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Executive Summary 
 

On the afternoon of Wednesday, January 26, 2011, a snowstorm hit the National Capital Region 
(NCR), triggering widespread and many hours-long traffic gridlock and causing power outages 
that impacted thousands of residents.  Initial and subsequent observations of the snowstorm 
indicated that officials underestimated its severity.  Many federal employees did not know about 
the early release or did not leave work until after the snowstorm began.  Decision makers focused 
on their individual state and local concerns, but regional coordination was inadequate.  Once the 
snowstorm was underway, the public did not have access to real-time information on regional 
conditions to inform their decisions.  
 
Following the snowstorm, area leaders and residents questioned the region’s preparedness and 
response, as well as its ability to deal with future storms, emergencies, and other major events.  In 
March 2011, the Metropolitan Washington Council of Governments (COG) Board of Directors 
approved a Major Regional Incident Response Action Plan and Steering Committee on Incident 
Management and Response (IMR) to identify improvements to regional incident management.  
The Action Plan charged the Committee with reviewing focus areas and making 
recommendations that would improve the response to future incidents in the NCR.  The Action 
Plan (which is included in Appendix A) had four focus areas: 

 Real-time information or situational awareness among local, state, and federal 
government agencies with operational authority or responsibilities 

 Real-time information to the media and the public 

 Regional coordination 

 Decision-making 
 
The Committee was comprised of a wide range of public, private and nonprofit representatives.  
For the membership list, see Appendix B.  It met 6 times over 8 months, receiving input from 
several COG policy boards and committees, including the Chief Administrative Officers 
Committee (CAOs), the National Capital Region Transportation Planning Board (TPB), and the 
National Capital Region Emergency Preparedness Council (EPC), among others.  In this report, 
the Committee addresses the focus areas and makes recommendations that should substantially 
improve regional communication and coordination for events such as the January 26 snowstorm.   
 
Focus Area Issues 
 
For the first focus area, the Committee was tasked with examining how emergency managers and 
transportation officials communicate among themselves and with each other during incidents.  
The Committee notes that while WebEOC (Emergency Operation Center) is a valuable tool that 
provides information sharing, it is only used when trained staff is available to operate the system.  
Jurisdictions in the NCR have 24/7 emergency 911 centers and DC HSEMA (Homeland Security 
and Emergency Management Agency) has a 24/7 Emergency Operations Center, but no agency 
has staff providing situational awareness of the region as a whole.  The Committee also finds that 
existing tools had been underutilized—such as messaging and consultation between 
transportation and emergency managers—before and during the January snowstorm.  The 
Committee notes that the traffic gridlock on January 26 resulted from a compressed departure of 
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employees during a highly-problematic afternoon rush-hour rather than from an evacuation—
reinforcing shelter-in-place as the default protective action for residents.  Communication 
between transportation officials and emergency managers needs continued testing in order to help 
manage similar, future incidents, and in rare occasions, evacuations. 
 
With regard to real-time information to the media and public, the Committee stresses the need for 
coordinated messages delivered through a steady stream of accurate, real-time information, 
through a variety of communication forms, to empower individuals with information so they can 
make good decisions during incidents.  The Committee notes, for example, that the region has 
lacked a central web site where Public Information Officers (PIOs) can coordinate during 
emergencies and post a regional PIO message, compile up-to-date information from all individual 
government web sites, and link to information on regional utilities, weather, and traffic 
conditions.  Another major issue, as evidenced by the January 26 snowstorm, is that employers 
need to have shelter-in-place procedures and area commuters and residents need to be well 
prepared for winter storms as well as unplanned events. 
 
The Committee finds several areas in need of improvement in regard to regional coordination.  It 
notes that the Metropolitan Area Transportation Operations Coordination (MATOC) Program is 
still relatively new and has the potential to provide more detailed transportation incident 
information to a wider audience.  The Committee finds that the Regional Incident 
Communication and Coordination System (RICCS)/snow calls, which provide a venue for area 
decision-makers to consult and coordinate efforts before an event, could be enhanced to better 
share information.  The Committee notes that employee release decisions have a major impact on 
regional transportation conditions and that delivery of early release from work messages by 
employers needs improvement.  While adequate plans and agreements are in place for removal of 
disabled vehicles, the region needs to do more to discourage commercial trucks and commuters 
from being on the road in the first place during forecasted major snowstorms or other events.  On 
the subject of electric power reliability and restoration, the Committee finds that utilities’ 
preparations for storms occur outside of the regional coordination framework and that regional 
officials would benefit from more communication with the major utilities serving the NCR on 
their work before, during and after storms.  The Committee also notes that many critical facilities, 
including most traffic signals, lack back-up power. 
 
For the final focus area, the Committee reviewed other U.S. and international incident 
management models to determine if there was a better framework for decision-making.  The 
Committee notes that coordinating local decisions in a regional context is challenging in the 
multi-jurisdictional NCR.  Incident management models, such as those in some foreign countries 
or U.S. regions located solely in one state or with a dominant jurisdiction, are not appropriate for 
the NCR due to this region’s multi-jurisdictional nature.  The Committee also notes that the New 
York-New Jersey-Connecticut metropolitan region’s traffic monitoring program is similar to 
MATOC because it supports regional decision-makers instead of acting as a central, decision-
making authority.  Based on the Committee’s research, there would also be legal barriers to 
creating a central authority, such as one decision-maker.  Moreover, it is not clear that a central 
authority would achieve better results than a robust, well-coordinated multi-jurisdictional 
approach.   
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Committee Recommendations/Strategic Actions 

In the previous four Focus Areas, the Committee recommends specific actions that will improve 
the region’s future incident management and response through better regional coordination and 
communication.  (For a table of all Committee recommendations, see Appendix C.)  The 
Committee calls attention to several improvements underway since the January 26 snowstorm 
that must be continued, such as the ongoing work by transportation officials to provide their 
information to emergency managers. 
 
Many of the recommendations require action by the Chief Administrative Officer’s Committee 
and other individual groups—the central participants in incident management and response—to 
strengthen and enhance their own procedures and programs. Transportation officials are urged to 
continue efforts to make MATOC’s transportation incident information available to the public. 
The Committee recommends public information officers utilize the new, regional Virtual-Joint 
Information Center and vigorously describe, promote, and inform personal emergency 
preparedness before the winter snow season begins. Emergency managers are urged to conduct 
regional exercises to test evacuation communication and coordination plans. The Committee 
recommends officials that make employee release decisions, like OPM, review and update their 
policies with a goal of having new policies in place by December 1, 2011.  And all jurisdictions 
in the NCR are urged to conduct assessments of and expeditiously install back-up power for their 
major traffic signals.   
 
Some recommendations—providing regional situational awareness and improving coordination 
and communication through the RICCS call—require participation by multiple agencies and 
jurisdictions, and the Committee believes they should be addressed through coordinated action—
the creation of a Regional Incident Coordination (RIC) Program.  The Committee notes in the 
report that no agency has staff providing situational awareness of the region as a whole.  The RIC 
Program would be staffed with highly trained and experienced individuals—its staff would have 
access to and knowledge of the region’s many programs, such as RICCS, WebEOC, MATOC, 
Virtual JIC, as well as other information sources.  RIC Program staff would be responsible for 
monitoring the region using these established programs, redistributing relevant information to 
appropriate officials, creating a picture of the regional situation, and sharing this picture with 
decision-makers on RICCS calls and through other means.  Its staff would also serve a proactive 
role to initiate RICCS calls, contact agencies to help expedite the release of information to the 
public, and be a key participant in scenario-based regional exercises.  The RIC Program would 
not usurp the authority or duplicate the current functions of any local, state, or federal agency, 
and it would not impact mutual aid agreements among jurisdictions.  It would, however, provide 
better information for officials to make operational decisions.  On an interim basis, DCHSEMA 
has offered staff and host the RIC Program, so it can begin providing the Program’s functions 
starting in December 2011.   
 
The Committee also notes that area officials do not work jointly across their subgroups on a 
consistent basis to improve incident management and response.  It sees value in continued 
engagement by its own multi-sector group of members and urges them to formalize their 
cooperation by establishing a RIC Oversight Group.   
 
The Committee concludes this report by showing how its key recommendations fit together to 
improve management of and response to future incidents.  It presents these high-level, strategic 
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actions in three categories: advance planning, communication/coordination shortly before an incident, 
and management and response during an incident.  The Committee notes the region has performed 
well in preparing and responding to planned events and many forecasted storms, but it must do better 
during unexpected events, such as storms that become stronger than forecast, earthquakes, and 
potential terrorist attacks.  The Committee believes, if implemented, its recommendations related to 
advance planning, as well as the functions provided by RIC Program staff, will greatly benefit the 
people of the NCR during these unexpected events.   
 
Advance planning is the first part of effective incident management.  RIC Program staff will use 
current regional programs like RICCS, WebEOC, MATOC, Virtual JIC, as well as other information 
sources to monitor the region and begin providing regional situational awareness.  RIC Program staff 
will also participate in regional training and scenario-based exercises.  COG will make improvements 
to the RICCS call so it will be a better forum for sharing information.  PIOs will continue community 
and media outreach on personal preparedness, such as a regional “Be where you need to be before the 
weather gets bad!” messaging in advance of the 2011-2012 winter storm season.  Area officials will 
update and improve standard operating procedures, such as employee release policies.  Current mutual 
aid and operational agreements should be amended and expanded on, while utilities and other agencies 
should be asked to become a formal part of the region’s emergency response network.  Utilities will 
work to improve reliability.  Jurisdictions and stakeholders will identify and provide back-up power to 
critical facilities (hospitals, shelters, traffic signals.)   
 
The time period shortly before an event is the next stage of incident management.  RIC Program staff 
will distribute/redistribute relevant information and assemble and share an up-to-date picture of the 
regional situation for the appropriate area officials.  Local officials or RIC staff will ensure 
coordination takes place by initiating a RICCS call.  New RICCS call technology will better share 
information on conditions and the possible options for the status of federal employees.  PIOs will use 
a wide array of tools to communicate directly with the public as well as through the media, private, 
civic and other groups.  EOCs will be activated if determined necessary by local officials.  
Departments of transportation and utilities will mobilize to prepare for the event. 
 
During an event, the RIC Program staff will continue providing regional situational awareness, 
sharing relevant information with appropriate officials, and coordinating additional RICCS calls with 
decision-makers as needed.  PIOs will make real-time, factual information available to the public 
through the V-JIC and the many outreach tools they have developed.  Emergency managers and 
transportation officials will communicate with each other.  DOTs will be better able to plow and clear 
roads because fewer vehicles will be disabled due to messaging before the event.  Improved 
messaging by utilities will alert customers of power outages and estimated time for restoration.  
Utilities will begin power restoration on facilities that are the region’s highest priorities for restoration.  
New and expanded mutual aid agreements will allow local and state governments, federal agencies, 
and utilities to provide assistance to one another.   
 
Emergency planning since September 11, 2001 has greatly strengthened the region’s incident 
management and response as evidenced during a wide range of events, from the Beltway Snipers to 
Hurricane Irene.  However, the January 26 snowstorm and other incidents have shown serious 
challenges persist.  The region must take several proactive, tangible steps to better communicate and 
coordinate, especially during unplanned events.  The Committee believes that its practical and readily 
implementable recommendations to strengthen and enhance current programs and procedures and 
provide new regional functions through a RIC Program will advance previous work in the National 
Capital Region and reassure the public that its leaders can work together effectively in times of crisis.  
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Introduction 
 
January 26, 2011 Snowstorm Summary 
 
On the afternoon of Wednesday, January 26, 2011, a snowstorm hit the National Capital Region 
(NCR), triggering widespread and many hours-long traffic gridlock and causing power outages 
that impacted thousands of residents.  Weather forecasts in advance of the snowstorm were 
largely accurate.  On January 25, the National Weather Service (NWS) called for a Winter Storm 
Watch for the northwestern suburbs of D.C. westward.  In the early morning of January 26, a new 
forecast called for 3 to 5 inches of snow with the heaviest snowfall between 4 p.m. and midnight.  
 
At 10 a.m., COG convened a snow conference call for area officials to exchange information and 
help inform their local decisions on government and school closings.  At 11:40 a.m., before the 
snow began to fall, COG forwarded a Regional Incident Communication and Coordination 
Systems (RICCS) message to area officials that the federal government’s Office of Personnel 
Management (OPM) authorized federal employees to leave 2 hours earlier than their normal 
departure time from work.  Other area employers took similar actions; however, many employees 
were either uninformed or did not leave work until after the snowstorm began.  When workers 
left, they did so in large numbers, which resulted in a compressed rush hour just as weather and 
traffic conditions were deteriorating.  
 
