Hurricane Katrina
New Orleans Fire Department Unified Command

AAR Rollup - Lessons Learned

Pacific Northwest IMT 3

1.  MOST NOTABLE SUCCESSES AT THE INCIDENT

· Unified Command:


Incorporating the Fire Department of  New York (FDNY), Illinois Mutual Aid Box Alarm System (MABAS), Montgomery County Maryland, New Orleans Fire Department (NOFD) and Pacific Northwest Team 3 into a unified command structure facilitated effective use of resources. This action also provided All Risk ICS training for all personnel involved. FDNY personnel, having had ICS training and previous shadow experience, enhanced the implementation of unified command. Utilization of fire department personnel mixed with IMT members at the command, general staff, and unit leader level provided the depth of knowledge to manage a very complex incident.
· The hurricane evacuation/shelter plan was well researched and developed.  Local expertise in the FEMA Hurrivac program provided a good planning tool and real-time monitoring of the situation. Implementation of the shelter-in-place plan was successful with Hurricane Rita.
· IMT Operations personnel were assigned to provide logistical and planning inputs and coach/mentor fire service personnel in their ICS roles.

· IMT operations personnel were divided effectively between logistics, operational support and EOC liaison roles. 
· IMT personnel who are experienced ICS trainers were able to teach and coach the ICS functional positions to fire department personnel on the job while maintaining incident operations.
· Utilization of the local government fire service’s all risk expertise to identify urban disaster related safety issues in a dynamic environment and develop mitigations using the ICS 215a process.  

· Exchange of information between wildland and structural personnel was very beneficial in managing and supporting an all risk incident.  
· The incident served as an opportunity to field test the simple 3 template Web program on Activefires.net, utilizing the Microsoft word program, allowing an information officer with little or no web experience to post a web page.    
· Early recognition, by the IMT, of the need to assist NOFD with the operational period planning process and, strategic planning, to achieve the logistical mission assignment.  
· The IMT provided leadership and assisted in the development of an exit strategy for the federal and out-of-area mobilization resources which included a turn back standard and the development and training of an interim ICS organization structure for NOFD.
· Assisting NOFD with developing a FEMA mission request to connect them with the US Fire Administration for assistance with long-term strategic planning and recovery.  
· The entire Type 1 IMT was fully utilized on this assignment. It served as an excellent example of how an IMT can successfully be used to support the Emergency Support Function 4 in an urban fire mission assignment.

· The HRSP position was utilized and accepted by structural agencies.      

2.  MOST DIFFICULT CHALLENGES FACED AND HOW THEY WERE 
OVERCOME
· Processing orders through the city Emergency Operations Center (EOC), state EOC, and JFO was not effective. Tracking of resource order status and confirmation of orders seems to be lacking in the Tracker system. (Too many cooks in the kitchen and no lead chef.)
· Placing an IMT liaison in the city EOC facilitated resource order processing, tracking, and problem solving. FDNY/NOFD placed personnel in the state EOC to assist with order processing. The system was still not efficient or dependable.   

· FDNY’s IMT had considerable difficulty obtaining basic logistical support through the EOC/Emergency Mutual Assistance Compact (EMAC) process. EMAC is a state to state mutual aid system administered by the National Emergency Management Association (NEMA).
· Obtaining a FEMA mission tasking through ESF assisted in obtaining base camp support but was still a challenge logistically due to the very limited mission tasking.

· Fire Service Resources with different shift schedules impacted planning and operations. This was addressed by listing all assigned resources in the plan by their shift within a Division or Group 204 and multiple operational briefings.

· Obtaining full unified command and involvement was a challenge. It took time and continued coaching and mentoring. This improved greatly over the duration of the incident.

· Tracking incident costs was a challenge because not all of the assigned resources were ordered and therefore tracked under the same system. Example EMAC vs. FEMA. We overcame this by tracking these costs separately on spreadsheets for each and we used ICARS for the ESF4 federal agency resources.
· Unified command organization struggled with fully implementing a pure ICS structure due to structural fire agencies retaining parts of their traditional rank based organization causing duplicate efforts. 
· Patience and incremental coaching and instruction helped lead personnel to more effective use of ICS in the unified command concept.

