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Black Swan is a seriesd® S | yA i SR { { IM&sS Bescue2Qpération [IMREMRRISEE

designed to prepare for a catastrophicidentat sea. Over 2 years of planning involvéé8 design team
and trusted agents, 18 distinct venues geographically spanning Florida to the Grand Bahamas Islands,
1,195patticipants and observers fromanycountriesultimately evolving into the most complex in design
and execution Offshore MRO exercises in the history of the International Maritime Community and the
United States Coast Guard.

On April 15, 2013a Typell, Pathfinders Task Force (PTF) team tmaked to assidhe U.S. Coast
GuardCommand The PTF team used theA NJi dzl fpatentedPatSfinders Rapid Assessment System
(PRAS) PRASrovided full situational awarenessroughout the exercise by capting key events, trackd
the information through GPS mapping osmartphonesand summaried the resultsin realtime, usinga
web-based reportingengine PTF also helped t@apidtrain Bahamiané various phases of operations and
field observations using PRAS
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This AAR is only a snapshot of the overall Black Swan exercise. In late June, a thorough After Action
Report fromthe US Coast Guard will cover far more in depth the details of Black Swan.
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Sample view from the PRAS Control Center du-ring the Abandon Ship driatd#Observer forms
with pictures were geocodeé time/date stampedon an interactive map.
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The multi-faceted, complex, Black Swan Exercise was centered on a simulated ship in distress, The
Monarch of the Seas.A 2 person,Type V,Pathfinder Task ForceRTF LiaisonTeam participated in
planning meetings with the US Coast Gugy&CGand visited the Bahamas multiple times in preparation
for the exercise, with very productive meetings with the Bahamian Comniangobth Nassau and
Freeport A 8-person,Type IV,PTFAdvanced Teanthen arrived in Freeport, Bahamas March 3%,

with the assistance of the Bahamas Celebratioiihat teamedablished various exercisefacilities and
locations lllustrating some of the complexity of operations, 2 more Pathfinders were tasked to Port
Canaveral to travel on the ship in distress, and they sebia registering 125 actors embarking on the
Monarch. Based on briefings with the Celebratioaptain yet another Pathfinder was tasked to monitor
Search and Rescuperations on the bridge of thatruise ship while it was back in West Palm Beach.
Adjusting to furtherevolvingexpectations from Exercise Coordinators, 2 Bahamians werelyapshed

on the Pathfinder Rapid Assessment SystétRABto assist withfield operations For the week long
exercise periodal3 person, Type IIRTRManagementfTeam (PMTjhen wasoperational.

At 2030 on 04/01/13,the initial distress signal was dispatched from the Monarch. The Bahamian
Government the USCGand too many other agency participants to llsgan coordinating their response

to this fulkscale execise. Following initial SAR operational component,38 & ! 6 YR2Yy { KA LJ
given at approximately 0900n 04/02/13on the Monarch, and 125 US@@xiliaryVolunteersand the 2
Pathfinderswere lowered on lifeboats and a life rafrom the Monarch.Frst Responders fronthe
Bahamas Air Sea Resct&ayal Bahamian Defenséd PoliceForces, and the Coast Guarthen escorted

the lifeboats to the Grand Bahamas Yacht Club. Once the lifeboats arrived, passengers were offloaded,
evaluated, and processed layhost of land based first responderctors were immediately triaged and
A2NISR o0lFaSR 2y aAiavydz F §SR Ay T ZNMulthrecusly, tkeBylgia, a8 y SR 2
fast ferry out of Fort Lauderdale, rescued another lifeboat filled with aat@nd 1 more Pathfindeg off

of Freeport Harbour.Numerous other response systems were stress tested during the exercise such as a
medical surge, mulihational Custom@orocedures, family reunification processes, Mied Evac systems)

mass sheltering all at a full scalgexercisdevek.

PRASallowed for the real time transmission @& total of more than 2150 time/date stamped and
geocodedforms with pictures from responders in the field directly to thecidentCommand Pos{iCP)

where informationwas processedapproved,displayed and made accessible to other§his real time
transmission of data ensured the members of the Command staff present &Ctweere watching a map

that was being autgopulated with important events and update&.Bahaman EOC, ther agenciesand
stakeholders wereghen able to view Black Swan Exercise dataear real time via a securaveb-portal

created by PTF. This wsplortal allowed responders, response agencigsand cruise industry
representatives from around thevorld to quickly assess current and historic operations during the
exercisevia interactive maps at any time, from anywhereAs part & G KS SESNIDA &6r& + A NIi
software also provided the central basis for backend analysis.

