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Disaster Response, Reporting & Recovery Document
This document is meant to familiarize Road Commissioners/Foremen and road crews with likely issues in planning for and responding to road damage from storms. Being prepared will help you avoid common paperwork mistakes, understand the federal disaster response in advance, get reimbursed the greatest amount when possible, and repair/replace damaged roads in the best fashion.
Response 
“Response” is the term used in the emergency field to cover immediate action needed to save life and property.  Many disasters may be of a nature that puts road crews in charge of operations - severe blizzards, ice storms, and floods.  Though road crews obviously respond to these types of disasters, their actions are primarily of a type that would be classified as “recovery” operations (operations needed to return the situation to normal, see Recovery below) since the threat to life and property is usually not imminent.   The line between “response” and “recovery” can be gray.  When the damage from an event threatens life and property (stranded motorists, destroyed bridges, etc.), then they are truly in response mode.
The classic response type of operation is most often conducted by “first responders” – police, fire, and EMS – as they deal with a vehicle accident, house fire, train derailment, etc.  However, there are several ways road crews may be needed in a support role during the response phase of incidents:

· Scene access – road crew may be the only source that responders have to get to the scene (plowing and sanding, tree removal, temporary roads, etc.)
· Traffic control – responder resources are limited and they may need road crews to perform traffic control. If you need more traffic control forces during a response, you can request that VEM authorize state police, your sheriff, or a Community Emergency Response Team (CERT) to respond.  CERT teams have traffic signs they can bring.
· Evacuation – road crews are excellent sources of help during evacuation in that they can do “route alerting” (driving along roads to alert residents), can set up evacuation routes, can serve to coordinate the evacuation for the Incident Commander, and may serve as potential drivers of busses.  In the event of advance warning for severe flooding, road crews also may have the detailed knowledge to advise the Incident Commander of homes to evacuate and roads/bridges that will likely fail.
· Flood/Spill response – road crews can provide sand berms (under fire department direction) to control fuel spills, as well as provide emergency protection of structures by placement of temporary earthen berms or stone rip rap. 

· Search and rescue – road crews may have the heavy equipment needed to reach people trapped in landslides or collapsed buildings.

· Water supply – road crews can cross-train with fire departments so they can drive tankers during tanker relays, and they may drive potable water tankers (buffaloes) if needed.
NIMS/ICS/EOP Training 

In order to understand and best fit into any emergency operation, road crew members should be familiar with the Incident Command System (ICS) at least at the awareness level, preferably at the 100 level.  Road foremen should be trained at the 100 level and have taken the NIMS I -700 course.  They should either request to attend a training, request an in-house training or take the training online.  

For a schedule of training go to:

http://www.dps.state.vt.us/vem/training/
To request training, contact the Vermont Police Academy or your regional planning commission.
For online training, go to the following web addresses:

ICS 100 



http://training.fema.gov/EMIWeb/IS/IS100A.asp
or 
ICS 100 for public works

http://training.fema.gov/EMIWeb/IS/IS100PWA.asp
NIMS I-700

http://training.fema.gov/EMIWeb/IS/IS700a.asp 
Road crews should also understand their potential role in the local emergency operations plan under what are called Functional Areas (FA).  These are the local versions of the same State Support Function (SSF), and the federal Emergency Support Function (ESF).  Road crews would most likely be involved with:

FA-1, Transportation – Provides for coordination, control and allocation of transportation assets, such as trucks, buses, railroads, aircraft, and boats.  (Maintenance of roads is provided for under FA-3.)
and; 

FA-3, Public Works & Engineering – Provides debris clearance, repair and restoration of roads and other essential infrastructure, and safety inspection of damaged buildings.

All training works best when practiced.  Road crews should participate in emergency exercises when possible.  Many road crews are fortunate to have members that are also emergency responders, helping to ensure coordination.

Given the above ways that road crews and first responders may need to act together, it’s recommended they review possible disaster scenarios before they happen.

Accidents/HazMat 

Road crews are often the first on the scene of vehicle accidents.  If the road crew is the first to arrive on the incident scene and it involves injury they shall contact 911 or their emergency dispatch.  Vehicle accidents can involve hazardous materials (Hazmat), and all road crew members should be trained to Hazmat Awareness level, as well as trained in response to the chemicals they routinely handle.  All Hazmat spills/leaks or potential dangerous spills/leaks should be reported by radio to their emergency dispatch or by phone to the 24-hour Hazardous Materials Spills Hotline at 1-800-641-5005, as well as to their fire chief.  The scene shall be secured for safety as needed depending on the material.

