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Section F.1

Introduction

This appendix provides guidance regarding maritime contingency response planning and exercises.  District Commanders shall work with FEMA and other emergency response organizations to identify maritime contingency response communities and establish maritime SAR councils within their areas of responsibility.  These councils should ensure that appropriate contingency response plans have been developed.  In situations where no other agency has taken the lead on this issue, District Commanders are authorized to do so.
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Section F.2

Identifying Maritime Contingency Response Communities

While the Coast Guard traditionally has been the primary response organization for maritime incidents, the sheer numbers of people involved in potential maritime disasters involving passenger ferries, excursion vessels and passenger aircraft require significantly greater numbers of resources than the Coast Guard alone could provide.  Other agencies such as the Department of Defense, the Federal Emergency Management Agency (FEMA) and State and Local Emergency Management Councils, as well as local maritime industry and other emergency support providers (hospitals, ambulance services, Red Cross, National Guard) are key players in response to potential maritime disasters.  These organizations all come together to form a "maritime response community" - a group of organizations and individuals who would naturally come together to respond to a maritime incident.

F.2.1
Definition of a Response Community
A response community is:

A group of organizations and individuals who would naturally come together to respond to a maritime incident.

This definition is sufficiently broad to include any organization or group of individuals who would make a tangible contribution to the ultimate success of a maritime response.

F.2.1.1
Possible organizations include private companies like a vessel or facility owner or operator, or one or more companies providing specialized services, equipment or personnel related to a response operation.  Other organizations include various government agencies with a mandated interest or involvement in emergency response and search and rescue.

F.2.1.2
Possible individuals or groups include citizens, emergency medical services providers, community groups, and groups linked by a common interest such as local fishing or towing associations.  All of these groups can positively affect the outcome of maritime incident response activities through their efforts and resources.

F.2.1.3
Maritime SAR Councils are defined in this Addendum as committees of federal, state, local or volunteer groups with SAR capabilities localized within the maritime SAR response area.  These committees serve as coordinating councils for maritime response communities.

F.2.2
Response Community Levels

Any organization that has prepared a contingency plan is actually part of several different response community levels, starting with itself at the core.  This is illustrated in Figure F-1.
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Figure F-1.  A Response Community Model for Exercising

Level 1 — Contingency Plan Holder

This response community level consists of the response personnel, equipment and resources directly controlled by the contingency plan holder.  For an excursion or gambling vessel owner, this includes the crew and operating staff organized into a response organization as well as response equipment maintained on board.

Level 2 — Organizations Cited in the Contingency Plan

This response community level consists of any external organizations that the plan holder would call for assistance in the event of a maritime incident.  Such organizations are usually listed as key contacts in the contingency plan and might include vessel or equipment providers and contractors providing specialized services and trained personnel related to control, triage, or recovery operations, as well as government agencies.

Level 3 — Area of Common Risk and Resources

This response community level consists of the natural geographic area or zone in which a number of plan holders share a common incident risk such as navigational risk and common response resources.  The best example is a port, harbor, or stretch of river where several vessel operators, facility operators, response organizations and different government jurisdictions co-exist and operate on an ongoing basis.  It could also include a stretch of coastline or well-traveled navigational route.

Level 4 — Common Geographic Region

The regional response community level is simply a larger geographic region made up of a number of smaller areas of common risk (e.g., ports, harbors, or coastal traffic areas).  A regional community usually has one or a few major centers of activity such as a large port.  The administrative offices of larger community organizations are located there, serving as the management center for the various operations located in smaller Level 3 communities throughout the region.

Section F.3

Developing Maritime Contingency Response Plans
The Coast Guard is authorized to provide a nationwide system for maritime Search and Rescue response and to coordinate search and rescue efforts on navigable waters.  Accordingly, the Coast Guard has established a network of response units throughout its jurisdiction to respond to mariners in distress.  However, no single agency can provide for the level of response required in a maritime disaster situation.  Similarly, the Federal Emergency Management Agency (FEMA) is authorized to coordinate emergency preparedness and response in the United States.  FEMA has established a contingency organizational structure, which reaches to the local county level, but may or may not include local Coast Guard forces.  To achieve efficient and effective contingency response, we need to join or establish maritime SAR councils and coordinate our efforts locally within response communities.  We must work in concert with FEMA and with other Federal, State and local agencies, which have similar responsibilities for contingency response.  Participation in Maritime SAR Councils will ensure individual participants and organizations know their specific roles within the response community.  Only through focused, coordinated response efforts can the impact of a maritime disaster be minimized.

