
 

 
Exercise Evaluation Report 

Wellington District SAREX 2021 
 

Location: Tararua Forest Park 

Date: November 12 – 14 2021 

Report 
version: 

FINAL 

Evaluator: Jo Holden, NZSAR evaluator 

 



 

Page 1 of 34 

Contents 

 

Executive Summary .............................................................................................................. 2 

1. Recommendations .......................................................................................................... 3 

2. Introduction ..................................................................................................................... 4 

3. Background .................................................................................................................. 5,6 

4. Evaluation Methodology ............................................................................................... 7,8 

5. Findings ................................................................................................................... 9 - 11 

6. Conclusions .................................................................................................................. 12 

7. Appendix A - Key Performance Indicators ..................................................................... 13 

8. Appendix B - Images from exercise ............................................................................... 26 

 



 

Page 2 of 34 

Executive Summary 

 
The Annual Wellington District SAREX was held over the weekend of November 12 – 
14 2021. 

The exercise was attended by Wellington District Police SAR Squad members and 
Wellington and Wairarapa LandSAR and Amateur Radio Emergency 
Communications (AREC) volunteers. 

Newer Incident Management Team (IMT) recruits worked alongside experienced 
members of the IMT to manage the real-time exercise with actual people in the field.  

Field Team recruits also worked alongside experienced members to gain further 
experience and refresh and practice search and rescue skills in a realistic SAR 
setting.   

The IMT and Field teams were tested in a realistic setting that provided opportunities 
to further develop their skills and abilities. 

While the Aim of the exercise was largely met, a number of opportunities to improve 
future SAREXes and similar SAROPs are outlined in the recommendations. 
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1. Recommendations 

 

General 

 Refresh and update the Wairarapa SAR Pre-plan; 

 Expand the pool of prospective Wairarapa Incident IMT members as part of 
succession planning – consider progressing existing Management Support 
(MSU) members to IMT Managers, and recruiting new LandSAR members 
directly into the IMT; 

 Undertake functional training for the wider AREC Group; 

 Appoint a Comms Manager who participates in and contributes to IMT 
Meetings; 

 Consider adding individual SARTrack logins to each user group; 

 
 

SAREX specific 

 Ensure that consultation in the Planning stages clearly identifies the needs 
and shortcomings of the participants. These should then be reflected in the 
Aim, Objectives and Key Performance Indicators (KPIs) for the SAREX; 

 Introduce multiple scenarios consecutively as opposed to running both 
scenarios concurrently; split the Incident Action Plans; 

 Consider a shift structure where the outgoing IMT hands over when teams are 
actually in the field and on task; 

 Ensure there is an agreed adverse weather contingency plan for Missing 
Parties and Field Team members; 
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2. Introduction 

Police Instructions require each District to conduct one Land and one Marine SAREX 
annually; this was the annual Land SAREX for Wellington District, hosted in 
Masterton by Wairarapa Police and LandSAR. 
 
The SAREX was designed to be a real-time Land exercise held in an area that has a 
history of SAR incidents with limited Communications. Field teams were required to 
stay overnight in the bush. 
 
The Incident Management Teams were required to Plan the response for two 
separate scenarios; resources (Police and LSAR) were to be tasked accordingly.  
 
The Initial Response was planned by Wairarapa IMT members on Friday evening 
into Saturday morning; the “incident” was handed over to Wellington LandSAR and 
Police mid-morning on Saturday. 
 
The event concluded on Sunday, with all teams extracted from the field by noon. 
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3. Background 

3.1. Background to the Exercise 

Police have recently recruited new members into both Wellington and Wairarapa 
SAR Squads as reserves. A number of Police SAR Squad members have also 
recently taken up the role of On Call Duty Officer and Incident Controller. 
 
Wellington Land SAR have also recruited and trained a group of new members to 
supplement more experienced and confident IMT members.  
 
Wellington and Wairarapa occasionally work together to resolve SAR incidents.  
 
