Final After Action Report for the 12/12/2020 Weather Exercise

1. What went well?

From Don Fork, KA2IYU: 

I thought everybody did a great job and enjoyed what turned out to be a fun exercise.

Participation appeared to have been good from all units throughout the exercise. 

Excellent use of digital and voice communication appropriate for the simulated conditions. 

Net Control did an outstanding job in handling traffic and clarifying directions given. 

From Greg Peters, W9GRG:

Having EOC/ESF 2/Supply Unit passing traffic on a different frequency.

Having information posted on the web site helped everyone get the information needed to understand the exercise.

From Jim Christian, KE7VJW:

Overall the exercise went very well. 

There were some new operators to OEM and the ICS way that we do things, but almost everyone performed exceptionally.

From Walt Brophy, AL7KE

The org chart was very useful in keeping people in their proper roles and enforcing the chain of command. 

A great learning experience because COML was there to correct mistakes on the spot.

From Don Thompson, KG7ITK

Repeaters seemed to function perfectly.

Digital in/out flowed well.

Seemed like we had great participation.

From Dick Jones, W0PZD:

The process went well.

From Scott Boone, K7ADX:

This was a very well done exercise.  

I was impressed by all those that participated.  

The CSRs were really well done.  

The planning was well done.  

Completely enjoyed having all the operators contributing.

Some of the Ops are completely new to me but they did an excellent job.

From Rod Derby, KE7QMX:

As a new member of OEMCOMM I learned a lot about how emergency traffic might flow.

Note: The following comments are from two people who did not take part in the exercise. (just listened)

From Max Presnell, KI7TIG, Saguaro NTS Net Manager:

I really enjoyed listening to the exercise today on the OEM Repeaters. 

All of the participants did an excellent job using the tools that were available, such as FLDIGI and FLMSG. 

From Keith Morin, KG7QCK:

I was very impressed with the number of messages that were passed and the quality of the forms. 

CSR’s are really important to knowing situational awareness. The forms were really well done. 

2.  What did not go so well?

From Don Fork, KA2IYU:

Long digital transmissions or repeated digital transmissions were difficult to listen to and made it impossible to break in with an emergency message.

No way for voice only stations to determine operational differences between normal and priority traffic when hearing digital transmissions unless announced by voice before sending. 

One Status Report, when requested by Evac Centers NCS, contained both status and service/supply requests in the same message. 

Supply request was never received nor acted upon by the Supply Unit Leader and the service request was handled by NC and was not forwarded through the Evac Centers NCS. 

From Greg Peters, W9GRG:

To many users on one frequency. 

The EVAC center should have been on another frequency passing traffic to their centers.

Radio room operator needed another person to help.

When addressing 213's, they need to go to the unit not the person; i.e.,

Supply Unit vs Scott Boone.

Ham operators need to be aware on how to operator their own equipment, not

knowing what frequency is programmed or what channel that frequency is

listed in their radio. Know how to switch from simplex to repeater.

From Jim Christian, KE7VJW:

There was one person that self-deployed and didn’t follow ICS or anything else. 

The Base had to resend fldigi messages to the EFS2 position which took a lot of time and seemed to be unnecessary (If the EFS2 position could see the fldigi messages on flmsg like everyone else). 

In a real-world situation, the person in charge of dispatching people to locations should know where those locations are.
From Walt Brophy, AL7KE:

Fldigi messages were repeated on the primary repeater after they were received by the PecocVerbal transfer of forms should be one sentence at a time, followed by a break and acknowledgement by the receiving station. Too many of us just can’t keep up with a paragraph at a time.

From Don Thompson, KG7ITK

Lost my signal about 2/3 ‘s of the way into the exercise when wind blew my antenna tripod over and I did not realize that no one could hear me for a time. Mike tried to contact me using the local GVARC repeaters, but they were down, since my antenna was compromised that would not have worked anyway.

From Dick Jones, W0PZD:

Having FLDIGI and voice on the same Repeater probably slowed both modes.  

We need more practice with FLDIGI because until it is used more we will never become proficient with it.  

It seems to solve a need that doesn’t really exist.  

How often do we need written copy of what we are doing beyond pen an ink on standard forms.  

Having everyone in the loop on all traffic whether they can copy the traffic or not wastes time and band use. 
From Scott Boone, K7ADX:

Really there wasn't much.  

Mike and Greg's positions probably needed more than one person.  They were very busy.  

A couple of times there was confusion about the flow of information.  

Note: The following comments are from two people who did not take part in the exercise. (just listened)

From Max Presnell, KI7TIG, Saguaro NTS Net Manager:

One thing I noticed during the Exercise was the transmission of messages via voice.  

