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HANDLING INSTRUCTIONS
1. The title of this document is Conway Tornado After Action Report/Improvement Plan
(AAR/IP).
2. The information gathered in this AAR/IP is classified as For Official Use Only (FOUO) and
should be handled as sensitive information not to be disclosed. This document should be
safeguarded, handled, transmitted, and stored in accordance with appropriate security directives. Reproduction of this document, in whole or in part, without prior approval from the
Town of Conway is prohibited.
3. At a minimum, the attached materials will be disseminated only on a need-to-know basis and
when unattended, will be stored in a locked container or area offering sufficient protection
against theft, compromise, inadvertent access, and unauthorized disclosure.
4. Points of Contact:
Town of Conway POC:
Name: Robert Baker
Office: Conway Fire Station
Title: Fire Chief/Selectman
Address: 8 Ashfield Rd, Conway, MA 01341
Phone: (413) 369-4087
Email: Fire@TownOfConway.com
Name: David Chichester
Office: Conway Town Hall
Title: Emergency Management Director
Address: PO Box 240, Conway, MA 01341-0240
Phone: (413) 369-4425
Email: davechi@comcast.net
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EXECUTIVE SUMMARY
The Town of Conway, Massachusetts, experienced an EF1 tornado on the evening of February
25, 2017. The tornado, bringing 86- to 110-mile per hour winds, may have touch down multiple
times throughout town beginning in the southwest. Eighteen homes/barns were damaged, nine of
which were deemed uninhabitable. A 19th century barn used to store antiques was razed to the
ground. And 1860s era home had its front wall and roof torn off. The United Congregational
Church, built in 1850, which had recently completed a three-year renovation to its interior, shifted on its foundation and its belfry shifted.
Trees and downed electrical wires covered all but a handful of roads in town, making it difficult
for emergency responders to do their work, including getting to the center of town to set up the
emergency operations center. Immediately following the tornado, almost all of the, 1900 residents were without power, which meant they were also without running water or functioning
septic systems.
Among all of the destruction, officials were astonished and grateful to learn that no one had been
injured.
The purpose of this report is to analyze response to the incident, identify strengths to be maintained and built upon, identify potential areas for further improvement, and support development
of corrective actions.

Major Strengths
The major strengths identified during this event are as follows:
 Town staff, volunteers, regional agencies, state agencies, and utility companies
worked well together. Workers knew their roles and stuck to them so there was little
stepping on toes. The EOC had a calm, collegial atmosphere.
 Many resources were called in using mutual aid agreements, augmenting Town personnel.
 The Fire Department Auxiliary has done, and continues to do, great work in fundraising to assist those who were affected by the tornado.

Primary Areas for Improvement
Throughout the event, several opportunities for improvement in the Town of Conway’s ability to
respond to the incident were identified. The primary areas for improvement, including recommendations, are as follows:
 Assistance should have been requested earlier. There are many resources that can be
called upon through mutual aid and the Town should not hesitate to request them early on and turn them back if it’s determined they’re not necessary.
 So many resources were requested that it quickly became confusing trying to keep
Executive Summary
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track of who was on scene and what supplies were on their way. The Town needs to
train personnel to operate a status check in station and funnel all supply requests
through the Logistics Section.
As with every incident, communication could have been better. Some personnel
weren’t kept aware of the situation status, residents didn’t have a number to call to get
more information, and cell phone towers and landlines were down impacting communications to residents. Plans should be written or reviewed to prevent future communication gaps.
Not many incidents on a local scale require full use of ICS, so not many responders
get to practice ICS skills. A better understanding of roles under the ICS structure
would have made the response run a little more smoothly. Everyone who plays some
role in emergency response, including chief elected officials and town administrative
staff, should take basic ICS courses (i.e. ICS 100, 200, and 700). Those who play integral roles in response should take advanced ICS courses (i.e. ICS 300 and 400) and
perhaps some position-specific courses. The emergency management director should
plan exercises on a regular basis, or encourage responders to participate in county exercises, to keep ICS skills fresh.
Lastly, the Town of Conway has a very good Emergency Operations Manual already.
However, it is out of date with old contact information and not every responder
knows the content it covers. The Manual should be updated with current contact information and any lessons learned from this incident.

