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SUBJECT: Public Affairs After Action Report

1. It has been said that the failed coup attempt of Manuel Antonio
Noriega on 3 October and the tragic shooting of Marine 1lst Lt. Robert
Paz on 16 December 1989, were the catalyst for Operation Just Cause.
But, in essence, Operation Just Cause was the end result of more than
20 years of tyranny and injustice publicly. exposed on 5 June 1987,

- when the former Panama Defense Force (PDF) chief of staff charged

Noriega with several heinous crimes.

2. After his declaration, the following two and a half years were
marked by an incredible reign of abuses, suppression of the press,
blatant disregard of rights guaranteed by the Panamanian Constitution
and the Panama Canal Treaty, and an endless litany of political
economic and military confrontations between the Norlega regime and
the United States.

3. Intertwined within this crisis was a relentless war of words,
misinformation, and disinformation, drawing the U.S. Southern Command
Public Affairs community directly on to the front line. It is
fitting that during Just Cause, the overwhelming success of the
military operation was accompanled by an equally successful public
affairs effort.

4. These public affairs successes were accomplished by a dedicated
team of true professionals. While their names may never be recorded
in history books, I use this after action report to publicly thank
the men and women who from H-Hour on D-Day, through it all, made
unparalleled contributions. :

Atch A RONALD TM

PA Team Members Colonel, USAF
Director, qubllC Affairs
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ExECUTiVE SUMMARY

Operation Just Cause posed some unique public affairs
opportunities, challenged by both the fog and friction of combat.
The obvious international scrutiny of the operation found all

public affairs assets as dec151vely engaged as any combat maneuver
unit.

While there had been substantial prior planning for such an
operation, no amount of planning can adequately prepare for all
contingencies. Much of the day-to-day and hour-to-hour effort had
to be supported by quick command decisions to cement the overall
effort. :

It also had to initially be accomplished within existing

manpower assets: three permanently assigned active duty officers

and one NCO; two recently assigned active duty augmentees and one
NCO; two reserve component officers; and one civilian for a total
of ten SCPA personnel. Seven additional reserve component
personnel (three officers and four NCOs) from the Theater Support
Element were also available and they were immediately pressed into
service. (This does not take into account component manning or
public affairs officers (PAOs) deployed with their units.)

The public affairs mission was two-fold. First, to inform the
American people, through the national media, of the situation as it
developed; .and second, to keep the internal audience informed of

the developing situation, particularly as it affected them.

In order to accomplish these missions, five specific
intermediate objectives were established. These objectives were:
(1) Prepare for and support the DOD Media Pool; (2) Facilitate the
news-gathering efforts of the resident media in Panama; (3)
Loglstlcally support what was anticipated to be a minimal number of
incoming media; (4) Command information; i.e., keep the local
community (military, dependents, retirees, civilian employees,
etc.) fully informed of the situation; and (5) Be responsive to
CINCSOUTH, CJCS, OSD, SECSTATE and Congressional requirements.

- These objectives are briefly outlined below.

(1) This command’s position was that the DOD media pool was
unnecessary because of sufficient resident press. The command’s
fallback position. was that if pool deployment were a certainty, it
should be a "fly-away pool," i.e., one which would deploy with the
CONUS forces, cover the deployment and then redeploy to the




States. However, SOUTHCOM was notlfled at H -8 (1700 hours) of the
final decision to launch the pool. Having had an on-the-shelf plan
(See Supplement) and experience with three previous media pools,
the staff felt reasonably comfortable in initial preparations.
However, there is never sufficient time to adequately plan for all
contingencies.

Hostilities severely degraded the lines of communication and
the logistical support planned and in place for the pool. The
SOUTHCOM plan called for initial media pool reception at Howard Air
Force Base. The pool would then move, via ground transportation,
to the established media center at Quarry Heights. At Quarry
Heights the pool would be met by the Director of Public Affairs
and, situation permitting, the CINC, for a situation briefing.

It was anticipated that the Bridge of the Americas and the
ground route to Quarry Heights might not be secure at the time of
the pool arrival. As a backup, the pool would move via helicopter
to Quarry Heights. As it happened, however, the Bridge of the
Americas was closed, the ground route was unsecure and Quarry
Heights itself was receiving sniper fire. The pool was diverted,
therefore, to Fort Clayton via helicopter (CH-47). No sooner had
this aircraft touched down at Clayton than it was diverted from the
media pool mission to recover a downed OH-58 in the Bay of Panama.
This priority operational mission left the pool temporarily
stranded at Fort Clayton. On several occasions on Day One and
early on Day Two, the pool experienced excessive downtime waiting
- for transportation, helicopters that were directly or indirectly
engaged with the enemy.

Serious decisions had to be made by commanders as to the
employment of helicopter support--combat or media pool transport.
This is an issue that will receive much public and prlvate debate.

Another serious degradation in the pool was its late arrival.
The pool arrived at approximately H + 5 hours. The initial assault
on targeted objectives was essentially completed. By the time the
pool got launched on its first mission (delayed by lack of
immediate helicopter support), it was H + 9 hours and the combat
operations were gearing more to quick reaction, making media
coverage very difficult. While there was sporadic fighting, it was
impossible to predict when and where it would occur. Just Cause
focus had already shifted from combat operations to refugee and
detainee processing, standing up the government, etc. The pool
members felt they had "missed the war."

A third concern expressed by the media pool itself was an
alleged unwillingness, lack of trust, and lack of cooperation of
on-the-ground commanders to support the media pool. The pool has
also charged that they were subjected to a public relations agenda
designed to meet the command’s own political purposes.
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There were, in fact, confllcting“guldance and actions that
might have given that impression. For example, Rangers had.
allegedly been ordered not to talk with the media. Many special

. operations personnel and equipment were off limits. Debate, even

within the public affairs community, about the appropriateness of
interviewing/filming wounded soldiers left the staff with unclear
guidance. And the difficulty of access into specific areas (even
after it had supposedly been worked through the chain of command
from the top down), slowed down the movement of the pool.

It must be made clear, however, that no SOUTHCOM guidance was
ever issued that indicated anything but a full commitment to
support of the pool. That was not always universally understood at
the field command level. ‘

A final area that made the overall support of the pool very
difficult was the apparent lack of USARSO support to the JTF-South
PA officer who was charged with the overall responsibility for
developing the pool’s daily agenda. Where the JTF-South PA officer
should have had access to the entire U.S. Army South PA staff for
support, he essentially had to work the entlre issue
single-handedly.

While the media pool met with 11m1ted success, much work must
be done, especially in the education process with commanders, and
even PAs, on the role, function, and priority of the pool in
combat. Some charged it a "dismal failure." There were problems,
admittedly, and many lessons were learned. Some can be readily
solved. Others will likely be encountered again.

(2) Our second objective was to facilitate the local press in
Panama. At H-hour there were somewhere between 50-100 resident
press, many of whom are permanent some of whom came in after the
shooting incident of Lt. Paz, in expectation of some kind of
retaliation from the U.S. These news media representatlves (NMRs)
had covered the Panama story locally over the past couple of years
and were well aware of the situation, the likely targets,
facilities available to them, etc. Unfortunately, many of these

'NMRs were part of the initial group of "hostages" held in the

Marriott Hotel and were out of action for the first 24+ hours.
Others could not mobilize throughout the c1ty because of the
on-going hostilities, lack of transportation, etc.

- Therefore, none of these media were able to make contact with
our media center (set up at H -3) until about H + 15 or later. .
Those that did eventually come to the media center were looking for
refuge and a place to work.

(3) A third objective was ‘the "care and. feedlng" of incoming

media--eventually a heavyweight problem. An early arrangement had
been made w1th OSD PA to let a minimal number of media transit
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through Howard Air Force Base (since Tocumen/Torrijos International
Airport was closed down at initial assault). The arrangement would
allow three aircraft to come in from Costa Rica and three from
Miami.

There was apparently some confusion in that agreement, and what
was expected to be a minimum number of inbound flights resulted in
an (almost) unmanageable number, significantly degrading the public
affairs mission, converting it into a logistics operatlon.

By D + 5, we had serviced some 20 fllghts into Howard Air Force
Base, one of which included an L-1011 with more than 220 pax and
30,000 pounds of equipment on board.

There was absolutely no way logistically to satlsfactorlly
support this group. The USSOUTHCOM Public Affairs office, in
addition to accomplishing all other missions, was now solely
responsible for all support of this group including transportation,
feeding, lodging, etc. Hotels were not open, public transportation
was not working, and restaurants were not available.

By D + 25, we had facilitated more than 850 media and 36
flights, the bulk of which were processed through Howard AFB. More
than 200 media opportunities were arranged, and, in general, after
initial care and feedlng was worked out, the medla were well
supported

(4) Command information. (CI) efforts operated exceedingly
well. Both Southern Command Network (SCN) -and Tropic Times
provided maximum coverage of the operation.

SCN, which worked hand in glove with the major TV networks, had
ready access to all media opportunities and, in fact, operated
within the network pool after the DOD pool was dlsbanded

One severe degradation to our CI efforts was the inability (by
order) of the combat documentation teams to share their products
with SCN after D + 1. A second shortfall for SCN was the
tremendous lack of practical experience resident in its newly
assigned broadcasters, a condition quickly overcome through hard
and dedicated work by the broadcasters and superior leadership by
the few remaining experienced personnel. :

Tropic Times continued its daily publication and stepped up its
press run to 75,000 on D + 1 thru D + 3 to get copies of the paper
on the streets, both to deployed troops as well as Panamanian
citizens. The psychological operations (psyops) community then
began publishing a Spanish-language paper and the distribution of
the Tropic Times into Panama City was terminated. (There was a
near disaster as the Psyops paper brought the Tropic Times
dangerously close to shut down for lack of newsprint.)
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USARSO focused its efforts on command information, establishing
a military media center. With a total of 16 journalists, they
produced more than 100 stories for local use and transmission back
to home installations.

(5) The final objective was three fold. The first was response
to query (other than bona fide media). This was basically in
preparation for various press conferences, etc., held in
Washington. The second was orchestrating media opportunities for
VIPs, ranging from SECDEF to Chairman, JCS, and numerous
congressional delegations (CODELs). The final mission was to
conduct more than 20 major press conferences. These conferences
included, again, the VIPs. But they also included such
announcements by the.  CINC as Noriega’s refuge at the Nunciature and
his eventual turnover to U.S. authorities.

In total, the overall public affairs effort for Just Cause
cannot be considered anything less than a tremendous success.
There are many valuable lessons learned from this, the first
wartime public affairs experience since Vietnam. The task is now
to refine procedures and PA policy based on this experience and
most importantly to share these valuable lessons throughout the
joint service PA community.

Attached are two volumes that will address the specifics of the
public affairs mission during Just Cause. Volume I is the basic
after action report. Volume II is supporting documentation.
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DOD MEDIA POOL

1. Chronological Summary of Events:

DAY ONE, 20 DEC 89 - Southern Command Public Affairs (SCPA) was
telephonically alerted to actual pool deployment at approximately
H-3. The Director, SCPA, previously had several secure conversations
with 0SD/PA prior to the final decision to deploy. The director’s
recommendation was not to deploy the pool since all four major
networks, AP, UPI, Reuter, Newsweek, New York Times, and numerous
other news media representatives (NMRs) were already in country.

_There was a.permanent cadre of media in Panama and that number

increased after the Lt Paz shooting incident, in anticipation of U.S.
reaction. : '

As a compromise position, the Director suggested that a "fly
away" pool, similar to the one done for Nimrod Dancer, be
established, as remain for the first X hours and then return to
CONUS. (This was also the recommendation in the public affairs
guidance (PAG) provided to OSD-PA in early November.) A regional
pool would then be instituted. The final decision, however, was made
in Washington to deploy the pool.

Due to the complex nature of the operation and the limited time
between the execute order and execution, there was little time to
fully prepare. SOPs, directives and after action reports were
immediately reviewed. (SOUTHCOM had previously hosted three other
media pools: Nimrod Dancer, Golden Pheasant, and another Honduras
exercise. A detailed pool plan was already developed and was
immediately instituted. See Atch 2.) JTF-South PAO was tasked to
develop coverage lists and arrange air/ground transportatlon,
housing, and security. :

Slmultaneously, the SOUTHCOM Media Center was activated at the
Quarry Heights Officers’ Club. Because the international airport was
an initial target, we assumed that no international media from CONUS
would arrive for the first several days. Therefore, the media center
was initially organized to handle the media pool and the 1n-country

.medla only.

The JTF-South PAO arrived prior to H hour and immediately

reported to the Director, SCPA. Command relationships were

established and general policy guidance discussed. 1In general, SCPA
would remain as CINCSOUTH’s PA and the Operation Just Cause
spokesman. JTF-SOUTH PA, which would incorporate USARSO PA, would
serve as the operational commander’s PA and executive agent for DOD
media pool logistics support, itinerary development, etc. (It should
be noted that through D+2, the USARSO PA was out of country.)




The DoD media team, including 14 journalists, two technicians and
three DoD escort officers, arrived on a C-141 aircraft from Andrews
AFB at H + 4 1/2, approximately two hours later than the initially
scheduled arrival time. SCPA had been notified at approximately H -3
of the formal decision to deploy. JTF-South was tasked to obtain
appropriate transportation, billeting and security.

The original reception plan called for bus transportation with
armed escort from Howard AFB to the Quarry Heights Media Center.
However, as arrival time approached, the security arrangements had
still not been made. Ground transportation, which was squared away,
was too dangerous without security escort. Aviation support was
immediately requested to transport the pool to an alternate site at
Fort Clayton since the security of Quarry Heights was uncertain.

Once the pool’s C-141 was on the ground, a bus and flatbed truck,
arranged by the Air Force PAO, were dispatched to pick up the
personnel and equipment. Once on the bus, a very quick introduction
was made by the two SCPA escort officers and a ground rules briefing
provided.

The bus and equipment returned to the general base operations
area to await the arrival of the helicopter. Initially, a UH-1 was
dispatched to transport the team and equipment. Use of this
helicopter was not feasible because it was too small and would be
required to make at least three lifts and sling load the satellite
gear. A bigger aircraft was requested. After a 20-minute wait, a
CH-47 arrived. The crew chief advised everyone to wait while all the
satellite equipment was loaded (20 boxes, approximately 2500 pounds) .

The NMRs and escorts were allowed off the bus to await movement
to the aircraft. It was still dark and activity was extremely heavy
throughout the flightline. The aircraft departed for the SCN field
at Fort Clayton at approximately 0600, H + 5. Since it was not
possible to fly the pool directly to the media center at Quarry
Heights due to on-going military actions, a decision was made to go
to the more secure Fort Clayton. The SCN facility was chosen because
it afforded security and a briefing room big enough to initially
handle the pool.

