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 Thoughts on Readiness to N-CORE

Dan Lemon, Secretary, National Search and Rescue Committee

We often fall short on readiness for high performance simply because we don't or can't implement basic principles of success. These basics need to be applied equally and thoroughly to missions of high-level managers, support managers and operational personnel. I believe it would be worthwhile to review some of these familiar precepts and principles. Readiness often comes results from successfully connecting what we already know to what we actually do.

While these ideas seem powerful to me, most have been captured from many now-forgotten smart sources (like you!) over the years, so my fear in writing them down is my inability to give credit where it may be due. I have contributed similar ideas for use in Volume 1 of the International Aeronautical and Maritime Search and Rescue Manual.

Basic principles aren’t invented, and don’t change. They are laws forces of the universe that are discovered and used because they work. They bear fruit as they are applied on a continuous basis. We know the basics but sometimes let urgencies, un-sustained focus, or other realities keep us from mastering their implementation. Applying these principles too selectively is like fielding only part of your team.

Discussion of principles in this paper is in no way intended to shortchange our need to exploit technology with regard to readiness. We need to do that, as long as the technological tail isn’t allowed to wag the operational dog.

My employer, the U.S. Coast Guard, is a relatively effective response organization. The Coast Guard tries to consistently hit it fast, hit it hard, and do it well. To make this possible, a culture must exist that focuses first on mastering the basics across the board in areas such as managing for constant improvement, carrying out effective operations, and orchestrating involvement of all the right people at all levels. We have tried to develop a cultural passion for readiness within the Coast Guard.

Improving readiness should involve improving everything that has anything to do with readiness. But for lifesaving, perhaps more than anything else it has to do with reducing the time it takes to locate and assist survivors. This means trimming every minute we can off notification time, dispatch time, transit time, search time, rescue time, in some cases time for delivery of survivors to a place of safety, and time to make rescue resources ready to respond again. A minute is a big chunk of time for emergency response.

Mass rescue operations (MROs) are a massive readiness challenge. In all of U.S. history, we have experienced only a couple of mass rescue incidents. They both taught how easy it is to underestimate the difficulty of being prepared to save hundreds or thousands of people. While new cruise ships carry more than 6,000 people, saving 519 from the passenger ship Prinsendam in October 1980 120 nautical miles out of Yakutat, the nearest village on Alaska’s southeast coast, was hard enough. The U.S. and Canadian rescue units were much further away. What caused the ship to sink was fire. The water temperature was 50oF. It was a monumental, but totally successful, rescue effort. The numbers saved rose to about 3,000 in the wake of Hurricane Floyd in September 1999, which also cost 33 lives and $billions in damage, caused the evacuation of over 2.5 million people, and left 4,000 homeless. Based on these incidents, we know one thing for sure…being ready to rescue hundreds in no way means we’re ready to rescue thousands. The difference in the level of effort required is hard to imagine.

Reducing Response Time

The most important element in improving the readiness and effectiveness of emergency response services is the reduction in the elapsed time between when an incident occurs and when the persons in distress are assisted. A manager may not be directly responsible for all efforts needed to minimize this elapsed time, but should work with others as necessary to address the vital time element.

I believe that there should be no place in the United States that can’t be reached by an initial responder within two hours, most should be able to be reached within 15-60 minutes of notification of distress. It almost goes without saying that substantial delays result when response personnel must be called in from home or some other location before they can be dispatched.  If initial and primary response teams cannot be deployed promptly, usually within five to 30 minutes depending on the circumstances, the effectiveness of the response to persons in distress can be greatly compromised. Two minutes is a good goal.

All incident aspects must be sensitive to timeliness, e.g., alerting, planning, transit, location, and rescue. Some sources believe that two (2) hours is generally the average critical time within which persons in distress must be rescued in order to survive. This has profound implications for preparedness to response to mass rescue scenarios, because large numbers of people cannot all be helped instantly when help arrives on scene…all the more reason to arrive sooner. Initial action should begin within five minutes of initial notification of a distress incident.

