Instructor Guide—Emergency Management Operations Course



Unit 14

Organizing the EOC
TIME:  45 min

OBJECTIVES:

At the conclusion of this unit, participants will be able to:

· List and discuss the advantages and disadvantages of the three approaches to organizing an EOC.

SCOPE:

· Methods of organizing a fully functional EOC; EOC/ICS interface; Emergency Support Functions (ESFs).

METHODOLOGY:


· Lecture/discussion

INSTRUCTOR QUALIFICATIONS:

· The presenter for this unit should be very familiar with EOC organization and operations. 

EQUIPMENT/MATERIALS NEEDED:

· Instructor Guide

· Student Manual

· Course Agenda

· Participant List

· PowerPoint visuals 14-1 thru 14-7

· Acetate visuals 14-1 thru 14-7 (backup)

· Overhead or computer image projector (with spare bulbs)

· Screen

· Slide projector (if 35 mm slides are added)

· VCR/TV monitor(s) (if video(s) are added)

· Extension cords and surge protection

REFERENCES:

· Course Instructor Guide

· Course Student Manual

NOTES:

A suggested time plan for this unit is as follows:

Introduction and Overview


 5 min

Methods of Organizing the EOC

 5 min

A Fully Operational EOC


 5 min

EOC/ICS Interface



15 min

Emergency Support Functions (ESFs)
10 min

Summary




 5 min


Total:

45 min

INSTRUCTOR NOTES

Unit Time: 45 min

Topic Time: 5 min

SM: 14-2

Visuals: 14-1, 14-2

Topic Time: 5 min

SM: 14-2

Visual: 14-3


CONTENT/ACTIVITY

Introduction and Overview
At the conclusion of this unit, participants will be able to:

· List and discuss the advantages and disadvantages of the three approaches to organizing an EOC.

This topic describes three approaches to organizing the EOC. They are: 

· A fully functional EOC (independent or embedded),

· An EOC/ICS interface, or

· Organization based on the emergency support functions concept.

Methods of Organizing the EOC

In organizing the EOC, remember that you must organize to ensure that external and internal operations are able to function effectively.

The EOC should be organized to serve as an effective communications center, an information clearinghouse, a place to resolve confusion and conflicts, and an authoritative source of information and decisions. In setting up the organizational structure, keep in mind that timely coordination is more important than hierarchical authority.

It should be designed so that there is little disruption to current systems. Whenever possible, individuals should be assigned roles that are similar to the ones they perform during their normal work hours.

INSTRUCTOR NOTES

Topic Time: 5 min

SM: 14-3

Visual: 14-4


CONTENT/ACTIVITY

There are many variations in how EOCs can be structured; each situation is unique.

To determine the best organizational structure of the EOC, you must examine the intricacies of your community, your relationships with other agencies, statutes, laws and ordinances, the size of your organization and the types of disasters you are likely to encounter.

There are no fixed rules that you can use to make this decision; it can only be made after much planning and consultation with affected parties.

There are three primary modes of structuring the EOC: a fully operational EOC, EOC and incident command system interface, or organization based on the emergency support functions (ESFs) as defined in the Federal Response Plan.

A Fully Operational EOC

The fully operational EOC is organized so that all operations are conducted and managed from the EOC. However, the EOC may exist as an independent entity or as an embedded unit. 

Independent Entity

All agencies involved have offices established at the EOC and operate from the EOC.

Embedded Entity

The EOC is contained within another agency, such as police, fire, or public works.

INSTRUCTOR NOTES

Topic Time: 15 min

SM: 14-3

Visual: 14-5


CONTENT/ACTIVITY

EOC/ICS Interface

This type of EOC may be managed in a variety of ways, with the following two being the most prevalent.

Coordination and Operation by Emergency Program Manager or Designated Person for Emergency Management and Operations

The person designated emergency management and operations responsibility, who may be the emergency program manager or the emergency program coordinator or some other person, coordinates the activities from onset of the situation until the response effort ends. This individual consults with the EOC staff, recommends policy to the community leadership, clears policy with local officials (elected and appointed) and implements the policy.

Committee Approach

In the committee approach, the individual with emergency management and operations responsibilities has an indirect role in emergency management. Policy is first approved by committee members, with the emergency program manager and/or the manager of the EOC’s operations participating. The committee is usually comprised of technical experts in various fields and political representatives.

A recurring issue in staffing EOCs is whether chiefs of services should be in the EOC or at the emergency. To a great extent, the nature of the emergency will answer this question; in other situations, this issue is resolved through the incident command system (ICS)/EOC interface, which is discussed next.

INSTRUCTOR NOTES


CONTENT/ACTIVITY

The Incident Command System (ICS) is a management system designed to control and direct the resources committed to an incident. It operates under the overall direction of one person who is called the incident commander. The incident commander exercises

authority by virtue of explicit legal, agency, or delegated authority. In some instances, State, local or insurance regulations may require or suggest the use of an ICS.

Depending on the nature of the disaster, there may be some interface with the EOC. In such situations, the incident commander would communicate primarily with the emergency program manager and/or the person designated responsibility for managing the EOC. Other disasters will be handled solely by the ICS.