Once on the ground at Fort Clayton, the crew chief requested that
~the cargo be off-loaded as quickly as possible because the aircraft
had been given another priority mission. The pool was asked to
assist and they did. Due to the late change in destinations and
numerous other on-going events, ground transportation from the field
to the SCN facility was not 1mmed1ately available. Considering the
tactical situation, it was not wise to keep this large group waiting
for vehicles, so everyone began walking to SCN, a little over a
quarter mile away. SCN did dispatch a vehicle shortly after the pool
arrived, but everyone chose to walk.
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The JTF-South PAO arrived and introduced himself to the escort
officers and accompanied everyone to SCN. One technician, the
equipment, and one SCPA escort officer remained at the field. The
other technician went with the group to link up with the SCN engineer
who was to provide technical assistance.

Once at SCN, at approximately 0630, the pool was greeted by the
SCN Commander and escorted to a briefing room to await the Charge 4’
Affairs of the U.S. Embassy, who was to provide current information.
(The Charge was invited to address the group because he was already

"at Fort Clayton with President Endara and his two vice presidents.

The more appropriate "receiving" officer would have been CINCSOUTH or
JTF-South/CG, to provide a current operations update. Both, however, -
were decisively engaged.) Everyone took this opportunity to relax
and freshen up. A television was provided to keep pool members
abreast of the Washington reaction. (This became a matter of
"ridicule" in later media reports since the media pool viewed the CNN
broadcast of CJCS’s operations update from Washington, while the pool
was on the playing field in Panama.) Box lunches were also provided.

Meanwhile, the satellite uplink technicians were surveying the
situation. The first field site was determined to be unworkable.
(As they surveyed the area, two mortar rounds impacted a short
distance away.) The technicians wanted to set things up outside the
SCN facility, but the SCN commander disapproved due to security
requirements and the possible disruption of normal SCN operations.
Another Fort Clayton site was suggested. Ground transportation was
summoned, but took an hour to arrive. '

The media pool itself waited several minutes for the Charge’s
arrival. Once that briefing began, he was interrupted by breaking TV
reports. .

While the briefing was going on, the JTF-South PAO was trying by
phone to arrange story possibilities and transportation for the
pool. The phone system was jammed, so he departed to physically
coordinate at JTF-South, Building 95, about a mile away.

The JTF-South PAO was gone for approximately three hours and
there was no phone or radio contact with him. The press spent a
great deal of nervous time just waiting for the PPA staff to get its
actions coordinated. Finally, the JTF-South PAO called to say he had
arranged coverage and would return shortly to advise the pool. It
was still several minutes before he returned. (The SCPA director or
deputy were kept informed of our progress or lack thereof.)

While waiting, there was time to check on pool housing for the
night. This requirement had been handed off by SCPA to the JTF-South
staff the night before and apparently had not been fully worked.

This was to be a major problem that consumed a great deal of valuable

time through the day and evening as various people worked towards




a resolution. Rooms were finally found at the Clayton House and
Quarry Heights O’Club. (Having the pool billeted at two different
locations eventually created a transportation problem.)

JTF-South PAO returned and briefed the mission which was to go to
Fort Amador to witness on-going fighting. A CH-47 arrived for
transport at approximately 1000 hours. The technicians and one SCPA
escort remained behind to resolve the satellite question. The Fort
Clayton site was not suitable, so the gear was eventually transported
to Quarry Heights by ground transportation and erected at the Media
Center by early afternoon.

The CH-47 deposited the pool on the Amador golf course and then
immediately departed. JTF-South PAO understood that this was to be a
dedicated aircraft and could be recalled via ground to air
communications. Unfortunately, once they were on the ground and the
helicopter had departed, the pool found out otherwise.

As soon as it was determined that the helicopter could not be
recalled, SCPA was notified via radio and help was requested.

Meanwhile the media pool had the opportunity to witness ongoing
operations against the PDF barracks. They were able to talk with
soldiers, shoot video of artillery positions, shoot photos and also
interview family members who lived there and had a ring -side seat to
the action. - - :

After more than an hour at this site, the pool made its way back
to the pick-up point to await the arrival of the helicopter. The
SCPA staff was trying to recall the aircraft and were told several
times that it was enroute. Another hour passed before it finally
arrived.

As the group awaited air transport, they were advised by SCPA to
proceed to Howard AFB to cover the arrival of additional troops and
then to proceed to Tocumen Airport to cover ongoing operations there.

Once the helicopter arrived at Fort Amador, the JTF-South PAO
informed the helicopter crew they were to remain until released. The
group proceeded to Howard AFB at 1245 hours, where, once on the
ground they discovered there was no imminent arrival of troops.
Photography of the flight line had been approved in advance by the
Commander, USSOUTHAF, but once there, photography of special
operations personnel, equipment positions and medical operations were
prohibited. Since special operations personnel were located
throughout the flightline, photography became impossible.

After waiting at base operations for a little over an hour, the
group flew to Tocumen to cover 82nd Airborne operations. At Tocumen,
they found little activity, which resulted in more idle time. The
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JTF-South PAO left to coordinate with the 82nd command center. The
pool photographed what was available and made its way to the terminal
to phone in and work on stories.

Fortunately, as the pool began to depart, two young women who had
been held by PDF at the airport after the attack began, suddenly
appeared and provided excellent story material.

The pool boarded the helicopter for the return flight to Fort
Clayton where they would pick up bags and head for Quarry Heights.
Enroute, a request was made to fly over areas of the city that were
under fire. The pilot refused due to the uncertalnty of PDF air
defense weapons in the area and restricted air space, but did agree
to fly with the ramp down as they flew around the city.

The bus and security escorts were waiting at Fort Clayton and
they departed. Along the way, the bus passed a detainee center near
Albrook AFS. As the bus drove by, several pool reporters asked to
stop and to be allowed to cover the scene. The bus was slow to stop
and the escorts were immediately accused of wanting to keep the press
away from the detainees. After the bus stopped, the senior escort

‘requested and was granted permission to enter the compound. Some

other reporters were concerned that it was getting late and they
needed to file stories. One escort took the bus with those needing
to return to the media center and sent the bus back to retrieve the
others.

Stories were then filed, film processed, etc. At approximately
2000 hours, the Director, SCPA briefed the team on possible stories/
events that the pool would cover. At approximately 2030, the pool
was reassembled at Howard AFB for a press conference of the returning
U.S. ambassador to Panama. This time, the pool proceeded by bus and
passed the refugee camp at Balboa, the destroyed DENI station, and
continued up through the heavy defenses on the Bridge of the
Americas. While navigating the obstacles on the bridge, the bus blew
a tire on concertina wire. However, a PA escort "commandeered" three
HMMVs on the bridge and transported the media with them. The
ambassador’s press conference took place at 2130 after which the
media returned to Quarry Heights for more story preparation. Those
staying in the Clayton House were transported there after midnight.

Day Two - 21 Dec 89 - Arrangements were made to pick up the pool
at 0700. An SCPA representative provided an 1nforma1 update covering
events from the night before.,

'The pool was divided into two teams in order to maximize
coverage Both teams received an initial operations briefing and then
pursued separate itineraries.




" Team A

Team A bussed to Fort Clayton to meet with the JTF-South PAO. A
UH-1H was dedicated to their use, took the team to Tocumen Airport to
pick up the 82nd Airborne Division PAO. While waiting for the 82nd
AD/PAO to arrive, the team covered 7th ID (L) troops as they moved
into position along the airfield. ' ,

After the 82nd AB/PAO arrived, the team was transported to
Paitilla Airport, near the Marriott Hotel, the scene of heavy
fighting the day before. As the helicopter began to touch down,
sniper fire was received and the group was immediately waved off. As
the helicopter flew back over the bay an Air Force helicopter made a
very close visual inspection of our aircraft. Apparently, our pilots
had not been on the right frequency and had not been able to properly
identify themselves. (They were suspected of being PDF for a short
time.) . ‘ '

The team returned to Tocumen to let the 82nd AB/PAO off and
evaluate the situation. They were not allowed back into Paitilla
because of the hot LZ and no other opportunities were available. It
was determined that the team would return to Fort Clayton to monitor
activity there. On the way back, the pool requested and received a
flyover of the canal.

Approximately two hours were spent on the ground at Fort Clayton
trying to develop the next story. At one point, it appeared that the
team would be diverted by the JTF-South commander to pick up Sam
Donaldson to cover events. The SCPA escort said this would be a
violation of the pool and that the director SCPA would have to be
informed. After discussion between the director and JTF-South PAO,
the idea was disapproved and the team eventually departed for Rio
Hato at 1430. } '

At Rio Hato the pool interviewed the Ranger regimental and
battalion commanders whose troops dropped onto and secured the
airfield Wednesday morning. A tour of a captured arms cache was
conducted by one of the soldiers who led the assault. Footage of
prisoners boarding a C-130 for evacuation was also collected.

The team returned to Quarry Heights at 1700. Stories and
videotape were immediately filed. Videotape appeared on network news
within 20 minutes of airing at the media center. Participants
appeared to be satisfied with the results.

Team B
Team B departed Quarry Heights at approximately 1015. SeVeral

members of the pool were escorted through the Comandancia area and
portions of the Balboa refugee facility. Two HMWVs provided




security. The SOUTHCOM surgeon provided a briefing at the refugee
camp. The pool walked through the medical facilities for military
and civilian casualties and were able to interview a wounded U.S.
soldier and refugees about the treatment they had received at the
center. .

The team then drove through Via Espana and Calidonia towards the
legislative assembly.

As the convoy moved through Calidonia and Via Espana, the three
vehicle convoy was welcomed by crowds of clapping and cheering people
chanting, "Viva Bush." The media was extremely impressed.

The drive also allowed a glimpse of the total breakdown of law
and order as hordes of people broke into and looted stores.

The DOD pool was the only U.S. press at President Endara’s
proclamation ceremony. At approximately 1310, President Endara
addressed the nation and announced the app01ntments of his vice
presidents. The team returned at approximately 1430 and filed
stories. The rest of the evening was spent filing stories,
processing film, etc. JTF-South PAO, in coordlnatlon with SCPA,
developed the following day’s 1t1nerary

Pool members began questioning the validity of the pool as
numerous press representatives arrived at the media center, including
ABC’s Sam Donaldson, who flew in just for a live report. By day’s
end, approximately 300 media representatives were in-country.

Day Three - 22 Dec 89 - The value of the media pdol became
increasingly questionable as more press representatives began to
arrive.

The media was picked up at 0700 and transported to the media
center. Mr. Francis of NBC News needed to leave NLT 0630 for an
on-air telecast Friday morning. Additional transportation was
provided as requested. After an informal briefing outlining the
day’s events, they boarded the bus at approximately 0800 to begin the
day’s coverage.

The itinerary included a tour through the captured PDF barracks
at Fort Amador including General Noriega’s personal office, the
witch’s house, a tour of the Chorillo area and the Comandancia,
including General Noriega’s office. None had been previously
covered. .

" Upon arriving at the front gate of Ft. Amador it became evident .
that the "troops on the ground" had not gotten the word of our
approved visit. This had been pre-coordinated between the JTF- -South




PAO and the 193d Brigade headquarters. Approx1mate1y 30 minutes were
spent with the battalion commander contactlng his brigade to get
approval to proceed.. :

Two UH-1s were sent to Fort Amador to transport the pool to the
next site. Before leaving the Comandancia, SCPA relayed another
story possibility--Smithsonian hostages who had been rescued by U.S.
forces were available at Fort Clayton. There were a few reporters
who wanted to return to Quarry Heights to file their stories, but the
majority wanted to cover the Smithsonian opportunity. Those wishing
to return to the media center were loaded on one helicopter that
eventually flew on to Quarry Heights after stopping at Fort Clayton.

On the ground, the pool linked up with JTF-South PAO and another
escort officer who guided them to where the hostages were being
housed. Approximately 45 minutes were devoted to this story, and the
pool members were grateful for the opportunlty

Upon returning to the USARSO PAO shop, other members of the pool
requested to return to the media center to file their stories. These
individuals boarded a helicopter and were transported to Quarry
Heights. (The helicopter arrived there shortly before gunfire
erupted at the bottom of the hill near the DNTT station.)

Back at the USARSO office, plans were made by the JTF- South PAO
to visit the detainee camp on Empire Range Another possible story
involving a drug cache, found somewhere in an area under Navy
control, was briefly considered, but the decision was made to fly to
the detalnee camp.

On the ground, the group was met by the camp OIC who made it
clear that the detainees could not be interviewed and photos of the
interrogation area were prohibited. A formal briefing was planned
but the escort advised the camp OIC that although the photographers
were not interested, the writers would 11ke some background
information.

As the photographers were shooting, a helicopter arrived and
several blindfolded, handcuffed detainees disembarked. This became
the emphasis of attention. An officer shouted that this scene should
not be photographed, but gave no reason why. The escort officer
asked the photographers to move back, but allowed them to continue
the shoot. :

The hellcopter then transported the team to Quarry Heights to
file stories and film.

Another story had developed during the afternoon--a night shoot
with the 7th ID (L) soldiers who had taken the city of Colon. The
mission assignment was at first garbled--the original intent was to
cover the surrender of about 2,000 PDF/Digbats at the city ballfield,
but the unit that had first entered the city was actually covered.
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A group of six, one escort and five pool representatives, were
picked up by helicopter at Quarry Heights and taken to Fort Sherman
where a unit escort officer was picked up. A short briefing was
provided and the flight continued to Colon. A tactical landing was
conducted as sniper activity was still possible in the areas around
the landing zone. The battalion commander was available and provided

.a briefing on what the unit had encountered. He then teamed the

group up with a unit moving through the streets..

A van full of confiscated weapons was parked outside the gate and
presented an opportunity for the press. They also covered soldiers
walking through the streets, the people of Colon cheering the
Americans, and conducted interviews with soldiers and Panamanians.

Upon returning, the helicopter pilot opted not to fly into Quarry
Heights helipad at night and instead flew to the SCN field. The team
went to SCN to prepare stories and await transport. Although ground
transport to Quarry Heights had been requested earlier from USARSO,
it took almost an hour for the MP escort vehicles to show up. (This
had little impact since it gave the writers an opportunity to )
complete their stories before leaving.)

The rest of the evenlng was spent filing storles, proce551ng
photos, etc.

At the same time, JTF-South PAO was developing story
p0551b111t1es for the following day. The Rangers had liberated a
prison camp that evening and the results would provide a good media
opportunity the following morning. At this point, more than 300
media representatives were registered at the media center, further
eroding the validity of the pool.

Day Four =- 23 December 89 - The prison story required an early
wake up, approximately 0530. Once assembled at the media center, the
press was briefed on what was to take place. They immediately
rejected the idea as "old news." They would not continue to cover
this type event, but insisted that they cover troops in current
action, even at the risk of physical danger.

