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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 also 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 alsc 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 decne right and
improve in the areas where improvement is required.
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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 functicnal area benefited from the test of its
doctrine, policy 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. No Commander-in-
Chief can, or will, conduct military operations without a clear
sensing of public opinion or without a viable mechanism to cem-
municate to the public and to the troops 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.

~

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 pools,
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



" be resclved before the Air Force becomes
contianncy operation. This report surfaces many of them and
provides recommendations for the war planners. Many of the

~lssues have now already been addressed and are actively being

worked Lo resolution by SAF/PA and other Public Affairs
proponent agencies.

involved in the next

Most likely the major cause of man
in-theater was the lack of on-the-
i associated pre-~deployment resource
" tain Public Affairs operations at deployed locations. Logis-
tics, manpower, supply and equipment support had not been pre-
! -détermin?d, tasked or sourced. It was fortunate that Oberation
{' DESERT SHIELD allowed some ramp-up time to develop necessary
 plans and source and task neces

L sary resources. In future con-
E tinqenci?s the Public Affairs effort must be organic to |the
+ war-planning and war-fighting effort.

¥ inefficiencies and |problems
shelf contingency plans and

s needed to initiate bnd sus=-

.~A. second méjor weakness
.prepare d%ployed Public
:.contingency operations.

was the lack of appropriate training to
Affairs personnel for joint combat
Even basic media escort techniques
#appeared to be lacking. Public Affairs personnel were
\generally| unprepared to operate in the combat environment, were
in basic mobility areas (e.g., small arms, chemical

and did not understand the concept and role of |a
‘¥ component |command in the unified command structure.
‘One,perce%ved difficulty by deployed PAs was the PA organiza-
wtlonal structure, particularly in regard to manning levelb and
the rank structure at USCENTAF Forward Public Affairs. There
5 A i ‘ .
) stgenera; agreement among deployed PAs that manning at
USCENTAF Forward Public Affairs was insufficient to adequately
‘support the theater Air Force Public Affairs requirements.
while the ﬁanning and organization of USCENTAF Forward Puﬁlic
fgfféirs=we%e adequate to support the USCENTAF Commander and his
s

taff, they were apparently inadequate to support theater-wide
tALir Force Public Affairs requirements.

These, then|, are the three recurring themes througheout this
port: (1b'planning, (2) training, and (3) organization |--
\jo@sic precepts for executing any functional mission. _Publ%c
s_;_airs'is‘§ertainly not bankrupt in these areas, but we must
cus greater attention on its wartime role. Our personal
esses as Public Affairs professionals are essential if |the
_Porce*i§ to maintain the support of the American people and
e Congress. We must clearly, accurately and continuously
phasize our wartime role in messages targeted to our impor-

nt publics|. This report provides a blueprint for future
lanning and| action in this regard.

?b'N_.ALD T. SCONYERS, Colonel, USAF
rector of Public Affairs
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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 order as well as the tasking
and management of all Air 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 1990. 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 deploy 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 perscnnel projected at any
particular deployment location, and the estimated workload to
accomplish the basic Public Affairs mission in the broad areas
of internal information, media and community relations.

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

25 August 1990. 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 authorized and, as war seemed evident, two Public Affairs
NCOs and an additicnal officer were eventually added.



: | \

To meet the growing demands for internal information support
both at deployment sites in the Persian Gulf and at Air Force
installations worldwide, a seven-member inte
team consisting of one Public Affairs office

airmenkarrived in December to supplement the
Public ﬁffairs operation.

rnal infoﬁmation
r and six NCOs and
USCENTAF Eorward

Back at! Langley Air Force Base, the USCENTAF Rear Public
Affairs|operation was augmented with representatives from other
Air Force commands and organizations, including Guardsmen and
Reservists, to assist in accomplishing the total USCENTAF Rear
Public Affairs mission. Likewise, many Public Affairs posi-
tions at bases in the U.S. left vacant by deployments were
backfilled with active and reserve forces personnel. \