Rain washed away early road treatments and rapid icing followed, making travel very difficult 
and impeding snow removal operations.  The region’s primary and secondary transportation 
arteries became blocked with vehicles.  Despite the worsening traffic, no area officials initiated a 
RICCS call to exchange information, discuss regional coordination, or consider a region-wide 
message to the public.  Most Emergency Operation Centers (EOCs) were never activated because 
that was not part of the protocol for a storm of the magnitude forecasted.  The central tool that 
allows emergency managers to share information to assist with decision making, Web EOC, was 
not used because the EOCs were not activated.  An organization that was in the relatively early 
stages of implementation, the Metropolitan Area Transportation Operations Coordination 
Program (MATOC), was monitoring traffic continuously throughout the storm, but was able to 
communicate and coordinate only among the region’s transportation agencies. 
 
Before the storm, public information officers (PIOs) used traditional and social media and alert 
notification systems to advise people about the early release and weather conditions.  However, 
once the snowstorm was underway, there was no coordinated message from authorities to the 
media or public to advise area residents.  
 
Many commuters experienced 8 to 12 hour commutes due to snow and ice-covered roads, 
abandoned and disabled cars, trucks and buses, as well as outages to traffic signals lacking back-
up power.  Outages to traffic signals alone would cause a huge loss of transportation capacity and 
gridlock during a normal rush-hour in good weather conditions.  Utilities had difficulty accessing 
downed power lines due to the traffic and identifying whether downed lines were power lines or 
other utility lines.  
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January 26, 2011  
Snowstorm Summary Timeline 
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Regional Major Incident Response Action Plan and Steering Committee 
 
Following the snowstorm, area leaders and residents questioned the region’s preparedness and 
response, as well as its ability to deal with future storms, emergencies, and other major events.  
While natural events are to some extent always going to have a measure of unpredictability, the 
Metropolitan Washington Council of Governments (COG) Board of Directors concluded that 
NCR could do better at coordinating information, decision-making, resources and messaging.  In 
March 2011, it approved a Major Regional Incident Response Action Plan and Steering 
Committee to identify improvements to regional incident management.  The Action Plan, which 
is included in Appendix A, was shaped by the initial observations from the snowstorm and 
focused on four areas: 

 Real-time information or situational awareness among local, state, and federal 
government agencies with operational authority or responsibilities 

 Real-time information to the media and the public 

 Regional coordination 

 Decision-making 
 
The first focus area directed the Committee to review the tools used by emergency managers and 
transportation officials and the protocols they follow to communicate to identify ways to improve 
information sharing among government officials.  The second focus area centered on using new 
tools to share information with the public and messaging to better prepare the public to ‘shelter-
in-place’ or ‘stay put’ temporarily.  The third focus area covered a wide range of subjects related 
to regional coordination, including the region’s traffic monitoring program, COG snow calls, 
early release policies, the removal of disabled vehicles, and coordination with electric utilities.  
The fourth focus area called on the Committee to review other U.S. and international incident 
management models to determine if there was a better framework for decision-making in the 
NCR.   
 
The Committee was comprised of a wide range of public, private and nonprofit representatives.  
For the membership list, see Appendix B.  It met 6 times over 8 months, receiving input from 
several COG policy boards and committees, including the Chief Administrative Officers 
Committee (CAOs), the National Capital Region Transportation Planning Board (TPB), and the 
National Capital Region Emergency Preparedness Council (EPC), among others.  The Committee 
also conducted interviews, roundtable discussions, and site visits at incident management 
facilities with subject matter experts.   
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Current Framework/Model  
for Regional Coordination and Communication 

for Major Incidents 
 
 
 

The Regional Emergency Coordination 
Plan (RECP) developed by local, state, and 
federal officials after the September 11, 
2001 attacks provides a framework for how 
planning, communication, information 
sharing, and coordination activities should 
occur before, during, and after a regional 
incident or planned event.  
 
 
The Regional Incident Communication and 
Coordination System (RICCS) is the 
primary 24/7 communications capability that 
links local, state, and federal officials for 
regional incidents.   
 
 
 
 
 
There are 16 Regional Emergency Support 
Functions (R-ESFs) that support the region.  
They are made up of officials from 
throughout the region representing areas 
involved in incident response, including 
transportation, emergency management, and 
external affairs (public information).   
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Focus Area One: Improve Real-Time Information or Situational Awareness Among Local, 
State and Federal Government Agencies with Operational Authority or Responsibilities 
 
1a. Strengthen the use of Web Emergency Operations Center (WebEOC) to provide real-time 
situational awareness on regional events or incidents, such as severe winter weather 
 
Following the approval of the RECP, emergency managers selected WebEOC as their system for 
sharing information and coordinating with each other.  WebEOC provides secure information 
sharing to enable managers to make sound decisions.  Since then, jurisdictions within the NCR 
have used WebEOC to manage day-to-day operations, exercises, and real-world events, including 
the 2009 Presidential Inauguration and the 2010 “Snowmageddon” blizzards.  The Committee 
notes that WebEOC is only as strong as the information flowing into the system and the degree to 
which the information is received by its users.  If an incident is not significant enough to warrant 
activation of an EOC, there is no staff available to input information or update events.  On 
January 26, 2011, a storm event was not created in WebEOC because EOCs were not activated, 
which was normal for a forecasted snowstorm of only 3-5 inches. 
 
Emergency managers discussed additional tools with the Committee that will allow them to better 
share information with one another.  One new resource currently under development by 
DCHSEMA for the region is a dashboard tool that would provide better access to incident 
information. The design of the dashboard has been completed, and DCHSEMA plans to use FY11 
funding to build the tool and make it available in Summer 2012.     
 
The Committee finds that, while officials have a great ability to coordinate through the RECP and 
the NCR’s mutual aid agreements, they lack the capability for real-time, situational awareness of 
all local events occurring within the region and the maintenance of a common operating picture.  
This can cause emergency management officials and first responders to react to incidents, rather 
than act proactively before an emergency incident occurs.  
 
The NCR has many resources with more than 140 standing EOCs regionally.  However, a 
majority of these centers support federal information exchange and they place varying levels of 
importance on situational awareness across the region’s localities.  No agency in the NCR has 
staff providing situational awareness for the region as a whole.    
 
Recommendations 
The Committee recommends emergency managers should work together to designate staff to 
provide regional situational awareness that could be shared among agencies throughout the 
region. 
 
Issues Recommendations  Status 
While localities have emergency 
operations centers and incident 
management tools, the National 
Capital Region (NCR) lacks 
situational awareness for region as a 
whole. 

Emergency managers should work 
together to designate a staff to 
provide regional situational 
awareness that could be shared 
among agencies throughout the 
region.   

Recommended. 
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1b. Strengthen emergency management and transportation agency protocols and training to 
ensure that key staff monitor and provide input on the regional impact of local events, incidents 
or weather and traffic conditions 
 
Ongoing communication and coordination among emergency managers and transportation 
officials is critical during most regional incidents.  In the NCR, situational awareness of 
transportation operations is provided by the Metropolitan Area Transportation Operations 
Coordination (MATOC) program, which is discussed in greater detail in Section 3a.  During the 
January 26, 2011 snowstorm, MATOC was still in the early stages of implementation and was 
communicating and coordinating only among the region’s transportation agencies. 
 
Since the snowstorm, transportation messaging to emergency management officials has been 
established.  MATOC facilitators have begun sending Regional Incident Communications and 
Coordination Systems (RICCS) pages with incident information to regional partners, including 
emergency managers.  Efforts are also underway to incorporate MATOC’s Regional Integrated 
Transportation Information System (RITIS) data automatically into WebEOC for emergency 
managers as noted in the previous section. 
 
During meetings with the Committee, the region’s transportation and emergency management 
officials agreed that the January 26 snowstorm required well-coordinated traffic management, not 
an evacuation because it did not necessitate the removal of people from a stricken, threatened, or 
affected area.  In most incidents, during snowstorms, severe thunderstorms, and earthquakes, as 
well as certain kinds of terrorism events, the safest protective action is to stay put or shelter-in-
place.  In circumstances where evacuation is warranted, it will most likely be for a small, specific 
geographic area—not the entire NCR.   
 
The Committee finds that the widespread traffic gridlock on January 26 that resulted from the 
compressed departure of employees, worsening weather conditions, and outages to traffic signals 
lacking back-up power reinforces shelter-in-place as the default protective action for residents.  
Nevertheless, this event has raised concern about the region’s ability to coordinate a large-scale 
evacuation.  Most local and state governments have evacuation plans in place and emergency 
managers through R-ESF 5 continue to coordinate regionally on the issue, focusing on identifying 
available shelters, roadway size, traffic capacity, peak traffic volume, signal timing transportation 
options and prioritized evacuation routes.  In most cases, the senior elected or appointed officials 
with the advice of their emergency managers are responsible for ordering evacuations as 
necessary to protect their residents.  Information sharing through the RICCS and MATOC 
programs and technology like WebEOC also aid officials as they coordinate evacuations and 
make other important decisions.  
 
Recommendations 
The Committee approves of the changes made after the snowstorm to establish transportation 
messages to emergency managers and others, which will eliminate the notification problems 
experienced on January 26.  It recommends that transportation officials continue to work with 
emergency managers to integrate transportation data with WebEOC and other programs to further 
enhance real-time information sharing.  
 
While the Committee reaffirms that January 26 was a compressed rush hour, rather than an 
evacuation, it recommends that emergency managers conduct new exercises focused on 
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evacuation coordination to test this information sharing and coordination with transportation 
officials, public information officers, and others.  
 
Issues Recommendations Status 
Existing tools were underutilized.  Transportation officials should 

continue to work with emergency 
managers to integrate 
transportation data with Web 
Emergency Operations Center 
(WebEOC) and other programs. 

Underway.   

Communication between 
transportation officials and 
emergency managers needs 
continued testing to help manage 
future incidents, including 
evacuations.  

Emergency managers should 
conduct regional exercises to test 
evacuation communication and 
coordination plans. 

Recommended. 
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Focus Area Two: Improve Real-Time Information to the Media and the Public 
 
2a. Establish a Virtual Joint Information Center (V-JIC). The V-JIC would support the rapid 
release of real-time information to the media and the public during a storm or other event or 
incident that develops rapidly. 
 
The ability to share accurate, authoritative and timely information to the media and public is 
critical during all emergency responses.  In the NCR, Public Information Officers (PIOs) 
coordinate as part of RESF 15, the external affairs group of the RECP.  The group regularly 
disseminates information before, during, and after emergencies and major events through 
traditional means—outreach to the media, press releases, and advisories—as well as new 
technology such as government web sites and social media programs.   
 
For several years, PIOs through RESF-15 have sought funding for a Virtual Joint Information 
Center (V-JIC), a central, regional web site.  The V-JIC’s primary function during an emergency 
event is to allow PIOs to communicate and coordinate as they work with emergency managers, 
CAOs, and elected officials to create a message for the public and media.  This portion of the V-
JIC is not accessible to the public. 
 
However, at all times, the V-JIC will have a “public face” that will provide regional news and 
information, and the public and the media should see links to the regional V-JIC from other home 
pages.  The V-JIC will serve as a news aggregator, automatically posting information from all 
local governments in the NCR.  During emergencies and major events, the V-JIC’s public face 
will be used for the rapid release of regional emergency information to the public and the media, 
including the coordinated message on what the public should do and updates on relevant 
information such as the state of traffic, weather, and utilities.  For example, once MATOC traffic 
incident information is made available online, people will be able to access that information at the 
V-JIC.   
 
Because the region had not been awarded funding for this project, Fairfax County purchased a V-
JIC for use in the NCR.  The Committee received a demonstration of the site and its capabilities 
in August 2011.  The Chair of R-ESF 15 will meet with emergency managers, the transportation 
RESF and others committees for a demonstration of the site.  It should become operational within 
the next several months. 
 
Recommendation: 
The Committee believes the new regional V-JIC will help PIOs coordinate as they work with 
emergency managers and CAOs to develop and share coordinated, regional messages to the 
public and media. 
 
Issue Recommendation Status 
There is no central web site where 
regional Public Information Officers 
(PIOs) can coordinate during 
emergencies and share real-time 
information with other officials, 
area residents and the media.  

PIOs should use and promote the 
regional Virtual Joint Information 
Center (V-JIC) established by 
Fairfax County on behalf of the 
region.  

