      National Ice/Water Mission SOP 

1.  Purpose.  This SOP details procedural guidance on how to perform the National Ice & Water Missions during the first three phases of the disaster operations (Preparedness, Activation, and Execution.)  The Mission Transition and Closeout Phase is detailed in a separate, common SOP applicable to all mission (see references under Commodities Doctrine Guide for this mission or function.)

2.  References.  (Show reference to the USACE Doctrine Guide for the mission or mission support/functional area as well as references to other related SOPs, as applicable.)

3.  Applicability/Responsibility.    
a. Process Owner. 
Ice:   
South Atlantic Division


Water: 
North Atlantic Division


b. Process Team. 
Ice: 
Charleston District



Albuquerque District


Water:
New England District



Kansas City District

c. Customer.  Federal Emergency Management Agency

4.  Intergovernmental Team. FEMA, US Forestry Service, DOT, DOD, various other ESF agencies, State, tribal and other sovereign entities, US Territories and private industry.

5.  Staffing and Other Resource Requirements.  

           a.  National Mission PRT Composition and Description of Duties. 


· National Action Officers (AO) - The National Action Officer works in the ESF #3 (Public Works and Engineering) element in the NRCC and reports to the ESF #3 Team Leader.  There will be 1 water & 1 ice AO assigned per twelve hour shift.

Responsibility. During Preparedness Phase serves as PRT team leader to coordinate administration, training, and preparation to deploy to an event. During Activation Phase, notifies the team members of deployment dates and locations. During Execution continues to coordinate administration for the deployed team.  Serves on the ESF #3 Management Team as an ESF #3 TL’s staff member to interface with FEMA and other agency counterparts to develop/coordinate new and ongoing mission requirements. Develops mission taskers based on FEMA’s direction and transmits these taskers to the following USACE elements: HQ UOC, Supporting Division, Impacted District, and National Mission Manager. During Mission Transition and Closeout Phase coordinates team’s release from FEMA and responding organization and ensures all mission files at the JFO are organized and provided to the ESF #3 ATL. 


· National Mission Manager (MM) - The National Mission Manager works at the District designated to support the National mission.

Responsibility.  During Preparedness Phase, attends training as required. During Activation Phase, performs duties as tasked by National AO.  During Execution, Mission Transition and Closeout Phases, serves as the project manager for the mission execution and is responsible for overall team coordination to ensure timely procurement and/or transportation of commodities to the mobilization center(s).  The MM is also responsible for preparing scopes of work and cost estimates coordinating the procurement process with the National CS, scheduling and tracking of commodity deliveries and distributions, tracking mission funds and upward reporting.  Primary interface with Commodities AO and MM.  Provides information on taskers, status, etc. to Commodities Team (Commodities Manager and Commodities AO). Oversees actions of team members supporting the national mission.

· National Mission Specialist (MS) - The National Mission Specialist works at the District designated to support the National mission.

Responsibility.  During Preparedness Phase, attends training as required. During Activation Phase performs duties as tasked by National Mission Manager.  During Execution, Mission Transition and Closeout Phases, serves as the mission data administrator. 

· Contracting Specialist (CS) - The National Contract Specialist works at the District designated to support the National mission.  The District will also provide a Contracting Officer who will support the Contracting Specialist.  
Responsibility.  During Preparedness Phase, attends training as required. During Activation Phase, performs duties as tasked by National Mission Manager.   During Execution, Mission Transition and Closeout Phases, serves as the primary interface with the contractor.  Performs contract administration. 


· National Commodities Site Manager (CM) - The National Commodities Manager(s) works at the Mobilization Center(s) identified to support the National mission.


Responsibility.  During Preparedness Phase, attends training as required. During Activation Phase, deploys to Mobilization Center and performs duties as tasked by National Mission Manager.  During Execution Phase, responsible for providing just in time” training and managing the Commodities QAs at assigned mobilization areas and providing commodities data to the National Commodities Data Specialist.

· National Commodities Data Specialist (CDS) – The National Commodities Data Specialist works at the Mobilization Center(s) identified to support the National mission.

Responsibility.  During Preparedness Phase, attends training as required. During Activation Phase, deploys to Mobilization Center(s) and performs duties as tasked by the National Commodities Manager.  During Execution Phase, responsible for coordination with commodities QAs at the mobilization/staging areas and providing commodities reports to the National Mission Manager.  


