Commodities  Mission Doctrine Guide 

1.   Mission Purpose.  To execute the Emergency Water/Ice Mission in support of the National Response Plan.  The mission is to provide an emergency supply of potable water, both bottled and bulk, and bagged ice to include procurement, transportation, and distribution to impacted areas for use by the general public and response personnel.


2. Mission Definition.  


3. Authorities/References.  (Include references to overarching Corps doctrinal documents, e.g., USACE OPLAN to Support the NRP, the NRP, Public Laws, Concept of Operations Plans, ESF-3 Field Guide, and related SOPs, e.g., Command and Control SOP, Notification, Activation, and Deployment SOP; Funding/Funds Management SOPs;  functional support SOPs that have a bearing on the mission and that are separate, stand alone documents applicable to all missions, and SOPs that are specific to the subject mission. NOTE:  An illustration of “doctrine hierarchy” will be developed for insertion into this document.)
4. General Concept of Operations.  

      a.   USACE performs disaster operations in four phases:  Preparedness, Activation, Execution, and Mission Transition and Closeout.  

      b.   In each of the four phases, USACE organizations performs specific planning and execution procedures and tasks to achieve mission accomplishment.  The organizations involved are:

(1) the lead division for national ice is SAD,  for national water is NAD and for commodities is SWD.

(2) The national ice teams are Charleston District and Albuquerque District and the national water teams are New England District and Kansas City District. 

(3) The national commodities teams are: 




LRC     Chicago District 

       

MVK
Vicksburg District



SAW
Wilmington District

       

SPN
San Francisco District

       

SWL
Little Rock District



SWG 
Galveston District



LRE 
Detroit District



MVR 
Rock Island District



NWS 
Seattle District



NAO 
Norfolk District

(4) the Emergency Support Function (ESF) #3 Management Team (MT) (Team consists of: ESF #3 Team Leader (TL); Assistant TL; PRT AO;SME, 249th Battalion Liaison Team (BLT); admin assistant)

(5) the mission PRT (or functional cadre)
(6) USACE Operations Center (UOC)

(7) the Supported Division

(8) the responding organization (usually a USACE District)

The missions we perform are assigned as appropriate by one of the following:

            (1)       Director of the National Resources Coordination Center (NRCC)

(2)       Director of the Regional Resource Coordination Center (RRCC)

(3)       Federal Coordinating Officer (FCO).

c. During the Preparedness Phase USACE performs the following actions:

                       (1)        conducts post mission After Action Reviews (AAR) in coordination with FEMA and state agencies

                       (2)        trains and exercises our teams

                       (3)        revises and writes doctrine and procedures to execute the missions

                       (4)        revises and renews Advance Initiative Contracts (ACI)

                       (5)        makes necessary changes to PRT composition.

d. During the Activation Phase USACE teams deploy to plan and initiate mission execution.  The teams deploy to serve in FEMA and USACE organizations at FEMA and USACE Operational Centers.  Decisions at the State EOC and JFO are made using the Unified Command concept, a concept where the decisions are collaborative among the state and federal coordinating officer (SCO and FCO).

(1) FEMA teams and centers include:

· The Emergency Response Team – Advanced (ERT-A) at the State EOC

· the FCO’s staff at the Joint Field Office (JFO)

· the Regional Resource Coordination Center (RRCC)at the FEMA Region Office

· the National Resource Coordination Center (NRCC) at FEMA HQ in Washington, DC. 

· Mobilization Centers

· Logistic Centers

· Federal Operational Staging Areas

(2) For USACE the operation centers are at:

·  HQUSACE (USACE Operations Center (UOC))

·  the Supported Division’s emergency operations center (EOC)

·  the responding organizations (EOC)

·  the responding organizations recovery field Office (RFO). 

(3)  State Teams and Centers: 

· Emergency Operations Center (EOC)

· Logistics/Regional Staging Areas (L/RSA)

· Points of Distribution (POD)


.  

