HURRICANE DENNIS - MAXWELL AIR FORCE BASE 

FEMA MOBILIZATION CENTER 
California Interagency Incident Management Team #1 
INCIDENT NARRATIVE – 7/09 – 7/21/2005
NARRATIVE SUMMARY:

INCIDENT COMMANDER
Mobilization:

California Interagency Incident Management Team 1 (CIIMT#1) was mobilized on Saturday, July 9 to the Southern Area Coordination Center (SACC), Atlanta Georgia, to support the Federal Emergency Management Agency (FEMA) response for Hurricane Dennis mission assignment.  Ray Johnston, ESF-4, was assigned to the IMT as the FEMA Liaison.  CIIMT#1 team members departed from various west coast airports on commercial flights arriving in Atlanta on Sunday morning, July 10.
CIIMT#1 received an in-briefing from Joe Ferguson, Assistant Director for Fire and Aviation Management, and SACC personnel at 1300 hours.  Joe Ferguson issued a delegation of authority, which identified a mission assignment for managing a multi-state staging area at Maxwell Air Force Base in Alabama.  Additional team preparation following the in-brief included defensive driving training and forklift certification.  SACC provided the IMT with items of emphasis that included the necessity to be “flexible.”  We were advised to start negotiations/communications as soon as possible with FEMA and to get everyone to work as an effective team.  Other agencies and contractors involved in the response effort included: Department of Transportation (DOT); U.S. Army Corps of Engineers (USACE); State of Alabama, Emergency Management Agency and Alabama National Guard, truck contractor for DOT (Landstar), ice contractor for USACE (International American Products – IAP), National Forests of Alabama, and military personnel at Maxwell AFB.  The IMT was advised the assignment was for a “response and NOT recovery.”
Hurricane Dennis made landfall during Saturday night, with the eye of the hurricane passing near Mobile Alabama.  Team members left Atlanta Georgia at 0500 on Monday, July 11, and arrived at Maxwell AFB at 0700 central time.  The situation at Maxwell AFB base upon arrival revealed little apparent hurricane damage at or near the site.  Several FEMA personnel where working to establish an Operational Staging Area (OSA) on the airbase flight line, where a number of tractor/trailer units were already staged.

During the course of the first day, several hundred tractor/trailer units loaded with ice, water and other commodities checked-in to the staging area for deployment.  Over the next seven days, the number of trailers loaded with emergency supplies increased to 545, and the number of emergency workers and truck drivers exceeded 700 personnel assigned to the staging area.  During this time several hundred tractor/trailer units were dispatched to counties in Alabama affected by Hurricane Dennis, or redeployed to Fort Worth Texas in preparation for Hurricane Emily.

In review, the mobilization of CIIMT#1 was either too late to effectively participate in the preparedness phase of the Mobilization Center, or the mobilization of the commodities was premature.  Maxwell AFB personnel reported that they were contacted by a FEMA Region IV representative on July 6, that their intent was to standup a Mobilization Center at the base, and an incident management teams had been ordered and mobilized.
In the absence of standard operating guides, Ray Johnston was invaluable in guiding the CIIMT#1 and the Mob Center Management Team to a successful mission by utilizing his vast experience and communicative skills by offering recommendations and suggestions.  
Cooperators:

The stated mission assignment for CIIMT#1 was to report to the Staging Area Manager, and assist in the management of the OSA at Maxwell AFB.  Unknown to CIIMT#1 upon arrival was that the OSA was co-located with a Mobilization Center.  There was a great deal of confusion as to organizational structure of the two operations, and the corresponding roles and responsibilities.  Some key Mob Center Management Team (MCMT) personnel had no previous experience in the positions they were assigned, and there was little evidence that an interagency in-brief had occurred prior to the arrival of CIIMT#1.
It was very apparent that the first CIIMT#1 priority was to draw the MCMT agencies into an integrated/unified organization, and to implement a coordinated communications, planning and briefing process.  This effort was handicapped due to the situation of being “under fire” by the steady stream of tractor/trailer units checking in, pressure from the Alabama Emergency Management Agency representative to quickly mobilize supplies to affected communities, and the need to address un-reconciled security and operational issues at Maxwell AFB.