Alert Phase activities, i.e., receiving knowledge of a distress incident, effectively processing that information, and directing appropriate response actions, can be improved upon by the following initiatives:

· improving communications systems so that calls can be received directly from those in distress;

· minimizing search time particularly by promoting, supporting, and using technical and other capabilities that provide positions, direction-finding, or relevant sensing capabilities

· actively promoting and supporting efforts to improve distress alerting

· supporting automation and research efforts that may lead to ways to expedite decision making and deployment of needed resources (e.g., robots)

· continually reviewing technology that might improve Alert Phase effectiveness and efficiency

· reviewing historical incidents to identify and correct weaknesses in Alert Phase operations

To improve communications, we should consider initiatives like the following:

· ensure that suitable national legislation and regulations are in place, and as appropriate support international developments through the UN or other organizations

· reduce total communication facility shortfalls and costs by sharing facilities among organizations or States with similar needs, and to serve multiple co-located units that can be connected

· establish written communications maintenance plans and written policies for communications procedures, reports, files, and logs

· use landline, cable, or microwave when possible for point-to-point or fixed communications

· use the most efficient signal characteristics and control techniques commensurate with required reliability, speed, and traffic volume for long range communications, and line-of-sight techniques for short range communications

· provide compatible communications for civil and military facilities to the extent possible

· provide equipment and personnel adequate to handle both operational communications, and distress, urgency and safety communications

· ensure that communications can be carried out rapidly with operating facilities, and that high priority messages can be routed quickly

· arrange for communications personnel to report observed frequency violations to enforcement authorities

· establish communications reliability goals for the coverage areas, and assess performance

· institutionalize sufficient training for proper operation and administration of communication facilities

· ensure that commercial proprietary information or other sensitive public or private information remains proprietary and is used only for emergency response or safety purposes, to help safeguard continued availability of this information

· ensure that distress communications are always recognized and handled as a higher priority than logistic, administrative, training, and routine operational communications

· where practicable, enable response personnel to communicate directly with potential persons in distress, by requiring such persons to have means available and by equipping responders

· provide comprehensive distress communications throughout areas of responsibility

· use automation techniques and phone patch capabilities to keep resource needs reasonable as workloads increase

· ensure that communications funding needs are included in agency and facility budget plans

· address personnel qualification and replacement needs from both a response operations and communications perspective

· prepare radio coverage charts

· develop written test and casualty restoration procedures

· co-operate with other organizations to provide disaster recovery sites for each other for crucial alerting posts, computer centers, and operations centers

Here are some measures that can help implement to improve the distress alerting on land:

· use dedicated circuits for connection to operations centers from land facilities key alerting posts and use switching and software arrangements to preserve message priority

· in areas of unreliable land line or other communications capabilities, provide for use of satellite communications between operations centers and key response units, authorities, or centers

· use caller identification displays where practicable

· provide appropriate computer software to automatically decode message contents not in plain language prior to delivery operations centers, and automatically retrieve supporting emergency data relating to the caller from available databases as soon as possible for delivery to the center

Transit time must be minimized. Rescue units or transportation for rescue teams should get underway and arrive at the distress location, or in the search area if the actual location is not known, without delay. Where necessary and practicable, this should be handled by aircraft. Ways transit time can be minimized include:

· review resource readiness standards to minimize resource unavailability (e.g., equipment and personnel should be ready to deploy quickly, but in no case later than 30 minutes after notification);

· review distribution of geographic sites and types of rescue units to ensure optimal placement for current and projected distress incidents, preferably based risk assessments that consider potential and common scenarios in the area; consider closing, reducing, seasonalizing, or relocating units not optimally located

· review the mix of resources at rescue units; ensure they are correct for the environment, transit distances and types of incidents experienced or anticipated

· replace response resources as they exceed useful life, keep abreast of advancements in order to identify better and more cost effective response resources

· monitor response asset reliability and take corrective action as necessary

· standardize rescue units and maintenance when possible

· train personnel to ensure that they can safely and effectively conduct operations in anticipated environment(s)

· review and update assistance policies in response to changing conditions

· maximize use of secondary sources of resources in less critical cases in order to increase availability of additional experienced and capable resources

· maintain close liaison with other organizations; know their capabilities to ensure that the most capable and timely resources, regardless of ownership, respond to distress situations

· review historical incidents and apply lessons learned to identify and correct transit weaknesses

Maximize ability to locate, and provide assistance to, persons in distress upon arrival on scene, using actions such as the following:

· ensure that search units and sensors use the best visual and electronic detection data available

· improve calculation of datum on the water, including use of real time wind and current information

· increase probability of detection by using advanced sensors

· consider crew fatigue when purchasing new search resources and in daily operations

· review and modify training as necessary to optimize search effectiveness

· review requirements for qualified medical personnel

· evaluate improved rescue and survival equipment

· review historical incidents and apply lessons learned to identify and correct on-scene operational weaknesses

Management

The Manager’s Role in Response

Our mission is to find persons in distress, assist them, and deliver them to a place of safety. A key to building successful response services is the manager. As a manager in a response organization, our primary duty is to enable our organization to conduct better response operations, i.e., improve services to persons in distress. Any of a manager’s time that can’t be related in some way, directly or indirectly, to that purpose is time that can be better spent.

