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The purpose of this exercise was to activate the TERT and its response capability and interactions with local and State Emergency Management offices.  At the field level, this exercise can be considered a success in several areas; the identification of areas of improvement, the identification of essential County and State Emergency management contacts and resources, the development of cooperative relationships and networks, and the strengthening of existing relationships between TAHC and APHIS personnel.





Ensuring that the TERT is a success in responding to a real emergency will require a commitment from many levels to address the numerous recommendations provided from participants, observers and evaluators as a result of this exercise. 








Organization	


What went well:


Ÿ	The TERT infrastructure is well organized and is comprised of both TAHC and USDA personnel with extensive field and technical expertise. This exercise showed just how well these individuals work together to respond to an outbreak of a foreign animal disease.


Ÿ	The FASTeam was an effective means of gathering a lot of information early in the outbreak.





What needs to be improved/recommendations:


Ÿ	Information on the exercise scenario or outbreak should be provided to participants or emergency responders prior to their arrival on site. This could be via fax, e-mail or telephone, with additional written information on site. Having the information prior to arrival would allow responders to start thinking about their responsibilities on site or in the field, any resources they might need, time frames, etc., and would save time once everyone has arrived.


Ÿ	Discussions on administrative forms to use, what information was needed and who to submit them to were being held on Day 1; this should have been determined prior to the exercise.


Ÿ	Much of the confusion on Day 1 resulted from participants not knowing who was in charge, what their roles and responsibilities were in the scenario, and actually how and when to begin. A complete briefing on Day 1 regarding chain of command, document and message trafficking, information on the disease, biosecurity, daily reports and requisition forms would have eliminated much of the confusion.


Ÿ	The chain of command, document and message traffic, and roles of each TERT member should be clearly defined and reviewed as a team, and by individual TERT members, using their TERT manual as a resource.


Ÿ	FEMA’s Incident Command System provides direction on organizing a response to an emergency and should be used as a resource and possible guide. Consideration should be given to provide TERT members Incident Command training.


Ÿ	Additional personnel will be needed to organize and distribute field supplies in a location separate from the Field Operations Site (FOS).


Ÿ	The FOS and EMOC apparently were following different time lines for the scenario which led to confusion regarding the numbers and locations of affected premises, quarantines, etc.


Administration


What went well:


Ÿ	There was a rapid response of the administrative personnel to requests by teams for equipment, supplies and additional personnel.


Ÿ	Administrative personnel did a great job in compiling information on the costs associated with the outbreak.





What needs to be improved/recommendations:


Ÿ	Administrative personnel on this exercise needed guidance on who had purchasing ability for supplies or for indemnification of infected/exposed  animals. This and other policy decisions should be made in advance and provided in writing.


Ÿ	Arrangements for blanket purchase orders and/or check writing abilities should be established in advance to avoid delays in equipment procurement or payments of indemnity.


Ÿ	Each section was submitting requests for supplies independently; there was concern that some items may have been ordered twice. 


Ÿ	Equipment needs for the exercise were not adequately addressed, or underestimated, i.e., fax machines, copiers, flip charts, teleconference equipment. The Hidalgo County Department of Public Health personnel were very cooperative and allowed TERT exercise participants to use their fax and teleconference equipment, but this was an imposition, and resulted in some initial misunderstanding on the part of the building director.  Equipment should be immediately brought in or rented by TERT personnel.








Communication


What went well:


Ÿ	The initiative that participants took in contacting state resources and following through with the scenario was outstanding.


Ÿ	Participants did not try to “reinvent the wheel”; they drew on others’ expertise and developed a network of resources that could, in the future, be accessed with only a few phone calls. 


Ÿ	The Department of Public Safety informed the TERT that they could assist in contacting County District Judges in the event of an emergency.


Ÿ	Information sharing between sections improved daily.


Ÿ	Participants clearly appreciated being able to sit in on the last conference call.





What needs to be improved/recommendations:


Ÿ	It appeared that some of the confusion on Monday was a result of a lack of strong leadership, that is, participants did not seem to be clear as to who was in charge, what their roles and   responsibilities were, and how to begin. This could have been due to the confusion about the scenario itself, a lack of communication between groups, or to an unfamiliarity with their responsibilities as outlined in the TERT manual.


Physical separation and identification of the FOS sections within the room on Day 1 would have  facilitated communication between the participants.


Ÿ	Only a few cellular phones were available for this exercise. In a real emergency, they would be essential for coordination of field activities as well as safety concerns. Consideration should be made by the TAHC and APHIS to provide TERT team leaders and FADD’s with cellular phones in the event of an outbreak.  


Ÿ	A status board should be available from day 1 to communicate activities occurring for each investigation, i.e., investigation number, premises name, date of infection, number and type of species present, quarantine date, appraisal date, depopulation date, etc.. 


Ÿ	Incompatibility between State and Federal computer database systems and e-mail systems remains a serious problem, and will be magnified with concurrent outbreaks in multiple states. Finding a compatible nationwide system may be a challenge, but it will be essential for rapid communication between multiple states. 


Ÿ	A large map should be available from day 1 to indicate locations of infected premises, quarantine and buffer zones, etc.


Ÿ	There should be information posted regarding what is happening in other counties and the country regarding the outbreak.


Ÿ	Participants frequently felt frustrated about not getting the information that was coming out of Austin. Updates and “news flashes” from EMOC could have been provided as they were received to the entire group on the available overhead projector. 


Ÿ	Policy decisions regarding quarantine and depopulation, animal and animal products movement, etc., should be developed early and clearly communicated in writing. Too much time was spent in conference calls discussing policy decisions, and final decisions were not communicated clearly to the FOS. 


Ÿ	There was initial confusion over the document tracking process, especially between the FOS and Austin. To avoid this in the future, policy decisions and requests discussed during conference calls should be followed by fax or e-mail, and they should go to one person on either end. Additionally, providing updates and requests by fax prior to conference calls might help to speed up the decision making process and prevent assumptions on either end that decisions have or are being made.


Ÿ	While language barriers were not a problem with this exercise, bilingual personnel might be essential in an emergency to facilitate communication between producers, the media, and State and Federal personnel. 


Ÿ	To ensure that the information in press releases is correct, drafts should be provided to the FOS director for review.


Ÿ	Conference calls should be limited in frequency and length and should involve only the FOS director and appropriate team leaders. 








Teamwork:


What went well:


Ÿ	TAHC and USDA personnel who may not normally work together in the field due to geographic location or differences in their duties, developed excellent cooperative relationships. This extended beyond their own agencies into various other state and federal agencies.


Ÿ	Participants were made aware of how each team’s response is dependent on other teams  response; no one team can or should work independently.


Ÿ	Participants were enthusiastic and ready to work. Even in the midst of confusion, no tension or clashing of egos was observed. This group worked extremely well together and maintained a sense of humor while getting the job done.





What needs to be improved/recommendations:


Ÿ	TERT personnel should regularly review their personal and section responsibilities which are outlined in the TERT manual to have a clear understanding of their respective roles. 


Ÿ	An interdisciplinary team approach, i.e., a FASTeam approach on a larger scale in the case of multiple concurrent outbreaks, may be an alternative and rapid approach to getting a handle on an outbreak while the FOS is being mobilized. Those individuals utilized early in the outbreak could then take over the duties of the section leaders at the FOS.








Technical support


What went well:


Ÿ	Dr. Laura Robinson, Zoonosis Control Veterinarian with the Texas Department of Health, Harlingen, TX, was contacted to assist Dr. Baca with his overload of work.  Dr. Robinson readily agreed to come to the FOS and provide Dr. Baca with epidemiological assistance. This was an excellent use of local technical resources.





What needs to be improved/recommendations:


Again, the TERT manual offers a listing of State and Federal resources, but was not fully utilized in this exercise. As an example, the issue of wildlife disease surveillance and containment was briefly addressed, but APHIS Wildlife Services personnel were not contacted for assistance.


TERT members need to become familiar with their positions and responsibilities on the team.


The case definition should be established prior to or immediately after the outbreak, and should be clearly understood and agreed upon by FOS, EMOC and the laboratory.


Data entry was redundant; the same information was being entered into spreadsheets by different sections. It would be helpful if computer networking could be set up between sections so that everyone has access to the same information.


The use of an intranet site for TERT could be an option for information sharing and a resource database.


More than one epidemiologist should be available at the FOS.


Additional clerical and data entry personnel are needed to compile both administrative and field information so that team and section leaders are available for organizing and decision making.


In reality, team and section leaders should be organizing, directing, and delegating work to, their field crews as opposed to going out to the field themselves. 








Responsiveness


What went well:


Ÿ	The “players” in this scenario took their roles seriously.


Ÿ	Participants were creative in their problem solving by looking outside their own agency’s resources, and drawing on the expertise of the Observers from other states.


Ÿ	Lines of communication were established early between the FOS and the County Emergency Management Office. Ms. Charlie Montgomery, the Emergency Management Coordinator for Hidalgo County, came on site Tuesday to assist in the “emergency” and developed a sample resolution for a disaster declaration which could be used as a template for other counties in emergencies.





What needs to be improved/recommendations:


Ÿ	Each section should work on a mock scenario periodically to work out potential problems and determine available resources.


Ÿ	TERT members should be provided GPS units and trained in their use. GPS coordinates should have a standard format and GPS coordinates for livestock premises, salebarns, feedlots, other animal handling facilities, slaughter plants, etc., should be collected and entered into a database for each county in advance of an emergency. 


Ÿ	In a real outbreak, media issues would have been a serious problem, as there was no public relations/media specialist located at the FOS.


Future exercises should include actual completion of FAD reports and their transmittance. 


TERT members need to establish liaisons with county emergency management departments in advance.
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