There are many who would say Operations DESERT SHIELD/DESERT
STORM were conducted on four fronts...at sea...in the air.

the ground...and in the Public Affairs arena.

deals, specifically, with the latter. The effort was internal
as well as external. It tested individuals, organizations and
systems and the broader aspects of the role Public Affairs

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

ir...on
This report

Operatiod§ DESERT SHIELD/DESERT STORM were the first operations
in over 20 years that Air Force Public Affairs was called upon

to prove itself on a sustained and mass scale in support|of a
wartime operation.
|

With the thought of building for the future on lessons learned
before, during and after Operaticns DESERT SHIELD/DESERT STORM,
USCENTAF Rear gathered together a representative cross section
of Public Affairs participants most directly involved in the

war effort (Atch 2). Held at Langley Air Force Base, Virbinia,
17-19 June 1991, the objective of the USCENTAF Public Affairs

Conference was to identify and examine in-depth lessons learned

while impréssions and experiences were still fresh in the|minds
of many of!the key players.

To preparéifor it, a request was made Air Force-wide for %fter-
action reports. These formed the basis for the conferencq
group discussion guides and are included in the U.S. Central
Command Air Forces Operation DESERT SHIELD/DESERT STORM Public
Affairs Le%sons-Learned Report Supplement. \

w 1
| |

[
|

|



The brocad range of issues and recommendations that came out of
the conference fell into these basic categories:

- Plans and Guidance

-~ Training

- Logistical 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 STORM 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 occasion and, in general, perform
splendidly in support of Operations DESERT SHIELD/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.



i PLANS AND GUIDANCE

The lack of a war-fighting Public Affairs template was the‘most
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 quidelines for establishing a bare base Public
Affairs operation were initially absent. War-fighting opera-
tions plans' that did exist either had inadequate or outdated
. Public Affairs annexes or none at all. While the near void
N i created problems at every Air Force Public Affairs office

L around the globe involved in Operations DESERT SHIELD/DESERT
ok STORM, nowhere was its impact greater than at deployment

' locations.

= B Although it: was clear that USCENTCOM was the theater authokity,
. { guidance started coming from everywhere, revealing a serious
: lack of understanding of joint operations and the chain of
1 command. "Stovepiping" from MAJCOMs to deployed units

exacerbated the problem. !

: More often than not, when guidance was sought out through the
i 5 appropriate channels to satisfy a specific, time-sensitive

i need, it was so slow in coming as to have been irrelevant and
meaningless by the time it arrived. Often it did not come' at
all. Further, when it did start coming, Public Affairs per-

sonnel who had been operating without it were suddenly con}

Sy fronted with a new way of doing business. As a result, it was
sometimes even ignored. ‘

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 affected
media credibility, did not allow Public Affairs/Commander
relationships to grow and made the jobs of deployed Publid

o B Affairs personnel far more cumbersome and difficult than they
"i]‘ needed to be. The recommendations provided by the conference

‘ working groups provide some excellent guidelines to reduce!and,
hopefully, eliminate future problems in this all-important
management area.




TRAINING

Closely associated with the planning and quidance problems was
training, or the lack thereof, to prepare Public Affairs perscn-
nel for the multiple, unique 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 officers 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 quite 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 personnel man-
agement systems.

Joint operations 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 quidance 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 perscnnel at the units felt they had



inadequate contact with USCENTAF Forward. Consequently, train-
ing needs in-theater, orientations on management relationships,
ccordination procedures and host nation sensitivities, | were
made more difficult.

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 prior to deployment.
Deployed commanders, key staffers and Public Affairs personnel
should expect to find themselves in personal interview 'situa-
tions at virtually any time, particularly during media~-intense
wartime contingencies like Operations DESERT SHIELD/DESERT
STORM. Media training is an area that needs attention Air
Force-wide. During Operations DESERT SHIELD/DESERT STORM,
inhibitions and reluctance to do interviews because of %ack of

training meant lost opportunities.

