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  Executive Summary 

 

 

This was a very successful exercise. 

It identified several shortcomings, particularly of the responsibilities of 
respective function managers within the IMT. 

That aside it demonstrated collectively and sound knowledge base of 
Marine Search and Rescue. 

The exercise demonstrated the ability for the participating organisations 
to work together and has opened the opportunity for individual 
Coastguard Units and Surf Lifesaving clubs to train together. 

The exercise was supported by RCCNZ who sent two SAR Officers to 
participate.  Their knowledge and experience greatly assisted the IMT 
throughout the exercise.  They were a great source of advice and 
direction to the IMT. 

The exercise was well supported by the Waikato Police Squad in 
attendance; however, it would have been a great opportunity for a 
representative of the district leadership team to attend and demonstrate 
support to both the Police SAR squad and their SAR partners. 

The exercise demonstrated very sound SAR search techniques by both 
the Coastguard Units and the Surf Lifesaving crews. 
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Recommendations 

 
 
(1) 
To involve RCCNZ Sar Operators in a support role in all District Marine 
SAREXs 
 
 
See comments in findings, General 
 
(2) 
To evaluate the Information IT system for operational radio logs and 
function logs, as developed and used by Whitianga Coastguard . 
(Contact Graham CADDY) 
 
See comments in findings and conclusions Objective 4 
 
(3) 
To hold a district IMTEX (Marine) to develop and enhance the knowledge 
and practice of CIMS, SAR management and SAR practice. 
 
See comments in Findings and Conclusion objectives 2,3 and 4. 
 
(4) 
To create an NZSAR IMT form-set laminated and AO size to display in 
the ICP.  The Action Plan, Information Collection Plan, Missing Persons 
Summary. Marine SAR Units, Sitrep Form, Found Item Register. 
 
See findings and Conclusions Objective 4 
 
(5) 
To encourage local coastguard units and local Surf Lifesaving clubs to 
hold regular joint training 
 
See findings and conclusions Objective 5 
 
(6) 
To modify the purpose built ICP at Whitianga to separate the radio 
operators to a room adjacent to but in close vicinity. 
 
See findings and conclusions General. 
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(7)  
To consider changing the name of “On Scene Command” to “On scene 
Coordinator” 
 
See Findings.  General 
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Introduction 

 

Exercise Overdue was the Waikato Police District SAREX for the eastern 
seaboard of the Waikato District, run contemporaneously with the 
Western seaboard exercise run out of Raglan. 

Both exercises were held so as to not burden one exercise with the 
whole Police SAR Squad and to fully involve those Police members. 

The exercise was planned by the Waikato Police SAR Coordinator with a 
planning team which included members from Coastguard both the local 
unit and Coastguard Eastern Region, and from Surf Lifesaving Eastern 
Region. 

The exercise was run as a scenario-based exercise with crews 
responding from their home bases or from Whitianga. 

The exercise was controlled from the Whitianga Coastguard base, where 
the ICP was set up. 

The exercise controller maintained the cadence of the exercise with 
injects from time to time, pointing towards the search subject, or by 
removing assets. 

The exercise was interrupted by a real time call to assist a boat.  This 
removed one asset for a short period of time during the exercise. 

Weather conditions dictated that an alternative scenario was used, 
bringing the search area closer to shore and more sheltered sea. 
 

The exercise was supported with two RCCNZ personnel.  Both these 
senior SAR controllers for RCCNZ gave advice to the IMT members and 
were able to supply and explain drift patterns that were developed. 
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Background 

 

Background to the Exercise 
The need for this was identified by the need for multi-agency training, 
particularly with Coastguard and Surf Lifesaving clubs and Police and to 
test their joint efforts in a scenario-based exercise. 
This need included IMT functions as well and on water assets working 
together. 
 

Dates, location, organising agency(s), key people 
 
The exercise was held on the 18 & 19 November 2022 and run from the 
Whitianga Coastguard Building.   
This was purpose built with the vision of having the ICP set up in this 
building. 
The exercise was controlled by Mark HARRISON of the Waikato Police 
Squad and Graham Caddy from the Whitianga Coastguard Unit. 
 

Participating organisations 
 
The agencies involved included 
-Police 
-Coastguard units from Whitianga, Pauanui, and Thames. Weather and    
sea conditions precluded the Whangamata unit attending.  
-Surf lifesaving members from Hot Water Beach, Tairua and Pauanui.   
-RCCNZ 
 

Exercise aim 
To Enable a Multi-Agency IMT to work effectively together as a team. 
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Exercise objectives 
 

1- Test the resources (eg field team, vessel) response and readiness 
plan 

2- IMT operates within the CIMS principles 
3- IMT operates in accordance with the CIMS model 
4- IMT maintains situational awareness 
5- SAR personnel carry out search to locate the missing party 

Exercise Scenario 
 

SAREX OPERATION OVERDUE – SCENARIO B  

At about 1100 hrs on Friday 18 November, Bob and Beverley Brown 
booked into the private mobile home camping facility at Simpsons 
Beach. The owner of the facility noted that there was a double kayak 
(two person sit on model) coloured blue, strapped to the top of the 
vehicle, brand of the kayak is not known.  