(4) During the Activation Phase the following actions occur:

 USACE receives pre-declaration mission assignments (MA) from FEMA and activates ESF#3 Team and the appropriate EOCs. The missions are scoped and coordinated by the ESF #3 MT at the state EOC, RRCC or NRCC. The ESF #3 MT transmits the MA to the Supported Division.  From this MA the Advanced Contracting Initiative (ACI) contractors are activated and deployed.

e.   During the Execution Phase USACE uses the ESF #3 MT to scope, receive, coordinate and transmit MAs and taskers against MAs to the Supported Division, and the responding organization, to include the PRTs Mission Manager (MM).  The PRTs and other support teams plan, execute, and report on all missions. Mission data and reports are maintained in ENGLink.

f.   During the Mission Transition and Closeout Phase USACE plans the release of the ESF #3 Management Team, PRTS and other support teams to home station, as well as the transition of the missions to members of the Supported Division and responding organization. There may be members from outside the division assisting in mission execution.  As the mission approaches completion, i.e. physical close out, preparation for fiscal close out is started.  Fiscal closeout is the last function to be performed.

5. Execution.  Water & Ice will be managed by a national team that will procure commodities using ACI contracts, redistribute currently warehoused inventories which will be distributed regionally.  Regional Teams will be deployed to determine needs, and manage the distribution of the commodities (either purchased, currently owned or donated). 

6. Staffing Requirements.  


a. National Water PRT consists of:

· Action Officer located at NRCC

· Mission Manager located at home District

· Mission Specialist located at home District

· Contract Specialist located at home District

· Commodities (QA) Manager located at a Mob Center


b. National Ice PRT will be located in SAC/SPA

· Action Officer located at NRCC

· Mission Manager located at home District

· Mission Specialist located at home District

· Contract Specialist located at home District

· Commodities (QA) Manager located at a Mob Center


c. Regional Commodities PRT

· Action Officer located at State EOC/JFO (coordinates with RRCC)

· Mission Manager located at FOSA

· Mission Specialist located at FOSA or L/RSA

· Commodities (POD Runners) Managers located at FOSA or L/RSA or PODS

· Mission Liaison at impacted District


d. National Logistics PRT

· Commodities Counters at Mob Centers


7. Special Considerations; Design/Construction Considerations. 


· Inventories currently in stock

· Existing ACI Contracts

· Donated Commodities

· Identification/Management of PODs

· State Commodities

· Connectivity Requirements 

8. Glossary of Terms.  See Appendix A.  (An initial list is provided at end of this document.)
II
SAMPLE SOP Task Tables (by Phases)

Phase I – Preparedness (The below is provide only as an example – each PRT, function/activity may adjust as necessary.) 

	Organization
	Task / 

Subtask

Number
	Task
	Subtask
	Who
	How

	FEMA
	N/A
	Provide funding for state/local readiness
	
	FEMA
	FEMA provides through grant money.

	USACE
	P-1.0
	Maintain Team Readiness
	
	Many play a part in maintaining team readiness:  The PRT AO, the district EM, the division EM, Readiness Support Center, Chief HLS at HQ USACE, the district commander, the division commander, the Director of Civil Works
	Ensure positions are filled, the team members are trained and commanders perform readiness reviews and allocate resources to raise readiness status.



	
	P-1.1
	
	Fill Positions
	AO in coordination with district EM and district commander
	AO maintains team roster and notifies district EM of pending vacancies for EM to work new fill with district commander

	
	P-1.2
	
	Train Team Members
	AO in coordination with district EM and district commander.  PRT members.
	AO maintains training roster and coordinates with the team members to attend training when USACE Readiness Support Center (RSC) announces training. PRT Members attend training. 

	
	P-1.3
	
	Command Readiness Review
	District Commander, Division Commander,

Director of Civil Works
	District Commander reviews team readiness monthly and applies or requests resources as necessary to improve readiness. Division Commander reviews team readiness quarterly and applies or requests resources as necessary to bring unready teams to a ready status. Director of Civil Works reviews team readiness quarterly and provides resources to improve readiness status as necessary.

	
	P-1.4
	
	Participate in AAR
	Lead Division
	Lead Division identifies SME, AOs and contractors to attend HQ USACE Level Focus Calls and AARs. Participants develop issues to be worked by lead divisions’ SMEs and AOs

	
	P-1.5
	
	Update Guides,  Standing Operating Procedures (SOP), ACI contracts
	Lead Division
	Bring together SMEs, AOs and contractors to perform annual review and update of mission documents and contracts.

	
	P-1.6
	
	Participate in internal and external exercises
	PRT
	When notified by district EM, participate in USACE internal and other agency external exercises

	State
	N/A
	Participate in, AAR,  training and exercises
	
	State EM
	State EM coordinates for participation as funding allows

	Local
	N/A
	Participate in AAR, training and exercises
	
	Local EM
	Local EM coordinates for participation as funding allows

	Contractor
	N/A
	Participate in AAR, training and exercises.
	