· Commodity QA (QA) – The Commodity QA works for National Commodities Manager at mobilization site. 

Responsibility.   During Activation Phase deploys to mobilization site and performs duties as tasked by the National Commodities Manager.  Will receive “just in time” training from National Commodities Manager.  During Execution Phase, responsible for managing commodities at mobilization site and providing commodities data to the National Commodities Data Specialist.

b. PRT Operational Forms & Checklists

c. Equipment Checklists

d. Support Required


6.  Planning Considerations.  

· Models to be used in Pre-declaration identification of funding needs and pre-positioning of commodities (ordered or repositioned)

· Post-declaration ordering will be based on State capability to distribute commodities

· Identification of inventories currently in stock & repositioning capabilities

· Personnel must be familiar with existing ACI Contract capabilities and contractor quality control plan.

· Contract considerations:

· 1 Truck of Ice = 40,000 pounds

· 1 Truck of Water = 20,000 liters

· Consumption factors 4 liters/person/day & 5 lbs of ice/person/day

· State/Donated Commodities

· Identification/Management/Capacity of Mobilization Sites

· Personnel & Equipment Requirements at Mobilization Centers

· Training of appropriate personnel in the receiving and accountability process.
· The National Water/Ice PRT will be responsible for all events for 12 months beginning on 1 March.
· National PRT members are typically deployed on a 30-day rotation.  The National team is responsible for coordinating the rotation of team members.  Rotation of team members should be staggered to insure continuity as needed.  Overlap of team during rotation should be 2-3 days.
7.  Procedures.   (Actions by USACE, FEMA, State/Tribal, Locals, and Industry)


a. Preparedness 


HQUOC.  

(1) Maintains PRT rotational assignments in ENGLink Interactive.

(2) Monitors PRT readiness, conducts weekly update at the UOC brief, and ensures timely resolution of deficiencies with Lead Division.

(3) Provides funding for PRT training and maintenance of ACI Water/Ice Contracts in coordination with the Readiness Support Center.

 Emergency Water/Ice Lead Division (NAD/SAD):

(1) Provides leadership and mentoring to the designated Water/Ice PRT districts.

(2) Advises Lead Division Commander and Senior Staff, monthly, on PRT concept and PRT status.

(3) Provides status on PRT readiness to HQ USACE

(4) Serves as proponent for PRT training curriculum, in coordination with the Readiness Support Center.  

(5) Reviews and screens district PRT trainee list for compliance with established qualification standards and team templates.

(6) Ensures PRTs have been adequately trained and equipped for deployment. 

(7) Ensures PRT database for personnel is current.

(8) Confirms proper scopes of work and contracting procedures are in place and properly maintained to support mission requirements.  (Task currently assigned to New England District/Charleston District)

(9) Develops and maintain National Water/Ice Mission SOPs.  

District EOC:

(1) Select personnel and maintain team staffing, with alternates.  Ensure that all team members complete the Statement of Understanding Form shown in Appendix A including signature of their supervisors, and the District Commander.

(2) Maintain current list and status of team members in ENGLink Interactive.

(3) Maintain team deployment data 

(4) Provide team equipment and supplies

(5) Ensure team members attend initial and refresher PRT training, and that train-the-trainer programs are conducted for alternate team members.

(6) Keep team informed on pending response deployments and status.

(7) Coordinate for support as required by District staff:

· Resource Management

· Office of Counsel

· P2, CEFMS & ENGLink 

· Contracting Officer

· QA personnel support

· Internal review

· Safety/Security

PRT Members

(1) Complete Statement of Understanding form, including the signature of their supervisor and District Commander.

(2) Maintain Personnel Data Sheet (PDS) in ENGLink Interactive.

(3) Complete Medical Screening in ENGLink Interactive. 

(4) Complete/maintain medical requirements.

(5) Attend initial and refresher PRT training/certification.

(6) Team members should be familiar with the National Water/Ice Mission Doctrine Guide, ACI Water/Ice Contract, NRP, ICS and ENGLink Interactive, have a basic understanding of the commodities mission, and CEFMS.  

b. Activation 



FEMA

(1) Activates the National Response Coordination Center (NRCC) 

(2) Initial funding for pre-disaster missions may be provided for the purpose of energizing the National Water/Ice PRT and/or pre-placement of water/ice to designated mobilization centers. 

