                 ESF#3 Logistics/Commodities Management 
1. Background.  Collaboration between FEMA and USACE has led to the use of the USACE models for the quantities of water and ice to order and pre-position to respond to the requirements for the impacted victims of hurricanes along the coastal areas of the United States.  These models are based on population density of the area affected, with rough order of magnitude quantities predicted for the 1st three days following a coastal storm.  These models are guides to help predict the need based on population, and are a very useful tool to pre-plan for an event.  
But no matter the number of victims, the state and local responders define location and provide the manpower to establish Points of Distribution for the local victims to be given the products, along with other items such as MRE’s, tarps, etc.  It is the ability of the locals to establish, man, and operate the local points of distribution, and the amount that they can distribute that defines the actual commodity requirement after an event.  Some states are very prepared for this responsibility, and others are not. 
It requires a significant number of personnel to operate these points of distribution, and without significant pre-event planning, they become the bottle-neck in the supply chain that causes the ripple affect of delay within the entire supply chain.  The ability of the water and ice industries to ramp-up to provide the quantities needed to support an emergency event has been proven time and again.  Often, state political leadership has demanded of FEMA/USACE arbitrary quantities of these commodities to be staged in their states when an event threatens, even though the establishment of the local and state distribution has not yet occurred.  The following table illustrates the commodities ordered for the 2005 season:  

	Hurricane
	Ice
	Water

	Katrina
	184M pounds

(4,584 truckloads)
	87.8M liters 

(4,879 truckloads)

	Rita
	12M pounds

(301 truckloads)
	1.8M liters

(100 truckloads)

	Wilma
	36.5M pounds

(915 truckloads)
	9M liters

(500 truckloads)

	Total
	232M pounds of ice

(5,800 truckloads)
	98.6M liters of water

(5,479 truckloads)


2. Situation.  This discussion will center on the Federal operations and logistics construct and how national priorities, resource adjudication, and operational decisions will be accomplished when support required crosses multiple state lines and FEMA Regional boundaries.   This scenario could be produced with a New Madrid earthquake, or due to events similar to the multiple storms of 2004 and 2005. 
3. Statement of the Issue.   In the aftermath of a catastrophic event that impacts multiple states, the Logistics Management Directorate at the NRCC is the single source ordering location for all IRR to be delivered into the affected areas.  They rely on orders placed by Regional, ERT-A, or JFO operations and logistics staff to input their requirements into an automated system that defines quantities needed.  In past events, because operations/logistics section chiefs were not confident they would get all product ordered or due to political pressure of state officials, they often order up to twice the amount required to be sure they had enough.  The result was an overburdened supply chain, stand-by times that escalated the costs of the mission, and an excess of over three thousand truckloads of Ice and Water after the season of 2005, following the season of 2004 when there was an excess of approximately fifteen hundred truckloads of water and ice.
4. Resolution of the Issue.  USACE has re-configured the National Ice and National Water teams to accommodate the single source order through the NRCC and we have dedicated four teams, 2 for water, and 2 for ice, to support the procurement of these items to support requirements nationwide.  USACE has created seven Combined Commodity Teams to track these products all the way through the supply chain and report ground truth on burn rates at individual distribution locations that were not available during the events of 2004 and 2005.  We have also trained the teams to perform strategic ordering for their particular states using this information and to work in concert with FEMA operations/logistics and state staff at the ERT or JFO to craft daily orders based on demand (burn rate) and local distribution capability.  
5. Desired Outcome (FOR DECISION):  
a. Director Paulison made public his decision ice will not be a federally-supplied product for mass distribution to the public last week in Orlando.  Follow on actions since no longer providing for mass distribution should include:  

(1) A communications plan with coastal states.
(2) Provision of technical assistance on contract guidance for states to provide service for themselves if they wish.
(3) A communications plan with media and public to explain reasons for no longer supplying this item.
(4) Provide states and locals with supplier information located within their states, as already compiled by FEMA Logistics.
(5) Determine if an alternative to ice for medical needs can be provided, and decisions as to whether it is appropriate to stockpile collapsible insulated containers and the alternative products in FEMA DC locations.

(6) Define Policy of who qualifies for medical needs cooling product distribution, and where this distribution will take place.

(7) Refine USACE Models to reflect the estimated medical needs and mass care requirements for the procurement and delivery of Ice to the affected area.
b. FEMA agreement to:
(1)  Continue the collaborative approach of the FEMA Logistics Directorate’s Distribution Management Strategy Working Group that includes FEMA and other federal and non-profit agencies to define the most effective way to achieve the requirements of supplying the wide range of IRR that FEMA must be prepared to deliver to support the survivors of events.
(2)Activate (regionally) the Combined Commodity Teams;

(3)Use the teams as trained to define demand in concert with state and FEMA Operations and Logistics by confirming the distribution capability and burn rates at all locations; 

(4)Consider development of a pilot program – similar to the Public Assistance pilot program for debris removal contracts – that allows states to reduce their cost share if they establish and manage contracts for these commodity items themselves, rather than depending on the federal family to provide.
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