We should have and follow guidance and principles that help us perform more effectively. We should also seek to instill these principles, as applicable, into minds at operational levels.

No response system, local, national or otherwise, is built overnight. Neither is there, nor will there ever be, sufficient resources to ensure successful response to every distress incident. Therefore, the manager must first identify available resources, either under his or her direct control or available through cooperative arrangements, and ensure that these resources are being used to their full potential to support or carry out response operations. Then, processes that enable continuous improvement in the use, capabilities, qualities, and quantities of these resources should be employed. We must always begin with available resources, and then work with others who can help plan and implement improvements.

Focus on Quality

As managers, we fail when we do the wrong things, do the right things the wrong way, or attempt to do everything alone.

Focus on improving the quality of our response services simultaneously improves readiness and reduces costs—important goals regardless of the amount of resources at our disposal. By focusing on quality, we do more, make fewer mistakes, enjoy a better reputation, and do better at attracting more resources for growth and better performance. We also save more lives, make fewer poor or late operational decisions, reduce accidents and equipment failures, and optimize use of resources.

Profile of Successful Management

Mission statements, goals, and objectives are important to any organization, but I’m a firm believer that a top concern should be establishment of sound processes, ways of doing business that more naturally bring about the desired results.

We must manage our time. Planning, coordinating, directing, evaluating, and other basic management functions that bring lasting improvements require dedicated time that must be set aside, protected, and used for those purposes. Crises are enemies of time for such initiatives.

We depend on people throughout and outside the organization to accomplish our mission. All these people, in turn, depend on us to provide what they need; we should involve them in identifying these needs. Such needs include information, training, policies, and funding. We should identify these people, and strive to see that what they need to support us is provided.

Finally, we need to embrace a philosophy of continuous improvement, because most improvement comes in small increments rather than through dramatic breakthroughs.

Reducing System Problems

We must identify and resolve problems that hamper improvements in readiness. Thoughts of others familiar with the situation should be sought and considered in identifying and prioritizing system problems, selecting the next problem to solve, and finding and dealing with the cause(s) of each problem.

Finding the Cause

One of my favorite ways of finding the source of a problem is to ask why that problem exists. Each time the question "why?" is answered, again ask "why?" about the answer, until that process leads to the true source of the problem. For example, if the problem is too many accidents in the field, the initial causes may appear to be inadequately trained personnel and inadequately maintained equipment. Why do the training and maintenance problems exist? Maybe the personnel were assigned to jobs before the training they needed was scheduled, and the provided training did not cover all the needed skills. Perhaps the supervision and tools needed for adequate equipment maintenance were not available. One or two more uses of the question "why?" in this process will soon lead to the root causes.

Creating the Solution

Once a readiness problem and its causes have been analyzed, reasonable solutions must be developed. In considering solutions, it helps to keep in mind what has contributed to solutions in the past, and what has hindered progress, efficiency, and effectiveness in the past. Maybe the favorable factors can be employed again, and a plan can be developed to deal with the unfavorable ones. Maybe involvement of all stakeholders in developing a solution paid off, but inadequate attention to keeping top management or political entities informed became a problem when the solution was elevated for approval. We need to learn lessons in management just like we do when we conduct field exercises.

Monitoring Results

Once a plan is developed to solve a problem, it must be implemented and the results monitored. Otherwise the good plan will likely end up being useless. And when we find something that works, it can be institutionalized by a new or better policy, standard, equipment design, coordination procedure, training requirement, or other solution. Ensuring that only relevant and proper things are being done, and that these things are done in the proper way optimizes service effectiveness and reduces readiness problems.

Cooperating to Improve Services

Need for Response Managers to Involve Others

We should understand the importance of involving others in support of our response system, and seek to create an environment where such involvement thrives. Failure to do this often makes us our own worst enemy. The humanitarian and relatively non-political nature of lifesaving is an inherent advantage in fostering cooperation and involvement of others.