Underway. V-JIC 
should become 
operational in Fall 
2011. 
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2b. Improve the timeliness, clarity and mode of information delivery to the public concerning 
adverse winter weather and its impact on transportation infrastructure. 
 
Officials in the NCR use a variety of means before a snowstorm or major planned event to share 
information with the public about the upcoming incident and its impact on transportation, 
schools, and business.  Delivering messages during emergencies can be challenging as some 
residents are limited in the ways they can receive information.  This makes close coordination 
with the media, especially outlets with significant traffic monitoring capabilities, essential.  PIOs 
also communicate with specific groups that have large audiences, like homeowners associations, 
which then spread the messages to their members.  
 
PIOs have been using new technology and social media to communicate directly with the public.  
Government web sites and blogs continue to be an important source of online information.  
Several local governments have Facebook and Twitter accounts to communicate with thousands 
of users.  These social media sites have a multiplying effect by allowing users to re-send the 
original PIO messages to their groups of friends.  Several public officials also use these social 
media tools to give direction and guidance to area residents.  In addition, text alerts—for residents 
who have subscribed to these services—provide messages directly to peoples’ cell phones and 
pagers.   
 
PIOs have been examining the development of an emergency application for smart phones for use 
throughout the region.  Such a system would reach many more residents in a timely manner in the 
event of a rapidly developing emergency event.  Funding was recently allocated for this effort in 
the FY11 Urban Area Security Initiative (UASI) application.  The PIOs, emergency managers 
and transportation officials will work collaboratively to develop this application. 
 
Recommendation 
The Committee recommends that the PIOs should continue media outreach and developing new 
tools to communicate directly with the public. 
 
Issue Recommendation Status 
The public needs timely, accurate 
messages before and during 
incidents.   

PIOs should continue media 
outreach and developing new tools 
to communicate directly with the 
public. 

Underway.. 

 
2c. Improve the readiness and capability of the public to shelter-in-place, if required or 
recommended by public officials in response to an emergency or regional incident. 
 
A prompt region-wide evacuation is impractical due to the limited transportation infrastructure to 
support the rapid movement of the large number of people that work and reside in the NCR.  
Officials stressed to the Committee that the default emergency protective measure in almost every 
circumstance, including the January 26 snowstorm, is “shelter-in-place” until public safety 
officials have issued specific emergency protective measures or other directions.  Currently, very 
few employers have shelter-in-place plans and procedures, and in some cases, employees do not 
know what to do if an emergency occurs which requires action on their part.    
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In the absence of established shelter-in-place plans and supplies, officials told the Committee 
messages of personal preparedness and “staying put” temporarily can be beneficial to limit traffic 
congestion and allow road crews time to clear the roads.  For this reason, it is important for public 
messengers and the media to remind area residents to make an emergency plan for themselves 
and their families and have key supplies—such as water, food, medications, blankets, flashlights, 
and battery-powered radios—with them in their car, work, or home.   
 
The region’s PIOs, through R-ESF 15, told the Committee they will be regionally coordinating 
new snow message, “Be where you need to be before the weather gets bad!” in advance of the 
2011-2012 snow season.  Regional PIOs have developed pre-scripted messages that tell people 
what to do in different scenarios, such as snowstorms, and these messages will be made available 
on the regional V-JIC when incidents occur. 
 
The PIOs will use their own local platforms, venues, and tools as well as the V-JIC to promote 
the messages to the public.  While there is currently no funding for a professionally produced 
public service announcement and advertisement campaign, individual PIOs can produce their 
own PSAs and share them through social media, You Tube, and government cable stations.   
 
The Committee notes that members of the public have different needs and that “staying put” may 
often not be the preferred option.  This underscores the need to make real-time information on 
conditions available to the public, so that people can make more informed decisions. 
 
Recommendation: 
The Committee recommends PIOs consider a new public education campaign promoting personal 
preparedness and “staying put” when applicable given the impracticality of a large-scale 
evacuation or compressed rush hour in the NCR.  
 
Issue Recommendation Status 
Sheltering-in-place is the 
recommended protective measure in 
many circumstances, but few 
employers/employees have such 
plans and key supplies in place.  

PIOs should continue to educate 
the public on the importance of 
“staying put” during many 
incidents, and they should 
communicate personal emergency 
preparedness messages before the 
start of the winter 2011-2012 snow 
season. 

Underway. 
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Focus Area Three: Improve Regional Coordination 
 
3a. Expand operational support and provide more consistent funding for the Metropolitan Area 
Transportation Operations Coordination (MATOC) Program, including strengthening its 
technical support for the Regional Integrated Transportation Information System (RITIS). 
 
Following experiences from the 9/11 attack and other major incidents, transportation officials 
from Maryland, Virginia, the District of Columbia, and the Washington Metropolitan Area 
Transit Authority committed to share and coordinate their transportation systems' conditions and 
information management during regional incidents.  
 
On behalf of the region, the National Capital Region Transportation Planning Board (TPB) 
partnered with the major transportation agencies to create MATOC, which launched in 2009.  
RITIS is an automated system that supports MATOC activities by compiling real-time traffic and 
transit data from agencies around the region, consolidating the data into a common format, and 
enabling the data to be shared with others.  Data provided through RITIS is in daily use by the 
region's major transportation operations centers. 
 
Since the January 26, 2011 snowstorm, MATOC has received funding commitments at the target 
level of $1.2 million from the three state departments of transportation, and RITIS received a $2.3 
million commitment from the federal Urban Area Security Initiative.  
 
The Committee notes that MATOC is a relatively new organization and does not yet have all of 
its planned functionality in place.  Officials are examining ways to enhance the program’s data, 
such as expanding its geographic coverage and providing a more comprehensive picture of 
regional bus travel.  MATOC is also working to expand the dissemination of its information to a 
wider audience, including a web site that would make its real-time transportation information 
accessible to the general public.  As mentioned in section 1.2, MATOC facilitators have begun 
sending incident messages through the RICCS system to emergency managers.  During times of 
emergency or planned regional events, MATOC staff provides extended coverage.  Its regular 
coverage is 16-hours a day, five days a week. 
 
Recommendation: 
The Committee recommends that transportation officials continue supporting efforts to enhance 
the information provided by MATOC, widen its distribution to others, including the public, and 
provide funding for 24/7 operations.   
 
Issue Recommendation Status 
The Metropolitan Area 
Transportation Operations 
Coordination (MATOC) Program is 
a relatively new organization and 
does not yet have all of its planned 
functionality in place.  

Transportation officials should 
continue supporting efforts that 
will enhance the information 
provided by MATOC, widen its 
distribution to others, including the 
public, and provide funding for 
24/7 operations. 

Underway. 
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3b. Improve policies and protocols for the regional snow calls coordinated by COG 
 
Phone conference calls are used in the NCR to inform a wide range of officials and help them 
coordinate and make decisions before and during incidents and emergencies.  Following 9/11 and 
the development of the RECP, regional calls expanded beyond snow to include other weather 
events and emergencies through use of the RICCS system. 
 
As mentioned above, the snow calls serve two main purposes.  First, it convenes a wide range of 
regional officials allowing them to share critical information when more than one inch of snow is 
forecast by the National Weather Service (NWS).  The calls include weather updates from NWS, 
jurisdictional operating statuses, information from transportation officials, and any requests for 
assistance.  The second purpose of the call is to help officials make their local decisions in a 
regional context.  One of the main decisions discussed in the calls relate to government delays or 
closings or the early dismissal of employees after they have reported to work.  In some instances, 
decisions have been made on the call.  They are often made offline afterwards.   
 
The Office of Personnel Management (OPM) uses information provided in the calls and by the 
NWS, departments of transportation and local public works and utility companies to determine its 
operating status during periods of inclement weather.  Local governments and schools also make 
their decisions independently.  Sharing information on these openings and closings is critical to 
incident management given the impact they have on surrounding jurisdictions and the road and 
transit systems.  
 
The Committee finds that the RICCS/snow call is a critical regional coordination tool but believes 
improvements through new technology can be made to enhance its information sharing 
capabilities.  The large number of people on the calls can make them difficult to manage.  
Because they are teleconference calls, disruptions often occur.  Participants also don’t have 
access to visual information, such as who is on the call, local conditions, weather conditions, and 
the current or planned operating status of each participant. 
 
Recommendation: 
The Committee recommends that COG upgrade calls by adding a web-based platform to improve 
information sharing among participants and allow more time for decision-makers to consider 
actions, outcomes.   
 
Issue Recommendation Status 
Improvements to the Regional 
Incident Communication and 
Coordination System (RICCS)/ 
snow conference calls can be made 
to enhance information sharing and 
help area officials make better 
decisions. 

COG should upgrade calls by 
adding a web-based platform to 
improve information sharing 
among participants and allow more 
time for decision-makers to 
consider actions, outcomes.    

Recommended. 
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3c. Improve the consistency and clarity of employee release policies and practices for both 
government (local, state, and federal) and the private sector 
 
Local governments share similar closure and dismissal policies for employees according to 
research conducted by COG for the Committee.  Their decisions are based on reports received 
from weather forecasts (from NWS and commercial weather services), the COG Snow Call, and 
the transportation system’s condition to ensure the safe passage of their employees to and from 
work.  Local governments and COG also look to actions by OPM on closure and dismissal to 
guide their decisions but do not always act in sync with OPM’s decision.  They also have similar 
policies in place to determine the status of emergency personnel versus non-emergency 
personnel.  The internet, emails, and telephone calls are used as means of communication to 
notify employees when a decision is made to release early.  Public announcements are also sent to 
local media to disseminate the message.  Some localities use additional means; for example, the 
City of Alexandria has staff members designated on each floor in City Hall trained to notify and 
evacuate personnel in case of an emergency.  In smaller agencies, directors pass on the 
information directly to their employees.  Some jurisdictions use recorded messages and auto calls 
in English and Spanish to communicate information about closures and dismissals.  
 
On January 26, many federal employees did not know about their early release or did not leave 
right away because the weather initially appeared non-threatening.  Their delay in departure 
contributed to a compressed rush hour just as weather conditions were deteriorating.  For the 
federal government workforce, OPM is working to improve its closure and dismissal procedures.  
It is considering a “no later than” departure dismissal option, as well as a recommendation to 
“remain at the workplace” or “shelter-in-place” when appropriate.  Some local jurisdictions also 
believe a web-based application and/or mobile notification procedure would improve the 
dissemination of closure and employee release information.  
 
State officials told the Committee that schools, OPM, and transportation agencies needed to 
collaborate more closely and focus more on the capabilities of the region’s roadways to handle 
early releases.  They also stressed to the Committee the importance of alternative work schedules 
and telework to help keep vehicles off the road during inclement weather and emergencies.  OPM 
told the Committee that it recognizes that transportation and law enforcement authorities need as 
much advanced notice as possible of early releases.   
 
Recommendation: 
The Committee recommends that area decision-makers and transportation officials need to work 
more closely together through the RICCS/snow call, and that officials should review and update 
closure/dismissal policies and consider new technologies to communicate with employees. 
 
Issue Recommendation Status 
Employee release decisions have a 
major impact on transportation 
conditions in the NCR. 

Area decision-makers and 
transportation officials need to 
work more closely together through 
the RICCS/snow call. 

Recommended. 

Employee release policies and 
procedures are in place, but 
message delivery needs 
improvement.    

Officials should review and update 
closure/dismissal policies and 
consider new technologies to 
communicate with employees. 

Underway. 
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3d. Establish or clarify policies to prevent and/or quickly remove abandoned and disabled 
vehicles from roadways. 
 
The traffic congestion created by abandoned and disabled vehicles can be major obstacles to 
emergency, snow removal and utility company vehicles responding to major incidents. Area 
departments of transportation, the National Park Service, and law enforcement partners have 
agreements to assist each other and share equipment to clear blocked roads.  Even with these 
agreements in place, on January 26, 2011, there were not enough services or contracts available to 
handle the high volume of disabled vehicles on several major highways caused by accidents, 
vehicles running out of gasoline, and drivers abandoning vehicles.  The NCR only has so much 
capacity for vehicle towing/removal on any given day, and this capacity was quickly 
overwhelmed during the snowstorm.  When large commercial tractor trailers become disabled, 
their size and weight often contribute to significant blockage of lanes and disruption of traffic 
flow.  Many truck operators have noted the lack of truck parking and rest areas as their reason for 
remaining on the road and risking the possibility of becoming disabled.  
 