Executive Summary
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SECTION 1: ANALYSIS OF CAPABILITIES
This section of the report reviews the performance of responders’ capabilities, activities, and
tasks. In this section, observations are organized by capability and associated activities. The capabilities linked to the incident events are listed below, followed by corresponding activities.
Each activity is followed by related observations, which include references, analysis, and recommendations.

CAPABILITY 1: PUBLIC INFORMATION AND WARNING
Capability Summary: Public Information and Warning is the capability to deliver coordinated, prompt, reliable, and actionable information to the whole community through the use of
clear, consistent, accessible, and culturally and linguistically appropriate methods to effectively
relay information regarding any threat or hazard, as well as the actions being taken and the assistance being made available, as appropriate.
Activity 1.1: Fielding requests from the media
Observation 1.1.1: Strength. Clear and accurate information was provided to the public
via commercial media.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: The acting town administrator and Selectboard chair worked together to provide TV stations with clear and accurate information.
Recommendations: Selectboard members should take an introductory PIO course if they are
not versed in emergency risk communications and should appoint a single PIO during future
events.
Activity 1.2: Notify residents of impending danger
Observation 1.2.1: Area for Improvement. Town staff found it difficult to use the Blackboard Connect system.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: Few Town staff know how to access the Blackboard Connect system to send
messages out to residents and even fewer have in-depth knowledge of how to use the system effectively.
Recommendations: Further training on the Blackboard Connect system should be provided to
Town staff.
Section 3: Analysis of Capabilities
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CAPABILITY 2: OPERATIONAL COORDINATION
Capability Summary: Operational Coordination is the capability to establish and maintain a
unified and coordinated operational structure and process that appropriately integrates all critical
stakeholders and supports the execution of core capabilities.
Activity 2.1: Establish an ICS organizational chart.
Observation 2.1.1: Strength. An ICS org chart was quickly posted to the wall of the EOC
and filled in with names of town staff. The few positions that were not covered were filled by
the NWMIMT when they arrived.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: It was clearly defined who was in charge and what the chain of command
was. Roles and responsibilities were clearly defined for most staff members. The
NWMIMT showed versatility in filling in positions that are needed and integrating into
the existing ICS structure.
Recommendations: EOC staff and emergency responders who have not taken basic ICS
training should do so, and others may need a refresher. EOC staff should take advanced ICS
training including position-specific classes, so more ICS positions may be filled internally.
Observation 2.1.2: Area for Improvement. Not all EOC staff knew their roles.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: One staff member reported trying to do five jobs at once, while others were
waiting for someone to ask them to help.
Recommendations: The Town should hold some functional and full scale exercises that allow
EOC staff to define their roles, practice them, and learn about others’ roles so they understand
how all the pieces fit together within a team working under an ICS structure.
Activity 2.2: Request assistance through mutual aid
Observation 2.2.1: Strength. Departments from surrounding towns, regional teams, and
state agencies provided assistance.
References: Massachusetts Statewide Fire Mobilization Plan, Western Massachusetts Intergovernmental Emergency Mutual Aid Agreement, Massachusetts Statewide
Section 3: Analysis of Capabilities
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Public Safety Mutual Aid Agreement, Massachusetts Statewide Public Works Mutual
Aid Agreement
Analysis: Since most of the towns involved in the response had previously signed
agreements to provide mutual aid during emergencies, it was easy to call for help from
neighboring towns such as Ashfield, Buckland, Deerfield, and Whately. DCR, MEMA,
and DOT were very helpful to local responders as well.
Recommendations: The Town should consider calling for assistance earlier in the event in
the future, so mutual aid resources can be used more effectively. The NWMIMT should conduct
more outreach to fire chiefs, EMDs, police chiefs, and selectmen about the Team’s capabilities.
Activity 2.3: Ensure redundancy in staffing
Observation 2.3.1: Strength. Several staff were out of town when the incident occurred.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: The emergency management director, town administrator, EMS director, and
police chief were out of town when the incident occurred. The Selectboard was quick to
swear in a temporary town administrator and the emergency management director-intraining took on the role of emergency management director. There was limited staff
available to provide relief to fatigued staff.
Recommendations: The Town should work to have redundancy in all critical emergency response positions, including finance/admin personnel.
Activity 2.4: Maintain a fully functional EOC
Observation 2.4.1: Area for Improvement. The backup EOC was lacking in necessary
equipment and supplies.
References: Conway EOC Operations Manual Revised 9.12.2016
Analysis: Because the elementary school was being used as a staging area and potential
shelter site, the EOC was located in the Town Hall. While the Town Hall is designated as
a backup EOC, it lacked the infrastructure (telephones, computers, printers, copiers) necessary to run as an EOC. Those items were eventually provided when Town Hall staff
was called in to assist.
Recommendations: The Town should consider both improving its backup EOC’s capabilities
as well as creating a mobile EOC—hard rolling boxes that contain all of the equipment and supplies necessary to set up an EOC in any location.
Section 3: Analysis of Capabilities
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Activity 2.5: Maintain communication with the IC
Observation 2.5.1: Area for Improvement. The IC received a high volume of calls during
response.
References: None
Analysis: The IC had his hands full trying to manage the incident and responding to
those around him in the EOC. He didn’t have time to answer the 200+ phone calls that
came in during that time.
Recommendations: The IC should hand his town cell phone over to someone else to answer
his calls while he focuses on managing the incident.
Activity 2.6: Ensure that authority levels are clear
Observation 2.6.1: Area for Improvement. It was unclear who was authorized to incur
costs on behalf of the Town.
References: Town job descriptions; Delegation of Authority
Analysis: With many supplies being ordered and resources being requested, it quickly
became confusing how much expense the Town was incurring. No one person was designated as the person with authority to make spending decisions. MEMA cost tracking
worksheets weren’t distributed early enough.
Recommendations: The Conway EOC Operations Manual and job descriptions should include information on who has the authority to incur costs during disasters. Town staff and policy
makers should familiarize themselves with the Delegation of Authority: an agreement between
the Town’s chief elected official and an entity such as the NWMIMT outlining what authority is
delegated to the NWMIMT and what is reserved for the Town, and can include a limit the
NWMIMT is authorized to spend before seeking authorization from town officials.
The Finance/Admin Section Chief should provide EOC staff with cost tracking worksheets during the first EOC meeting.
Activity 2.7: Standard policies and procedures for deploying special operations teams are in
place
Observation 2.7.1: Area for Improvement. Procedures to notify NWMIMT team members
that they’re needed were unclear.

