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EXECUTIVE SUMMARY

The Commodity Points of Distribution (C-POD) lessons learned report is a task undertaken within the Yellow Command 2016 exercise program. The purpose behind this report is to bring any relevant C-POD lessons learned, best practices, and meaningful approaches to designing the field component of this year’s exercise. 

The data gathering approach to acquire the information needed on C-POD planning, staffing, command/control, equipment and community engagement was a combination of interviews, discussion-based exercises and searching online reference documents. The challenge with finding lessons learned data on C-PODs is the simple fact that there have been a very limited number of activations over the years. Most real-world C-POD activations to date have been adhoc in nature without the benefit, in most cases, of pre-planning. Furthermore, our research could not find any documented C-POD activations within the state of California. There is an abundance of data from jurisdictions when it comes to planning, training and exercises – but not from real-world C-POD activations. Given very little has been written about the C-POD topic, it was crucial to rely on the interview session with Richard Cheek, Emergency Management Director with Deployed Resources, a Veteran Owned business formed in 2001 to provide logistical support to disaster response. Prior to joining Deployed Resources, Mr. Cheek worked at the Florida Department of Emergency Management for many years and assisted in the development of C-POD operations and led the State’s Logistics Staging Area (LSA) planning.  During Hurricane Ivan in 2004, Richard was the FEMA logistics advisor to 10 counties in Alabama. Moreover, during the 2005 hurricane season he worked in the private sector supporting C-POD operations for Hurricanes Katrina and Wilma. 

The following pages highlight the best practices in the areas of C-POD planning, staffing, resources/equipment, and command/control.


LESSONS LEARNED

Planning

[bookmark: _GoBack]During the interview with Mr. Richard Cheek, he stated that developing a C-POD plan and working with all stakeholders using the Whole Community approach is the single most important preparedness activity a jurisdiction can undertake. Mr. Cheek emphasized the importance of having C-POD plans for every location being activated.  Moreover, he highlighted the need to provide training to C-POD staff and to exercise the plans before any real-world activation. The concept of identifying, assessing, planning and evaluating C-POD locations in advance was a noted best practice. The planning process for identifying C-POD locations should also include an overview of the neighborhood socio-economic status – because the poorest areas will typically result in the greatest need for resources. This could also be said about vulnerable populations such as elderly populations in nursing homes, assisted living, etc. A best practice to support vulnerable populations is to deliver commodities to their locations (e.g. homes, skilled nursing facilities, etc.) rather than suggesting that they come to the C-POD location. In Florida, personnel did direct delivery to assisted living and other congregate areas in Broward County.  They also established a commodity pick up area at the LSA for response organizations to pick up commodities for their staff. This best practice kept responders working instead of standing in line to receive their commodities.   

Within the jurisdictional planning process, it is important to understand how many C-PODs are needed to support the population. Mr. Cheek emphasized the importance of knowing how many C-POD locations the jurisdiction needs, their locations, and who will staff them. GIS was cited as a good tool to determine a jurisdiction’s population, the location of commodity purchase points (CPP) (e.g. grocery stores, etc.), and possible locations for C-PODs. Once gathered, the GIS data can be further analyzed to determine areas where CPP’s do not exist or CPP locations that lack generators and are likely to close following a disaster. Current research indicates that more affluent areas or areas where stores have generators go into operation sooner and alleviate the need to open a CPOD. There are very clear and manageable algorithms based on a jurisdiction’s population that help planners identify the types and number of sites needed to support a jurisdiction. The C-POD typing matrix below can be used by planners to determine which C-POD type to employ.  
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Staffing

In most real-world C-POD activations, emergency management personnel can expect spontaneous volunteers to show up at C-POD locations. When volunteers are well managed, survivors benefit from their efforts, agencies get the help they need to provide services, and communities recover more quickly. C-POD planning needs to address spontaneous volunteers, even if it does not occur at all sites. If spontaneous volunteers can be used, jurisdictions need to develop a procedure to process them into C-POD operations as fast and as seamless as possible. The use of spontaneous volunteers involves two steps: processing/vetting and training. During spontaneous volunteer processing, a jurisdiction will need to develop a process to screen and document their involvement in the operation. The use of Community Emergency Response Teams (CERT) personnel to screen and register spontaneous volunteers was cited as a best practice currently employed by some jurisdictions. Moreover, the establishment of a Volunteer Reception Center (VRC) is a noted best practice used to receive, process, and employ affiliated and spontaneous volunteers. FEMA G489, Management of Spontaneous Volunteers in Disaster is a good resource for developing an effective VRC and spontaneous volunteer program.

An additional C-POD staffing concept to consider is a concept currently successfully used in the states of Washington and Maine. Emergency management personnel in these states are successfully using non-traditional locations such as churches or Veterans of Foreign War (VFW) posts to establish and staff C-PODs. The agency or location signs an agreement to open a C-POD during an emergency and assumes responsibility for staffing the location. This non-traditional C-POD approach is sometime referred to as “Adopt-a-POD.” There is a great deal of information and training surrounding the Adopt-a-POD that can be easily located. The following link contains a full chapter on the program: http://harriscountyares.org/training/FMA/FMA-105.pdf.

Planners should also consider the use of jurisdictional personnel not directly involved in the response and whose departments may not be operational during the emergency to staff C-PODs. Library, school district, and other personnel deemed non-essential during a disaster may serve as a staffing pool to augment C-POD staffing following a disaster. Planners should explore labor contracts and union agreements to identify any impediments to participation and ensure their availability to support operations. 

In addition to volunteer registration requirements, jurisdictions will need to train volunteers at a very basic level. Typically, jurisdictions use a Just in Time (JIT) training session that provides an overview of C-POD operations and safety. During one real C-POD activation in Florida, a jurisdiction used a public service radio announcement to notify the community about the opportunity to volunteer at the C-POD. The announcement told volunteers where to report for training and waiver completion.  
  
Resources/Equipment

When it comes to the equipment needed to operate a C-POD, many of the large items (i.e. fork lifts) are available within a city or jurisdiction’s public works department. However, research indicates that securing C-POD equipment through jurisdiction-owned assets may not be the best course of action during a disaster. During an emergency requiring a C-POD activation, it is likely that city resources will have other critical missions to support (e.g. debris removal, etc.). Subject matter experts interviewed recommended the establishment of pre-event memoranda of understanding (MOUs) with private businesses. There are typed C-POD equipment lists available from the State of Florida that have been successfully used during C-POD activations. 

The resources needed for a C-POD activation could be bottled water, tarps, packaged food or other life sustaining assets. The objective of a C-POD is to distribute life-sustaining items to a population in need. It is not a distribution site for a variety of meals (kosher, low sodium, gluten-free, etc.) or population-specific items (diapers) but only for large quantities of items to keep people alive. The distribution of special meals and population specific items is usually a function of shelters, volunteer organizations or comfort stations. With that said, the initial resources people need following a disaster will typically be secured by the local jurisdiction (the city or county) by reaching out to local businesses. This process was used in the days preceding a C-POD activation in almost every real-world case examined. In IS-26, Guide to Points of Distribution and other reference documents it is very clear that C-PODs should not be opened in areas where the community can buy the same items. For example, a C-POD distributing water should not be established near an open supermarket stocked with water. During the planning process, jurisdictions should identify where supermarkets and large warehouse stores (e.g. Costco, Sam’s Club, Target) are located to ensure C-POD locations will not interfere with operating businesses. 

Additionally, the pre-planning and identification of local businesses that have life-sustaining resources (e.g. food, water, and ice) should be done before an emergency. Subject matter experts suggested that jurisdictions pre-identify businesses that can be contacted for the initial push of resources to the C-POD sites.


Command/Control

The command and control of a C-POD is an important function to address. Best practices, in this area, seem to be similar to the planning process – have a plan or Field Operations Guide (FOG) that details the roles, responsibilities, command, control, and communications of C-PODs. There are excellent resources already developed in the area of command and control so using these as a starting point to develop procedures is a best practice. The IS-26 course has detailed information on C-POD command and control that follows the Incident Command System (ICS). A recommended best practice is to review and train to the FOG so that all C-PODs are utilizing the same operational structure and communication procedures. The Bay Area UASI FOG is well documented and provides comprehensive procedures for the management and operations of CPODs, LSAs and logistics operations.  No additional best practices were found for command/control.


CONCLUSION
Countless disasters have demonstrated the importance of Commodity Points of Distribution planning. Pre-planning C-POD sites is critical to ensure that a jurisdiction has the ability to receive, store and distribute supplies to the public. Local Government staff should coordinate with their state and FEMA logistics representatives to fully execute C-POD pre-planning in their jurisdictions and consider these best practices as they move forward. 

With regard to the 2016 Yellow Command exercise planning, the single most important thing Bay Area jurisdictions can do is to develop C-POD plans for the 4-sites participating in the full-scale exercise portion of the exercise. Since the majority of the Bay Area has never activated a C-POD (exercise or real world), the 2016 Yellow Command exercise is a step in the right direction to develop, operate, and evaluate C-POD plans. Moreover, the Field Operations Guide should be utilized by each activated C-POD location in order to better evaluate the procedures and checklists identified in that resource. If jurisdictions want to add more realism to their exercise play they could add spontaneous volunteers or the need to obtain equipment from private vendors.
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