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BACKGROUND

1. Disaster response activities are common throughout the province of British
Columbia (BC) which is a consequence of the vast geographic diversity. While the province
maintains robust emergency response capabilities capable of surging in such events, the size,
scope, and duration of the 2017 fire season was such that it warranted requests for federal
assistance.

2. Due to well-below average spring precipitation, an unprecedented fire situation rapidly
manifested itself in many regions of the province; BC declared a state of emergency on the
evening of 7 July 2017. On 8 July 2017, Joint Task Force Pacific (JTFP) received a Chief of
Defence Staff (CDS) initiating directive for Operation (Op) LENTUS 17-04, directing that
Canadian Armed Forces (CAF) elements push resources into BC in anticipation of a provincial
submission of a Request For Assistance (RFA) to the Government of Canada. The provincial
government quickly assessed the need for additional resources in support of the fire relief effort
and submitted the first RFA on 9 July 2017,

3. In accordance with the CDS order, the CAF response focused on the rapid deployment of
forces to support the provincial authorities in their fire relief efforts. Throughout the period of
this Domestic Operation (DOMOP), the CAF received a total of three RFAs:

a. RFA #1 -9 Jul 2017:

(1)  provision of air assets, to support emergency evacuation of threatened
communities;

(2)  provision of air support to move first responders and equipment; and

(3)  Air Movement Teams to support the processing of personnel during air
evacuation;
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b. RFA #2 - 17 July 2017:

() Provision of Observation and Reporling Points to assist / enable
evacuations;

(2)  assist with ground evacuation and movement of equipment; and

(3)  provision of air assets, to assist with transport of first responders and
related equipment to, from and within the affected arcas; and

c. RFA #3 - 3 August 2017:
(I)  provision of self-sustained firefighting (Tier 3) personnel; and

(2)  provision of CAF facilities for use as British Columbia Wildfire Service
(BCWS) staging areas for personnel entering and departing the fire areas.

Al
4, The aim of the report is to identify significant operational-level lessons, as observed
during all phases of Op LENTUS 17-04, in order to better prepare for future DOMOPs.

KEY FINDINGS

5. JTFP was tasked to lead the CAF support to the province with the forces generated from
other commands. Overall, the response from these disparate elements was outstanding, as seen
by the effective deployment and employment phases. At the operation’s peak, there were 800
personnel operating in the Joint Operations Area (JOA) fulfilling three unique lines of operation
in support of the province. Below are the key observations from the operation, divided by those
lessons to sustain and those that could be improved upon,

6. Sustain. The following key findings should be sustained in future operations.

a. JTFP. Op LENTUS 17-04 was conducted over a 10 week period from the initial
deployment through until all assets had been returned to their home units. Due to
this duration JTFP maintained a flexible approach with the Force Generators
(FGs) allowing for multiple Reliefs in Place (RIPs). This flexibility allowed for
the FGs to meet other operational and training commitments while ensuring that
the level of support to JTFP was maintained. Future DOMOPs of this duration
must include policies and procedures to accommodate this high flow of personnel
in and out of the JOA;
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b. JTFP Headquarters (HO).

)

(2)

JTFP HQ’s force structure achieved the desired strategic effect while
minimizing the deployment of larger Command and Control (C2)
elements. Though there were capability gaps in JTFP headquarters (which
will be discussed further in the document), the Regional Joint Task Force
(RJTF) structure provided effective C2 given the size of the air and land
task forces. The continued command liaison with regional partners (i.e. the
Federal Coordination Group and Central Coordination Group
teleconferences) and coordination with FGs led to the success of the
operation, Should larger-scale land effects be required, the deployment of
a Land Component Command (LCC) should be considered; and

the Other Government Department (OGD) and Regional Liaison Officer
(RLO) program deployment and engagement strategy was essential in
maintaining situational awareness and provided significant insight for the
JTFP command team. The value of skilled liaison and planning officers
cannot be overstated. These skills, but more importantly relationships,
must be cultivated and refined in the years ahead to ensure the formation
has the right personnel with the appropriate skill sets;

c. Air Task Force (ATF).

