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Airfield Operations

OperationsNoble
Eagle and Enduring
Freedom, adding
unexpectedly to the
burden of ongoing

: 7 contingencies, pushed the
demandfor ai rf| eI d operations support to maximum
surgelevels. Surge operationsput further pressure
onthreealready stressed career fields—airfield
management, communications-electronics, and air
traffic control. Asaresult, airfield operations (A Q)
elements deployed to the theaters of operation with
ailing 1970s-eraequipment (1950s-erafor Air
National Guard), adeficient concept of operations,
and separate management controlsfor personnel
and equipment.

The deployment and employment of air
operations systems and personnel surfaced a
number of concerns, linked in part to split
management controlsat Headquarters, United
StatesAir Force (HQ AF). The deputy chief of
staff for air and space operations (HQ AF/XO) is
responsiblefor air traffic controllers, airfield
managers, and airfield operations officers. The
deputy chief of staff for installationsand logistics
(HQAF/IL) isresponsiblefor deployableair traffic
control and landing systems (DATCALYS)
equipment and associated mai ntenance personnel.

Quick and decisiveaction will help resolve
theseissues. The most promising first stepisfor
HQ AF to establish working groupsto review
variousaspectsof airfield operationsin adeployed
environment. Oneworking group should conduct a
comprehensive study of the Force Module Concept
(aquick airfield opening package) and develop
initiativesto support the concept (e.g.,

expeditionary airfield operations squadrons). The
Air Staff, in conjunction withthe MAJCOMS, has
aready initiated aWorking Group to devel op Force
M oduleswith estimated completionin 2003.

BACKGROUND

Theexpeditionary Air Forcereliesonthe
airfield asacritical weapon system. Many airfields
aresituated in austere locations without muchin
theway of preexisting infrastructure, equipment, or
material resourcesfor sustained high-tempo
operations. During deliberate and, especially, crisis
action planning, Air Force commanders must
account for those capabilitiesthat ensureairfields
arewell suited for all intended operations. In
additionto tactical airlift control € ements, combat
support, and contingency response units, theAir
Forcereiesupon airfield operations capabilitiesto
prepareairfieldsfor their combat missions.

Airfield operations personnel servewithin
special operationsand conventional forceunits. As
combat forces, Air Force special tacticsteams
(STT) serveinAir Force Special Operations
Command (AFSOC) units. United States Special
Operations Command tasks these STTs to execute
special operationsforce (SOF) missions. Those
airfield operations capabilities used in SOF missions
includelimited visual control tower service, a
tactical air navigation (TACAN) system, and a
precisionlanding system (Mobile Microwave
Landing System—MMLYS).

Special tacticsteams providethe“firstin”
airfield operations capability (air traffic control and
airfield management) primarily at non-permissive
airfields, assault landing zones, and drop zones until




conventional air traffic control forces can assume
those functions. STTsare capable of conducting
operationsfor theinitial 14 days of operations.
After 14 days, STTswill require re-supply and
augmentation or replacement for sustained
operations. STTsusually begintheAO battlefield
support processin austere environments.
Conventional AO support flowsin afterward to
continue operations.

Conventional airfield operationsforces deploy
worldwidein support of operational forcesat
austere and bare-base locations. They provide
basic to matureairfield servicesaswell ascombat
airspace support. Conventional AO isnot arapid-
response, deployable contingency force. Airfield
operations capability isnot apart of acore unit
type code (UTC) package. Rather, AO isasupport
UTC organized, trained, and equipped through HQ
AF/XO,HQAF/IL, andtheAir National Guard.
HQAF/XO providesairfield operations officers, air
traffic controllers, and airfield managers, all
stationed in billets at stateside and overseas
locations. HQAF/IL isresponsiblefor active duty
DATCAL Smaintainers, civil engineering personnel,
and the system itself. The Air National Guard has
organized airfield operationsinto squadrons
consisting of air traffic controllers, maintenance
personnel, and deployable equipment. That
deployabl e equi pment includes control tower, radar
approach control, precision approach radar,
TACAN, and MMLS. Notably, MMLSisnot part
of theAir National Guard'sequipage. Airfield
operationsare called into wartime support through
UTC packages devel oped by theater planners
under Air Force Manual 13-220, Deployment of
Airfield Operations.

HISTORY

Airfield operations support has been required
invarious operations over thelast 13 years. During
Operation Just Causein Panama, extensive AO
support proved unnecessary. Conventional forces
followed STT into Tocumen Airport in Panama
City, Panama, and augmented ATC operations at
Howard AFB, Panama. Operation Desert Sorm
required amore robust deployment of AO. TheAir
Force deployed 14 combat airspace managersto
the Saudi-based air operations center, 7 radar

approach control elements (161 personnel), teams
toaugment 17 airbase air traffic control towers (85
personnel), and 3 liaison elementsto host-nation air
traffic control centers (60 personnel).

