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Purpose

The purpose of this document is to provide a template and reference document that can be used by local agencies to develop windshield survey procedures that enhance the jurisdiction’s, and ultimately the County’s, ability to quickly assess the status of key infrastructure and facilities following a devastating emergency such as an earthquake.  The information in this document is merely a resource.  It will be the responsibility of each individual jurisdiction to partner and plan with those agencies that play a role in conducting initial damage and safety assessments to create an overall procedure for that jurisdiction.  The desired end result is two-fold: awareness on the part of all field responders in Orange County regarding their roles and responsibilities for assessment in the initial hour following a significant event such as an earthquake; and how to communicate that information from the field to the State in order to maximize use of limited resources during a catastrophic event.
Background
While some individual disciplines and/or agencies currently have well-developed procedures for windshield surveys, few of these plans address the process globally to include all field disciplines within the jurisdiction.  The result is often uncertainty, duplication of effort and a lack of true unified reporting that would enable jurisdictions to assess their status and condition in as timely a fashion as possible.  The development of a comprehensive windshield survey plan will maximize the principles of the Incident Command System (ICS), the Standardized Emergency Management System (SEMS) and the National Incident Management System (NIMS) by providing common terminology, a unified command structure that ensures information is shared among all disciplines, as well as create a standard methodology to move information from the local level to the operational area, the region and the State.
Authorities and Responsibilities

It is not the purpose or intent of this plan to determine levels of responsibility within a jurisdiction.  This authority clearly remains at the local level.  All jurisdictions are encouraged to evaluate those resources that play a role in post-disaster assessment and determine what, if any, role they should play in initial windshield surveys.  This evaluation should include those agencies directly within the jurisdiction as well as those that have a broader responsibility within the jurisdiction, such as CHP, Caltrans or a local water district.  Consideration should then be made to determine the role of each of these in creating an overall agency assessment and write your local procedures accordingly.
Format

The concepts surrounding windshield survey can be developed as either a plan or as a policy.  In some cases, the procedures inherent in the plan/policy may actually be demonstrated in both formats.  For example, it could be included as a chapter or annex to the overall agency Emergency Operations Plan (EOP) as well as included in various field disciplines’ specific operational guidelines and procedures as a policy.  Regardless of the format or where the plan, policy or procedure is maintained, it is most important that it be multi-discipline and reflective of overall policy as well as documentation and reporting requirements all the way down to the responsibilities of the individual field responder.  

For the purposes of this document only, we will refer to these procedures as a “plan”.

Plan Guidelines

Title

This plan can be called a wide variety of titles, but should be reflective of the content chosen to be included as part of the plan.  Some titles specifically tie the windshield survey to earthquake while others leave it open in a more general way for use in any disaster needing a field assessment.  If the plan is all-encompassing regarding what to do following an earthquake, “Earthquake Response Plan” would be more appropriate.  If the plan or policy will address only the actual “Windshield Survey Procedures”, then a specific title would be more appropriate.  If the intent is that the policy be used for any multi-hazard type situation, then “Disaster Procedures” might be more appropriate.  Titles seen during the development process include:
Earthquake Response Plan

Emergency Earthquake Procedures

Major Disaster Procedures

Disaster Procedures

Post-Disaster Safety Assessment of Public Infrastructure

Disaster/Earthquake Operational Guidelines

Windshield Survey
When to Implement these Procedures

There are two general choices for when to implement these procedures.  One is specifically related to earthquake. For example:
The Earthquake Response Plan will be implemented in the event of significant seismic activity.  

