CHAPTER 9

ENVIRONMENTAL UNIT

INTRODUCTION
NIMS discusses the establishment of an Environmental Unit (EU) within the Planning Section to facilitate interagency environmental data management, monitoring, sampling, analysis, and assessment.  It is expected that most, if not all EPA responses will include the establishment of an EU within the Planning Unit.

The Environmental Unit is responsible for scientific support associated with a response, including support for specific response technologies, modeling and data interpretation, natural resources and ecological issues, establishment of standard methods and permitting issues. Personnel assigned to the Environmental Unit may include the Scientific Support Coordinator, as well as technical specialists in sampling and analytical methods, response technologies, data management, hazardous material characterization, risk assessment, stabilization, decontamination, cleanup, and disposal.  The Environmental Unit, which is located in the Planning Section, conducts the following activities: participates in developing sampling and analysis plans, receives field data from the Operations Section from laboratory support; verifies, interprets and manages the data; and advises the Incident Commander and Command Staff on findings, data gaps, and precautionary measures.

During an Incident of National Significance, an additional Headquarters Environmental Unit (HQ EU) will be established in the Headquarters Emergency Operations Center.  The purpose of the HQ EU is to support the field EU through the following activities:  

· External coordination with national political leadership and other Federal (including ATSDR, ACOE) and state agencies (via support from the Regions).
· Internal coordination with other EPA Offices, including the Office of the Administrator, the Office of General Counsel, the Office of Public Affairs,  the Office of Air, the Office of Water, the Office for Enforcement and Compliance Assurance  and other appropriate offices. 

· Analytical data management and interpretation.
· Quality Assurance.
· Risk assessment and risk communication. 

· Coordinating technical issues with various regions such as debris management.
· Dissemination of information to the public and the media.

· Ensure information technology systems are in place for posting data on the web and providing GIS support. 

Following is a listing of potential Environmental Unit technical specialists that may be deployed to address science and environmental issues during an emergency response.  Note that some of these functions may be deployed through other General Staff positions (e.g., Operations Section or Logistics Section) depending on the focus of their duties and responsibilities.

The Environmental Unit may be comprised of agency representatives, private industry, and academia.  It is anticipated that the Environmental Unit will coordinate with other federal assets that generate and interpret data, such as the Federal Radiological Monitoring and Assessment Center (FRMAC), the Interagency Modeling and Atmospheric Assessment Center (IMACC), National Atmospheric and Oceanic Administration (NOAA), US Fish and Wildlife (USFW), and the US Fire Administration (USFA).

IMPLEMENTATION OF THE ENVIRONMENTAL UNIT
The Environmental Unit may have specific responsibilities for the incident, including, but not limited to:

1. Reviewing and evaluating the science used to make decisions regarding protection of public health, welfare, and the environment;

2. Providing advice and consultation to the incident planning body to promote good science in support of the decision-making processes;

3. Conducting periodic checks and balances on technical and scientific processes;

4. Implementing long-range science and study programs;

5. Evaluating new products/methods/equipment applicable to the response, this may include evaluating vendor products; and/or

6. Evaluating environmental tradeoffs and economic impacts for significant response actions.
7. Evaluating data; providing interpretation of evaluated data to the IC and IMT.
STRUCTURE OF ENVIRONMENTAL UNIT

The Environmental Unit, if warranted by the specific incident, could address the following technical issues or functions to properly support the Incident /Unified Command. Only those technical functions needed for a specific response should be incorporated into the Environmental Unit. An example of a possible EU structure is depicted in Figure   9-1.

Technical specialists assigned to the Environmental Unit may include:

· Meteorologist

· Flood Control Specialist

· Water Use Specialist

· Explosives Specialist

· Structural Engineering Specialist

· Firefighter Specialist

· Medical Health Care Specialist

· Veterinarian

· Agricultural Specialist

· Toxic Substance Specialist

· Health Physicist

· Intelligence Specialist

· Infectious Disease Specialist

· Chemical and/or Radiation Decontamination Specialist

· Law Enforcement Specialist

· Attorney or Legal Counsel

· Industrial Specialist

· Transportation Specialist

· Data Management Specialist

· Scientific Support Coordinator

· Scientific Support for Specific Response Technologies

· Decontamination

· Disposal

· Cleanup, removal, and remediation

· WMD agents (chemical, biological, and radiological) and/or other specific pollutant expertise