Operation Desert Sormwasthelast AO
deployment using the dispersed controller program.
Thedispersed controller program allocated
wartime-dedicated active duty controllersto fixed
bases. 1n peacetime, the controllers maintained
currency and proficiency at fixed bases. Incrisis
and wartime situations, they returned to combat
communications squadronsfor deployment. This
system provided amore streamlined and rapid
approach to deploying airfield systems. Personnel
were trained on the equipment and had an
established indoctrination into combat operations.

In the early 1990s, after Operation Desert
Sorm, the dispersed controller program ended and
thewing-leve air traffic control function moved
from communication squadronsinto the newly
created operations support squadrons (OSS).
Airfield management joined ATC and formed
airfield operationsflightswithin the OSS.
Deployableair traffic control functions remained
within the combat communications squadrons.
Additionally, the 3 and 5" Combat
Communication Groups each stood-up one
additional squadronwith air traffic systemflights.
Accordingly, the ANG took onanincreasedrolein
deployableairfield operations. Currently the Guard
isresponsiblefor 63 percent of the Air Force's

deployable capability.

During Operation Joint Endeavor an active
duty radar approach control deployed to Tuzla,
Bosnia-Herzegovina. Thiswasthefirst deployment
after the Air Forcediscontinued itsdispersed
controller program. Without the dispersed
controller program, problems had arisen, such as
personnel arriving for deployment without the
necessary equipment and lacking deployable
equipment and combat operationstraining. In
addition to the active duty system, theANG
deployed aradar approach control to Taszar,
Hungary. Benefiting from its peacetimetraining for
such contingencies, theANG'sair traffic control
squadron organi zation provided asmooth, seamless
deployment.
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CURRENT OPERATIONS

Operation Enduring Freedom brought new
challengesto airfield operations. In early October
2001, two austere bases were opened in the
Afghantheater. Additionally, the Combined Air
Operations Center at Prince Sultan Air Base, Saudi
Arabia, was manned with combat airspace
managers. The operation evolvedtoincludenine
moreairfieldsand two liaison locations. SOF
personnel and equipment were among thefirst
forcesdeployed. Time-compressed adaptive
planning, delayed coordination, and the absence of
dedicated, tail orable, contingency-response
planning contributed to difficultiesin supporting the
initial baseswith follow-on conventional forces.
STTswereleft in place for extended periods of
time, well past established timelines.

Dueto antiquated equipment and limited
manning, active duty Air Force radar unitsdid not
deploy. Additionally, therewere problems
procuring deployableairfield lighting systems. Air
National Guard, Marine Corps, and Army units
hel ped provide the necessary combat support.
Activeduty Air Force support to Enduring
Freedom consisted of 16 AO officers, 75
controllers, and 34 airfield managers. Theevents
of 11 September 2001 precipitated this 276 percent
increasein airfield operationstasking. TheANG
provided an additional 57 personnel and
DATCAL Sto support Enduring Freedom. The
high demand for thislimited personnel asset made
adherence to the planned construct of three-month
rotationsdifficult. Infact, many personnel were
extended in-placeto 135 days and some were
deployed for 179 days.

ENDURING FREEDOM
LESSONS LEARNED

AstheAir Force'slead agency for airfield
operations, Air Force Flight StandardsAgency
(AFFSA) solicited feedback on airfield operations
from participantsin Operations Noble Eagle and
Enduring Freedom, collecting over 300 preliminary
lessonslearned. AFFSA, along with the Task
Force Enduring Look, hosted a conference from
18 to 20 June 2002 with AO personnel from across
theAir Forcein attendance. Attendeesdivided into
four working groups: integration, command and

control, austere basing, and deployment and
employment. Theworking groups analyzed lessons
learned and organized theminto six categories:
structure, command and control, deployment and
employment, planning, equipment, and training.
They consolidated areas of concern and
recommended actions. There waswidespread
agreement on the need for ajoint AF/XO/IL
working group to further study conference results.

Working Group Results
1. Sructure. Multiple spansof control affect AO
employment.

* HQAF/XOand IL have operational control
over partsof AO (AF/XO for personnel, AF/
IL for equipment and personnel).
Disconnects between the two chains hindered
the deployment process.

