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The cover photograph of Hurricane Ivan was taken Sept. 11 from an altitude of about 230 miles by an astronaut on the International Space Station.  At the time, Ivan was in the western Caribbean Sea and reported to have winds of 160 mph.

1.  OVERVIEW

On September 12, 2004, with three Incident Management Teams (IMT) deployed to Florida under Rex Mann’s Area Command Team (ACT) #4 for Hurricane Frances operations and the threat of Hurricane Ivan’s approach, a second Area Command Team was ordered and activated by the Southern Area Coordination Center (SACC) at the request of the Federal Emergency Management Agency (FEMA).
National Interagency Area Command Team 3, led by Edy Williams-Rhodes, was activated Monday September 13, 2004.  ACT #3 was assigned to manage all other IMTs mobilized for any states outside of Florida, primarily Georgia and Alabama, affected by Hurricane Ivan. A teleconference was conducted including the team members on Monday afternoon and the Team mobilized the following day in route to Atlanta, GA, report location being the FEMA Regional Operations Center.

Dan Olsen, who was designated as the Region 8 Operations contact for the Team, met with Deputy Area Commander, Jim Loach on Tuesday evening and discussed how the Team would function between Southern Region Forest Service and the FEMA Regional Operations Center.  

On September 15, the Area Command Team in-briefed with Marc Rounsaville, Regional Fire Director, Southern Region and several members of the Region 8 staff including representatives from the Marietta Mobilization Center, Southern Area Coordination Center, Incident Business Management, and Safety personnel. Also, attending were, Bob Jacobs, Regional Forester, and Ken Arney, Deputy Regional Forester for State and Private Forestry.  A Delegation of Authority was provided giving the priorities for Team activities.  

The current situation with Dan Oltrogge’s Incident Management Team (IMT) at Maxwell Air Force Base in Montgomery, Alabama and the three incoming IMT’s for staging in Atlanta was discussed.  Dan Oltrogge was in place at Maxwell Air Force Base in Montgomery AL setting up an Operational Staging Area.  Dan’s IMT was approaching its 14 day assignment limitation.  However, due to the timing of the arrival of Hurricane Ivan, there was a need to request an extension for the team assignment to allow for a safe transition and transfer of command to a replacement IMT.  ACT #3 completed and submitted the extension request through the Southern Area Multi-Agency Coordinating Group.

Hurricane Ivan made landfall on the night of September 15th along the Gulf Coast of Alabama and the Florida panhandle.  Extensive damage occurred from the high winds and flooding.  

The three Type I IMT’s ordered for staging in Atlanta arrived the night of Thursday 9/16 and reported to the Marietta Mobilization Center.  They were Mike Lohrey’s IMT from Pacific Northwest, Tim Sexton’s IMT from the Great Basin and Lynn Wilcock’s IMT from the Alaska geographic area. A joint in-briefing, including members of the Region 8 staff and the Area Command Team, was held for the Command and General Staff of all three IMT’s simultaneously on Friday, September 17.

Tim Sexton’s IMT was immediately assigned to replace Dan Oltrogge’s IMT at Maxwell OSA and directed to begin discussions with Dan to determine a mutually agreeable transfer of command schedule. Other team assignments were [image: image4.jpg]Z/
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developed in concert with Emergency Support Function 4 and FEMA based on preliminary damage assessments.

Dan Oltrogge’s IMT “sheltered in-place” while Hurricane Ivan made land-fall and tracked north eastward across Alabama into Georgia.  Once Ivan had passed through the Montgomery, Alabama area, Oltrogge’s team prepared to implement their plan to manage the Operational Staging Area (OSA) for FEMA at Maxwell AFB.  Their plan was effectively and efficiently implemented to provide commodities to lower Alabama, as well as provide a structured environment for the trucks (1200+) and truckers.   

Mike Lohrey’s IMT was assigned to assist the Baldwin County, AL, Emergency Operations Center (EOC) with a full range of planning and logistical support for distribution of commodities, base camp operations and supervision of agency personnel related to saw crews and debris removal. 

Lynn Wilcock’s IMT was initially assigned to assist the Alabama State EOC in Clanton, AL by providing logistics and planning support for the statewide hurricane response. The IMT provided this support until such time that the Disaster Field Office was established in Mobile.  At that time they were reassigned to support the Escambia County EOC in providing planning and logistical support, including establishment of a base camp operation for emergency personnel and assisting with receiving and distribution of commodities.  