We must work with whomever we can, in non-adversarial ways, to:

· foster healthy communications between organizational elements

· focus on more than just short term planning and cost reductions

· promote as much concern about preventing problems as we are about detecting them

· reward successful teams as well as heroes

We should: collaborate and develop teamwork with others in our business, and with suppliers and support agencies; do both short and long term planning; focus on continuous improvement and error prevention; and develop support of top management. Again, master the basics.

Using Committees, Consortiums, Etc. to Improve Readiness

A potentially effective process for improving readiness is establishment and use of committees or similar fora that can be established within an agency, on a national or regional level, or ideally, at all levels. Such arrangements can be used to help coordinate policy, and administrative and operational matters. They can help to develop plans, positions, manuals, etc., to: resolve jurisdictional issues; develop joint solutions for common concerns; assign and coordinate response responsibilities; and help develop and implement readiness requirements and standards. Here are some other potentially beneficial things cooperative efforts carried out though committees, etc. can help you do:

· effectively use all available response resources, including global, regional, national, state, private, commercial, and volunteer resources (such resources may include advice, communications facilities and databases, reporting systems, training, response facilities, search planning expertise, technical assistance, foreign language assistance, medical or fueling facilities, regulatory support, and others)

· develop common equipment, facilities, and procedures as appropriate

· interface with other organizations involved with emergency services

· promote close co-operation and coordination between civilian and military authorities and organizations for the provision of effective services

· serve as a cooperative forum to exchange information and develop positions and policies of interest to more than one member or member agency

· improve cooperation among firefighting and law enforcement authorities, and among aeronautical, maritime, rural and urban response communities

· determine ways to enhance overall effectiveness and efficiency of response services

· promote safety programs to help citizens avoid or cope with distress situations

· develop contingency plans for use of disaster response or mass rescue resources

Participating organizations should include not only those directly involved with emergency response, but also and those in a supporting role.

It may be useful to establish regular conferences of response organization representatives with public and private concerns. This could gain cooperation of those whose primary function is other than emergency response, and help reach agreement on roles they could perform.

If joint plans or cooperative agreements are developed, their value, and operational readiness, can be enhanced by taking time to ensure that they address the sensitive or difficult issues, so these won’t have to be resolved during an emergency response.

Cooperation to Improve SAR Services

The following types of cooperation also contribute to readiness:

· training and exercises

· joint operational and long range planning

· liaison visits between response personnel

· sharing lessons learned from actual incidents and exercises

· common response and communication procedures

· combined public education efforts

· collection, integration, analysis and use of response statistics

· joint operations centers and information databases

· cooperation in research and development

· cooperation in conducting safety inspections

· participation in appropriate professional and standards organizations or systems

Mass Rescue Operations

Mass rescue operations (MROs) are internationally defined as search and rescue services characterized by the need for immediate response to large numbers of persons in distress, such that the capabilities normally available to search and rescue authorities are inadequate.

MROs are required less frequently than typical rescue efforts. Flooding, earthquakes, terrorism, and large passenger aircraft or ship disasters are examples of scenarios that may involve the need for MROs. Potential adverse consequences of poor preparedness for MROs are enormous.

Rescue efforts may grow rapidly from small routine operations to demanding ones associated with additional types of response operations and with other jurisdictions and authorities, and then gradually reduce in intensity and scope until there are no longer persons in distress.

Such incidents might involve hundreds or thousands of persons in distress in remote and hostile environments. A cruise ship collision, for example, could call for rescue of thousands of passengers and crew in poor weather and sea conditions, with many of the survivors having little ability to help themselves. Preparedness to mount a large and rapid response would be critical to preventing large-scale loss of lives.

MRO planning, preparations and exercises are challenging and relatively complex. Effective arrangements for use of national and often international resources beyond those normally used for search and rescue are essential. MRO preparations require substantial commitments and partnerships among response authorities, regulatory authorities, transportation companies, sources military and commercial assistance and others.

MROs often need to be carried out and coordinated within a broader emergency response context that may involve hazards mitigation, damage control and salvage operations, pollution control, complex traffic management, large-scale logistics, medical and coroner functions, accident-incident investigation, and intense public and political attention, etc. Efforts must often start immediately at an intense level and may need to be able to be sustainable for days or weeks.

Response authorities should coordinate MRO plans with companies that operate busses, aircraft, ships or other equipment designed to carry large numbers of persons. There may be other companies or authorities that are responsible for the safety of many people using their buildings or other facilities. Such entities should share in preparations to minimize the chances that MROs will be needed, and to ensure success if they are.

