After Action Report 2010 October VHF Ham Radio Communications Drill

Improvement Plan


1) OBSERVATION:
The signal from the BOEC dispatch floor VHF radio was dramatically weaker than Net Control’s signal.  Both radios are located in the same building

RECOMMENDATION:
Comm Net should check the VHF Radio antenna to ensure the problem is not with the antenna.  Noted that VHF simplex will work very well among three major locations: City of Portland ECC, Washington Co. EOC, and Multnomah Co. EOC.
PRIMARY AGENCY & COMPLETION DATE:
POEM Training & Exercise Mark McKay TBD.
2)  OBSERVATION:

The signal from the BOEC trailer was very weak. 

RECOMMENDATION:

The power source and antenna for the BOEC trailer should be checked to ensure maximum strength.  If the trailer currently has maximum strength, but the signal still can't get through on simplex, it should be noted in the amateur radio plan that the BOEC trailer will have to call for a relay.  Other stations should be prepared to relay information to and from the BOEC trailer.

PRIMARY AGENCY & COMPLETION DATE:
POEM Training & Exercise Mark McKay TBD.
3)  OBSERVATION:
Confusion on part of some operators on how to send traffic (messages).

RECOMMENDATION:
Have the Multnomah County Amateur Radio offer periodic training on passing traffic. 

PRIMARY AGENCY & COMPLETION DATE:
Completed March 3011 Multnomah County ARES and ongoing
4)  OBSERVATION:
Ham operators at a few locations were operating their radio kit in VFO mode, not Memory Mode. 

RECOMMENDATION:
Confirm each Orange Go Box Kit has the printed info/photo showing when the radio is in VFO or memory mode, and how to shift between those modes.  Training on the radio should take place for all operators. PF&R Training is developing a self-tutorial video for all operators of the equipment.  Operators need to review the tutorial prior to a drill.
PRIMARY AGENCY & COMPLETION DATE:
Operator error, instructions are in the Orange Go Box Kit manual, and also in the 201 briefing.

5)  OBSERVATION:
Manuals or reference cards for Portland ECC equipment is not at/near equipment.

RECOMMENDATION:
The Portland ECC must have complete manuals for all radios.  The ECC needs a cheat sheet (reference card) with a similar set of simple procedures for programming and using each radio. 

PRIMARY AGENCY & COMPLETION DATE:
POEM Training & Exercise Mark McKay and Patty Hopkins completed.
6)  OBSERVATION:
Net control unable to guide field operators through their radio operations.
RECOMMENDATION:

The ECC should have a field operator’s radio manual for all radios out in the field.  Net control can use the correct manual to direct a station through a fix when necessary.  This is particularly helpful when the remote station operator does not have the user manual for their radio.

PRIMARY AGENCY & COMPLETION DATE:
Copy of Orange Go Box Kit manual in ECC Comms Room; Mark McKay and Patty Hopkins by May 2011.
7)  OBSERVATION:
Field operators experience difficulty with mics, including mics they say were damaged.
RECOMMENDATION:
All radios should be equipped with mics that allow keypad input for frequency.   If the station doesn't know how to program the radio or doesn't have time to do so, a keypad entry allows comm to continue.  Can Portland ECC have a couple of backup mics, in a parts kit for the radios in use at fire stations?
PRIMARY AGENCY & COMPLETION DATE:
Operator error and review/pickup in 201 briefing.

8)  OBSERVATION:
Field operators who don’t know the radio equipment hitting the wrong button and putting the radio in memory mode or accidentally changing the programming.
RECOMMENDATION: 

ECC must have resources to guide the operator.  Refer operators in training and in the Kit manual on how to remedy this problem.
PRIMARY AGENCY & COMPLETION DATE:
Operator error and review/pickup in 201 briefing.

9)  OBSERVATION:
Confusion for some operators between the drill and the worksheet.  

RECOMMENDATION:
Make the drill mirror the worksheet.

