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['ron: [I-3 Type Leac]cr
r:c,i comm.rircltnq-N$tccr
\Ii .r: opc::ations Of Cj crlr

ljxecutive Officer
Llubj : rnternal, squadron o;:erational Ef fectiveness; suggestc_.,,ii.mprovoments upon

Encl, (1) compriration of vC-B flight time by aircrafttype for typical six_month perioii
tz) proposed new arrangement for thc Rcady Room/NAVRooin complex

1". fn the relatively short perlod of t.imc T ha..rc ].ri,1,11 atL.;:.:lr,lto \7c"-8, Lirer:e has br:en a con.=j-st.ernt, alrn<-l:;t_ t:ri,r:crn,i.c, lackol' 
"1r:t-tt'i 

'Lcd opr.:rationnl- cont-ro1 ancl coordinat.ion on a day .tr,
t"i'iy- b,rt i s ovcr tl-r-is command's wiclcly-Ji,r.r=ifieci m-1,ssions.A1t-irouqir i-his situ;rtion has hj-nrlereh our overal.l operationa)-r:f -fec't.i"','()*irssr vcry rittle i-n the rong-irr.,, it has been an(1s]-'11,-,-iir11y annoy-r,q prol:lenr on a claiiy basis, particurarJ-y-in Llre area of helicopter operations.
,)"" Ilrrf-r;ro;rttempting to further clefine the p::ol:lem of VC-B,r;(.,p{rr':}l-i o*al inef f i-ciencies, it would be helpiul to cstabri-s}.i.l l-,r'.., st-al--i i;t--i.cal 1=acts . ilirst, of the total numbc-:r of pi-lol,::
''r':;r; i'irir:r1 t-r: f--iy vC*B ai::craft, 3lg, or r1 of 35, are hericol-ri,,r:p'i ir;L:: " tn .rclrlition, thcre are 20 helicopter aj.:acr:r..r,,men whc;l.;lrr,: ul) -i(;? nf vC-s's aircrew flight ordeis. rn i-typicalsi-;<-"nontir pcrio<l, the five helicoiters can be expected to fly-roirqll|r7 1000 hours. or alearry onr: third of vc-B,s totalf I i,ir",t t- j.me (r:nclosure (I) ) . More siq"i"f icantly, ifri= 1000htiirr:,; re1:rt]scnts abouL 500 sc-rrties ( f iights ) , try 

' 
f ai- thelrr-r;c:;l- nnrnbr:r of s.rtics f l.ou,,n per 

""ii time tiran any other.!--'".rrr of vL'-Il airr:ri.rft. 'rhese faLts are importanl:. only in.i.'i;,rf"- t,i:,:.r.,-' sl-row the r:clat-ive siz.. of the squarlron heJ_icopterr-]1;r,:rai-.ir:n vis*a-vj,s t-he total- vc-B c'mmi_tment, ano that thetol-al- *umlre:: r:f f 1J ght evolutions (i . e . mission ,==ig;*.r.t,s;cir':rlril-inq effor:t, bri.r:fi-ng requirement, maintenancJ req.irc*mcnt, r:oo.r:dinatjon e:l_Iort-, etc.i comp::ises a fajr:ly high per_cc:nt-.rq': oI this commancl's operational effort" Th; combinationof l-1":r: J-arqc,: number of ii-: i-right evolutions with the widevarit':L1r of missi ons assigr:ed to the hclicopters only accentr:rilr.r;the:n<:cdforc1oseopcrationa1cclcrrdinationinu""".=ffi'!l.!:..l.j.
ancl cfficientlv completing the as*igneJ tasks. rt in no waylesscns ti:c need for all other vc-B aircraft to be closelycontrol"led and effici-ent1y utilizecr and is 

"q""riv i*po.t.r,tin th+:ir daily operationsl



3. It is prer:i,se1-y that cl-ose operational coordi,nation
(lno"re spcc i {. ic;r11y , t}re daily command and control r:f VC-B ' :

mi.::si ons, aircrews ancl changin.=1 recluirements) that is gen.r;' l.1y
iparlcquate for the ::r.guadron as a whole and woefully inader;tt: i.c
fo"r the rvidc)y diver:sjfied and ever-changing helicopter
opcr:ations. The primar:y t:nasons for: this inaclcquacy, in m,,'

o1:i nj on, are : ( 1) ine f { i cient organization and (2) poor
eommun-ication - both closely related, but nevertheless,
sr.'p.rratc and cl istinct problcm areas.