For further information, see:

VTDEC Hazardous Material Spill Response Fact Sheet at:

http://www.anr.state.vt.us/dec/ead/sbcap/pdf/fs_spills_wm.pdf 
and the Hazardous Materials Response Team’s site at:

http://www.dps.state.vt.us/vem/haz_mat.html
Emergency Equipment 
All road crew vehicles should be equipped for standard emergencies, and the department should have additional supplies at the ready.  All vehicles should have:

· the latest hazmat guidebook (2008 Emergency Response Guidebook or the NIOSH Pocket Guide to Chemical Hazards),

· hazmat spill kit,

· flares,

· safety cones, flag, or flagging paddle
· reflective clothing (if not always worn),

· first aid kit,

· work gloves,

· hard hat,

· flashlight with traffic wand, and

· caution tape.
Also recommended are: a clipboard, pad, pen, disposable or digital camera, binoculars, and emergency blanket.
Towns should have several sets of proper signs to close roads on hand.

Reporting
As soon as possible after damage begins, report the scale of damage to Vermont Emergency Management (VEM).  VEM has a 24-hour “duty officer” that can be reached via radio through state police dispatch or by calling 1-800-347-0488.  Report all damage locations where a road is closed, dangerous, or you feel there is at least $1,000 worth of damage (the damage need not be within one spot, but can be along a stretch of road).  Remember to include overtime, equipment costs, photos, etc. in your damage estimate.  Damage totals are needed for the state to gauge the magnitude of the disaster and to determine whether to pursue a federal disaster declaration. The most complete reporting is best, and reporting the small damages of a few thousand dollars is good practice for a larger disaster.  A form is available at the end of this document.
If flooding situations occur, a municipality may close a municipal class 1, 2, 3, or 4 road due to safety concerns. If such a closure affects traffic flow on a State highway, the municipality should contact their local VTrans district staff or if after normal work hours should contact the VEM duty officer.  Only the State Police or VTrans may legally close a State highway. It is recommended to notify your emergency dispatch on even lesser closures so they can route any emergency vehicles accordingly.

If a road crew experiences extreme weather that was not predicted or is not being reported, they can report that directly to the National Weather Service at (802) 862-2475, who can then incorporate that information into updated warnings.

DisasterLAN (DLAN) is an online computerized system that Vermont Emergency Management is starting to use for managing disasters.  Road crews may find the system useful to report damage locations, request assistance, determine if assistance is on the way, or see the larger disaster picture.  VEM can provide training on the system if you have a larger crew that has good computer skills and a broadband internet connection.  Even if you don’t use the system directly, your town may have a person (such as the town clerk or emergency coordinator) trained in the system.  Only VEM can provide the secure password and access.
Recovery

Recovery operations are where road crews typically shine.  Vermont’s road crews are excellent at reestablishing road systems.  With additional knowledge, they can also ensure that recovery operations provide the right fix at the right time, and are also fully documented so that recovery costs can be reimbursed whenever and to the fullest extent possible.

Repair
In general, make any temporary emergency repairs as needed to reestablish a road or to prevent further damage.  “Emergency repairs” should generally be done within the first 72 hours of the disaster, and can be on a time and materials contract if using outside contractors.  Beyond that time frame, FEMA will typically only allow the use of time and materials contracts if a determination has been made that no other contract is suitable or if the contract includes a ceiling price that the contract may only exceed at his or her own risk.  A number of FEMA documents to help with estimating and record keeping will be made available as separate handouts.
Make sure to note on any work orders or timesheets that these are emergency repairs, and, if they are not being done to your adopted Codes and Standards, that they are temporary emergency repairs. This is because you may want to rip the repair out and do it right, and FEMA will be more willing to pay for that if it is clear that what you did was not the permanent repair.  In FEMA-speak, this is known as a Category B (emergency protective measure) versus a Category C repair, see below.
If repairs are not needed immediately as the road is passable, there are no residents, or there are viable alternate routes, then postpone repairs until the VTrans district project manager or technician has at least seen the site.  VTrans will relay their observations to VEM.  VEM and VTrans communicate damage reports to each other after an event so that they are working from the same data.
If VEM/VTrans believes that total damages from the event may warrant a federal declaration for the State (minimum of $1,000,000 damage between all counties affected), they will ask FEMA to do a preliminary damage assessment (PDA).  FEMA will only visit enough towns in each county that had damage to determine if there is sufficient damage to qualify for requesting a presidential disaster declaration.  In many cases, FEMA will only visit certain towns that had the most significant damage until they reach costs sufficient to qualify that county.  So if your town is not visited by FEMA during the Preliminary Disaster Assessment phase (pre-declaration) this does not mean that your town will not be considered for assistance should a federal disaster declaration be issued. The Preliminary Damage Assessment will likely take place within a week of the disaster and will most likely involve the road foreman and/or select board member, a VTrans representative, and a FEMA representative.  
Meanwhile, you should update any damage reports to VEM.  Survey all of your roads, including any Class 4 roads you maintain, since you want an accurate picture of the extent of damages.  Be sure to check not just the road surface, but scour around bridge abutments and eroded banks near road edges that may need to be dealt with. Having annual bridge inspections that note scour depth will help show FEMA that damage was not already there, but caused by a storm. 
NOTE: If the disaster is part of a federal declaration you will have 30 days from the date of declaration to request assistance under the FEMA Public Assistance Program.  This and other information will all be explained during an applicants briefing which is held by VTrans shortly after the State receives the federal Public Assistance Program disaster declaration. 
When considering repairs, it is helpful to understand that the FEMA Public Assistance program is primarily geared toward restoring eligible facilities to pre-disaster conditions.  For municipalities that have adopted Codes and Standards, FEMA will generally pay for upgrades that are necessary to meet the requirements of the adopted Codes and Standards.  However, if a structure such as a culvert is merely washed out and is not destroyed, FEMA will not pay for the replacement and upsizing of the culvert regardless of the adoption of Codes and Standards.  