· Develop site clean-up and hazardous materials disposal plans


· Modeling 

· Air, ground water, surface water

· Discharge from a point source

· Oil trajectory

· Contaminant fate and transport

· Natural Resources and Ecological Issues
Identification of natural resources (e.g., wildlife, habitats, sanctuaries, and refuge areas)

· Environmental impacts (e.g., seafood tainting, wildlife impacts)

· Endangered Species Act

· Historic and cultural resources

· Wildlife protection strategies


· Analytical Issues

· Sampling and analytical plans 

· Coordination of analytical work

· Coordination of identification and use of laboratory resources


· Quality Assurance


· Data and Interpretation
Data assessment and interpretation

· Risk assessment and toxicology

· Participate in the determination of the extent of site contamination

· Health Assessment
· Coordinate assessment with CDC and ATSDR, and other appropriate federal, state or local health agencies
OPERATIONS SECTION AND PLANNING SECTION INTEROPERABILITY
The sharing of information and technical assistance should be commonplace among the Command and General Staff, as depicted in Figure 9-1. Coordination must occur between Operations Section and Planning Section personnel in order to develop the technical/tactical elements of the response action.

The responsibility for the development of strategic and tactical plans (strategic planning by the Planning Unit or the Environmental unit; tactics planning and operations controlled by the Operations Unit) belongs to the Operations Section.  To ensure that the technical approach in the operations period is effective, Operations will draw on the technical expertise in the Environmental Unit.  The Environmental Unit will then assist the Operations Section in the development of sampling plans, numerical models, databases, etc.  It is not the responsibility of the Situation and/or Environmental Unit to direct Operations.

In some cases technical specialists may be assigned to and stay with a Division/Group in the Operations Section.  For example, an air monitoring specialist is needed to support multiple groups doing air monitoring in the Operations Section, and he/she is also needed to evaluate data coming into the Situation or Environmental Unit.  Since the technical specialist is critical to the implementation of an operation, he/she would be assigned to the Operations Section.

It is extremely important that Environmental Unit deliverables/products are passed through the Unit Leader and Planning Section Chief to the Incident / Unified Commander prior to dissemination, use, or implementation. It is critical that the Environmental Unit Leader coordinate all facets of the Unit’s mission and the various agencies’ and organizations’ interests, concerns and technical expertise with the Planning Section Chief, Command Staff and Incident/Unified Commander as a recommendation, opinion or proposed action plan.  When an Environmental Unit is established at Headquarters, deliverables/products need to be passed through that Unit before passing through the Planning Section Chief at the Regional level.
Long-Term Planning, Science, and Studies/Area Command Coordination
Actions identified during the emergency response phase shall be identified, addressed, and documented as the response progresses to ensure that information and data are not lost during the transition. The identified actions will transition to another program.  If an Area Command (AC) is established, it is anticipated that the AC would support much of the non-field functional science and technical work (see Chapter 13 for the role of the ACEU).  Area Command, if established, should be able to assist in identifying the programs that would have jurisdiction of specific aspects of the incident following the initial response action (e.g., the water program, remedial program, or air program).
The Headquarters Environmental Unit
During an Incident of National Significance (INS), a Headquarters Environmental Unit (HQ EU) will be established in the HQ Emergency Operations Center (HQ EOC). The function of the HQ EU is to support field operations by providing additional data quality control, coordinate with outside groups such as the Science Advisory Board, work with the Office of Public Affairs to craft incident specific information for the media and provide risk assessments for the general public.  The HQ EU should work in close coordination with the field EU and the Scientific Support Coordinator in Command Staff. For additional information refer to the EU Job Aid.