The Committee finds that the region must do more to discourage commercial trucks and 
commuters from traveling on the roadways during major incidents.  It also notes the key role of 
personal preparedness messaging to the public to prevent vehicles from being disabled.  Before a 
storm, area residents need to fill up their vehicles with gasoline and travel with water, food, 
medications, and key supplies, such as blankets, flashlights, and battery-powered radios.  Public 
messaging before each snow season can also remind the public to ensure that their tires are in 
good condition.  Real-time information on traffic conditions will help individuals make decisions 
about staying put.   
 
Recommendation: 
The Committee recommends that the transportation officials and PIOs focus on advance planning 
strategies to discourage trucks and vehicles from being on the roadways during adverse 
conditions, such as identifying additional areas for large commercial truck parking close to major 
interstates and expanding messaging efforts beyond its borders through variable message boards 
along the interstates in order to give travelers additional route choices.  The Committee believes 
improvements in sharing real-time information to the public and personal preparedness 
messaging will have the greatest effect on preventing trucks and vehicles from becoming disabled 
or abandoned during incidents.  See section 2c. 
 
Issue Recommendation Status 
The region has plans for vehicle 
removal but needs to do more to 
discourage commercial trucks and 
commuters from traveling on the 
roads during major incidents.    

Transportation officials and PIOs 
should focus on advance planning 
strategies to discourage trucks and 
commuters from being on the 
roadways during adverse 
conditions. 

Recommended. 
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3e. Improve coordination between electric utility providers and emergency management agencies 
concerning service restoration priorities for critical facilities; and enhance local government and 
customer communication. Consider the potential for regional sharing and best-practices for tree 
trimming policies and reliability programs and policies. 
 
Ensuring the reliability and swift restoration of electric power after an outage is vital to everyday 
life, commerce, and safety in the NCR.  The January 26 snowstorm caused a widespread loss of 
power across the region, which affected a large number of households as well as critical facilities.  
Loss of power during other events has also disrupted the region and reminds us of the need to 
increase the resiliency of the electric power system as well as to provide redundancy for critical 
facilities. 
 
Residents of the NCR are served by several electric utilities (major utilities include PEPCO, 
Dominion, and BGE) that are all regulated by their respective state/District of Columbia public 
service commissions.  Each utility has distinct programs and policies to restore power and ensure 
reliability, including implementation of redundant transmission systems, establishment of 
restoration priorities, agreements with other utilities to provide emergency assistance, and 
vegetation (tree) maintenance to help prevent downed branches and trees.  To prepare for storms 
and potential outages, each utility relies on its own daily weather assessments to determine storm 
preparedness levels.  Consequently, the utilities’ preparations for storms may occur outside of the 
regional coordination framework that links emergency managers, transportation officials, and 
public information officers.  While utilities have mutual aid agreements with other utilities, they 
do not have mutual aid agreements with local governments to assist them with their power 
restoration efforts.  Officials told the Committee that agreement and implementation of common 
best practices among the different utilities, particularly with respect to communication, would 
enhance public understanding of conditions and responses during major events.   
 
While the electric utilities focus on the reliability of their customers’ regular power, the owners 
and operators of critical facilities, such as hospitals, emergency shelters, EOCs, and water and 
wastewater treatment plants, and their public sector partners have focused on the capability to 
provide back-up power during emergencies.  The Critical Infrastructure Regional Programmatic 
Working Group, part of the region’s homeland security structure, as well as  regional emergency 
managers have been identifying critical facility back-up power requirements and are working 
with jurisdictions to put in place back-up power plans.  They are also considering expanding this 
initiative to include traffic signal systems and computer management facilities for transportation 
systems.  The Committee notes that after the January 26 snowstorm, Montgomery County 
commenced a study of traffic signals and priority intersections that warrant back-up power and is 
accelerating the installation of back-up power at major traffic signals. 
 
Recommendations: 
The Committee recommends that COG convene electric utilities to share information on their 
vegetation management and electric power reliability, public communication, and storm 
preparation and response plans with their local government partners.     
 
The Committee recommends that utilities and local governments share storm preparedness 
assessments and develop more formal emergency coordination procedures to improve 
coordination before, during, and after incidents.  They should also explore mutual aid agreements 
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that would improve coordination and help speed power restoration, which is discussed as a 
recommendation in section 4a. 
 
The Committee also recommends that emergency managers continue working with regional 
stakeholders to identify and provide back-up power to critical facilities, including traffic signals.  
It recommends that officials in all jurisdictions within the NCR, including the District of 
Columbia and the states of Maryland and Virginia (which maintain traffic signals on many major 
roads) promptly conduct an assessment of back-up power at traffic signals—given the criticality 
of preserving the region’s transportation capacity in an emergency—and move expeditiously to 
install back-up power at all major traffic signals. 
 
Issues Recommendations Status 
Regional officials would benefit 
from a meeting of all the utilities 
serving the NCR to discuss their 
work before, during and after 
storms. 

COG should convene electric 
utilities to discuss vegetation 
management, reliability 
improvements, public 
communication, and storm 
preparation and response.   

Recommended. 

Utilities’ preparations for storms 
occur outside of the regional 
coordination framework. 

The utilities and local governments 
should share storm preparedness 
assessments and develop more 
formal emergency coordination 
procedures. 

Recommended. 

Many critical facilities in the NCR 
do not have back-up power, which 
is the responsibility of their 
owners/operators and public sector 
partners, rather than utilities.   

Emergency managers should 
continue working with regional 
stakeholders to identify and ensure 
back-up power to critical facilities, 
and all jurisdictions in the NCR 
should conduct an assessment of 
and expeditiously install back-up 
power for major traffic signals. 

Underway. Working 
Group, Emergency 
Managers are 
identifying critical 
facilities.   
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Focus Area Four: Strengthen and Focus Decision-Making 
 
4a. Identify alternative regional models of incident management and decision-making used in 
metropolitan areas in the United States or Europe that will provide greater flexibility or authority 
for regional decision-making in response to major incidents in the National Capital Region. 
 
The Committee understands the serious concerns about a lack of coordination in decision-
making.  It acknowledged questions about whether it was feasible or better to have a central 
decision-making authority.  The Committee investigated whether better models existed, and also 
looked introspectively at current regional processes.  The Committee reviewed alternative 
regional models of incident management and decision-making used in metropolitan areas in the 
United States or Europe to determine if these models could provide greater flexibility or authority 
for regional decision-making in the NCR.  It also considered what authority would be needed to 
allow local and state jurisdictions and the federal government to enter into such an agreement or 
compact.  Secondly, the Committee looked at ways in which current NCR processes might be 
improved in order to achieve a goal of coordinated decision-making among the NCR localities, 
the states of Virginia and Maryland, the District of Columbia, the federal government and the 
other entities which provide essential services to the region. 
 
Background 
 
Emergency responses occur in the first instance at the local level, i.e. in the region’s counties, 
cities and towns, because those resources provide the first response.  Furthermore, the overall 
structure and relationship of the national and state governments, all of which are part of the NCR, 
control the authority which each level of government can exercise authority in an emergency.  As 
has been increasingly demonstrated in recent years, particularly in the NCR, cooperation between 
the various levels of government has enabled coordinated responses in emergencies because the 
participating parties have each ascertained the benefits of such teamwork.  The question posed to 
the Committee was whether a unified decision-maker was feasible or useful, when there was a 
perception that no one was in charge and the problems experienced in the region on January 26th 
were in large part due to a lack of coordination. 
 
U.S. Models 
 
There is no central decision-making authority in the United States with respect to emergency 
incidents.  At each level of government, federal, state or local, there are separate powers to 
address emergency situations, and the powers available sometimes depend on the nature of the 
specific emergency situation.  In the U.S., in recent decades, federal laws and regulations, 
especially through the Federal Emergency Management Agency (FEMA) component of the 
Department of Homeland Security (DHS), have provided a framework and guidance for state and 
local structures to respond to emergencies.  Prior to that time and on an on-going basis, the states 
and the District of Columbia have developed and amended legislation which addresses 
emergency responses and management of those responses both at the state and local level.  
 
In other metropolitan areas around the country, geographical and jurisdictional structures tend to 
provide a framework for decision-making by the states and localities within those regions.  
Unlike the National Capital Region, most of these metropolitan areas are located within a single 
state.  Therefore, the respective state frequently takes the lead in an emergency, if the emergency 
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extends beyond the boundaries of a local government jurisdiction of that state (i.e. county, city or 
town/township).  Local and state government entities are bound to abide by the applicable laws of 
the state, in addition to applicable federal law and regulations.  Whether or not there is legislation 
for a particular level of government to respond will be a critical determinant as to who makes an 
emergency response and how that response is made.  In short, an “apples to oranges” analysis 
occurs in making ready comparisons between the multi-state NCR and other metropolitan areas 
that are within a single state. 
 
Furthermore, setting aside legislative authority, an entity which has substantial resources to 
respond to an emergency, or jurisdictions which are able to effectively pool their resources, have 
demonstrated an ability to provide an emergency response which would not otherwise be possible 
without their leadership and/or cooperation.  In some cases, an exceptionally large local 
government entity may provide significant leadership, such as New York City.  
 
However, as noted above, even multi-state regions tend to make decisions within state 
boundaries, with cooperative, sometimes case by case, interstate coordination when necessary.  
While state emergency management agencies (EMAs) (e.g., California, New Jersey) may 
establish subdivisions/satellite operations centers (e.g., San Francisco Bay Area, Northern New 
Jersey) focusing on particular areas of the state, these regional centers are nonetheless a part of 
state government.  A multi-state organization like the Port Authority of New York and New 
Jersey may prompt ad hoc interstate coordination, likely focused on narrowly defined questions 
relevant to that entity, such as the Port Authority's cross-boundary bridges and tunnels.  These 
EMAs and multi-state organizations are authorized by state legislation, and encouraged by some 
federal funding; the same is true of the NCR.  
 
The Committee compared the New York-New Jersey-Connecticut region’s Transportation 
Operations Coordinating Committee (TRANSCOM) to MATOC to determine any activities not 
currently done in the NCR that should be established.  Based on its review, the Committee found 
many similarities between the two organizations.  Both are consortiums of transportation 
agencies, provide regional transportation situational awareness, including notifications and 
updates on incidents impacting the transportation system, and feature robust technical data 
sharing systems.  Significantly, neither has authority to direct or overrule any member agency or 
government.  One major difference is that TRANSCOM is a mature organization which has been 
in existence since 1986, whereas having begun operations in fall 2009 MATOC is still relatively 
new and does not yet have all of its planned functionality in place.  TRANSCOM operates on a 
24 hour, 7 days a week schedule with 35 staff members, compared to MATOC’s current 16 hour, 
5 days a week schedule with 3 staff members. MATOC did expand to 24-hour operation during 
the January 26 storm, however. (see Appendix D for a more detailed case study)   
 
International Models 
 
International models have both similarities and differences with the American "FEMA" model.  
Similar to the U.S., a dominant player tends to rise out of the particular geographical and 
governmental structure of each country or its metropolitan area such as the Greater London Police 
and New South Wales combined State Police/Emergency Management Ministry in Sydney.  The 
dominant governmental entity tends to be in the lead (e.g., the national government or a major 
city).  Public outreach structures are similar: information is shared through a variety of means 
(opt-in alerts to your mobile phone; awareness campaigns; systems communicating through 

IMR Committee Draft Report for 10/26/11 Meeting 22



 

broadcast television and radio).  The most significant difference the Committee observed was that 
police agencies, especially the police agency of the dominant governmental entity, tend to have 
the prominent role, and serve the role of voice to the public.  This is not generally the situation in 
the United States. 
 
Of the international models, the Committee studied London, where police are given the lead, and 
play a key role in creating the message that goes to the public.  Unlike other regions, London has 
a combined multi-jurisdictional Greater London Police, with only a few other police agencies in 
the region, thereby streamlining coordination.  One of the few other police agencies beside the 
Greater London Police is the City of London Police, which is responsible for a small area of 
about one square mile in one of the most historic portions of the greater London area.  The City of 
London Police installed and has operated since 2007 a loudspeaker system in public areas that 
can reach people on the streets with the police warnings or messages.  However, use of such 
loudspeaker systems does not appear to be common nationwide.  The United Kingdom does have 
a national legislative requirement for "warn and inform" alerting systems for the public as a 
counter-terrorism measure; the technical systems used are generally the same kinds used by 
agencies in the NCR (e.g. phone text messaging, emails).  Additionally, the U.K. has what is 
called Project Griffin, which is a national system of agencies and outreach to facilitate the 
public's reporting of suspicious activities and awareness of terrorist threats.  
 