The Net Control drill exchange with each simplex station would ideally include a formal signal report from both sides of the exchange, the way the drill worksheet was designed. For example:

· Net Control:  “Fire Station 1 – signal report.”

· Response:  This is Fire Station 1 – you are LOUD and CLEAR.”

· “Fire Station 1, I copy loud and clear.   – Fire Station 1, you are GOOD and READABLE. Thank you. Fire Station 2 – signal report…” etc.

PRIMARY AGENCY & COMPLETION DATE:
Operator error and pickup in 201 briefing on how to fill out the sheet.
10)  OBSERVATION:
Field operators uncertain as to what to say on radio.

RECOMMENDATION:
Use brevity.  Don't include niceties in training materials.  Explain that niceties (please, thank you) are added during non-events when the Net is not busy in order to be polite, but will not be used during an actual event.    When repeating info, say, "I copy."  E.g.:  "I copy your primary radio has failed, and you are on an HT."

PRIMARY AGENCY & COMPLETION DATE:
Training issue on passing (messages) traffic.
11)  OBSERVATION:
Some field operators were confused (and lost) when the Net moved from Repeater Check-In to Simplex.
RECOMMENDATION:  Reconfirm in training (video, too) and printed instructions for operators how to identify when the Net has moved, and how to find the new Net.  Train stations in finding the Net, moving between frequencies and between bands, using both memory channels and manually entering frequencies (and tones), and using traffic frequencies in general.

PRIMARY AGENCY & COMPLETION DATE:
Operator error and pickup in 201 briefing.
12)  OBSERVATION:
Some operators stated they experienced wet radio problems.

RECOMMENDATION:
Explore the cost of Silica packs for the station Kits.  Check the Orange Go Boxes (Kits) -- are they waterproof?  Are they being kept where they are exposed to extreme temperatures that would create condensation inside?   
PRIMARY AGENCY & COMPLETION DATE:
Portland Fire and Rescue will review and establish protocol/schedule maintenance issue, will be discussed at future 201 briefing.
13)  OBSERVATION:
Some VHF Radio equipment was damp when put it back in the Orange Go Box   

RECOMMENDATION:
There needs to be instructions in the Kit to ensure the equipment is left out to dry before being put away.  Reconfirm in the Kit’s instructions to be certain the connectors on the radio and both ends of the coax are dry, so they don't rust after going back in the Kit.
PRIMARY AGENCY & COMPLETION DATE:
Portland Fire and Rescue will review and establish protocol/schedule maintenance drill, possibly check equipment every six months basis, NET members can assist, not necessary to be a Ham Operator
14)  OBSERVATION:
The VHF Orange Go-Boxes need a larger bladed screwdriver.  

RECOMMENDATION:

Multi-purpose tool should be in all kits and be marked as property of that Kit.  Ditto on other tools in the Kit.  Match the tools to a specific Kit, helps with inventory and “misplaced” tools.
PRIMARY AGENCY & COMPLETION DATE:
Portland Fire & Rescue and POEM will review to feasibility and cost.
15)  OBSERVATION:
External mounted antenna boxes on some PF&R stations have a moisture problem. 

RECOMMENDATION:
Box seals should be reviewed.

PRIMARY AGENCY & COMPLETION DATE:
Portland Fire & Rescue needs to know which stations, info to be provided by May 2011.
16)  OBSERVATION:
Volunteer Ham operators were challenged to set-up the VHF equipment during wet weather.
RECOMMENDATION: 
Operators suggest that each fire station have a folding table, at least one chair, two is better, and a pop-up canopy with sides to use with the radio equipment.  Can Portland Fire & Rescue stations store these items along with the Kit?
Need to be able to raise the radio to a usable height.  You can pin/duct tape notices, or even the waterproof cover to a table to keep things in place, or make it easier to work.  Traditional tape doesn't last well in rain or cold.

PRIMARY AGENCY & COMPLETION DATE:
Portland Fire & Rescue concerns:  budget, storage, and maintenance of additional equipment.  Not expected to occur in current fiscal year or fiscal year 2011-12.
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