The exercise was intended to provide Wellington and Wairarapa IMT and Field staff 
that are new to the roles an opportunity to carry out their respective roles alongside 
experienced members.   

3.2. Dates, location, organising agency(s), key people 

 

DATE:    November 12/13/14 

LOCATIONS:   ICP – SAR Base, Hood Aerodrome Masterton;  

 Search area – Atiwhakatu, Waingawa &   
  Ruamahanga catchments 

ORGANISING AGENCIES:  NZ Police, Wairarapa LandSAR,  

KEY PEOPLE:   Sgt Tony Matheson, Constable Richard Butler, Sgt 
 Paul Curd, Murray Johnston, Claire Pettigrew 

3.3. Participating organisations 

 NZ Police – Wellington & Wairarapa SAR Squad 

 Wairarapa LandSAR including IMT & Field personnel 

 Wellington LandSAR including IMT & Field personnel 

 AREC Wellington & Wairarapa 
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3.4. Exercise aim  

To carry out a multi-agency search giving IMT and Field staff that are new to the 
roles the opportunity to carry out these roles alongside experienced members.   

3.5. Key Exercise objectives 

 Planning documents demonstrate preparedness; 

 SAR partners collaborate effectively;  

 The IMT effectively manages the exercise; 

 Information is effectively managed and communicated during the response; 

 SAR operational personnel refresh and practise search and rescue skills; 

 Risk awareness and management is demonstrated by all exercise 

participants; 

3.6. Exercise Scenarios 

 
2 separate scenarios ran concurrently for this SAREX: 
 

1. A group of 3 inexperienced hikers are overdue from a 2-day trip in the 
Waingawa River area. They entered the Park from Kiriwhakapapa on 
Wednesday and were due to be picked up at the Pines on Thursday. The 
party intended to walk to Cow Creek Hut, head south on the track, camp 
overnight then exit the Park via Mitre Flats Hut and the Barra Track. When the 
SAREX commenced, they were over 24 hours overdue. 
 
 

2. An experienced hunter is overdue from a 3-day trip. He was dropped off at the 
Pines on Tuesday and was due to be picked up at Holdsworth Lodge on 
Thursday. His intention was to head to Mitre Flats via the Barra track, stay at 
the hut overnight then head up to Mid King Biv. After another night at Mid King 
he planned to head to Holdsworth via the main range, Baldy track into 
Atiwhakatu thence to Holdsworth. When the SAREX commenced, he was also 
over 24 hours overdue 
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4. Evaluation Methodology 

4.1. The agreed outcomes of the evaluation activity 

A report to be written outlining observations of the SAREX in relation to the stated 
objectives and the KPIs. 

Recommendations to be made based on those observations. 

4.2. Evaluation scope 

To observe the Incident Management Team at the ICP and report on performance 
that included ability to function, manage communications and achieve the objectives 
set for the exercise. 

4.3. Aspects of the exercise observed, what was not observed 

 
Observed: 
 

 Exercise management and coordination; 
 Interaction between EXCON and SAREX participants; 
 Actions of the IMT from 1900hrs Friday to 1400hrs Sunday; 
 Team briefings prior to the deployment of Field Team members; 
 Communications between SAR base and Field teams; 
 Demobilisation and debrief of Teams  

 
Not observed: 
 

 Actions of teams in the field 

4.4. The process followed in preparing and submitting the report 

 
Consultation was made with Wellington District SAR coordinator Sgt Paul Curd 
approximately 2 weeks before the SAREX. There was no interaction with the 
Exercise planners (scenario) prior to the SAREX. 

The initial Plan was supplied; Objectives and Key Performance Indicators were 
developed by Sgt Curd. 

The evaluator attended the SAREX from Friday night through to Sunday afternoon.  

Evidence was collected by observations and notes taken at the time. 
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4.5. Other information  

The party of 3 “overdue” hikers separated in accordance with their 
instructions. One of the hikers set off a beacon as instructed, but kept moving 
as he was genuinely unwell and wanted to get to shelter. A search team was 
tracking the beacon, but he got to Mitre Flats hut before them. He walked out 
on Sunday. 
 