The other option is for the implementation of windshield survey in the event of a Multi-Hazard incident (e.g. earthquake, plane crash, flood, etc.).  In this case, implementation of the procedures is generally left to the discretion of the field commanding officer.  For example:
A Multi-Hazard Windshield Survey can be implemented at the discretion of any Chief Officer.  This can take place based on notification from field units that a situation has occurred, verified notifications from the public, information received from another discipline regarding an occurrence, or notification from Dispatch personnel that a situation has occurred.
Windshield survey procedures need to identify what actions are expected and by whom in the event there is seismic activity that does not appear to be significant.  Generally, the decision to initiate a windshield survey becomes the responsibility of the field commanding officer.  For agencies with more than one field commanding officer, the plan should indicate how these officers will work/communicate together to initiate joint action, or choose not to act based on the circumstance, on behalf of the agency.
Who Can Implement Windshield Survey Procedures

Implementation of Windshield Survey procedures is generally at the discretion of the Field Commanders.  This might include watch commanders, battalion chiefs, supervisors, etc.  For agencies that have multiple field disciplines, the plan should clearly define how they will jointly initiate windshield survey procedures.  One other key consideration to include in writing the plan is the role of any Dispatch operations within the jurisdiction.
Response Actions

Upon determining that significant seismic activity (or other trigger event) has occurred, all field units should be notified that the policy is now in effect.  The Plan should specify who will make this announcement and which equipment will be used to deliver the message.  A back-up statement and direction should be included in the plans outlining what to do in the event of a complete and total radio/communications failure.
Basic earthquake actions should also be listed as part of this section.  These typically would include:

Impact Phase

· Upon first indication of an earthquake, all personnel should take measures to protect themselves and others from injury.
· In general, personnel who are inside should stay inside during the shaking.  Personnel should look for protective covering under desks or table, stand in doorways or corners, and be cautious of unsecured objects and windows.

· If outdoors, personnel are to move away from buildings, trees, walls and power lines.

· Personnel who are driving vehicles should move to the side of the road, stopping clear of overpasses, bridges and power lines.

· All personnel should keep in mind that the initial earthquake may be a prelude to a larger earthquake and aftershocks of varying magnitude may occur.  All actions must be based on the assumption of additional seismic activity.
Post-Impact Phase

Once the shaking has stopped:

· Account for all station personnel and assess for any life-threatening injuries.  Treat those injuries within the capability of available resources and personnel.  Injured personnel requiring immediate medical attention shall be taken immediately to the nearest medical facility.  Advise field commanders of situation.
· Remove apparatus and vehicles from enclosed parking areas to an outdoor location a safe distance from structures, overhead power lines and other hazards.  A safe distance is defined as an area that is beyond the potential collapse zone of the structure, which is generally 1 ½ times its height.  If damage to the structure prohibits immediate removal of apparatus, and safety of personnel is not compromised, retrieve response equipment from inside and place it in the pre-designated safe area.  This equipment would include safety gear, communications equipment such as radios, etc.  

· Inspect for and control any hazards created by the earthquake including inspection of utilities for damage and operational capabilities.  This would include telephone, water, gas and electric systems.  Report any hazardous conditions to your field commander.
· Listen to radio for roll call and situation status update by field commanding units.

Jurisdiction Roll Call

A key element of initial response is a roll call to account for the well-being of personnel and facilities.  For agencies with a single field discipline, this would normally be coordinated by the field commander in conjunction with Dispatch.  In the event there are more than one field disciplines, the Plan should be utilized to establish protocol that will outline specific responsibilities and reporting protocols.  The desired result would be that the field commanders would work together to create an agency overview regarding status of all response personnel and facilities.  

Modes of Operation

Large agencies typically have 2-3 modes of operation related to windshield survey.  The determination regarding which mode is to be implemented is left up to the Field Commander.  The decision to change from one mode to another is also their responsibility.  This typically would be done as more information is gathered regarding the situation.  These modes would normally be defined as follows, utilizing a broad variety of terminology to describe them:
· Basic Response:
Conduct windshield survey following routine traffic commands.  Calls for service still acknowledged; no responses modified from normal protocols.
· Intermediate Response:
Conduct windshield survey with calls being screened.  Only priority responses acknowledged.  Non-priority responses queued until survey is complete.
· Severe Response:
Windshield survey conducted in emergency response mode (Code 3).  All responses queued; no calls for response to be initiated until the survey is complete.  

The most critical decision to be made in regard to this portion of the plan is who has the authority, and when, to establish a “no response” mode regarding calls for service.  Some agencies feel they could not adopt such an extreme position, thus making the establishment and statement of policy for that agency of the utmost importance.