I felt that the people that were transmitting them were going a little too fast with the information.  

This could cause problems in a real life situation if the information was not properly received by the receiving station. 

From Keith Morin, KG7QCK:

In the real world an IAP’s are sent in the evenings and start several days before deployment to help with situational awareness. 

3. WHAT COULD BE DONE DIFFERENTLY? 

From Don Fork, KA2IYU:

Consideration might be given to operating split frequency when using both voice and digital communication.

 Develop guidelines for NC in determining channel priority when there is an emergency message received from both a voice and digital message received at the same time. 

Establish a means for voice operators to establish a “break” in digital communication when they determine that they have an emergency or priority message to transmit. 

From Greg Peters, W9GRG:

More help for radio room operator.

Radio room operator operating under two call signs, they just need to use one since they are operating at the EOC (or where ever).

Slow down when sending verbal communications. 

From Jim Christian, KE7VJW:

More training and more exercises like this one. 

From Walt Brophy, AL7KE:

It is apparent that even during an exercise the Pecoc operator will need a scribe.

From Don Thompson, KG7ITK

Add another layer to the exercise where we would need to relay a contact to a 1st responder group (EMT’s, Police, fire) or another service group such as Red Cross or ADOT. 
From Dick Jones, W0PZD:

The voice and digital frequencies need to be separated.  

To accommodate the pluses of digital traffic perhaps a voice to digital hub to better route the digital messages would help.

I didn’t count those stations needing to use digital traffic but it seemed like only 4 or 5.

I don’t think we have an established MESH system any longer but that could handle all the written traffic as well or better than FLDIGI.

From Scott Boone, K7ADX:

Other than more help for Mike and Greg, nothing.  

Note: The following comments are from two people who did not take part in the exercise. (just listened)

From Max Presnell, KI7TIG, Saguaro NTS Net Manager:

I have seen at times when messages are not copied 100% accurately by the receiving station.

I would like to invite you and all the participants in today's exercise to our nightly net at 6:30 PM MST.  This would allow everyone to experience how to send messages accurately.

From Keith Morin, KG7QCK:

Basic Amateur Radio Operator training under ESF #6 (Mass Care) should be added to all levels of communications support. 

4. LESSONS LEARNED? 

From Don Fork, KA2IYU:

Home based simulations with variable and changing scenarios may be a better way of providing initial training opportunities than formal or onsite ones. 

A more flexible and non-structured model may encourage greater participation until operators feel familiar and comfortable with both the equipment used and ICS procedures and protocols. 

From Greg Peters, W9GRG:

Good to know that when called upon the ham community is

there to support the governmental agencies. 

This being the first ever exercise done this way in the county, good to know how we can get

information passed from an Incident Command function to the field and back.

From Jim Christian, KE7VJW:

I have too much junk in the radio room.

From Walt Brophy, AL7KE:

No comment was given under this question.
From Don Thompson, KG7ITK

Anchor my portable antenna setup better when deploying my station.

Possibly use headphones instead of an external speaker on my rig when operating in this sort of simulation / exercise.

From Dick Jones, W0PZD:

I wonder if other groups find FLDIGI serves their needs well or anther digital mode works more efficiently.
From Scott Boone, K7ADX:

For me personally I need to spend some time getting my digital system working again.  I haven't done it in a few years but it is a useful mode and I need to get it back to where it used to be.
Note: The following comments are from two people who did not take part in the exercise. (just listened)

From Max Presnell, KI7TIG, Saguaro NTS Net Manager:

I need to get setup on Fldigi/Flmsg.

From Keith Morin, KG7QCK:

Plan exercises under ESF #6 with an emphasis on Covid as this will be a part of disaster operations for at least the coming year even with a vaccine. 

Train on interfacing with the new Red Cross evacuation process known as a TEP (Temporary Evacuation Point). This process will determine the procedure using a congregate or non‐congregate shelter. 
5. SUMMARY
Three people gave comments fitting for this category followed by my comments.
From Greg Peters, W9GRG:

Excellent exercise.

From Jim Christian, KE7VJW:

Great exercise and we need more of them. 

We also need to get rid of COVID-19 so we can meet in person again.

From Scott Boone, K7ADX:

I have to say you meet your goal of having fun. 

Honestly I didn't know what to expect but it went really well.  

When the real world happens this is encouraging to me.  

We have a group of people to help.  

I really liked that folks were not given much information and did what they needed to do.  That is what would happen in real world.  

From George James, KD7XP:

Great job by all. It makes me feel good that so many operators are up for the challenge of serving their community in time of need.