Scenario 2 ended prematurely after the solo “overdue” hunter fell in river and 
injured himself; he was able to self extract to Mitre Flats hut and walk out on 
Sunday.   
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5. Findings 

EXERCISE PLANNING 

The concept plan for the SAREX was developed by Sgt Tony Matheson, who was 
unavailable to attend the actual exercise. Constable Richard Butler took over from 
him to act as Exercise Control with assistance from Murray Johnston. 

The initial plan outlined timings, instructions for two separate Missing Party groups 
and included a comprehensive Safety Plan.  

The Purpose, Aim and Objectives of the SAREX were developed by Sgt Paul Curd 
shortly before the SAREX. 

The intention was to use of Amalgamated Helicopters for Repeater deployment and 
extraction of Teams on Sunday. This was prevented by the weather. 

EXERCISE CONDUCT 

Friday November 12th 

The Missing Parties were briefed and deployed to the field mid-afternoon; the original 
scenarios were adjusted at the 11th hour due to unavailability of some personnel.  

The exercise proper commenced at 7pm with a briefing delivered to the Wairarapa 
IMT. They elected to combine the management of both Missing Party scenarios due 
to the close proximity of the scenarios and the assessment that weather conditions 
were unlikely to allow use of the helicopter. Setting up a 2nd IMT as the exercise 
progressed was discussed.  

A single Action Plan was developed to cover both Missing Party scenarios. 

Adverse weather was predicted for the weekend and had already been raised; the 
need to consider abandoning the exercise for safety reasons was discussed. 

Information Collection Planning commenced and identified further information that 
was required. Requests for information from the IMT were managed by Constable 
Richard Butler.  

Missing Party profiles were developed, including a comprehensive list of information 
required, questions to be asked from potential sources of information. 

Appropriate use was made of LandSAR members with good local area knowledge. 

Planning continued into Friday evening and early Saturday morning. Initial taskings 
were identified and written onto triplicate task sheets for the following morning.  

Taskings had been written to cover both scenarios 

Saturday November 13th 

A full complement of Wellington LandSAR volunteers arrived on Saturday morning 
along with Wellington Police SAR Squad members. 

A comprehensive Exercise briefing was delivered to Teams and Team Leaders; 
tasks were allocated to those teams along with Tasking packs containing Laminated 
maps. 

A detailed helicopter Safety Briefing was delivered by the local operator; weather 
conditions prevented any further use of the helicopter, and teams were driven to their 
start points.  
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The exercise was handed over to the Wellington IMT while Field teams were being 
deployed. Teams commenced tasks early Saturday afternoon.  

The new IMT reviewed the IAP along with the tasks that were underway; they elected 
to separate the Action Plans in order to manage each scenario independently. 

Information Collection Planning continued with requests for information delivered by 
EXCON.  

Operational logs were established and maintained. 

Regular IMT meetings were held during the afternoon; scenarios were developed, 
analysed and reviewed appropriately. Taskings were created from those scenarios. 

Plans were developed for overnight shelter for teams and extraction the following 
day.  

One of the hikers in the group of 3 separated from his group as instructed and set off 
his beacon. A search team was tasked to track the beacon. 

A second hiker was located towards the end of the day; he was assessed 
appropriately, and was accompanied to shelter at a nearby hut with other Search 
Teams. 

The search focus then changed to the one MP who had not been located. A Team 
was tasked to find him, but returned to shelter after a short time to escape the 
weather. 

All teams were stood down in either huts or campsites before the IMT closed down 
for the night. 

No Duff 

The solo Missing Party suffered an injury from a fall and self-extracted to Mitre Flats 
Hut.  

The hiker who set off his beacon was genuinely unwell and decided to keep moving. 
He got to Mitre Flats hut before the search team who was tracking him. 

