
Radio Service {AFSTRS), transportable, over-
the-air broadcasting services via portable
AFRTS contigency vans and satellite network
(SATNET} was offered in mid-August of 1990,
CENTCOM did not initiate the request until
mid-September., For AOR areas outside of Saudi
Arabia, AFRTS support was never regquested at
all,

Contingency planning did not include AFRTS in
command information requirements. The delay by
CENTCOM in requesting AFRTS support for Opera-
tion DESERT SHIELD directly affected services
provided during DESERT STORM. AFRTS was not
available to provide command information, news
and entertainment broadcasts to several areas
in the AOR.

SAF/PA, through AFNEWS, should include AFRTS
contingency plans and support in the basic
Public Affairs contingency plan. An AFRTS
representative should deploy with the initial
cadre of the Air Force component command Public
Affairs staffers to serve as liaison between

the in~theater component command Public Affairs
element and AFRTS support elements. Once
established at the deployment site, Public
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CENTAF AFTER-ACTION CONFERENRCE REPORT

KEYWORDS: COMBAT CAMERA; PHOTO CLEARANCE AUTHORITY

TITLE: PUBLIC AFFAIRS AUDIOVISUAL REQUIREMENTS

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Audiovisual documentation by Combat Camera was
untimely and not up to expected Public Affairs
standards. Support to base Public Affairs
staffs in the AOR was inconsistent.

From the perspective of deployed Public Affairs
personnel, Combat Camera seemed overwhelmed
with photo coverage procedures. A requirement
existed for photo products to be sent to the
Joint Combat Camera Center in Washington, D.C.,
for release approval. However, documentation
was not made available to deployed units, CONUS
bases, MAJCOMs, 9th Air Force Public Affairs or
AFNEWS, in a timely manner. Public Affairs
staffs were denied use of photography that
could have enhanced internal information
programs at the deployment sites and home
stations.

Because of the conflict between Combat Camera
requirements and the information needs of
deployed Public Affairs staffs, Public Affairs
personnel relied less and less on Combat Camera
support and more and more on their own capabil-
ity and creative ways around the system. Many
Public Affairs personnel simply released photo
documentation on their own or their commanders’
authority. While no serious issues resulted
from this unorthodox approach, the potential
for breaches of security or the release of
inappropriate material was great.

Audiovisual support must be included in opera-
tional contingency plans and Public Affairs
annexes to those plans. Ideally, Combat Camera
should provide audiovisual support to the
deployed Public Affairs offices, but if that is
not possible, dedicated photographic assistance
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CENTAF AFTER-ACTION CONFERENCE REPORT

KEYWORDS: COMBAT CAMERA; PUBLIC AFFAIRS AUDIOVISUAIL SUPPORT
TITLE: PUBLIC AFFAIRS AUDIOVISUAL SUPPORT

OBSERVATION: The audiovisual release process during Opera-
tions DESERT SHIELD/DESERT STORM was untimely
and inadequate to meet the needs of the Public
Affairs mission.

DISCUSSION: Multiple audiovisual demands were made on
Public Affairs staffs supporting the contin-
gency. Internally, stateside offices needed
photo documentation to keep personnel at home
station informed on the status and condition of
their deployed units. Deployed commanders alsc
frequently requested photo documentation for
historical record keeping. Externally,
restrictions on the media meant that they were
unable to get the photo documentation they
required for story coverage, and thus, relied
on the military, and specifically the Public
Affairs staff, for audiovisual support.

LESSONS LEARNED: Combat camera, first viewed as the prime sup-
porter for Public Affairs audiovisual require-
ments, proved inadequate throughout the opera-
tion. Complicated release requirements made
photo documentation untimely and unnewsworthy
for both the military media and the civilian
media outlets. Even when Public Affairs per-
sonnel assumed photo coverage reponsibility,
they were handicapped by approval authority
retrictions and the lack of development and
processing capability for film products. Many
opportunities to tell the Air Force story were
missed or not optimized to the fullest because
of inadequate audiovisual support.