The unified organizational structure provided the platform to improve the efficiency of the operation.  Incident objectives were established, and MCMT participated in planning meetings and briefings; integrating their personnel in support of the stated objectives.

Due to the lack of timely information regarding incoming and outgoing commodities, overall operations were largely reactionary.  The unified organization provided the flexibility to react to changing priorities and assignments as they materialized.

· FEMA – Lead MCMT agency, little evidence of command and control capability which contributed to an information deficit.

· US Army Corps of Engineers (USACE), had good internal direction and processes, worked well with others under unified command.

· Department of Transportation (USDOT), good cooperators and communicators, worked well under unified command.

Local Support:

· Maxwell Air Force Base (USAF) - established and communicated standards to be met, provided a liaison (Lt Layton) that provided sound and ongoing communications and feedback. In addition, Master Sgt. Curtis Strickland was assigned to interface with FEMA/IMT and the other agencies.  His role was to maintain relations and to help coordinate Air Force assistance.
· Southern Area Coordination Center (SACC) – provided in-briefing with tangible benefits.

· Alabama Interagency Coordination Center (AICC) – received and filled resource orders in a timely manner.

Agencies:

· Alabama Emergency Management Agency (AEMA) – involved in commodity needs assessment and coordination, short-term involvement with Maxwell Mobilization Center, political pressure for rapid action created tension at the base.

· Alabama National Guard – involved in receiving and distribution at the community level, short-term involvement with Maxwell Mobilization Center.
SAFETY
General Overview:
SOF1, Jennifer Boyd and SOF1 (T) Marty Hamel met with Jim Spano, the Safety Officer for Forest Service Region 8 Fire and Aviation Management.  During this meeting, Boyd and Hamel received information on safety issues likely to be encountered.  In order to comply with R-8 driver’s license requirements, Spano conducted a defensive driving course for non-federal team members, and issued these individuals Govt. licenses so they could operate government leased vehicles during the assignment.
Accidents/Injuries:
No chargeable accidents or injuries occurred while CIIMT #1 was assigned to the center.  There were however, two minor lacerations to employees of the U.S. Army Corps of Engineers, as well as one case of minor heat stress to another Army Corps member.  A vehicle rented by a team member suffered slight damage from an unknown cause.  It was discovered to have a broken tail light lens after being parked in one of the base parking lots.

Medical:
There were no recorded medical visits associated with CIIMT # 1 or personnel directly under our control charged to the incident.

Public Safety:
Public safety and safety of military and civilian personnel on the base was addressed in a number of ways.  A traffic plan was established to control truck movement; to keep all incident vehicles off of the active flight line; to maintain safe speed limits; and to minimize impacts to the base.
Incident Personnel Safety:
The active military base presented numerous safety challenges and issues. Military policy and guidelines concerning the FEMA operations and their interaction with normal base ops was coordinated through military liaison Master Sgt. Curtis Strickland.   Curtis was invaluable in keeping the FEMA Mobilization Center in compliance with and adhering to all base policies.  Lightning warnings were almost a daily event requiring personnel to take shelter in vehicles or trailers, warnings were received from the base meteorologist through base Ops desk.  The team adhered to the 2:1 work ratio, promoting the prevention of fatigue related accidents is always a priority.  Heat, humidity and dehydration was always a concern, but was mitigated by stressing fluid replacement in daily briefings.  A warehouse truck loading operation located in a congested portion of the base was scheduled on a weekend to avoid traffic impacts near one of the base’s main entrances.  All personnel assisting with truck parking or check-in were required to wear high visibility vest while in the parking area. No known safety related issues have been left unresolved.