)

@

Op LENTUS 17-04 confirmed the 2 Wing Air Expeditionary concept is
also valid for domestic ops. Specifically, it was able to rapidly deploy and
provide the requested effects, acting as a force multiplier amongst a host
of other provincial air assets. 2 Wing’s contribution increased overall ATF
efficiency, facilitating the rapid employment and coordination of air
power. This capability should be replicated in similar situations and
reflected in 2 Wing staffing levels;

the use of a customized Sharepoint site should be maintained for future
operations. Op LENTUS 17-04 took advantage of a tool developed by
ACCE(E) (a lesson to sustain from Op LENTUS_17-03) to provide all
users with access to such documentation as the daily Fying Program
(Flypro), aircraft status and serviceability, and a Request for Effect (RFE)
tracking system. This tool allowed any member of the ATF, regardless of
location, to maintain Situational Awareness (SA) and collaborate on flight
planning. Unfortunately, as Op LENTUS 17-04 began in short order
following the conclusion of LENTUS 17-03, 1 Canadian Air Division (1
CAD) did not have a chance to centralize this website. As a result, the
ATF’s Sharepoint was run on an ACCE(E) server, causing increased
coordination to effectively manage the site. It is strongly recommended
that 1 CAD consider developing a standardized Sharepoint (or similar)
collaborative website; this architecture would allow for rapid
establishment with centralized hosting; and

A0538520_3-A-2017-01286-00003
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ATF Liaison Officer (LO) positions were established in the affected
provincial emergency coordination centres (PREOCs) to present the
ATF’s capabilities to the user agencies, collect RFEs, and maintain SA.
The LOs also provided subject matter expertise to provincial agencies,
vetted requests and walked OGDs through the RFE process, greatly
reducing the ATF HQ's workload. Though JTFP maintains the RLOs
within EMBC, LENTUS 17-04 highlighted the importance of deploying
ATF-specific LOs to speak with expertise and help coordinate air-centric
missions. It is therefore recommended that ATF LOs be used in all future
operations where OGDs lack experience in dealing with the RCAF; and

Land Task Force (LTF).

)

@

G)

within the LTF’s Area of Opcrations (AQ), significant enhancements to
tactical planning were gained through the conduct of daily all-agency
coordination meetings (which included RCMP, CAF, BCWS, SAR, and
Conservation). Although slow 1o start, once a steady state was achieved,
the meetings became a force multiplier. This type of activity should be
commenced at the start of the operation and sustained throughout;

Tier 3 Firefighting training was conducted at various stages throughout the
deployment as a requirement to conduct the task in support of BCWS.
Further coordination with BCWS to develop a better understanding of
potential theatre mission specific training will assist force generators to
determine future requirements; and

the deployment of a senior LO from 3™ Canadian Division (3" Cdn Div)
sent to JTFP provided the LTF Comd insight as to JTFP’s intent. This
consideration should be sustained for future operations.

Improve. The following key findings should be improved upon in future operations.

a.

JTFP, During the staffing of RF As, particularly support to the RCMP discussion
surrounding the type of support needs to be detailed in nature and define the type
of support required. In the case of RFA #2 submitted by the RCMP through the
Minister of Public Safety and Solicitor General, ITFP did not have the opportunity
to shape and advise the content of the submission. As a result, the tasks associated
with this particular RFA generatéd considerable discussion centred around
Assistance to Law Enforcement (ALEA). In the future, close coordination with all
levels of government engaged in the drafting and submission of RFAs is a
necessity for the CAF in order to ensure the appropriate allocation of resources
and level of training required;
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b. JTFP HO.

(N

@

JTFP leverages the Maritime Forces Pacific (MARPAC) Formation during
a DOMOP for personnel to fulfill matrixed positions. This concept worked
well for many of the functions; however, gaps remained that required
external augmentation in order to be filled. This need is amplified during
sustained operations featuring significant ground cffects. The areas
requiring external augmentation include J1, J2, 135, and J8.