(3) Pre-declaration funds are provided by FEMA to the ESF #3 NRCC representative, in the form of a Mission Assignment (MA).  The scope of the mission will be defined on the MA.  Pre-scripted National Water/Ice Mission Assignments have been developed to facilitate immediate activation of the mission.  Pre-declaration emergency water/ice mission funding in the amount of $200,000 each should be established (assumes the establishment of two mob sites).
(4) Establish Mobilization Centers

     
NRCC

(1) Develops Mission Assignments for the National Water/Ice Teams

(2) Issues Taskers to National Water/Ice Districts for deployment/activation with copies to HQUOC and impacted, lead and supporting Divisions.

(3) Identifies mob site locations and POC information (including phone numbers).

HQ UOC. 

(1) Coordinate with Lead Division on National Team to be activated.

(2) If appropriate, ensure commodity models are run and posted on ENGLink Interactive.

 Water/Ice Lead Division (NAD/SAD)

(1) Maintain awareness of the disaster situation and assist in the determination of resources required to accomplish the water/ice mission.

(2) Activate EOC 

(3) Resource taskers for additional personnel, as needed

National Water/Ice District EOC

(1) Upon notification from NRCC/HQ UOC through ENGLink Interactive of National Water/Ice PRT deployment, coordinate with AO to select appropriate team composition and notify team members of deployment status.

(2) Accept MA from NRCC and develop labor codes and travel orders for National Water/Ice PRT members.

(3) Prepares taskers in ENGLink for deployment of National Team and supporting personnel (includes providing funds via MIPR).

(4) Coordinate deployment details to include travel orders, deployment location, points-of-contact, transportation requirements, and lodging for the AO, Commodity Managers, Commodity Data Specialist and Commodity QAs.

Deploying National PRT

(1) Prior to deployment, members of the Water/Ice PRT should perform the following activities:  


National Action Officer

(1) Coordinate with EM to ensure proper composition of Water/Ice PRT and assume leadership role.  

(2) Compile a list of team cell phone and pager numbers.  

(3) Confirm scope of mission with the NRCC and inform team. 

(4) Confirm team transportation and lodging arrangements with District EM.


National Mission Manager

(1) Confirm scope of mission with AO.

(2) Work with MS and CS to select necessary contract line items and quantities of initial Delivery Order.  

(3) Ensure appropriate District support personnel notified/available


National Contract Specialist

(1) Alert ACI Contractors of pending mission and team status.

(2) Work with MM and MS to identify necessary contract line items and quantities of an initial Delivery Order.  An initial Delivery Order should include standby time and additional mileage as pre-positioned water/ice is likely to remain at the staging area for a couple of days and will need to be moved forward to the disaster area. 

(3) Alert Contracting Officer of potential initial delivery order for pre-positioning water/ice.

National Commodities Site Manager, National Commodities Data Specialist, National Commodity QA(s)

(1) CM responsible for ensuring Water/Ice PRT deploys properly equipped (see checklist).

(2) National Commodities Site Manager coordinates with Mob site POC (FEMA Logistics) to confirm location and notify of anticipated arrival of deployed staff.

(2) Upon arrival at the deployment site/activation, the National Water/Ice PRT should perform the following activities:   


National Action Officer
(1) Notify home District EM of arrival at deployment site.

(2) Establish communications with other Water/Ice PRT members.

(3) Establish contact with the NRCC ESF 3 Team Leader and Assistant Team Leader to coordinate office space, equipment and work schedule. 

(4) Establish contact with other Emergency Support Function (ESF) representatives. 

(5) Establish contact with other AO’s (Water/Ice and Power).


National Mission Manager

(1) Establish communications with other Commodities Action Officers/Mission Managers and National Water/Ice PRT members.


National Mission Specialist

(1) Establish communications with other National Commodities Manager(s).

(2) Coordinate with National MM on reporting mechanisms, times, etc.


National Contracting Specialist

(1) Coordinate with the Contracting Officer.


National Commodities Site Manager

(1) Notify home District EM of arrival at deployment site.

(2) Establish contact with the FEMA Mob Center Manager to coordinate available office space, equipment and area for staging pre-positioned commodities and general operational procedures.

(3) Establish communications with National Mission Managers and provide a description of delivery site including address and accurate directions.

(4) Coordinate with and direct Commodities Data Specialist and QA. 

(5) Provide “just in time” training to Commodity QAs.


c. Execution  
FEMA HQ

· Issue Taskers to procure and/or transport commodities

· Utilize Commodities models for pre-positioning of 72 hours supply requirements 

· LRC coordinate with RRCC/JFO to identify state commodity requirements.