INFORMATION
CIIMT#1 Information Officers, Chuck Dickson, IOF1 and Margie Clack, IOF 1 (T) attended initial incident briefing with Southern Area Command Center (SACC) on July 11, at 1300 hours in Atlanta, GA..   Joe Ferguson, Assistant Director of Fire and Aviation Management, Region-8 provided a briefing on the role/mission of CIIMT#1 in support of FEMA’s Hurricane Dennis Response.
FEMA requested no media attention to the Mobilization Center.  In a phone contact with Major Bottemiller, Public Affairs at Maxwell AFB, they also requested no media attention to the Base and the FEMA operations.  They preferred to handle all external information without input from the CIIMT#1 Information Officers.
The Information Officers attended daily conference calls which included FEMA employees in Washington, Florida, Alabama, Mississippi, Texas, located within FEMA’s Region 4, 6, and 8.
Each day Information Officers provided a special message for distribution to the truckers and field operations personnel managing the Staging Area.  As an example, for nearly a week, the Base provided feeding arrangements and shower facilities for the truckers.  Buses were used to transport the drivers to the Base restaurant and shower unit at specified hours during the day.  When arrangements changed to feed and shower off base on Thursday, July 14, the Information Officers boarded the buses to announce the change in services.  Announcements were also made over the CB radio Channel 19, but it was not effective.  By boarding the buses, any concerns or issues relayed to the Information Officers could be passed on to the Contract Liaison, FEMA, USACE or appropriate CIIMT#1 member.

Throughout the incident, photos were taken of the airfield/staging area, mobilization center, and base warehouse for documentation.  This included pictures of the trucks on the tarmac, supplies, equipment, and the various operations the team conducted to assist FEMA in tracking assets and Staging area security.

Prior to the close-out of the incident, the information section gathered input from FEMA, DOT, USACE, Maxwell AFB, CIIMT#1 members, and personnel from Operations and Security, to prepare “Recommended Operational Guidelines for FEMA Mobilization Centers” for any future MOB Center activations at Maxwell AFB.
One or two Information Officers were sufficient for the assignment.
OPERATIONS
Ground Operations:

General Overview:
The mission assignment for the Operations Section was to plan, develop, and operate a mobilization center located at Maxwell Air Force Base. The Operations Section was also tasked initially with assisting the check in/check out process. This was a 24 hour operation with trucks arriving with commodities for supporting Hurricane victims.  The operations section was organized for day and night operational periods.  This was in conjunction with doing inventory checks on the trucks and trailers.  On 07/17/05 the Operations Group was tasked with cross loading trucks with commodities from owner operator trailers to FEMA leased trailers.  This task was accomplished over three operational periods.  During both of these tasks the Operations Section was assisted by a Alabama Forest Service fire crew who did an outstanding job and completed every task they were assigned.  The crew also provided logistical support in the form of ice/water to the 500+ truck operators and support staff at the center.  All of the tasks were completed with a focus on safety and no injuries or lost time occurred during the assignment with either the crew or members of the IMT.  There were no significant events that occurred during this assignment which impacted the Operations Section. 

Air Operations:
There was no Air Operations associated with this mission.

Agencies/Cooperators the Operations Section was involved with at the mobilization center:

· FEMA

· US Air Force

· Army Corps of Engineers

· Department of Transportation

· Landstar Trucking Company

PLANS
In-briefing:

The plans section received a limited delegation of authority at the briefing at SACC.  The briefing was limited to general information on hurricanes and the south, but was lacked specific information to Maxwell AFB.  During the briefing it was mentioned that the documentation packages for Oltrogge’s and Sexton’s Teams from their 2004 deployments to Maxwell were stored are the Regional Office.  Plans Section Chief Gordon Martin, Resource Unit Leader Heather Newell, and Liz Kinney (SACC Finance Chief) went over to the RO and located various documents that might be useful to CIIMT1 during their deployment.  Upon arrival at the Maxwell Mobilization Center the plans section shadowed the resource tracking being done by FEMA. CIIMT#1 took over data entry to the spreadsheet used for tracking resources located in the FEMA motor homes. Later that night the operation was moved into the US Army Corps of Engineers (USACE) Deployable Tactical Operations System (DTOS) trailers along with plans.