The Area Command provided an interface with the FEMA ROC personnel involved with decisions for distribution from Maxwell OSA to lower Alabama Counties and the Panhandle of Florida. A daily reporting process resulted in twice daily inventory of trucks and critical commodity categories on hand which was used by FEMA for daily planning purposes.  

Other daily activities of ACT #3 included:

· Coordination with USFS Region 8 Operations staff.

· Oversight, visitation and communication with IMT’s.

· Coordination with FEMA Operations and FEMA Logistics staff.

· Coordination with ESF 4, @ ROC and ESF 4, @ Alabama DFO.

· Coordination with the Florida Area Command Team for inter-area cooperation.

· Trouble shooting for issues and concerns. 

2.  COMMAND

Command decisions were made with high regard for coordination with USFS Region 8, FEMA and affected state concerns.  Emphasis was placed on deploying teams to priority assignments based on county and state concurrence and support for the requests for assistance.  Area Command also made sure that mission assignments or taskings were written broad enough so that the capabilities of the IMT’s would be utilized to the fullest degree possible.

Strategic direction and objectives to IMT’s were specified in a daily Area Command Action Plan and stated as follows:

Our primary responsibility is to organize and direct assigned and ordered resources for efficient and effective support of emergency hurricane relief activities within the framework of the Federal Response Plan.

· Accountability for safety of incident personnel and the public is our first and most vital responsibility.

· Standard ICS guidelines and procedures will be followed.

· Cost effectiveness, use of critical resources, and economic expenditures are an important part of our decision-making process.

· Information releases and media contacts will be coordinated through FEMA staff on-site or Area Command and the Joint Information Center.
Based on direction from Regional Operations, the Area Command Team minimized its size and numbers.  The maximum number of team members at any time was thirteen (13), while the running average was less than ten (10).  This total included the three Community Relations Tracking Team members assigned to Area Command. 

3.  PLANS

The core team Planning Section was supported by a PSC1, a RESL, and a SITL. Because of limitations on ordering of additional resources (beyond the core Area Command Team), the team was deployed without the additional personnel needed to support the Plans Section. A RESL and SITL assigned to the Community Relations Officer program were identified locally and reassigned to Area Command. While this met the immediate need, it was necessary to order replacements for these resources when they timed-out after the first week of the team’s assignment. This resulted in some disruption of continuity of the planning function. This problem is further discussed in the Lessons Learned section of this report.

At the request of SACC and ESF-4, the Plans Section accepted management of a task group established to track federal resources ordered through SACC in support of FEMA’s Community Relations Field Officer operation. The Tracking Unit was staffed by a PSC2 and two RESLs. The unit was given the names of 147 persons to locate and contact. They initially identified about 100 persons who were still actively assigned to the Community Relations Field Officer program, and those persons were tracked until demobilization at the end of their 14-day assignments. The unit was later assigned to track 47 federal resources working on “Trailer Tracking Teams”  (which was also a FEMA operation) and several other miscellaneous federal overhead assigned to FEMA operations. As the work of the unit diminished, one RESL provided additional support to the Plans Section.

Phones, computers, printers, and fax and copying machines were provided by the FEMA Region 4 Headquarters along with IT support. GIS support including plotters and printing was available from the Region 4 ROC. Though generally adequate, a number of problems were experienced with this equipment that adversely affected Planning activities. Those problems are discussed in the Lessons Learned section of this narrative.

The Plans Section coordinated general planning between the IMTs with special emphasis on use and dissemination of the Hurricane Commodities Distribution Tracking database, and development and implementation of a standardized Commodities Tracking Report. The Plans Section assisted with scheduling and coordinating timely submission of this report from the IMTs twice daily to meet the critical information needs of ESF-4 and FEMA Logistics functions.

The Plans Section coordinated the AC/IC and Plans conference calls. The RESL prepared and distributed a daily Action Plan including an Area Command Status Summary. The SITL provided intelligence for daily briefings to the Area Command Team, maps, and informational displays. The Plans Section assisted with preparation of Delegations of Authority, in-briefing and out-briefing materials, contingency planning, and other team support activities.