Early notification of potential or developing MROs is critical, due to the level of effort required to mount a very large-scale response. It is much better to begin the response process and abort it should it become unnecessary, than to begin it later than necessary should the actual need exist. The public should be conditioned to notify authorities at the earliest indication of a potential distress situation, and local and state authorities need to know who to call. I believe that place should be the National Response Center (www.nrc.uscg.mil), which is set up as a single point of contact for the federal government for emergencies of actual or potential national significance.

Company response organizations should be prepared to help with handle a distress by organizing support, equipment, advice, liaison, and communications.

In some cases, companies should be prepared to provide information to preclude the need for multiple sources (e.g., the media and responders) attempting communications with, say an aircraft pilot in command or ship captain, for information that is unavailable or available from another source.  Receiving and handling requests for information aboard a distressed craft can interfere with the pilot’s or master’s ability to handle the emergency and handle critical on scene leadership needs.

Companies or government authorities responsible for large numbers of people should be advised to be able to field a coordinated team that can handle emergency response functions around the clock should the need arise. They may operate an Emergency Response Center (ERC) to maintain communications with people in distress, remotely monitor building or onboard sensors if feasible, and keep emergency information readily available. Such information might include passenger and crew data, aircraft or ship details, incident details, number of survival craft, building blueprints, and status of the current situation.

Transportation companies should (normally do) have readily available contacts with tour companies, shore excursion companies, airlines and cruise lines, hotels, etc., since such resources can be used to address many problems experienced with landing large numbers of survivors into a community. Response authorities should work with such entities to coach them about such planning.

Contingency plans for cooperation should be developed between response authorities and entities that might need mass rescue services, and these plans should be sufficiently exercised to ensure they would be effective should an actual mass rescue situation arise. Such plans should identify contacts, coordination procedures, responsibilities, and information sources that will be applicable for MROs. These plans should be kept up to date and readily available to all concerned.

Respective functions of the ERC and operating centers of response authorities should be covered in coordinated pre-established plans, and refined as appropriate for an actual incident. These centers must maintain close contact throughout the event, coordinating and keeping each other appraised of significant plans and developments.

There are other steps the transportation industry could be urged to undertake to improve preparedness for MROs. The following are some examples:

· Hold rescue plans developed in cooperation with response authorities

· Provide water and thermal protection for evacuees appropriate for the area

· Provide a means of rescue as needed, e.g., to bring people from the water to the deck of ships

· Use preparation checklists provided by response authorities

· Conduct an actual physical exercise in addition to simulations

· Provide ways to assist persons who are sick, injured or weak

· Provide on helicopter landing areas and helicopters

· Prepare to assist survivors once they have been delivered to a place of safety

· Have building, tunnel, aircraft, ship, etc. status and specifications readily available, such as inspection records, design plans, communications capabilities, stability calculations, lifesaving appliances, occupant or passenger and cargo manifests, etc., so that such information will not need to be tracked down or obtained directly from a pilot or master

· Work with authorities to develop and be able to rapidly deploy air droppable equipment or supplies for survivors, maintain strategically located caches for this purpose

Acceptance of certain responsibilities by government and industry organizations shows commitment to safety and can free response authorities to handle critical arrangements relating to response resources, coordination and communications.

Major Incident Coordination

Regardless of the magnitude and priority of the lifesaving efforts involved in responding to a major incident, if any other types of missions or functions are being carried out concurrently on scene by other than lifesaving personnel, the overall response should be well coordinated.

If certain basic concepts and terms are recognized and understood by all emergency responders, they will be much better prepared to coordinate joint efforts, and still retain a high degree of flexibility in how these concepts are implemented.

Standard procedures should typically be followed for the lifesaving part of the response, but these procedures will be largely independent of other efforts. Companies or authorities handling other aspects of the response will follow command, control and coordination procedures developed for their respective organizations and duties.

For major incidents, crisis management for the overall response will likely also be needed. The incident command system (ICS) is an effective and widely used means of meeting this need. ICS is a simple and powerful concept that is easy to implement, but works best with some advance familiarization and exercising within and among the industry and emergency response communities.

While organizations have their own respective systems of command, control or coordination, these should be compatible with systems others use, so several organizations can function well together in a joint environment when necessary. Commonality and similarities among crisis management systems locally, regionally, and internationally foster effective joint efforts. 

ICS requires some training, advance coordination and liaison. This preparation will be rewarded by better performance and success when a crisis situation arises.

