After Actions Report – Logistics Section Chief

Mission Statement – The mission of the Logistics Section Chief was to supply logistical support to the Flu Clinic in two branches; the Service Branch and the Support Branch. 

The Service Branch was composed of a Communications Subsection, a Food Subsection and a Child Care Subsection.  

The Support Section was composed of a Facilities Subsection, a Float Staff Subsection, a Video/Signage Subsection , a Supply Subsection, a Volunteer Subsection, and a Subsection for the Medical Reserve Corps. (See attachment 1 – Incident Command Organizational Chart)

Service Branch

Communications:

Alerting Procedures:


Prior to the flu clinic, an alerting procedure that simulated a smallpox EDS activation was conducted. This alert was conducted using the Health and Homeland Alerting Network (HAN) system.  The County EM constructed an incident specific HAN alerting tree on the HAN network that included all the roles that would be necessary to activate an EDS.  (see appendix __)  Certain participants were assigned to certain roles within this system.  These participants were then alerted through the normal HAN procedures by the County EM.

At the start of the Flu Clinic, a pre-arranged HAM radio communication was transmitted to MEMA Region 2 in Bridgewater Ma.  The operator at MEMA Region 2 Headquarters was given a “This is a Drill Message” that the MV Emergency Dispensing Site was fully operational. 

A phone message was also made to the DPH with the same message.

These messages were made to simulate calls that would normally be made during an actual EDS event.

Flu Clinic Communication Procedures:

Flu Clinic communications was divided into four parts; Bus Communication, Hallway Communication, Emergency Communications, and Parking Lot Communication. 

Prior to the event, coordination was established between the Command Post, located outdoors in the Command Vehicle, and the Communications Base Unit, located indoors in the Gym.


A Bus Communication System was established to maintain a running log of bus location, the number and expected time of arrival of the passengers to be vaccinated at the Dispensing Site, wheelchair needs, and sick or injured bus passengers.  This communications system was set up to determine the feasibility of a bus transport communications plan, which would keep track of busses and passengers, in the event of an actual EDS event.

Four buses were used and a radio operator was placed on each bus. Each bus radio operator communicated with a base radio station that was set up in the gym. The buses were dispatched from the MV Ice Arena and sent to pick up passengers at the following locations. The Tisbury bus was sent to the Haven Side/Love House, the Greenough House, and the Tisbury Senior Center.  The Oak Bluffs bus was sent to the Steamship Authority Staging Area in Oak Bluffs. The Edgartown bus was sent to the Edgartown School, and the Up Island bus was sent to the West Tisbury Fire Station. . Passengers were then brought to the Dispensing Site at the MV Regional High School. After being vaccinated, the passengers were brought back to their starting place. Two round trips were made by each bus. 

Bus location and passenger count information was relayed from the bus radio operator to the base unit radio operator, who in turn made this information available to the person meeting the bus at the EDS site.  The information was posted on a white board situated in the gym and also relayed verbally.  Bus radio operators were also briefed to relay information about the need for wheelchairs and to relay information about passengers who became ill.

The radio operators were recruited from a non-government volunteer group of HAM radio operators [The Vineyard Emergency Response Radio Team (VERRT) ].  The radios were supplied by the Dukes County Emergency Management Agency (DCEMA) and the radio frequency used was the Emergency Management frequency owned by DCEMA. Backup communication was arranged to be Cell Phone. The bus radio communication plan was written by the DCEMA Director.  Radio transmission and reception was very good at all stations.

A Hallway Monitoring Radio operator (VERRT) was stationed in the High School hallways and he also used a County Radio and the County frequency. His job was to monitor the hallway for mishaps or accidents.

Emergency Communications responsibility was assumed by the Oak Bluffs Police Department who operated the Command Vehicle. Coordination between the Command Post, the Oak Bluffs Emergency Medical Service, and the Base unit was accomplished prior to the event. The radio frequency used was the Oak Bluffs Police Department private channel.


Parking Lot Communications were accomplished using the Oak Bluffs Police Department private channel and the radios were supplied by the Oak Bluffs Police Department.

Positive Results:

· If fully implemented, using the HAN for alerting can materially decrease the time that it takes to alert a large force of volunteers and increase the efficiency of the operation.

· The Bus Communication plan and the use of these experienced radio operators worked well.  This plan also does not need to use licensed radio operators.  


· Using radio operators in the Hallways added a safety measure.

Negative Results:

· The Vineyard Emergency Response Radio Team does not have very many members and like many HAM radio organizations suffers from declining membership due to age and lack of interest in HAM radio.

· Radios were offered to several key personnel working on the floor but these radios were refused, resulting in communications that had to rely on trying to locate the person to be talked to and then verbally telling this person the message.

· There was no plan for giving radios to key personnel.