NCR Model 
 
Based on its review, the Committee finds no new, applicable decision-making authority to 
propose for the NCR.  No other metropolitan area in the U.S. has the combination of 
characteristics that the NCR has in terms of the size, location and nature of the area's 
governmental entities.  Based on this uniqueness, Congress enabled the National Capital Mutual 
Aid Agreement.  Some incident management models, such as those in foreign countries or U.S. 
regions located solely in one state or with a dominant jurisdiction, are not appropriate for the 
NCR due to this region’s unique multi-jurisdictional nature.  After studying New York’s model, 
the Committee notes that TRANSCOM’s role is to support regional decision-makers rather than 
act as a central, decision-making authority.  
 
Recommendation: 
The Committee recommends that regional officials modify, reaffirm, and expand upon existing 
mutual aid plans and utilize the strong framework for regional coordination provided by the 
RECP.  Regional officials should also create mutual aid agreements with additional parties, like 
some federal agencies and utilities, to further expand the region’s emergency response network. 
 
Issues Recommendation Status 
Coordinating local decisions in a 
regional context is challenging in 
the multi-jurisdictional NCR.   

Officials should modify, reaffirm 
and expand upon existing mutual 
aid plans and ask other federal 
agencies and utilities to become a 
formal part of the region’s 
emergency response network.   

Recommended. 
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4b. Examine the feasibility of decision-making models, especially in a multi-state and 
multijurisdictional region and what authority would be needed to allow local and state 
jurisdictions and the federal government to enter into such an agreement or compact. 
 
The Committee examined the feasibility of other decision-making models and what authority 
would be needed to create a new agreement.  Major changes in which one entity or office controls 
an emergency response would require a combination of changes to federal and state legislation 
regarding authority and decision-making, and/or legislation aimed in particular at the NCR, like 
the mutual aid agreement legislation.  Most emergency responses start locally and between 
multiple localities and only rise to state and federal level when the resources are expended at the 
local level. 
 
The Committee finds the following obstacles to a central decision-making authority: 

 Because of the embodiment of federalism in the United States Constitution and different 
State laws, laws would have to be passed at the federal, state and local levels to create a 
body which had the power to direct personnel at all of these levels and commit the 
necessary financial resources; immediate action in this regard is unlikely.   

 Such an authority would have to have substantial resources directly or through regional 
cooperation in order to assess and compel responses to an emergency. 

 Without knowing the emergency event, it is hard to visualize how a central decision-
making authority would be able to compel action by every possible public service that 
might be affected. 

 
As noted previously in this report, the NCR has a communication and coordination framework to 
help area leaders make local decisions in a regional context.  With the assistance of long sought 
after federal legislation in 2004, COG members have developed a growing network of mutual aid 
and other agreements, not only among COG members but with some federal entities and non-
COG jurisdictions.  Members have engaged in this cooperation because they perceive the value.   
 
The tendency, to date, has been to take an "all hazards" approach within existing laws and 
political boundaries, and actively coordinate on an as-needed basis tailored to particular 
situations.  Whether any alternative decision-making model or authority structure would be better 
will depend on an assessment of that model’s ability to address the variety of potential situations 
that might arise.  Such an assessment must be done prior to seeking any additional state or federal 
legislation because, based on experience with obtaining federal authority for the COG mutual aid 
agreements, the legislation hurdles are very high, given the delegation of federal and state 
authority in the U.S. Constitution and the particular interests of each level of government.   
 
The Committee notes these legal barriers to creating a new, central authority, such as one 
decision-maker.  Moreover, it is not clear that a central authority would achieve better results than 
a robust, well-coordinated multi-jurisdictional approach.   
 
Recommendation: 
Based on its review of other regional incident management models, the Committee believes that 
strengthening the current framework for regional coordination and communication will result in 
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better local decision-making.  For this reason, the Committee does not recommend that officials 
pursue the creation of a new central, decision-making authority.  
 
Issue Recommendation Status 
There are significant legal barriers 
to creating a central decision-
making authority, and it is not self 
evident that such an authority would 
achieve better results than a robust, 
well-coordinated multi-
jurisdictional approach.    

Officials should strengthen the 
current framework for regional 
coordination and communication, 
rather than pursue the creation of a 
new decision-making authority. 

Recommended. 

 
 
Summary of Focus Area Recommendations  

In the previous four Focus Areas, the Committee recommends specific actions that will improve 
the region’s future incident management and response through better regional coordination and 
communication.  (For a table of all Committee recommendations, see Appendix C.)  The 
Committee calls attention to several improvements underway since the January 26 snowstorm 
that must be continued, such as the ongoing work by transportation officials to provide their 
information to emergency managers. 
 
Many of the recommendations require action by the Chief Administrative Officer’s Committee 
and other individual groups—the central participants in incident management and response—to 
strengthen and enhance their own procedures and programs. Transportation officials are urged to 
continue efforts to make MATOC’s transportation incident information available to the public. 
The Committee recommends public information officers utilize the new, regional Virtual-Joint 
Information Center as soon as it is launched and describe, promote, and inform personal 
emergency preparedness before the winter snow season begins. Emergency managers are urged to 
conduct regional exercises to test evacuation communication and coordination plans. The 
Committee recommends officials that make employee release decisions, like OPM, review and 
update their policies.  And all jurisdictions in the NCR are urged to conduct assessments of and 
expeditiously install back-up power for their major traffic signals.   
 
Some recommendations—providing regional situational awareness and improving coordination 
and communication through the RICCS call—require participation by multiple agencies and 
jurisdictions, and the Committee believes they should be addressed through coordinated, regional 
action.  The Committee recommends the creation of a formal program with highly trained and 
experienced staff and oversight to enhance regional coordination and communication and help 
area decision-makers as they manage and respond to a range of incidents.  It proposes such a 
program in the following section.  
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Regional Incident Coordination Program Proposal 
 
In the current framework described in this report, regional coordination and communication occur 
when a local official recognizes that an incident, event, or weather and traffic conditions will 
have an impact beyond its agency or jurisdictional borders.  Often, this framework functions well.  
For example, a local Chief Administrative Officer is informed of current conditions, understands 
the ripple effects that could affect the region, and initiates a RICCS call to coordinate with other 
CAOs, transportation officials, OPM and others.  However, in some cases, regional coordination 
does not occur or is not sufficient because officials are focused on local concerns or they don’t 
have adequate information to see the big, regional picture.  To provide these officials with some 
needed, new functionality that will help them make better, more-informed decisions, the 
Committee proposes a Regional Incident Coordination (RIC) Program. 
 
The Committee notes in the report that no agency has staff 
providing situational awareness of the region as a whole.  The 
RIC Program would be appropriately staffed—its staff would 
have access to and knowledge of the region’s many programs, 
such as RICCS, WebEOC, MATOC, Virtual JIC, as well as 
other information sources.  RIC Program staff would be 
responsible for monitoring and aggregating this information, 
which would provide the NCR with something it has lacked—
it would be building regional situational awareness.   
 
Monitoring information, by itself, will not guarantee that 
regional coordination and communication occurs.  It will be 
essential for RIC Program staff to distribute and redistribute 
relevant information and put together a picture of the regional 
situation that can be shared with the appropriate area officials. 
When officials initiate a RICCS call, they will have access to 
this up-to-date, regional situation.   
 
The RIC Program would serve a proactive, behind-the-scenes 
role.  If officials don’t make the first move to coordinate, RIC 
Program staff will initiate a call.  When observing little or no 
incident information being made available to the public, RIC 
Program staff will contact the affected agencies to inform 
them of the regional situation and encourage them to release 
information as soon as possible.  Staff would also be a key 
participant in all future regional trainings and scenario-based 
exercises.   
 
The Committee reiterates that the RIC Program would be 
focused on ensuring regional coordination and communication 
among area decision-makers.  It would not usurp the authority 
or duplicate the current functions of any local, state, or federal 
agency, and it would not impact mutual aid agreements among 
jurisdictions.  It would, however, provide better information 
for officials to make operational decisions.   

The RIC Program will help 
area officials make better, 
more-informed decisions and 
improve incident management 
and response by designating 
staff to provide the following 
new, regional coordination 
functions: 

 Monitoring the region with 
existing tools and programs, 
such as RICCS, WebEOC, 
MATOC, Virtual JIC  

 Analyzing the information 
to create a picture of the 
regional situation  

 Sharing this picture with 
appropriate officials 

 Initiating RICCS calls if 
officials don’t make the first 
move to coordinate   

 Contacting agencies to help 
expedite the release of 
information to the public  

 Participating in scenario-
based regional exercises 
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The Committee recommends that a local, state, or federal agency detail or re-purpose current staff 
in order to begin providing its key functions as soon as possible.  On an interim basis, 
DCHSEMA has offered to staff and host the RIC Program, so it can begin providing the 
Program’s functions starting in December 2011 at its 24/7 EOC.  D.C. and its regional partners 
can then formalize an agreement on how to jointly fund the RIC Program and determine 
appropriate staffing.  To ensure the RIC Program staff retains regional responsibilities and focus, 
the Committee believes it should not be staffed by any one government agency or rotated among 
agencies.   
 
To ensure the success of this new RIC Program and the implementation of its other 
recommendations, the Committee sees value in continued engagement by its own multi-sector 
group of members.  Groups like the CAOs, emergency managers, police and fire chiefs, 
transportation officials, OPM, PIOs, and utilities are the central participants in incident 
management and response.  They work together in their subgroups regularly. But other than their 
participation on this Committee, they do not work jointly across their subgroups on a consistent 
basis.   
 
The Committee recommends establishing a RIC Oversight Group comprised of members of the 
current Committee to review the RIC Program’s progress and focus on the advance planning 
recommendations (scenario-based regional exercises, personal preparedness campaigns, updating 
of procedures and programs by different subgroups) necessary to improve the region’s ability to 
manage and respond to incidents.  The full Steering Committee on Incident Management and 
Response can meet periodically to monitor progress as well. 
 
Issue Recommendation Status 
Area officials need new 
functionality to ensure regional 
coordination and communication 
and help them make better, more-
informed decisions. 

Officials should create a Regional 
Incident Coordination (RIC) 
Program with appropriate staffing 
responsible for monitoring the 
region, distributing/redistributing 
relevant information, and sharing a 
picture of the regional situation 
with decision-makers.   

Recommended. 

Area officials do not work jointly 
across their subgroups on a 
consistent basis to improve incident 
management and response. 

Officials should create a RIC 
Oversight Group to regularly 
review the RIC Program’s progress 
and focus on the implementation of 
the Committee’s advance planning 
recommendations. 

Recommended. 
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Conclusion: Strategic Actions to Improve Incident Management and Response 
 
The Committee concludes this report by showing how its key recommendations fit together to 
improve management of and response to future incidents.  It presents these high-level, strategic 
actions in three categories: advance planning, communication/coordination shortly before an 
incident, and management and response during an incident.   
 
The Committee notes the region has performed well in preparing and responding to planned 
events and many forecasted storms, but it must do better during unexpected events, such as 
storms that become stronger than forecast, earthquakes, and potential terrorist attacks.  The 
Committee believes, if implemented, its recommendations related to advance planning, as well as 
the functions provided by RIC Program staff, will greatly benefit the people of the NCR during 
these unexpected events.   
 
Advance planning is the first part of effective incident management.  RIC Program staff will use 
current regional programs like RICCS, WebEOC, MATOC, Virtual JIC, as well as other 
information sources to monitor the region and begin providing regional situational awareness.  
RIC Program staff will also participate in regional training and scenario-based exercises.  COG 
will make improvements to the RICCS call so it will be a better forum for sharing information.  
PIOs will continue community and media outreach on personal preparedness, especially in 
advance of winter storm seasons or planned events.  Area officials will update and improve 
standard operating procedures, such as employee release policies.  Current mutual aid and 
operational agreements should be amended and expanded on, while utilities and other agencies 
should be asked to become a formal part of the region’s emergency response network.  Utilities 
will work to improve reliability.  Jurisdictions and stakeholders will identify and provide back-up 
power to critical facilities (hospitals, shelters, traffic signals.) 
 