Discipline Specific Windshield Survey Approaches
As Orange County first responder agencies explored the “how-to’s” of windshield survey, it became clear that the foundational question to be answered is, “What are we looking for?”  The answer was at best elusive and more realistically difficult to obtain.  The following section outlines some generalities to consider that address discipline-specific guidelines to assist in answering the question regarding what we are looking for.  It also provides a range of response patterns across disciplines that maximizes response efforts and capabilities, yet avoids duplication of effort.  In the last section of the plan there are copies of sample discipline-specific plans or approaches that might be helpful references within the context of local plan development by each jurisdiction.  It is probable that each of these sample response plans will see some modification as a more regional approach to windshield survey is developed, thus use them as a resource and discussion point only, not as a template.

Fire Departments

Fire Departments carry the traditional banner of being responsible for windshield survey.  What real life experience is showing is that fire apparatus and fire departments are probably not the best equipped for this task.  The first, most obvious reason this is true is that firefighters are first and foremost responsible for the stations in which they dwell.  Immediately following an earthquake, they need to do an assessment of personnel, facilities and equipment to determine if they are in a position to respond to emergencies.  The shaking may cause injuries or create damage to a facility or apparatus, such as bay doors that won’t open, which can greatly hinder the ability of fire personnel to respond to the field quickly and in full response mode.  Secondly, fire apparatus is large, slow and difficult to maneuver in crowded or tight situations.  This reality can easily lead to an engine being in a place that they will find difficult to retreat or escape from.  

The last reality check comes in the form of typical calls for assistance.  Following an earthquake, most immediate calls for assistance come for firefighters.  Everything from difficulty breathing, cuts and abrasions, doors that won’t open, building sprinklers that are broken, and structural damage or collapse are expected even in moderate situations.  Because of this, it is critical that fire departments discuss seriously the policies that will guide their mode of operation and whether or not responses will be taken as they come in or if the windshield survey and assessment is going to take priority.
As a general rule, the purpose of the fire department windshield survey should be to answer the question, “How bad is it?”  To answer this question, whatever assessment route or locations are developed should ensure that a look is taken not so much at specific buildings, but rather at a wide variety of construction types and ages of buildings.  In other words, if one tilt-up concrete building is collapsed, it is probable that there could be more elsewhere in town.  If soft-story construction is exhibiting failure, then you would know this is a weakness likely to be repeated elsewhere.  If unreinforced masonry has failed, where else is it in town?  This approach is a logical prelude to the most difficult task that firefighters are likely to face post-earthquake, which is search and rescue operations.  

The fire department windshield survey is usually done within response areas.  If more than one apparatus is typically assigned to the response area (i.e. an engine and a truck), one of these can be tasked with overall coordination and documentation duties in the role of Command Post or Department Operations Center while the other completes the assessment.  During the development phase, writers need to be very mindful of the time realities that traffic and distance will create.  In the case of a fire department windshield survey, less is more, and will enable quicker availability for the life-and-death responses likely to be experienced in the hours following the event.  

Some agencies will manage identification of windshield survey locations simply, with a list of business names and addresses within each response area and a simple map and legend.  Others use sophisticated mapping equipment to plot these locations on a detailed GIS map.  Regardless of which method is used, the next part of the plan is to develop a checklist for use by the Battalion Chief and/or Division Chief to quickly transmit and document information from the field as it is affirmed.  In smaller agencies, engine numbers, business names and/or addresses may be sufficient.  In larger agencies, it may be more appropriate to assign each location a number code, such as “Station 23, all clear except Location 3, which has broken windows and glass in front”.  
Completion of windshield surveys should not take more than 15-30 minutes.  Once the windshield survey is complete and has been relayed to Chief Officers as appropriate, the information needs to be reported to a central location for comparison to other jurisdiction disciplines and a joint action/response plan developed.  The primary focus at this point is to be sure all agencies and disciplines have the SAME answer to the question, “How bad is it?” and then to determine joint response priorities for all first responder agencies.  This is the point in the response that establishment of a multi-agency, multi-discipline Command Post should be considered.   Another way this might be managed is through the establishment of Department Operations Centers (DOC’s) and ultimately an Emergency Operations Center (EOC).