4 " ..:'.r:- prc-:sent org;-rni:zaLionaI sct-up deniancls clo:;e
cot'rrtlirr;rt..j-cln {.roi:r thc foJ-lowir-rg threc arcas ir: orclcr to
cl.fcct-i vr:1-y carly out thc daily f liqht schcdulr:: Opcratior' '
tltc Sriu;tdr-on DuL.y Of f icor anrl t{aintenancc Cont-ro-l-. Opera}. r,'rt'i
r:(lcr-\i.vr:; m()risarqc:; ancl phone c;rl. ls from oul: two opcrational
hL'xr:;r:r,; COMrrAtIf and A['\.{R - assiqning missions. '.lhe
;r:-;:;ic1nr:tl ni ssions; arc combinr:d rvj.Lh our own traj ni ng reqtt i r '

rli)nt-r; ;rn<l thcn cilrcf u.l-l-y r,vcigtrcd ;rq;:i.ns;t cxrr ai't:craf t
rrv;,L i l.rir i) i Ly, a Li:crcw avai. 1al:rili-ty and pr:of--i-ci"r.:nc'7, and Lr.'

a lc:;r-;,-'t: oxtr,:nt-., otl:lf ovJll "butlqetary" (f ,l jqhL tjmc:) const-t',i i: i :l .
't'1rt: r-(:stt.l.t of t-his "cat:eful wei.ghing" j-:i ..1 f 1i-ght scherlulr
rrrir.i i:l-. r.: i f.cc--t-i-vr:Iy i ntegrates our mission atncl tr:air-ri ng rcclr-.] ; I ,; -

mcrrt-::; wi th our avai-Iab1c aircr:;:f 'l- ;rnd crcwr,j. ,tn ar;compJ-.i i;ir I 'tri
th is , Opcr:at-i-ons ( ti-re schedulcs of f i cer) must pay particu,L.,t
ai-t-ent j-on to vrhi ch aircraf t are "rp", which pilots sniveletl ,

v,,]l-icir:r,ircrervmen a,.re on leavc, which pilots are qualified i"l'
ccrt-.,:.i,i:i typcs of missions, what aircraft conf igur:ation is
1rccr,;,:11 i..o act--omplish the mission, the traiiring 5L.-,,1-us of . , ;

iii:tv pt'J.,)ts cLr:., ef-c. Thi"s is no easy, lii-rre-m,i-i-tl"i1:e oper.r1 )il
;rn,1 r i ::'equiros a c1r"c::t oeal of concentrat-ion and attentir::r
tr: rlcLlil to come up ';ith a workable, succcssful f tight )

sr.'i'r,rilul-e. The above catego::ies of informa'Ljon exclude al-,r
'r-l:.,- rr-ror:e subtle j,deas and alter:ations that. go rnto each anij
cvery:;chedule, such as the pilot who forgot to snivel, the
cl:e\.iman rrjt(', said he'd reaily like to qet on this or tha't
'' l.i jnin.J irop, ti'ir. cal*-from the Maintenance Control chief
'.,;ro::;:':yEj ire'c1 "rc.ii1y 1j.ke" to gct number 37 on the washri';
j-n the morning if possil:le, and the call f rom i-he type leerir ;-

sayj-nr; that only he c.tn fly this particular test hop etr:.
Tri :;hor. L the d.ril g- ti i qht. schedule is a "lvork of ;11:i-" , and
by t.he; time L1:,,' Schirluies Of ficer j.s clone, he has become
intimately familiar i,uith the reason for cvclry name anrl mis::rri)l-l
t"i"r.:t appe ars on j t- ,

