THE NATIONAL RESPONSE PLAN
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THE NATIONAL INCIDENT COMMANDER/AREA COMMANDER GROUP
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ISSUE:
THE NATIONAL RESPONSE PLAN LACKS SUBSTANCE

The National Response Plan (NRP), in its current form, provides a good outline but lacks the substance necessary to provide the basis for an effective emergency response to a National Disaster.
FINDING: 
· The plan relies on broad categories of Emergency Support Functions (ESF’s) and Concept of Operations that need to be expanded to more clearly define roles, expectations, and responsibilities, especially as they relate to ESF-4.
RECOMMENDATION:

· Broaden the scope of ESF-4 to include incident management coordination and planning.

· Clearly define how Urban Fire Services will be mobilized and supported under the ESF-4 to meet urban fire fighting responsibilities.

· Include an ESF-4 liaison to integrate with the ESF-5 function to improve broad coordination and problem solving at the Joint Field Office.
· Improve required coordination of all ESF functions with non-governmental organizations and the military.
· Work in a unified, coordinated manner at all levels by adopting regularly scheduled planning meetings between ESF’s with common missions to develop a daily plan of operations and improve communication.
· Define and refine what ESF-4 support is to other ESF functions in the Concept of Operations.  
FINDING:
· The plan relies on local response with the intent of filling needs that are beyond the ability of local/state with federal resources.  It is based on the presumption that the local city/county level is operational, and fails to account for instances, like New Orleans, where local resources are also the victims and unable to provide a meaningful response.  The NRP also makes the false assumption that local resources are capable of managing large, long term incidents rather than recognizing their skills are honed for short term, less complex incidents that leave the basic infrastructure intact and available to meet their needs. 
RECOMMENDATION:

· Amend the NRP to provide for a concerted response when local resources are unable to do so by:  

· Recognizing in the NRP that some major disasters will operationally eliminate the ability of local resources to request assistance and provide the basic framework necessary to augment, assist and supplement infrastructure needs for basic life support and emergency needs in those circumstances.

· Immediately following the Emergency Response Team A initial damage assessment, assign an Interagency Incident Management Team (at the appropriate complexity level) to work in unified command with local responsible officials for all disaster relief efforts in a geographic area (generally a County, but in some instances, could be several Counties or a City).
FINDING:
· The plan fails to provide for a clear, coordinated organization for implementation of emergency response needs.  The current format of single mission tasking leads to duplication of effort, confusion among responders, the public, and local authorities, and a lack of management and leadership at the field level.

RECOMMENDATION:

· The current version of the NRP attempts to force NIMS to fit an old, outdated civil defense model, rather than re-organizing form and function to fit NIMS and the Incident Command System.  The organizational model in the NRP needs to be re-written from the perspective of NIMS.  The model needs to include:  Organization charts; Geographic and sub-geographic command and control; Support (the ESF’s); Supervision; Span of Control; Coordination Systems; Area Command; Sub-geographic application of Incident Management Teams; Specific Roles and Responsibilities; Accountability; Communication and Coordination at all levels; and, a Complexity Analysis to right size the response.
· The NRP does not represent a model for disaster relief beyond the JFO.  We recommend the adoption of the following organization for ESF-4 (Figure 1) to meet the needs for a field organization in implementing the NRP: 



Figure 1.  Organization for disaster response in the field.
FINDING:
· Processes and systems are not in place to support a disaster with the sense of urgency being demanded by local/state government and the public.  Resource ordering is a classic example: it is, at best, a convoluted, cumbersome, multi-faceted system that takes an inordinate amount of time to acquire required items and lacks a tracking mechanism for following the process.  In the end the result is an inability to meet expectations of those in need.

RECOMMENDATION:

· Develop a single point ordering system that includes the ability to track orders that includes “Estimated Time of Arrival”.

· Integrate and coordinate EMAC fire resources into a single fire resource system.
· Federal agencies need to settle relationship and integration with state/local fire and all risk incidents, solve the problem before the incident relative to jurisdictions (utilizing unified command), cost sharing, authorities, and agreements.
ISSUE:
THE ROLE OF INCIDENT MANAGEMENT TEAMS NEEDS TO BE        REFINED AND CLARIFIED IN THE NATIONAL RESPONSE PLAN
The use of Type 1 and Type 2 Interagency Incident Management Teams and Area Command Teams on National disasters has increased significantly over the last several years.  These teams bring a leadership and management model that has been underutilized on many of the assignments under the National Response Plan.
FINDING:

· The role and capability of Federal Wildland Fire Interagency Incident Management Teams is poorly understood by all levels of organization in the Federal Response Plan.
RECOMMENDATION:

· Define, in the National Response Plan, the role and capability of Incident Management and Area Command Teams to include:
· Incident Management Teams/Area Command Teams primary utilization is for response, with limited applicability to recovery operations.
· Incident Management Teams/Area Command Teams are made up of multiple agencies and levels of State and Local Governments, which makes for broad expertise and knowledge, and an ability to communicate with local governments.
· Incident Management Teams offer years of experience in management of not only fires, but Hurricanes, Oil Spills, Air Disasters, Volcanoes, and Terrorist Incidents such as the World Trade Center providing leadership, management and support in many functions including communications, planning, operations, public information, and logistics.  IMT’s bring a leadership and management model that includes: 

· Ability to educate and train in Incident Command System.
· Ability to operate in a Unified Command structure.
· The organizational skill to bring all participating parties together. 
· Ability to establish early command and control of a function or a geographic area.
· Processes and procedures developed to allow all affected entities to jointly focus on the problem at hand.
· The best use of an Incident Management Team is to assign responsibility on the basis of a geographic area for all disaster relief efforts, under a Unified Command structure (where appropriate). 

· IMT’s are best used for broad mission assignments rather than a single tasking.

· Incident Management Teams are an ICS model for leadership and management for all aspects of disaster response, they are not a labor force, instead, they provide the planning, operational supervision, and logistical support for a labor force.
· Effective use of IMT’s is as an equal partner at the field operations level, operating in a Unified Command to bring all parties to the table to ensure daily communication, problem solving, and prioritization at the field level.
· Incident Management Teams are there to support other missions with Base Camps and R&D Centers.  They do not do this to support the Team alone.
· Safety is a prime consideration for all operations and missions assigned to an IMT.
· Incident Management Teams work on twenty-four/seven schedule with twelve to fourteen hour operational periods so that team members get adequate rest.      

· IMT’s have the authority to enforce Safety and Human Resource standards in Base Camps and R& D Centers. 
ISSUE:
NRP emergency mission fiscal- related policies and procedures, as they relate to Incident Management Teams, need clarification.
Fiscal management issues and procedures have a significant impact on IMT response and emergency operations.  The common platform for cost accruals needs to provide for real time cost accountability.
Finding:

· IMT’s do not currently have a clear definition of fiscal authority and accountability relative to Presidential declared assignments.
· IMT’s are encumbering millions of dollars in emergency response efforts without benefit of clear authorities and standard operating procedures.

Recommendation:
· Provide a clear definition of fiscal authority, delegation of authority with specific mission objectives, measures of accountability, and operating standards with Mission Assignments.

· Develop a NIMS job aid that defines the procurement authorities under the National Response Plan.

· Contracting and agreements:

· Develop contracts that can be readily transferred to local level organizations.

· Ensure that Procurement Officials from the responsible agencies are readily available at the Incident Command Post.

· Ensure that the General Services Administration is timely in development of lease/land use agreements.

· Prepare “pre-season” agreements for facilities and equipment commonly used.
· Make copies of contracts available to IMTs.
· Coordination:

· Avoid duplication of efforts by working in a coordinated, unified manner at all levels, including the military.

· Develop a coordinated reporting system for daily information and accomplishment so status is shared across ESF functions.

· Training:
· Allow the use of trainees on FEMA assignments.

· Provide for FEMA and IMT joint training, including reciprocal shadow assignments.

· Fiscal Support:

· Build capacity for disaster response by providing reimbursement for emergency responders from assisting agencies.  Currently personnel are not made available because the home unit can not absorb the financial impact.

· Provide, through a cache system or directly to IMT’s, the equipment required to be immediately functional in disaster situations.  Satellite radios/phones, Cell phones, IT technology, badge systems, etc.
ISSUE:
The need to engage the Interagency Fire Group in the expected re-write of the National Response Plan.
Emergency response to incidents under The National Response Plan (NRP) is now a major impact to all wildland fire agencies and cooperators.  As of December 6, 2005, over 477 days were spent by Type 1 IMTs alone on hurricane assignments in 2005, representing over 140 person years.  If all Wildland fire resources were included it is estimated to represent about 500 person years of work.
Finding:

· As stakeholders representing a significant part of the response effort, the National Interagency Fire Group, as represented by the National Wildland Fire Coordination Group (NWCG), need to be key players with a voice at the table in the review and rewrite of the National Response Plan.
Recommendation:
· There needs to be discussion and general agreement within organizational levels of the Federal Wildland Fire agencies and interagency partners as to the scope and extent of appropriate involvement in response for national non-wildland fire emergencies.  This direction should be used in any modifications or clarification to the NRP and communicated to all concerned.
· There is a need and opportunity should be provided for the Department of Interior (DOI) and state and local partners in the wildland community to be involved with the Forest Service in the ESF-4 function.

· Any rewrite or review of the NRP should be done by an interagency group that involves the wildland fire partners, such as the NWCG.
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