What went well: The USACE DTOS trailers were an invaluable asset and should be considered for use during all such assignments.  The use of personnel from other IMT sections enabled the Plans Section to function even though it was operating short staffed.  Operations and Finance contributed personnel for data entry and check-in.  The Air Attack Group Supervisor served as the Deputy Plans Section Chief and the Operations Section Chief designed the final version of the resource-tracking database.

What could be better: CIIMT#1 arrived a few days into the incident and had to play catch-up with the resources on hand.  Future teams should be ordered earlier in the incident so that they can establish methods and procedures from the beginning.  Narratives and AAR’s from previous years should be readily available at the in briefing for future teams being deployed in the region.  The information from all the teams from the 2004 hurricane season was condensed into one document and was useful.  FEMA should develop a standardized resource-tracking database.  Each team and mob center seems to create its own spreadsheet/database on the spot. This leads to poor information tracking and frustration on the part of the data entry recorders. All incoming resources needs to be checked in and checked out at one central location to avoid duplication and ensure a timely and accurate database.
Resources Unit:

The Resources Unit was tasked with tracking all of the commodities and trailers.  FEMA had already started a database and showed us how they were checking trucks/trailers in, the procedures that needed to be followed for signing trucking paperwork, and how their database worked.  FEMA had two motor homes on site with a computer set up and a very small copy machine.  
There were several different agencies and contractors tracking their commodities and trailers.  US Army Corp. of Engineers had been tasked with tracking “ice”.  They had a contractor, IAP, doing the same thing.  The USACE kept their own database and had to because they had to make sure the IAP was meeting their contract.  We were co-located with them and we tracked the “ice” trailers together and that database was good throughout the incident, since we could cross check easily.  IAP kept its own files with the same information.  Only the USACE could sign the trucking paperwork for the “ice”.  DOT and Landstar were tracking all other commodities and trailers.  They kept their own files and gave us the information several times throughout the day.  They were not co-located with us and didn’t want to.  We could sign the trucking paperwork for all other commodities.
There are several different numbers on trucks and trailers that was confusing and misread.  This caused a lot of trouble with the database.  This led to several days of looking for trailers, trucks, serial numbers, reinventing tracking systems, and physically looking for and counting trailers daily.  There were also different agencies with their own check-in locations asking for the very same information we were.  Several copies of the trucking paperwork had to be made when the trucks check-in.  FEMA took all the truck drivers check-in paperwork each day.
FEMA asked for commodity/trailer numbers several times during the day and night.  When a lot of vehicles were moving, they wanted to know by the hour, especially if they were leaving.  After several days, we decided that an incident number should be assigned to each trailer and started a new database with only verified commodities and trailers on it.  This worked very well for the last two days of tracking.  We placed the number on the trailer on the driver’s side, where everyone can see it.  The new database tracked: commodity, Incident ID number, trailer number, current tractor, arrival date, arrival time, quantity (#), breakdown (lbs.), weight (lbs.), comments, departure date, departure time, destination, tasker, verified or not.

We got the truck, driver’s name, and cell phone number from the truck drivers.  This information should be tracked but the drivers and trucks come and go all the time.  We stopped recording all coming and going and changing of the truck drivers.  The important thing is tracking the commodity and the trailers.

Recommendations:

· One check-in and check-out location.

· A copy machine is needed immediately.

· An “incident number” is put on each trailer for easy tracking.  Gray tape and a black marker is all you need.  Place it on the trailer, on the driver’s side.

· Make a copy of the trucking paperwork to be kept at check-in.

· Try to get the other agencies and contractors to co-locate for easier check-in and tracking.
· Have everyone print information clearly.