5. After revi-ewing the scheclule that afternr:on, night 9tt6r:l'
p:rocr:r:rls to clo its best in gcttin-q the rr:quired number of
ii::cr:rift- up andi proJ:erly confiqurctl, r.;hi1e the Duty Ofiicr:i
m;rkcs Li.ist minute acljustmcnts tcr the :l-light schedule as rr.r'li'rr-tld.
'f itr,-r fr:l.lorvinq r1ay, thc SDO beContes,; primaril\,' responsible lor
carr:ying o6L Lhe schedr.rle so mcticulogsly made out the
previqns c1a'g by thc Sciredules Officer. Although the SDO

lt; r:sually iomcwhat aware of the dayrs commitments and our-
(-'11rl:enl:. ;rlr-i 1i.Ly to meet them, he is of <--r:lt;r*:e on).1r ciimllr

l-



aware of a1l the work and effort that went into making upthe schedule tl" day before. rf he i.s experienced or"lulty.he may be fairly knor"rledqr:n1ile in which piiots are qualif ieh'for r+trich flights, who t:irc test pilots are, why nuiiber 37is not on the morning lineup, r+l"ren the vrp kit needs to bei:rstaIled in !h" hericopter, how to combine , ,rrrg* patroliv"ith a logistics run to st. croix since there are-no*helicopters etc. * hut chances are that he doesn't havetJ:e knowledge or the information read_ily at*8Eil6*To make thed"cisi-ons required by the evei-changing schedule " ofcourse, he has absolutelv no knowledge of the subtltieswritt<':n into the scheduli E-ne day beiore, wl:ich are of t_en-imi:ortant for lrim to know, rn most cases, he makes decisionsbased on his best information, his prior experiencc , theknowletlge of those in the Ready Room at the timer possiblythc advj-c* of someone in operations, or if he,s,"itty lulky,he ma1, discover the actuar author of the flight scheduleand receive some expert advice on the best method of revis-
-i-ng i.t. rn shortr w€ have a man car::ying out and revisingthe. f -l"iqht schedule who has very sketlhy-information,limj-Leii resources and of tentimei, very iitt:-* operational
oxperj.cnce or rserspective and this i= the same schedule
w-e so painstakingly put together the day before: At best,the SDO rcceives changes or change requ6sts, geLs Opsadvice,'makes the changes and communicates th; chanles toMai-ntenance Control, who sr:mehow or another lets them beknorvn to the appropriate people; at worst, he does it iirhimself , using hris best judgement and intuition. There i-slitLle or no standardization or continuiby from day tod.y, and each individuar Duty officer's performancl j-mproves
only on a sort r:f trial and error basis from one watch tothe next. The-sDors indxperience and lack of knowledgeare particularly acute and noticeable in the daily freiicopteroperations, but are also readily apparent in othei areasrequiring pr:ompt, well-informed operational deci-sions.

5. Poor communication is another area in which vc-.8 has aclefini1-e operational deficiency. starting from the assign-ment of our mj-ssions from AWFR and COMFAIR, there is acon::-iistr:nt and pervasive attitude of "let the next guytakc care of that". Helicopter missions are often isiigneaand accepted vrj-th inadequate informat.ion provided - vrphops, lvith the total .r,rrib*r of passengers or ,,on deck?,time l-eft unclear; vERTREP hopsl with the exact location anddefinition of the load to be Larried, undecided; shipboardoperations, v,rith call signs , TACAN channels , deck ""ititi-cation, frequencies, positions unclear or TBA; MEDEVACmisslons, with the location and nature of the difficulty,
undetermined; training hops, with nature of the training,



unspecif ied * etc. , etc. f n other words , information
necessary for the professional and orderly conrluct of theflight is left out or not communicated from AFWR to vC-B
and from the flight schedule to the participants. Arthough
my experi.ence i-s rimited i-n other types of aircraftr orr
one occasion, r launched in an s-2 ror a range patrol onryto discover that the mission had been cancelled- - the daybeforel The result of this lack of communication is thatfor each flight the aircraft/ptane commander must determinethe mission, dig up the pertineni: information, reconfirmthe times and ::esclredule as necessary. This is occasj_onal_ly
done with the assj-stance of the sDo or operations during
normal working hours, but is accomplished by the pilot trim-sel-f after or before normal working hours " on anotherleve1, the communication is worse. The sDo receives schedu-l.e
changes or change requests throughout the day from operatior.s,
AllI{R or coMtrArR and f rorn crews, both on the qround and inthe air" These changes are batted about the Reaay Room andoperations until a decision is made. Generally speaking,
the chanEe is made on the master flight scheduling noard
and communicated by voice box to l,taintenance Contror.
More often tha.n not, the communication - crew change,
confj-cturation change, tinre change, aircrafL changel cancella*tion etc., is either not called down properly or is not
completely acted upon. rn other words, the liaison betweenops (us;uaIIy reprersented by the SDo) end Maintenance (usuaJ-ly
rcirrerser:ted by a cas;t of thousa.nds in Maintenance Control) i;fautty and inadequat-e. Rcsurt'l Crews showinq up at the
wrong tj-me or noL at a1i; persons showing up for-work at
0500 only to ciiscover the flightfs been icruntrea; aircraftnot cr:nfigured to perfqrm the new mission; too few or'unriualif:ied persons assigned to flights and so on. (The
communication betvieen Maintenance Control and maintenance shcps/f-ine -is another story). simply put, mission parameters and
scheduling details are not being effectively communicated.

