Introduction 

At any emergency site, there is a great potential for difficulties and stresses to arise as the result of uncoordinated communications, differing lines of authority and responsibility, an absence of long-term familiarity with personnel, equipment and techniques employed by other agencies, and unclear answers to the question, “Who’s in charge?”

Moreover, pressures from the media and others, coupled with the need to act quickly to save life, may result in conflicts and in disorganized leadership that may and often do negatively impact both operations and the public’s perception of the event.  These stresses are frequently compounded when federal, state and local agencies interact for the first time on the scene at emergency sites.

The Quecreek Experience

While it is difficult to be critical in the face of success, the organization of the response and rescue efforts at Quecreek illustrates some of the difficulties that typically arise in large and/or complex operations.

Local first-responders from fire, police and emergency services organizations arrived on scene at Quecreek Mine shortly after the initial calls for help and established a basic command system for fire/rescue and site access operations.  There was, however, no consistent effort to establish a structured management system for the overall incident as it evolved.

When State mine safety personnel arrived on scene, operational management of the incident, because of its specialized, technical nature, passed to that agency.  In turn, when Federal officials arrived, liaison was established and lead management responsibility was assumed by MSHA.
The Somerset County Emergency Management Agency, the county government’s lead disaster management and coordination organization, responded to the incident but found itself outside the chain of communication and coordination and, as a result, was unable to provide assessments of progress, needs or plans.  
Within the State Emergency Operations Center in Harrisburg, where all state and local agency responses, communication and unmet needs are typically coordinated, reports and taskings from on-scene responders, congressional aides, state agencies and private contractors were being received with sometimes conflicting contexts.
However briefly, there were instances during the event when at least three, uncoordinated management structures were simultaneously operational.  While this situation was resolved from an on-scene operations standpoint, it continued to affect support functions as, for example, equipment needed on-scene was being sourced by or supplied through first responders, mine safety agencies (both on-site and in Harrisburg), the county emergency management agency and private sector entities.
Again, success in this operation cannot be refuted; however, among the legacies of Quecreek must certainly be recognition of the need for an effective, uniform management system for such events.

A Uniform Incident Management System

Across Pennsylvania, federal, state and local emergency service, law enforcement, emergency management and counter-terrorism task force organizations have begun resolving operational, command, logistics, planning, finance and communications issues in advance by adopting a common approach to handling emergencies, the Incident Management System (IMS).  This system is transferable to any organization or group of organizations with responsibility for emergency response operations.

Federal, State, county and local agencies responsible for mine rescue responses could benefit from IMS and should adopt, train and exercise IMS at agency and inter-agency levels.  The use of IMS at Quecreek would have resolved, in advance, the issues that arose.

Background

Incident Management Systems long have been successfully used in managing available resources at emergency operations. 

The Incident Management System was developed as a consequence of fires that consumed large areas of wildland in southern California in 1970. As a result of those fires, agencies saw the need to develop a system that allowed them to work together toward a common goal in an effective and efficient manner. 

Incident Management Systems are concepts that have been given considerable attention within the emergency services and emergency management communities. Ironically, many organizations believe they have a command system when what they actually have is an organizational chain of command that is ill equipped for the demands and stresses of incident management. 

IMS is designed to be used in response to emergencies caused by fires, mine collapses, floods, earthquakes, tornadoes, hurricanes, riots, hazardous materials, or other natural or human-caused incidents. IMS is designed to begin developing from the time an incident occurs until the requirement for management and operations no longer exists. 
The system can be utilized for any type or size of emergency, ranging from a minor incident involving a single organization, to a major emergency involving several agencies. 

The system consists of procedures for controlling personnel, facilities, equipment, and communication. Incident management systems allow agencies to communicate using common terminology and operating procedures. 

One of the main benefits of a properly designed and instituted Incident Management System is personnel safety and rescuer accountability. No one should be operating in any type of hazardous environment or situation unless a system of accountability and overall safety has been instituted. The Incident Commander has this responsibility, and it is probably the most important responsibility at any situation, regardless of size. 

IMS should be designed to go into effect during all emergency responses. 

Incident Commanders cannot be involved rescuers. Incident Commanders and any related command functions must be carried out separately from actual hands-on involvement in the operation. If this policy is not followed then all the personnel working at the incident are put in jeopardy. 

Components of the Incident Management System

IMS components working together interactively provide the basis for an effective incident management system incorporating the following elements: 

· Common Terminology 

· Modular Organization 

· Integrated Communication 

· Unified Command Structure 

· Consolidated Action Plans 

· Manageable Span of Control 

· Designated Incident Facilities 

· Comprehensive Resource Management 

An effective Incident Management System has five major functional areas: 

· Command 

· Operations 

· Planning 

· Logistics 

· Finance 

These functional areas and the personnel assigned to them may expand and contract as incidents progress.  Not all functional areas may be needed for every incident; conversely, some incidents may require the establishment of others not listed.

With proper IMS implementation, every possible challenge, obstacle and opportunity will have a member of the Incident Management Team addressing it.

Public Information and Governmental Liaison functions are typically attached to the Command area and report directly to the Incident Commander.  The commander, however, cannot be the spokesperson or undertake the liaison function.

