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topoff III
logistics alpha after action report
introduction
On April 4th, 2005 at 1100 hrs, the Logistics section of CT TF -1 was activated, along with the entire US&R team, for a response to the city of New London TOPOFF III terrorism drill. The drill was anticipated and Logistics members started gathering at Brainard field at approximately 0700 hrs. Fifteen Logistics personnel eventually responded; fourteen on the first day. Logistics members deployed the entire cache, mostly on borrowed vehicles. Team operations were supported for the three day deployment.

Chronology
Day one (Monday):
~1100 hrs Formed convoy and traveled to Camp Rell

Vehicle fire enroute, on rte nine
Staged at Camp Rell; attended to rest room and food needs

~1600 hrs. Dispatched IAT to Ft Trumbull 

~1630 hrs. Arrived at staging area

~1640 hrs. Identified and introduced to FDNL Logistics officer (Ed Samuel)


Requested “real estate” for BoO and “Forward Logistics”; requested crane to unload forklift (denied); requested inbound route for team (with trucks over 13’ in height.); requested radio freq. for inter-Logistics (CT TF 1 and FDNL) communications. 
~1645 hrs. Incident Commander conducted briefing in command post

~1650 hrs. Logistics evaluator/hander identified himself (Captain Charlie Cordova, Seattle FD)

~1700 hrs. Unable to identify location for BoO on map; initiated recon with Planning Bravo (Chief Trainor)


NOTE: Requested open space in vacant lot adjacent to pile (West) – denied repeatedly by FBI due to evidence preservation (estimated 24 hrs before available)

~1730 hrs. Relocated IAT truck to location adjacent to pile (SW)
~1745 hrs. FDNL Logistics provided loader; directed to Sub. Base Capt. Tim Driscoll for location of BoO (redirected to Operations officer Batt. Chief Marc Melanson). 

~1800 hrs. Command Post directed BoO to be NW of pile, behind brick building.

~1815 hrs. Live victims reported to be in pile; life safety: priority one; unloading of hand tools and location of forward logistics close to pile high priority

Team arrived with cache; started to unload in BoO.

~1830 hrs. Initiated meeting with FDNL Planning officer and FBI rep. in command post. Strongly requested to locate forward logistics in vacant lot adjacent to pile; granted (finally). 

~1850 hrs. BoO relocated to vacant lot. Commenced unloading, and set up. 

Remainder of evening: Deployed equipment and supported ongoing operations.

~ 2200 hrs reassigned to command post by Task Force Leader (TFL) Delia; acted as liason between TFL Delia and Logistics Bravo Manager (Bravo had first shift on site)

Met with Coast Guard Commander to establish CT TF 1 Command Post

Met with MA TF 1 and NJ TF 1 IAT representatives.

Tuesday
~ 0030 hrs Alpha team reassigned for short rest period at Rell; Bravo team to remain on scene

~ 0230 hrs reassigned to Ft Trumbull to relieve Bravo team

~ 0300 assumed command of all CT TF 1 Logistics operations on site

~ 0900 hours end of shift, reassigned to Camp Rell for Food and Rest

~ 1100 hrs Sleep!

~1500 hrs wake up and prepare for night shift (meetings, supplies, etc)

~ 1900 hrs transported to site

~ 2000 hrs assumed command of all CT TF 1 Logistics operations on site for night shift

Supported operations

Met with MA TF 1 Logictics officers
Wednesday

 

~ 0030 hrs Operations winding down; all viable victims found

Started to demobilize

Site break down

0500 hrs all of CT TF 1 broke down, relocated to Camp Rell

Started to demobilize bivouac area at Camp Rell

0700 hrs Managers transported to Site for debriefing

0830 Roll call and Formation at Camp Rell

0900 Caravan back to Brainard

1000 Arrival at Brainard, secure equipment, check out

1200 Arrived at home

 

Issues for discussion  
Issue 1
Statement of issue: Difficult to physically secure space for BoO within highly fluid scene. Many other agencies concurrently vying for same space.