RECOMMENDED ACTION: Whether or not Combat Camera ever supports
Public Affairs during contingency operations,
approval and release authority must be dele-
gated as low as possible within the constraints
of security classification. Optimally, the
deployed unit commander should be authorized to
approve or disapprove release of photo coverage
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of hils operation, based on the advice of the
usual staff agency "experts,” i.e., Public
Affairs, Judge Advocate, etc. PHoto documenta~-
tion support should be included in deployment
packages, with a still and video photographer,
or an individual dual-qualified to fill the
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during the contingency.
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CENTAF¥ AFTER-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS PHOTO COVERAGE; PHOTO SUPPORT;
AUDIOVISUAL SUPPORT

TITLE: PHOTO SUPPORT FOR PUBLIC AFFAIRS

OBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

SUBMITTED BY GROUP 3

Dedicated photographic support was not
established for deployed Public Affairs
offices., This lack of support impacted
negatively on the success of the deployed
unitg’ internal information programs.

Public Affairs did not have dedicated audio-
visual support for their operations. Many
Public Affairs requirements were short notice,
and did not lend themselves to the unit’s
available audiovisual scheduling procedures,
or, in some cases, actually overtaxed the
limited rescurces of this support agency.

While many Public Affairs staffs utilized
perscnally owned photographic equipment and
actually took photos in unit support, they
lacked photo processing and development capa-
bility. In many cases, locally contracted

photo services were used by the deployed Public
Affairs staffs, which could have resulted in
breaches of security or violated host-country
sensitivities.

Dedicated photographic support should be pro-
vided to Public Affairs at deployed locations.
Options include dedicating a staff member from
the unit’'s photo lab to work for and with
Public Affairs personnel, or including an
audiovispal technician in the Public Affairs
deployment package.
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CENTAF AFTER~-ACTION CONFERENCE REPORT

KREYWORDS: PUBLIC AFFAIRS COMMUNICATIONS; INTER-/INTRA-THEATER
PUBLIC AFFAIRS

TITLE: PUBLIC AFFAIRS COMMUNICATIONS {INTER- AND INTRA-THEATER}

CBSERVATION:

DISCUSSION:

LESSONS LEARNED:

RECOMMENDED ACTION:

Throughout Operations DESERT SHIELD/DESERT
STORM, there were consistent, continuing com-
munications problems at all levels of Public
Affairs. These problems existed both on a
logistics as well as a procedural level.

Deployed Public Affairs personnel reported
inconsgistent and inadequate access to communi-
cations channels while in the AOR. Equipment,
such as commercial telephone lines, tactical
lines, and telefax, were routinely unavailable
for the Public Affairs staff. While use of
equipment belonging to other agencies was per-
mitted, it was subject to the mission require-
ments and demands of the owning agency, and not
always available when needed by Public Affairs.

There was a confusion factor among Public
Affairs personnel on policy and guidance
matters, and on how to conduct bare-base Public
Affairs operations, all attributable to the

lack of ability to communicate base-to-base and
base~to-higher headquarters. Having limited
contact with CENTAF (Forward) Public Affairs,
deployed Public Affairs personnel were unaware
of the fact that the director’s staff and the
internal staff were not co-located. Likewise,
early releases from the field were not cleared
or releasable to the media in a timely manner
due to the inability of the deployed staffs to
keep track of the material’s status at higher
headquarters. Though some computer capability
was avallable at some bases, Public Affairs
personnel were unaware of the procedures for
sending or receiving stories electronically.
Stories went untold, missions undocumented, and
media relations were uncomfortable, at best.

Dedicated communications lines need to be made
available for Public Affairs use. Incorpora-
tion of this requirement into basic general
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BY GROUP 2

' maintenance, civil engineers, etc.

contingency plans and supporting MAJCOM plans
and annexes would assure the availability of
the equipment, such as telephones and mobile
land radio units, datafax, tactical lines,

etc.| SAF/PA, through AFNEWS, should incorpo-
rate comm gear into the Public Affairs Contin-
gency Kit requirements, with MAJCOMs using
higher headquarters authorized funding|to
ensure field Public Affairs staffs are able to
purchase the needed eguipment. Computer
selection and training should be standa:rdized,
by SAF/PA Air Force-wide to ensure that Public
Affairs personnel are capable of using this
communication tool and have mutually compatible
equipment with which to communicate. Access to.
computer bulletin boards such as the Air Force
Public Affairs Network and Air Force News
Service should made available to deploying
public Affairs staffs. Deployed Public !Aﬁfairs
personnel should be able to release stories to
locaz.l and external audiences, upon wing com-
mander approval, under advisement by the appro-

o i ) . 1 i
priate reviewing agency, l.€. operations,
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CENTAF AFTER~-ACTION CONFERENCE REPORT