Some advantages of ICS can be lost when organizations develop their own unique and relatively complex versions of ICS. ICS works best when it remains simple and flexible, and is standardized so everyone on scene from all involved organizations understands it.

A determination should be made as early as possible about who will be responsible for overall coordination, and how the overall response will be organized and managed. To the extent possible, this should be done in advance and documented in agreed plans. Procedures that all involved understand and support should be applied to managing the overall response for mutual support, effort prioritization, and optimal use of available resources, but especially to enhance on scene safety and effectiveness.

Interagency contingency planning should identify who the incident commander (IC) should be for various scenarios. Typically, the IC will be assigned from the government organization with primary responsibility for the type of function most prominent for the particular incident. However, with appropriate access to experts and information from all agencies concerned, a key consideration in selecting the IC should be familiarity and experience with the IC function, i.e., the IC should be a person who can best handle the responsibility. Advance identification of who will be the IC for various scenarios makes a substantial contribution to readiness.

For a maritime or aeronautical distress situation, international command and control processes have been established and used worldwide now for a half century. Search and rescue (SAR) authorities do not use ICS, but are taught understand ICS basics and to “plug into” ICS when missions in addition to aeronautical SAR are underway on scene, such as salvage or oil spill containment. SAR missions, including MROs, are normally coordinated by rescue coordination centers (RCCs) and, SAR mission coordinators (SMCs) and on scene coordinators (OSCs). When appropriate, the SMC assigns a representative to serve, usually in the operations section of the incident command post (ICP), to help the IC ensure SAR and other missions are coordinated with each other.

High priority should be given to tracking and accounting for all persons affected by a mass rescue event, and efforts to keep them together will help in this regard. Availability of accurate manifests and accounting is critical. The need to relocate people can waste valuable resources.

Helicopter capabilities should be employed if available, especially for retrieval of weak or immobile survivors.

MRO Public and Media Relations

What the media reports may matter more than what emergency responders do for shaping of public opinion about MROs. There should be no unwarranted delays in providing information to the media. Information must be readily available, and freely exchanged among emergency service providers and shipping, airline or other primary companies involved.

Preparedness involves identifying spokespersons and outlining what they will say. If response organizations do not provide a public spokesperson for a major incident, the media will. These people need to be trained about what to discuss.

Ensure that the media knows who is in charge of coordinating rescue operations.

A single spokesperson not directly involved in the incident can be valuable in relieving the IC of this duty.

Many entities are involved in a major incident, including companies, agencies and rescue services.  Coordination is required to ensure that there is one message with many messengers.

Media outlets may have more resources to mobilize on scene than do responders, and operating plans should account for how to deal with such situations.

Information should be provided to the public on what resources are being used, and if possible a web address or list of contact phone numbers should be provided for families, media, and others to contact for more information.

Preparations should be made to accommodate large numbers of contacts without saturating the phone system or crashing the computer server.
Advance preparation of standby web pages by transportation companies, responders and others can help in responding to floods of desire for information. These pages can be quickly posted to provide general information the media can use. Once posted, these pages can be easily updated with the status of the incident. Web information must be timely and accurate.

Web pages could also include:

· Contact information

· Basic government or industry facts

· Industry and emergency response definitions

· Photographs and statistics of buildings, aircraft, ships and rescue units and equipment

· Answers to frequently asked questions

· Links to other key sites

Besides the media, families and other organizations will also want this information.

MRO Exercises

Since opportunities to handle actual incidents involving mass rescues are rare and challenging, exercising MRO plans is a particularly important step in ensuring readiness.

Mass evacuation and rescue operations are difficult and costly, leading to a tendency to use simulation excessively during exercises rather than physically exercising on scene efforts.

MRO exercise objectives need not be addressed in a single large exercise, but may be satisfied in part by routine incorporation into multiple drills, some intended mainly to test other systems. However, realistic drills are necessary and costly, and over 1,000 volunteer ship passengers, hundreds of volunteer aircraft passengers, or a realistic number of building occupants will likely be needed to conduct a realistic exercise.

Objectives and steps of MRO exercises are provided in Annex 1 to this paper.

MRO Practical Considerations

To the extent practicable, MROs should be coordinated by an SMC in an RCC. However, depending on the magnitude, nature and complexity of a mass rescue incident, the rescue efforts may be better coordinated by an appropriate operations center higher within the SAR agency or government.