· There was no plan for radio communication with the Parking Lot.

· Radios were delivered to the site by the OBPD.  No plan was communicated to the Logistics Section Chief about these radios, nor was there any plan made for the use of these radios by the key personnel. 

· There was no plan made for the use of radios by the parking lot attendants. 

· The OBPD radios did not transmit or receive very well, especially from inside the building to the parking lot.

Recommendations: 

· Include communications in the EDS plan

· Arrange for radio operators to be available for deployment in response to a surprise EDS activation.

· Include training in radio communications in the EDS plan

· Practice the radio communications part of the EDS plan

· Arrange for, and make MOU’s about, radios. Make sure that the radios are always charged.

Food for Volunteers:

Snacks, Bottled Water, and Soda were provided by the Red Cross.  Red Cross stocked the lunch room and also delivered snacks to volunteers in the gym. Twenty pizzas were brought in for lunches.

Positive Results:

· Everyone got fed.

Negative Results:

· There was a disconnect between what the Red Cross originally promised and what was finally delivered. This disconnect resulted in a lack of a backup plan for lunch on the part of the planners.

· Plans for lunch got made at the last minute.  During an actual surprise event that would require many shifts, this method of planning would not be good 

Recommendations: 

· Include feeding in the EDS plan.  

Child Care:

This subsection was not activated.

Support Branch

Facilities:

The Flu Clinic was held at the Martha’s Vineyard High School gym. An adjoining classroom was used for snacks and lunch. Tables were set up in the entranceway for filling out forms. A Medical Reserve Corps brochure table was set up and manned in the hallway to the gym. Traffic cones were set up in the hallways to separate incoming from outgoing traffic.  These cones had signs attached which directed traffic to “Keep right” in both English and Portuguese. Two wheelchairs were stationed at the main entrance and two wheelchairs were stationed adjacent to the handicapped entrance, near the bus station. 

Tables were set up as planned but separation was increased to 9 feet, both front and back and side by side. 

Necessary equipment needs were for 30 large tables, 250 chairs, 12 traffic cones, 4 wheelchairs, and administrative supplies. 

Eleven tables were borrowed from the West Tisbury Fire Department, 10 tables were borrowed from the Chilmark Community Center, and 10 tables were borrowed from the Edgartown Fire Department.

Rental of Two Hundred and fifty metal chairs with rubber feet was purchased from Tilton Rent-All.  Tilton Rent-All sent 250 wooden chairs which were unacceptable. Approximately one hundred and fifty metal chairs with rubber feet were procured from the Chilmark Community Center.  Twelve traffic cones were borrowed from the Tisbury DPW. Three wheelchairs were borrowed from the Oak Bluffs Senior Center and one wheelchair was borrowed from the Tisbury Senior Center. 

Although not called for, an administration section table was set up in the gym. A computer and printer were installed, along with a white board.

Positive Results:

Facilities needs were met. Table separation worked better at nine feet than at five feet.

Negative Results:

· Equipment arrangements were difficult to make because the amount required was not finalized until the last minute.

· Equipment needs for an actual EDS that requires instant activation cannot be on a “Go Find Me Some Stuff” basis

· Financial arrangements were difficult to make with the High School and Tilton Rent-All because the Financial Section Chief was not part of the planning process and no Financial Planning had been accomplished. The Incident Command System was not followed.

· Table separation influenced traffic to move laterally to exit the room, rather than to exit towards the back of the room.

Recommendations: 

· Include equipment requirements in the EDS plan

· Make a plan that includes MOU’s with the High School

· Make a plan that includes MOU’s with equipment providers

· Use the Incident Command System. Assign personnel to all the roles before beginning to plan, then use those personnel in the roles assigned. If the Incident Command System is used, it is necessary for those assigned to understand the Incident Command System.

· Make a Financial Plan.

· Follow the Incident Command System

· Place traffic cones to the left of each table, leaving sufficient room to accommodate the vaccination chairs at the left end of the tables. Stretch and tape yellow caution tape to each traffic cone.

Float Staff:

The Logistics Section Chief did not participate in this subsection.

Video/Signage:

The Logistics Section Chief did not participate in this subsection.

Recommendation:

· Impaired walkers were using the front entrance rather than the handicap entrance. Large signs should be placed at the entrance of the front parking lots to direct impaired walkers to the handicap entrance shile they are still in their cars. Parking lot attendants are insufficient for this purpose.

Supply:

The Logistics Section Chief did not participate in this subsection.

Volunteers:

The Logistics Section Chief did not participate in this subsection with the exception of the radio operators.

Medical Reserve Corps:
An area was set aside for the Medical Reserve Corps to show their brochures to possible volunteers. The Medical Reserve Corps contributed to the payment for advertising for the Flu Clinic.