In addition to these and other training deficiencies covered in
greater detail throughout the report, was the lack of small
arms and chemical warfare training provided to deployeleublic
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 i% 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 ill-equipped both
in training and equipment for their own survival had the |war

. progressed into their areas.

In summary, Operations DESERT SHIELD/DESERT STORM revealed
training inadequacies which need attention if Public Affalirs is
to be mere professionally prepared for future contingencies.
The need for Public Affairs training applies not only to those
within the Public Affairs arena, but extends to all war plan-
ners, leaders and decision makers involved in the wartime|con-
tingency effort. \

|

|
|
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LOGISTICAL SUPPORT

Logistical support to initiate and sustain the Public Affairs
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
operations. 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
release 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 percepticn of
visiting media, who were dependent upon Public Affairs support
Lo 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 location to
location, satisfying the needs and requirements of the Public
Affairs operation were obviously given, in general, low cor 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 established,
the responsibility for estimating the numbers and types of
Public Afflairs personnel required to start up and sustain
Public Affairs operations in the AOR was assumed at USCENTAF/PA
(Rear).

|
With deployments already well underway, USCENTAF Rear Public
Affairs brought together in conference the war planners and
resource managers from the commands, including the Guard énd
Reserve, responsible for supporting the Operation DESERT SHIELD
(and, eventually, Operation DESERT STORM) effort. The pufpose
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 direction.
The result/was ANNEX F to the Operation DESERT SHIELD |
Operations Order (Atch 3). |

The annex called for a progressive buildup and the doubling of
in-theater Public Affairs resources if and when war brokelout.
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 other%
where the Public Affairs support requirements were not as |

critical. ‘

Subsequentfy, the numbers, ranks and types of deployed Public
Affairs personnel seemed insufficient to meet the many needs
that arose iat deployment sites and headquarters lccationslin
the AOR. This problem was magnified greatly as Public Affairs
office manning requirements stretched to 24-hour operation's.
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, from which Public Affairs personnel had been
deployed to the AOR. It also identified the need at the outset
of any contingency for the rapid identification of competent
Public Affairs personnel at all ranks throughout the Air Force
for tasking by the supported CINC. ‘

Air Reserve Component (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 aqtive
duty resource is deployed. However, policy dictated that all

\
12 ‘
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active duty Public Affairs resources had to be exhausted before
an IMA (or any Reservist or Guardsman) could be assigrned. The
result was that IMAs were not utilized in the positions for
which they had trained.

A second set of problems developed because Air Force policy dur-
ing Operations DESERT SHIELD/ DESERT STORM dictated that 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 workload. 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 AOR in
high-visibility positions 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
conscicus 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.

13



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 #hain
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 AOR
and the lack of control in processing and escorting media in,
out of and hround 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 trying
to control the news by denying the media the opportunity tb go
where they wanted to go. Many Public Affairs personnel felt
that media pool rules could have been more flexible without
compromising safety or security and should have been designhed
to accommodate the specific, and dissimilar, needs of broadcast

and print media.

|
Another media irritant centered around the inability of the
military to service combat audio and video products needs.i
While Public Affairs personnel in the field could approve the
release of products the media had created, they apparently,
could not release audio and visual products created through
military resources. The internal review process and DOD-level
release authority for military-produced footage was cumber%ome

and counterproductive. [

In the eyes of the media, time delays in the review and cléar-
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 upon 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 persoﬁal-
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 to control itself. Very strict guidelines were

adhered to for media traveling under MAC auspices. All were
escorted ana MAC maintained close contact with unit and JIB
Public Affairs personnel so that there were few surprises.
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Initially, Public Affairs personnel at the JIBs provided escor:
for visiting media to those sites that were approved for mecia
visits. As the waves of journalists arriving in the AOR
increased, the JIBs could no longer provide escort due to staff-
ing limitations. The responsibility for picking up and escort-
ing media to deployment locations fell on already overburdened
Public Affairs personnel at the units, who shared the problem,
also, of having unannounced media representatives show up at

the units.

The restrictions and limitations imposed upon both the media

and Public Affairs personnel serxrving 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

AQOR.
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