	Lead Division, responsible UASCE contracting officer, and contractor
	USACE contracting officer notifies ACI contractors of need to participate and cuts task order.  ACI contractor identifies personnel to attend. Non ACI contractors are identified by Lead Division and attend on their own funds.


Support Required (list additional USACE or other agency elements that provide mission support and the support they provide.  Without this support the mission could not be executed. This is not paper, pencils, computers, etc. It is specific items example: FEMA provides Plastic for Roofing

Phase II – Activation
Phase II A – Event With Notice (The below is provide only as an example – each PRT needs to fill –in as appropriate).

	Organization
	Task / 

Subtask

Number
	Task
	Subtask
	Who
	How

	FEMA
	
	Establish the daily and 3-day projection for commodities and locations of delivery.
	
	Intergovernmental OPS/LOG team.
	Obtain requirements from state and federal staging areas during the twice daily meeting/conf call.  Call is lead by FEMA and State. Joint decision by FEMA/State on quantities to order, move and locations.  USACE PRT AO notified by FEMA on quantities and locations of delivery.

	USACE
	AA-1.0
	Deploy PRT
	
	HQ USACE, Division, District
	Identify team to be deployed and notify Supported and Supporting Division.  Supported Division transmits MA and funds to the PRTs home district.



	
	AA-1.1
	
	Notify and activate PRT
	AO in coordination with district EM.
	AO receives notification of pending deployment from district EM and notifies PRT.  When verbal MA is received, EM finalizes travel orders and team deploys.

	
	AA-2.0
	RSOI PRT
	
	PRT members and receiving Supported Division or designated responding organization (district)
	Receiving organization establishes an RSOI location and PRT members arrive and perform RSOI.  First AO into area will travel directly to duty location and perform virtual RSOI.  First Power PRT into area will travel directly to duty locations and perform virtual RSOI.

	
	AA-3.0
	Receive commodities requirements and locations of delivery
	
	AO
	Attend Intergovernmental OPS/LOG meeting. 

	
	AA-3.1
	
	Provide knowledge based advise to the OPS/LOG team
	AO
	Provide Water and Ice models to group.  Provide guidance from knowledge based experience on ordering and delivery from ACI contractor.

	
	AA-3.2
	
	Obtain and transmit requirements and delivery locations
	
	Based on FEMA direction, develop and transmit tasker against the MA for directed quantities and locations.  Simultaneously transmit tasker to Supported Division, responding organization, and MM. 

	State
	
	Participate on Intergov OPS/LOG team
	
	State OPS/LOG reps
	Serves as decision maker for state in the FEMA- State discussion on quantities and delivery locations. 

	Local
	
	Provides estimated commodities requirements and delivery locations.
	
	Local rep
	Participate in twice daily Intergov conf call.

	Contractor
	
	Participate in  ESF #3 Management Team Operations
	
	Contractor rep
	Participate at state EOC or JFO in the twice daily Intergov meetings. Provide advice on ordering and delivery. Do not act prior to receiving tasker from appropriate USACE contracting representative. 


Support Required (list additional USACE or other agency elements that provide mission support and the support they provide.  Without this support the mission could not be executed. This is not paper, pencils, computers, etc. It is specific items example: FEMA provides Plastic for Roofing

Phase II – Activation
Phase II B – Event Without Notice.

	Organization
	Task / 

Subtask

Number
	Task
	Subtask
	Who
	How

	FEMA
	
	
	
	
	

	USACE
	AB-1.0
	
	
	
	

	
	AB-1.1
	
	
	
	

	State
	
	
	
	
	

	Local
	
	
	
	
	

	Contractor
	
	
	
	
	


Support Required (list additional USACE or other agency elements that provide mission support and the support they provide.  Without this support the mission could not be executed. This is not paper, pencils, computers, etc. It is specific items example: FEMA provides Plastic for Roofing

Phase III – Execution

	Organization
	Task / 

Subtask

Number
	Task
	Subtask
	Who
	How

	FEMA
	
	
	
	
	

	USACE
	E-1.0
	
	
	
	

	
	E-1.1
	
	
	
	

	State
	
	
	
	
	

	Local
	
	
	
	
	

	Contractor
	
	
	
	
	


Support Required (list additional USACE or other agency elements that provide mission support and the support they provide.  Without this support the mission could not be executed. This is not paper, pencils, computers, etc. It is specific items example: FEMA provides Plastic for Roofing

