Day 4 –CMOC Ashore: Observations

1- Observation:  Jo Hegenhauer: UNHCR

· Impressed with:

· Security, Situation Control, Refugee Movement (65+ volunteer refugee), and initial briefing to refugees.  “If this was real, the troops participating could handle the situation.”

2-   Observation- Scene Setting:

*
Reality of Scenario and Actual physical setting vs. Training Issues and Perspectives

*
Planning Phases:

· Phase I – Crisis Planning: Completed with camp set-up day 1,2

· Phase 2 – Start-up:  similar in reality to @ day 65 / notional time jump to transition phase

· Phase 3 – Transition: finalize transition matrix to review areas of responsibility transfer

3- Military Responses to scenario:
· Need to understand Refugee politics and its importance to refugee Community

· Need to encourage Refugee internal Government structure

· Provides Policing Forces

· Provides sense of security

· Need to understand the change in FOCUS on importance of campsites

· Camp setup should transition from CMOC once communications established to Refugee camp build-up and support

· Need to establish field arrangement:

· Embassy staff and leadership

· Vehicle Driver and Safety measures

· Bomb threats, ambushes and blockades

· SOPs for kidnappings, threats, targeted terrorism: against-

· Military Forces

· Host Nation, Embassy and staff

· UN and NGO staff

· Request sharing of technology / computers to support child centers

· Computers for training and learning games

· Relief from ‘refugee’ conditions

4-   Exercise Control:  Lessons Learned – 

· -    While exercise is on a ‘need-to-know’ level to inject situation to test responses –

· Need to have some/more ‘controls’ over the actors

· Need to have better distinction to identify when role play too closely resembles “Actual Actual” 

· Perception:  Military Confusion over who has leadership responsibility at refugee campsite

· Need more clearly defined ‘chain of command’ and responsibility areas

· How do the ECG [Exercise Control Group], Civil Affairs [CA], UN on site, USMC all fit together in a cohesive camp infrastructure?

· Identify and chart out:

· Provide information to appropriate Refugee internal governement

· Confusion in Military Ranks delayed formation of leadership roles in refugee camp

· Host Nation role and leadership not clearly identified and not consistently enacted

· 5-  Observations:  UNHCR -  Initial Camp Structure:

· Need internal information structure

· Each group has its own agenda 

· Dissention between the ‘aide workers’ causes confusion and grumbling/discontent within the refugees

· First day seemed like “show” for refugee – Second Day seemed that the consolidated ‘unity of effort’ was breaking down.

· Perception of ‘phasing’ – lost focus-  broke down into specific groupings – not exercise as whole

· Need to establish a military organization within the refugee camp

· In reality – when phasing down to UN Transition – would need more UN/NGO presence in camps

· Observation: WFP:  CMOC Afloat – as Joint Humanitarian Operation Team

· Joint operational planning with all the players representing the major assets available:

· Airforce/USTRANSCOM: Strategic Air Command & Medical Response Teams

· USMC Liaison: Security Forces Ashore

· USA – Civil Affairs Team LNO: campsite structure

· Naval Command Ship/Big Deck:  Communications, infrastructure, hotel services, reach-back, fall-back contingency site, safe/secure meeting area

· Topics of Planning Team:

· Plans

· Capability assessments

· Current Information and intelligence

· Allocation of assets and ashore facilities and resources

· Consolidation of requests for Host Nation Support:  involve the government in issues of costs, contracting and labor negotiations

· Press Conference:  Simulated Press Conference and Media Coverage: Joint UN & Military

· Overview of Exercise to date:  UN PAO

· Focus on details of when, scenario setting

· Describe military action to date

· Described Civil action to date

· Outline local support for activities

· Emphasize the importance of the Joint Logistics Committee – and coordination with the local community

· Overview of the Operational Information to date:  Senior Military spokesman

· Current operational picture

· Military manning, and mission – why we are here to ‘help’

· Outline of the support equipment brought ashore – what it is and where it is located

· Outline the security posture that is being provided for protection of the refugees and local host nation population

· Identify key points of contact for military and restate the HA objectives

· Reiterate the phasing and transition of the military

· Explain openness of operations and invite key personnel to visit and observe

· Questions and Answers:  Openness and Interest in situation 

· What is progress?

· Impact/stress on Local population: who is going to pay? Support them? Provide health, education, food and water supplies? 

· What is the preliminary cost figures? Length of time? Numbers of personnel involved?

· What are the military costs? Number of personnel and impact on state of readiness?

· Local Press concerns: why military– are they really Humanitarian support or war fighters?

· Does the HA mission meet any TTPs (tactics, techniques and Practices) or is it just policing?

· Why can’t you [military] just give the money and equipment and go back to doing the military job?

· Summary:  Typical Q&A ratios 

· -
2- 3 questions for the UN Press and 7-8 questions to the Military.

· Press usually focuses on number of casualties, $$ support from US and other agencies

· Need to re-enforce the “good-will” nature with the Host Nation

· Need to publicly state appreciation of the Host Nation and compliment them on their actions/activities- recognize the efforts in the situation

6- Observation:  US Military Support: Participation by numbers and effort:

-
The service that typically provides the MOST support for the UN Missions is the Air Force-

-
Strategic Air lifts –

-
Multi-service involvement – but Air Force is the least visible (based on flight mission profiles: fly in – drop of goods, off load, and then depart for another load.)  

-
Comment from WFP:  Might be ‘nice’ to actually meet some of the pilots and the crews…

· Observation: CMOC Lessons Learned Meeting Consensus of the Day

· Refugee Camp:  Transition of refugee camp as focus added a tension to the exercise

· Yesterday was: Upbeat – today was caution and tense due to anticipation of “Actual Actual”

· Younger Marines needed to be briefed on concept of operations to appreciate the training better

· Needed to pick-up the USMC participation at the Refugee Camp – too few UN participants to leave the camp so lightly manned by USMC.