Background discussion: Logistics manager must attempt to identify and secure space for BoO through local responders IC structure, map reading, and through observation of incident site when possible. The incident scene is highly fluid and many other agencies may wish to claim same space (i.e. FBI, medical, etc). Once space is allocated, the need exists to physically secure space (in an expeditious manner) until arrival of team and cache. 

Recommended action: Allocate adequate logistics personnel on IAT to secure area; provide markers (i.e. cones, tape, signs) on IAT truck to stake claim of forward BoO site prior to full team arrival. Consider bringing one or more CSP personnel dedicated to secure BoO location as well. Have clear communication between logistics personnel on IAT; also have site/community maps for each person. Provide binoculars to Logistics manager with IAT. 
Assigned responsibility: TBD

Issue 2

Statement of issue: Poor communications during caravan travel to staging area

Background discussion: During travel to site, one CT TF 1 vehicle caught on fire enroute to staging area. Driver transmitted statement of problem and stopped on side of the road. Transmission broken—some apparently did not receive transmission; portion of team in front of affected vehicle did not stop; no clear emergency procedures established prior to travel. 
Recommended action: Provide effective communication equipment; brief members on maximum range; establish and brief team on travel protocol (i.e. travel speed) and emergency procedures. 
Assigned responsibility: TBD
Issue 3
Statement of issue: Difficult to communicate recommended travel route and setup location from Logistics manager located with IAT to Logistics manager in team caravan.

Background discussion: Logistics manager (Alpha) on scene with IAT. Travel route and BoO setup location identified via local IC structure. Route and location must be transmitted to Logistics manager located with team caravan enroute to scene. Very difficult to communicate effectively without any reference material, and repeated radio frequency. Personal cell-phones were used as well. 
Recommended action: Immediately upon activation, print area maps from mapquest. In addition, obtain and distribute site maps to Logistics officers in IAT and caravan ASAP to aid communications, travel, and setup. Provide effective communication tools. 
Assigned responsibility: TBD
Issue 4
Statement of issue: Unclear roles and goals for Logistics officer assigned to IAT

Background discussion: Upon arrival at scene, Logistics officer must accomplish certain tasks prior to, and during arrival of full team. Contacts need to be made, and needed items should be requested. Items to be accomplished will be dependent on incident priorities (i.e whether viable victims are expected). 
Recommended action: Create checklist/SOP’s (based on incident priorities) for Logistics manager with IAT. Establish and communicate clear incident priorities early.
Assigned responsibility: TBD

Issue 5

Statement of issue: Logistics needs representative in command post and in forward Logistics (cache area). 
Background discussion: During the incident (at least the first twelve hours), Logistics needs to have representative (officer) in the CP. In addition, officer is needed in cache area. Logistics officer in CP deals with administrative issues and responds to needs/requests of TFL, and acts as liaison to logistics members in cache. Logistics officer in cache area supervises operation of all on scene logistics activities. 
Recommended action: Increase from two Logistics officers to four (two for Alpha, two for Bravo). 
Assigned responsibility: TBD
Issue 6
Statement of issue: Difficult to quickly identify storage location of requested items in cache.
Background discussion: The Logistics cache is large and increasing. Much of the cache is stored in metal and plastic boxes. Plastic boxes vary in color dependent on contents (i.e. medical is light blue). [Sidebar: This makes reuse of boxes difficult as the new use must be within same component]. While on scene, multiple items are often requested concurrently, which mandates quick identification and withdrawal. This can be very difficult, especially for members who are not intricately familiar with the ever changing cache. Secondary issues: other component members (i.e. rescue, search) use various slang terms for same item; also items may be requested which do not exist within existing cache.
Recommended action: 1. Develop alphabetical/searchable database of items in cache. Must be searchable by slang, key words, and partial words. Search tool must be flexible enough to compensate for spelling errors and inadvertent spaces between words. Must be loaded on weatherproof laptop located in cache area. 2. Utilize single storage color boxes, and multi-color/large letter labeling on four sizes. Also consider bar-coding all the items (or item numbers on things too small) use rugged/weatherproof or warehouse grade Pocket PC type barcode scanners where we can not only have a lookup/search feature but bring up a photo, description, multiple names, and accessories needed with it.