F.3.1
Contingency Definition
As defined in the Exercise Planning Manual, COMDTINST M3010.21 (series), a contingency is a significant natural or manmade event or emergency that threatens the safety of lives, property, or the environment; threatens a national security interest; or may negatively impact the nation's well being.  A contingency involves a response situation that requires a level of activity that exceeds the unit's (or local organization's) scope of normal operations.  Contingencies may vary in probability of occurrence, predictability, duration, and effect on the organization and the public. 

F.3.2
Contingency Response Planning

Key lessons learned from past exercises provide general guidance for plan development and form the basic elements of an efficient contingency plan:

F.3.2.1
General Guidance:

· Plan for the worst case scenario;

· Keep the plan short and use simple language - no jargon;

· Use existing plans where possible;

· Use a Joint Command Center and one Incident Commander;

· Use a Joint Communications Center and employ existing communications plans.

F.3.2.2
Basic Contingency Plan Elements:

· Identify call out authorities.

-
Who can stand-up the community contingency response?

· Lay out specific notification procedures.

· Who are the key points of contact and how are they notified?

· Specify role definitions for coordination and operations.

-
Who will do what when?

· Specify the Joint Communications Plan.

· Address risk management within the response community organization.
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Section F.4

Exercising Maritime Contingency Response Plans
As contingency plans are developed within the response community, these plans must be exercised and refined.  The Coast Guard Exercise Planning Manual, reference (ii), provides the framework through which exercise programs and activities of individual response community members can be organized, coordinated, and guided.  The Manual describes procedures, standardizes terminology, and provides general guidance for planning, executing, and evaluating contingency preparedness exercises.  Using the Manual, members of the maritime response community can achieve maximum benefit - individually and collectively - from maritime contingency response exercising.  The following provides an executive summary of information on contingency exercise planning; the Coast Guard Exercise Planning Manual shall be the primary reference.

The exercise program is intended to involve the entire maritime response community across the country and focuses on the need for a response community approach to maritime response exercising.  Such an approach recognizes that the response to an actual maritime incident will be a community effort, that is, it will involve personnel, resources and plans of several organizations and agencies in addition to the Coast Guard.  The number of organizations will depend on the size, location, and circumstances of the incident.

An organization participates in the Exercise Program when it recognizes the Program's guidance in planning, conducting, and evaluating its maritime response exercise activities.  Participation involves upholding program principles and fulfilling the responsibility of response community members.

The Exercise Program's success will be determined by the quality, consistency, coordination and frequency of maritime response exercises.  It will also be determined by the tangible contributions made to the four goals of this program:  planning, training, response techniques and exercising.

F.4.1
Guiding Principles

The following are guiding principles that provide the foundation of the Exercise Program.

F.4.1.1
Community approach to exercising.  Maritime response exercising aims to incorporate the same cooperative management approach between response community members that would occur during response to a real emergency.  The targeted levels of preparedness and exercising (e.g., type and frequency) are established jointly or by the community as a whole.  Once determined, members work cooperatively to achieve them.  Exercises are scheduled to maximize the frequency and degree of community involvement.  Finally, exercise costs are shared fairly and equitably among the various community members.

F.4.1.2
Progressive development of response preparedness.  The Response Community's preparedness is built progressively through simple, discrete exercises that are clearly focused on a limited number of measurable, achievable objectives.  Starting with task-oriented operational exercises, then working on to functional and combined functional management exercises, the community develops its response capability and exercise experience levels in a gradual, logical fashion.

F.4.1.3
Identifying and sharing exercise lessons learned.  All maritime response exercises are thoroughly evaluated and the lessons learned from them documented and appropriately acted on by participants.  The Exercise Program holds that lessons  learned from individual response community exercises should be reviewed and shared with other communities to improve overall response preparedness.