Considerations in this decision might include, among others:

· Extensive rescue support by organizations other than those commonly used for SAR

· Need for heavy international diplomatic support;

· Serious problems in addition to potential loss of lives, such as environmental threats, terrorist actions, or national security issues

At some point the ability of an RCC to continue to effectively coordinate the MRO and still handle its other SAR responsibilities might be overwhelmed, and another RCC, IC, or a higher authority may need to assume responsibility for the MRO.

With these possibilities in mind, MRO plans may provide for various levels of response, along with criteria for determining which level will be implemented. For example, as local SAR resources are exhausted, SAR resource providers need to expand, possibly all the way up to use of all available national or international sources. 

Experiences in responding to major incidents have resulted in other practical advice such as the following:

· Start fast and big and stand down as appropriate rather than begin too late with too little effort.

· Plan and exercise how any agency receiving notification of an actual or potential mass rescue event can immediately alert and conference call other authorities that will potentially be involved, brief them, and enable immediate actions to be taken by all concerned (this will require identification of contacts in each agency that can be contacted on a 24-hour basis, and that have authority to immediately initiate actions and commit resources).

· Use any available resources (cruise ships, cell phones, tug boats, transportable communications vans, etc.)

· Ensure that MRO emergency plans address communications interoperability or inter-linking.

· Retrieve and protect debris as evidence for follow on investigation.

· Put security plans in place to limit access to the RCC or to the IC’s ICP.

· Arrange in advance to involve the Red Cross, chaplains, critical incident stress experts, and other such support for human needs.

· Identify senior agency spokespersons to protect the time of workers directly involved in the response, and designated a senior official to provide information to families.

· Clearly identify the point at which the SAR response (lifesaving) has ended, and the focus shifts to investigation and recovery.

· Be prepared to use ICS when appropriate.

· Ensure that air traffic and air space can be and is controlled on scene.

· The SMC or IC can often benefit from assigning additional liaison personnel on scene.

· Anticipate development and needs and act early.

· Coordinate all rescue operations well from the very beginning.

· Ensure that the scopes of SAR or other emergency or disaster response plans are coordinated to reduce gaps, overlaps and confusion about who is in charge and what procedures will be followed at various times and places.

· Control access to the scene, including access by the media.

· Work out in advance how use of private resources can be appropriately used to supplement other normally available resources.

· Ensure that plans provide for demanding logistics support for large numbers of rescuers, including pre-arranged accommodations if possible, and availability of food, medical care, and transportation.

· Consider requesting assistance from airlines and shipping companies other than the one whose aircraft or ship is involved in the incident, and know the types of assistance that such organizations might provide.

· Bar coded bracelets can be an effective means of identifying children before, during and after and emergency.

· Attempt to reduce the burden on an aircraft pilot in command or ship master.

· Share, capabilities, expertise and assets among government and industry to take maximum advantage of the strengths of each.
MRO Follow Up Actions

It is very important to develop and share lessons learned from actual MRO operations and exercises. However, concerns (often excessive) about legal liability may discourage highlighting matters that could have been done better.

Since lessons learned can help prevent recurring serious mistakes, agreement should be reached among principal participants on how lessons learned can be depersonalized and made widely available. Lessons learned from MROs should be shared not just locally, but internationally.

Careful accounting for survivors after they have been delivered to a place of safety remains important. They need to be kept informed about plans for them and about the ongoing response operations. With large numbers of persons often staying in different places, keeping track of and working with them can be difficult.

Transportation companies are often best suited to handle and assist survivors during this time. Crewmembers may be placed at various locations to record passenger names and locations.  Another possibility is for airlines or passenger ships to attach plastic cards to life vests to give passengers phone numbers for contacting the company.  Some companies use bar coded bracelets to track children who are passengers. Regardless of the type of incident, if survivors are released, either they need information about who to contact later, or we need information on how to contact them, for a variety of potential reasons.

Communicating with survivors is more difficult in remote areas, where phone service may be inadequate or lacking.  If phones do exist, calling the employer, school, airline, shipping company, etc. that was responsible for the people that needed to be rescued may be the best way for those people to check in and find out information. In more populated areas, local agencies may have an emergency evacuation or other useful plan that can be implemented.

To protect survivors from harassment by interviewers and cameras, they might be placed in hotels or other places of refuge.  However, triage and landing locations must be established and publicized to all rescue personnel and good Samaritans.