The IMT considered helicopter extraction for both Missing Parties, but they were able 
to walk out with SAR Teams the following day. 

The required reports have been completed for both incidents. 

Sunday November 14th 

Demobilisation planning commenced; the last “Missing” hiker self-located and walked 
out with a SAR Team. 

All teams were returned to base for debriefing and return of equipment.  

A comprehensive IMT debrief was held before the exercise concluded. 
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EXERCISE EVALUATION AGAINST OBJECTIVES / KPIs (refer Appendix A) 

The SAREX was evaluated against Objectives and KPIs developed by the Wellington 
District SAR coordinator.  

KPIs were  

 Achieved 

 Partly achieved 

 Not achieved 
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6. Conclusions 

The SAREX largely achieved the Aim which was to give IMT and Field staff that are 
new to the roles the opportunity to carry out these roles alongside experienced 
members.   

Both scenarios were realistic and designed to challenge Field Teams.  

The area of operation for the SAREX was appropriate in that it has a history of SAR 
incidents with limited Communications. Field teams were deployed into realistic 
terrain and weather conditions. 

The opportunity for new Wairarapa IMT members to work alongside more 
experienced Wellington members was lost. Instead, both groups worked in isolation 
with very little interaction. This exercise primarily benefitted Wellington IMT members. 

The initial Plan outlined proposed timings, broad guidelines and detailed instructions 
for the “Missing Parties”. However, wider consultation in the Planning stages of the 
exercise may have better tailored the specific Objectives and KPIs for the SAREX to 
identified needs and shortcomings (refer recommendations). 

It was identified early that the severe weather may require a re-evaluation of the plan, 
However, there was no written contingency plan to adjust the exercise to the 
predicted adverse weather conditions. 

There was a lot of double handling of the initial tasks which were handwritten in 
triplicate then later entered into SARTRack. 

A lot of good ideas that came out of the Friday evening IMT meeting were not written 
down. 

The incoming IMT had a lot of information to take in with 2 scenarios happening 
concurrently and 8 Teams tasked and heading into the field. A shift structure where 
the outgoing IMT handed over after teams were actually in the field and on task may 
have been more beneficial for the incoming IMT to gain situational awareness. 

The helicopter briefing took around 2 hours; teams did not get into the field until 
lunchtime. It may be worth considering alternative ways of delivering the helo briefing 
prior to the exercise. 

A few of the longer serving Wairarapa SAR members have years and years of local 
area knowledge and experience; there is a need to identify, train and mentor new 
members to pass on some of that knowledge and build the Wairarapa IMT capability 
(refer recommendations).  

The exercise also identified that further training would be beneficial for radio 
operators.   

The SAREX complied with Covid Alert Level 2 Restrictions.  
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Appendix A  

Key Performance Indicators  
 

Review readiness plan(s) to identify any gaps 

KPI Comments 

Planning documents are not in conflict 
with each other 

The Wairarapa SAR Pre-plan was developed several years ago, and is more of a general 
plan that includes basic Initial Response tasks, a list of key contacts and a number of 
SAR documents. 
 
The PrePlan was not referred to in any depth for this exercise and would benefit from a 
refresh and update and could also include notes on where to find relevant information, 
e.g. river flows, track conditions, contact numbers for SMEs and people with up-to-date 
local area knowledge. 

Planning documents integrate with 
each other and support operational 
effectiveness 

All planning documents support health 
and safety best practice 
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Appropriate agencies are selected for and participate in SAR exercises 
 

KPI Achieved? Comments 

All agencies required for the 
exercise participate and 
collaborate effectively 

Achieved All relevant agencies attended and were on site as part of the exercise. 
Police, LandSAR and AREC worked together to achieve the Objectives of the 
Action Plans. 

 
IMT operates within the CIMS principles 
 

KPI Achieved? Comments 

IMT structure is in accordance 
with CIMS  

Achieved The IMT structure was appropriate for the exercise. 
CIMS Planning and Intel functions were combined for the Initial Response, then 
separated after the handover. 

IMT roles and responsibilities 
are in accordance with CIMS 

Achieved IMT Roles and responsibilities pre-assigned to Wellington LandSAR IMT 
personnel to matched newer members with more experienced IMT personnel. 
Mentors demonstrated sound understanding of their roles.  
Prompt cards and reference folders for each of the CIMS Functions helped 
Function personnel stay on track 

IMT operation ensures 
integrated information 
management and 
communications 

Achieved Regular IMT meetings were held; IMT function managers contributed to those 
meetings to ensure all participants were on the same page.  

Situational awareness is 
maintained 

Achieved IMT members demonstrated good understanding of the environment, situation, 
likely developments and implications.  
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IMT operates in accordance with the CIMS model 
 

KPI Achieved? Comments 

ICP established Achieved Wairarapa SAR operate from a designated and well-equipped Incident Control 
Point that appropriately accommodates the IMT, Comms and SAR Equipment. 

Appropriate structure 
established 

Achieved The IMT structure for the initial response reflected the limited number of 
Wairarapa IMT trained personnel available. Planning and Intel functions were 
combined. 
The IMT structure after the Handover to Wellington LandSAR had been pre-
determined and was appropriate to manage 2 concurrent scenarios. 
The establishment of the Response Manager position to support the Incident 
Controller after the handover was appropriate 

Documentation is completed Achieved Hard copy files were prepared for both scenarios, supported by SARTrack 
documents 

IAP is established for the 
initial operational period 

Achieved Both scenarios were covered by one IAP for the Initial Response; this reflected 
Initial “Bike Wheel” model to determine initial tasks.  

IAP is updated for subsequent 
operational period 

Achieved The incoming IMT developed individual Action Plans for each scenario. 
Objectives and Strategies for both scenarios were reviewed and adjusted as 
required  

IAP review meetings are 
conducted by the IC 

Achieved The incoming IC and Response Manager reviewed the IAP that had been 
developed for their shift. The IAP was reviewed as part of regular IMT meetings 

IC leads regular IMT briefings Achieved Regular IMT meetings were led by either the IC or Response Manager. 

IMT function managers 
undertake regular team 
briefings 

Achieved Individual Function managers attended and contributed to regular IMT meetings 
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The IMT activates and manages appropriate resources to meet the demands of the exercise 

KPI Achieved? Comments 

Logistical support is provided 
as required 

Achieved All field members were instructed to come equipped to camp out overnight. 
Appropriate additional Team equipment was supplied. 
Teams returning to Base at the end of the exercise were fed and watered. 
The IMT offered accommodation options for anyone with long distances to drive 
home at the end of the exercise. 

Taskings are appropriate to 
the resources 

Achieved The number and composition of the Teams was pre-determined in order to match 
new and experienced members. 
Tasks were developed and allocated appropriately to those teams. 
Laminated maps were provided to all teams. 

Resources are supported to 
operate in accordance with 
health and safety practices 

Achieved A comprehensive LandSAR Safety Plan was written prior to the exercise.  
A full helicopter Safety Briefing was delivered to all field team members. 
The adverse weather and its effect on river levels was communicated to all 
participants. It was stressed that Team members could pull the pin at any stage. 
The SAREX was conducted in accordance with Covid Level 2 Guidelines. 

Task execution is monitored Achieved Team progress was tracked via SARTrack and logged appropriately. 

Tasked resources are 
debriefed at the completion of 
each task 

Achieved Debriefs of initial tasks were undertaken via radio; Search Effort was evaluated 
and recorded at the completion of the exercise. 

All teams are debriefed on 
completion of exercise 

Achieved All Teams were debriefed using the Search Effort Evaluation format upon return 
to the ICP  

Safety briefings are 
conducted during the 
operation 

Achieved Team Leaders monitored the safety and well-being of teams during the exercise. 
Take 5 checks in the field were completed as required. 
No incidents to Team members were reported. 

Planning process is 
documented 

Achieved Incident Action Plans were prepared and displayed appropriately in the ICP. 
Hard copy files were prepared for both scenarios. 

 
The IMT activates and manages appropriate resources to meet the demands of the exercise (cont’d) 



 

Page 17 of 34 

KPI Achieved? Comments 

Planning is established for the 
next operational period 

Achieved The incoming IMT reviewed the Initial Action Plan and elected to create separate 
plans for each scenario to remove ambiguity. 
Appropriate plans were developed to extract the Missing Parties once they had 
been located and assessed, along with plans for overnight shelter for teams and 
extraction the following day. 

 
 
Tasking of resources by the IMT is in accordance with search management principles 

KPI Achieved? Comments 

Tasking is supported by 
evidence-based scenario 
analysis 

Achieved Scenarios were developed based on Subject profiles, terrain, weather and clues 
located. 
Scenarios were analysed to determine the likelihood of each scenario and drive 
the search effort 

Tasking is consistent with 
search urgency 

Achieved Search Urgency was completed and documented early in the Initial Response.  
Immediate Response was determined. Tasks reflected that. 

Tasking is supported by 
missing person behaviour 

Achieved LBP references (Publications and the Mobile app) were consulted; initial taskings 
reflected statistics and the Bike Wheel model. 

 
 



 

Page 18 of 34 

The IMT utilises SARTrack to support the demands of the exercise 

KPI Achieved? Comments 

SARTrack set up and 
operational capability is 
completed in a suitable 
timeframe 

Achieved Both SAR Groups use SARTrack which was set up at the commencement of the 
exercise.  
 

IMT personnel can operate 
SARTrack as required for the 
response 

Achieved Members of both LandSAR groups demonstrated knowledge of the capability of 
SARTrack. 
Note: Some AREC members appeared less conversant with the programme and 
would benefit from more SARTrack exposure and training  

SARTrack remains 
operational throughout the 
response period 

Achieved No notifiable issues with SARTrack were reported. 
Note: Wellington & Wairarapa have different SARTrack Group IDs; Wellington 
members don’t have Wairarapa logins and vv.  
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IMT maintains situational awareness 

KPI Achieved? Comments 

Briefings and debriefings are 
conducted 

Achieved The Initial briefing to the IMT was completed on Friday, followed by a full exercise 
briefing on Saturday morning to Field Team members followed by a separate 
briefing to Team Leaders. 
Radio frequencies & location of repeaters were covered off appropriately. 
The IMT Handover briefing on Saturday morning followed the CIMS function-to-
function format. Relevant and appropriate questions were asked. 
All Teams were debriefed using the Search Effort Evaluation format at the 
conclusion of the exercise. 

Information is relayed 
appropriately and in time 

Achieved The outgoing IC outlined the adverse weather and its effect on river levels to all 
participants. It was stressed that Team members could pull the pin at any stage if 
they were not comfortable. 
Information from Teams in the field was logged and reviewed appropriately. 

Information received within 
the IMT is analysed 

Achieved Information including clues, MP information, terrain and weather conditions in the 
field was analysed appropriately. 
Clues located were analysed to determine significance and relevance. 

Information is collated and 
disseminated within the IMT 
as appropriate 

Achieved Information required was identified, collated in the Information Plan and 
disseminated appropriately. 
Significant information/Intel received or required was raised during regular IMT 
meetings. 

IMT planning meetings are 
conducted on a regular basis 

Achieved The first IMT Meeting was held on Friday at 2006hrs. Regular meetings were held 
throughout the remainder of the exercise. 

Information for next 
operational period is 
established 

Achieved The first IMT meeting on Friday identified further information that was required.  
Information required following the shift handover was identified, collated on the 
Information Plan and tasked appropriately. 

IMT is continuously aware of 
resource progress, welfare 
and activities 

Achieved Timelines were used appropriately. 
Status/Location of teams was maintained by Operations and displayed in the IMT 
All teams were issued with SARTrack radios.  