* Thelack of cohesion, problemswith
employment, poor equipment, and inadequate
combat training brought to light the need for a
better-postured airfield operations capability.
The proposed expeditionary airfield
operations squadrons (EAQS) could replace
current activeduty airfield systemsflightsand
providea*“ one-stop shop” for deployable
airfield operations.

e Terminal Instrument Procedures (TERPS)
survey needswere not met in atimely
manner. Site surveysfor DATCALS were
delayed dueto unclear command structure.

2. Command and Control. The flow of accurate
information proved crucial to mission success.

* TheRegiona Air Movement Control Center
(RAMCC) wasacrucial part of Enduring
Freedom, since Afghanistan lacked an
operable ATC structure. The RAMCC
provided acentralized facility to coordinate
and deconflict certain aircraft movementsin
theregion. Using assigned aircraft slot times
for high-use airfieldsto meter the flow of
aircraft (civil and military) helpedto
overcomethelack of an enroute air traffic
control capability. Thisadvance-scheduling
system, combined with limited terminal radar
approach control and tower control, increased
flight safety intheregion. Publication of
noticesto airmen (NOTAM) was not timely,
dueto thelack of an established Afghan air
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traffic management structure. The U.S.
Federa Aviation Administration (FAA) and
thelnternational Civil Aeronautical
Organization (ICAQO) wereslow inresponding
toNOTAM publication requests. Delays
resulted in near midair collisions between civil
and coalition aircraft and cancellations of civil
aircraft over-flight.

3. Deployment and Employment. AO personnel
and eguipment deployment and employment
proved cumbersome. Mission success requiresan
effective, flexible process.

* ForceModules, aquick airfield opening
concept that establishesan instrument flight
rules (IFR)-capableairfield within 72 hours,
promises to be amore effective method to
openanairfield.

The current AEF deployment processis slow
and cumbersomein meetingAO
requirements. Therewas alack of objective
evaluation of theater requirements. Non-
gualified personnel were deployed, and
positions had wrong special experience
identifiersinthelineremarks. Thisresulted
in confusion and ineffective use of stressed
career field personnel assets. Thiswas
especially truein the deployment of combat
airspace managers. Personnel deployed
without specific and proper equipment.
Local personnel readiness units deployed
memberswithout uniforms, cold weather
gear, weapons, and ammunition. Some
people deployed without current
gualificationsin chemica warfareor
weapons.

The current deployment order (DEPORD)
processisslow in reacting to changes, and
exhibits problemsthat delay the process of
getting theright people and unitsto theright
place.

DATCAL Slacked focused management in
part because capabilitiesand availability were
not readily known. There was confusion on
the deployment of DATCALSingeneral and
radar systemsin particular. These problems,
coupled with theunreliable active duty
DATCALSequipment, resulted inthe
delayed opening of |FR-capableairfieldsand

in no active duty Air Forceradar systems
deploying.

* Base operating support was not adequate
when provided by other Serviceslessfamiliar
with requirements. Basicitemsand
equipment re-supply waslacking, putting
personnel and equipment at risk.

* Confusion over TERPSresponsibility and
publishing authority resultedin delays
developing and publishing instrument
approach and departure procedures at
deployed locations.

4. Planning. Theinitial manning for Enduring
Freedomdid not include A O expertisein strategic
planning, reflecting the current operations concept
for the air operations center. Thelack of a
strategic planner with AO expertiseand minimal AO
emphasisin deliberate and crisisaction plansplaced
the focus on AO only on the margins and
compromised flight safety.

5. Training. AO personnel lack wartimetraining,
specifically combat airspace management.
Understanding airspace control plansand
restrictionsiskey to mission success.

6. Equipment.

* Airfield management and air traffic control
(ATC) liaison personnel require deployed
equipment packages.

* Current DATCALS are not adequate to
provide IFR serviceto all non-USAF aircraft.
Air Mobility Command isthe only command
with adeployable navigational aid usable by
civil carriers.

* Deployableairfield lighting systemswere
difficult to task and didn’t always meet with
success. There were not enough systems to
go around and owning agencieswould not
release all systems. Somewerekept in
“reserve” to support possiblefuture needs
instead of addressing current, valid
requirements. Lack of airfield lighting affects
instrument approach minimumsand can
affect combat capability.

* Thelack of focused logistical support madeit
very difficult to receive equipment and parts
inthefield (e.g., radios, boots, weapons, and
DATCALSparts).
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RECOMMENDATIONS

1.Sructure.

Recommend creation of aHQAF/XO/ IL
working group to review airfield operations
deployment. Theteam should review command
and control measuresover DATCAL Sto establish
clear guidelinesand responsibilitiesfor deployment
and employment of AO. Additionally, aworking
group should review site survey and TERPS
procedures. Thisworking group might well
consider the Air National Guard’s current course on
site surveysfor Air Force-wide use. These
working groups are essential to correct many AO
concerns.