PATHFINDERS TASK FRREFHER ACTION REPORT Page3



During the exercisePTF produced a total of 14 Executive Summariethe ICP containing actionable
information in the form of situation updates. These reports contained pictures and information relating to
current operations, allowing Command to make decisions based oe than 2,150 Field Observations
recorded on PRAS. PTF documented assessments during the height of the exercise included forms
submitted from USCG edited PRAS fotat®eledas 1252 Field Observer, 334 Resource, 107 Safety, 11
Medical, 89 Triage, 156 DIMBead, Injured, Missing, Survivoyg)0 Safe & Well messages, 113 phone
user sigAns, and 51 business contact forms.

PTFhadbeomeA y @2t SR FAOBS Y2y GKa SI NI ASNE dulidarice TieKS | { /
t¢C [AFA&2Yy ¢SIFYQa Ay@2t dSYSyld 6AGK LIXIyYyyAy3a YSSi
to Black Swan. From its first meetingté Bahamas National Emergency Management AgakdBEMA
headquarters in Nassl, to meetings in Sector Mianthe Dade County EOC, ab&CG AibtationOpa

Lockawith USCG Exercise Directors and Planners, to Freeport briefings with USCG personnel, PTF adjusted
and expanded itgolesd +SNE LINRPRdAzOGA @GS YSSiAyY 3 DeputyincideMB S LI2 NJ
Commanderandits Logistics and Operations Section Chiefs helped initiate the first draft8ahamian

Command and General Staff Org Chart (bathi@S 203 and 207), along with a draft Sit Rep listing 419

local Bahamian response resources on an ICS 209

Haning two federal,senior military officers 1 active dutyphysicianand 1 retired(now a professor at the

Air Force Acadeny and a federal law enforcement analyst as Pathfinder team members also allowed
further evaluations and access for the PTF side of atfers. As only one examplghe active duty
physicianUSAF Colonel allowed PTF to perfdfdocumented triage evaluationgespirations, pulse,
mental status), plugachtag status, 2 pictures of each victif@@mhead shot with a close up of the injuty)

al in just 42 minutes (as time/date stamped and geocoded on the PRAS Command sydtenalso
documented more detailed medical evaluations while in flerida Advanced Surgical and Transport

¢ S YFASTFréeport temporary, advanced life support set up. Because of this close synergy, PTF also
was allowed to accompany the Med Evllight, transporting live, moulaged actorsand moulaged
mannequinsfrom Freeportto USCG ABtation Opa Lockéd L, viaaUSCG-@30. The takeoff, landing, and

pass through trauma response for the survivors of Black Swan all was documented by the minute on
+ A NJi dzI tPRASWIIR fieftl nased reports tied to geocoded photos as a result of this dwseagency
cooperation betweerpublic, private, military, and civilian agencies
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The exercise participants includadany branches of the Bahamian Government, NEMAJ the USCG
Pathfinders Task ForéeA y O2y 2dzy OG A2y ¢A (K ( &dhg véith AdmBeisdf theA y 3 &
cruise line industryand numerous other federal, state, local response agencesl private sector
companieswere involved With 1,195+ participants, too many agencies to acknowledge helped make
Black Swan the success it ewavinto. Direct sipport to PTF fromNEMA, The Bahamas
Telecommunications Company (BTC), numefrand Bahamas local governmexgencies The Bahamas
Celebration, the Grand Bahamas Port Authority, the Freeport HarGmmpany The Grand Bahamas

Yacht ClupRand Memorial Hospital, the FA®&m, the U.S. State Department, the U.S. Air Force, and the
USCGwere especially commendable