The following diagram illustrates a typical IMS structure.  Personnel from all agencies, in a collaborative and coordinated manner, are assigned to the components of IMS based on their experience and expertise, not on their affiliation.  By blending all personnel and agency resources, a “broad view” of the incident is maintained throughout the IMS.  The numbers of personnel assigned and the actual units within each section can be expanded and contracted to meet the continuing needs of the incident.






* Examples of typical assignment/tasks are noted in section breakout beneath each section title.
COMMAND 

The Incident Commander is responsible for incident activities including the development and implementation of strategic decisions and for approving the ordering and release of resources. 
The duties of the Command Section include the following:


· Obtains incident briefing from prior incident commander or first, on-scene person in charge

· Assesses incident situation 

· Conducts initial briefings 

· Activates elements of IMS 

· Briefs command staff and section chiefs 

· Coordinates staff activity 

· Manages overall incident operations 

· Approves requests for additional resources and requests for release of resources 

· Authorizes release of information to the news media 

· Ensures incident status summary is completed and forwarded to appropriate state, federal and local operations centers

· Approves plan for demobilization 

OPERATIONS 

In a mine incident environment, this section of the system deals, first and foremost, with the processes of search, rescue and/or recovery.  The personnel assigned to this section are “the doers”.  It is their expertise and work that are supported by the other elements.
The Operations Section is responsible for the management of all operations directly applicable to the primary mission.  The operations chief activates and supervises organizational elements in accordance with the incident action plan and directs its execution.  The operations chief also directs the preparation of unit operational plans, requests or releases resources, makes any expedient changes to the incident action plan as is necessary and reports such to the incident commander. 

Among the duties performed by the Operations Section are the following:

· Briefs and assigns operations personnel in accordance with the incident action plan 

· Supervises operations 

· Determines need and requests additional resources 

· Reviews suggested list of resources to be released and initiates recommendations for release of resources 

· Assembles and disassembles teams assigned to operations section 

· Reports information about special activities, events and occurrences to the incident commander 

PLANNING 

This section is the expert/technical resource of the operation.  Within this section are the geologists, mining engineers, and other technical experts who work with the tools and resources necessary to provide expert guidance to the Operations Section.

The Planning Section is responsible for the collection, evaluation, dissemination and use of information about the development of the incident and status of resources. Information is needed to (1) understand the current situation, (2) predict the probable course of incident events, and (3) prepare alternative strategic and control operations for the incident. 

Among the duties of the Planning Section are the following:

· Reassigns initial attack personnel to incident positions as appropriate 

· Establishes information requirements and reporting schedules 

· Establishes a weather data collection system when necessary 

· Supervises preparation of the incident action plan 

· Assembles information on alternative strategies 

· Identifies need for use of specialized resources 

· Provides periodic prediction on incident potential 

· Compiles and displays incident status summary information 

· Advises general staff of any significant changes in the incident status 

· Provides incident traffic plan 

· Ensures that normal agency information collection and reporting requirements are being met 

· Prepares recommendations for release of resources for submission to the incident commander 
  

LOGISTICS 

The Logistics Section obtains the tools and services required to complete the operational mission and provides the services and facilities necessary for the rest of the overall operation.  Personnel assigned here include those with purchasing/administration skills, owners’ representatives, logistics, food-service and transportation personnel, and infrastructure experts.

The Logistics Section is responsible for providing facilities, services, and materials in support of the incident. The logistics section chief participates in the development and implementation of the incident action plan and activates and supervises the branches and units within the logistics section. 

Among the duties of the Logistics Section are the following:

· Plans organization of the logistics section 

· Participates in preparation of the incident action plan 

· Identifies service and support requirements for planned and expected operations 

· Provides input to and reviews communications plan, medical plan, and traffic plan 

· Coordinates and processes requests for additional resources 

· Reviews incident action plan and estimates section needs for next operational period 

· Ensures incident communication plan is prepared 

· Advises on current service and support capabilities 

· Prepares service and support elements of the incident action plan 

· Estimates future service and supports requirements 

· Receives demobilization plan from planning section 

· Recommends release of unit resources in conformity with demobilization plan 

  

FINANCE 

The finance section “keeps the books”, tracking all expenditures, orders, income, donations and similar cost and income centers.  The work of this unit ultimately speeds the recovery from the incident by supplying the factual basis for cost recoveries from insurance, governmental and other sources.

The Finance Section is responsible for all financial and cost analysis aspects of the incident and for supervising members of the finance section.
Among the Finance Section duties are the following:

· Identifies and orders supplies and support needs for finance section 

· Develops an operating plan for finance function on the incident 

· Determines need for commissary operations 

· Provides input in all planning sessions on financial and cost analysis matters 

· Maintains daily contact with agency(s) administrative headquarters on finance matters 

· Insures that all personnel time records are transmitted to home agencies according to policy 

· Participates in all demobilization planning 

· Ensures all obligation documents initiated at the incident are properly prepared and completed 

· Briefs agency administration personnel on all incident related business management issues needing attention, and follows-up prior to leaving the incident
  

Conclusions


· Any emergencies arising in the mining industry demand effective, efficient and well-prepared responses.

· IMS provides a proven model by which to manage any incident, large or small.

· IMS can be adopted by federal, state, county and local agencies as the common approach to emergency response.  
· Once adopted, personnel should be taught to use it and exercises involving participants from all levels of government and from the private sector should be conducted to develop familiarity.

· IMS should be adopted in Pennsylvania as a “best practice” for mine emergency response.
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