· Structural fire agencies have different guidelines than the wildland fire community (safety). Terminology, organizational titles & duties, standard operating procedures, tactics and accepted conduct differed among the various fire departments.
· Identification of differences, defining terms, and arriving at common definitions and operating procedures provided consistency among the fire departments.  
· Utilizing the fire service personnel in the operational and safety leadership positions with an IMT counterpart as an ICS coach/mentor worked.
· Establishing a fully functional ICP in a disaster area of the scope and magnitude of this incident in which entire infrastructure, public services and private businesses are disrupted.
· Provide all IMTs with a standard 72 hour support kit as was done in Florida last season. Utilization of cell phones, satellite phones, and radio equipment brought with the IMT provided interim communications systems. (Note that this critical equipment is not approved for reimbursement of cost or included in IMT weight limits). Patience, improvising and adapting were the keys in maintaining operations. 
· Interoperable communications was an issue. UHF, VHF and 800 MHz were all used by the responders. The issue was overcome with FDNY Mobile Communications unit which had an interoperable JPS radio interface system.
· Garbage service to maintain health and safety at the ICP, fire houses, and forward staging areas was performed by the IMT.
· Fuel supply was inconsistent and frequently short. The Military was initially managing it. The IMT overcame this by using a fire service fuel truck and obtaining permission to receive, deliver and manage our own fuel from a local refinery. 
· Inconsistent military delivery of fuel was overcome by procuring fuel from a local refinery and utilizing a fire department fuel truck to haul and distribute.
· Lack of operational control over assets made for a longer than usual transition for Plans, Safety and Logistics. This was overcome by improving communications with the fire service unified command personnel and becoming familiar with the terminology and operations. We also utilized fire service personnel in these ICS positions shadowed by their IMT counterparts. Building of relationships with fire department personnel and defining roles of IMT members outside of traditional responsibilities resulted in effective operations.
· Mix of FEMA, national wildland and EERA contracts complicated administration.
· Modifications on some EERA contracts were negotiated to better fit the mission and provide cost savings. Existing national wildland fire contracts were favored due to familiarity in administration, specific contract specifications and ability to directly procure.
· Large rotations of FDNY and Illinois MABAS personnel and their supporting overhead throughout the duration of the assignment.

· Since each fire department rotation had a short management team staff assigned, the platoon rotations were managed using a modification of the standard wildland agency transition plan process. The incident was in perpetual transition requiring good communications and planning.  
· Armed security for facilities, forward operating locations and incident responses.
Overcome by ordering in federal LEOs and working with the military and various law enforcement agencies in the area performing other missions. Note: Each had a limited area of operations which did not encompass the entire New Orleans Fire Department’s area of operations. The lack of unified command with law enforcement complicated this effort. 
· Aviation Safety was a challenge because operational control and support was not assigned to the IMT. The NOFD had 5 helicopters directly assigned to them by FEMA with aviation support at the airport provided by another IMT. We overcame the challenge by coordinating with the IMT providing aviation support and integrating the NOFD aviation safety, operations and communication information into the IAP’s 220 form.
· The lack of available logistical personnel due to heavy demand nationally was overcome by IMT personnel being assigned to non-traditional roles in logistics and/or dual roles.
· There was a lack of familiarity by our traditional RCDM with some of the equipment such as Haz Mat, Decon, Rescue Equipment and structural PPE. We assigned fire service personnel to assist RCDM.

