
                              EPA Regional Emergency Operations Center Guidance

I. Purpose:  
This guidance recommends basic elements to facilitate national consistency in the development and implementation of Regional Emergency Operations Centers (REOCs) while recognizing regional differences. The guidance draws from best practices identified in EPA REOCs across the country. Regions are encouraged to include additional elements in the implementation of their REOCs to meet their specific needs.
II. Roles and Responsibilities:
Regional managers and those directly responsible for the implementation and management of the REOC in their region are responsible for reviewing and implementing this guidance as appropriate.

III. Background:
On June 27, 2003, the EPA Administrator introduced a new agency-wide National Approach to Response (NAR) to increase preparedness for multiple, simultaneous nationally significant incidents across several Regions. This multi-faceted approach is designed to provide consistency and coordination in addressing key aspects of a response including: organizational elements (emergency response assets, support personnel, and national teams); exercises and training; equipment; laboratory capability and capacity; and, contracts. In addition, the approach defines roles for field operations, regional offices and headquarters. EPA’s REOCs are a regional operational component of this structure.

IV. Purpose of REOC:    

All REOCs should:
· Serve as a coordination/communication conduit between EPA field operations. Area Command, Joint Field Offices and EPA Headquarters;
· Coordinate reach-back support to the Incident Management Team (IMT) with offsite support from technical specialists;
· Coordinate Agency resources for field operations;
· Coordinate with FEMA’s RRCC and the JFO on Emergency Support Function 10 (ESF 10) mission assignments and subtasks as necessary;:,
· Coordinate with Regional Response Team (RRT);:
· Coordinate with the back up Region as needed; and
· Provide situational awareness to Regional management.
Many regions use their REOCs as Area Commands to allocate critical resources until a muti-agency Unified Area Command has been established.  

At any time, Regions may expand their use of the REOC to meet unique Regional needs and situations.

Appendix A:  Provides a matrix of sample forms, templates, tools and position assignments that may be necessary to operate a REOC during an incident. The matrix should list the location of each of the forms or templates in a shared drive so all REOC personnel will have easy access to the documents.

V. REOC Facility Elements:
The REOC facility should include:
· Main operations room
· Conference/Breakout Rooms
· Secure communications room
· Technical support rooms
· Computer workstations/printers/plotters/GIS workstation
· Video teleconference capabilities/satellite phone
· Copying machines
· Kitchen and/or break room
· Rest rooms


All REOCs should have a manual that includes Standard Operating Procedures and at a minimum:
· procedures on how to access the facility
· directions to the facility from major airports, mass transit or highways 

· accessibility to nearby parking facilities
· hotels near the Regional office that can accommodate personnel at the government rate.
VI. Staffing and Activation of the REOC: 
A. Levels of Activation

This section should provide an overview of the staff positions in a REOC associated with different levels of activation. 
Under most circumstances, the on-duty Watch Officer/Duty Officer will handle any in-coming calls related to incidents occurring within the Region. The Watch Officer/Duty Officer will log all reported spills or releases; check with the impacted State and/or local municipality to determine whether response actions are being taken, and determine whether the standby On Scene Coordinator (OSC) needs to be dispatched.
As the scope and nature of an incident expands, the responding OSC may require additional support from the region, back-up regions and perhaps Headquarters (HQ). 
At this time, a Regional Incident Coordinator (RIC) may be assigned to the REOC to act as a point of contact and provide management objectives to the OSC in the field or to the Incident Commander (IC) if an IMT is deployed. The main functions of the RIC are to ensure that vertical lines communication between the IC and senior management are well established; provide support to the IMT; and convey management objectives.
During some large scale incidents the functions of the RIC in the REOC becomes too much for one person.  In this case a Deputy RIC position will be established to assist the RIC. 
When the Deputy RIC position is added, the position descriptions for RIC and Deputy RIC are defined as follows:

RIC:  Responsible for all meetings, briefings and communications with senior management and HQ.  Ensures a meeting schedule is developed that provides for robust situational awareness briefings for regional senior management, HQ EOC, and HQ senior management.  

Deputy RIC:  Responsible for all communications and support of the IMT in the field.  Establishes a conference call schedule, with the IC (or appointee), that allows for effective communication between the IMT, the regional office and HQ.  Oversees the operations of the REOC support sections (Planning support, Logistics support, and Finance support), ensuring the IC and the IMT receive effective support from the REOC.  Also oversees the Situation Unit in the REOC and ensures that there is a robust schedule of situational updates from the field, and that the information is consolidated and prepared for senior management and HQ.
The term REOC manager will refer to the tech support person that maintains REOC technical infrastructure.

As the response escalates, activation of the REOC to support field activities can be  tiered  to prevent excessive staffing of the REOC or insufficient staffing. The following activation levels are recommended:  

	

	Level 3
	· Incident requires minimal staff for managing communication and coordination.

· The RIC or designee will report to the REOC.