Create expeditionary airfield operations
squadrons (EAQS). Consolidate DATCALSfrom
AMC and ACC’s Combat Communications
Groups' Airfield Systems Flightsinto anew
squadron structure that provides afocused
management of A O equipment and robust Force
M odule support. EAOSwould consist of
DATCALS (radar systems, towers and navigational
aids) airfield lighting, weather equipment, and a
combat-ready pool of deployableairfield operations
personnel (airfield manager, air traffic controllers,
DATCALSmaintainers, civil engineers, airfield
support personnel, and weather specialists).
Personnel would require specialized training
through establishment of acombat skill training
course and exercise participation. Most assigned
EAOS personnel would be attached to awing in
peacetime. During contingencies, they would
return to the EAQOS, asrequired, to establish a
squadron to deploy in the Force M odule construct.
The new squadron structure would provide afully
trained and easily deployable contingency response
force. However, theAir Forcewill still need to
validate manpower requirementsfor maintenance
authorizationsto sustain AEF rotations of
DATCALS.

2.Command and Control.

TheAir Force should validate the concept of
operationsand ingtitutionalizein doctrinethecrucial
employment of RAMCC. USAF should work with
FAA and ICAO to establish aframework for
publishing NOTAMswhen anation’sair traffic
management system isnot functioning.

3.Deployment and Employment.

The AEF processfor AO deploymentsina
crisissituation needsimmediate attention. AFFSA,
together with the major commands and the
Aerospace Expeditionary Force Center, should
meet to determine waysto improve the current
process. Theteaming concept, by which major
commandsallocate their resourcesinto standard
deployable UTCs, does not work for AO
capabilities. Wing-level airfield operationsflights
must still maintain ahome station mission and
support of the National Airspace System during
contingencies. The maintenance of ahome station
mission restricts the total number of UTCsthat can
deploy from onelocation. A waiver to deviate
from the policy must be submitted each cycle.
Allowing apermanent exception to theteaming
concept for AO UTCswould improvethis system.

AnAF/XO/1L working group should review
DATCAL S management and oversight. An
additional group should establish straightforward
TERPS and site survey procedures and rules of
engagement.

The Office of the Special Assistant for AEF
Matters (AF/CC-AEF) hasworked closely with
functional areamanagersto establish theforce
modules concept. Force modulesidentify the
UTC, required capabilities, and atimelineto
establish afully operational air basewithin 72
hours. Continued Air Force support of force
moduleimplementation will provideasolidAO
framework for greatly improved AO support to
combat operations.

4.Planning.

Change CONOPS inthe air operations center
toadd an airfield operations officer asastrategic
planner on the C/J-3 staff.

5.Training.

TheAir Force needsto emphasizetraining in
relevant combat skill sthrough re-establishment of a
combat skills-training course. Increase alocations
to Joint Aerospace Command and Control Course
(JAC2C). Then, establish an AO specific combat
airspacetraining course asfollow-onto JAC2C.

6.Equipment.
Recommend USAF support for the AFFSA-
established airfield management UTC. In
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coordination with the major commands, AFFSA
should determine equipment requirementsfor
liaison personnel. TheAir Force should evaluate
the requirement for mobile VORTAC [VHF Omni-
directional Range (V OR) equipment combined with
aTACAN]. Additionaly, rules of engagement and
theavailability of airfield lighting equipment need
review.

SUMMARY

Employment of airfield operationsin support
of Operation Enduring Freedomwas, and
continuesto be, difficult. Theterrorist attacks of
11 September 2001 and subsequent surge
operationsfurther exasperated problemsin all three
stressed AO career fields. Some confusion and
inefficiency resulted. Solid doctrine, deployment
and employment procedures, and strict adherence
will providethe necessary framework to reducethe
confusion and enhance mission capability. A
review of lessonslearned showsadeficiency in
critical wartime skillstraining, alack of focused
DATCAL S management, and adeployment system
that isinadequate to support AO requirements.

The establishment of AF/XO/IL working
groups as directed by the Chief of Staff isthe
leading candidateto improve AO employment.
Working groupswould provide the authority,
structure, and functional expertiseto review and
makeimprovementsto airfield
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operationsin acombat environment.
Many of the problemsthat occur, and
continueto occur, would be minimized
by athorough review of AO
responsibilities, procedures, equipment,
and doctrine. A working group should
pay particular attention to the
expeditionary airfield operations
squadron concept. Additionally, the
ability of airfield operationsto support
combat operations effectively would be
improved by areview of theAEF
tasking process; Air Force emphasison
combat skills, (JAC2C in particular);
and awell thought-out implementation
of force modules.
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