During the introductions the Browns indicated that they intended to take 
the kayak out that afternoon and head up towards Matapaua Bay. The 
couple stated that they were experienced kayakers, and the trip was 
within their capabilities. They stated that they would be back before dark 
or shortly after.  

The facility manager Mrs Simpson last saw the pair at about 1600 hrs 
that afternoon on the water paddling towards Round Island. It was 
thought both were wearing life jackets, but the informant is not sure on 
this point. The pair had not returned when Mrs Simpson did her final 
check around the camp at 1900 Hrs.  

This morning, Saturday 19 November, at about 0745 Hrs Mrs Simpson 
noticed that Bob and Beverley were not at their camper and that the 
kayak was not in the camp or on the beach. Enquiries with other people 
within the camp reveal that there has been no movement around the 
Browns camper van overnight or early morning. Calls to the two cell 
phone numbers supplied by the Browns go to answerphone.  

Mrs Simpson now has a real concern for the safety of Bob and Beverley.  

Bob is described as a male European, aged in his middle 30’s, slim build, 
English accent. When last seen he appeared to be wearing a black 
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sleeveless wet suit top with possibly a blue life jacket over the top with a 
floppy hat.  

Beverley is described as a female of Asian descent, mid-twenties, slim 
build, last seen wearing a full sleeved wet suit top, pink & black, possibly 
a yellow life jacket and a baseball type cap.  

The couple are thought to be tourists who have only been in the country 
for a couple of days.  

All stations broadcasts have been made on VHF Channel 63 & 61. No 
sightings of the couple have been reported.  

 
 
 
 
This was an alternative scenario and used because on inclement 
weather preventing operating further out to sea. 
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Evaluation Methodology 

The agreed outcomes of the evaluation activity 
 
It was agreed that the exercise evaluation would cover the whole 
exercise with the outcomes to include any shortcomings in training, 
experience and resources 
 

Evaluation scope 
The whole exercise is part of the evaluation.  All the objectives form part 
of the evaluation 
 

Aspects of the exercise observed, what was not observed 
The evaluator was principally focused on the IMT and the ICP, with any 
comments or observations of assets based on comments made during 
the hot debrief. 
 

The process followed in preparing and submitting the report 
The evaluator was contacted by the Police District SAR Coordinator to 
evaluate this exercise and to assist with setting objectives. 
It was agreed that the draft report would be submitted to him for any 
comments prior to the final report being submitted. 
The draft report was submitted and accepted by the SAR Coordinator 
without any further comments. 
This is the FINAL report. 
 

Other information 
 
The evaluator was based at the Whitianga Coastguard building 
throughout the exercise and observed all of the IMT functions. 
The evaluator did not observe the on-water activities. 
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Findings 

 
Objective 1 
 
Test the resources (e.g., field teams, vessels) response to a readiness 
plan. 
 
Other than the initial call out SOPs for the coastguard unit, no pre-plan 
exists for a search operation.   
The SOPs exists as an initial call out and stand-by for resources and 
then to wait for taskings. 
This was useful for that initial callout and certainly reduces the response 
times for units.  However, it is still reliant on an IMT to formulate a plan 
prior to any deployment options. 
 
Like many units around the country, there is limited operations and 
trainings involving both the Surf Lifesaving and Coastguard at the same 
time.  There are no common SOPs or plan, and each relies upon their 
individual SOPs only. 
During this exercise both organisations were involved in the IMT, with 
Coastguard fulfilling rolls in Intel, Planning and Ops. 
Surf Lifesaving were involved as liaison from the IMT to Surf Lifesaving 
crews and visa-versa. 
There is no demobilisation plan that was referred to. 
 
Objective 2 
 
IMT operates within the CIMS Principals. 
 
The principles of CIMS were largely adhered to, certainly with the 
responsiveness to the needs and flexibility but to a lesser extent the unity 
of effort, particularly within the IMT.  That came about due to a lack of 
situational awareness between function managers and a limited 
consolidated plan. 
Primarily this came about because of function managers becoming 
involved in other functions.  The prime example during this exercise was 
the planning manager’s involvement in developing a search area 
determination and calculating sweep widths and times for assets to 
complete certain tasks.  Together with the planning manager doing all 
the tasking, the ops manager assisting the planning manager doing his 
calculations, the logistics manager monitoring tasked assets.  All this 
while, no plan had been documented and no objectives having been set. 
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Ultimately the IMT were managing by task, and not managing by 
objective. 
 