F.4.2
Implications of the Levels of Response Exercising

The response community levels shown in Figure 1 correspond directly to the "tiered" approach to the response of a real incident.  As the incident size, severity and likely consequences of an incident increase, the personnel, resources and capabilities required to effectively deal with it escalate to higher levels of the response community. In the event of a maritime disaster, the resources of the entire national response community might be mobilized.

The response to every marine incident will involve some segment or level of the response community of which the contingency plan holder is a member.  Therefore, it follows that an organization should exercise its contingency plan through each of the response community levels with which it might have to interact, depending on the size, complexity and risk of its operations or its designated scope of responsibility and accountability.

Generally, the complexity of exercising rises with each of the response community's levels.  For instance, an internal exercise involving only the plan holder's personnel will be simpler to plan, conduct and evaluate than a community exercise involving all of the organizations operating in a particular port or coastal area.

Figure F-2 describes how the priorities of maritime incident response exercises might differ between each of the response community levels.

F.4.3
Initial Response Exercises

Level-1 exercises focus on individual facilities, vessels, and operating units.  The emphasis in on developing and practicing on site personnel's initial response capabilities using regular task oriented operational exercises.  Examples of such exercises include alerting key personnel, emergency termination of vessel on board activities, evacuation procedures, on site equipment deployment, and use of personal protective and lifesaving gear.  Usually these exercises are limited to employees of a single organization or facility.

Management exercises at Level 1 are also internal undertakings.  In other words, they are initiated, developed and led by a single organization to improve its own response preparedness level.  External organizations are role-played to achieve the exercise objectives and to add an element of realism.

	
	Level 4 – Common Geographic Area

· Several response management teams involved in all capacities (i.e., responders, controllers, and evaluators).

· Possible use of full scale exercise design.

· Catastrophic incident scenario threatening national interest and requiring inter-regional cooperation’s and coordination’s.

· Sponsored, initiated, and led by the government.

· Combined management exercise involving several functions and locations.

· Low frequency due to long planning horizons.

	
	Level 3 – Area of Common Risk and Resources

· Incident scenario that reflects significant risk and scope within the area.

· Larger scale or more complex operational exercises especially vessel deployment and operation.

· Combined management exercises involving multiple primary response functions.

· Involves response management teams of more than one organization acting as responders.

· Planning, control, evaluation roles may be filled by different community members.

· Frequency might be annual or even less often but predetermined and jointly agreed to by the community as a whole.

· Might replace some Level 2 exercise activities by individual organizations.

	
	Level 2 – Organizations Cited in the Contingency Plan

· Incident scenarios that will trigger a call for outside assistance and resources.

· First practical level of response community exercise application.

· Operational exercises aimed at initial response actions and vessel deployment.

· Adds limited-scale management exercises of one or few key primary response functions.

· Involves some or all response management team members and appropriate representatives of outside organizations in person.

· Highest frequency of management exercise.

	
	Level 1 – Contingency Plan Holder

· Incident scenarios that are focused on smaller, higher probability, operational-type incidents.

· Operational exercises oriented around emergency operating procedures, initial response actions, and on site vessel readiness and deployment.

· Involves designated initial response personnel made up of on board operating and supervisory personnel.

· Internal to a single organization.

· Management exercise involves role-playing of outside agencies.

· Frequency should be regular, predetermined and highest of all response activities.


Figure F-2.  Exercise Priorities According to Response Community Level

F.4.4
Response Community Exercises

Level-2 exercises are where the concept of a response community exercise becomes operative.  At this level, the plan holder exercises with some or all of the external organizations listed in its contingency plan that it will rely on for support, or that it will provide support during an incident response.  At this level, management exercises involving the organization's response management team members are the focal point.

Exercises target a small number of primary response functions based on the organization's likely role and responsibilities during a real response (i.e., functional management exercises from Level 1).  The functions might change from exercise to exercise as the organization works to develop its total management capability.  This is the program's approach, rather than attempting to incorporate all relevant functions into a single complex exercise.  At this level, large operational exercises might also take place, usually related to the deployment and operation of vessels and emergency services.

The Level-2 exercise is the most basic and traditional form of response community exercise.  Although several organizations participate, the exercise is usually designed, controlled, and evaluated by the plan holder's organization.  It retains a high level of management control over the exercise and pays all out of pocket costs associated with the exercise activities.  External organizations cover their own direct costs.