The Director, SCPA and JTF-South PAO were informed, the prison
coverage was immediately discarded and a request was passed along to
JTF-S to get the pool out to the troops. Two new missions were. ‘
arranged to cover 82nd and 7th I.D. soldiers as they conducted
clearing operations in their respective areas of respon51b111ty
(AORs). The intent (as expressed by the media) was to remain in the
field for several days, at least through Christmas Day in order to
capture troops spending Christmas Eve and Christmas Day in the .
field. A system was set up to ensure stories could be picked up and
brought to the media center for filing.




The television crew with the 82nd returned late the first night,
pPleased with its material and ready to file stories; an overnight
stay was not necessary. A photographer and writer remained with the
unit. The pool with the 7th stayed in the field overnight as
originally planned.

The media pool was formélly disbanded as of 1200 hours on 23
December.

2. Lessons Learned
a. Air Transportation

(1) Initially, air transportation was a monumental problem
that resulted in excessive time lost. Air assets were still being
arranged after the pool was on the ground Wednesday morning. Once
helicopter support deposited the press at their initial site, for
example, the tactical situation dictated that it immediately depart.
On the ground, separated from the helicopter, there was no direct
communications available. As a result, the pool was forced to
communicate with SCPA via radio and telephone to get the helicopter
back. ' ‘

(2) The requirement to arrange transportation was passed on
to the JTF-South PAO at a time when all air assets were being
channeled to the tactical mission. The competition for these air
assets put the media pool at a lower priority. :

(3) Someone designated at SCPA as the dedicated media pool
coordinator and a full-time representative at the JTF-South Emergency
Operations Center (EOC) to handle such immediate problems would have
cut down on lost time. 1In addition, the JCS op order should have
directed dedicated air (ground and security) assets for the duration
of the pool.

b. Pool composition and equipment

(1) The pool was far too large. There were 14 working
journalists, two technicians and three DOD representatives. The DOD
representatives were unnecessary.

(2) Access to "hot areas" requires a small group prepared
to handle the current situation. Fourteen media and three DOD
representatives were excessive. When economy of force and stealth
were critical, media pool presence was too visible because of its
large size. Splitting the pool into two or three separate smaller
pools would have multiplied the transportation problem by a
proportionate amount. The composition of the pool did not lend
itself to such a division anyway. The TV requirement for three
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personnel also exacerbated the problem (and caused a rift among pool

members with the prlnt media when, for example, helicopter seats were

at a premlum) ‘ '
c. Mission

Recognizing the fluldlty and uncertalnty of combat

" operations, a basic plan must be developed early, a plan that has

command approval and backing. Among the questions that must be
addressed by the plan: Where will the key events be? How can we get
the press in there? How do we get local authority to enter combat
areas? How do we get the word to the ground commanders who will

-ultimately make it happen that this press pool is authorlzed to get

shot at?
d. Experience of the Pool

Several members of the pool were not experienced in mllltary
operations. One reporter was dressed in suspenders, tie and baseball

‘cap. A ground commander is going to be very reluctant to accept any

added risk. If he is presented a group dressed more for softball
than field operations, he may refuse. Pool members may be willing to
accept the risk, but the commander does not need additional risk
factors added to his soldiers and their mission.

e. Operational Briefings
A major flaw was in not providing a current operational

update from day one. If the pool had arrived at SCN, been escorted
into a briefing room and immediately been provided someone with field

. knowledge, the approach would have been more successful. Instead, an

embassy representative with no knowledge of the tactical situation,
was on hand to provide the briefing. Each morning should have been
started with an operatlonal brleflng. These were started after the
pool was dissolved. ' :

f. Housing
This requirement was given to the command that was fighting

the battle, adding to its already heavy workload. Resolution of this
issue later caused a great deal of time spent on the part of the SCPA

‘staff.

.g. Media Pool Coordinator

One person should have been given the in-office

'responsiblllty both at JTF-South and SCPA to react to specific medla

pool needs. The JTF-S PAO, who spent a great deal of the early hours .
with the pool on the ground was often out of the EOC where major
problems could be addressed and solved quickly. He was needed on the.
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ground but without someone "in the rear" in authority to help make
things happen, the fate of the pool was left in jeopardy. The SCPA
deputy became the overall problem solver at a time when there were
many other problems requiring attention. One person at each
headquarters taking calls and looking for solutions would have eased
the problems. This person(s) would also need to anticipate future
needs, i.e. transportation, field coordination, security needs,
possible story ideas, etc.

h. Tactical Gear

The press wanted to be placed in a combat situation. ScCPA
was not prepared to issue Kevlar helmets, flak jackets, etc. Field
commanders did not have the equipment to issue. Other critical items
include web belt and canteens. These reporters left freezing
temperatures and snow in Washington, D.C. for 85 degrees and high
humidity. The escort officers’ water supply saved several members of
the pool. Some thought should be given to a DoD equipment pool to be
used for issue to the press prior to departure. Equipment could be
tailored for the situation. :

i. Communications

This is always a problem. The hand held radio became
inoperable during the first afternoon, making essential field
communication almost impossible. Telephone calls had to be made when
and where available. (However, this was an isolated case. 1In most
cases, radios worked well.) :

j. Media Pool Authority

If DOD is going to assemble these teams and ship them out,
ground assets must be made available to support them. When the
intent of the pool is determined, plans for required assets can be
developed. '

k. DOD Escorts

The field team needs help, not more bodies to worry about
(three reps was excessive). DOD expertise is certainly needed, but
these officers should also be experienced in whatever operation is
being conducted. This was largely an Army, ground operation.
Instead of senior Army officers, two Naval officers and a senior Air
Force officer comprised the team. All were well versed in media pool
theory and helped solve particular problems, but none was armed with
Army field savvy that could contribute to the pool’s specific
understanding of the situation. These escorts did not deploy with
field uniforms or gear and stood out as much as the press, possibly
detracting from the escort team’s credibility with ground commanders.
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l. Security

Plans must be made to address security requirements. Pool
escorts were always looking for a proper security force whenever they
moved. Although security in the form of one or two armed soldiers
was usually available to accompany the group, a dedicated security

'team with tactical transportation would have been preferable.
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MEDIA CENTER

The SOUTHCOM Media Center was established at H -3 hours. The
Officers Club at Quarry Heights had been previously designated as the
site for the establishment of a Media Center and had been used for
this purpose during previous crises, to include the May elections. A
ready kit had been prepared and was brought to the Media Center.
(This kit included telephone instruments, one computer and printer, a
FAX machine, typewriters, and administrative supplies.) Telephone
outlets that had been used in May were left in place and the lines
only had to be activated. Lines were activated and telephone
instruments attached and at H -1, the Media Center was operational
with seven telephone lines and all other equipment functional.

The SOUTHCOM Public Affairs Office maintains and constantly
updates a Media Center SOP. This SOP was implemented and the Media
Center was fully operational at H -1 hours.

The center was prepared to accept the DoD Media Pool expected to
arrive at H + 4 hours and a minimum number of additional
correspondents. Members of the pool arrived at the Media Center at
H + 14 hours and immediately began to file their stories. A photo
transmission machine was installed and film was developed in the
ladies restroom.

At the same time the TV satellite crew began to install an uplink
dish and associated equipment. This equipment was installed and
began sending video to the U.S. for the evening news on the 20th.

In addition to setting up the facility, the Media Center began
responding to queries at H + 8 hours and began to register media who
were already in Panama at H hour. Although the exact number is not
known, there were at least 50 correspondents in Panama at H hour.

Because of the chaotic situation in the downtown area, many of
the correspondents who came to the center were unable to return to
the city. The Media Center did not have assets to provide security
escort for these personnel.

Many of the correspondents elected to remain at Quarry Heights.
The Media Center basically became a "Safe Haven" as well as a source
of information and filing facility.

As the numbers increased, the entire club was eventually taken
over. On Day One, MREs were provided and by Day Two, blankets were
available.

By H + 36 hours, approximately 65 correspondents had registered
- with the Media Center, the majority staying because no hotels or
restaurants were open. Additionally there were no rental cars,
taxis, buses or other forms of public transportation available.
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By D + 1, the Media“ Center* taff was expanded to six personnel
(two officers and four NCOs).

The initial seven telephone lines were totally inadequate to
handle the requirements. Four of the seven lines were tied up 24
hours a day with the Media Pool, two for video transmission, one for
still photo transmission, and one for FAX of print stories to DOD.
Priority use of all telephone lines was provided to the DOD Media
Pool, which operated from the Orchid Room. The remainder of the
correspondents worked out of the dining room and patio. This allowed
the Media Center to conduct two separate operations, with priority
given to the DOD pool.

The 1109th Signal Brigade pulled seven additional lines from
offices and quarters on Quarry Heights to activate additional numbers
by D + 3. Fourteen telephone lines were still inadequate and
correspondents stood in line to use the telephones to file their
stories. Because the Panamanian telephone system was unreliable, the
Media Center was able to obtain control numbers and use the U.S.
switch at Corozal to file stories. (The switch only had five lines
to the U.S. and calls were always backed up.)

By D + 48 hours an additional 275+ correspondents had arrived
at Howard AFB on board various charter aircraft. (One L1011 arrived
with 30,000 1lbs of equipment.) Because of widespread combat and the
fact that there were no accommodations in Panama City, these
personnel were held temporarily at Howard AFB and on the Naval
Station Panama Canal. This massive influx of NMRs posed a very
sensitive problem. SCPA could not logistically or administratively
support such a group. Yet, pressure from Washington had mounted to
accommodate them as well as possible. Just over 100 opted to return
to the United States while the remainder with equipment were
transported to the Media Center on 22 December.

By D + 72 hours, 180+ correspondents were living and working
out of the Media Center.

on the 22nd, two cooks who work for the officers club came in
and served two hot meals per day. The club personnel were able to
get food from the commissary and arrangements were made with the
major press organizations for billing and payment for these meals at
a later date. By the 27th, the club began to serve 3 meals a day and
all personnel began to pay for their meals as they were consumed.

As the situation began to stabilize on the 22nd, some
correspondents were able to obtain accommodations in the city.
(There were still personnel staying in the club as late as 30
December.)

. By 23 December, the Media Center began to organize media
opportunities. (Untll then priority on all media opportunities
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was given to the DOD pool and if additional seats were available,
other correspondents were given the opportunity to participate in the
events.) Two school buses with armed guards and one 15-passenger van
were pressed into service to transport correspondents to these
events. By 22 'January, 195 events had been scheduled.

Beginning on the 21st of December, an operational update _
briefing was given at the Media Center at 0730 hours each morning.
The daily briefing was given by the J-3 Current Operations Division.
It consisted of a summary of all military activities conducted in the
theater during the past 24 hours as well as updates on casualty
figures (both U.S. and PDF), number of captured weapons, number of
detainees, number of refugees, and an update on the total number of
U.S. military in Panama. This briefing was also telecast live over
SCN and was an excellent tool for keeping the press, the military and
the U.S. civilian population informed and up to date on all current
activities. These morning updates continued through 31 December when
they were replaced with a daily written update.

As the press began to move into the downtown area, a sub-JIB was
established at the Holiday Inn. Most of the TV media had established
their bases of operation there because it was across the street from
the Papal Embassy where Noriega had taken refuge. From that vantage
point, they were able to conduct 24-hour watches of the embassy.

The sub-JIB was manned by one officer and one NCO from the Media
Center staff. (The cost of the room was covered by the TV networks.)
Radio as well as telephone communications were established with the
sub-JIB. This dual communications link insured information could be
passed from the Director of Public Affairs and the Media Center to
the sub-JIB instantly.

The establishment of the sub-JIB at this point of media
concentration enabled the Director of Public Affairs to maintain
face-to-face liaison with all of the TV networks and the major print
media outlets that were represented in Panama. This operation was
very successful, keeping the media current on all military activities
in Panama. Both locations remained in operation 24 hours a day until
20 January 1990. On 20 January, the sub-JIB was closed and all
activities were conducted out of the Media Center at Quarry Heights.
On 21 January, the Media Center went to a 12-hour schedule with
personnel on call after 1900 hours.

On 1 January, a formal query system was established to better
account for questions being filed at the Media Centers. Once
questions were received, they were formally logged in and sent to the
SCPA operations officer for action. They were then tracked until
final disposition and returned to the originating NMR. (A query
system was in effect from the beginning of the operation but the
establishment of the logs and formal follow-up system contributed to
better management of queries.) This formal follow-up system became
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necessary as the volume of" 1nd1v1dua1 requests for detailed
information (that could not be prov1ded from the daily updates) grew,
correspondents began working on individual detailed stories and moved
away from coverage of the overall operation.

By 22 January, 855 correspondents were registered with the Media
Center.

Lessons Learned:

1. Communications: Telephone communications were a constant
problem. Fourteen telephones were inadequate for the large influx of
correspondents. This problem was compounded by the lack of lines
available from Panama to the United States. A minimum of 25 _
telephones and functional lines is required to allow correspondents
to file their stories in a timely manner, to maintain TV uplinks and
transmit still photos. To accomplish this, a facility must be
designated for use as a Media Center before a crisis exists and
pre-wired for telephones. 1In this case an adequate facility had been
designated and was instantly available for use. However, the
telephone capabilities of the facility were inadequate for the large
number of correspondents.

2. Security: In a hostile situation, a security detachment needs to
be assigned to a Media Center. These personnel would provide
security for the press while they are being transported to and
participating in media opportunities. In the early days of the
hostilities, many good stories were missed by the press due to a
shortage of security.. Although the media center was able to get two
armed guards by tasking the USARSO Headquarters Commandant, they did
not have security vehicles. They could also have used at least six
more security personnel with security vehicles to allow more medla
events to be conducted in the early phases of the operatlon.

3. Personnel: Six personnel cannot adequately support 500+
correspondents and maintain 24 hour operations in two locations. The
vast majority of the correspondents have nothing but praise for the
support they received and the overall coverage of operation "Just
Cause" has been extremely favorable. Doubling the number of Media
Center personnel or the activation of a Reserve Component press camp
in the early hours of the operation might have enhanced the coverage
of the entire operatlon. However, they pose an immediate problem in
that (a) they require logistical support and (b) they are not up to
speed on the current situation and require a major amount of initial
briefing.

These personnel should be included in the operat10na1 planning
so they are troop listed and arrive at the operational site with the
first wave of troops. The increased personnel assets would allow the
Media Center OIC to establish two 12-hour shifts with separate
sections responsible for:
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a. Media registration and inprocessing.

b. Organizing media opportunities and escorting correspondents
to the events.

c. Responding to individual queries and requests.

d. A command element for overall control ef the Media Center
operation.

During the early phases of operation Just Cause, the six media
center personnel worked 20-22 hours a day and performed all of these
duties. Although all of the tasks were accomplished, they could have
- been done better by a larger organization d1v1ded into sections with
dlstlnct areas of respon51b111ty.

4. Media billeting: If there is no available lodging in the
civilian community and the mllltary does not have adequate housing,
serious consideration should be given to using the DOD (or regional)
Media Pool longer and disallowing a massive influx of correspondents
into the area until the situation is stabilized. The logistics of
supporting a large number of media representatives out of a Media
Center designed to support a DOD Media Pool, and minimum number of
correspondents already in country, detracts from the ability to
support them in an appropriate manner.

5. Transportation: Dedicated transportation from the beglnnlng is
essential to the operation of a Media Center. Using whatever is
available causes many opportunities to be missed while correspondents
sit around waiting for transportation. The logistics of moving
hundreds of correspondents around an ever changing battlefield is
enormous at best and almost impossible without dedlcated ground and
air transportation.

6. Payment for meals and lodging: A system needs to be immediately
implemented to collect money for meals and lodging. This would
eliminate the need for mass billing when the situation stabilizes.
This needs to be set up by the agencies providing the meals and
lodging and should not be a public affairs function.

7. Management of Queries: The formal follow-up system that was
implemented on 1 January should have been in place before the volume
of queries became large. The system needs personnel dedicated to
performing only that task. - :

8. Media Pool reports: Personnel assigned to support the DOD Media
Pool or any other media pools that are created must be responsible
for getting copies of all pool reports and insuring that they are
distributed to all correspondents. Additionally a file must be
maintained on all reports for later reference. This can also be
accomplished by having a section of the Media Cénter dedicated to
media events and pool formation.
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MEDIA AIRCRAFT SUPPORT

on D-Day, H-Hour, more than 25 resident media and 25-50 visiting
media were in Panama City. Additionally, Omar Torrijos International
Airport was an initial target and destined to be closed for several
weeks. The assumed result was that a minimal influx of media was
initially expected. 1In addition to the DOD media pool and resident
media, only a small number of "outside" media was ant1c1pated for the
first several days.

"However, early phone calls from news media representatives and
0SD/PA showed that great pressure was being exerted to allow the
media to use Howard AFB to land charter aircraft.

There was an originally agreed-to settlement that would allow a
minimum number (total of six) aircraft to depart from San Jose, Costa
Rica and Miami, Florida.

Because the airdrome at Howard would be extraordinarily busy
receiv1ng Just Cause flights and the SCPA staff was extremely limited
in numbers, it was not possible to handle large numbers of people.
Initially, SCPA could not provide the necessary security or logistics
support for more than about 75-100 people.

At some point, however, the negotiated settlement was revoked by
parties unknown and by D + 2 (22 Dec 89) at 2000, more than 300 news
media representatives arrived on 12 charter fllghts. Ultimately, 36
flights arrlved and more than 850 media were eventually registered.

The follow1ng are significant events as they relate to support
of media aircraft. Specific arrlval/departure information is
attached.

Oon 21 Dec 89, 1000-1500, SCPA was established as the POC for
media aircraft landing requests. Coordination procedures were set up
with a number of Howard AFB agencies: Base Operations, Public )
Affairs, Command Post, Air Terminal Operations Center. Coordination
was also conducted with the Costa Rican government through the U.S.
embassy there. They wanted written proof of authorlzatlon for
aircraft from Costa Rica landing in Panama.

SCPA received requests from media throughout the day.

At 1700, the first media aircraft landed (Sam Donaldson, ABC)

on 23 Dec 89, due to overcrowded conditions at Quarry Helghts
and Howard AFB medla centers, SCPA decided to temporarily suspend

civilian aircraft landings at Howard AFB bringing additional media
in-country.
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On 24 Dec 89, SCPA began allowing media aircraft landings at
Howard AFB for swapping people/equipment. Swaps continued through
D+11, involving over 70 media representatives, at least 14,000 pounds
of equipment, and 17 aircraft. :

Starting 29 Dec 89, media representatives were allowed flights
out of Panama on MAC aircraft, due to the closure of Torrijos
airport. They paid $264 for a seat regardless of destination.
Normal MAC rules for luggage, etc. applied. Sixteen media
representatives arrived at Quarry Heights media center to take the
first flight out. This operation continued through 1l Jan 90. A
total of 45 media representatives took advantage of the flights.

The commercial airport resumed operations on a limited basis 2
Jan 90. However, the flight schedule was not reliable. Flights were
often cancelled, leaving a growing waiting list. Chartered aircraft
~could land at the airport, but security conditions made access to the
aircraft difficult. Since commercial flights from Panama were
unreliable, SCPA requested more flights on MAC aircraft for media
representatives, beginning 11 Jan 90. SCPA coordinated with SOUTHCOM
J-4 and TMO at Howard AFB. The TMO arranged reservations for up to
43 people on the Freedom Birds. The reservations were on aircraft
departing for Miami on 11, 13 and 14 Jan 90. Only two media
representatives took advantage of these flights.

Lessons Learned:

a. Based on SCPA’s recommendation, a definite limit should have
been established on the number of media representatives allowed into
Panama through Howard AFB. Based on facilities available, prevalent:
security risks and safety concerns in the area of operations, the
recommended number would have been no more than 100 people.

b. When setting up coordination procedures for media aircraft
landings, the SCPA POC developed a form used for recording, tracking
and coordinating those requests. However, this was a duplication of
effort, since Howard base operations already had forms for this
purpose. Also, the SCPA form was in a different format than base
operations and made reconciling information difficult.

c. The fifth aircraft that landed with media representatives
aboard was an L-1011 chartered by NBC. This proposal came up when
SCPA thought there was a six aircraft limit, and seemed a good way to
get maximum media coverage with minimum aircraft. Allowing the
L-1011 worsened a bad situation. There were 220 people aboard, and
handling them was difficult. Off-loading the 30,000 lbs of equipment
from the aircraft proved to be a monumental task, since the Air
Terminal Operations Center personnel were still involved in
supporting the combat mission. They managed to get the aircraft
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unloaded, but it took more thanfour-hours. A limit imposed on the
number of people and on the amount of equipment military support
personnel could off-load for the media would have alleviated this
situation.

d. Between D + 2 and D + 4, a total of eight media-chartered
aircraft landed at Howard without Prior Permission Required (PPR)
numbers. Two reasons for this are:

1) A misconception that any aircraft claiming it had media
on board should be allowed to land. This came from the confusion on
how many aircraft were to be allowed access to Howard AFB, and before
the SCPA POC had been established.

2) Sneaky tactics. These tactics included sending two
aircraft at the same time under one PPR number, and attempting to
land on an expired number. The origin of these tactics is unknown.
(Allowing aircraft to land at Howard without PPR numbers made it
difficult to track how many media representatives were in those
aircraft and their affiliations.)

e. When media representatives requested a swap of
equipment/personnel, the easiest method was to let them assume
responsibility for transportation. SCPA would simply provide a
military escort from the gate of an installation, to the flightline
or media center and back.
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21 DEC 89

22

23

24

26

27

28

29

30

31

DEC

89

MEDIA ARRIVALS/DEPARTURES THROUGH HOWARD AFB

PAX
AFFILIATION ACFT IN OUT CARGO

ABC GULF STREAM 2 7 1,000 LBS
(SAM DONALDSON’S AIRCRAFT)
ABC HAWKER 7 MIN

NBC & OTHERS L-1011 220 30,00 LBS
CBC SABRE LINER 14 (LANDED TWICE)
CNN, AP, UPI 727 36 MIN

BBC LEAR 35 5 "

BOSTON GLOBE LEAR 35 7 "

5 OTHER AIRCRAFT WITHOUT PPR#S 30 UNKNOWN

DEC

89

CBS LEAR 25 5 (2 HOSTAGES RELEASED)
REUTERS LEAR 35 3 MIN

1 OTHER AIRCRAFT WITHOUT A PPR# 6 UNKNOWN

DEC

TWO OTHER

DEC

DEC

DEC

DEC

DEC

DEC

89

89

89

89

89

89

89

CBS LEAR 25 3 MIN
LEAR JETS WITHOUT A PPR# 12 UNKNOWN

NBC LEAR 25 3 MIN
UNIVISION LEAR 25 3 "
CNN 727 64 26 9400 LBS

NBC LEAR 25 6 6 MIN
BOSTON GLOBE LEAR 25 7 "

CBS LEAR 25 2 2 900 LBS
ABC LEAR 25 2 5 MIN

NEWSWEEK LEAR 25 3 2 MIN
CBC LEAR 25 0 6 "
CBs LEAR 25 06 "

MCNEIL/LEHRER LEAR 25 4 MIN
NBC LEAR 25 1 4 400 LBS
ABC LEAR 25 7 6 900 LBS
ABC LEAR 25 0 900 LBS

KGGM/WRAL PIPER NAV. 4 0 MIN

MCNEIL/LEHRER PIPER NAV. 2 0 "
ABC LEAR 25 3 0 400 LBS
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DATE

- 29 DEC 89 .

30 DEC.89
31 DEC 89
1 JAN 90
4 JAN 90
13 JAN 90

14 JAN 90

# PAX
27

OUTGOING MAC FLIGHTS

TYPE ATRCRAFT

C-141

- C-141

C-141

C-141

C-5

DESTINATIONS

KELLY AFB, CHARLESTON AFB,
MCGUIRE AFB

CHARLESTON AFB

CHARLESTON AFB

CHARLESTON AFB

CHARLESTON AFB/DOVER AFB

727 FREEDOM BIRD TO MIAMI

727 FREEDOM BIRD TO MIAMI
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SOUTHERN COMMAND NETWORK

Not since the days of Vietnam have personnel at an AFRTS outlet
found themselves in a hostile fire environment. Even as mortars
impacted sporadically in the vicinity of the network headquarters, the
professional urge of the SCN camera crews was frustrated by not being
able to be out in the thick of "the action." 1In fact, although our
videographers and reporters were ready to roll, the flrst hours of
video opportunity rightfully fell to the combat videographers attached
to the Joint Audio-Visual Detachment (JAVDET). Portions of the video
shot by JAVDET cameramen were made available to SCN for on-air use
during the first six hours. JAVDET was then ordered to immediately
ship all video to DoD. As soon as our primary mission was
accomplished and the early-on potent1a1 need to reconstitute
mitigated, news teams were deployed in force on a rotating basis,
turning out a final total of over 50 television news stories over the
two-week period ending 5 January 1990.

OPERATIONS AND PROGRAMMING (Television)

On the afternoon of 19 December, the commander called together all
section supervisors to direct a "test" of the network’s operational
readiness. In response, a mobile van team deployed to Quarry Heights
to establish a microwave link to SCN and an engineer was designated to
go to Ancon Hill. The mission was to be able to deploy and set up a
return microwave link from the van to SCN at any location on the
Pacific side of the Isthmus. A TV news team was dispatched to Howard
AFB under 24 COMPWG/PAO’s operational control, and two news teams
prepared equipment for standby. All personnel were instructed to
remain on duty until released. Operational and contingency plans were
reviewed again and another assessment of displaced equipment
conducted. Equipment necessary to reconstitute broadcast capability
was displaced previously in the event the network headquarters and
studios were destroyed or disabled due to hostile action.

It was necessary to reconfigure remaining manpower to ensure
mission essential operations. The Command Information section was
totally chopped to the news department as were all other personnel not
essential to radio or master control operations. This ensured maximum
flexibility in the news department to cover all missions while keeping
a studio crew with anchor available continuously for live cut-ins.

All operations assets were pooled and divided into two teams for 12
hour shifts to provide 24-hour live radio, television, and studio
programming capability. Because a number of SCN personnel resided
off-post and previous real-world crises always included non-travel
curfews, Ft Clayton on-post sleeping areas had to be identified. Ft
Clayton residents who were on shift were identified to share their
quarters with off-Clayton personnel who would not be allowed to leave
post.

24




o

Practice drills were conducted to prime news and studio crews to
go live for a news cut-in with five-minutes notice.

_ The decision was made to leave the ll-meter programmable satellite
dish on Galaxy 1 in order to guarantee direct access to CNN/CNN
HEADLINE NEWS. It was to be left there due to prior history of motor:
damage which would make dish movement potentially impossible. The
loss was primarily NBC entertainment programming (which subsequently
became a continuing source of complaints from frustrated "soap"

watchers).

By 2230 that night, most senior personnel sensed that we were
involved in more than a routlne exercise.

The commander, having been alerted earlier in the day that our
abilities would be put into action, was hour by hour, carefully
placing the network into an immediate response posture.

During this time, provisions were made to insure that a historical
record would exist of any and all network media coverage of whatever
event was apparently about to take place. Steps were taken to
increase video dubbing to multiple simultaneous reproductions of CNN,
CNN HEADLINE, and AFRTS for later consolidation of Panama situation
stories and requlrements from external sources. In addition,
prov151ons were made to add multiple cassette audio recordings for
on-air use and eventual archiving. Previous experience during the May
elections and the coup attempt had taught us this lesson well.

Shortly before midnight, a camera crew left the building with only
a destination known, and did not fully know their objective other than
to cover a three- -person "news conference" inside a house. They soon
found themselves in a clandestine location as the sole media allowed
to videotape the historic swearing-in of President Endara and his two
vice pre51dents. A member of the radio staff also was detailed on a
special mission with two portable audio cassette recorders in hand
(one was a personal one belonging to the commander but was more '"user
friendly" than the other one). This SCN member was to provide radio

, production assistance in support of President Endara and the new

Panamanian democratic government.

When word came to stand by for a live studio cut-in about 25
minutes after midnight, the news and studio crew were cocked and ready
to go within three minutes. The commander handed the news anchor a
telefax news release and moments later he was calmly announcing that
an armed conflict was 1n progress in Panama. Throughout the coming
hours and days the continuing focus would be to keep audiences as
totally informed as humanly possible, but to do so in a measured,
non-inflammatory manner, attempting to maintain an atmosphere of calm
within a chaotic climate. The non-verbal significance of each news
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anchor’s on-air demeanor was particularly addressed by the commander
as being key to how acutely our television audience would react with
calm or panic.

The live studio cut-in was simulcast on AM/FM stating that
Personnel Movement Limitation (PML) ECHO was in effect and that the
U.S. military action in progress was directed, not at the Panamanian
people, but against Noriega and his Panamanian Defense Forces. The
first PML Echo crawls began to air immediately on TV with a 10 minute
frequency, and corresponding repetitions on radio. The frequency of
PML ECHO announcements on both radio and TV would subsequently be
lengthened to 15 minutes apart. When the command returned to. PML
Delta on 28 Dec, crawl frequency was gradually decreased to one per
hour.

Within 15 minutes of the first live cut-in announcing
hostilities, CNN HEADLINE NEWS aired their first Panama situation
newsflash. Berta Thayer reported hearing the SCN announcement of PML
ECHO, referring to it as "USSOUTHCOM’S highest state of alert."
Moments later SCN again aired a live studio cut-in reemphasizing PML
ECHO status, that hostilities were now in progress, and what
precautions non-combatants should be taking.

Regularly scheduled programming essentially was stopped at 2330
on 19 December due to the need to keep the satellite on CNN. SCN
shifted to pretaped Carson and Letterman programming (normally
carried live) which allowed the network to stop the tapes and cut in
and out without disrupting the integrity of entire programs. From
0130 until 0500, filler programming was aired with off-lined CNN news
updates. Generally, 30 minutes delay was the longest period between
off-lining and airing and was actually requested by SOUTHCOM
operators due to the timeliness of the reports and the operators
concern for OPSEC. A press announcement by White House Spokesman,
Mr. Marlin Fitzwater was taken live at 0145 and the President was
aired live later in the morning.

Beginning at H-hour, Master Control/DupFac personnel continuously
monitored and flagged news stories dealing with the Panama situation
and alerted management of significant story changes for potential
use on upcoming live studio cut-ins.

Radio continued to interrupt programming to simulcast TV audio of
live studio cut-ins and special network TV news reports. 1In these
early hours of the developing crisis situation, the overriding
critical importance of both radio and TV speaking with "one voice"
dictated the continuity of TV audio on both mediums. Within the
space of four hours, radio would break away to go live around the
clock for the duration of Operation Just Cause, airing all radio
newscasts live as they were sent across the AFRTS voiceline. Music
programming would go essentially to a call-in request format until
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29 December. This would prove to be both a blessing and a curse as
it was later determined that the programming signal was being pumped
through loudspeakers outside the Papal Nunciature.

At 0500, 30-minute tape delaying of TV news programming ended and
a nearly unbroken stream of live CNN and major network special
news coverage continued until early the 23d of December. At that
point, we began to ease off the heavy news diet, moving slowly toward
a return to more and more entertainment programming. Over the next
two weeks, daily attention was paid to the fine tuning of the
news/entertainment balance until by 8 January SCN resumed regular
programming totally.

On 2 January, 1990, a 24-minute SCN Special News Production
produced by two SCN personnel aired. The program was an overview of
Operation Just Cause and required approximately 28 hours continuous
work to produce. This news special was updated with additional
opening and closing segments to disclaim some date errors and
conclude with a wrap-up of Noriega’s surrender--the final mission
accomplished for Operation Just Cause. ‘

OUTSIDE AGENCY SUPPORT

| one day after the intervention, on 21 December, a request was
received from a PSYOPS (Psychological Operations) unit, and a
representative of the newly established government for a satellite
downlink capability using SCN equipment and our satellite .
receive-only terminals. Equipment was readied to provide service
should the request be approved, and the requestors were advised to
send their request through SOUTHCOM channels for official tasking.
Further, they were advised that SCN would take no action until
directed through proper channels. SOUTHCOM/PA, ABS, and AFIS were
advised and were supportive of SCN’s effort to be helpful, but not
impact adversely on the primary AFRTS mission. The request
ultimately went away as other alternatives were found in theater,
with SCN’s help, to get information to Panamanians in Spanish that
was supportive of the new government. An additional request for use
of a telephone interface unit was received from same unit. This
request was approved by SCN since it did not adversely affect our
mission. The interface was removed from radio production and an SCN

" engineer was dispatched to install the unit in an AM radio

transmitter broadcasting on channel 1160.

On 22 December, the SCN Commander and an engineer went to Channel
4 to provide engineering/technical assistance as needed to Channels
2, 4, and 13 to get them back on the air. After discussions, no
support was needed to bring them on line. In fact, Channel 4 was
transmitting already and Channels 2 and 13 were up that afternoon.
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On 23 December, assistance to eliminate interference on PSYOPS
radio station call-in’s was requested. Several SCN personnel were
dispatched accompanied by the SCN commander. Alignment of telephone
interface was accomplished. The system worked well with calls being
received from on post Problems with off-post calls were overcome on
the 24th. SCN engineers were dispatched several times in this effort
in support of the new government. Technical assistance was provided
in addition to 1000 ft of shielded audio cable.

Although PSYOPS is not within the charter of an AFRTS outlet,
limited, emergency support of such activities in the form of
equlpment sharing or technical assistance was deemed by this
organlzatlon to be within the spirit of regulatory guidance,
and in the immediate best interest of the United States and ongoing
combat operations. ‘

PSYOPS units should not, however, be deployed to the operational
area of an AFRTS outlet w1th the presumption of any such support
as we believe was the case in this instance. Repeated PSYOPS
requests for use of AFRTS llbrary music and programming were
denied. The extent to which AFRTS outlets may interpret existing DOD
guidance with regard to PSYOPS broadcast support requests should be
addressed and disseminated for future reference.

PENTAGON MEDIA POOL SUPPORT

At 0430 hours on 20 December, the SCN.conference room was set up
for arrival of media pool.

At 0605 hours the Pentagon Media Pool arrived by helicopter at
Luzon field for brief at SCN by US Charge d’ Affairs, Mr John
Bushnell. Tapes of Endara’s swearing-in were disseminated to the
media before the briefing. SCN ENG cameraman and media pool
cameraman both shot the press conference. SCN camera was cabled to
master control for possible live use, but was recorded for later
playback with all equipment working properly

At 0610 the DCO and Asst. Chief Englneer went with media pool
engineer to coordinate satellite uplinking. Several locations were
looked at prior to choosing the original suggested location at the
Media Center on Quarry Heights.

At 0625, the DCO and two Supply personnel assisted the media pool
engineer in the transfer of the media pool’s equipment to SCN from
the helicopter landing field (approx 200 meters from SCN building)...
Mortars/RPG’s hit the field during this time; no injuries.
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On 21 December, an SCN broadcaster became part.ofvthe Pentagon
media pool. He and an NBC cameraman totally supported the media pool
at Quarry Heights through 22 December. - ‘

On 21, 22 December the media pool used the broadcaster’s footage
exclusively: looting; destruction of Comandancia; President Endara’s
address at the Presidential Palace. The staffer was assigned to the
media pool for these two days and was the cameraman for all network
live standups at Quarry Heights. Afterwards the media pool had
sufficient cameramen and from then on, the SCN staffer went on media
pool tours to obtain video for SCN. The SCN broadcaster provided all
of his footage daily to media pool for uplinking.

More news teams arrived from the States on 21 December with
BetaCams and a second request from satellite uplink folks for 1/2 &
3/4 inch players. A BVW-40 and BVU-5000 were issued to the team.

Quarry Heights press conferences were uplinked to major networks
via SCN mobile van beginning on 21 December. Initially, the media
pool also was dependent exclusively on mobile van equlpment to uplink-
all their stories. Three networks used the SCN van to review their
B-roll footage. Networks could not have filed early reports without
presence of SCN equipment.

Additionally numerous tapes in various formats were straight-
dubbed and cross-format dubbed on Quarry Heights as a service to
JAVDET and Pentagon media pool.

THEATER PUBLIC AFFAIRS INTERACTION

SCN was tasked by SOUTHCOM/PA to submit a daily Activity Report
to include 51gn1f1cant actions from Operatlons and Radio and _
Television Programming.

Because of inadequate coordination or miscommunication, the
two-person news team deployed to Howard AFB spent approximately 30
hours during the initial onset of the operation attempting to cover
Air Force activities and were prevented from accomplishing their
objective. Very little usable video resulted because their tapes
were either confiscated or not .allowed to be shot, despite the
on-scene presence of an Air Force Public Affairs Offlcer.

Numerous releases for broadcast were received directly from
subordinate theater PAO’s despite long-standing policies instructing
them to funnel all 1nputs through SOUTHCOM/PA as final release
authority during crisis situations. These direct, apparently
uncoordinated inputs required time-consuming backtracklng, re-faxing, .
and re-coordination. In several instances, valid information
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ultimately never made it on the air because SOUTHCOM/PA was overcome
by events in the reconflrmatlon/re-release process. Valuable,
time-sensitive information was lost because proper release authority
chain of command was not followed.

On 30 December, a special studio recordlng was made of a Noriega
prosecution witness for SOUTHCOM/PA. Tape dubs were produced for
media pool use with simultaneous translation and special effect
mosaic video alteration of facial features and audio distortion of
voice for identity protection of the w1tness.

Because of the established credibility and lack of manipulation
SCN, an Armed Forces Radio and Television Service Network, was able
to receive numerous valuable tips on major intelligence matters that
were passed immediately through military 1nte111gence channels with
over 90 percent accuracy. Because the station is able to give
unbiased national and international news, not just good news, it is
trusted by local nationals which accounted for numerous valuable
information calls. Military Intelligence and PSYOPS folks need to
understand that SCN can do them and the network a real service by
ensuring the station doesn’t lose its credibility. SCN must function
as. an unmanipulated information service; and it can then feed good
solid information to them. Missions must be kept separate in order
to be accomplished. :

'SCN personnel answered numerous phone calls requesting/giving
information/help, referrlng weapons cache information, and
Panamanians expressing thanks to U.S.--especially heavy in the first
three days of action.

Most of these kinds of questions were referred to SOUTHCOM/PA
in the early going until SCN was finally apprised of proper phone
numbers and official PA answers.

AFRTS outlets can expect to bear the brunt of initial inquiry
phone calls because to the average member of the audience, the public
affairs function is essentially invisible and unknown, while common
logic leads to the reasonable conclusion that radio and television,
as the high visibility disseminator of information, must also be the
originator, or at least the central information clearinghouse. During
the early hours of a developing crisis operation, consideration
should be given to dedicating a public affairs person or cell to
- provide a command information clearinghouse function. SOUTHCOM
Public Affairs was overcome by the deluge of external media and
placed priority on support to external information over internal
information to the detriment of the internal audience. The cell must
be collocated with the other Public Affairs personnel in the Unified
Command headquarters to understand requirements and priorities.
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RADIO

On 19 December by 2100 the Radio Section was mustered. One
military member left at 2230 with a tape recorder on a special
assignment lasting three days to support radio production for the new
Panamanian government. Two others remained on the overnight shift,
while two more who live on Fort Amador, found hou51ng on Fort
Clayton. This left four people in radio.

We went to PML Echo on the 20th at 0030 simulcasting the
announcement with television. The PML Hot Line audio carts were
1mmed1ately changed. Radio continued to- simulcast normal AM/FM
programming, inserting PML announcements every 15 minutes.

At 0135, SCN took TV audio for a White House announcement from
Marlin Fitzwater announcing U.S. troops had engaged Panamanian
Defense Forces in an attempt to remove Noriega from power. At 0300,
SCN took an ABC News Special Report. The network dumped out of the
Special Report so that all newscasts for troop movements and tape
delay if necessary could be monitored. SCN was told at 0400 not to
delay but air all the newscasts as they came down on AM and FM. By
0430, SCN was broadcasting live, simulcasting on both stations. No
newscasts were delayed on’ radlo during the hostilities.

News coverage consisted of radio and TV audio. The station did
switch around initially so that it could stay on stories concerning
Panama. Beginning at 0710 hours SCN eventually stayed with TV audio
which featured CNN’s continuous coverage of the operation and
President Bush’s address. At approximately 1500, the network broke
away from TV audio and began airing all the five minute newscasts
when available. 1In addition, SCN aired appropriate programs such as
Armed Forces Digest, Pentagon News Break and Paul Harvey news and
Commentary as well as SCN TV updates. Many of the live TV updates
were not aired, however, as the station was not notified they were
going on the air. 1 :

During the first day of the conflict SCN asked people not to use
their phones to call the station unless it was an emergency. SCN
received many telephone calls asking to send troops to certain areas
of town and these people were referred to a number at SOUTHCOM.

Since SCN was not airing any pre-packaged programming, to a live
mixed music format was used. The objective was to maintain an ° v
atmosphere of calm and to keep people informed as best as possible.
The request line was opened on the second day of the conflict and by
that afternoon when troops began to come in from the field the phones
were constantly ringing. For the first several days the songs
requested were for the various units in the field. But an increasing
number became directed at Noriega. The music content was heavily
weighted towards rock and heavy metal. The station tried to honor
all the requests but also tried to keep to a mixed music format.
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When Noriega found his way into the Papal Nunciature, the song
requests were almost totally aimed in his direction. Christmas day,
only Christmas music was played, but people still called in asking
for musical requests with a message. The following day, the
"requests" were played and the phones were constantly ringing with
some very imaginative requests. It was later determined, on network
newscasts, that the soldiers at the Nunciature were blastlng SCN’s
signal at the bulldlng The radio NCOIC received a call that day
from someone saying he was from PSYOPS and he said they were the ones
doing it. SCN was even receiving requests from reporters from the
network news teams. This was done for two days. Realizing the
network was not really serving its audience well, it went back to a
mixed music format and remained so. As a result of the attention SCN
received over the music programming, the station received requests
for interviews from about 45 radio and television stations, magazines
and newspapers. During each of these interviews, both broadcast and
print, SCN DJ’s repeatedly stressed our command information mission
and specifically clarified that PSYOPS is not a part of the AFRTS
charter. 4

SCN broke from the mixed music format to air Shadoe Stevens Top
100 "year ender", a country countdown "year ender", both received
from AFRTS, and then put together and aired a top 100 Black/Urban
"year ender".

ENGINEERING

The engineering department began contingency planning several
months prior to the Panama elections with a focus on capabilities and
"what if" scenarios. The what if scenarios led to identification of
alternate broadcast sites and equipment which could be airlifted to
Panama on short notice. Operations during the May elections provided
new insight as to mobile broadcast capabilities and helped identify
shortcomings such as two-way radio communications. . SCN coverage of
the elections resulted in a requirement for increased security and
refinement of contingency plans. The coup attempt coverage brought
increased threats against SCN and resulted in prepositioning
broadcast equlpment for emergency operations. Two weeks prior to 20
December three major pieces of equipment experienced component
failure and replacement components were placed on 02 priority
requisition (the highest priority for deadlined mission essential
equipment).

By 20 Dec, with the exception of the mobile van air conditioners,
ll-meter satellite elevation motor and the AVA-3 graphics system
power supplies, SCN was technically ready to meet contingency
requirements to include contingency training for personnel. Army
Broadcasting Service and TASA liaison personnel began immediate
procurement action on 20 Dec to include arranging for equipment
delivery directly to Howard from Ft. Ord. Replacement components
began arriving within 36 hours of the requests. The AVA-3 power
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supplies were replaced and equipment was operational within 24 hours
of arrival. The air conditioner compressors were installed on field .
location and modifications were required to make them operational.

The satellite motor installation was delayed pending a break in
satellite movement needs. The satellite had to be taken off CNN to
install the motor. During the entire JUST CAUSE operation every
objective was met without any loss of radio or television signals.

The following paragraphs outline specific actions and taskings which
required system modifications, new capabllltles, and techn1ca1
assistance to external organizations.

H-hour minus 16 hours - Two engineering senior noncommissioned
officers were dispatched to Ancon Hill transmitter site to become
familiar with the mobile van microwave system operations. The
transmitter maintenance and operation is usually a civilian contract
operation so plans were made which assumed the contractors would not
make it to the site when required. Research on the status of the
mobile van air conditioner unit compressors intensified. By noon on
19 December one compressor was located in country and coordination
was made with the Directorate of Materiel for immediate
installation. The installation was completed by 1745 hours without
positive results. The mobile van and engineer were directed to
locate the van on Quarry Heights by 1830 hours regardless of air
conditioner status.

At 1830 hours, two military personnel were dispatched to standby
at USSOUTHCOM PAO for a possible test shoot. Engineering personnel
were notified to remain on duty until released by the commander. At
2100 hours the commander directed all personnel to work 12 hour
shifts and rotate sleeping spaces on Ft. Clayton. Second shift
personnel were released at 2230 hours to de51gnated rest areas on Ft.-
Clayton.

PML-Echo was announced at 0030 hours and resulted in a number of
engineering taskings. The van crew was tasked to establish a link
for a live feed from Quarry Heights Officers’ Club during the first
hours of heavy fighting around Quarry Heights. One of the Army
personnel made two attempts to reach Ancon Hill and was turned back
because of hostile fire. An MP escort, helmet, and flack jacket were
provided him and Ancon Hill was reached about 0430 hours. The live
shot link was established at 0600 hours. '

Within the first few hours, requests to provide multiple video
and audio cassette dubs came in and in-house system modifications
were made to accommodate this normally TASC requirement. This was
followed by a USSOUTHCOM request to help establish a facility as a
media briefing room with a feed for live airing. The SCN conference
room was modified accordingly. In addition USSOUTHCOM requested SCN
provide assistance to the contract satellite uplink technicians who
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deployed with the DoD Media Pool. The assistance provided was
1dent1fy1ng a location for the uplink and providing playback
equipment to supplement the one M-2 format machine brought to Panama.

On 21 Dec a PSYOPS team requested technical assistance to provide
a telephone interface for their broadcast operation. A telephone
interface was removed from the radio production room and installed by
SCN technicians. SCN had another interface for FM radio so there was
no loss of capability at SCN. Difficulty with Panama telephone lines
required several technical assistance visits to the PSYOPS radio
broadcast station over a three day period.

The remainder of the crltlcal period was spent providing these
spe01al requlrements in addition to maintaining the station for the
SCN mission of providing national news and local command
information. An additional requirement from USSOUTHCOM was generated
when the media team was relocated to the Holiday Inn and requested
‘the use of the mobile van to microwave relay the signals from Quarry
Heights to the Panamanian contract satellite uplink at the Holiday
Inn.

Engineering also assisted a special Nation-building Task Force in
evaluating the local television stations transmission capablllty
After a visit to Channel 4 and discussions with their engineers, it
was concluded that all stations were operational and no further
techn1cal assistance was required.

In summary SCN engineering was fully prepared to meet all of SCN
objectives to provide continuous on-air operations and although the
station was not engineered nor manned for the additional external
requirements, all requests were accomplished to the satisfaction of
the requestor. A summary of these additional requirements follows.

JAVDET: Equipment maintenance and dub/edit assistance

PSYOPS: Equipment (telephone interface, audio cable), technical
assistance, audio/video dub assistance (multiple copies), evaluation
of local television stations broadcast capabilities, satellite
downlink ‘

MEDIA POOL: Conference room setup, satellite uplink assistance,
playback equipment for various media formats, microwave relay support
from mobile van on Quarry Heights to Holiday Inn, dub/edit support
from the mobile van.

SRTV: Bllletlng, office room, and editing facilities to support
their Army mission.
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KEY LESSONS LEARNED

1. AFRTS Radio and Television remained the primary continuing source
and most direct conduit of information to the command.

2. Establish a central Operations Center to monitor status of
vehicles, cameras, personnel, and supplies. Also, the creation of a
central archiving point for logging of ongoing events, telecons,
faxes in & out, and a diary-like journal of operational & programming
decisions by date/tlme group will ‘prove absolutely critical to
reconstructing the facts for after-action reports long after fatigue
and stress have fogged over the memory of even the most conscientious
soldier.

3. A special reserve of videotape should be maintained to meet
crises/natural disasters and the associated increase in off-lining
and taping requirements.

4. Reliable radio communications is absolutely essential to ensure
ability to react to changing circumstances--do not rely on land line
communications which become clogged with traffic.

5. Vehicles should be equipped with DC battery chargers for
hand-held two way radios and ENG camera batteries. Additionally, all
batteries should be "quick charge" capable.

6. DoD Media Pool should establish a standardized equipment package
to include 8mm, 1/2", and 3/4" tape formats editing equipment, and
uplink capability. These equipment items should be pre-positioned
and palletized (or put in a transportable van) for quick uploading to
accompany any media pool deployment. The pool should be totally
equipped to be self-sustaining, to include telephones, to ensure the
pool can quickly fill stories.

7. Periodic race-against-the-clock rehearsals were essential to test
capability for live studio news cut-ins to respond to fast- breaking
crises/natural dlsaspers.

8. Wargame the pooling and shifting of resources in "what if"
scenarios. Example: What if both your Program Director and News
Director were on emergency leave at the same time when a major
crlsls/dlsaster/confllct kicked off? That’s exactly the position SCN
found itself in when the Operatlon Just Cause balloon began.
Contingency planning and wargamlng is essential to enable pooling
manpower to provide support to mission essential p051tlons.

Determine what one absolutely must have to stay on the air, i.e.
radio, master control, studio operations, off-lining facility, news
talent, etc.
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9. Redundant key equipment proved extremely effective in an
environment where so much of the day-to-day operation is dependent
upon civilians and civilian contractors. For example, the two fax
machines enabled SCN to still receive timely critical news releases
when one of the facsimile machines broke. '

10. Although a number of taskings came from external sources and
were not related to our mission, the story was told to the American
public and the people of Panama. SCN was able to organize and
contribute to the success of the military objective .due to the
flexibility and expertise of SCN technicians. Technical
training/preventive maintenance paid big dividends as evidenced by
the quality of signals and continuous "no trouble" operation.

11. Additional external requirements such as support to PSYOPS and
DoD Media Pool must be addressed at higher levels to determine agency
responsibility to support these requirements.

12. Contract maintenance, utilities support, and key personnel
living locations were definite major problems during the first days
of the crisis.

13. Contingency planning and prelocating broadcast equipment,
although not used, could have been vital to continuous broadcast
operations if the station had been hit.

l4. Emergency shipment of equipment/parts requires entry of shipment
into the manifest for tracking purposes.

15. TA50, personal field equipment, was not readily available for

the jointly-staffed unit and is currently being evaluated for
standard operations. :
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CONGRESSIONAL DELEGATION & VIPS

Numerous CODELs and VIPs visited Panama during Operation Just
Cause. While the overall responsibility of these visits was
primarily a Protocol function, SCPA had to play a major role in media
support.

(1) The following is a list of principal visitors:

(a) Secretary of Defense Richard B. Cheney, 24-25 Dec 89. In
his party were: Mr. Henry S. Rowen, Assistant Secretary of Defense
for International Security Affairs; Mr. Pete Williams, Assistant
Secretary of Defense for Public Affairs; Mr. David S. Addlngton,
Assistant to the Secretary of Defense; RADM William A. Owens, USN, Sr
Military Assistant to Sec Def; SGM Julius W. Gates, USA, Sergeant
Major of the Army:; Mr. Bill Brown, Personal Security, Sec Def.

(b) U.S. Representatives John P. Murtha (D-PA), G.V. (Sonn
Montgomer D-MS 28-29 Dec 89. In their official party were: Mr.
Don Richbourg, Senior Staff Assistant; Mr. John Plashal, Staff
Assistant, HAC, Defense Subcommittee; RADM Thomas J. Lopez, USN, Dep
Dir J3, JCS: Colonel Robert Zogelman, USA, Army Escort Officer; LTC
Charles Horner, USA.

(c) U.S. Army Chief of Staff Carl E. Vuono, 28-29 Dec 89.

. In his party were: LTG Jimmy D. Ross, U.S. Army Deputy Chief of

Staff for Logistics; LTG Gordon R. Sullivan, U.S. Army Deputy Chief
of Staff for Operations and Plans; COL Alcalla, Chief, CSA Assessment
and Initiatives Office; COL Fettig, Public Affairs Officer for CSA;
MAJ Petraeus, Aide De Camp; Mr. Tom Donnelly, Editor, Army Times;

CW3 Lord, Assistant Executive Officer for Communlcatlon, SFC Miller,
Communlcator.

(d) Commander in Chief, U.S. Special Operations Command
General James J. Lindsay, 29-30 Dec 89. In. his party were: LTG Gary
D. Luck, CG U.S. Army Special Operations Command; MG Thomas E.

Eggers, Commander, 23d Air Force; COL Charles D. McMillin, Executive
Oofficer for USCINCSOC; COL Peter Stankovich, S0J3- S; BMCM Rudolph E.
Boesch, Senior Enlisted Advisor, USCINCSOC.

(e) Senators Sam Nunn (D-GA), John Warner (R-VA) and Charles
Robb (D-VA), 2-4 Jan 90. In their official party were:

Mr. Arnold Punaro, Staff Director, Senate Armed Services Committee;
Mr. George Tenet, Staff Director, Senate Select Committee on
Intelligence; Mr. Les Brownlee, Professional Staff Member, Senate
Armed Services Committee; Mr. Grayson Winterling, Professional Staff
Member, Senate Armed Services Committee; and COL Frank Norton, USA,
OCLL, Senate Liaison. : :
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(f) Assistant Secretary of State lLawrence Eagleburger,
3 Jan 90.

(g9) Senator Richard A. Gephardt (D-MO), 4-5 Jan 90. In his
official party were: (30 U.S. Congressmen) Norman D. Dicks (D-Wa),
Les Aspin (D-WI), Nicholas Mavroules (D-MA), Lee H. Hamilton (D-IN),
Dave McCurdy (D-OK), Robert W. Kastenmeier (D-WI), Gerry E. Studds
(D-MA), Roy Dyson (D-MD), Don Edwards (D-CA), Charles B. Rangel e
(D-NY), Mary Rose Oaker (D-OH), Mickey Edwards (R-OK), Bob Livingston
(R-LA), John Kasich (R-OH), Toby Roth (R-WI), Olympia J. Snowe
(R-ME), Henry J. Hyde (R-IL), Larry Combest (R-TX), William H. Gray
III (D-PA), Kika de la Garza (D-TX), Newt Gingrich (R-GA), Claudine
Schneider (R-RI), David Obrien Maran (R-NY)

@

(h) Chairman, Joint Chiefs of Staff General Colin L. Powell,
USA, 4-5 Jan 90. 1In his party were: LTG Tom Kelly, USA, Director

for Operations, J-3, Joint Staff; BG Tom Whie, USA, Executive
Assistant to the Chairman, JCS; RADM Edward (Ted) D. Sheafer, Jr.,
"USN, Director, Joint Support, DIA; Colonel Bill Smullen, USA, CJCS
PAO; Major Colin Mayo, USMC, Aide to CHCS; TSgt Arnold Rowe, USAF,
Communicator for CJCS; Mr. Fred Francis, NBC Pentagon Correspondent;
Ms. Naomi Spinrod, NBC Producer. ‘ '

(i) U.S. Army Chief of Public Affairs Major General Patrick
H. Brady, 4-6 Jan 90. In his party were: LTC (P) George H.
Stinnett, SGM Jack Hooper.

(J) Chief, U.S. Army Reserve Major General William Ward, 4-6
dan 90. He came on MG Brady’s aircraft.

. (k) Senator Christopher Dodd (D-CT), 7-8 Jan 90. In his
official party were: Mr. Robert Dockery, Sr. Foreign Policy Advisor;
Ms. Janice 0O’Connell, Professional Staff Member; LTC Gammon, OCLL,
Senate Liaison. :

(1) CINC, U.S. Forces Command, General Edwin H. Burba, USA,
8-9 Jan 90. In his party were: MG Jerry A. White, FORSCOM J-3; LTC
Nahrwold, Aide de Camp; CSM Beach, FORSCOM CSM; Communications
Representative. :

(m) Senator Alfonse D’Amato (R-NY), 19-22 Jan 90. In his
official party were: Mr. Morgan Hardiman, Minority Staff Director,
Senate Caucus on International Narcotics Control; Mr. Gary Sogka,
Senate Intelligence Committee Staff, Ms Zenia Mucha, Press Secretary:
COL Gary Bourne, USA, Military Escort.

ra

(n) Assistant Secretary of Defense for Reserve Affairs

Stephen M. Duncan, 19-21 Jan 90. In his official party were: BG
Carl E. Morin, USA, Deputy Assistant Secretary of Defense for

Readiness and Training; COL Andrew Finlayson, USMC, Military -
Executive; MAJ David Super, ARNG, DoD Public Affairs Officer; Mr. '
David Wood, Newhouse News Service.
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(o) Vice Pre51dent Dan Quayle, 27 29 Jan 90.
(2) ISSUES:

(a) Problems with itineraries, and schedules, i.e., rapid

changes and missed media coverage opportunities

(b) Problems with press conferences

(3) Issue: Not enough attention was given to the inclusion of
media and photo opportunities, or the timing of press conferences
during the development of itineraries for CODELs and VIPs.

General Summary: Itineraries for CODELS and VIPS were developed
without enough thought, in some instances, given to the CODELs
desires for media coverage.. Photo and interview opportunities were
set-up at specific locations or events according to the established
itineraries. 1Invariably, as soon as the official party was on the
move, the itinerary would change. Events would be cancelled or moved
ahead as much as two hours. Predetermined locations for interviews
or photo opportunities were passed by or cancelled. PA escort
officers were constantly scrambling to find a location to "ambush"
the official party for a media opportunity. This was disconcerting
to the CODELS and the press because both wanted the coverage.
Itinerary planners and security personnel would not bow to the merits
of having a media pool accompany certain VIPs or CODELs, to insure
thorough photo and video coverage.

Problem areas/lessons learned: Secretary Cheney’s itinerary was
completely changed on Christmas day. A military still photographer
was allowed to accompany the official party from their breakfast with
troops at Fort Amador throughout the day. Video cameramen were not
permitted with the official party on any of the three helicopters
used because one was to be kept as an instant backup should the
Secretary’s chopper become disabled. (If the chopper had developed
problems, these personnel could have been left at the site and picked
up later.)

The scheduled stop at Gorgas Hospital to visit wounded was
cancelled because all battle-wounded personnel had already been
evacuated to Kelly AFB.

The official party then proceeded to Rio Hato, Colon and Paitilla
Airfield by helicopter. These would have been outstanding
opportunities for video coverage, had either civilian or military
media been allowed to accompany the official party.

The official party then went to the Foreign Ministry to meet
President Endara (another missed opportunity) and then to a press
conference at the Quarry Heights offlcers' Club. This went very

- well.
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The CODEL visit of Senators Nunn, Warner and Robb was another
example of the futility of trying to "ambush" the official party at
predesignated locations on their itinerary. News media were staged
at the Comandancia where the official party was to get a walking
tour. 1In order to make up time and get to the Presidential Palace
for a meeting with President Endara, the decision was made to skip
the Comandancia. Media and PA escorts watched the official party
drive by; at which time media reps ran to their cars to catch up with
the official party at the Palace.

On Wednesday, 3 January, it was the news media that the Nunn-
Warner itinerary. ABC requested that Senators Nunn and Warner be
interviewed on tape for "Good Morning America". NBC then wanted thenm
for a live feed on "The Today Show". Ultimately CBS and CNN wanted
to interview them as well. The four networks got together and agreed
to conduct their interviews using an ABC pool camera, during 20
minute increments from 0630 to 0730. This would make the Senators.
only a few minutes late for their scheduled working breakfast.
Technical difficulties blamed on the satellites and technicians in
New York delayed the process over an hour. Only two of the four
networks - CBS and NBC were successful in airing their interviews.
Ironically, ABC, the network that started the whole thing, came away
with nothing. 4 :

ABC and CNN were to interview Senators Warner and Robb the next
morning (4 Jan 90). However, the announcement that Noriega had
surrendered to U.S. authorities caused ABC to cancel the interview.
Senators Warner and Robb went to the Media Center at the Holiday Inn
that morning, where they did a CNN interview and two others.

The CODEL visit of Senator Gephardt and his delegation had
several successful media opportunities primarily because the
delegation insisted upon them. They demanded a press conference upon
their arrival at Tocumen Airport. Primary responsibility for this
fell on SCPA, despite the fact that this was a Congressional
delegation arriving at a civilian airport. USIS did provide an
escort officer for the media that were transported to the airport to
cover the event. o

Press was on hand for the briefing by the 82d Division commander
‘and Ranger battalion commander on the seizure of the airfield. The
military briefers intended to provide the delegation with a
classified briefing. However, they modified it because the CODELs
wanted the press coverage opportunity.

The delegation then traveled by helicopters to Rio Hato for more

briefings. If a C-130 had been used instead of UH-60’s, a media pool
could have accompanied the Congressmen--another missed opportunity.
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Several members of the delegation wanted to set up their own
media opportunities. Sen. Gephardt kept this in check, however.
Although not originally scheduled, SCPA created additional photo
opportunities for the CODELs when they met with the Ambassador and
President Endara. A bus load of media were taken to the Ancon DNTT
for a photo opportunity of the CODEL meeting with VP Calderon and
Public Forces leaders. And yet another opportunity was offered to
news media for coverage of the CODEL round robin visit to the Refugee
Center at Balboa High School. A final press conference was changed
from Fort Clayton, at the last minute, to Howard AFB. It went well.

Conclusion:

More attention must be given to media opportunities and timing of
press conferences during the planning of CODEL and VIP itineraries.
A media pool or military media pool should be considered for
inclusion in the official party so that full coverage of the visit

.can be accomplished and avoid having to "ambush" CODELs and VIPs

along their itinerary route.

(4) Issue: Problems with CODEL and VIP press conferences
included: : '

(a) Some press conferences were scheduled so late in the.day
that it would not make the evening news programs, and thus negate the

- impact of what the pr1n01pa1 had to say.

(b) Events forced some press conferences to be put together
very hastily, presenting problems getting word to the media.

(c) Some were not as highly attended because of a breaking
news story or the fact that so many stories were active at certain
times that participation in a partlcular press conference would be
limited.

General Summary: Press conferences for the CODELs and VIPs all
went well, despite unplanned events. Secretary Cheney’s initial
press conference upon arriving in Panama was usurped by General
Thurman’s announcement of Noriega turning up at the Papal
Nunciatura. Members of the press literally ran to their vehicles to
get to the scene. Six bus loads of news media were quickly reduced
to one. : : .

Senator Gephardt’s delegation and General Powell were scheduled
so late in the day that extraordinary measures had to be taken to
insure coverage on: the evening network news programs. In fact, SCPA
had to convince itinerary planners that these two press conferences
could not be scheduled at the same time and location. A helicopter
was arranged to fly the videotape from Howard AFB to the downtown
Holiday Inn media center after each press conference to insure that
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General Powell’s assessment of the Panama situation and that of the
Congressional delegation made the evening news programs. The times
for these press conferences were not coordinated 1n1t1a11y with SCPA
and had to be negotiated to earlier and separate hours.

The following is a summary of CODEL and VIP press conferences
conducted:

Arthur Davis, U.S. Ambassador to Panama - Wednesday, 20 Dec 89,
2100-2130 at Howard AFB (Ambassador s return to Panama after 7 months
absence)

General Maxwell R. Thurman, CINC - (1) Saturday, 23 Dec 89 1700-1740

at the Quarry Heights Media Center (2) Sunday, 24 Dec 89 1800-1815 at
Quarry Heights Media Center (Announcement of Noriega at Papal Nuncio)
(3) Wednesday, 3 Jan 90 2130-2200 at Holiday Inn Media Center
(Details of Noriega surrender to U.S. authorities) (4) Thursday, 4
Jan 90 1130-1200 at the Tocumen Airport (Impromptu)

Jon Meyersohn, Producer CBS News - Saturday, 23 Dec 89 1830-1900 at
the Quarry Heights Media Center (PDF hostage)

Richard Cheney, Secretary of Defense - (1) Sunday, 24 Dec 89
1810-1840 at Howard AFB; (2) Monday, 25 Dec 89 1630-1700 at Quarry

Heights Media Center

John P. Murtha (D-PA), U.S. Representative - Friday, 29 Dec 89
1300-1320 at Howard AFB

Sam Nunn (D-GA), John Warner (R-VA) and Charles S. Robb (D-VA) U.S.
Senators - Wednesday, .3 Jan 90 1500-1530 at Howard AFB

Lawrence Eagleburger, Assistant Secretary of State - Wednesday, 3 Jan
90 1700-1730 at the U.S. Embassy.

Richard A. Gephardt (D-MO) U.S. Senator and Congressional Delegation-

(1) Thursday, 4 Jan 90 1200-1230 at Tocumen Alrport, (2) Friday, 5.
Jan 90 1515-1600 at Howard AFB

Major General Marc Cisneros, USARSO Commander - Thursday, 4 Jan 90
1300-1330 at the Holiday Inn Media Center

General Colin I,. Powell, Chairman Joint Chiefs of Staff - Friday, 5
Jan 90 1615-1645 at Howard AFB

Christopher A. Dodd (D-CT) U.S. Senator - Monday, 8 Jan 90 1545-1615
at Howard AFB .

Alfonse M. D’Amato (R-NY) U.S. Senator - Sunday, 21 Jan 90 1500-1530
~at USIS Library '
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Problem areas/lessons learned: The conduct of all the press
conferences went well. The reason is that locations (i.e., the media
centers and Howard Ops) were set up in advance, wired for sound, so
that a press conference could be called with as little as 10 minutes
notice. The primary lessons learned were to have the facilities
ready, stay flexible and "go with the flow" as news events unfolded.

Conclusion: Between 20 December 1989 and 21 January 1990 SCPA
coordinated and assisted 17 press conferences. In addition, there
were press conferences conducted by Panamanian leaders in which SCPA
informed the news media of and coordinated their transportation to
insure coverage. The conduct of press conferences was a very
successful part of the overall SCPA effort.
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COMMAND RELATIONSHIPS AND ORGANIZATION

The organization of Public Affairs assets during operation Just
Cause should have generally reflected the command relationship. The
creation of JTF-South added a new layer in the Public Affairs
community, therefore, the PAO for the XVIII Airborne Corps became the
JTF-South PAO. The planned Public Affairs organization is
illustrated graphically as follows:

PILANNED PA ORGANIZATION
OASD-PA

USSOUTHCOM-PA
(augmented by 11TH PAD after 1 Jan)

|

i |
Media Center SCN ! TSE TT

| g (inactivated
Sub-Media ; during
Center ; Just Cause)

JTF-SOUTH

i
'

7TH ID 82ND 5TH USARSO NAVSO 830TH AD 49TH MARFOR
ABN MECH PAD

JAV-DET
(opcon to Ops)
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The Southern Command Network, Tropic Times and Theater Support

Element maintained their normal command relationships directly under

the USSOUTHCOM Public Affairs Office. With the formation of
JTF-South, the component Public Affairs Offices of the Army, Air
Force, Navy and Marines should have come under the direction of the
JTF-South PAO. However, because of proximity and the reluctance to
- force new relationships during a crisis situation, this did not
happen.

The PA organization which functioned in practice was as follows:

ACTUAIL PA ORGANIZATION

OASD-PA

'USSOUTHCOM-PA

. ‘ i _

MC TSE SCN TT MARFOR  NAVY 830TH

| PA PA AD-PA

49TH PAD_ JTF-SOUTH-PA 11TH PAD
- - - = - - - JAV-DET
SUB-MC
| |
7TH ID 82ND
USARSO-PA
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In retrospect, this was a cumbersome organization as SCPA was not
able to communicate with component PAs because of the continual press
of business. This severely hampered the operation of at least two of
the components (Marines and Navy) because they were consistently out
of the loop. ' :

For example, the NAVSO PA never had any contact with the
JTF-South PA and, in fact, did not even know there was ever such an
organization until D + 30. This was obviously a major failing in
communications, exacerbated by an inexperienced junior officer at
NAVSO and possible lack of command support within her own chain of
command. (It should also be pointed out that she was a recent DINFOS
graduate and felt that there was no preparation for combat public
-affairs organization, requirements, etc.)

The component mission was also degraded because the USARSO PA,
essentially designed to function as the deputy JTF-South PA, as well
as Army component PA, never firmly established a chain of command for
the components.

The PAO for the 82nd Airborne Division deployed with the initial
force and the PAO for the 7th Infantry Division (Light) arrived
in-country soon afterward. Both integrated easily into the PA
organization and contributed significantly to the overall PA
success. The PAO for the 5th Mech never deployed, nor did any PA
assets from his staff. 1In fact, no communication was ever received
from the 5th Mech PA.

A request from USSOUTHCOM to JCS for PA augmentation resulted in
the deployment of the 11th PAD from Ft. Polk. The augmentation
request was for three officers and three NCOs. The 11th PAD deployed
with one officer and three enlisted (E-4 and below).

The fact that the 11th PAD was selected to deploy created some
confusion on the part of the 5th Mech insofar as the commander
thought the PAD was a 5th Mech asset, which it was not.

Problem areas in organization were:

(a) Proximity: JTF-South fell in on the U.S. Army South
organization--i.e., they shared the same facilities at Ft. Clayton
and in many cases integrated their staffs. The Air Force, Navy and
Marines, on the other hand, were located on the opposite side of the
Canal.

(b) Service Unique: The largest portion of the JTF-South Force
was Army and the JTF-South headquarters element (XVIII Airborne
Corps) was Army. (All other components expressed in their after
action reports a strong feeling that their services were
overshadowed.)
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‘c) Normal Relationships: Because of the numerous PA "crisis
events" during the course of the past years, effective working .
relationships have been established between the component PAs and
USSOUTHCOM Public Affairs. These relationships involve knowing the

- facilities, capabilities, manpower resources, etc. Furthermore, the

OIC of the Media Center routinely set up media opportunities with the
component PAs without going through JTF-South. This relationship is
a necessity; otherwise, JTF-South PAO would have been overwhelmed by
the sheer volume of media requests.

PROBLEM AREAS/LESSONS LEARNED:

a) Operational headquarters/PA headquarters:

The operational headquarters for JUST CAUSE was JTF-South
located at Ft. Clayton. The Public Affairs headquarters (and Media
Center) was USSOUTHCOM PAO at Quarry Heights.

During the first three days of the operation, this functioned
extremely well. SCPA had direct access to the CINC and SOUTHCOM CAT,
both of which had immediate access to needed information. Clearance
on releases was achieved quickly. Notification of important
events/incidents, etc., was instantaneous.

Public Affairs was also able to maintain a full-time presence in
the CAT and SCPA was able to serve as "an enlightened spokesman."

The CINC then moved from Quarry Heights to collocate himself with
JTF-South when Noriega sought refuge at the Papal Nunciature. The
CINC’s move to Ft. Clayton had the effect of removing the SOUTHCOM
CAT (and SCPA) from the information loop. The SOUTHCOM Public
Affairs Office, however, still remained the single point of contact
for responding to queries from OSD/PA and JCS/PA; the Media Center
(whose task it was to respond to the hundreds of queries received
from the more than 800 media in country):; the AmEmbassy, who used
Public Affairs channels as their primary means of keeping informed
about the operation; and hundreds of media queries from CONUS filed
directly with SCPA.

The vast majority of these queries had to be answered by
JTF-South since the USSOUTHCOM CAT was not kept up-to-date. Lack of
support from the Army component made this effort difficult. This
situation resulted in an unnecessary, excessive, built-in time lag,

.far less responsive to SOUTHCOM requests than was desirable.

b) 24-Hour operation: Throughout the crisis period, 24-hour-a-
day operation was essential for all public affairs activities. The
USSOUTHCOM PA Office, the Media Center, the sub-Media Center, the
Southern Command Network and the Air Force Public Affairs Office all
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operated on a 24-hour basis from D -1 on. The U.S. Army South Public
Affairs office apparently never assumed a 24-hour posture.
Additionally, they focused on CI almost exclusively, except in
response to SOUTHCOM queries.

The JTF-South PA tried to stay receptive to all PA requirements,
but was without the appropriate support from the USARSO PA staff,
especially at night. This created numerous problems for the PA
operation. Much of the coordination for the next day’s media
opportunities had to be done at night. Also, responses to media
queries are, by necessity, worked 24 hours a day. Both of these
vital PA actions were often at a standstill due to the fact that the
U.S. Army South PA office did not conduct 24-hour operations.
Although requested to do so by the director of SCPA, this never
happened.