Phase IV – Mission Transition and Closeout   (NOTE:  This will be contained in SOP for Mission Transition and Closeout.)
	Organization
	Task / 

Subtask

Number
	Task
	Subtask
	Who
	How

	FEMA
	
	
	
	
	

	USACE
	MTC-1.0
	
	
	
	

	
	MTC-1.1
	
	
	
	

	State
	
	
	
	
	

	Local
	
	
	
	
	

	Contractor
	
	
	
	
	


Support Required (list additional USACE or other agency elements that provide mission support and the support they provide.  Without this support the mission could not be executed. This is not paper, pencils, computers, etc. It is specific items example: FEMA provides Plastic for Roofing

 

Examples of Mission PRT Composition and General Description of Each Member’s Duties and Their Location, e.g., JFO, RFO, Staging Areas, Field Office, etc.

Subject Matter Expert (SME):  During preparedness phase assists lead division in maintaining Mission Guides, SOPs, and Advanced Initiative Contracts (ACI).  Also assists lead division and USACE Readiness Support Center (RSC) develop annual training program of instruction.  During Activation Phase, deploys as a member of the Emergency Support Function (ESF) #3 Management Team to serve on any one of several teams located at various FEMA operational locations: the Emergency Response Team, Advance (ERT-A) at the state EOC; to the National Resource Coordination Center (NRCC); or the Regional Resource Coordination Center (RRCC). While at a FEMA operational location, they serve as a member of the ESF #3 Team Leaders staff and assist in mission analysis, in developing mission assignments and through their in-depth knowledge, advising on potential obstacles and necessary state and local coordination. The SME may also deploy to support the Supported Command or the responding organization, to assist in developing methods, using best practices to accomplish the mission. During the execution phase, uses their in-depth knowledge to: assist in changes to mission assignments; coordination with federal, state and local agencies; assist responding organization anticipate changes to execution procedures. 

b.  Action Officer (AO): 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, state 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: Supported Division, Responding Organization, and 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. 

c.  Mission Manager (MM):  During Preparedness Phase attends training as required. During Activation Phase deploys as directed by AO.  During Execution and Mission Transition and Closeout Phases, serves as the project manager for the mission. The Responding Organization should consider this person as an Assistant Operations Officer for the specific mission. Locates with the responding organization. Primary function is mission execution, however, supports responding organization in developing commander’s briefings when it does not interfere with mission execution. Oversees actions of team members located at the responding organization.

d. Mission Specialist (MS) During Preparedness Phase attends training as required. During Activation Phase deploys as directed by AO.  During Execution and Mission Transition and Closeout Phases, serves as the mission data administrator. Locates with the responding organization. Primary function is mission execution, however, supports responding organization in developing commander’s briefings when it does not interfere with mission execution.

e. Contract Specialist (CS) (Position Duties will vary depending on which mission the CS is supporting) During Preparedness Phase attends training as required. During Activation Phase deploys as directed by AO.  During Execution and Mission Transition and Closeout Phases, serves as the interface with the contractor to give official direction to the contractor.  Performs contract administration. Primary function is mission execution, however, supports responding organization in developing commander’s briefings when it does not interfere with mission execution.

f. Logistics Specialist (varies among missions, needs to be completed by each PRT)

g. Quality Assurance (QA) Inspector (varies among missions, needs to be completed by each PRT)

h. Design Team (varies among missions, needs to be completed by each PRT)

i. Resident Engineer (varies among missions, needs to be completed by each PRT)

j. NEPA Compliance (varies among missions, needs to be completed by each PRT)

Sample Glossary of Terms:

The terms are not listed in alphabetical order. They are listed in a sequence that, when read, may assist in understanding actions within the flow of the overall mission.

a. ERT-A.  Emergency Response Team – Alpha (ERT-A): Normally a team from a FEMA Region that deploys to a state EOC to initiate the federal – state unified command and initiate response activities.  The team includes the ERT-A Team Leader, FEMA Operations, Logistics, Planning, Resources Management and appropriate ESF representatives, too include ESF #3 Management Team.  The ERT-A Team Leader usually becomes the FCO. 