Advance Planning 

Key Actions 

 Use of current regional programs like RICCS, WebEOC, 
MATOC, Virtual JIC by RIC Program staff to monitor region 
and begin providing regional situational awareness 

 Participation in regional training and scenario-based exercises 

 Improvement of RICCS call 

 Continued public outreach on personal preparedness, especially 
in advance of the winter storm season 

 Update of procedures (employee release, information sharing) 

 Expansion of mutual aid agreements  

 Electric power reliability improvements and back-up power 
ensured 

 
The time period shortly before an event is the next stage of incident management.  RIC Program 
staff will distribute/redistribute relevant information and assemble and share an up-to-date picture 
of the regional situation for the appropriate area officials.  Local officials or RIC staff will ensure 
coordination takes place by initiating a RICCS call.  New RICCS call technology will better share 
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information on conditions and the possible options for the status of federal employees.  PIOs will 
use a wide array of tools to communicate directly with the public as well as through the media, 
private, civic and other groups.  EOCs will be activated if determined necessary by local officials.  
Departments of transportation and utilities will mobilize to prepare for the event. 

 

Coordination/ 
Communication  
Before Event 

Key Actions 

 Upgraded RICCS calls shares real-time regional picture with 
decision-makers 

 Local decisions made with awareness of regional situation 

 Communication with public on weather forecasts, 
consequences of storm/event 

 Stand-up of EOCs, if needed 

 Mobilization of DOTs and utilities  

 

During an event, the RIC Program staff will continue providing regional situational awareness, 
sharing information with appropriate officials, and coordinating additional RICCS calls with 
decision-makers as needed.  PIOs will make real-time, factual information available to the public 
through the V-JIC and the many outreach tools they have developed.  Emergency managers and 
transportation officials will communicate with each other.  DOTs will be able to better plow and 
clear roads because fewer vehicles will be disabled due to messaging before the event.  Improved 
messaging by utilities will alert customers of power outages and estimated time for restoration.  
Utilities will begin power restoration on facilities that are the region’s highest priorities for 
restoration.  New and expanded mutual aid agreements will allow local and state governments, 
federal agencies, and utilities to provide assistance to one another.   
 

Management/Response 
During Event 

Key Actions 

 Steady stream of accurate, up-to-date information to public 

 Regional real-time situational awareness and additional 
coordination with decision-makers through RICCS call as 
needed. 

 Messaging between emergency managers/ transportation 
officials 

 Plowing/road clearance/ towing 

 Electric power restoration, utilities communicating with 
customers 
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Emergency planning since September 11, 2001 has greatly strengthened the region’s incident 
management and response as evidenced during a wide range of events, from the Beltway Snipers 
to Hurricane Irene.  However, the January 26 snowstorm and other incidents have shown serious 
challenges persist.  The region must take several proactive, tangible steps to better communicate 
and coordinate, especially during unplanned events.  The Committee believes that its practical 
and readily implementable recommendations to strengthen and enhance current programs and 
procedures and provide new regional functions through a RIC Program will advance previous 
work in the National Capital Region and reassure the public that its leaders can work together 
effectively in times of crisis.   
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January 26, 2011 – Snowstorm

How did regional communication and coordination work?

• A RICCS/snow call was conducted at 10:00 a.m. 

• At 11:40 a.m. OPM authorized a two hour early release of federal 
employees and information was distributed through multiple sources.

• Many employees did not leave work early as authorized. 

• When snow began and many people departed about the same 
time, roadways became almost impassable. 

• Transportation officials and MATOC were aware of the worsening road 
conditions but there was no protocol in place requiring the sharing of 
information with emergency managers and others. 

How would regional communication and coordination have worked based 
on the IMR Committee recommendations? 

• MATOC is now sharing information directly with emergency managers g y g y g
and others.

• RIC  Program staff would have seen the MATOC information, shared it 
with appropriate officials, and initiated additional RICCS calls.

• Through the RICCS calls, transportation officials would have informed 
decision‐makers that many roads were expected to be impassable.  

i i k ld h h d di dDecision‐makers could have then agreed to coordinated messages to 
the public to stay off the roadways or take Metro if possible. 

• Information would have been transmitted through the V‐JIC web site 
and other PIO outreach tools.

• MATOC would have been sharing real‐time incident information with 
the public through a web sitethe public through a web site.

• More traffic signals would be equipped with back up power and would 
have been operational.

• Messaging would have discouraged large trucks from being on the 
roadways. 
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August 23, 2011 ‐ Earthquake

How did regional communication and coordination work?

• The region experienced an earthquake at 1:51 p.m. 

• A RICCS call occurred at 3:15 p.m. with CAOs, emergency managers, 
and others sharing initial assessments that indicated minimal damage.

• Many commuters departed work early resulting in traffic delays of 
several hours.  In addition, Metrorail was operating at 15 mph while 
their system was being evaluated by engineers.  

• During a RICCS call at 9:15 p.m., CAOs confirmed minimal damage and 
OPM/General Services Administration (GSA) indicated that they hadOPM/General Services Administration (GSA) indicated that they had 
damage to some federal buildings. 

• At approximately 2:30 a.m., OPM/GSA determined the status of 
federal employees for the following day and this information was 
posted on the OPM web site, provided to the media, and distributed 
via RICCS.

How would regional communication and coordination have worked based 
on the IMR Committee recommendations? 

• Advance planning activities and scenario‐based exercises would have 
provided information for the public on appropriate responses to 
earthquakes or other significant, unexpected events.

• RIC Program staff would have gathered and provided to decision‐
makers timely information on the earthquake, the condition of the 
transportation systems, and employee release statuses. 

• Timely information would have been posted for public use on the V‐JIC 
and  MATOC web sites as well as internally on WebEOC, and updated 
frequently as new information became availablefrequently as new information became available.
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October 11, 2011 – Person Struck by Metro train

How did regional communication and coordination work?

• Incident occurred at 4:50 p.m. 

• Washington Post sent an email notification at 5:55 p.m. 

• RICCs message was sent out at 6:11 p.m.

How would regional communication and coordination have worked based 
on the IMR Committee recommendations? 

• WMATA would have provided timely information on the incident to its 
customers MATOC and the RIC Program staffcustomers, MATOC and the RIC Program staff.

• MATOC and the RIC Program staff would have shared all relevant 
information from WMATA as well as the implications for the regional 
transportation system with appropriate officials .

• Timely information would have been posted for public use on the V‐JIC 
and  MATOC web sites as well as internally on WebEOC.y

IMR Committee Draft Report for 10/26/11 Meeting 33



 

Acronyms and Abbreviations 
 
COG   Metropolitan Washington Council of Governments 
DCHSEMA District of Columbia Homeland Security and Emergency Management Agency 
DHS  U.S. Department of Homeland Security 
DOTs  Departments of Transportation 
EMAs  Emergency Management Agencies 
EOC  Emergency Operations Center 
EPC  National Capital Region Emergency Preparedness Council 
FEMA  Federal Emergency Management Agency 
JFRQ-NCR Joint Forces Headquarters – National Capital Region 
IMR   Steering Committee on Incident Management and Response 
MATOC Metropolitan Area Transportation Operations Coordination Program  
NCR   National Capital Region 
NIMS  National Incident Management System 
NPS  National Park Service 
NWS  National Weather Service 
OPM  U.S. Office of Personnel Management 
PIOs  Public Information Officers 
RECP  Regional Emergency Coordination Plan 
RESF  Regional Emergency Support Function 
RIC  Regional Incident Coordination Program (proposed) 
RICCS  Regional Incident Communication and Coordination System 
RITIS  Regional Integrated Transportation Information System 
SPG  Senior Policy Group 
TRANSCOM Transportation Operations Coordinating Committee (NY-NJ-CT Region) 
TPB  National Capital Region Transportation Planning Board 
V-JIC  Virtual Joint Information Center 
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Appendix A: Steering Committee on Incident Management and Response Members 
 
Purpose 
The COG Board will be asked to adopt Resolution R19-2011, approving an action plan, steering 
committee and schedule for identifying and seeking improvements to regional incident 
management arising from the January 26 snow/ice event and the implications for other events in 
the National Capital Region.  
 
Background 
Public officials, business leaders and area residents have voiced concern with preparedness and 
response to the January 26 snow/ice storm that left thousands without electric power and 
triggered hours-long commutes for many drivers.  COG has invited several of its policy boards 
and committees to provide input on this issue, including the Chief Administrative Officers 
Committee (CAOs), the National Capital Region Transportation Planning Board (TPB), and the 
National Capital Region Emergency Preparedness Council (EPC), among others.  COG staff has 
also compiled initial information on local and regional actions associated with the January 26 
snow event.   
 
January 26 Observations 

 Weather forecasts were largely accurate.  Weather changed quickly from rain to sleet and 
then snow during the afternoon and evening rush hour, causing rapid icing of roadways, 
making travel very difficult and impeding ice/snow treatment and clearing. 
 

 The Federal government authorized the early release of its workforce (two hours earlier 
than normal departure).  Similar actions by local and state governments and private sector 
were inconsistent or not clearly communicated.  Reportedly, some federal workers were 
not informed of the early release.  Others did not leave the office early because the 
weather initially appeared non-threatening until later in the afternoon. 

 
 COG held a regional snow conference call on January 26 at 10:00 a.m.   Response 

vehicles, snow plows and salt trucks were pre-positioned.  Early road treatments were 
washed away by rain and road crews quickly found it difficult to access and move on 
highways and roads due to poor weather conditions and disabled/abandoned vehicles. 

 
 Metro rail provided reliable transit service throughout the January 26 snow/ice event, 

although single-tracking caused some minor delays.  Metro bus operations encountered 
hazardous road conditions and many buses became stuck or were unable to complete 
their routes. 

 
 Area public information officers used traditional and social media and alert notification 

systems to advise residents of the Federal government early release and deteriorating 
conditions on area roads.  Conditions worsened quickly and there was no easy way for 
drivers to learn about real-time travel conditions or the need to shelter in place until 
conditions improve.  Radio stations played a key role in keeping individuals informed 
during the weather event. 
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Frequent Questions 
 
Wasn’t January 26 just an exceptionally difficult and very challenging storm and the region 
couldn’t have done much different? 
 
This storm was challenging in that it hit hardest in the afternoon/evening commute when rain 
washed away road treatment chemicals and then froze.  The forecast of accumulation of up to five 
inches of snow may not have initially triggered the concern that the storm subsequently justified.  
Lots of actions or decisions, some by individual motorists and others by local, state or federal 
government agencies, contributed to the situation on January 26.  Solutions for the future will 
require review and action by lots of stakeholders.  There are lessons that can be learned that can 
point to improvements for the future. 
 
Doesn’t the experience on January 26 point to the region’s shortcomings in an evacuation in the 
event of a terrorist attack or incident? 
 
January 26 wasn’t an emergency evacuation.  It was an evening rush hour commute, for some 
begun earlier than normal, during extremely adverse weather conditions, on a transportation 
network that was stressed to the max.  The region has very congested roadways in normal traffic 
and sunny weather.  Local governments in the National Capital Region have developed 
evacuation and shelter-in-place plans.   Emergency managers acknowledge that very few 
circumstances would warrant a large, regional evacuation to outlying areas.  Most scenarios 
involve either shelter-in-place or evacuation of a specific sector or neighborhood.  Also, had 
January 26 been an emergency or incident necessitating an evacuation, it would have been 
accompanied by local emergency declarations, followed by possible state and/or federal 
declarations, and many resources, personnel and assets would have been immediately put into 
place. 
 
Why can’t the region decide to put some agency or organization in charge of making decisions 
for all local and state government actions during events or emergencies? 
 
Creating a single organization that can direct action across two states and the District of 
Columbia and among multiple local governments with their own sovereign authority is not 
impossible, but it would be difficult and more achievable actions need to be quickly pursued 
while that option is examined.  The COG region is more than 3,000 square miles and many 
workers commute from points even further out.  The large size of the region often means that 
there is adverse weather in one portion of the region, while conditions are much less severe in 
another.  Existing laws and statues clearly define who has the authority to take actions on behalf 
of a local or state government.  In the absence of new laws or statutes, a local or state government 
cannot easily transfer or delegate that authority. 
 
What is COG’s role in assisting the region with assessing the January 26 response? 
 
COG is a voluntary association of 250 local, state and federal elected officials in the National 
Capital Region.  COG has well-defined responsibilities for planning in key areas like 
transportation and air quality, and significant capacity to aid in regional planning and 
coordination in a number of other areas, including emergency management and homeland 
security.  The COG Board of Directors has directed staff to solicit the input on the January 26 
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snow/ice event and possible improvements for the future from several of its policy and advisory 
committees, including the Chief Administrative Officers Committee, the National Capital Region 
Transportation Planning Board, and the National Capital Region Emergency Preparedness 
Council, among others.  These groups have many years of experience and knowledge and include 
representatives of local and state governments that are operational or have response authorities.  
The COG Board is seeking to engage these regional groups and stakeholders and ask that they 
examine and respond to recommendations outlined in this action plan.  The COG Board will 
appoint an ad hoc steering committee to oversee and monitor this effort, culminating in an 
October 2011 report identifying actions taken to improve incident management in advance of the 
2011 – 2012 snow season. 
 