	
	

	Level 2
	· Incident requires the activation of many functional areas to manage regional communication and coordination.

· Typically involves extended working hours.  

· The RIC or designees, and other staff (as requested by the removal manager) will report to the REOC.
· Potential RICT involvement due to deployment of personnel (RSC) outside the removal program.

	
	

	Level 1
	· Incident requires significant resources to manage communication and coordination. 

· Typically involves 24 hour operations.
· The RICT becomes actively involved in supporting the response  



	
	


Examples of Incidents/Situations that may warrant Level 3 Activation:

· Small incident that is primarily related to a single facility or neighborhood

· Incident does not pose substantial threat to large population

· Incident can be addressed through normal means of utilizing local, state, and regional response mechanisms

· Severe Weather Advisory

· Flood Watch

· Local Media Attention

Examples of Incidents/Situations that may warrant Level 2 Activation:

· Incident involving several jurisdictions

· Incident poses harm to local population

· Major wild fire, wind or storm

· Moderate Earthquake 

· High local and national media attention

Examples of Incidents/Situations that may warrant Level 1 Activation:

· Catastrophic incidents including acts of terrorism or natural disasters

· “Emergency or Disaster” Declarations initiated

· Stafford Act and NRF Activation

· Extremely high profile

B.  Activation of the Response Support Corps (RSC) in support of the REOC: 

The RSC is made up of individuals from various program offices that provide support to an activated REOC during an incident.  The RIC will coordinate with the RICT to request RSC personnel to staff the REOC.
The following procedures are recommended for activation and management of the RSC in support of the REOC:

· RIC or designee determines staffing needs for the REOC,
· Staffing and technical assistance requests with REOC operational period scheduling requirements are forwarded to the RSC Coordinators,
· RSC Coordinators respond regarding personnel availability within specified time period,
· Using information from the RSC Coordinators, the RIC or designee selects appropriate RSC candidates for needed positions,
· Resources Support Unit coordinates with RSC Coordinators to contact RSC member(s) to confirm positions, rotation schedule, etc.,
· Selection/deployment information is reported to RICT members.

VII. Span of Control / REOC Position Terminology:
The REOC incident command organization will expand or contract as necessary to meet the operational requirements of a REOC.  Not all positions in the organization need to be activated at the time of REOC activation. Functional needs of the incident and span of control issues are the primary considerations in organizational development.

The following figures are offered as examples of REOC staffing for the three basic activation levels. Regions may use these organization charts as a starting point for staffing their REOCs. 

Each position in the REOC plays a supporting role for a specific section of the deployed Incident Management Team (IMT). The Incident Command System (ICS) terminology is for tactical operations and should not be used in the REOC as this will cause significant confusion on the function of the REOC position. 

Figure 1 Example of a level 3 REOC activation organizational chart
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Figure 2 Example of a level 2 REOC activation organizational chart 

[image: image2]
Figure 3 Example of a level 3 REOC activation organizational chart


[image: image3]
Appendix B provides descriptions for each of the listed positions.  These position descriptions should be expanded, as needed, to meet regional requirements.

Appendix C provides standard forms and templates that may be used by personnel working in the positions listed. Regions are encouraged to use the standard ICS forms currently listed under “Forms and Boiler Plate Documents” on www.epaosc.net.

VIII. Regional Alert System:  
As part of their REOC manuals,  regions should develop an internal notification system to alert EPA personnel of incidents or potenial incidents that may require activition of the REOC and reporting of staff. The following chart is recommended as a national model that can be used to determine who should  be notified for a specific level of REOC activation. 
	Internal Notification System for Alerting  Responders and Incident                            Support Personnel


	Activation Level
	3
	2
	1

	Regional Personnel
	Emergency Response Personnel Incident Notification
	IMT members
Activation Notification
	RICT

Level 1 High Alert

	Back-up Regions / 

Special Teams
	
	Level 2 Alert

Assistance may be requested
	Level 1 High Alert Assistance Requested

	Headquarters
	Situation Report for potentially significant incident
	Level 2 Alert 


	Level 1 High Alert National Assistance

Requested


 IX. Training and Exercises:
This REOC guidance does not establish any specific training requirements beyond the existing RSC training, i.e. RSC Orientation and ICS 100/200, however regions are strongly encouraged to develop REOC staff specific training course/presentation to cover the following topics 
· EPA’s  National Approach to Response

· REOC Operations

· REOC facility orientation

· NRF – ESF 10 orientation
Additionally, Regions are encouraged to conduct exercises on an annual basis where the REOC is staffed to a minimum of a Level 2 activation and exercised either in conjunction with an IMT exercise or alone with controllers providing inputs for a simulated response in which significant REOC support is required. The exercise should test activation procedures, utilization of REOC websites and tools, response to hypothetical requests for support from the IMT and obtain information needed by the RIC, management and HQ.
Resources to assist Regions in the development of regional REOC guidance may be found at http://www.epaosc.org/REOC.
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