Section 3: Analysis of Capabilities
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References: NWMIMT Standard Operating Guidelines
Analysis: There are multiple redundant systems the NWMIMT has in place to notify its
members that they are needed for a deployment. The primary system of paging by text
had not been tested recently and needed some adjustment—the message team members
received did not tell them to contact anyone to let them know that they were available to
respond. It also became clear that very few members of leadership on the team have a
full, accurate roster of team members in their possession.
Recommendations: The NWMIMT team leader should make sure the Standard Operating
Guidelines are accurate and team members are familiar with them. He should also talk with
Shelburne Control about procedures and setting up different levels of response. The Team PIO
should forward a complete and up-to-date roster to the rest of Team leadership.
Activity 2.8: Initiate documentation process of required forms and follow-up notations
Observation 2.8.1: Strength. Scribes documented actions taken by the IC.
References: Incident Command System
Analysis: The IC had two scribes following him around during response. The scribes
took notes on what actions he took and what discussions he had. This provides a good basis of documentation of the incident. However, other responders were not instructed to
keep notes of their actions, leaving gaps in incident documentation.
Recommendations: County departments should familiarize themselves with the ICS-214 Activity Log form and make it standard practice to note any significant events that occur while responding. It should become a standard operating procedure for all departments to begin documentation immediately upon arriving on scene.

CAPABILITY 3: INFORMATION SHARING
Capability Summary: Information sharing is the capability to exchange intelligence, information, data, or knowledge among government or private sector entities, as appropriate.
Activity 3.1: Provide situational awareness
Observation 3.1.1: Area for Improvement. Neither the Board of Health nor the highway
superintendent knew the Selectboard had declared a state of emergency.
References: Conway EOC Operations Manual Revised 9.12.2016