This seems like it is all about transportation.  What about all of the people who lost electric 
power on January 26 and recently in other storms? 
 
Thousands of homes and businesses lost electric power on January 26 and during several other 
storms in recent years.  Loss of electric power to traffic signals compounded an already difficult 
traffic situation on January 26.  Regulation of utilities, including electric power companies is 
principally the responsibility of state government, and the District of Columbia, Maryland and 
Virginia each has a regulatory oversight body that monitors performance and sets the rates that 
utilities can charge for electric power to residences and businesses.  States are now considering 
new legislation that would set performance standards and penalize utilities that fail to meet 
standards, among other measures.  Staff recommends that COG invite utility regulatory 
representatives from the District of Columbia, State of Maryland and Commonwealth of Virginia 
to provide information on current performance standards as well as any new proposals or 
recommendations as part of this action plan. 
 
Action Plan 
There are four focus areas identified in the proposed action plan.  These focus areas and the 
proposed tasks were suggested by participants in recent briefings held by the Chief 
Administrative Officers Committee, the National Capital Region Transportation Planning Board 
and the National Capital Region Emergency Preparedness Council.   
 
The steering committee will refine focus areas and tasks at its organizational meeting.  Steering 
committee recommendations on implementation will be directed to local, state and/or federal 
agencies, other regionally-serving organizations such as MATOC, and COG.   
 
Consistent with the proposed schedule, the steering committee will advise the COG Board of 
implementation progress to date in July 2011 and implementation outcomes in November 2011 
prior to the 2011 – 2012 snow season. 
 
Focus Area One: Improve Real-Time Information or Situational Awareness Among Local, State 
and Federal Government Agencies with Operational Authority or Responsibilities 
 

a) Strengthen the use of Web Emergency Operations Center (WebEOC) to provide real-time 
situational awareness on regional events or incidents, such as severe winter weather.  
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b) Strengthen emergency management and transportation agency protocols and training to 
ensure that key staff monitor and provide input on the regional impact of local events, 
incidents or weather and traffic conditions.  

Focus Area Two: Improve Real-Time Information to the Media and the Public 
 
a) Establish a Virtual Joint Information Center (V-JIC).  The V-JIC would support the rapid 

release of real-time information to the media and the public during a storm or other event 
or incident that develops rapidly. 
 

b) Improve the timeliness, clarity and mode of information delivery to the public concerning 
adverse winter weather and its impact on transportation infrastructure. 
 

c) Improve the readiness and capability of the public to shelter-in-place, if required or 
recommended by public officials in response to an emergency or regional incident. 

 
Focus Area Three: Improve Regional Coordination 
 

a) Expand operational support and provide more consistent funding for the Metropolitan 
Area Transportation Operations Coordination (MATOC) Program, including 
strengthening its technical support for the Regional Integrated Transportation Information 
System (RITIS).  
 

b) Improve policies and protocols for the regional snow calls coordinated by COG. 
 

c) Improve the consistency and clarity of employee release policies and practices for both 
government (local, state, and federal) and the private sector. 
 

d) Establish or clarify policies to prevent and/or quickly remove abandoned and disabled 
vehicles from roadways. 
 

e) Improve coordination between electric utility providers and emergency management 
agencies concerning service restoration priorities for critical facilities; and enhance local 
government and customer communication.  Consider the potential for regional sharing 
and best-practices for tree trimming policies and reliability programs and policies. 

 
Focus Area Four: Strengthen and Focus Decision-Making 
 

a) Identify alternative regional models of incident management and decision-making used in 
metropolitan areas in the United States or Europe that will provide greater flexibility or 
authority for regional decision-making in response to major incidents in the National 
Capital Region. 
 

b) Examine the feasibility of decision-making models, especially in a multi-state and multi-
jurisdictional region and what authority would be needed to allow local and state 
jurisdictions and the federal government to enter into such an agreement or compact. 
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Resources 
COG has already begun to compile and organize information and research pertinent to the 
proposed action plan.  Key information includes: 
 

 Chronology of Regional Incident Communications and Coordination System (RICCS) 
notifications sent before, during and immediately after the January 26 event. 

 OPM federal employee release plan (1996) that recommended release based on employee 
residence. 

 OPM closure/telework policy (2011) developed following the 2009-2010 winter storms. 
 Major highway system performance data from January 26. 
 COG and local, state and federal government after-action review reports and 

recommendations following the 2009-2010 winter storms and the January 26 snow/ice 
event. 

 
Ad Hoc Steering Committee 
Staff recommends that the COG Board authorize creation of an ad hoc steering committee for a 
period of eight months to oversee and monitor progress in addressing the four focus areas and 
associated tasks.   
 
The steering committee will look to existing policy boards and committees and technical 
committees to support the proposed areas of focus, with the steering committee performing a 
coordinating and oversight role.  The steering committee will be chaired by Councilmember Phil 
Andrews, who chairs the National Capital Region Emergency Preparedness Council (EPC).  
Other members will include representatives from the following committees or groups, which will 
be called on to provide policy or technical support to action plan implementation: 
 

 Representatives, District of Columbia, Maryland and Virginia Departments of 
Transportation and WMATA 

 Representative, Metropolitan Area Transportation Operations Coordination (MATOC) 
Program 

 Representative, Chief Administrative Officers Committee 
 Representative, Office of the City Administrator, District of Columbia 
 Representative, Senior Policy Group (Mayor, District of Columbia and Governors of 

Maryland and Virginia Homeland Security Advisors) 
 Representative, Emergency Managers Committee 
 Representative, Public Information Officers Committee 
 Representative, Regional Attorneys’ Committee 
 Representative, U.S. Office of Personnel Management 
 Representative, Greater Washington Board of Trade or business community 
 Representative, not-for-profit community 
 Representatives, Electric utility companies 

 
Schedule 

 COG Board adoption of Resolution R-19-2011, approving an action plan, steering 
committee and schedule, March 9, 2011 

 Organizational meeting of Steering Committee, April 2011 
 First “check-in” meeting of Steering Committee, June 2011 
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 Steering Committee briefing for COG Board, July 2011 
 Second “check-in” meeting of Steering Committee, August 2011 
 Steering Committee develops draft report on action/implementation; draft report 

circulated for review and comment, September 2011 
 Steering Committee adoption of final report, October 2011 
 Steering Committee briefs COG Board on report and actions/implementation, November 

2011 
 
Senior Staff Team 

 David Robertson, Executive Director 
 Sharon Pandak, General Counsel 
 Stuart Freudberg, Director, Dept. of Environmental Programs 
 Ron Kirby, Director, Dept. of Transportation Planning 
 David McMillion, Director, Dept. of Public Safety and Health 
 Jeanne Saddler, Director, Office of Public Affairs 
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Appendix B: Steering Committee on Incident Management and Response Members 
 

Hon. Phil Andrews1 
Montgomery County Council 
Chair, NCR Emergency Preparedness Council 
 
Tony Alexiou 
Montgomery County 
Regional Emergency Managers 
 
Jim Dinegar 
Greater Washington Board of Trade 
Business Community 
 
Tim Firestine 
Montgomery County 
Chief Administrative Officers 
 
Merni Fitzgerald 
Fairfax County 
Regional Public Information Officers 
 
Bob Gore 
Dominion Virginia Power 
Electric Utilities 
 
Warren Graves 
District of Columbia 
D.C. City Administrator’s Office  
 
Dean Hunter 
Office of Personnel Management 
Federal Government 
 
Tom Jacobs 
University of Maryland 
MATOC 
 
Natalie Jones-Best 
District Department of Transportation  
State DOTs 
 
Stephen MacIsaac 
Arlington County 
Attorneys Committee 

                                                            
1 Chair of Committee 
* Group represented is italicized. 

Linda Mathes 
American Red Cross of the National Capital 
Region 
Nonprofit Organizations 
 
Reggie McCauley 
Pepco 
Electric Utilities 
 
Jack Requa 
Washington Metropolitan Area Transit 
Authority  
WMATA 
 
Hari Sripathi 
Virginia Department of Transportation 
State DOTs 
 
Frank Tiburzi 
BG&E 
Electric Utilities 
 
Millicent West 
District of Columbia 
Senior Policy Group 
 
Michael Zezeski 
Maryland Department of Transportation  
State DOTs 
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Appendix C: Issues and Recommendations 
 

Overall Issues Overall Recommendations Status 

Area officials need new functionality to ensure regional 
coordination and communication and help them make better, 
more-informed decisions. 

Officials should create a Regional Incident 
Coordination (RIC) Program with 
appropriate staffing responsible for 
monitoring the region, 
distributing/redistributing relevant 
information, and sharing a picture of the 
regional situation with decision-makers.   

Recommended. 

Area officials do not work jointly across their subgroups on a 
consistent basis to improve incident management and response. 

Officials should create a RIC Oversight 
Group to regularly review the RIC 
Program’s progress and focus on the 
implementation of the Committee’s advance 
planning recommendations. 

Recommended. 

 
Focus Area Tasks Issues Recommendations Status 

Focus Area One: Improve Real-Time Information or Situational Awareness Among Officials 

1a. Strengthen use of 
Web Emergency 
Operations Center 
(WebEOC) 

While localities have emergency 
operations centers and incident 
management tools, the National 
Capital Region (NCR) lacks 
situational awareness for region as a 
whole. 

Emergency managers should work together 
to designate a staff member(s) to provide 
regional situational awareness that could be 
shared among agencies throughout the 
region.   

Recommended. 
(requires 
coordinated 
action, see 
‘overall 
recommendation’ 
above) 

1b. Strengthen 
Emergency 
Management Agencies 
(EMAs) and 
transportation 
monitoring protocols 

Existing tools were underutilized.  Transportation officials should continue to 
work with emergency managers to integrate 
transportation data with WebEOC and other 
programs. 

Underway.   

Communication between 
transportation officials and 
emergency managers needs 
continued testing to help manage 
future incidents, including 
evacuations.  

Emergency managers should conduct 
regional exercises to test evacuation 
communication and coordination plans. 

Recommended. 
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Focus Area Tasks Issues Recommendations Status 

Focus Area Two: Improve Real-Time Information to the Media and the Public 

2a. Establish regional 
Virtual Joint 
Information Center   
(V-JIC) 

There is no central web site where 
regional Public Information Officers 
(PIOs) can coordinate during 
emergencies and share real-time 
information with other officials, area 
residents and the media.  

PIOs should use and promote the regional 
V-JIC established by Fairfax County on 
behalf of the region.  

Underway. V-JIC 
should become 
operational in Fall 
2011. 

2b. Improve 
information to the 
public on winter 
transportation impacts 

The public needs timely, accurate 
messages before and during 
incidents.   

PIOs should continue media outreach and 
developing new tools to communicate 
directly with the public. 

Underway.. 

2c. Improve public 
readiness to shelter-in-
place 

Sheltering-in-place is the 
recommended protective measure in 
many circumstances, but few 
employers/employees have such 
plans and key supplies in place.  

PIOs should continue to educate the public 
on the importance of “staying put” during 
many incidents, and they should 
communicate personal emergency 
preparedness messages before the start of 
the winter 2011-2012 snow season. 

Underway.  

Focus Area Three: Improve Regional Coordination 

3a. Support and funding 
for Metropolitan Area 
Transportation 
Operations 
Coordination 
(MATOC) Program & 
Regional Integrated 
Transportation 
Information System 
(RITIS) 

MATOC is a relatively new 
organization and does not yet have 
all of its planned functionality in 
place.  

Transportation officials should continue 
supporting efforts that will enhance the 
information provided by MATOC, widen its 
distribution to others, including the public, 
and provide funding for 24/7 operations. 

Underway. 

3b. Improve COG snow 
call policies and 
protocols 

Improvements to the Regional 
Incident Communication and 
Coordination System (RICCS)/ snow 
conference calls can be made to 
enhance information sharing and help 
area officials make better decisions. 

COG should identify new technology to 
streamline the calls and allow more 
information to be shared among 
participants. 

Recommended. 

3c. Improve 
consistency and clarity 
of public and private 
employee release 
policies 

Employee release decisions have a 
major impact on transportation 
conditions in the NCR. 