FIGURE 9-1
 Example of an Environmental Unit in Incident/Unified Command 


















 FIGURE 9-2

Environmental Unit’s Relationship with Other Incident Command Functions





















ENVIRONMENTAL UNIT

POSITION CHECKLISTS

ENVIRONMENTAL UNIT LEADER (EUL) – The EUL is responsible for environmental matters associated with the response, including strategic assessment, modeling, and environmental monitoring and permitting.  The EUL prepares environmental data for the Situation Unit.  Technical Specialists frequently assigned to the Environmental Unit may include the Scientific Support Coordinator and the Sampling, Response Technologies, Weather Forecast, Resources at Risk, Cleanup Assessment, Historical/Cultural Resources, and Disposal Technical Specialists.  The Environmental Unit Leader's tasks are:

a. Review Common Responsibilities (p. 3-1);

b. Review Unit Leader Responsibilities (p. 3-2);

c. Obtain a briefing and special instructions from the Planning Section Chief;

d. In consultation with the Planning Section Chief, designate the functional positions and responsibilities.  The Environmental Unit Leader assigns a position team leader to each functional position.  The team leader supervises the team, which may consist of representatives from Federal, State, and local agencies, and volunteers;
e. Participate in Planning Section meetings;

f. Identify sensitive areas and recommend response priorities;

g. Consult with natural resource trustees, provide input on wildlife protection strategies (e.g., removing oiled carcasses, preemptive capture, hazing, and/or capture and treatment);

h. Based on the available data, determine the extent, fate, and effects of contamination; where data gaps exist, plan for additional sampling or an appropriate action;

i. Monitor the environmental consequences of cleanup actions;

j. Develop shoreline cleanup and assessment plans.  Identify the need for, and prepare any special advisories or orders;

k. Identify the need for, and obtain, permits, consultations, and other authorizations including Endangered Species Act (ESA) provisions;

l. Following consultation with the Historical/Cultural Resources Technical Specialist identify and develop plans for protection of affected historical/cultural resources;

m. Evaluate the appropriateness to use various response technologies;

n. Assemble disposal plans, as requested by the IC and/or the Operations Section Chief;

o. Assemble a plan for collecting, transporting, and analyzing samples, as requested by the IC and or/Operations, and in close coordination with Operations;

p. Work with SUL to present data;

q. Perform short-term and long-term risk assessment as appropriate to determine action and cleanup levels;

r. Consult with state and local authorities and federal regulations;

s. Ensure that quality assurance is fully integrated into the entire response;

t. Centrally manage data to ensure its availability to other Units;
u. Establish procedures to ensure integration of sampling data and analytical results ;

v. Provide for oversight of data assessment and interpretation;

w. Identify needs for special technical equipment and requests equipment through appropriate acquisition and ordering mechanism;

x. Provide summary reports for media/public affairs, EPA ORD, and other inquiries as approved by the Incident Commander or the Planning Unit Chief;

y. Summarize data for public health reports;

z. Recommend benchmarks/criteria;

aa. Secures GIS products from Situation Unit;

ab. Requests standardized analytical data format, unique station and sample identifier;

ac. If both an EU and a Federal Radiological Monitoring and Assessment Center (FRMAC) are established for a radiological/nuclear incident, coordinate closely with the FRMAC; and

ad. Maintain daily, weekly, monthly and response Unit/Activity Log.

ASSISTANT ENVIRONMENTAL UNIT LEADER

a. Ensure that quality assurance is fully integrated into the entire response;

b. Establish procedures to ensure integration of sampling data and analytical results; 

c. Provide oversight of data assessment and interpretation;

d. Arrange for use of special equipment (e.g., GPS equipment, boats, and helicopters);

e. Develop responses to FOIA requests and Congressional Inquiries that focus on environmental and science issues connected to the response;

f. Provide summary reports for the IC, media/public affairs, ORD, and other inquiries;

g. Summarize data for public health reports;

h. Approves Benchmarks/Criteria;

i. Secures GIS products from Situation Unit;

j. Requests standardized analytical data format, unique station and sample identifier; and
k. Maintain Unit/Activity Log (ICS Form 214).
ANALYTICAL COORDINATOR (In some responses this could be incorporated into the Operations Section)  
a. Schedule all environmental sample analyses, utilizing EPA and other Federal, academic, and private laboratories as necessary;

b. Ensure laboratories have capabilities to meet data delivery requirements of SCRIBE and Staged Electronic Data Deliverable (SEDD);

c. Maintain lists of laboratory contacts available to assist with analyses of environmental samples during an emergency.  Arrange for procurement of contract analytical resources, as necessary, including coordination with START, or other, on laboratory issues when START is prime contractor;

d. Ensure maintenance of chain of custody for samples and data throughout project.