7. Proposed solutions/improvements

a ' I,LIMINATE THE DAYTTME SDo: Although an - SDo wouldi:e desig ld perform only emergencyor ceremonj-al functions during normal-working hours. Forthe most part he would work at his job during the normarwoliiing day and would take over the command ind control- of tj,,
squadr:on at an appropriate time just prior to 1600. He
"vse>uld. have no control of daily operations unti-1 after normal
working hours and would receive a brief from the off-going
Schedules Officer prior to takj_ng charge.
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b. ;lOLSTl'ln. Tlttr:,'frpTlRA'IIOlis" pnnT 0i;. 0i)I:tRA,I'l-ot{s7::--**__-
(.1 ) CtrnL r.t I i,zt.: olrr;r^;11 i,ons . Alt-hougl-r ttici-iliagram

sll.-rwn j"n enc r (z ) i:r , in ruy opi,n-i.on, the -rc;rsL t-raumatic
;ttttl tnr:-;t clcsilcablc real:.r;1ltqr:inent for c;pcr;.rLi_onal c.[fi-Cienr;.,.
;'ri-rd case , ccntr:al izati,on cou-1d just as eas j. j y ta)<c placej-r'r 1-h'.: pr:c)scnt oPs location. nlr telephonr::;, hotri.nes,
voic'r: lroxr:s, Illll.i' ra<l ios, sLaLrrr: l:oarclr; ancl c1r_ra1i f :i-cartion
1-rc-rarc1:; rroul d bc loca t-ec1 in one allea * .rd j acent Lo ttre
flclr*riu-1e:r officer's clesk - as rvol.l as the cr.:il.l f,lietlrt
sci;cclu1e.

i2) Incre.ise Lht: numt-rcr of Schedulinq Officcrs
.lnri i.hc-. scop<: of thcj r: respons,i-l: j 1_ity. Two fril l-i;ime
Iicirer"lul"c: offjcers ancl a Fliclht officer capal:lc: c;f r,,,r:iting
t-irr,' rrcil..rrlrr1c -i:; a po..;sibre combi nar ion; or llo:lriil;1-y a
lir:hi:du1.cs o1' j i ce r and two ass i,sttrnL:; . At l-c;rr-:t b.hr:r:e
of,{- j.c-'<,:t"":; c;r1 ;rbIr: of rvriting the schecl-rlr: wou.l.ll }-rc ,il necces;r,i. r.
il'l rr' (.1 clr*r:;r1 p-l an v;oulrl bc to qi-rre tLie "runnincr of tire
:,iriirrlLil.tl:l clr:r;]<" {-,o onc of f icer f.or a speci f j-ecl pcri_ocl of
t i ntr,: '- 1rr^<;b;ll;1y' r)nc rvcck or a ccrt;.rin numher o {' rjays . For
tirr: r.'lr r iryr'l oi' t-irnl he was "On the dcskt' , 1c woulc1. Itc
l:cl:!llorlir iii Lr f or v,'r:i.ti-n.t the .f oll.ow i ng d;ry's; sc:irr,rclr,r1r: ,;:r:vi::intl t_l_-,r,: cui:r:cnt sr:hcdule and takinE down aclclitional
cclil)lri i-iritr,,:nts as they' come in. iie would write t.hc schedule a1.i.l
mo]:'. i.irrpi:rt-,rntly, ciefend it the nr:.:.:l- ,1ay. No op1e r.r,ou-ld ha..,
A l:r.:tt--i., l tranrlle thar-r he on the reasons for the scheclr:1e
;ri::'r.'ir.Ircr(.rl1cnt, the: missions assigned, the niss j-on par:ameters
.:rn(1 t-ii'r l:cl'tt.. vralzs to malle thr- incvitable revj_sionS .rnrlx""coi1si olidations. IIc ',voulci have to hecome an c:,;.pcrt on the
:n.i,''lir.j-r-.;r' ,:'.rp;:l-ij i itj-es and operational requircments f.c,r our
J:-i v,, L. i..,r:1; rf a-i,::craft tc insure proper m1*cs.i..on stanclardLza_,
1- jl::r a;id assiqnn,,iii-. tie ,.rourd pr:ovide the conLi:lu.ii:r, and
r:or:t,r:ol wr.: curr:erit,i_12 lack. Iteanwhile, the other Schcdules
r;f f j cer (r;) i,frt,rrl cl i;e f l1;ing as much as possible awaitingt
i-i:r:,ir {cne vir:i:k) turn at the scheduling desk. The Schedulerr,,
JIf ;,.rri l,r'oiild be ori dut-y from 0730 until 1600 ancl v,,ourd then
l.;'(, ti r.;,'i, l-r.:\r'(:,(i" by t.h,, iillo 