· Ensure appropriate Federal agencies are engaged in the process.

NRCC


ESF #3 Team Leader

· Coordinate with Logistics Ops Chief on the issuance of National mission assignments and funding levels.

· Develop strategic plans

· Coordinate with FEMA HQ, HQ UOC to provide mission status.

National Action Officer

· Accept Taskers from FEMA and provide direction to National Water/Ice Mission Manager

· Coordinate with appropriate ESF functions (DOT, DOD, NorthCOM,  ESF #12, etc.) and the Commodity Action Officer

· Schedule and direct daily coordination conference calls with National Water/Ice Team and Commodity Action Officers.

· Develop and provide water/ice status reports

· Develop and provide daily report to ESF #3 Team Leader

· Provide input to Incident Action Plan

· Provide Technical Advice to FEMA on Water/Ice Mission


National Water/Ice Team


National Mission Manager


· Serves as project manager responsible for mission execution, determining staffing requirements, tracking of personnel and overall team coordination.

· Receives taskers from National AO.

· Prepares scopes of work and cost estimates 

· Coordinates the procurement process with the Contract Specialist

· Schedules and tracks water/ice deliveries and distributions

· Tracks mission funds

· Tracks status of each tasker

· Sole source of information for input into the SITREPS and ENGLink concerning the status of the Mission

· Coordinates with National Commodities Manager at mob sites to confirm status (inventory, deliveries, etc.) of commodities
· Ensures capability to store, load, unload, move and distribute commodities is available at mob centers

National Mission Specialist

· Assist the MM and performs the role of the MM in the absence of the MM.

· Tracks water/ice delivery, inventory and movement information from National Commodities Site Managers and the Commodity Mission Managers.

National Contract Specialist

· Develops and executes all contracting documents necessary for the procurement, transportation, storage, security, testing and distribution of commodities during emergency operations, as directed by the MM.

· Works with the MM and MS to scope contracting requirements necessary for mission execution and to determine the most appropriate method of procurement.  

· Monitors contractor’s performance and advises MM of contractural options and remedies related to performance

· Develops information and pay estimate documentation to track contractor earnings and for use in closeout effort (see exhibit XX)

· Liaison between the National Water/Ice PRT and the Contracting Officer

· Provides all SPS input information to District Contracting

· Serves as the point-of-contact for all water/ice related procurements.

· Provides information for inculsion in the SITREP

· Prepares any needed contract requirements/actions outside of ACI contracts for services/products as ordered by FEMA

National Commodities Site Manager

· Responsible for supervision of Commodities Data Specialist and Commodities QAs. 
· Functions as Team Liaison with FEMA Mob Center Manager.

· Coordinates with FEMA for specific mob center requirements or restrictions (security, etc.) 

· Receives copies of taskers and contract delivery orders from the National MM 

· Responsible for accuracy of information on water/ice inventories, deliveries, movement and storage.

· Reports information to National MM and FEMA Mob Center Manager

· Manages shipments of water/ice in coordination with the National MM
· Directs movement of USACE Water/Ice
· Coordinates movement of non-USACE Water/Ice with FEMA and other support agencies
· Reports staging area capabilities to National MM
· Maintains proper accounting necessary for upward reporting and contractor payments.

· Provides SITREP input to National MM

National Commodities Data Specialist

· Reports to the National Commodities Site Manager
· Responsible for receipt of delivery sheets from commodity QAs
· Responsible for the timely and accurate entry of pertinent data related to the water/ice delivery and movement
Commodities QA

· Reports to the National Commodities Site Manager
· Completes and collect copy of delivery sheets from truck drivers
· Ensures trucks accepted at mob site have trailer seal intact

d. Mission Transition & Closeout (Refer to the “common” SOP for this.)


8.   Appendices.  (Examples.)
A- Glossary of Terms related to this SOP.

B- Forms and Instructions

C- Copy of Reports (Specialized QA Reports, list of mission data elements, etc.

D- Mission Briefing Elements for the Responding Organization

E- PRT Equipment

F- Government-Issued Equipment (examples: generators & BOM; GPS transmitters, blue roofing plastic, furring strips, etc)

G- Action Officers Pre-deployment & Deployment Checklists

H- MM Execution Checklist

I- MS Execution Checklist

J- CS Execution Checklist