 
IMT records and processes information consistent with the CIMS Intelligence Cycle 
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KPI Achieved? Comments 

An Intelligence Collection 
Plan is maintained 

Achieved Initial Information required was identified written up on whiteboards; a more formal 
Information Collection Plan was then developed and updated to reflect information 
required 

Radio logs are maintained 
and analysed 

Achieved SARTrack was used for logging radio messages. 
NOTE: Some radio messages were not read as they were written and in their 
entirety.  

Incoming information is 
analysed 

Achieved Information including clues, MP information, terrain and weather conditions in the 
field was analysed appropriately. 
Clues located were analysed to determine significance and relevance. 

Team debriefs are analysed Achieved Appropriate messages from teams were fed into the Intel function 

Intelligence products are 
disseminated to other 
functions 

Achieved Sitreps, status reports and Missing Party profiles were developed and 
disseminated at IMT meetings 

 
 

Information is effectively managed and communicated during the response 

KPI Achieved? Comments 

Information is collated and 
disseminated within the IMT 
as appropriate 

Achieved Information requirements were recorded onto the Information Collection Plan; 
requests for information were directed to and managed by EXCON 

Information received within 
the IMT is analysed and 
corroborated 

Achieved Clues located were analysed to determine significance and relevance. 
Information delivered by EXCON was appropriately analysed and corroborated. 

Actionable intelligence is 
developed 

Achieved Information Collection Planning commenced early in the exercise  
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IMT and field team communications follow SOPs 

KPI Achieved? Comments 

Field teams follow radio 
schedules and protocols 

Partly 
achieved 

Teams had issues meeting Sked times – possibly due to known issues with VHF 
Comms in the area of operation.   

Information from IMT to field 
teams follows SOPs 

Partly 
achieved 

Messages to Teams were entered into SARTrack and relayed by Radio Operators 
NOTE: Some radio messages were not being read as they were written and in 
their entirety. 

Communication lines between 
IMT and field teams operate 
effectively 

Partly 
achieved 

Refer above comment 

Communication systems are 
operational in a timely manner 

Achieved A portable VHF repeater was deployed before the exercise commenced 

Communication systems 
remain operational throughout 
the response period 

Partly 
achieved 

The area of operation has known issues with Comms; a portable VHF repeater 
was deployed which addressed some of those gaps. 
All teams were issued with HF; only one team used HF but reported no response 
from the ICP. 

 
 
Relationships between Iwi and local Police and SAR groups are strengthened 
 

KPI Achieved? Comments 

Iwi representatives are 
informed of the exercise and 
area of operation 

Achieved The local Police ILO was consulted prior to the exercise 
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Risk awareness and management is demonstrated by all exercise participants 
 

KPI Achieved? Comments 

All participants understand 
their personal responsibilities 
in regard to risks 

Achieved The general briefing covered risks and hazards, and reiterated the poor weather 
forecast and the possibility that the exercise may be shortened  
Team Leaders conducted pre-deployment checks with their Team members 
(SEARCHERS format) 

Risk management systems 
and processes appropriate to 
the nature and complexity of 
the situation are defined 

Achieved Team Leaders conducted pre-deployment checks with their Team members 
(SEARCHERS format)  
A Hazard management board was prepared and displayed in the ICP. 
The Safety Manager function was allocated. 
No night searching was undertaken for safety reasons 

Briefing information 
appropriately addresses 
identified risks 

Achieved A comprehensive LandSAR Safety Plan was written and communicated to all 
participants at the Exercise briefing. 
The main briefing explained the risks and hazards, particularly with expected rain 
and the effect on river levels. 
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SAR operational personnel refresh and practice search and rescue skills 
 

KPI Achieved? Comments 

SAR field teams apply 
appropriate search techniques 

Partially 
achieved 

Teams attempted to apply appropriate Search Techniques but reported that 
adverse weather conditions affected the effectiveness of tracking, voice appeals 
and sound lines. 