"

(3) Assign a helicopter pilot in the Scheduling/
,"1ight./Asst Ops drc,e1,r1 It has l:een far too long since a
i-relicopter piJ,ot has\ben actively involved wiirr making up
rhe schedule on a daj 1y l:asis " The obvious advantages of
i:aving jet, prop anrl irelo pilots as the three Scheduling
Of ficers goes t.rithcut. s.t7in?" Still-o hovtever, VC-Brs five
typ.:s of aircraft are all basically f:-,ying machines with mc::il
similaritjes than ineet the eye. They al1 have a finite
nurnber of capabrilities and requirements which can be 1earnei
by anyone willing to try, and it is not necessary to be a
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cerLain hype of pilot to scheclule effcctj_veIy.

4- Atl<1 an cnl i-.r-.eil airerc-rv sr-:rrc,rulcr. This p.r(a qu,:1"i fjcii aj,rman or: al',ovr:) woulcl bc capable of assl,1r,
;t j,rcrcr,vmcn t-o thc f liqht schcdule af t-cr j-t- has i:ccn madi i .
'11]'r i s won.l-cl l;c t-he f j nal addit j on to thc scirc<1ul.e prior i
-it:; l:t-:inr1 t.ypcc1. anrl jt would rerieve tho Ilcht'clul-cs off i l

of t-irat- p;rIt i,cuIar tasl<. rt is rcconrmr:nclcd Lhat l-re };e rl}rc1icopt.i:rajrCrct+mananc1t,lraLhca].soi.it:c'j-r,,e:ni:irerC:jl
bi1i i.1, ol. m;rint-.rining the quali-fjcations and trai_ning si i

bo:::ds {-or VC*B aircrewmen, under the directi-on of the
A,ir:cr:cw of f iccr. without qnestion, the r\ircrcw Tr.aininr;
of ficer has plenty of arcas in aircrew trainj-n, to worr.l
about besicle simply assigning aircrewmen to fly.

c. Establish a consistent, werl-defined svstem for
Ops - Maj.ntcnance communication.

P. J. LUMIANSKT
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frerlnzorandum
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IAT]R LII}IIANSKI

l:rrr . 'ltrt.;rl fi ;r.':xlfon.,-' ' :, .

*rli.ll-i iri{r"- - ** -t 8,1 . I
Illiilri l;1i{f--- *l;1} 1 . 6
t,'!Ai:; 1l---.--* 1.1't ?

r*f\r':I i,-*--'* '' i?.7 .9
t.il,Y-*---*-- 5ilO ,5
J! lr.:il**--*l ]. 1;, 6
- ti 1 I .Y*-**-*'. -l P (; . 7

F1ight llours
P-2
39.7
91. B

14,6
87.l
71.5
68.4
b2.5

c-a
'!lr: ()

2.11" 2
80,7
BB,2
IBI.9
t]3. B

l-1-1" 3

ir-3
I-30 .7
1.5{:,0
157 .3
115.l"
153 .2
1s9.5
123.5

DATE: 27 *. ' '. l9l4

n-4
98.6
L32.6
76,6
131.. 5

113.9
3"9

89 .4

'lYIl'AL l0l.fl.a - :r05. d

illii,:;i::i'iil.\'til i6. BB

8"13.0

29.23

985. l

32.0t
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