Level-3 exercises represent a more advanced type of response community exercise.  At this level, several organizations or plan holders come together as equals to cooperatively plan and execute a marine incident response exercise.

The objectives of the exercise are determined and agreed to collectively by the group instead of by a single sponsoring organization.  An exercise planning committee may be set up for this purpose.  Each organization contributes personnel, resources and money to the entire exercise development process from planning through to evaluation on a fair and equitable basis that has been established by the group.

Although one organization might agree to "initiate the disaster", the tasks of designing, controlling and evaluating the exercises are assigned to different personnel from the entire group.  Additionally, some organizations are required to be part of the response management team in the capacities they would normally occupy following a real spill.  Relatively more complex combined management exercises lend themselves well to this approach to exercising because the workload can be spread among more participants.

Figure F-3 compares the basic organization of a Level-3 response community exercise with the more traditional organization described in Level 2.  In the Level-3 exercise organization, objectives are determined collectively and planning is done through a committee process and structure.  In the Level-2 exercise organization, the sponsoring organization is in charge of the exercise development process and determines the exercise objectives.  Other organizations follow its direction and leadership closely.

At Level-4, the common geographic region response community level, the advanced model of a community response exercise can be applied with excellent results.  As presented in Figure 3, a potential exercise design is a fairly sophisticated management exercise that triggers several response functions and focuses on inter-organizational and interagency cooperation, coordination and communication during a major incident scenario.  In an exercise of this scale, the planning, control and evaluation roles are assigned to different organizations or to teams made of individuals from the various organizations.
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Figure F-3.  Comparison of Exercise Organizations

The model also works well in an exercise involving more than one regional response community. For example, an exercise might be designed to assess several regions' ability to support the response to a catastrophic disaster scenario in another region.  This type of exercise would likely be initiated and led by an organization with a clear interest or responsibility for emergency response across several regional response communities like the Coast Guard or FEMA.

F.4.5
Developing Response Capability Through a Balanced Mix of Exercise

Each member of the response community is responsible for improving its own response capabilities through exercising.  Under the Exercise Program the challenge to each organization is to find the optimal balance between the different types, community levels and frequencies of exercises that best achieve the targeted improvements in preparedness within the budget allocated for this purpose.

The response community approach to exercising holds that the magnitude of the improvement can be significantly increased if the individual organizations are aware of and exercise cooperatively within the various community levels to which they belong as much as is realistically and economically practical.  As already noted, this approach requires each member to be willing to:

· Coordinate its exercise plans and schedules with other members;

· Participate in and support community exercise initiatives in various possible capacities (i.e., responder, planner, controller, evaluator);

· Share costs, personnel and other resources; and

· Share exercise lessons learned among community members and other communities.

The collective improvement achieved through selective community exercising will be reinforced by each member's program of well-planned, cost effective, regular internal response exercises.

Each organization will continue to hold internal exercises aimed at its own specific needs and priorities and involving only its own or limited external personnel.  The process begins with each response community member developing its own internal exercise program.

F.4.6
Exercise Frequency

The overall level of preparedness a community strives to achieve is determined by the capabilities of its individual members. The response community must collectively establish a standard level of exercising for its members for both operational and management exercises.  Generally, the frequency of response exercises should be whatever is necessary to improve an organization's level of preparedness to where it can competently, effectively, and rapidly respond to a maritime incident.  Once there, it must be able to maintain that level of capability. 
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Section F.5

Requesting Support for Maritime Contingency Response Plan Exercises

F.5.1
Funding

Commands should budget for maritime contingency exercises based on the types of exercises planned and the anticipated costs.  Specific guidance for determining exercise scope and estimating costs is located in the Exercise Planning Manual.  Units that experience budgetary shortfalls should request exercise funding via their chain of command.

F.5.2
Support teams

Tiger teams are available to assist commands with contingency exercise planning. These teams are comprised of marine safety and readiness program personnel with experience in exercise planning.  Upon request, the teams will deploy for up to one week to assist local commands with establishing a maritime contingency community response plan and exercise program.  Interested commands should submit a letter request to G-M indicating the current status of local response community coordination and listing preferred and alternative dates for the support team visit.
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