The PTF, Type Ill tearomposition proved invaluablé) retired Colonelwith decades of operational
analysisexperience (anaturrently leading a collaborative research project between @iRhe U.S. Air Force
Academy, combined with an active duty Air Force Colonel on special leavesrfiergency physiciawith
extensive Rapid Patient Transport experience), both provideddsistance. A cyber security lead from the FBI
2y &aLISOALf tSI@ST Iy 9a aladSNDRDa 5S3INBS 3INIRdzZ GS:
Team, and Technical Specialist Unit leaders filled other r@lestinuing the PTF model @ipid training locals to
assist in response activitieBahamianparticipants onthe team came from a Civil Engineer and from Tech
Specialists from BTC and the Grand Bahamas Port Authdhity challenges of simultaneous operations across
international boundaries with full scale activities unfolding in West Palm Beach, Ft. Lauderdale, Miami, Port
Canaveral, and Freeport stress tested Pathfindeesjiansiveoperations never before attempted by tHel year
old, Pathfinders Task Force®llowing is 1 screeshot of badge tracking by the ICP with 1 PRASdmprayed
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ThroughoutBlack Swan, Pathfinders made many breakthroughs as well as encountered many challenges.
Given thearea of responsibilityspread across two different countries and using two independent cell
networks, plus ahuge number of participants, being flexible and adaptablas essential Because
Pathfinders had never worked a full scale exercise with a cruise ship in a Mass Res@tm®pefore,
adjusting and customizing required a full team effort, and coupled with vasousltaneousdemands

from a wide array of politicalmulti-national, multicell network,and command issues, the challenges
were daunting.From the first heavylay of operations, Pathfinders provided what was the primary source
of real time situational awareness for the entire operation. Insammary briefing of the Unified
Command team of the public/private, muligency, Incident Commanders, the Pathfind€esk Forc®

and its technical support team with its unique mobile software package were labeled one of the top three
Best Practices.
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Teams were formednd when the actors abandoned ship in Freeport, an accountability system w:
0N YAFSNNBR G2 tw!{ dzaSN&E & GKS [FYyRAY3 {A
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A. Major Strengths

1. The Pathfinders Task Force was successfully embedded withBatreemian/USCGruise Industry
IncidentCommand Pogtlus in the Bahamian E@@d providedl3 real time situationsummary
reportsto more than 40emote locations

2. The PRAS applicatiavith its upgraded, Smart Phone softwaperformedexceptionallywell with a
9% geocode rate notingtwo, 300n nn YSGSNI aYAaO2RS&aé+fokms ' { 61 GSN

3. Relying upoPRASCommand personnel in multiple locatiowgre able to traclkall operations in
real time. At a number of stages of the complex field operations, Exercise ContratidrEvaluators
also were able to rely upon PTF personnel for spot checks of progress of the overall exercise via field
reports & photos.

4. Bahamas Telephone Compa(BrQ providingdata only,SIM cards fot ¢ CQa TiMilitans 2 F
Spec.PRAS units allowed for a seamless transition toG&dicellnetwork present in the Bahamas.

5.  www.blackswan.pathfindestaskforce.conwas used for stakeholders to log in and view tiak
situation updates. Forms and pictures submitted via PRAS were loaded to the secdpentatiin
real time to be viewedrom anywhere in the world.

6. PRAS worked for the first time simuleously acrosdiree different cell networks in two different
countries with Field Observers in multiple locations submitting data and photos without
performance hitches.

7. Rapid trainingf localpersonnel on PRAS wasce agairvalidated as a Best Practice for PTF, with
Bahamian PFpersonnel, especially in the Bahamian EOC, excelling in presenting field observations
to the BahamiarCommand

The response protocols of TypelV, and llIPathfinder Teammall were validated

Preexercise planning meetings soliciting PTF input were extremely successful in integrating a
seamless flow of Situational Awareness data during Black Swan.

10. Early arrival before the exercise allowed PTF to establish a base of operations at the Incident
Commar Post, a Base Camp location, a remote field location, antbpege all critical facilities
using the PRAS system itself.

Black Swan Mass Rescue Operations
Milestones March — April 2013

April 1-5, 2013:

BLACK SWAN OFFSHORE MASS
RESCUE OPERATION EXERCISE
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http://www.blackswan.pathfinderstaskforce.com/

11. The customized assessment forosed byvarious teamsvere changedjuicklyas neededn mid-
operationand captured field dataguickly and efficiently.