Road crews should also remember that while emergency actions do not require environmental permitting, the eventual final repair does, and permitting a simple replacement is usually relatively easy.  Typically, much of the damage to roads from flooding involves streams, and road crews should coordinate their emergency actions with the appropriate VTDEC Stream Alteration Engineer.
In a presidentially-declared disaster, it is helpful for road crews, or at least the foreman, to understand certain terms in addition to those already mentioned.  For example, federal disasters can be declared for Public Assistance (PA) and/or Individual Assistance (IA).  PA disasters mean that damages to publicly owned property such as roads, bridges, and buildings can get reimbursed 75% by the federal government, not that the public can get assistance.  An IA Presidential declaration means that private individuals can get FEMA help.  Most events that damage roads are only PA.
Public Assistance for road damage is classified by FEMA as category A, B, or C. 

http://www.fema.gov/government/grant/pa/re_categories.shtm
Category A is “Debris Removal” – the clearance, removal, and/or disposal of items such as trees, woody debris, sand, mud, silt, gravel, building components, wreckage, vehicles, and personal property.  For debris removal to be eligible, the work must be necessary to:

· Eliminate an immediate threat to lives, public health and safety; 

· Eliminate immediate threats of significant damage to improved public or private property; or  

· Ensure the economic recovery of the affected community to the benefit of the community-at-large. 
Examples of eligible debris removal activities include removing debris from a street to allow the safe passage of emergency vehicles or from public property to eliminate health and safety hazards.  
Debris removal activities that are not eligible include removing tree limbs and trunks from natural areas, removal of debris from a natural channel unless the debris poses an immediate threat of flooding to improved property.  Debris removal from private property is generally not eligible because it is the responsibility of the individual property owner. If property owners move the disaster-related debris to a public right-of-way, the local government may be reimbursed for curbside pickup and disposal for a limited period of time. If the debris on private business and residential property is so widespread that public health, safety, or the economic recovery of the community is threatened, FEMA may fund debris removal from private property, but it must be approved in advance by FEMA.
Category B are “Emergency Protective Measures”, which are actions taken before, during, and after a disaster to save lives, protect public health and safety, and prevent damage to improved public and private property.  Emergency communications, emergency access and emergency public transportation costs may also be eligible.  Examples of eligible emergency protective measures relevant to road crews are:

· Warning devices such as lights, barricades, signs, etc. (If you have many roads that are damaged and would need at least $1,000 worth of such devices and you do not have them, buying them as part of your response may be an eligible cost.) 

· Construction of temporary levees 

· Sandbagging 

· Bracing/shoring damaged structures 

· Emergency repairs 
Remember that emergency actions need to be urgent, and should be within 72 hours of the event.  Paid emergency traffic control, such as the sheriff department, may be covered under Category B. Remember to document all time, equipment and materials used.
Category C covers “roads and bridges” --Roads (paved, gravel, and dirt) and bridges are eligible for permanent repair or replacement under the Public Assistance Program, unless they are Federal-aid facilities. 
Eligible road work includes repair to:

· surfaces, 
· bases, 
· shoulders, 
· ditches, 
· culverts, and 
· other features, such as guardrails. 
Eligible bridge work includes repairs to:

· decking, 
· guardrails, 
· girders, 
· pavement, 
· abutments, 
· piers, 
· slope protection, and 
· approaches.
Check all of these areas thoroughly for damage!  Landslides and washouts often affect roads, and earthwork in the vicinity of a road necessary to ensure the structural integrity of the road. Work to repair scour or erosion damage to the channel and stream banks necessary to ensure the structural integrity of a bridge, are eligible, but only if the work is related to the damage from the disaster.  Damage to the road or bridge must be disaster-related to be eligible for repair. Repairs necessary as the result of normal deterioration, such as "alligator cracking" or crumbling abutments, are not eligible because it is pre-disaster damage.  

