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COMBAT RESCUE

Air Combat Command created the Combat Rescue School
to ensure combat rescue forces can interface with crew
members. This avenue of communication provides the best
opportunity for meeting the common objective of a success-
ful survivor recovery. The Combat Rescue School,
established under the USAF Weapons and Tactics Center
and the 57th Wing, is the focal point of rescue expertise
within the Combat Air Force.
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months in Southeast Asia and personally recorded 51
combat saves. He was awarded two Silver Stars and
numerous Air Medals during his tours. Sergeant Northern
was killedin 1970in anindustrial accidentin Los Angeles,
CA.



you can have on safe execution of
the mission, you must understand
your role in the mission itself.
This is where strategic planning
comes in — it exists to answer
the essential questions for every-
one in our organization:

Where are we headed?
What is my role in this effort?
How am I doing?

We use a flexible and dynamic
model to answer these questions.
Over the past two years, it has
evolved and improved based on
feedback from those who have
used it throughout the command.
The current, evolving version ap-
pears below and has changed to
be more responsive to our needs
and more descriptive of the ACC
Quality operating style.

The model emphasizes two ba-
sic types of planning: Strategic
Planning and Performance
Planning. In combination, we
refer to both as “ACC Action
Planning” because that’s our fo-
cus—to plan for action, not just
for the sake of having a plan. The
entire planning process is focused
on the long-term Air Force vision
and each part consists of three
essential elements as shown in
figure 1.

A vision statement provides an
overarching statement or deci-
sion on what the organization
wants to be like at a future point
in time. The Air Force Vision is:

Air Force People
Building the World's
Most Respected
Air and Space Force...
Global Power and Reach for
America

That vision is a starting point;
from it we develop our strategic
plan to define the mission, goals
and objectives, and outcome-ori-
ented or “bottom line” measures
of success.

A mission statement is intended
to describe an organization’s rea-
son for existence — a broad
statement expected to remain in
effect for an extended period of
time. In ACC, our mission is:

Air Combat Command
Professionals
Providing the World’s Best
Combat Air Forces
Delivering Rapid, Decisive
Air Power Anytime,
Anywhere

With the mission statement as a
guide, an organization can then
address goals and objectives for
the future. A goal is a broad
statement describing a desired
future condition or achievement,
without being specific abouthow

VISION

OUTCOME-ORIENTED
PERFORMANCE MEASURES

much or when. A current ACC
goal is to Improve Combat Ca-
pability. Another goal is to
Improve Safety Performance
because improved safety perfor-
mance equals sustained Combat
Capability through resource pro-
tection and mishap prevention 2.
To complement our goals, we de-
velop objectives — specific
statements of shorter term condi-
tions or achievements thatinclude
measurable end results to be ac-
complished within specific time
limits. Linked to goals, these
quantifiable objectives provide
en route checkpoints to let every-
one in the organization know how
they are doing relative to achiev-
ing longer-term goals. In order to
quantify our combat capability,
one of our objectives for 1994 is
to Attain C-1 or C-2 Readiness
Levels for all ACC and ACC-
Gained Squadrons.
Correspondingly, in order to
quantify our safety performance,
another one of our objectives for

STRATEGIC
PLAN

PERFORMANCE

PLAN
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OUTCOME-ORIENTED
PERFORMANCE MEASURES

Figure 2. The Strategic Plan

1994 is to Maintain the FY 93
ACC and ACC-gained aircraft
mishap rate below 1.6 per
100,000 flying hours.
Outcome-oriented or bottom
line measures are the “vital
signs” of the organization. Taken
over time, they communicate
whether the mission, as expressed
by goals and objectives, is being
achieved. Mission Capable Rate
is an example of one of an
organization’s vital signs, as is
Mishap-Free Flying Hours.
With the organization’s overall
strategic planning as a guide, sub-
ordinate parts of the organization
can focus on specific elements of
performance — the key processes
that contribute to the mission. If
the examples we used above were
at the MAJCOM level, then the
ones that follow could be at the
wing level, or even further down
the chain. This is where the work
thateach and every one of us does
become immediately visible. The
starting point is a definition of
specific process-oriented objec-
tives and standards, standards

Figure 3. The Performance Plan

that we will hold ourselves to
personally and organizationally.
An example is the supply contri-
bution to mission capable rates.
For F-16s, our standard is to limit
the percent of time the system is
not mission capable due to sup-
ply shortages to no more than 7
percent. Performance objectives
and standards are useful in con-
trolling costs, but they are
especially valuable from a safety
perspective, for they give us daily
goals to “shoot for,” and they
keep us focused on the mission.
In conjunction with sustaining the
standards in terms of perfor-
mance, the organization also
focuses on the cost of a given
level of performance. The syn-
ergy here in time, work, and safety
practices becomes highly visible
as the organization’s increased
safety awareness contributes to
its conservation of resources and
a further reduction of costs.
ACC action planning is, from
start to finish, based on processes.
A process is a group of sequen-
tial, logically related tasks that

use organizational resources to
provide a product or service to
internal or external customers.
Inventory control is a process
employed wherever parts or sup-
plies are necessary inputs to key
processes. The bottom line is
that in every action to meet our
goals and objectives, and ulti-
mately our mission, processes
define how we do our job. Do we
do it smartly, efficiently, and
safely? The most effective way
to determine the best procedures
for a given process is through
benchmarking — and
benchmarking depends on data.
As Vince Lombardi once said,
“If you're not keeping score,
you're only practicing.” The
“scores” or data that tells us how
well our processes are working is
called process-oriented mea-
surement or metrics.
Performance-oriented measures
tell us whether a process is under
control in terms of variations in
output. They can also measure
product quality as well as the cost
and quality of inputs. Weapons
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Safety personnel at the wing level
use Quality Assurance obser-
vations and Load Crew
Standardization Inspections to
measure compliance with techni-
cal orders for the purpose of
improving weapons safety per-
formance.

The overall result of this plan-
ning process is a living, dynamic
plan for action — from the long-
range, strategic vision for the
future to the near-term focus on
key processes that provide the
basic foundation of quality. It
allows each of us to see the par-
ticular role we have in not only
the execution of our plans, but in
their development as well. Aside
from its usefulness in keeping us
focused on the mission, and hence
on safety in its accomplishment,
the model actually mirrors the

“safety process” in action
throughout ACC. In support of
the Air Force Vision and ACC’s
mission, we develop goals for
mishap-free flying hours or mis-
hap-rates, then we break them
down by aircraft type and mis-
sion. We seek out the phases of
ground, weapons, and air opera-
tions that have the most risk and
determine if that operation is a
necessary one. If it isrequired to
meet our mission, we then in-
crease our awareness and
education in those areas to make
them as safe as possible while
satisfying mission needs. We
measure our progress and con-
tinually solicit feedback from
everyone in the chain of com-
mand, from COMACC to the
airman on the flight line. Most
importantly, on a day-to-day ba-

sis, as we go about the tasks that
support the mission, we look for
ways to constantly improve our
mission/safety performance,
whether it’s a word of advice to a
friend or cohort, or amajor change
to a technical order. Thatkind of
participation is really what this is
all about—it’s part of our operat-
ing style: top-down commitment
and direction to a bottom-up,
shared and empowered operating
environment.

Working together — in an en-
vironment that fosters trust,
teamwork, and continuous im-
provement — we will continue to
provide the World’s Best Com-
bat Air Forces —effectively and
safely! =

EVERYONE'S A STAKEHOLDER ~

EVERY PROCESS CONTRIBUTES
TO MISSION ACCOMPLISHMENT

OUTCOME
MEASURES

OUTCOME-ORIENTED
PERFORMANCE MEASURES

PROCESS
MEASURES

Figure 4. Critical Model Linkage
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HUMAN PERFORMANCE
~,

AIRCRAFT PERFORMANCE

could no longer cope with the situation and lost his
aircraft and his life.

About a year later, I read an article where there
had been an aviator on an orientation flight in a
two-seat fighter. As the aircraft was climbing out
of the low level environment, the observer dropped
his checklist and bent down to get it. The aircraft
began a series of rolls which completely surprised
both aviators. The pilot was trying to control the
jet, and the observer thought the pilot was pimping
him. The observer raised his head and the rolling
ceased. Ittook a while to reconstruct the situation;
but the two lucky aviators figured out that by the
observer bending over to get the checklist, the
observer’s helmet pushed the stick over and some-
how activated the lateral trim switch. Both of those
actions put the aircraft into a rapid rolling moment.
The author went on to wonder if that had not been
the reason for the runaway trim in my mishap
investigation. Maybe the student dropped either

his checklist or more likely his inflight guide.
Sadly, we will never know. It is just as plausible a
reason as those offered by the board.

We have all heard the stories of aviators who
delayed recovering the jet, simply because they
had never seen that attitude, or they took a second
longer to recognize the attitude, or stayed too long
on a particular gauge. Each one came home be-
cause there had been enough altitude left torecover
the jet.

The Human Factors experts tell us that the rea-
sons aviators loose SA are due to any of the
following: Distraction, Channelized Attention,
Task Saturation, Inattention, Habituation, Nega-
tive Transfer, Expectancy, Complacency, Technical
Errors, or Trouble Shooting Errors.

If the author was right, the student could have
lost his SA by distraction and channelized atten-
tion caused by dropping either his checklist or his
inflight guide. When he looked up, the jet was not
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QUESTIONS OR COMMENTS
CONCERNING DATA ON THIS
PAGE SHOULD BE
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Severe storm safety seminar
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Combat Rescue

SMSgt Chuck Hassler CRQS/RQT Nellis AFB NV
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Combat Rescue


forces
provide a cus-
tomer service by
rescuing you. You provide a
customer service by properly planning for
survival tasks. Your prior planning will enhance
the probability of a safe survivor experience and effective
rescue. Remember, you are in a survival situation be-
cause something went wrong. The better you prepare for
your survival emergency, the safer and quicker you will
berescued. There are three important areas of preparation
that you control: physical conditioning, accepting the
probability of facing a survival situation, and developing
a thorough emergency plan of action (EPA). You, as a
dedicated crew member, maintain good physical condi-
tioning and should certainly accept the survival role
possibility. However, you may not allocate the time
necessary to develop a good EPA.
Your EPA is your key to the door to safety. Your EPA
is a prearranged contingency plan with your expected
actions when forced to assume the role of evader or

June 18994 The Combat Edge E

This pararescueman was depioyed from a HC-130 using a MT-1X high glide ratio

parachute during Rigging, Alternate Method Zodiac (RAMZ) open sea rescue

operations over the Pacific Ocean.




survivor. During the early
years of the Viet Nam war,
crewmembers failed toap-
preciate the value of
preparing an EPA. The re-
covery-to-shoot-downratio,
and interviews with those
successfully recovered,
pointed out that a good EPA
increased the likelihood of suc-
cessful evasion and ultimate
recovery by rescue forces. Crew
members recognized the value
of EPAs by the middle years of
that war and routinely developed
quality EPAs.

Unfortunately, the EPA message
did not survive well during the 16
years between wars. Desert Storm

after action reports showed that in-

n theater emphasis and guidance on

et A e EPA preparation varied. Crew mem-

ber EPA preparation ranged from good

to nonexistent. This failure to thor-

oughly prepare EPAs created

unnecessary difficulties for the rescue

forces and either impeded or prevented
recovery.

You have the ultimate responsibility to
develop an accurate and workable EPA.
The intelligence folks, the experts, will

help you with EPA preparation. They will
guide you through achecklist of actions that
will provide the best opportunity for suc-
cessful evasion or survival and recovery.

This checklist covers crew identification,

flight plan review, authentication procedures,

short-term immediate actions, first aid, short-

s term and long-term evasion, communications

210 RS with the rescue force, and recovery procedures.

5 HH-60 o Keep the EPA fresh. Don’t plan to fight our last

b o war. Read the currentintelligence reports. Know

where the world’s hot spots are and review the

geography, climate, and culture of those areas.

Tailor your survival equipment to meet the harsh-

est probable environment. Review combat search
and rescue concepts of operation. Know what
rescue assets are available in your area of operation,
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COMBAT RESCUE FORCE STRUCTURE

Top Photo: A HC-130 Hercules refueling a MH-60G
Pave Hawk over the Atlantic Ocean.
Photo by: MSgt Ray C. Spears, Jr.

m The Combat Edge June 19384