  

b. ESF#3 Management Team. ESF #3 Management Team:  The Team forms when activated for a potential or actual domestic incident of national significance.  When activated, a group of USACE individuals, who serve as the ESF #3 staff for the FCO and as a liaison/coordination/mission acceptance group for the Supported Division or the responding organization.  The Team consists of:  ESF #3 Team Leader, Assistant Team Leader, Mission PRT Action Officers, 249th Prime Power Battalion Liaison Team (BLT), Mission and Functional Subject Matter Experts (SME), and Administrative Assistant.   This group of USACE individuals serves in the various DHS/EPR/FEMA operations centers and the federal – state joint operations centers:  NRCC, RRCC, State EOC with the ERT-A Team Leader, (Initial Operating Facility (IOF)/JFO with the FCO.

c. ESF #3 Team Leader:  A member of the ESF #3 Cadre.  Serves as primary USACE interface with FEMA, other federal agencies ESFs at the NRCC, RRCC, state EOC, IOF and JFO.  Also serves as primary USACE interface with state representatives in the Unified Command.  The senior USACE member on the ESF #3 Management Team responsible for all ESF #3 Management Team actions. The ESF #3 Team Leader serves on the JFO coordinating group as the Senior Federal Official (SFO)for USACE.

d. JFO: Joint Field Office (JFO): From NRP Glossary p- A temporary Federal facility established locally to provide a central point for Federal, State, local, and tribal executives with responsibility for incident oversight, direction, and/or assistance to effectively coordinate protection, prevention, preparedness, response, and recovery actions. The JFO will combine the traditional functions of the Joint Operations Center (JOC), the FEMA Disaster Field Office (DFO), and the Joint Information Center (JIC) within a single Federal facility. 

e. Unified Command:  The team of the federal coordinating officer (FCO) and the state coordinating officer (SCO).  The FCO and SCO jointly make unified decisions for response and recovery operations.  From NRP Glossary:  An application of the Incident Command System (ICS) used when there is more than one agency with incident jurisdiction or when incidents cross political jurisdictions. Agencies work together through the designated members of the Unified Command to establish their designated Incident Commanders at a single Incident Command Post (ICP) and to establish a common set of objectives and strategies and a single Incident Action Plan (IAP).

f. Recovery Field Office:  FEMA approved, USACE Temporary office from which a responding organization, with the PRTs, conducts recovery operations and sometimes the last part of response missions.  The office has high speed communications and is established in the geographic vicinity of the disaster and often near the JFO. 
g. Responding Organization:  The USACE organization designated by the Supported Division to execute missions in response to DHS/EPR/FEMA mission assignments.  The Responding Organization may be the Supported Division, a Division Forward, or any task force the Supported Division Commander determines is appropriate to provide the management and execution of the mission assignments.  The Responding Organization is normally a USACE District that has geographic responsibility for the area in which the disaster occurred. However, the Supported Division Commander may elect to use another viable solution as the responding organization.  When a USACE District is selected, a task force is formed from individuals and teams that are from within and outside the District, to perform the management and execution functions.  An example is the Flex District concept used by SAD and MVD in the past two years.  Another example of a viable organization is using a FEST-M to form the nucleus of the responding organization and manage and execute response and recovery missions.  

h. Advanced Contracting Initiative (ACI).  Unique types of indefinite delivery/service contracts are used by the PRT to execute the mission.  We have several ACI contracts to assist USACE in executing response and recovery mission. Current ACIs include: Water, Ice, Power, roofing and Debris

i. ENGLink:  USACE unique automated database system that serves as the repository/database of record for all preparedness, response and recovery information. This includes the mission specific data, reports, personal information for deployments, training and exercises, and documents that describe how we operate.  Used by personnel in the UOC, EOCs, and PRTs.
j. Transition:  Mission transition refers to the hand-off of mission responsibilities from the ESF #3 Management Team and the mission PRTs to the Supported Division or responding organization.  The responding organization continues mission execution utilizing non-ESF #3 and non-PRT personnel. ESF #3 and Mission PRTs are released to return to their home districts.  The non-PRT personnel may be from the responding organization, from within the supported division or from other supporting commands.  However, the intent is for the assets to come from within the Supported Division.  Some positions may be filled using retired annuitants.

k. Physical Close Out:  Refers to the physical completion of a mission assignment by the Supported Division or designated responding organization. Contractors completing demobilization, warranty work being completed and USACE  personnel returning to normal duties mark the physical closeout.  Physical close out occurs before fiscal closeout. 

l. Fiscal Close Out:  Refers to the financial management completion of a mission assignment.  All reimbursements from FEMA are received and all invoices are paid.  This includes all claims having reached final resolution. Final fiscal closeout is often performed under FC&CE code 210 to allow individuals to move off of FEMA funding and be able to submit the final billings. (Address further with experts and adjust as necessary.)
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