(a) the lack of JI hampered personnel issues as it related to reception,
staging and onward movement (RSOM) and morale and welfare
for deployed personnel,

()

(c) J35 staff within JTFP are sufficient to surge for an operation
during the first 72 hours;

greatly assisted with the prolonged nature of the
operation; and

(d) J8 was engaged late in the process which led to the application of
different accounting procedures. These different procedures made
cost capturing and financial roll up during post-operation activities
difficult. The J8 cell needs to be engaged early and integrate with
DOMOP staff to track costs and expenditures throughout all
phases of the operation;

within J3 Operations, there was a notable lack of experience displayed by
the personnel selected for the Battle Watch Operations Center (BWOC). It
has been noted in the past, and should be implemented going forward, that
a rigorous BWOC training plan be implemented for all Formation
personnel with the potential to act in a BWOC capacity. Additionally, J3
Operations is tasked with building, displaying, and disseminating SA.

Itis
understood that the Joint Battlespace Management Command (JBMC) will
be released shortly to the CAF.

A0538520_5-A-2017-01286--00005
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the topography of the BC interior proved extremely difficult to operate
effectively with CAF communication resources. Most elements had to
resort o the use of personal cell phones, which at times also proved
difficult in areas that had little-to-no coverage. A robust satellite
communication system, light-weight and easily deployable should be
considered; and

throughout the operation, there was an apparent perception throughout the
ATF that domestic operations were not executed in the same fashion as
international ones. Despite the prescribed C2 and clear issuance of
Transfer of Command Authorities (TOCA), various members of the ATF
continued to coordinate directly with home units on items such as
personnel management, maintenance actions, and airframe swaps. On
multiple occasions, Wings contacted the ATF directly to request or
influence decisions that were the purview of 1 CAD or CIOC. ATF
members and home units were reminded regularly that the mission should
be treated as any other deployed mission, with the JFACC executing
OPCOM of all deployed personnel and aircraft on CJOC’s behalf. It is
recommended that moving forward, this teaching point be included in the
syllabus of all RCAF C2 courses; and

the intent for Op LENTUS 17-04 to have multiple capabilities operating in
the JOA as soon as possible was achieved quite admirably, mainly through
the pre-positioning of aircraft while awaiting the provincial RFA. The
adage of “go big early” was adhered to from an aircraft mix perspective;
however, the start state of the HQ and supporting elements were not as
similarly robust. As the duration of the mission was unknown (and
initially expected to be short), there was perceived pressure, mostly self-
generated, to minimize the personnel footprint and not unduly strain FGs.
The result was a slow build up to the necessary footprint in key areas (in
particular, Al/Admin, A3, CIS, and Maintenance). Had a more robust
Table of Organization and Equipment (TO&E) been initially developed,
better support could have been provided earlier. It is, therefore,
recommended that future ATFs collaborate with supporting Wings and 1
CAD staff to develop a robust force structure with all necessary enablers
and complete maintenance teams. This, in turn, would be endorsed by the
JFACC and approved by CJOC (if applicable);
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)] carly identification and tasking of LOs to outside organizations is key to
success. The most notable example during this operation was an LO
to/from the RCMP. It was noted that Military Police (MPs) assigned to
this operation were limited to Force Protection and policing of Forces. The
use of MPs as RCMP LOs can be crucial to the success of an operation as
the shared lexicon from police counterparts can better assist the
commander in assessing the requested effects; and

(2)  land use agreements were of concern during this operation in that each
department had a separate, distinct set of guidelines and regulations.
During Op LENTUS 17-04, the CAF procedures seemed more stringent
and drawn out than those of the lead agencies (RFA dependent). For future
operations of this nature, the CAF should investigate the possibility to
follow the guidelines and regulations established by the Province and lead
department.