Assigned responsibility: TBD
Issue 7
Statement of issue: Communication of needs/requested items between rescue squads and logistics officer impaired by several items: 1. Different radio frequencies. 2. Rescue officer may be very busy, 3. Slang 4. Other?
Background discussion: During the incident, items were continually requested by rescue, search, hazmat, and other teams on the pile. Requests were sometimes made directly, or funneled through rescue officer on pile. Operational units needed to change channels to communicate with Logistics officer in cache, or relay through the comm. section. The Rescue officer was often too busy to communicate and delegated to other members (i.e. planning). Slang was often used and it was difficult to obtain clarifications over the radio. Required accessories were often omitted. 
Recommended action: Assign one logistics member to shadow rescue officer or be centrally located on pile. Have requests funneled through this member. Cross train all logistics members through the various team functions (i.e. rescue, search) to facilitate familiarity of equipment and usages.
Assigned responsibility: TBD
Issue 8
Statement of issue: Tools and equipment are drawn and returned to the cache repeatedly throughout incident. Some tools may need preparation or servicing subsequent to use (i.e. re-fuel); these tasks may be inadvertently neglected.
Background discussion: Some tools (i.e. cutoff saws) needed to be fueled and warmed up prior to issuance. In addition, most tools needed to be serviced and/or repaired upon return. This may be inadvertently neglected in the chaos of the event.
Recommended action: Assign one logistics person to prep, service, and repair equipment. This person should be dedicated solely to this function. 
Assigned responsibility: TBD
Issue 9
Statement of issue: “Sawz-all” tools inadequate, easily broken, and insufficient in quantity. This reflects a larger issue of product purchasing procedures. 
Background discussion: “Sawz-all” tools were easily the most requested piece of equipment. The tools were of poor quality; they broke very quickly and required constant repair. In addition, there were more requests for this tool than could be filled. 
Recommended action: Conduct thorough research (within and outside of team) prior to purchasing equipment. Conduct field tests as well. 
Assigned responsibility: TBD
Issue 10
Statement of issue: Difficult to track issued equipment 
Background discussion: Equipment is issued to various squads continuously throughout the incident. It is very difficult to keep abreast of these issuances, identify equipment assignment, and determine remaining stock (if any).
Recommended action: Initiate formal tracking system (i.e. T-Card or Bar-code). 
Assigned responsibility: TBD
Issue 11
Statement of issue: Members and Officers require adequate time for information exchange during shift change. 
Background discussion: Many members of logistics were assigned to specific functions throughout the incident. In addition, most had a counterpart on the opposite shift. Insufficient time was provided for debriefing during shift change. Medical check-in was a hindrance as well. Later in the incident, more time was provided; however, specific formation time not clearly communicated. 
Recommended action: Allow up to one hour for debriefing during shift change. Clearly communicate formation time for off-going shift. Conduct medical evaluation at bivouac area prior to transport. 
Assigned responsibility: TBD
Issue 12
Statement of issue: Non-logistics members were able to access cache and draw equipment without supervision of logistics members.
Background discussion: The cache area was open and spread out in a wide area. On numerous occasions, squads or individual members entered the cache area and rummaged through the cache. This made it difficult to control the issuance and tracking of the cache. (This behavior may have been subsequent to frustrations resultant from delays in issuance of equipment). 
Recommended action: Create secure cache area and streamline issuance procedures. 
Assigned responsibility: TBD
Respectfully submitted,
Marc A. Scrivener

Acting Logistics Manager
Brainard road


Hartford, CT
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