4.  AVIATION 

Eleven helicopters were assigned to the Area Commands in Atlanta and Florida. (five type 3’s, and 6 type 2’s.) The helicopters were shared and centrally managed by a Florida Air Operations Branch.  On September 17 there were reports of contaminated fuel at Okaloosa so all aircraft were flown into Panama City, FL.  The remaining aircraft (2 type II and 1 type III helicopters) were staged in Jackson, MS until reassigned.  The first rapid needs assessment missions were flown near Pensacola, FL on September 17 with 2 type III helicopters.  On the same day, there were two logistic missions with type II aircraft delivering water and MRE’s in the same area.  

On September 19 FEMA released all of the helicopters assigned to the Hurricane Ivan incident.  However, the Florida Area Command decided to retain them until they were certain that they were not needed in their area.  All of the helicopters were later released on September 21.
5.  LOGISTICS 

The Logistics Section provided assistance for the Incident Management Teams in preparing for deployment from the Atlanta Staging to various assignments in Alabama.  The focal point for receiving and distribution of commodities for Alabama and Western Florida was Maxwell AFB at Montgomery. This facility

was managed by Oltrogee and Sexton IMT’s respectively.

Ordering procedures for Area Command was established through the Southern Area Coordination Center. Ordering procedures for the IMT’s was through the Alabama Interagency Coordination Center (temporarily relocated to the Arkansas-Oklahoma Interagency Coordination Center) during the passage of Hurricane Ivan.

A working relationship with FEMA Logistics in the Regional Operations Center
provided a link with the various ESF’s that had responsibilities in the supply line for commodities and the transportation of such to the various distribution points.

The Logistics Section maintained contact through conference calls, individual calls, and site visits with team Logistics Chiefs and various counterparts in the State Emergency Operations Center, FEMA, and other Agencies.

6.  COMMUNITY RELATIONS

Approximately 150 Wildland Fire Community personnel were provided through the ESF-4 Desk to assist FEMA in their Community Relations efforts.  When it was discovered that FEMA did not have an accurate and immediate accountability system for contacting these personnel, a small Resource Unit was established by the ESF-4 desk at the FEMA Atlanta ROC for the purpose of establishing contact with these personnel.  A PSC2 and 2 RESL’s worked in this unit.  They were also tasked with tracking 5 trailer inventory teams (about 45 people) in 4 states.  Because the unit was co-located in the same room with Area Command, supervision of the unit was transferred to the Area Command.  The unit completed its mission about September 24th and moved to SACC to finalize records and close out their duties.  One of the RESL’s was reassigned to help Area Command’s resource unit and documentation workload from September 18th through the 23rd.

7.  INFORMATION

An Information Officer (Type 2) was assigned to Area Command from September 16 through September 23.  The objectives for information were two-fold:  (1) to provide support to Area Command and (2) to serve as a point person for IOF’s in the field to facilitate the sharing of information both between the IMT’s and key contacts.  

Objective 1 was met by interacting with the Information Section at ROC, providing the Area Commander with copies of briefings from ROC, participating in briefings, developing a set of key messages that was provided to IOF’s and key contacts, conference calls and rumor control.  

8.  ESF-4 LIAISON

ESF-4 LIAISON:  The Area Command Team elected to assign an ESF-4 Liaison to interface with the ESF-4 at the FEMA Regional Operations Center (ROC). The Liaison had extensive experience in FEMA operations at the Regional and National levels.  During this assignment, the Liaison provided an abbreviated training session for one of the incoming Incident Management Teams, the Area Command Team, and community relations team members.  The Liaison was able to explain the roles and responsibilities of FEMA, the significance of mission assignments and action request forms.  The response to these actions are directly tied to legal and financial needs of FEMA and other support agencies assigned to the ROC.  

Recommendation:  The Area Command should consider assigning a liaison because it worked well in this assignment.

9.  COMMENDATIONS

The USFS Region 8 Staff provided excellent support and service to incident management personnel.  Availability of assistance from operations, SACC, safety and incident business management personnel was exceptional.

The assignment of Dan Olsen as agency administrator representative to the Area Command Team was extremely valuable and allowed close coordination, communication and resolution of issues and concerns when needed in a timely manner.

The establishment of the Marietta Mobilization Center was an excellent way to manage the inflow of incident management teams and handcrews.  The Mob Center Management staff was very accommodating and capable in the support they provided.