e. Receive all analytical data regardless of laboratory.  Data will be checked for completeness and appropriate level of validation before submittal to the Quality Assurance Coordinator (QAC) for QA review.  Ensure analysis of samples by requested methods and delivery of data in requested format (hard copy and electronic copy as appropriate);

f. Receive all monitoring data (including field measurements, continuous instrument data, and laboratory reports) from Situation Unit whether the monitoring was conducted by EPA field or laboratory personnel or others;

g. In cooperation with the QAC, ensures that all monitoring data are reviewed for usability;

h. Approves and provides the Incident/Unified Command and all Environmental Unit Teams with electronic and paper analytical reports.  The original is provided to Situation Unit; 

i. Provide Sampling and Monitoring Plans as requested, and review and approve of the procedures developed by Operations; and

j. Oversees Sample Planning Team to provide Sampling and Monitoring Plans as requested, and review and approve procedures developed by the Operations Unit.  Reports the plans and procedures to the Incident/Unified Command staff 

k. Ensure adequate download of all data to proper databases;

l. Ensure security and archival of all data; and

m. Maintain Unit/Activity Log (ICS Form 214).
QUALITY ASSURANCE COORDINATOR

a. Review and approve all quality assurance project plans and standard operating procedures (SOPs).  Provide guidance, as necessary;

b. Supervise QA review of all analytical data;

c. Advise Unit Leaders, Division/Group Supervisors and the Incident/Unified Command on quality assurance issues and limitations on the use of data; and

d. Mediate and resolve quality assurance issues with outside laboratories and outside sampling teams,including START or similar contractors on laboratory issues.;

e. Provide means for third party full data validation analyses, as appropriate;

f. Reviews third party data validation reports, as appropriate; and
g. Maintain Unit/Activity Log (ICS Form 214).

LABORATORY COORDINATOR

a.
Provide outreach to available laboratory resources;

b.
Assist in brokering laboratory resources;

c.
Set priorities for laboratory analysis;

d.
Coordinate Lab resources with other agencies and organizations;

e.
Work with available Lab resources to facilitate sample processing (e.g., data formatting, sample transportation issues, chain of custody); 

f.
Assist in identifying Lab resources, both fixed and mobile to meet needs of the incident; and 

g.
Maintain Unit/Activity Log (ICS Form 214).

SAMPLING AND MONITORING PLAN COORDINATOR

a.
Develops and reviews Sampling Plans for all phases of the incident as requested by the IC and/or Operations Section Chief;
b.
Develops initial sampling procedures;

c.
Develops initial Sampling Plan;

d.
Develops QAPP; and

e.
Designs long term monitoring plans, if required by the incident;

f.
Ensures that sampling teams are trained in use of SCRIBE and use it during sampling activities; and

a. Maintain Unit/Activity Log (ICS Form 214).

MODELING ANALYSIS COORDINATOR
a.
Provide expertise in air dispersion plume modeling;

b.
Provide expertise in environmental statistical sampling models;

c.
Provide expertise in developing oil spill trajectories; 
d.
Provide expertise in groundwater and vadose zone modeling;
e.
Report the findings through the Environmental Unit Leader and Planning Section Unit Leader to the Incident Commander and the Incident Management Team; and
f.
Maintain Unit/Activity Log (ICS Form 214).

DATA ASSESSMENT AND INTERPRETATION COORDINATOR

a.
Assemble assessment team(s) with technical expertise appropriate to the project (fate & transport, risk assessment, etc.);

b.
Provide preliminary assessments of environmental data regarding implications to human health and the environment;

c.
Compare environmental data to appropriate benchmarks and background data;

d.
Consult with experts in other agencies and outside of government when appropriate;

e.
Assist the Incident/Unified Command in interpreting environmental data, noting areas where data gaps exist; 

f.
Prepare data for internal use and for public consumption; and
g.
Maintain Unit/Activity Log (ICS Form 214).