Section 3: Analysis of Capabilities
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Analysis: The IC should contact all important stakeholders with situational awareness
updates on a regular basis, or delegate to someone such as the PIO to do so.
Recommendations: The Town EMD should refer to the list of personnel contained in the
Conway EOC Operations Manual to decide who should notify whom with what information
when. The town should also consider providing town-owned cell phones for the highway superintendent and police chief so any calls to their offices are automatically forwarded to their cell
phones, but not to their personal cell phones if they’re on vacation.
Observation 3.1.2: Area for Improvement. Residents were unclear how to get in touch
with Town officials to get information on what was going on.
References: Conway EOC Operations Manual Revised 9.12.2016; Western Massachusetts Medical Reserve Corps Spontaneous Volunteer Management Plan Template;
Emergency Operations Plan for Western Massachusetts Community Organizations
Active in Disasters (COADs)
Analysis: There was discussion on Sunday afternoon about setting up a hotline for residents to call to get situation updates or to ask for or offer assistance, but there are only
two phone lines coming into the Town Hall, which were needed for response efforts. This
led to responders and town officials receiving calls on their personal cell phones, spontaneous volunteers showing up unannounced on scene, and other volunteers not being used
because they couldn’t reach anyone to offer their services. MRC volunteers were on
standby ready to answer hotline phones, but they were never used.
Recommendations: The Town should consider installing more phone lines in the Town Hall.
It should also consider establishing a 1-800 number or Google Voice number now, so it is available during disasters. Either method can forward phone calls to whichever cell phones are selected to receive calls at the time.
The Town should also familiarize itself with what volunteer resources are available in the area
and the Western Massachusetts Spontaneous Unaffiliated Volunteer Plan and appoint a volunteer
coordinator.
Observation 3.1.3: Area for Improvement. Communication between the utility company
and the EOC needs improvement.
References: None
Analysis: Eversource sent information out to residents using a Reverse 911 system before town officials had the information.
Recommendations: Town officials should insist that utility company representatives be in the
Section 3: Analysis of Capabilities
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EOC for the entire duration of the response.

CAPABILITY 4: ACCESS CONTROL AND IDENTITY VERIFICATION
Capability Summary: Access Control and Identity Verification is the capability to apply and
support necessary physical, technological, and cyber measures to control admittance to critical
locations and systems.
Activity 4.1: Control access to EOC
Observation 4.1.1: Area for Improvement. The EOC was crowded and loud.
References: None
Analysis: The Town Hall initially functioned as an ICP and EOC and provided food,
warmth and bathroom facilities for responders. The IC should determine early on who
needs to be in the EOC and ask the Logistics Section to appoint a security manager who
is responsible for restricting access to the EOC.
Recommendations: The emergency management director, fire chief, and police chief should
create a plan for restricting access to the EOC for future emergencies. The plan should provide a
way for operations personnel to meet together and still have access to the IC without interfering
with overall EOC operation.

CAPABILITY 5: INFRASTRUCTURE SYSTEMS
Capability Summary: Infrastructure Systems is the capability to stabilize critical infrastructure functions, minimize health and safety threats, and efficiently restore and revitalize systems
and services to support a viable, resilient community.
Activity 5.1: Restore power to homes and public buildings
Observation 5.1.1: Strength. Power was restored to all buildings within 31 hours of the
event.
References: None
Analysis: Having the utility company representative on scene and in the EOC made for
easy communication between town officials and the company. However, the company
representative didn’t arrive at the EOC until several hours into response.
Recommendations: Town officials should insist that utility company representatives be in the
Section 3: Analysis of Capabilities
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EOC for the entire duration of the response.
Observation 5.1.2: Area for Improvement. The generator at the elementary school stopped
working.
References: Western Region Homeland Security Advisory Council Resource Guide
for Available Emergency Equipment and Supplies in Western Massachusetts
Analysis: The generator at the elementary school, which is also the primary EOC and
shelter location, stopped working because the fuel filter became clogged.
Recommendations: The Town should consider replacing the aging generator at the elementary school.
Activity 5.2: Restore telephone lines and cell phone service
Observation 5.2.1: Area for Improvement. Landlines were down for several hours and the
Verizon cell phone tower ran out of batteries after eight hours. The cell tower remained out
of service for several days.
References: None
Analysis: Verizon was slow to respond to the Town’s request for assistance, causing
landlines to be non-functional for several hours. Adding to that, the Verizon cell phone
tower stopped working because its batteries died, leaving many in town with no means of
communication.
Recommendations: The Town should request a meeting with Verizon representatives to air
their concerns and come to an agreement around response time for future events. It should also
request a meeting with the cell phone tower owner and insist that there be a backup generator in
place and that it is kept fully fueled.
The Town should also explore setting up neighborhood captains and give each one a radio that is
interoperable with public safety frequencies. The captains could maintain a list of residents who
have access and functional needs, check on those residents during events, and report to public
safety officials on neighborhood status.