Field support resources (e.g. 
AREC, helicopter) perform to 
the standard of their specialty 

Partially 
achieved 

A detailed helicopter Safety Briefing was delivered by the local operator; however, 
weather conditions prevented any further use of helicopter support.  

AREC provided, maintained and monitored Comms using both the existing 
repeaters and a portable repeater. 

Missing party is located Partially 
achieved 

Adverse weather, illness and injury to two of the “Missing Parties” impacted on the 
SAREX. Only one missing party was located by a SAR Team. 

Teams undertake taskings in 
line with the IAP 

Partially 
achieved 

Initial (“reflex”) taskings focused on searching lineal features; the incoming IMT 
reviewed the IAP, expanded the Objectives and strategies and developed further 
taskings (e.g. Containment). 
Note: Most teams reported that they were “smashed” by the weather; some made 
the decision to cut short their task and head to shelter for safety reasons. 

Teams provide regular 
updates 

Partially 
achieved 

The area of operation has known issues with VHF Comms which affected the 
delivery of regular updates.  
Only one team used HF but reported no response from the ICP. 
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SAR operational personnel refresh and practice search and rescue skills (cont’d) 

KPI Achieved? Comments 

Teams provide accurate and 
timely information to the IMT 

Partially 
achieved 

The area of operation has known issues with VHF Comms which affected the 
timely delivery of information to the IMT.  
Only one team used HF but reported no response from the ICP. 

Team GPS tracking is 
consistent with tasking 

Achieved SARTrack radios were issued to all teams; provision was made for GPX tracks to 
be downloaded at the conclusion of the exercise. 

Missing party is fully assessed 
on discovery 

Partially 
achieved 

Adverse weather, illness and injury to two of the “Missing Parties” impacted on the 
SAREX. Only one missing party was located by a SAR Team.  
The medical assessment of that person was appropriate, and his status was 
radioed back to base. The Team discussed different options for extraction. 
The solo Missing Party suffered an injury after falling in a river. He self-extracted 
to a hut. 
Another Missing Party activated his beacon but suffered an illness and self-
extracted to the same hut.  
SAR Teams assessed both missing parties at the hut and advised IMT 
accordingly. Helicopter extraction was considered but not possible. 
SAR Teams were tasked to the location of the 4th Missing Party but he had 
“recovered” as per EXCON instructions and met the team as they were heading 
towards him.  

The safety of the missing 
party is maintained during 
recovery 

Achieved The injured/ill Missing Parties were accompanied by SAR Teams overnight and 
during demobilisation.  
Teams stayed together and looked after each other and the Missing Parties. 

The safety of search team 
members is maintained during 
recovery 

Achieved Teams stayed together and looked after each other during the SAREX including 
recovery. 

Radio communications are 
maintained 

Partially 
achieved 

The area of operation has known issues with Comms; a portable VHF repeater 
was deployed which addressed some of those gaps. 
All teams were issued with HF; only one team used HF but reported no response 
from the ICP. 
Lesson identified: You need to go outside the hut to trigger the VHF repeater… 
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IMT records location and 
status of all field resources  

Achieved A Team Status and Location board was established and updated regularly. The 
IMT knew where every Team was at all times. 

Field teams are fully briefed Achieved A general briefing was delivered to all team members on Saturday morning; a 
more detailed brief along with tasking packs was delivered to Team Leaders after 
that briefing. 
Laminated maps were provided in anticipation of wet weather 

Field teams are debriefed Achieved The IMT completed written debriefs using the Search Effort Evaluation format for 
all Teams at the conclusion of the exercise. 

Field team welfare is 
managed throughout the 
exercise and on 
demobilisation 

Achieved Team leaders managed the welfare of their team members in the field.  
All teams were fed and watered once they returned to the ICP at the conclusion of 
the exercise. 
Accommodation was offered to those driving home to Wellington at the end of the 
exercise. 

Field teams are demobilised Achieved  
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