CONCLUSION

8. Overall, Op LENTUS 17-04 achieved success as a short-notice, CJOC-led DOMOP
assisting the Province of British Columbia’s civil authorities’ efforts in dealing with the
wildfires. Great strides were made in reinforcing CAF relationships with outside organizations
and in highlighting the CAF’s operational and tactical capabilities. The size of the AO and
amount of resources required proved a challenge - but ultimately not one that was
insurmountable. The constant engagement with OGDs and outside agencies enabled JTFP 1o
accomplish its primary mission.

9. The opportunity to support Canadians at home is an honour for any CAF member. The
professionalism and dedication demonstrated by all, including the ATF, LTF, supporting staff
and command teams, throughout the mission, did not go unnoticed. We are proud of the

accomplishments of our CAF members and thank all those involved that came together to make
Op LENTUS 17-04 a success.

// Original Signed by //
Art McDonald
Rear-Admiral
Commander

Annexes (page 8)
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Annex B - JTFP OP LENTUS LL Observations (RDIMS 749042)
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Annex D - ATF LENTUS LL Observations (RDIMS 749042)
Anncx E - OP LENTUS 17-04 Summary Brief (RDIMS 749041)
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OP LENTUS 17-04 LIST OF REFERENCES

A. CDS INITIATING DIRECTIVE FOR OP LENTUS 17-04 08 July 2017

B. CDS TASKING ORDER OP LENTUS 17-04 10 July 2017

C.FRAG O 001 CDS TASKING ORDER FOR OP LENTUS 17-04 19 July 2017

D. CJOC OPERATIONS ORDER — OP LENTUS 17-04 10 July 2017 (RDIMS 435257)
E. CJOC FRAG ORDER 001 — OP LENTUS 17-04 {3 July 2017 (RDIMS 435357)

F. CJOC FRAG ORDER 002 — OP LENTUS 17-04 17 July 2017 (RDIMS 435641)

G. CJOC FRAG ORDER 003 — OP LENTUS 17-04 18 July 2017 (RDIMS 435689)

H. CJOC FRAG ORDER 004 — OP LENTUS 17-04 19 July 2017 (RDIMS 435743)

I. CJOC FRAG ORDER 005 — OP LENTUS 17-04 3 August 2017 (RDIMS 437072)

J. CJOC FRAG ORDER 007 — OP LENTUS 17-04 13 September 2017 (RDIMS 439284)
K. CJOC FRAG ORDER 008 — OP LENTUS 17-04 14 September 2017 (RDIMS 439674)
L. JTFP OPERATION ORDER — OP LENTUS 17-04 11 July 2017 (RDIMS 680668)

M. JTFP FRAG ORDER 001 — OP LENTUS 17-04 20 July 2017 (RDIMS 684655)
N.JTFP FRAG ORDER 002 - OP LENTUS 17-04 25 July 2017 (RDIMS 690237)

O. JTFP FRAG ORDER 003 — OP LENTUS 17-04 10 August 2017 (RDIMS 694483)
P.JTFP FRAG ORDER 004 — OP LENTUS 17-04 16 August 2017 (RDIMS 693689)

Q. JTFP FRAG ORDER 005 — OP LENTUS 17-04 15 September 2017 (RDIMS 710589)
R. CA TASKING ORDER - OP LENTUS 17-04 12 luly 2017

S. CA FRAGMENTARY ORDER 001 — OP LENTUS 17-04 14 July 2017

T. CA FRAGMENTARY ORDER 002 — OP LENTUS 17-04 18 July 2017

U. 1 CAD JFACC OPERATION ORDER OP LENTUS 17-04 (RDIMS 1388017)

V.1 CAD JFACC FRAG O 001 OP LENTUS 17-04 (RDIMS 1388017)

W. 1 CAD JFACC FRAG O 002 OP LENTUS 17-04 (RDIMS 1388017)

X.1CAD JFACC FRAG 0O 003 OP LENTUS 17-04 (RDIMS 1388017)
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