 
Objective 3 
 
IMT operates in accordance with the CIMS model 
 
Operation within the CIMS model means in effect operating in line with 
the CIMS characteristics. 
Again, the IMT did operate within those characteristics but struggled with 
the consolidated planning, managing by objective, and integrated 
information management. 
The comments relating to the previous objective are re-iterated here 
 
Objective 4 
 
IMT maintains situationally aware 
 
Situational awareness was lost throughout the IMT 
The Planning function manager was doing all the tasking as well as 
manual Search Area Determination. 
At the same time Intel and Logistics function Manager was obtaining the 
Search Area Determination from RCCNZ. 
Nobody was doing any planning.  Occasionally the Incident controller 
modified a previous plan, but planning was not managed. 
Despite IMT meetings, this led to IMT members not knowing what the 
other function managers knew or what they were doing. 
An example being that the result of the scenario analysis, even though 
they participated in it, was not known to the Planning or Operations 
managers. 
The incident controller did conduct regular meetings and it was only 
through these meetings that a semblance of awareness was maintained. 
The IT Log system that was used is recently developed and worked very 
well when function managers looked at it.  
The NZSAR forms were not used during the exercise.  Had these been 
displayed it may have been easier for IMT Members to be more focused 
and aware of what decisions were being made and been able to maintain 
some situational awareness. 
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Objective 5 
SAR personnel carry out a search to locate the missing party. 
 
This was not observed by the evaluator, but my comments are from the 
comments made by on water crews during the hot de-brief. 
 
While this scenario had no clues or subjects to locate, the on-water 
teams all did a good job, and all demonstrated a high degree of 
competency in their roles. 
 
The Surf Lifesaving crews participated to their fullest capability and 
endurance. 
 
GENERAL 
 
The IMT was not focused on an action Plan.  Nor were they focused on 
other functions within the IMT.  This exasperated the lack of situational 
awareness, created information barriers and a dislocate between 
function managers. 
 
This could be minimized with the use of large AO size pre-formatted 
NZSAR forms, including (other than the Action Plan) Information 
Collection Plan, Sitrep form and Marine SAR Units. 
 
In general, I will also comment of the support from RCCNZ to this 
exercise with the inclusion of two staff sent as advisors for the IMT. 
Their respective experience in search management was a valuable tool 
for the IMT to refer to.  It gave the IMT members for this area a far 
greater appreciation of the work and ability of RCCNZ SAR operators 
and certainly enhanced the relationship between the local Coastguard 
units and RCCNZ. 
 
I make a recommendation in this report to replicate this support across 
as many of the District Marine SAREX’s as possible. 
 
During the initial briefing to coastguard skippers, it was necessary to fully 
describe the “On Scene Command” roles and responsibilities. 
The name of this role seems to create confusion of its status.  
This position is that of coordination and is not a command position. 
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Conclusions 

 
Objective 1 
Test the resource response to a readiness Plan 
 
MET 
 
The Coastguard unit holds a standard SOP for radio operators and duty 
officers in the event of the need to activate the on-water crews. 
The SOP finishes at the stage that the crews are on the water, on stand-
by awaiting tasking. 
 
It still requires a tasking to be done by the duty officer, which is 
consistent with good practice. 
 
No further recommendations are required in relation to this objective. 
 
 
Objective 2 and Objective 3 
 
IMT operates within CIMS principles and model 
 
PARTLY MET 
 
While the IMT operated mostly within the principles of CIMS, it lacked the 
unity of effort.  This was not as a result in individual efforts during the 
exercise, but as a result of misunderstanding of the roles of function 
managers.  Some of these examples are noted in my findings. 
 
Recommendations made in respect to this objective relate to further 
training and practice. 
 
Objective 4 
 
Maintains situational awareness. 
 
PARTLY MET 
 
Barriers to situational awareness came about as a consequence of 
function managers not managing their functions.  In particular the 
planning.  The action plan was not referred to by the planning function 
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manager nor worked on.  He was however busy doing the search area 
determination calculations, and taskings. 
 
The IT system used as a log was very sound.  The system was 
developed in Tauranga and allows both radio log and IMT function logs 
to be inputted.  This system is worthy of consideration for other 
coastguard units and regions. 
 
The use of the full NZSAR form-set was not used.  The use of and 
displaying these forms within the ICP may have been helpful, not only to 
maintain IMT focus, but also to assist with situational awareness. 
 
A recommendation in relation to training and practice in relation to 
function manager responsibilities and to consider the use of the IT 
information tool. 
 
Objective 5 
SAR personnel carry out search to locate missing party 
 
MET 
Although not observed it was apparent that the on-water crews of the 
coastguard and surf lifesaving crews demonstrated sound SAR practices 
and very sound skill levels. 
 
A recommendation is made in respect to encouraging more local training 
between each organisation. 
 
 General 
 
 
The ICP was noisy with radio operators and IMT members all working 
within the same room.  This was difficult for both groups to operate, with 
noise from each group interfering with the others capability to focus.  
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Appendix  
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