In hindsight, early on, there should have been either a meeting
or preparation of a document to articulate specific taskings and
responsibilities. The press of combat, the massive influx of media
and the support of the media pool precluded that. However, it should
have happened! '
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REPORTING THE NUMBERS

During an operation like Just Cause, there are many "things" to
count and media like to track all of them. It then becomes the task
of the PA to accurately track all these "things" and report them on a
daily basis to both the media and to OASD-PA. The task seems to be a
simple one--take the figures reported in the daily sitrep and provide
them to the media. Some of the areas in Just Cause were:

- U.S. military killed in action
- U.S. military wounded in Action
- U.S. civilian dead
- U.S. civilian wounded
= U.S. civilian missing
- Enemy KIA (PDF & Dignity Battalion members)
= Enemy WIA
- Panamanian civilian dead
- Panamanian civilian wounded
- Enemy captured (Detainees)
- PDF
- Dignity Battalion
- Black list personnel
- Detainees processed
- Detainees released
- Detainees repatriated
- Number of refugees (total).
- Number of refugees (total processed)
- Number of refugees current
- Number of meals provided
- Number of weapons captured by type
- Number of weapons turned in under cash for weapons program
- Dollars spent on cash for weapons program
- Ammunition and explosives captured
- Disposition of weapons
- Humanitarian aid
- Number of U.S. troops in country

However, the numbers reported in the daily sitrep were invariably
24 hours old and depending on whose sitrep was being read, JTF-South
or USSOUTHCOM, the numbers were different. Generally the reporting
of U.S. military KIA and WIA was accurate and easy to track. Other
problems in the accounting process, however, raised serious questions
about the procedures for counting important statistics.

PROBLEM AREAS/LESSONS LEARNED:

a) Civilian casualties: The counting of civilian casualties
presented the immediate problem of defining the term "civilian."
Many of the enemy force personnel were members of the Dignity
Battalion (Digbat), which were an armed civilian militia. Should
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these casualties be counted as military or civilian? And, how are
Digbats identified? Also, it is known that a number of PDF soldiers
were caught wearing civilian clothes. leferentlatlng between
military and civilian casualties was a subjective process at best.-

Civilian casualties also implies that these were casualties from
U.S. forces action. This is impossible to determine and, in many
cases, is not true. Following the invasion, there was w1despread
looting in Panama City and many property owners took arms to defend
their homes and businesses. How many of the civilian dead were
killed as looters, by looters, by fleeing PDF or Dignity Battalions,
or by U.S. action? It is impossible to say.

The process of obtaining a civilian casualty figure that could be
agreed upon was difficult and involved dealing with a multitude of
Panamanian government agencies, the International Red Cross, etc.

In most conflicts, reporting "enemy" losses is not the
responsibility of the friendly forces. The "political" nature of
this conflict, exacerbated by the "attacks" of Ramsey Clark and Jesse
Jackson, nece551tated close scrutiny.

The number of weapons captured would seem to be a pretty clean
statistic. Weapons are identifiable, the are relatively easy to
count, they have serial numbers, etc. This proved not to be the
case. The number of weapons captured was reported on a daily basis
to the media based on the numbers in the sitrep. With each new
weapons cache found, the number rose. Numbers were always
represented in the sitrep as exact, i.e., 34,564 weapons, not in
round figure estimates.

However, it was later learned that the initial numbers (that is
up through D + 20) were only battlefield estimates. The actual,
final count was thousands less than what had been reported to the
media all along.

No numbers should ever be reported to the media as exact
numbers. Enemy casualties could be termed as light/heavy or
approximately or less than, etc. Weapons captured should be offered
as approximate numbers because the system is just not precise enough’
to provide accurate numbers. Redeployment figures should be
approximates. '
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WOMEN IN COMBAT

Due to the nature of the Panama invasion, women soldiers quickly
found themselves in the "front line" of the conflict doing battle
with the enemy. In fact, there were no "front lines" during the
hostilities. What was considered to be a relatively secure area one
minute would come under sniper or mortar fire the next. These
circumstances placed women soldiers, for the first time, in direct
contact with enemy forces. This fact, coupled with an inaccurate
article concerning one such incident (Atch A) triggered a media
"feeding frenzy" on the subject of women in combat. This frenzy
created a number of problems for the command and for public affairs.

The subjects of the media interest, i.e., women soldiers, were
generally unwilling to be singled out; their commanders indicated
that the media attention was having a detrimental effect on the unit,
and soldiers, in general, resented the special attention focussed on
a single group within the unit. Guidance from DOD and DA, on the
other hand, was "to be as responsive as possible to the media."

The following is a chronology of events surrounding the issue:

a) 1 Jan 1990 - After receiving several media requests to
interview female soldiers, the Media Center announced a media
opportunity to interview eight female soldiers and posted a sign-up
sheet. Four reporters showed up for the interview. Capt. Linda
Bray, an MP company commander, was one of the eight female soldiers
interviewed. .

b) 2 _Jan 1990 - An article was published in the Washington
Times "Army Women Went Into Panama with Weapons -- and Used Them," by
Peter Copeland. This article started the media frenzy on the general
subject of women in combat and on Capt. Linda Bray specifically. The
article was based on an interview which Copeland states was -
independently conducted by himself when he found Capt. Bray on his

~own. Capt. Bray has a list of all reporters she talked to and does

not recall speaking to Copeland. Copeland’s article portrayed Capt.
Bray as a company commander leading the attack on an enemy facility
where 3 enemy dead were later found. The story contained a number of
inaccuracies; the most significant of which was the discovery of 3
enemy dead on the objective. 1In reality, no dead were found and
there were no injuries on either side. (The problem was multiplied
when a White House spokesman used thlS press account as factual, only
later forced to recant.) :

c) 3-9 Jan - Media Center received numerous media requests
to interview Capt. Bray.

d) 4 Jan - USSOUTHCOM PA prepared an accurate release on the
story of Capt. Bray and faxed to OASD-PA for the press brief.
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e) 4 Jan - Secretary of the Army’s office called to confirm
that the SOUTHCOM release, which does not mention PDF dead, is
correct. This was again verified directly with Capt. Bray and
provided to the Secretary of the Army’s office.

f) 6 Jan - The Los Angeles Times reported that the earlier
account of Capt. Bray'’s actions were exaggerated and that no PDF dead
were found. :

: g) 8 Jan - A New York Times article entitled "Female
Captain’s Role is called into Question," by Philip Shabecofs, stated
that . '

"Today an Army Spokesman in Panama, Col
James C. Swank, said Captain Bray and
all other female officers are currently
unavailable for comment until authorized
by the Secretary of the Army."

This statement resulted in a call from the Secretary of the
Army’s office. LTC Swank, OIC of the Media Center, did not make such
a statement. The policy of this command at the time, was that Capt.
Bray, who had already conducted media interviews, was not currently
available. As an MP company commander, she was in the field with her
troops, doing her job. It was unfair both to her and to her unit to
pull her out for interviews at that time. It was further stated to
the networks, who were requesting Capt. Bray for morning talk shows,
that while she was not available now, she would be available later in
the week and would satisfy the talk shows request at that time.

h) 10 Jan - Capt. Linda Bray was interviewed by all four
morning talk shows (two live and two as thirty-minute delay.) This
action satisfied the networks and reduced the media interest
considerably insofar as Capt. Bray dispelled the myth concerning the
3 PDF dead, which for many was the story peg. Capt. Bray also
indicated at this time that, if possible, she would like to just
return to her job and not have any more interviews.

Both her battalion and brigade commanders echoed this request.
Additionally, her battalion commander indicated that he did not want
to make any more of his female soldiers available to the media on
this subject because he believed that singling out the females was
having an adverse impact on his unit.

While there was considerable media interest in the "women in
combat" angle, the real "feeding frenzy" did not start until the
initial article erroneously reported 3 PDF dead as a result of the
action. This was not the only significant error in the story. The
story also stated that the facilities were defended by "40 heavily
armed troops." Capt. Bray had told the reporter that there were 40
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‘beds at the facility, but she didn’t know how ‘many troops were there

during the action. While the role of women in operation "Just Cause"
was an item of media interest, it was sent out of control by an -

_ inaccurate account of one. 1nc1dent

Once the initial stories reported the action resulting in three
PDF dead, all four networks, together with numerous other media,
wanted Capt. Linda Bray, even though she, together with eight other
female soldiers, had already been made available by open invitation
to the media previously (four reporters conducted interviews).  Many
were quick to criticize SOUTHCOM PA for not making her immediately
available again. The SCPA position at this time was that Capt. Bray
was in the field, with her troops, where a company commander should
be and would be made available again later in the week. To do
otherwise would have had an adverse 1mpact on the operation of her
unit.

Lessons Learned:

a) An interview should not be conducted without going
through the proper PA channels, i.e., the Media Center, and without a
PA representative present. This may not have totally precluded the
inaccurate report, but would have assisted in correcting the problem ‘
more quickly with the correct story.

b) Certainly media needs are important, but of necessity,
they must take second place behind operational concerns.
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MISCELLANEOUS ISSUES
Exclusives?

Fred Francis, NBC, was allowed an "exclusive" opportunity to
travel with the Chairman, Joint Chiefs of Staff on his visit to the
area of operations. Tom Donnelly, Army Times, was given the same
exclusive with the Chief of Staff of the Army. It seems that this
kind of preferential treatment into an area that already has
representatives of both organizations (as well as 800+ others) might
be counter to DOD’s policy of non-exclusive treatment. SCPA received
heated criticism locally since it had already established a solid
policy of providing pool coverage of distinguished visitors (to
include SECDEF, dozens of CODELs, etc). Suggest this issue be
discussed and a policy be established.

There was also some concern on the part of commanders to give
certain media personnel, e.g., Sam Donaldson, privileged treatment.
SCPA worked hard to ensure equal (and privileged treatment) for all
news media representatives. But there is a tendency to lean toward
"heavies."

54

[543



. (e

Operations vs PA

During the first several days of the hostilities, SCPA was
literally swamped with operational-type requests/questions from
ASD/PA.  For example, they included: (a) initiate action to ascertain
the whereabouts of missing CBS reporter Jon Meyersohn; (b) why aren’t
the "hostages" in the Marriott Hotel being rescued; and (c) what are
the details surrounding the shooting of the Spanish journalist.

While all of these, and the countless others, had some public affairs
connections, the questions being asked were not necessarily in

- response to media queries, etc., but rather were operational

questions asked at high political/business levels. During such an
operation, the PA staff is essentially unable to maintain track of
legitimate PA issues, let alone follow-up on operational issues.
Recommend that some determination be made to differentiate between
legitimate media queries and operational questlons and dlrect
questlons appropriately.
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Combat Photo Documentation

For the past two years, this AO has had extensive use of combat
documentation teams. When originally deployed, at the direction of
CINCSOUTH, they were placed under the operational control of SCPA as
the Joint Audiovisual Detachment (JAV-DET). The mission was clearly
defined, in priority order, as (a) photo documentation; (b) command
1nformat10n, and (c) where appropriate, public information (i.e.,
unclassified copies were provided to the media where it supported the
CINC’s objectives). This concept worked exceedingly well. Several
months ago, it was decided, via memorandum of agreement, that the
JAV-DET would be opcon to JTF P so that it had direct operational
control. Although it severely degraded (b) and (c) above, SCPA
accepted the change. At D + 1, JAV-DET was directed to not provide
copies of their products to anyone within command or public
information channels. This was a major setback to SOUTHCOM efforts.
SCPA has previously provided extensive after action reports/lessons
learned on deployment of the JAV-DET. Suggest a review of the issue.
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Mail, Hamburgers, and the Marriott Hotel

The public affairs office frequently finds itself involved in a
variety of non-PA issues, simply for lack of ownership elsewhere. 1In
such a combat operation, that needs to be minimized. Two of the most
notable during Just Cause were mail lift and the distribution of
White Castle hamburgers.

We accepted initial responsibility for processing and
distributing mail sent from the States to soldiers involved in Just
Cause. Thousands of letters and many packages began arriving 24 Dec
89. (Stateside news-wire services and radio stations for some reason
announced the address of USSOUTHCOM PAO as the point of contact in
sending goodwill mail.) This office arranged for various media
opportunities covering receiving and distribution. (ABC videotaped
the first shipment.) SCN and Tropic Times also provided appropriate
coverage. SCN also was prepared to provide videotapes for interested
media. ‘

White Castle also attempted to deliver more than 10,000
hamburgers to deployed troops--as a goodwill gesture, as well as
publicity stunt. We managed to deflect the initial planning,
coordinating, etc., to the J-4, but component PAs (especially Army
and Marines) ended up working the issue.

. A third time-consuming issue that was gratuitously passed from
the Pentagon to SCPA was efforts to reopen the Marriott Hotel. We
received dozens of calls directly from the Marriott to help restore’
its operation. On one occasion, word was passed to release the 20+
Marriott employees being held at the Howard AFB refugee center so
they could return to work. They were brought to the media center and
SCPA was presented another challenge--getting the employees back to
their homes.

Commanders should make every effort to free up PAs to do PA
business.
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SUBJECT: MEDIA ONERATIONS

1. 8Y DIRECTION OF SECDEF. THE DOD NATIONAL MEDIA POOL WILL

BE DEPLOYED TO ACCOMPANY U.S. FORCES FOR OPERATIONS IN PANAMA.
2. THE POOL. CONSISTING OF 19 PERSONNEL mTll DEPART ANDREUWS AIR
FORCE BASE AT 2300 EST AND WILL ARRIVE IN PANAMA AT APPROX 0330. 20

‘DEC. COLONEL PETER ALEXANDRAKOS. USAF. COMMANDER DAVID THOMAS.+ USN,

AND LCDR KEN SATTERFIELD. USN. WILL SERVE AS ESCORT OFFICERS FOR

THE POOL.

3. USCINCSO WILL SUPPORT MEDIA POOL ACTIVITIES TO ENABLE COVER-

AGE OF ACTIVITIES IN THE THEATRE TO INCLUDE DEPLOYING MEDIA POOL
MEMBERS WITH U.S. FORCES TO COVER VARIOUS SEGMENTS OF THE
OPERATiONu REASSEMBLING THE POOL PERIODICALLY TO FILE THEIR STORIES.
AND PRUVADLNG AESVURCES T¢ SET NESTA PRODULTS QACK TO THE UNITED

STATES IN A TIMELY MANNER. USCINCSO WILL BE RELEASE AUTHORITY FOR

NIGHT ACTION REQUIRED
MINIMNIZE CONSIDECRCD
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ACTIVITIES OCCURRING IN THEATER.

4. AVAILABILITY OF COMMUNICATIONS LINKS FROM PANAMA To THE ©
U.S. IS UNKNOWUN AT THIS TIME. THEREFORE. TO FACILITATE KEHOKTLNG. B
CINCSO PA MUST BE PREPARED TO PROVIDE PRIORITY COMMUNICATIONS ':
{MESSAGE- VOICE AND DATA} TO MOVE MEDIA REPORTS UNTIL CIVILIAN

MEANS ARE ADEQUATELY AVAILABLE. PLANS SHOULD BE MADE TO TRANSMIT

POOL REPORTS ASAP. BUT NO LATER THAN TWO HOURS AFTER COMMENCEMENT

OF OPERATIONS. MESSAGE PRECEDENCE SHOULD BE SUFFICIENTLY HIGH TO

ENSURE THIS OCCURS.

§.  IF MESSAGE TRAFFIC IS USED TO TRANS