Personnel, staffing the ESF4 desk in the ROC, were excellent to work with and shared information in a timely manner.  They joined AC/IC conference calls and participated in discussions with FEMA Operations and Logistics as needed.

FEMA ROC was very generous in their accommodations for space needed for the Area Command Team.  Their IT staff assisted in trouble-shooting telephone and computer problems.

FEMA Operations and FEMA Logistics were available for discussions of team assignments and issues and concerns as needed.  Area Command was included in several important conference calls that helped facilitate problem-solving.

The USFS Region 8 Staff made several strategic decisions concerning IMT extensions which was key to assuring there was adequate coverage during peak periods of activity or risk.

10.  RECOMMENDATIONS

USE OF AREA COMMAND:  The use of an Area Command Team in FEMA assignments is a new concept.  Area Command Team 3 was the second of two teams used this hurricane season.  Observations on how Area Command can add value to the overall effort are as follows:

· Area Command, a function of ICS, supports requesting agencies in the complexity and “span of control” issues related to having multiple incident management teams in close proximity.  This tradition role was found to be as appropriate for hurricanes as it is for wildland fire.  Area Command can reduce the workload of the agency administrator by providing an extension of their staff to supervise and coordinate the incident management activities.

· Area Command can provide close interface with Emergency Support Function 4 desk.  This coordination is valuable at either the Regional Operations Center (ROC) or Disaster Field Office (DFO) levels.  Area Command can assist with wording of mission assignment and taskings for IMT’s and assure documentation and information is passed on and implemented within its command structure.

· Area Command can provide coordination and liaison with FEMA Operations and FEMA Logistics personnel at the ROC or DFO levels.  Area Command can serve as advisors on appropriateness of IMT assignments and assist in analyzing situations and determining best options for addressing needs.  This is particularly valuable in the advance planning phases of emergency preparedness. 

· Area Command can troubleshoot issues for IMTs, the ROC or DFO and assist in problem-solving.  For example, by observing the planning process used to determine daily commodity needs, a twice daily reporting process from the Operational Staging Area was determined that met most info needs. 

· Area Command can maintain contact with IMTs to provide intelligence and information back to FEMA at the ROC and DFO levels.  Also, Area Command can keep IMT’s advised of various decisions that may impact their field operations. 

· Area Command can assist with taskings of short duration with specialized task groups to support FEMA or agency needs.  For example, a planning cell deployment to South Carolina prior to Hurricane Jeanne; the cell developed a 72-Hour Plan for FEMA Commodity Distribution.

· Lastly, Area Command can be an advisor on all matters ICS and can provide, when appropriate, facilitated planning and strategy sessions.  This would be appropriate for those ESF’s working together on commodity distribution needs as well as with FEMA Operations and FEMA Logistics staff.

· Recommendation:  Continue to use Area Command for support of the Federal Response Plan, in situations where at least 3 or more incident management teams are required to support the mission or complexity exceeds local span of control.

· Recommendation:  When an Area Command Team is in place, the roles and responsibilities for DFO and ROC should be clarified for all involved.  It is probably advantageous for the Area Command Team to be located wherever the Command and Control function for FEMA exists.

Below are other general issues and recommendations related to this incident assignment:  

· COMPUTERS:  The team had difficulties using the FEMA computer network.  The main problems were working within the firewalls. Also, there were 20-30 network outages sometimes lasting for hours at a time that required the assistance of computer specialists and resulted in delays in preparing documents and accessing e-mail and the Internet.  

· Recommendation:  Set up operations where personal laptops can be utilized or establish a stand-alone computer network for the Team.  This might require having part of the Team located at the ROC and part off-site.  A Platypus computer system could be ordered at the same time the Team is ordered to include notebook computers, printers, fax machines, and networking hardware.  Broadband Internet access is also necessary.

· Recommendation:  Order a Computer Specialist along with the initial order for the Team.  This person, in addition to keeping the computer equipment running, could update and manage the team web site, and provide access to ftp sites.

· TEAM SIZE:  The National Interagency Area Command Teams have an informal agreement with the National Interagency Coordination Center that a total of eight O-numbers can be filled at the time of activation.  This policy has resulted in a solid group of support individuals who are depended on as a part of the Team.  Because the Team was unable to immediately fill or name request its usual support Team members, including Situation Unit Leader, Facilities Unit Leader, Office Manager/Administrative Support and Resource Unit Leader, we felt somewhat limited in our ability to perform to our capability.  

· Recommendation:  Because of the value of experienced support personnel, the geographic area should allow the Area Commander, after consultation with the Agency Administrator, to fill at least 8 “O” numbers upon activation.  This will allow the Team to provide quality service with minimal start-up time.

· COMMUNITY RELATIONS PERSONNEL TRACKING:  The Area Command Team was asked to supervise a group of three people that were tasked by the ESF-4 desk with determining the location of and then tracking 150 people that were dispatched through the wildland fire system and assigned to the FEMA Community Relations project.  While communicating with the 150 people, many serious issues were brought to the attention of this tracking group that should not be duplicated if a Community Relations or similar function is attempted again.

· Recommendation:  FEMA should assign a group to determine how to perform the Community Relations function in a safe, efficient, and cost effective manner.  The use of ICS for management of this function would be a positive approach.  

· TEAM WEB SITE AND E-MAIL:  The Team’s web site is designed to be used for posting information about the Team’s current assignment, providing Team e-mail, and serves as a place where documents can be posted and retrieved.  At the beginning of the assignment, many of the documents on the site could not be retrieved due to technical problems.  In addition, the user interface or the program that the site provider has for sending and receiving e-mail has serious limitations.  It is only possible to send e-mail to one recipient at a time, and to only attach one file.

· Recommendation:  The web site will be maintained and tested on a regular basis, especially during fire and hurricane season. Service provider contract and other options will be reexamined for appropriateness.  

· Recommendation:  The ACTeam should use the www.agencydocs.com FTP site for posting incident documents so that they can be retrieved by IMT’s.  

· Recommendation:  A better e-mail interface should be identified so that the Team’s e-mail address  (acac@areacommandteam3.com) can be used.

· MULTI-IMT IN BRIEFING:  The three IMT’s assigned to the Area Command arrived at approximately the same time.  To be efficient and to minimize impact on Regional staff, a joint in-briefing was done for all three IMTs’ Command and General Staff at the same time.  This not only saved time, but insured that all teams received the same information and had a common understanding of the current situation.

· Recommendation:  Continue to brief multiple teams together when they arrive simultaneously in the same location and their assignments are very similar. 

· COMMODITIES TRACKING:  One shipping hub managed by an IMT was processing as many as 755 truckloads of supplies and commodities a day.   FEMA apparently does not have a system for tracking the shipping and distribution of hurricane relief supplies.  Southern Area IMT’s have developed a Microsoft Access program to do this.  One of the teams on this assignment spent a great deal of time modifying the program in order to generate reports that were required for FEMA planning. 

·  Recommendation:  FEMA should develop a professional-quality software program that could adequately track the shipping and distribution of emergency incident relief supplies and commodities. FEMA has a program called LIM that is used to track the deployment and movement of temporary housing trailers that could possibly be modified for use with tracking commodities.  

· Recommendation:  Until the above software is developed, Region 8 should package the existing Commodities Tracking software and provide it to incoming IMTs for use on hurricane assignments.  An option is to make the software available at an ftp site or on the internet.

· PICTURE ID:  Many of the facilities that were hosting IMT’s, such as military bases and federal buildings, require a picture ID as a minimum in order to enter the facility. 

· Recommendation:  Crews and other personnel reporting in support of this type activity should come with picture I.D.  

· U.S. FOREST SERVICE REPRESENTATIVE:  The U.S. Forest Service assigned a representative from their regional office to interface with the Area Command Team.  This was very positive and worked out well.

· Recommendation:  Continue to assign a representative from the U.S. Forest Service to interface with the Team.

· HELICOPTER USE:  It took several days to get an aviation management structure in place.  The 11 helicopters were ordered and on scene several days before hurricane landfall.  The helicopters first reported to Tallahassee, FL, then in order to avoid the hurricane were moved to Jackson, MS.  Shortly after that they fled to Jackson, TN.  After passage of the storm they moved to Panama City, FL where they flew 6 missions.

· Recommendation:  It worked out well to order and set up the aviation management structure several days in advance of the hurricane landfall and to have it centrally managed.  Careful thought and planning needs to go in to the decision about when to order the helicopters, and where to stage them.

· LENGTH OF ASSIGNMENT FOR AREA COMMAND TEAM:  During this assignment, the decision was made by the region to transfer command from the Area Command back to the region prior to the demobilization of any of the IMT’s assigned to the Area Command and prior to the full 14 days of the team’s assignment.  This decision stood even when it became necessary to extend two of the IMT’s to complete their missions.  The region addressed the ongoing workload by retaining 3 of the Area Command members to assist them in close-out and transition of the IMT’s.  

Recommendation:  Typically, it is beneficial to keep the Area Command through the demobilization phase of at least one or more of the IMT’s in order to reduce complexity, maintain stability and support the host agency during this transitional time of the incidents.   

11.  APPENDICES

APPENDIX -  Mission Assignments
	DESCRIPTION
	ASSIGNED

TO
	LOCATION
	DATE

	-Mgt. of IMT’s in GA and AL


	ACT3
	ATL ROC
	9-15

	-Manage R&D center

-Manage Base Camp

-Manage assigned resources, i.e., crews, overhead


	Lohrey’s IMT
	Baldwin County, AL
	9-16

	-Support LSA’s & Federal staging areas

-Tracking system for assets

-R&D info

-Fiscal mgt. of Maxwell AFB OSA


	Sexton’s IMT
	Maxwell AFB Montgomery, AL
	9-21

	-Manage R&D center

-Manage Base Camp

-Manage assigned resources, i.e., crews, overhead
	Wilcock’s IMT
	Escambia County, AL
	9-21




APPENDIX -  Examples of Commodities Tracking Reports 

Supplies Received and Shipped From Robertsdale

Monday, September 20, 2004

	Item
	Unit of Issue
	Quantity Received
	Quantity Shipped
	Quantity Left on Hand

	Ice
	Truck
	1
	22
	23

	Water
	Truck
	26
	15
	44

	MRE’s
	Truck
	1
	10
	0


	Daily Inventory Status Report

Maxwell AFB – Hurricane Ivan OSA

September 26, 2004 @ 0100 hours 
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	Item Description
	Unit
	Total Received
	Total Shipped
	Received Last 24 hours
	Shipped Last 24 hours
	On Hand 
	Unable to Fill

	50 MAN DFO KIT
	Trailer
	2
	1
	0
	0
	0
	0

	BLANKETS
	Trailer
	3
	2
	0
	0
	0
	0

	CABLES
	Trailer
	1
	0
	0
	0
	0
	0

	COTS
	Trailer
	33
	31
	4
	0
	0
	0

	EMPTY
	Trailer
	371
	289
	12
	43
	70
	0

	FOOD/BEEF
	Trailer
	2
	1
	0
	0
	0
	0

	GENERATOR/AC/TENT
	Trailer
	2
	2
	0
	0
	0
	0

	GENERATORS
	Trailer
	4
	1
	0
	0
	0
	0

	ICE
	Trailer
	666
	660
	14
	54
	8
	0

	MEDICAL
	Trailer
	1
	0
	0
	0
	0
	0

	MRE
	Trailer
	163
	144
	6
	3
	20
	0

	OTHER
	Trailer
	3
	6
	0
	0
	1
	0

	PORTA POTS
	Trailer
	1
	1
	0
	0
	0
	0

	RADIO, PORTABLE
	Trailer
	1
	0
	0
	0
	0
	0

	TABLES/ICE CHEST
	Trailer
	1
	0
	0
	0
	0
	0

	TARPS (NON SPEC)
	Trailer
	4
	6
	2
	0
	0
	0

	TENTS, 4-8 PERSON
	Trailer
	1
	0
	0
	0
	0
	0

	WASH KIT
	Trailer
	2
	2
	0
	0
	0
	0

	WATER
	Trailer
	326
	307
	0
	16
	35
	0

	TOTAL
	
	1586
	1452
	38
	116
	134
	0


The received and shipped data is processed at a different time than the on hand trailer count is conducted which causes number discrepancies.   Physical inventories conducted by DOT @ 1500 and 2400.

	EMPTY TRAILER

INFORMATION


	DRY VANS W/O POWER

	29


	REFERS W/O POWER

	2


	DRY VANS W/POWER

	2


	REFERS W/POWER

	37


	STRAIGHT TRUCKS

	0
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