Restoration of a damaged road or bridge may include upgrades necessary to meet the municipalities adopted current Codes and Standards, as defined by the State or local department of highways if the Town has consistently followed/enforced those codes and standards. Typical standards affect lane width, loading design, hydraulic capacity, and construction materials.  In some cases, FEMA may use pre-disaster bridge inspection reports, or annual road work programs, to verify that your Town was following the same Codes and Standards that you want FEMA to follow. 
Document 
“Pics, then fix.”  Always photograph severely damaged areas when possible.  Some roads may need to be fixed rapidly and will not be in as damaged of a condition when later inspected, making it difficult to understand the damage that actually took place.

It is difficult to tell if an event will become a federally-declared disaster.  Therefore, good post-event documentation should be a standard practice from the start.  This documentation will be useful whether or not the event becomes declared.  All chronic trouble spots should have their routine repair costs recorded.  Good documentation helps show the extent of past damages, which is needed for future grants (such as PDM-C or HMGP), as well as for advocating for funding in the road budget.  
Name each repair spot (i.e., Lower Falls Road washout #1) where damage will exceed $1,000 and track costs accordingly.  FEMA estimates costs by damage location, so you want to know how much gravel, etc. was used at each location, not just the overall amount.  Towns should track each location’s costs on some sort of worksheet (a simple example is provided below).  You may already have one.  The sheet that FEMA uses is known as a “project worksheet”.  By using this form, it may help when FEMA is estimating how much they think the project should cost.  You can find this form and other forms at:

http://www.fema.gov/government/grant/pa/forms.shtm
Mark damage locations on a map.  This will help when FEMA visits sites and will also help outside contractors, VEM, etc. find the damaged locations.  Large maps can usually be acquired through your regional planning commission if needed, and they can also make digital maps for use in the field and emailing.
Towns have established rates for their crews, but they should also have rates for equipment (even though the town may not typically charge itself for this).  This is a good equipment budgeting practice, and is needed if the town crew responds via mutual aid to another town.  If the disaster is federal, FEMA uses its rate sheet to estimate repair costs.  This sheet can be found at:   http://www.fema.gov/government/grant/pa/eqrates.shtm
http://personalweb.smcvt.edu/vermontlocalroads/femarates.doc 

Resources:

· http://www.dps.state.vt.us/vem/training/
· For online training, go to the following web addresses:

ICS 100 http://training.fema.gov/EMIWeb/IS/IS100A.asp
or ICS 100 for public works http://training.fema.gov/EMIWeb/IS/IS100PWA.asp
NIMS I-700 http://training.fema.gov/EMIWeb/IS/is700a.asp 
· VTDEC Hazardous Material Spill Response Fact Sheet at:

http://www.anr.state.vt.us/dec/ead/sbcap/pdf/fs_spills_wm.pdf 

· Hazardous Materials Response Team’s site at:

http://www.dps.state.vt.us/vem/haz_mat.html
· 24-hour VEM duty officer 1-800-347-0488

· http://www.fema.gov/government/grant/pa/forms.shtm
· http://www.fema.gov/government/grant/pa/9526_1ap.shtm
· http://www.fema.gov/government/grant/pa/9526_1.shtm
· http://www.fema.gov/government/grant/pa/eqrates.shtm
· http://www.dps.state.vt.us/vem/rapid.htm
· http://personalweb.smcvt.edu/vermontlocalroads/femarates.doc 
· http://www.fema.gov/government/grant/pa/eqrates.shtm
· http://www.dps.state.vt.us/vem/emd/Appendix/appendix_12.pdf (from Rob Schell)
· http://apps.vtrans.vermont.gov/BridgeAndCulvert/Login.aspx?ReturnUrl=%2fbridgeandculvert%2freportselection.aspx


· http://www.vermont.gov
· http://www.vermontlocalroads.org

· http://www.aot.state.vt.us/
· http://www.dps.state.vt.us
· http://www.rwisvt.com
Road Damage Report Card




Damage Date:         /       /       


Town:




  
Specific Road Location:  










Cause of Damage:  







Damage Description:
If road was closed, how many hours?:  


# of man hours for repair (include all personnel):  



Average personnel wage rate to nearest dollar: $
      /hr
Labor Subtotal:  

$



Equipment Type(s): 



  




# of hours used:  



  



Engine rate 
 

     $/hr
 
  
     $/hr

Equipment Subtotal:  
$



Supplies (list if over $100):
Item 


Cost







 
$









$









$









$

Supplies Subtotal:  

$



TOTAL DAMAGE COST


$




Signature:






