Command and Control for 
Multi-State, Multi-Region Disasters


1.  Issue:  The Command and Control structure is unclear/undefined for incidents where multiple states lying in multiple federal regions are impacted. The principles and concepts normally followed in a smaller series of events do not address this doctrine.
2.  Background:  

In future events with the scope and magnitude of Katrina or a possible New Madrid Seismic Zone incident, there are complex command and control challenges as multiple states seek federal assistance from FEMA and other federal departments and agencies. In many cases, these incidents will involve several federal regions as well. In the past, the FEMA Regional role in large scale disasters has diminished as the NRCC is phased out and individual JFOs are established. The “regional area command” role as described in the NIMS and ICS has not been used for various reasons, and each JFO has effectively reported to the national level at FEMA HQ.

3. Unified Joint Command Concept:
· A Joint Field Office (JFO) is established in each impacted state.

· A Unified Joint Command (UJC) is established in one state, most likely the hardest hit. The UJC will provide direction and control for federal operations for the entire affected area.  All JFOs involved in the incident will report directly to the UJC. 
· The UJC will serve as a Multiagency Coordination (MAC) Group for all states in the affected area. Its primary mission is to coordinate activities above the field level and to prioritize the incident demands for critical or competing resources, thereby assisting the execution of the operations in the JFOs. A Unified Coordination Group (UCG) will be established at the UJC and comprised of:
· A representative from each affected state

· Senior Federal Official

· FEMA

· JTF Commander

· The chain of command runs from the FEMA Administrator to the Senior FEMA Official in the UJC to each of the Federal Coordinating Officers (FCOs) in the impacted states.
· FEMA regions are responsible for financial management for their assigned states and, otherwise, have a supporting/coordination role. 
· Resource allocation and adjudication for the incident is conducted at the UJC.   
· All JFOs involved in the incident will report directly to the UJC.
· Regions are responsible for financial management for their assigned states and, otherwise, have a supporting/coordination role. 
4. Example of the UJC Concept for a New Madrid Earthquake Scenario:
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