In the event aftershocks are experienced, supplementary windshield surveys may be initiated by Chief Officers.  Areas found to have experienced significant damage during the windshield survey may be identified to receive a detailed complete area survey by available response personnel.

Police Departments

Law enforcement is in a position to play a key role in windshield survey operations.  Their unit are deployed in the field 24/7 and can maneuver through city streets quickly and efficiently.  Recent experience during minor to moderate quakes demonstrates that generally, law enforcement receives few if any calls for service immediately following the shaking.  This frees up the police field units to conduct a quick assessment and relay information.  Law enforcement windshield surveys are usually organized by beat since this is the area they are most familiar with.  Since units could be anywhere within the beat, the general methodology would be to create a list of locations that should be checked.  The unit can then initiate the survey anywhere on the list, and then report only those locations showing damage.  Similar to fire department procedures listed above, smaller jurisdictions may simply create a written list with names/addresses, while larger jurisdictions may create more sophisticated maps with numbered locations.  Facilities typical to include on a law enforcement survey list include large public assemblies such as malls, shopping centers, schools, churches, etc.  
One of the basic assumptions of law enforcement windshield survey is that officers know their beat and know it well.  They know that if it is a Sunday morning, churches are likely to be a primary impact. While if it is a Tuesday lunch hour while school is in, the schools are likely to be impacted.  Officers carry some discretion to conduct their beat survey in an order reflective of what is likely to have been impacted or be at greatest risk based on time and day of week, yet it would be expected that the survey would be completed if at all possible.  

Motor officers, detectives and admin staff are not generally included in the initial windshield survey.  Motors, if in the field, can certainly report in anything they see, but they are also the most vulnerable to hazardous situations (i.e. downed power lines, road failure, etc.) and should generally proceed with caution until a full assessment is conducted by patrol units.  Detectives and office personnel will most likely be called into action if further, more detailed survey is needed to complete a full assessment.  These personnel should also be expected to initiate protective actions in the law enforcement facilities where they are assigned, similar to firefighters.  They should account for personnel, facilities and equipment, ensure all gates and access locations are operable or staffed, and assist in the collection of information following the completion of field surveys.  Activation and staffing of DOC’s and EOC’s also generally becomes the responsibility of these personnel.
Watch Commanders need to focus first on personnel accountability, and then begin the process of determining the condition of the jurisdiction.  They also need to take active steps to coordinate with other field disciplines either through radio communications, sending a representative to a field command post or providing personnel to Dispatch/911 Communications for overall incident coordination.  From either of these locations, incident priorities can be set and personnel assigned as needed, but local agency plans should establish expectations and provide guidance based on agency structure and facility locations.  

Public Works Personnel

The role of public works personnel in windshield survey focuses primarily on analysis of critical infrastructure.  This includes water systems, bridges, sewers, city buildings, streets, parks and trees, etc.  During the development of this template, two possible basic approaches were identified.  Deciding which approach will work is the responsibility of each jurisdiction based on the size of the department, whether most of the staff are jurisdiction specific or contract, and the size of the agency.  

The first approach is designed to position equipment and equipment for efficient and organized response to calls for service expected following an earthquake or similar event.  This approach requires that following an earthquake, all public works personnel are to report back to the yard.  On their way back from wherever they are, they should note anything unusual they see such as damage, safety concerns, etc.  Once at the yard, they should immediately report any situations noted.  As units and personnel report in, supervisors begin the process of prioritizing needs based on the severity of the incident and reports from law, fire and 911 Communications.  Units can then be assigned with the intent to do the most good for the most people.  Safety issues would receive priority with protection and repair of the water system another top priority.  If requests for service are slow to arrive, public works units may be dispatched to specific critical infrastructure locations to conduct site evaluations and ensure operations remain intact.
The second approach calls for pre-identification of critical infrastructure locations and assigning them to specific field units.  If an earthquake occurs, roll call is taken, then field units begin to assess their assigned locations and report their findings to their supervisors or DOC.  Units remain in the field until other direction is provided by supervisory personnel.  

One of the primary issues for discussion revolves around the reality that in most jurisdictions, public works personnel are not available 24/7.  How will your jurisdiction accomplish the areas they are assigned to check if personnel are not on duty?  How will you bring their personnel on line for decision-making purposes, i.e. where will they report, who should they contact, etc.  Discussions should also take place regarding what capabilities exist remotely and radio communications capabilities.  

If a jurisdiction’s public works mission is primarily done through contract services, discussion should be held with the businesses providing such services regarding your expectations to ensure they both understand their role and that costs and duties are pre-defined in writing.  A failure to discuss these issues ahead of time may result in a significant gap in response capabilities since general expectations for the private sector differ from the public sector as well as significant cost impact if overtime is not pre-negotiated.  

Contract Jurisdictions
Cities that are generally labeled as “contract jurisdictions” face unique challenges.  While they have all of the traditional emergency services available routinely, the ability to call on these resources for windshield survey assistance is limited.  Fire and law agencies generally fall under the umbrella of their larger agency directives, with responsibilities and reporting procedures defined globally.  Maintenance and public works services provided under contract may not be available, especially outside of normal working hours.  This places the burden of completing windshield survey operations on staff that will generally have less field experience and knowledge than their law and fire counterparts.  

On the positive side, personnel in these agencies are familiar with doing more with less, so are very adaptable and amenable to “other duties as assigned”.  Appropriate personnel should be pre-identified and trained so that assumption of roles and responsibilities is quick and efficient, and can begin 24/7.  Since contract agencies are generally not 24/7 in nature, some attention should be given to identifying personnel who live geographically close AND carry some level of responsibility in the day-to-day work environment so they are not afraid to make decisions.

The windshield survey for contract jurisdictions should be fairly simple and remain on primary routes.  The focus should be to answer the question, “How bad is it?”, not on developing response priorities for field units.  Discussions should be held with all field providers to determine how information will be coordinated, to whom, how EOC Operations are expected to evolve, and enhancement of communications capabilities.  Resources may be very limited in the initial hours and staff in contract jurisdictions need to be able to gather and document information, whether from the field or through other contact methods in order to clearly relay their jurisdictional needs to the Operational Area as well as field disciplines.  Clarity regarding how this initial assessment will be done, who will document it and how and how it will be reported to field response agencies and the Operational Area are the critical steps.
Building Inspectors/City Engineers

In some jurisdictions, building inspectors and/or engineers are included in the initial windshield survey process.  For example, the City of Newport Beach has assigned these staff members to survey the status of City facilities during the windshield survey operations, starting with those most critical to operations and extending outward.  Obviously, if an incident occurs outside working hours, these staff would begin these duties as they arrive, which could result in some delay if these facilities are not on any other list.  

Many jurisdictions have chosen to assign these personnel not during the initial windshield survey process, but rather to bring them all together in a central reporting location, then send them out into the field based on damage reports from the primary field responders.  In other words, they become phase two of the overall assessment process.  Still others rely primarily on contract personnel and would have a delayed response for this resource, and the level of service expected from such personnel should be clarified and put in writing ahead of time so both parties know whether or not they will be arriving to assist on their own or if they will have to be contacted.  Rates for such extraordinary service should also be discussed in the contract.
The more important thing regarding these specialty folks is to include them in the planning process.  Many inspectors and engineers are already in the field during working hours and they will need to know what is expected of them and where their efforts will be most useful.  We will also rely on the expertise brought by these personnel in the hours that follow a significant earthquake and want to be sure we clarify ahead of time their reporting processes, their expected duties and the role they will play in the larger organization.
Special Districts

Special districts in Orange County include schools, water agencies, libraries and a host of public works oriented operations.  These jurisdictions possess a wide range of emergency response capability, from highly developed agency plans, procedures and equipment to those with almost no emergency equipment or personnel to coordinate.  They also face the unique position of having boundaries different than the cities they serve.  This can create confusion during emergencies over who is responsible for what and who should report to whom.  There is no greater need for pre-event coordination than exists for special districts, thus making outreach to other agencies a critical first step.
Special districts will need to be familiar with their specific internal laws, policies and expectations, and then become familiar with the plans and operations of the agencies they overlap.  While the degree of hands-on coordination between special districts and the jurisdictions they intersect with will vary, the need to be familiar with operating plans and procedures by all involved is critical.  Very often, assumptions are made that can create tremendous obstacles during emergency response.  Lines of communication, legal authority and agency guidelines should all be discussed and clarified in pre-planning activities to ensure clarity during an emergency.

Any of the plans and procedures provided as reference documents may be useful for special districts to use in their planning efforts.  The most important step in the process is to be sure communications with all potentially impacted agencies are wide open and plans compliment, not duplicate, each other.
Other Agencies

There are a great many other agencies that have roles and responsibilities in the arena of windshield survey that must be both considered and coordinated with.  These include County agencies such as OCTA, State agencies such as Cal Trans, universities, colleges, etc.  Each of these carry unique legal mandates, authorities and responsibilities that may overlap with other local jurisdiction efforts in terms of windshield survey and damage assessment efforts.  It is important that these stakeholders be included in planning efforts to ensure coordination as well as to maximize use of limited resources and avoid duplication of effort wherever possible.  Time should also be spent on determining methods of communication between these overlapping agencies during those critical first hours following a disaster.
The awareness of plans by transportation agencies is critical if they intersect with your jurisdiction.  These agencies include not only OCTA and Caltrans, but also rail operations and air resources.  All of them operate under their own authority and have clear expectations and guidelines internally that may impact and/or enhance your ability to get a clear picture regarding impact in your jurisdiction.  Inter-personal relations developed before the disaster will produce clear dividends during a disaster and all are encouraged to cast a big net when developing your procedures.

Additional Resources to Consider

There are some other resources to consider when developing a windshield survey plan.
· Technology – There are continually new technologies being developed that can be useful in conducting initial and on-going assessments.  One of them specifically mentioned is the Caltrans loops on the freeways that track traffic speed.  If traffic has come to a stop, it can be assumed there is a problem that needs to be investigated.  
Another is the camera systems used to monitor traffic or for security purposes.  Many City and County agencies have such technology already installed.  Personnel should find out the extent of the networks, who manages them, and how they might be used during windshield survey for quick assessment.  

Utilities also have a great deal of investment in technology infrastructure that provides quick information for assessment purposes.  Talk with your representative(s) to find out how this technology might be beneficial to you.
· Volunteers – If your organization has designated volunteers in any of the emergency services, they will be eager to be a part of whatever system you develop.  Spend some time as a jurisdiction determining how you want to manage this resource in the first few hours of a disaster.  These volunteers might be CERT, RACES, VIPS, RSVP, Fire Corp, Disaster Medical Corp, non-profit agencies, etc.  Each can play a role, but without pre-planning, their overwhelming desire to provide assistance will do just that – overwhelm you.  
Each jurisdiction will need to determine who should report, where, how, using what communication technology.  Boundaries should be identified ahead of time and training and exercises conducted to ensure the plan works for all parties involved, including those who must manage the volunteers during the emergency.
Summary

The sample resources that follow this template are meant to be just that – resources.  There is no cut and paste version of this plan for agencies to use.  Each jurisdiction needs to evaluate their available resources and create interdisciplinary work teams to develop plans that complement each other.  The ultimate goal is to gather factual data that can provide a quick snapshot that answers the question, “How bad is it?” and report that information in a timely fashion to the Operational Area so that regional response efforts can begin to be coordinated and resources assigned where they are most needed.  

The final steps in the development of any plan are to train personnel and conduct a test or drill to ensure the plan works.  This should be done on a regular basis, such as annually, to keep personnel informed and ready to respond.  This training needs to include all stakeholders, including 911 dispatchers, and should provide for both simple reviews as well as timed testing of routes during different times of day.  A windshield survey plan will only be as effective as those trained to use it.  
The public is counting on us to be ready for whatever emergency or disaster may occur.  We hope that all public agencies in Orange County with response roles will use this plan to examine and improve their existing plans so that the public will not be disappointed.  Preparedness, planning and coordination today will lead to a better result on the day that that emergency occurs.
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