· Use the Army Corp. of Engineers DTOS trailers whenever possible

Documentation Unit:

Liz Kinney presented CIIMT#1 with the Incident Records Management Guidance for the 2005 Fire Season and told the team that this was the outline they were to follow.  The documentation package was initiated by Plans Section Chief Gordon Martin then maintained by Situation Unit Leader Todd Edwards.  It should be noted that the records package was designed for fire documentation but with some small changes could be made all-risk.  A list of suggested changes to the package will be forwarded to the appropriate contacts.
Situation Unit and Weather:
The Situation Unit consisted of Situation Unit Leader Todd Edwards and GIS Tech. Alfie Blanch. PSC Gordon Martin gave the unit an initial briefing of the primary objectives along with critical time frames. The unit was set up in building # 843 along with other team units.

The primary objective for the Situation Unit was to provide timely maps and displays of the MOB Center and adjacent facilities. The unit kept accurate information for continued updates of the ICS 209 and submitted the documentation on a 24-hour schedule to the Alabama Interagency Coordination Center. In addition, the unit kept timely weather updates and current tracks of the forecasted hurricanes that had potential to impact the Gulf region states.
The Situation Unit had several contacts at the MOB Center that assisted with obtaining necessary data and aerial photos of the site. Lt. Colonel Estock and Terri Baker were vital contacts that arranged for this data to be collected for our needs. Alfie Blanch CIIMT #1 (GIST) was able to contact the Alabama Interagency Coordination Center (contact - Kathy Cline) and arrange the use of their GIS equipment at their facility. This equipment allowed the unit to produce high quality maps and diagrams that proved to be very important to the overall planning process of the incident.
Demobilization:

A demobilization plan was completed with coordination between the CIIMT#1 team and the Alabama Interagency Coordination Center. Due to the small number of individuals ordered for the incident, a Demob Unit Leader was not ordered.  Instead the Demob function was handled by the Finance Section and the Supply Unit.  The Finance Section printed the ICS 221 Demobilization Check out forms out from the I-Suite database and the Supply Unit Leader contacted AL-AICC with the information and flight requests.

Computer Services:

The I-Suite database was used to track personnel time and cost estimates using laptops brought by team members.  The base provided support to help us connect to their Local Area Network which gave us high speed internet access.  The National Forest of Alabama office allowed us use of their plotter.
LOGISTICS:
General Overview

On July 11, 2005, CIIMT# 1 assumed control of the facilities from FEMA and U.S. Army Corps of Engineers at Maxwell Air Force Base.  The role of Logistics was to provide all facilities and logistical support for all incident personnel. The Facilities Unit consisted of one Facilities Unit leader, 1 Base/Camp Manager, a 10 person camp crew, 4 Security 1’s, and 4 Security 2’s.
Facilities:
The Unit was in charge of 24 hour security at military gates.  We used buses to transport the truck drivers to town to eat, shower, and use laundry facilities.  FEMA and the command team used fixed military offices for base operations.  An Air Force run way was utilized for parking over 500 trucks and trailers.  Operations used a warehouse on the base for moving commodities from trailer to trailer.  Patterson Field, the local baseball stadium, was used for the showers. One major problem was ordering emergency rental equipment due to the fact it wasn’t available in the Southeastern states.

Ground Support:

The ground support unit was responsible for the fueling of all refrigerator vans, generators, light towers and support vehicles.  The fueling arrangement was in place and set up by FEMA prior to the team arriving and we just continued using the Air Force base fueling.  We were tasked with dealing with any hazmat spills and keeping the runway free of any oil or diesel spills.  The Maxwell Air base has agreed to dispose of all hazardous wastes collected at end of incident.