Area decision-makers and transportation 
officials need to work more closely together 
through the RICCS/snow call. 

Recommended. 

Employee release policies and 
procedures are in place, but message 
delivery needs improvement.    

Officials should review and update 
closure/dismissal policies and consider new 
technologies to communicate with 
employees. 

Underway. 
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Focus Area Tasks Issues Recommendations Status 

3d. Establish or clarify 
abandoned/disabled 
vehicle removal 
policies 

The region has plans for vehicle 
removal but needs to do more to 
discourage commercial trucks and 
commuters from traveling on the 
roads during major incidents.    

Transportation officials and PIOs should 
focus on advance planning strategies to 
discourage trucks and commuters from 
being on the roadways during adverse 
conditions. 

Recommended. 

3e. Improve 
coordination between 
EMAs and electric 
utilities concerning 
service restoration for 
critical facilities, 
improve customer 
communication, and 
consider best practices 
for tree-trimming 

Regional officials would benefit from 
a meeting of all the utilities serving 
the NCR to discuss their work 
before, during and after storms. 

COG should convene electric utilities to 
discuss vegetation management, reliability 
improvements, public communication, and 
storm preparation and response.   

Recommended. 

Utilities’ preparations for storms 
occur outside of the regional 
coordination framework. 

Utilities and local governments should share 
storm preparedness assessments and 
develop more formal emergency 
coordination procedures. 

Recommended. 

Many critical facilities in the NCR do 
not have back-up power, which is the 
responsibility of their 
owners/operators and public sector 
partners, rather than utilities.   

Emergency managers should continue 
working with regional stakeholders to 
identify and ensure back-up power to 
critical facilities, and all jurisdictions in the 
NCR should conduct an assessment of and 
expeditiously install back-up power for 
major traffic signals. 

Underway. 
Working Group, 
Emergency 
Managers are 
identifying critical 
facilities.   

Focus Area Four: Decision-making 

4a. Identify alternative 
regional models of 
incident management 
and decision-making in 
the U.S. or Europe that 
provide greater 
flexibility or authority 

Coordinating local decisions in a 
regional context is challenging in the 
multi-jurisdictional NCR.   

Officials should modify, reaffirm and 
expand upon existing mutual aid plans and 
ask other federal agencies and utilities to 
become a formal part of the region’s 
emergency response network.   

Recommended. 

4b. Examine feasibility 
of and authority needed 
for entering into a 
federal-state-local 
agreement or compact 

There are significant legal barriers to 
creating a central decision-making 
authority, and it is not clear that such 
an authority would achieve better 
results than a robust, well-
coordinated multi-jurisdictional 
approach.    

Officials should strengthen the current 
framework for regional coordination and 
communication, rather than pursue the 
creation of a new decision-making 
authority.    

Recommended. 
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Appendix D: Case Study on TRANSCOM (Transportation Operations Coordinating Committee 
NY-NJ-CT Region)  

TRANSCOM, established in 1986, provides regional transportation situational awareness among public 
agencies the New York metropolitan area, and to the public indirectly through data systems that are 
shared with the "511" traveler information systems of the states of New York and New Jersey 
(Connecticut will also be starting a statewide 511 system soon that will use TRANSCOM data). The 
transportation agencies of the Washington metropolitan area launched the Metropolitan Area 
Transportation Operations Coordination (MATOC) Program in 2009, modeled in large part on New 
York's TRANSCOM, but tailored to the particular needs and situation of the NCR.  
 
A great number of similarities were observed between TRANSCOM and MATOC. Both are independent 
entities that are consortiums of transportation agencies. Both have the primary duty of providing regional 
transportation situational awareness, including notifications and updates on incidents impacting the 
transportation system. Both feature robust technical data sharing systems (TRANSCOM's Open Reach, 
and MATOC's Regional Integrated Transportation Information System (RITIS)) that provide real-time 
transportation information to a number of public agency users, both transportation agencies and non-
transportation agencies including public safety agencies. Both have operations center staff that coordinate 
directly with a number of transportation management and operations centers in their region, to help 
coordinate transportation interagency actions in light of a particular situation. And, significantly, neither 
has been granted nor sought authority to direct or overrule any member agency or government. Actions 
are limited to transportation information sharing and recommendations; TRANSCOM describes its 
effectiveness not in terms of authority, but as a "function of relationships and quality data and systems." 
 
A few differences were also observed between TRANSCOM and MATOC. The New York metropolitan 
area is significantly larger and more complex in its transportation infrastructure than is the National 
Capital Region, and thus TRANSCOM has an appropriately larger scale. TRANSCOM, now 25 years 
old, is more established in its role and systems; three-year-old MATOC is still in the process of being 
fine-tuned. Additionally, TRANSCOM has a long-established role in construction scheduling 
coordination that does not have a MATOC analog. 
 
Other lessons learned from TRANSCOM, especially in discussions with TRANSCOM staff, were that the 
goals and activities of TRANSCOM are quite similar to the goals and activities of MATOC. 
TRANSCOM's transportation situational awareness information is eagerly used by both transportation 
agencies and public safety agencies; similarly, use of MATOC information by both transportation and 
non-transportation agencies has been growing in the National Capital Region. 
 
TRANSCOM brings in extra staff during snow storms or other events where this may be necessary due to 
the sheer number of transportation incidents to be handled. In such situations, they may put out hourly 
regional summary transportation system updates during major storms; MATOC has also done so. 
However, TRANSCOM does not take on special or different duties during such events or during 
emergencies other than its usual transportation situational awareness mission. TRANSCOM staff has 
taken no role in New York regional or subregional discussions on governmental and school closures, 
personnel decisions, early dismissal, and the like. TRANSCOM staff has, however participated in their 
member agencies' after-action reviews of incidents, as well as in members' tabletop exercises, but has not 
taken a leadership role in such activities. 
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Comparative Roles and Activities of TRANSCOM and MATOC 
Description TRANSCOM MATOC 

 
Transportation Operations 
Coordination Committee 

Metropolitan Area Transportation 
Operations Coordination Program 

Membership 

Coalition of 16 transportation & 
public safety agencies in the NY-
NJ-CT metro region; others active 

in information exchange 

DDOT, MDOT, VDOT, WMATA; 
TPB (ex-officio); others active in 

information exchange 

Structure Independent non-profit corporation 

Program hosted by the U-MD 
Center for Advanced 

Transportation Technology on 
behalf of the partner agencies 

Governance documents  
Bylaws; Multiyear agreements 

renewed every 5 years 
MOU, bylaws, SOPs, funding 
agreements, annual work plans 

Funding 
Membership fee structure 

(~$6M/yr); other grants ad hoc 

Fed transportation aid & match 
provided by DOTs (~$1M/yr); 
UASI & other grants ad hoc 

Committee structure 
Board; Technical & Operating 

Committee; ad hoc subcommittees 
Steering committee & tech 

subcommittees (2) 

Staffing 
35 total staff for all activities 

Minimum 2 per shift 

3 full time staff dedicated to the 
program; U-MD provides other 

shared staff time for RITIS 

Hours of operation 24/7/365 
5-day, 16 hour coverage w/ limited 

additional on-call / special event 
capabilities 

Facilities 

Dedicated regional facility in 
Jersey City, New Jersey; "desks" 

available at other agencies' 
operations centers 

Single office co-located w/ 
CapWIN Program in Greenbelt, 
Maryland; "desks" available at 

other agencies' operations centers 

Technical support systems "Open Reach" System 
Regional Integrated Transportation 

Information System (RITIS) 

Deployment or management of 
field assets 

Limited - roadside infrastructure 
for a few agencies (signs, 

detectors) 
None 

Day-to-day activities 
Monitor regional traffic / transit & 
make needed notifications, address 

ripple effects 

Monitor regional traffic / transit & 
make needed notifications, address 

ripple effects 

Pre-planned events 

Construction schedule 
coordination; awareness of planned 
events; event information in Open 

Reach system as available 

Currently, maintaining situational 
awareness; further activities under 

discussion / consideration 

Special duties during emergencies 

No special duties; maintain core 
transportation situational 

awareness; may increase staffing 
levels 

No special duties; maintain core 
transportation situational 

awareness; may expand hours of 
coverage 
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Description TRANSCOM MATOC 

 
Transportation Operations 
Coordination Committee 

Metropolitan Area Transportation 
Operations Coordination Program 

"Snow Call" role 
None (no such calls are held for the 

metropolitan area) 
Monitor COG Snow Calls 

Communications/ notifications to 
the public 

"Wholesale" role; data feeds to 3rd 
party developers; no direct-to-

public information 

"Wholesale" role coming soon; 
other roles under consideration 

After Action Reviews (AARs) 
Upon request by DOTs, 5 – 10 

times per year; does not typically 
lead AARs 

After-action discussions during 
committee meetings, but no 

involvement in other agencies' 
AARs to date 

Table-Top Exercises 
Participates upon request in DOTs' 

exercises occasionally; does not 
typically lead exercises 

Used during MATOC formation 
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Appendix E: Conclusions, Emergency Event Decision Making Protocols: A Study of Multi-
Jurisdictional Decision Making During Extreme Weather Events; September 2011; The MITRE 
Corporation (MITRE)  
(Supports IMR Committee’s Decision-Making Findings and Recommendations)  
 
With two states and the District of Columbia, numerous localities, major Federal presence, and private 
sector stakeholders, the National Capital Region is a uniquely complex jurisdictional environment for 
collaborative decision making. While there is probably no “typical” NCR resident, it is accurate that 
many residents cross jurisdictions on a daily basis to work, to study, and for shopping, recreation, and 
entertainment. Economically and culturally they are “NCR Residents.”  
 
The NCR is not only jurisdictionally complex. For example, a weather event impacting one side of the 
Potomac may not impact the other. North of the District of Columbia may not experience a weather event 
the same as south of DC. 
 
These complexities present challenges to emergency planners and decision makers that are not replicated 
elsewhere. In the course of this review, MITRE interviewed emergency management officials from 
Boston, Chicago, New York City, Philadelphia, Pittsburgh, and San Francisco. While no other complex 
region surveyed in this inquiry has a weather “czar,” the decision making environment in several is 
dominated by the existence of a strong mayoral structure. The political complexity of the NCR does not 
afford such a hierarchical structure, but requires one that is necessarily collaborative across jurisdictional 
and functional boundaries.  
 
Under these circumstances, the NCR has developed a very mature set of processes and use of technology 
to provide all key stakeholders a voice and to inform decision making. NCR systems such as MATOC 
and the use of tools such as WebEOC are cited by other regions as models they seek to implement. Yet, in 
stressed circumstances, as the snow and ice event of January 26 demonstrates, there is recognition by the 
impacted citizens, emergency planners and decision makers, and political leaders and the media that 
current protocols and systems are not sufficient. 
 
The yearning for a “silver bullet,” or a simple way to “slice thru this Gordian Knot,” is understandable 
and a natural response in this shared recognition that the region should, must, and can do better in 
managing such events. It is an environment in which a daily commute under best circumstances is 
difficult, in which commuter demand overwhelms capacity on a normal daily basis and, even if the 
resources could be found to address those transportation needs, capacity is unlikely to ever catch up with 
demand. Our inquiry of other complex urban regions reveals no silver bullet and no sharp, swift sword to 
cut Gordian Knots. Indeed, even where decision making is more centralized weather events occur which 
decision makers and citizens alike conclude should have been better managed (e.g., NYC December 26, 
2010 storm; Chicago February 2, 2011 storm).   
 
Both MITRE’s survey of a select group of NCR emergency management decision makers and its 
interviews of emergency management decision makers in Boston, Chicago, New York City, Philadelphia, 
Pittsburgh, and San Francisco lead to the conclusion that the NCR has effective and useful protocols and 
tools at hand. These need to be strengthened through expansion and maturation. MATOC and GIS-based 
systems such as VIPER contribute to increased situational awareness and information sharing and can 
inform modeling and simulation as applied to the already robust training and exercise environment 
overseen by COG.  
 
While accepting the reality of the NCR’s complexity and challenges, improving and building upon 
current regional capacity by continuing to expand and develop existing tools and engaging in a 
continuously reiterative process of examination, review, adaptation, training and exercising is the realistic 
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next step in improving situational awareness and decision making during regional emergency events. The 
implementation of a Systems Engineering strategy would further institutionalize a process of review, 
improvement, and best practice development to the benefit of the National Capital Region while creating 
a model with potential value to other complex regions in the Nation. 
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