DATA ASSESSMENT INTERPRETER

a.
Provide the Incident/Unified Command, via the Assistant EUL, with industry appropriate Federal, State or local benchmarks/criteria for approval;

b.
Inform all Environmental Unit Teams of any corrections to analytical data;

c.
Provide interpretive discussion of data based upon comparison with benchmarks, standards, or appropriate background levels;

d.
Consult with appropriate regional and national experts, as necessary;

e.
Provide the Incident/Unified Command with electronic and paper data assessment reports.  The original is provided to the Situation Unit; and
f.
Maintain Unit/Activity Log (ICS Form 214).

ECOLOGICAL ASSESSMENT COORDINATOR
a.
Evaluate the effects of hazardous substances on fish and wildlife;

b.
Provide Resources and Risk information to Incident/Unified Command;

c.
Determine the potential mitigation measures to protect fish and wildlife;

d.
Provide expertise in ecological risk assessment;

e.
Provide technical assistance and develop response to Endangered Species Act consultation process;
f.
Provide technical assistance and response to Historical/Cultural Resources issues;
g.
Addresses groundwater, surface water, air and other related media issues; and

h. 
Maintain Unit/Activity Log (ICS Form 214).

HEALTH ASSESSMENT COORDINATOR
a.
Coordinate human health risk assessments and consultations (e.g., ATSDR Superfund Public Health Risk Assessment Program);

b.
Provide assistance in communicating health risk information to the public;
c.
Liaise with Public Health officials and coordinate release of health bulletins and other outreach through the Public Information Officer; and

d.
Maintain Unit/Activity Log (ICS Form 214).

RESPONSE TECHNOLOGY SPECIALISTS – There may be other technical specialists needed to address specific hazards (e.g., radiological threats).  Examples of these specialists follow.  However, additional detail may be found in applicable IMH chapters.

The Homeland Security Laboratory Response Program (HSLRP) within the Office of Emergency Management serves as the central Agency focal point and clearinghouse on HSLR preparedness. Its primary responsibility is to establish and maintain national environmental sampling and laboratory analytical capabilities and capacities necessary for effective and timely response to environmental contamination resulting from a terrorist incident, national threat event associated with Weapons of Mass Destruction (WMDs), or other incidents of national significance (INS).  To carry out this responsibility, the HSLRP is building upon existing networks and infrastructure to develop the environmental laboratory response network (eLRN), which will have testing capability and capacity to meet EPA's responsibilities for surveillance, response, and recovery from incidents involving the release of Chemical, Biological, or Radiological (CBR) agents.  The HSLRP is responsible for coordinating with EPA programs and laboratories as well as working with other Federal and State Agencies to leverage resources and build necessary laboratory capacity to meet the nation’s needs for environmental analyses associated with INSs.  As such, it should be contacted for environmental analytical needs associated with an INS or a WMD event prior to contacting or obtaining laboratory services from other providers such as the Department of Defense or the LRN.  The HSLRP has established relationships with these providers or networks via memoranda of understanding, which are in final developmental stages. For additional information contact EPA Office of Emergency Management, Homeland Security Laboratory Response Team Leader.
Oil Spill Technologies Specialist(s)

a. Identify suitable response technologies that may be considered for use to mitigate the environmental threat or impact;

b. Provide recommendations to Incident/Unified Command; and

c. Provide expertise for the implementation and use of the Selection Guide to Applied Oil Spill Technologies.

Weapons of Mass Destruction Specialist(s)

a. Microbiologist with special expertise in biological and infectious agents;

b. Proficient in the use of biological and chemical agent monitoring and testing devices;

c. Maintain an information database on chemical and biological agents; and

d. Coordinate with other agencies and organizations (e.g., EPA ORD, HHS/CDC/ATSDR, Army’s Medical Research and Infectious Disease Unit, Marine Corps Chemical Biological Response Force, Soldiers Biological and Chemical Command).

Radiological Technical Specialist

a. Coordinate use of radiation monitoring equipment;

b. Assess radiation hazards;

c. Recommend mitigation measures for radiation hazards;

d. Assist in generating plans for packaging, transportation and disposal of radioactive waste;

e. Coordinate with other agencies and organizations, laboratories (e.g., ORIA, DOE, NRC); and

f. Evaluate cleanup action levels and goals.

The Environmental Unit should include functional positions involved with planning emergency removal and remedial cleanup activities.  Many of these planning tasks can be grouped together in one position.  Agency emergency response and cleanup contractor personnel may provide position team leaders and staff for many of these planning functions.
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