In large or complex systems, an EOC may be activated by the community. The EOC does not replace the need for the ICS. Rather, both systems support each other at different levels of responsibility.

The ICS can be employed in a variety of organizational structures:

· Single jurisdiction/single agency involvement.

· Single jurisdiction with multiple agency involvement.

· Multi-jurisdiction/multi-agency involvement.
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CONTENT/ACTIVITY

All operations are directed from the command post. The command post can range from a specially designed vehicle to an identified emergency response vehicle. In major disasters, one or more incident command posts may be operating.

The ICS operates around the following key points, which are central to its effectiveness:

· Common terminology which allows anyone from any part of the country to effectively communicate within the ICS system.

· Common terms for similar functions, actions, and personnel prevent confusion.

· A modular format that has a top-down structure consisting of five functional areas: command, operations, planning, logistics, and finance.

· Command: The function of command is to direct, control, or order resources, including people and equipment, to the best possible advantage.

· Operations: The operations function is coordinated by the operations section chief who reports to the incident commander. Operations is responsible for tactical concerns at the incident.

· Planning: The planning function is coordinated by the planning section chief who reports to the incident commander. The planning function is responsible for the collection, evaluation, dissemination and use of information about the incident as well as the status or resources used or needed at the scene.
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CONTENT/ACTIVITY

· Logistics: The logistics function is coordinated by the logistics section chief who reports to the incident commander. The logistics function is responsible for providing facilities, services and materials for the incident.

· Finance: Finance is the fifth and last functional area. It is coordinated by the finance section chief who reports to the incident commander. The finance function is responsible for tracking all incident costs and evaluating the financial considerations of the incident.

· Use of an integrated communications plan. This plan coordinates the use of available communications means and establishes frequency assignments for certain functions.

· Use of effective span of control. Keeps the span of control of supervisor to worker within a range of three to seven, with the ideal being five.

· Command post. All operations are directed from a command post.

If you elect to organize around an EOC/ICS concept, remember that your model should be developed based on the existing community structures. This should include consideration of community size, local ordinances, the emergency operations plan, personalities, politics, communications systems, and the sophistication of the emergency management staff and facilities.

INSTRUCTOR NOTES

Topic Time: 10 min

SM: 14-6

Visual: 14-6


CONTENT/ACTIVITY

Emergency Support Functions (ESFs)

Some centers opt to organize along the 12 emergency support functional (ESF) areas identified in the Federal Response Plan. For example, the state of Florida organizes its state emergency management system around the ESF concept; it operates with 16 ESFs. For each ESF, one agency is designated primary responsibility for operating the ESF, though numerous other agencies may assist.

The ESF approach helps you to focus on the basic mechanisms and structures by which you will mobilize resources and conduct activities to augment your response efforts. 

Under this structure, each ESF is headed by a primary agency, which has been selected

based on its authorities, resources and capabilities in a particular functional area. Other agencies are designated as support agencies for one or more primary functional areas. The 12 functional areas in the Federal Response Plan are described below.

ESF #1: Transportation—Coordinates the use of transportation resources required to perform the emergency response, recovery and assistance missions.

ESF #2: Communication—Coordinates and provides communications support and, where necessary, establishes temporary telecommunications support.
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ESF #3: Public Works and Engineering—Assists in needs related to life saving or life protecting following a disaster. It may include technical advice and evaluations, engineering services, construction management and inspection, emergency contracting, emergency repair of wastewater and solid waste facilities, and real estate support.

ESF #4: Firefighting—Manages and coordinates firefighting activities, including the detection and suppression of fires and provision of personnel, equipment, and supplies.

ESF #5: Information and Planning—Collects, processes, and disseminates information about a potential or actual disaster or emergency.

ESF #6: Mass Care—Coordinates activities involved with emergency provision of shelters, emergency mass feeding, bulk distribution of coordinated relief supplies for victims of disaster and disaster welfare information.

ESF #7: Resource Support—Provides logistical and resource support. This includes emergency relief supplies, space, office equipment, office supplies, telecommunications, contracting services, transportation services, and personnel.

ESF #8: Health and Medical Services—Provides assistance in identifying and meeting the health and medical needs of victims of a disaster or emergency.

ESF #9: Urban Search and Rescue—Provides support in locating, extricating and providing for the immediate medical treatment of victims in collapsed structures.
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SM: 14-7

Visual: 14-7


CONTENT/ACTIVITY

ESF #10: Hazardous Materials—Provides support in response to actual or potential discharge and/or release of hazardous materials.

ESF #11: Food and Water—Identifies food, water and ice needs after a disaster; includes obtaining appropriate food supplies, arranging for transportation to staging areas within the disaster area and distribution of food and water.

ESF #12: Energy—Assists in coordinating efforts to provide emergency power and fuel to support response operations and to normalize community functioning. Develops policies related to how utilities respond to fuel and power shortages.

Summary and Questions

Federal Emergency Management Agency/Emergency Management Institute
IG 14-11