3.  WHAT CHANGES, ADDITIONS OR DELETIONS ARE RECOMMENDED TO TRAINING?
All Public Safety agencies need to place emphasis on basic ICS NIMS training and implementation. Fire departments fielding incident management teams need to have Command, General Staff and Unit Leaders complete S-420 or the US Fire Administration Command & General Staff and Type 3 IMT courses which are equivalent to the NWCG courses.  It is further recommended to provide these Incident Management Team personnel the opportunity to participate with or shadow wildland IMTs. The shadowing and on-the-job opportunities appear to have the greatest positive effect on individual performance.
We should consider how we can maximize the experience and knowledge of the fire service personnel in support of these all risk incidents by structuring the training and mentoring on the required skills and knowledge vs. traditional NWCG course and task books. Basically they have the technical and tactical skills but need training and mentoring experience in managing and supporting multi-operational period incidents in a unified command environment. This issue needs to be a consideration for the NIMS Integration Center. 
More guidance and training for Emergency Support Functions on mission assessment and tasking to ensure the mission tasking is packaged to meet customer needs.

Recommend all emergency response agencies at local, state and federal levels adopt, train and qualify personnel to fulfill their responsibilities at the EOC and the incident levels. The training should include the use, support and management of IMTs and their relationships with the EOC.

4.  UNRESOLVED ISSUES
· The USFS as lead agency under the NRP for ESF4 needs to be prepared to fully support urban fire service needs in disasters under the NRP.

· The FEMA ESF-4 Mission Assignment did not adequately address the scope of support required by NOFD for the unified command operation. The JFO did not fully recognize or provide the level of ESF 4 support required by New Orleans Fire Department. 
· Area Command needs to be elevated at least one level to be effective at the JFO. The ESF-4 is being tasked by several other ESFs. Area Command should be elevated at the JFO to assist in prioritizing and determining which tasks are assigned. They should also have the determination of the type of resource to be assigned. Tasking performance objectives and an exit strategy which includes turn-back standard needs to be part of this process. 
· Safety Managers at all levels of ESF-4 did not have a clear grasp of the safety issues encountered on all risk assignments. Recommend bringing in the necessary SMEs to augment this effort in the future. 
· Lack of a clear command and control function and timely decision making within the FEMA JFO and City/State EOC complicated emergency workers fulfilling their duties with adequate support. 
· Lack of contracting, purchase authority and fiscal management support from FEMA hindered timely cost effective procurement and facility-use agreements.
· The lack of standardized resource typing and a resource status/ordering process within EMAC complicated and delayed resource ordering and logistical support.
· The lack of coordination and support within the NRP and FEMA for EMAC ordered resources required multiple resource ordering processes.
· There is a need to provide timely command and control support within the local EOC.
· Area Command needs to be elevated to a higher level within the JFO organization and facilitate the use of MAC, NIMS ICS within the JFO.
· Develop and utilize a complexity analysis for the tasking of LMT, IMTs and Area Commands.
· FEMA currently is not structured effectively as a response organization. A commodities and distribution warehouse system doesn’t respond – people do. They analyze the situation, determine what’s needed and quickly mobilize appropriate resources and support to save lives and property. Response organizations build rapidly from the bottom up. This requires a Command and Control element at every level that is currently lacking in the current NRP.
· The NRP concept that local and state government will have the capacity in a disaster to analyze the situation, determine a plan of action, order the correct resources and manage and support them effectively is fundamentally flawed. All too often they are the victims, their infrastructure is damaged or destroyed, they are understaffed, and desperately in need of Incident Management and Resource Coordination assistance.
· Difficult to effectively implement R&R in a disaster area. Back to back hurricanes, security, health and safety issues, long drive times to a safe area, lack of housing and vehicles, limited IMT staffing and a 24/7 emergency service operation made this a challenge.
· Radio interoperability issues on multi-jurisdictional assignment. Infrastructure damaged. No common system allowed use of participating fire department communications equipment and no common frequency with other public safety agencies (EMS, FIRE, Police, etc.).
· 72 Hour self-sustaining kit not available and did not have procurement authority upon arrival to construct a kit for the team.
· IMT flight weight remains unresolved issue due to the heavy dependence on computers and communications equipment such as satellite phones and radios in these disaster situations. Recommend increasing IMT flight weight standards to reflect the additional equipment.
· The use of multiple ordering systems (EOC, EMAC, JFO based ESF4, buying teams) complicated resource tracking, and demob. We need a single point ordering system for disaster response.