12. New features in PRAS nazkd report generation time by5%, allowing fofield assessment
information to be included in4 reports (while it was still actionable

13. t ¢ Cafya television monitors and-$creen display monitar alorg with a heavy tech package as
part of the PTF Mission Ready Package (btRiRernatively, Unit Type CodeUCT providedinstant
access tdield Intel tothe ICP

14. TheBahamia® h/ X GKS / 2 a4 D@dmNRicEonsCehdd, hwell am Rahdvgh
{AGS | NBI exekisgfartiaipants @lBhadgirfilar, live time views

15. The success of this operation proveteanote Commandn a separate aantry and in entirely
separatecell and Internehetworks, couldefficiently maintain totalSituational Awarenesssing the
PTF team anthe = A NIi dz {PRASIsy&@S n
16. t w! { aSNWSR a Iy AYRSLISYRSYy(z ol OldzlJEata/ 2YYasé
Landing Site &nd 2were used by multiple agencies toackthe progress of the exeras Early
coordination with siteControllers could increase the usefulness of PRAS t@timrollers as a
means of maintaining overall situational awareness.

A Z

Sample PRAS forms from Rugged Android Phones: USCG Air Station Qpattarfidalm Beach,
Port Canaveral, and Freeport presented four simultaneous uses of PRAS in 2 countries on 3 ¢
cell networkscall geotagged and time/date stamped in real time.

17. ! t¢C &/ 2YY hdzié OKSO1l 62 NJ SRipgia8ds ¥l Samntaified the LINE O A
requirementto work without any cell towers or Internet at all.
18. The Triage forms developed and used by the phiiiSician exceededll expectations.

19. The check in and check outPRAS unitwas quick and efficientt RRAY 3 G KS dza SND&a LK
+ANIdz2rf . FR3ISu (SOKy2fz238 ¢Fa I @FftdzS I RRSRo®

20. | &Ay 3 A NI dzl £survivorRentsring thied atiling Site was extremely efficient. The
Geame TS GdzNBE gAGK ! OG2NRQ LIK2G2a gl a SEOSttSyid Ay

21. ¢ KS 9 3If &uadation p%oﬁdﬂné)neCU[ﬂF and one VHépeaters for use by the Exercise
ControlGroup p /£2 2 F (1 KS S EeSN®ikhatPDrawad\dble s totrBuNigate among
PTHmembers while being isolated frothe exercise channels.

22. Setting up thePTRGatekeepet-1935emergency sheltein its Type Il MRensured that PTF had
ample room foreport generation- & ¢St f &4 &aSNBAYy3I | a | (GSYLR2NI NE
g2dzy RSR¢ S E B&dg akde $o simiaas? ChEnrand screen views of PRASshéteron
a big monitorcreated a value added item.
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23. The ability to bring # TFx4 pickup truck and toveehind trailerinto Freeport on the Bahamas
Celebratiorensured that PTF brought alle necessangupportequipmentand supplies The Coast
Guard usd all ofthe MRPo the maximum benefit of the exercise.

24. Using PRAS to document incoming and staging resoproggledCommand with real time updates.

25. Havingan active dutylUSARphysicianas part ofPTRwvas beneficial to the teardue to flight
restrictionson the G130for civilianresponders

Hlack 5!.\1.. Exercise Avea Map

Sorida, Umised States
1 roepaont.

Exervise Locations
‘ Crume Snp Dok

B. Areas of Improvement

1. The Incident Command team did not fully integrate the analytical value of PRAS. Web users had
access to 14 PTF Executive Summaries, while the ConimtrellCRessentially was unaware of
this capability. PTF staff did not begin to distribute hard copies of the rejpottie ICRuntil the
second major day of operations.

2. Streaming all 2,50 formslive was the first time PTF had functioned in this waye data tsunami
overwhelmed some users. A Significant Events log (an IC8®&4y beingautomated In addition
a scrolling, but administratively limited, form submission view is béeglopedto address this
ddata versus informatiohchallenge.

3. Linking PRAS to Fidelio (a primary cruise industry accountability system for passengers) via a simple
o O1SYR !'tL g2dd R INBFIGEe SyKryOS CARStAz2qQa OFL
phones, can be muHingual, and works with no Internet @ell.
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4. aAdaAirzy ONBSLI ONRAdAK{O dzyySOSaal NE F20dza 27
creating monetary and staff diversions fram¢ Q@@éary focus.

5. Building more meaningful narratives into the PTF Executive Summaries did not occurfiost thaey
and required a shift in field personnel to adapt to this prioatyD + 1

6. As this was the firsgver cruise ship operation for PTF, field personnel did not understand the
importance of maintaining precise accountability of the survivors.

7. ASAIAYAFAOIYG ydzYoSNI 2F fFald YAydziS | R2dzaldyYSyida i
CanaveralPTF unit, and this confusion added to the failure to exactly account for all surthieors
next day during the Abandon Ship phase

8. PTF had setupraanticipated transfer of all triage reports and some detailed medical report forms
and photos to the remote receiving trauma facilities. With the early ICP shutdown, this effort was
only achieved through a US based FAST team member, ianohknown ifthe information ever
made it to either trauma center in Miami.

9. The Pathfinder data flow on day one did not focus on quality over quantity. This problem was
resolved by the end of the first day and the newly focused workflow provided g sitidal event
tracking system. Pending system automation will assist in maintaining a massaibleincoming
data while focusing on significant events.

10. The PTF tearhelped bybuildingits ownsignificant events summary from the MSHistributingit,
focusngon keeping the significamvents timeline stable, and usitigat to coordinate agency
interactions thoughsomeimprovementare neededn an exercise

11. 2 KAfS tw! {Qa aYINI LK2yS NRfft 2dzi SEOSS§r&8R SELIS
events, exposing a need for marefined softwareoptimization.

12. +ANIidz £ . F RIS 62 NJ] SRhosek liheedsSnoiié systenmPogtimidakicd to! LILIE S
reduce the load time on the Android phones.

13. Maintain ICP control function until all sificant activities are completeid important Real world
issues may arise needing ICP intervention, especially in a safety situation.

14. Except for PTF personnel and equipmehg ICP was shut dowimoursbefore aircraft movements
with actors aboaraccured andbefore ambulance transpor@nd triage operationsvere
completed. Any issuesych as the @Gstom@delayat FOQ had to be resolved by field players, while
they also were managing their owgxercise activity.

15. Inventory management of PTF technology equipment requitdsstantiaimprovementby the PTF
team. Nothing was lost but accountability was substandard.

16. Joint planning is needed for more standardization of shore operations during a MRO. Merging the
exising, robust, Internet based system with another simplistic but functional, Aiogual
application needs planing. Adding a affiliated, free, social mobile application foeal MROs could
completethe accountability success
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Abandon Ship Operations

The series of PRAS photos below documented various aspects of the Algimphase of Black Swan.

From the bridge of the Monarch, its lifeboats and its life raft deployments, to the water based response

units, the BleariaQ@& A Ydzf GF yS2dza aNBaOdzS¢ 2LISNI Az2ya Ay@2t Ay
Harbour¢ PRAS caught it alEach form was time/date stamped, with thumbnails of each photo displaying

on the web based eivs of the PRAS Control Centgrortrayed on interative, Google map views.
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Triage Operations

Initial triage operations began at Landing Site 1 at the Grand Bahamas Yacht Club. In adBifibn t
documenting the processethe active duty, USAphysiciarallowed PTF tperform 56 documented

triage evaluations (respirations, pulse, mental status), plus each tag status, 2 pictures of each victim (A
head shot with a close up of the injumall in just 42 minutes (as time/date stamped and geocoded on the
PRAS Command sgst).

B c (4] E F g H ! J K I L M N (+] I P Q
Blanch Test
Respiratory Palpable (at finger tip
Captured Approved First Last Rate-Owver Pulse at under2 Follows Tag
Capture Date By By Latitude Longitude Name Name 307 Wrist sec.) Commands Status Ambulatory Location Photo - Headshot  Photo - Inju
04/03/2013 13:53 Cole Garth 26.5174 -TB.E3TST m haber Mo Yos Mo - Red Tag Yes Immadiate trua Triage
Towes Wemer (Red) Site

Clickmetoseea Clickmeloseea
full size photo full size photo

A Sample PRAS triage form, exported in automatically, time/date stamped, geocoded, Excel
sortable spread sheets. These forms were designed agtare duty physician USAF Colonel
(along with a detailed medical form)toshéow KSIF R aK2{d FyR Of 2aS ¢

&
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Medical Surge

Following the initial triage at Landing Site 1, Bahamian emergency responders engaged in the next phase
of the exercise with the assistance of the FAST team memBexsh S LBanN Klednaral Hospital

coordinated all local medical operations spread across multiple locations. As only one of the exemplary
efforts by responders to create a valid, full scale exercise, the Royal Bahamian Police Force deployed 170
police officers to assist with egoing operations.

)
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