KEYWORDS: PUBLIC AFFAIRS MESSAGE TRAFFIC; INTER-THEATER GUIDANCE

TITLE: PUBLIC AFFAIRS COMMUNICATION (MESSAGE TRAFFIC/INTER-THEATER
GUIDANCE)

OBSERVATION: Communication across the spectrum of deployed
Public Affairs staffs was lacking at almost
every stage of Operations DESERT SHIELD/DESERT
STORM.

DISCUSSION: Public Affairs personnel were continuously
frustrated in their communications efforts in
the AOR. Though guidance and direction was
needed and sought by personnel, it was either
not forthcoming or was conflicting from the
many channels in the AOR that should have been
able to provide it. Newsletters and conversa-
tions with senior~ranking officers and enlisted
personnel became the primary method to resolve
unfounded rumors and speculation.

LESSONS LEARNED: The prime element in the communication crisis
appeared toc be the lack of communication capa-
bility to and from the AOR. However, cother

- factors played equally significant parts.
Deployed Public Affairs personnel were never
informed by CENTAF Forward Public Affairs as to
the locations or methods of contacting other
Public Affairs staffs in country. Some Public
Affairs personnel were not even sure where they
were supposed to be assigned. Armed Forces
Radio and Television Service was not initially
available, and commercial radio and television
was extremely limited. Most Public Affairs
staffs did not have the capability of reproduc-
ing sufficient copies of unit newsletters to
adequately meet the needs of their base popula-
tions. Commanders who did conduct regular com-
manders’ calls were considered to have effec-
tive troop information programs. Though Public
Affairs personnel did the best that could be
expected under their respective circumstances,
the internal information program definitely was
not as subetantive as it could have been with
better communications support.
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RECOMMENDED ACTION:

SUBMITTED BY GROUP 2

SAF/PA, through AFNEWS and MAJCOM Pubhc
Affairs, should incorporate commerc:.a.lly-leased
transponders, coplers/reproéuctmn eqmpment,
and audio distribution systems into Public
Affairs contingency plans and wartime p}.anning
annexes. Annex F taskings should also h;gh-
light the importance of commander/ﬁenmr offi-
cer leadersh.l.g interface with the dapleyied
troops via commanders’ calls, office visits,
etc., to help dispel rumors and to enhan::e
staff morale and motivation.
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CENTAF AFTER-ACTION CONFERENCE REPORT
EKEYWORDS: PUBLIC AFFAIRS NETWORKING; INTRA-THEATER COMMUNICATION

TITLE: LACK OF PUBLIC AFFAIRS NETWORKING DURING OPERATIONS DESERT
SHIELD/DESERT STORM

OBSERVATION: Public Affairs networking or cross-talk was
severely lacking among deployed units during
the operation. This lack was evident on a
small scale, at deployed sites, and on a larger
one, throughout the AOR.

DISCUSSION: Throughout DESERT SHIELD/DESERT STORM, Public
* Affairs personnel appeared to operate in isola-

tion from each other. Where other staff agen-
cies communicated within and beyond their imme-
diate agency, Public Affairs personnel cperated
on the level of single-office entities. Pro-
activity was limited, and responsiveness to the
current issue or situation the norm. Aware of
only their activities and the mission of their
immediate unit, it was difficult, if not impos-
sible, to know or to convey to their deployed
site community, where their collective actions
fit in the overall mission objectives of the
contingency.

LESSONS LEARNED: Several factors contributed to the lack of net-
working or cross-talk among Public Affairs per-
sonnel in the AOR. Perhaps the greatest factor
was the limitation on availability of communi-
cations equipment for Public Affairs use at the
deployment location. Hand-held radios to con-
nect personnel from the same office were not
part of the Public Affairs equipment package.
Lack of telephone availability or access
stifled any attempts to contact other deployed
Public Affairs offices for cross-talk on how to
handle the different situations that impacted
on Public Affairs staffs. Limited contact with
the CENTAF Forward Public Affairs staff virtu-
ally eliminated this opportune means of passing
along information from cone deployed Public
Affairs site to another. :
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