Two main problems were encountered while on the incident.  FEMA was not tracking the fuel that was being dispensed.  When they realized it 4 days later there was no way to retrieve the information.  The other major problem we had was being able to keep 500 truck and trailers from leaking oil on the runway.  We tried to put pans under the leaking trucks but it was nearly impossible to keep up.  We had several hundred pans out at times and created a large amount of waste.  It takes several people working two shifts to keep up with these tasks.
Medical:

The medical unit was tasked with creating a medical plan that would support the incident.  The plan was established and emergency medical procedures were adopted by medical and safety.  The medical unit was tasked with providing basic medical needs to all except the private contractors who had there own insurance.  The medical unit leader was a paramedic and provided advanced life support availability knowing that this was a federally declared disaster and would be able to operate to his highest level of license.  A courtesy call was made to the Alabama Department of Health Services letting them know that he would be operating as a paramedic.  No major medicals were reported, but heat exhaustion was prevented by constant urging to drink water and Gatorade.  Supplies needed included: Wide brimmed hats with ventilation, medicated body powder, sunscreen, and lip balm with sunscreen.

Supply:

The supply unit was tasked with supplying all needs for the operation at the airbase.  We supplied FEMA, Army Corp. of Engineers, and all other agencies with their needs.  Some items such as showers, caters, water trucks, and fuel are not available in the South.  We worked very well with the Buying Team and Procurement.  Expanded Dispatch worked very hard to help us.  Total spent on supplies was just over $15,000.00.
Communications Unit:

Communications on the incident consisted of: agency cell phones, airbase phone system, and the Nextel system.
What could be better: Need to have a command general staff meeting with all organizations that are tasked with jobs on the incident when all organizations are represented to agree on which organization is going to do what tasks.  Need to preorder such things as portable toilets, water, camp crew, garbage dumpsters, fuel tenders early on.  Need to park commodities in different locations and give each trailer a unique identifier.  Also there is a need to collocate check in and checkout.

FINANCE:

General Overview

Finance was responsible for tracking mission related costs, purchasing products, services and contracts along with timekeeping for the team and extended personnel supporting our operation.  We were supported by a National Buying Team (Kathy Griffin) for 3-4 days and then we released the Buying Team back into national rotation and assumed those responsibilities as the incident procurement needs declined.
Finance personnel also supported the Demob, Ordering, Computer Technical Specialist, and Resource Status Check-In units throughout the incident.

Cost Unit:

Costs for this incident were estimated using the ICARS module of the I-Suite database.  Estimates include salary and support costs for team members and other overhead personnel.  Also included are estimates for purchases made by the buying team or team members in support of our assignment or at the request of FEMA.

The Weekly Cost Summary Report and the Total Cost Graph are included as attachments reflecting total cost estimates for the incident.

Obligation accrual reports were generated and submitted to the Incident Payments Center in Ogden, Utah.  The I-Suite database for this incident will be uploaded to the I-Suite Repository.  There were no unresolved issues pending.

Procurement Unit:

Only one EERA was prepared and signed for a water truck.  The minimal equipment rented was entirely logistics related including toilets, lights and vehicles.  A total of 80 orders were placed and many were handled by the buying team.  Working with the FEMA Contracting Officer was very smooth.  Many of the orders were filled and paid for by the FEMA Contracting Officer once he was in place 4 days into the incident.  These orders were not tracked by CIIMT #1.  Several orders placed were cancelled after the contractors had mobilized equipment due to a lack of advance planning by FEMA in implementing daily plans or continually changing the plan.
Time Unit:

Provided timekeeping for the team and extended personnel supporting our operation which accounted for approximately 75 personnel.  We checked in the resources using ISUITE (IRSS) and posted daily crew time reports in ITS.  We ensured that all resources we had responsibility for were in compliance with the 2/1 Work Rest guidelines and documentation to justify excessive hours is on file for those exceptions.  We completed the FSLA-5 Activity Record for all CA local govt fire department folks and sent the original home for submission with the department’s reimbursement billing package.  Also, sent a courtesy copy to the Incident Financial Services group in Camino, CA.

Compensation/Claims Unit:

There were no injuries or claims that were reportable on this incident.  A couple of minor injuries happened with the Army Corp of Engineers which they were responsible for.
APPENDIX:
· Cost Analysis charts and graphs

· ICS Incident Status Summary (ICS 209)
· Incident Transition and Demobilization Plan
· Maxwell AFB Hurricane Mobilization Center Recommended Guidelines for FEMA Incident Management