CAPABILITY 6: OPERATIONAL COMMUNICATIONS
Capability Summary: Operational Communications is the capability to ensure the capacity for
timely communications in support of security, situational awareness, and operations by any and
all means available, among and between affected communities in the impact area and all response forces.
Section 3: Analysis of Capabilities
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Activity 6.1: Ensure responders can communicate with each other and the EOC
Observation 6.1.1: Area for Improvement. Before the NWMIMT arrived and set up its
field communications vehicle, it was unclear what radio frequencies everyone was using.
References: None
Analysis: Not all departments were notified what channel to use to talk to the EOC. The
Highway Department frequency is listed in the Conway EOC Operations Manual as the
default frequency. Responders should have used that frequency until instructed otherwise.
Recommendations: Training on the Conway EOC Operations Manual should be provided to
all responders.

CAPABILITY 7: PUBLIC HEALTH, HEALTHCARE, AND EMERGENCY MEDICAL SERVICES

Capability Summary: Public Health, Healthcare, and Emergency Medical Services is the capability to provide lifesaving medical treatment via emergency medical services and related operations and avoid additional disease and injury by providing targeted public health, medical, and
behavioral health support, and products to all affected populations.
Activity 7.1: Ensure the well-being of residents
Observation 7.1.1: Strength. Conway EMS, Fire, and Police, with the assistance of Northfield Fire and EMS and Deerfield Police, conducted well checks on houses without power.
Conway Fire distributed bottled water that they carry on their engines on a routine basis.
References: None
Analysis: Due to the existing mutual aid system and good relationships with neighboring departments, within 16 hours every resident who was without power received a well
check and bottled water if necessary. The Conway EMS director prioritized well checks
based on her knowledge of those in town with access and functional needs.
Recommendations: None.
Observation 7.1.2: Strength. Conway Fire checked on damaged propane tanks.
References: None
Analysis: The Fire Department further ensured the safety and well-being of residents by
Section 3: Analysis of Capabilities
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assessing propane tanks for damage. This prevented a disaster within the disaster.
Recommendations: None

CAPABILITY 8: SITUATIONAL ASSESSMENT
Capability Summary: Situational Assessment is the capability to provide all decision makers
with decision-relevant information regarding the nature and extent of the hazard, any cascading
effects, and the status of the response.
Activity 8.1: Track resources
Observation 8.1.1: Area for Improvement. It was unclear how many resources were on
scene or how to allocate them.
References: None
Analysis: With an incident of this magnitude and complexity, many responders and
pieces of equipment are called in to assist with the response. Without someone tracking
those personnel and equipment, the situation can quickly become confusing and overwhelming. It can also pose an accountability issue when no one knows how many personnel went in to the affected area, versus how many came back out, and it is difficult to
control costs when it’s unclear what resources are on scene and how long they’ve been
there. Lastly, efforts to secure more resources become duplicative when it is unclear what
resources are on scene or are already on the way.
Recommendations: Someone should be assigned from the very beginning of the incident as a
status check in person. All reporting resources should be directed to check in at status check in
before reporting for their mission.
Firefighters across the County should use a metal tagging system adopted in February 2017 by
Tri-State Fire Mutual Aid. The system guidelines recommend that every firefighter be assigned
two metal identification tags. One of these tags stays on the firefighter, so he can be identified
should he be found unconscious. The other tag gets handed to status check in personnel on scene
to make resource tracking easier and more accurate.
The NWMIMT is experienced in tracking resources and should have been called earlier for assistance in order to help capture information.
All supply and resource requests should go through the Logistics Section to avoid duplication.
Activity 8.2: Provide situational awareness via maps of the affected area

Section 3: Analysis of Capabilities
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Observation 8.2.1: Strength. Maps were created of impacted roads, homes, and the path of
the tornado.
References: None
Analysis: The NWMIMT GIS specialist created maps that made it easier to tell at a
glance what roads were still closed due to downed trees or wires and to see the big picture of the path of the tornado. These maps facilitated planning for the Operations Section
and discussions with political leaders.
Recommendations: The FRCOG GIS department should create a laminated road map of
Conway for use in future events. The NWMIMT should obtain a plotter to travel with the Team
so large format maps can be printed on site.