Research and Development

Research and development efforts for emergency response, carried out either alone or in cooperation with other organizations, often lead to readiness improvements. The focus of such efforts usually is to develop data, procedures, or equipment that will make response services more effective. Finding ways to exploit new and emerging technologies to do more with less is a common focus of research and development.

Research and development results should be shared to reduce the risk of duplicated efforts, and to maximize the benefits of the results. Organizations that may not be directly involved in research and develop efforts should stay informed about efforts undertaken by others.

Other Factors

The following is a list of some practical principles and suggestions that will help managers be more effective in improving readiness:

· seek suggestions from people who will be most affected by your decisions

· never be satisfied with the status quo, but continually seek ways to improve processes

· realize that it always costs less to prevent than to solve a problem

· take time to thoroughly understand basic principles, procedures, and vocabulary of your profession

· authorize the making of operational decisions at the lowest level practicable, and provide any general guidance or arrangements needed to make those decisions

Annex 1

MRO Exercise Objectives and Planning
MRO exercises should ideally achieve, among other things, the following objectives:

Account for people and resources

Crew, passenger and occupant lists

Rescued people until they can return to their homes

All persons associated with the rescue and aftermath operations

For maritime or aeronautical cases, lifeboats, including empty boats or rafts

Identify and task available resources

Use of databases

Potential resources

Resources from local agencies (medical personnel, hospital facilities, fire department, general community, transportation resources)

National and regional military and other resources

Evaluate notification processes, resource availability, timeliness of initial response, real-time elements, conference capabilities, and overall coordination 

Ensure all agency roles are sorted out, understood, and properly followed.

Test capabilities of potential ICs and ability to transfer IC duties

Evaluate span of control

Evacuate a ship, aircraft or building

Coordinate activities and achieve information exchanges

Communications (among rescue coordination centers (RCCs), RCC-IC, government-industry, RCC-on scene coordinator, on scene, shore-ship, ground-air, ship-air, SAR facility-survival craft, etc.)

Information for all concerned (identify, merge, purge, retrieve, and transfer to the right place in the right form at the right time)

New communications and information management technologies

Media and next-of-kin

Safely transfer and care for persons rescued (evacuation, in survival craft, rescue, medical, protection from environment, post-rescue transfers, etc.)

Environmental or physical challenges, e.g., high sea states or high freeboards on ships

Test all communications links that may be needed for notification, coordination, and support.

Conduct medical triage and provide first aid

Assess effectiveness of any safety management system that may exist

Exercise coordination with local response agencies
Provide food, water, lifejackets, and other protective clothing to survivors
Test mass rescue plans

SAR services

Company (including building, aircraft and ship rescue plans)

Any relevant emergency response organizations, e.g., disaster response, military, firefighting and medical

Transportation and accommodations

Assess how effectively earlier lessons learned have been accounted for in updated plans, and how well these lessons were disseminated
Exercise damage control, salvage and pollution abatement capabilities

Carry out emergency relocation of the disabled craft

Exercise external affairs, such as international and public relations

Necessary participants involved 

Public affairs or joint information center (JIC) established quickly and properly staffed

Press briefings handled effectively, e.g., consistent information from different sources

Notification of next of kin and family briefings

Staff and equipment capacity to handle incoming requests for information

Rescued persons tracked, kept informed and needs monitored, and reunited with belongings

The following steps are normally carried out during exercise planning:

Agree on the exercise scenario, goals and extent

Assembly a multi-disciplinary planning team and agree on objectives for each aspect of the exercise

Develop the main events and associated timetables

Confirm availability of agencies to be involved, including any media representatives or volunteers

Confirm availability of transportation, buildings, equipment, aircraft, ships or other needed resources

Test all communications that will be used, including tests of radios and mobile phones at or near the locations where they will be used

Identify and brief all participants and people who will facilitate the exercise, and ensure that facilitators have good independent communications with person who will be controlling the exercise

Ensure that everyone involved knows what to do if an actual emergency should arise during the exercise

If observers are invited, arrange for their safety, and to keep them informed about the exercise progress

For longer exercises, arrange for food and toilet facilities

Use “exercise in progress” signs, advance notifications, and other means to help ensure that person not involved in the exercise do not become alarmed

Schedule times and places for debriefs

Agree and prepare conclusions and recommendations, with the entity responsible for handling each recommendation along with the due date for any actions

Prepare a clear and concise report and distribute it as appropriate to the participating organizations

Consider the outcome of this exercise in planning future exercises
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