October 22, 2011, Halifax Town Offices

Halifax: Tropical Storm Irene After-Action Review

Approximately ten participants, including the Halifax Select Board

Facilitator: Alison Turner of Marlboro
AGENDA

10:00 Introductions

10:05 Procedure and Ground-rules

10:10 General Discussion

10:40 What happened?  Make a list


11:05 Select/combine like items


11:10 Prioritize list

11:15 Next Steps


11:35 Select / combine like items


11:40 Prioritize list


11:45 Who does what

11:50 Meeting Wrap-up to 11:55 or noon.

Facilitator's Note: the meeting actually ran until 12:30 pm.
Definitions:  

EOC = Halifax Emergency Operations Center

EMD = Halifax Emergency Management Director

WRC = Windham Regional Commission

ICS = Incident Command System

What Happened: the following is a list of actions and events (not in chronological order) that describes the Tropical Storm and aftermath in Halifax, created and prioritized by participants at this meeting. The first ten or so items should give a good quick picture of the event.
Participants came up with the list first, and then prioritized it.  Numbers to the left are weighted importance for each item.  Each participant had twenty "votes" they used on the list of over 50 items we'd come up with, and they could put as many of their votes as they wished on a single item.  Note that the prioritization is simply an organizational tool designed so that the first several items would be reasonably likely to give a quick picture of the event.  Items further down on the list are not necessarily unimportant: they're still on the list, but may not be most obvious items to quickly describe Tropical Storm Irene and follow-up in Halifax. 

21 – Need better coordination of outside resources

15 – Followed ICS (the Incident Command System)

14 – Coordinated 30+ volunteers for food delivery, road issues/assessment, etc.

11 – Need improved coordination from the center out into the field

10 – Internet at the EOC is an issue: doesn't work in heavy rain / we ran out of bandwidth

7 – Marked the roads with routing plates, cones and stakes, and closed signs

6 – Uneven focus

4 – Checked on residents / those with special needs (did welfare checks)

3 – Distributed food and water

3 – Hired additional administrative staff; More administrative help frees up the EMD and other critical/oversight personnel

2 – Roads: assessed them, prioritized them, started opening them, still working on them now

2 – There was increased local communication to the EOC

2 – Called all citizens with numbers in the phone book (prior to Reverse 911 system)

2 – Used / updated the town web site

2 – Routing / plastic plate method was reported in the paper

2 – Held an Informational Meeting

2 – The EOC was cramped, crowded and loud at times

2 – Published a lot: newspapers, radio announcements

1 – Citizens didn't realize what the EOC/Select Board and other town entities were doing

1 – Communicated with neighboring towns / EMDs

1 – Teleconference daily: with the state; re: weather

1 – Improved Code Red / Reverse 911

1 – Bridges

1 – Identified existing hazards

1 – Weather:  Improve NOAA predictions? Southern VT doesn't have good news/ weather; Albany's satellite for Southern VT isn't great

1 – Opened a shelter

Many communications re: routes in and out of town

Set up Mutual Aid for roads without access by our town services

Didn't get any requests for Mutual Aid

Army Corps of Engineers assessed Green River Road

People helped themselves

Coordination through / with WRC

Activated Code Red system

Reverse 911 still needs improvement

Took over Firehouse (for the EOC)

Coordinated with the Road Commissioner

Worked the Road Crew hard (12 to 15 hour shifts)

Asked the state for assistance – they refused

Asked Rescue Inc for assistance – they refused

Food at Shaws ran low after about 3 days

Initially there was lots of confusion: rumors that were not confirmed

Used and gave out maps; this was important

Visited the Governor (during his visit to Marlboro)

Cleaned a hazmat spill

Purchased a lot: cones, signs, etc.

Supplemented the road crew with contractors

The flood was in daylight; if at night, it would have been a worse emergency

First radio reports were inaccurate

Radio stations updated Halifax information

People from Wilmington visited Halifax to find out about the plate routing system

Coordinated with towns: identified Halifax as a travel corridor

Frequent communication with Guilford, Marlboro and Colrain – not with other towns

Received food and water

Created a computer network on the fly

Issued press releases

Held special Select Board meetings

Next Steps.  What do we feel we need to do next, both to finish with this emergency, and to prepare for the next one?  Priority was set similarly to the What Happened section, but with fewer votes per person because there were fewer items on the list.  As above, items further down the list may not be of vital or immediate concern, but might nonetheless need to be addressed.

12 – Improve the EOC; for example, move it to the School / Town Offices, separate it from Operations / Fire; add Administrative support / supplies

11 – Write an all-hazards plan; include testing and training

8 – Accountability: have persons with the ability to make decisions in many roles, knowing the guidelines/rules and knowing their roles and responsibilities

8 – Improve Communications: 2-way radio, Internet including DisasterLan, & Reverse 911

5 – Follow ICS (this was done well)

4 – Create a list of key contacts, alternate contact options; at local, state, etc. levels

2 – Bridge repair: resources, procedures / rules, state/FEMA issues

2 – Document procedures

2 – Need to finish fixing roads and bridges

2 – Need to thank volunteers (e.g., at Town Meeting)

1 – Volunteer resource was excellent

1 – Preserve resources received (cots, cones, etc): could use a regional distribution location

1 – Lists of Citizens: who's where, who is residential vs. seasonal

1 – Preparations for winter, e.g., routes out of town, communicate with neighboring towns

1 – Informational meetings are beneficial

Better map resources needed

Talk with WRC: need to improve state / regional (county) coordination

Money: should have petty cash available, a line of credit ready, and a reserve fund

Where is the town shelter?

Establish on-ground on-site evaluation: with point people; establish precincts; would free up key workers

Update the town web site

Issue a press release re: this meeting

NOTE: Due to time constraints, we did not make any initial suggestions for who should address each of the items on the "Next Steps" list.  Therefore, the facilitator suggested that the next item of business should be to form a committee that will figure out who will work on each point.

Meeting evaluation:

Regarding the format and structure of this meeting, we could improve: better advertising for the meeting; better scheduling so that more people could attend.

Positive points about the meeting: There was great participation from those present; the voting/prioritizing method worked well; having a facilitator worked well; it was planned early; the Select Board was available.