CAPABILITY 9: ENVIRONMENTAL RESPONSE/HEALTH AND SAFETY
Capability Summary: Environmental Response/Health and Safety is the capability to conduct
appropriate measures to ensure the protection of the health and safety of the public and workers,
as well as the environment, from all-hazards in support of responder operations and the affected
communities.
Activity 9.1: Provide rehab for responders
Observation 9.1.1: Strength. Responders were provided food and water during response.
References: None
Analysis: The Fire Department Auxiliary provided food and water for responders both
at the EOC and the staging area. These volunteers put in a great deal of effort with little
warning to ensure the health and safety of those in the field.
Recommendations: None
Activity 9.2: Debris management strategies are implemented immediately and continuously
Observation 9.2.1: Area for Improvement. The Town does not have a debris management
plan.
References: Franklin County Disaster Debris Management Plan
Analysis: Town officials were not clear about disaster debris regulations and procedures.
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Recommendations: The Town should familiarize itself with, and adopt, the Franklin County
Disaster Debris Management Plan and pre-arrange contracts with potential debris collection vendors.

CAPABILITY 10: COMMUNITY RESILIENCE
Capability Summary: Community Resilience is the capability to enable the recognition, understanding, communication of, and planning for risk and empower individuals and communities
to make informed risk management decisions necessary to adapt to, withstand, and quickly recover from future incidents.
Activity 10.1: Raise funds to assist in recovery
Observation 10.1.1: Strength. Many opportunities have been provided for the Town to receive donations to help its citizens recover from the incident.
References: None
Analysis: Members of the emergency management team had created a GoFundMe page
by Monday morning, which they turned over to the Fire Department Auxiliary to manage. They already had an account set up at a local bank for situations such as this. There
are numerous fundraisers set up for the coming weeks sponsored by the Auxiliary, the
United Congregational Church (which also sustained damage, but is pledging its annual
pancake breakfast proceeds to the community), and local businesses. The Auxiliary will
create a committee to oversee distributions from the relief fund and aims to have all funds
disbursed by the end of April.
Recommendations: None
Observation 10.1.2: Strength. Several state political leaders were contacted immediately,
invited into the EOC, and given tours to see the extent of storm damage.
References: None
Analysis: Allowing state political leaders to see the action and destruction makes seeking state reimbursement for expenses an easier case to make.
Recommendations: None
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Representative Kulik meets with town officials

Selectboard Chair John O’Rourke with
Lt. Governor Polito (photo courtesy of The
Andy Castillo, photographer)

Senator Hinds, Chief Baker, Lt. Governor Polito, and
MEMA Director Kurt Schwartz Recorder/Andy
Castillo, photographer)

Senator Hinds with members of the Northwest Massachusetts
Incident Management Team
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SECTION 2: CONCLUSION
The Town of Conway was subjected to an EF1 tornado on February 25, 2017. Overall, response
to the incident was quite successful; however, some areas for improvement were identified that
will be worked upon to help strengthen the Town’s response capabilities. The recommendations
identified within this report will be implemented and tested through further exercises. The following Improvement Plan further outlines those corrective actions that will be taken to ensure
continued strengthening of the Town’s capabilities.

Razed barn (photo courtesy of The Recorder/Paul Franz, photographer)

Thomas home (photo courtesy of The Recorder/Paul Franz, photographer)
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APPENDIX A: IMPROVEMENT PLAN
This IP has been developed specifically for The Town of Conway as a result of a tornado touching down on February 25, 2017.
These recommendations draw on both the After Action Report and the After Action Conference.
Capability
Public Information and
Warning

Operational Coordination

Observation Title Recommendation
1.1.1 Provide
clear and accurate information
to the public
1.2.1 Town staff
found it difficult
to use the
Blackboard
Connect system
2.1.1 The few
ICS positions
that were not
covered were
filled by the
NWMIMT when
they arrived.

Selectboard
members should
take an introductory PIO course
New and existing
town staff should
become more
familiar with the
system
EOC staff and
responders need
more ICS training

2.1.2 Not all
EOC staff knew
their roles

EOC staff need
more practice in
their roles

Appendix A: Improvement Plan

Primary
Corrective Action Capability
Responsible
Description
Element
Agency
Selectboard
Training
Town of
members should
Conway
take an introductory PIO course
A Blackboard
Training
Town of
Connect repreConway
sentative should
be asked to provide a training
All EOC staff and
Training
Town of
responders
Conway
should take basic
ICS training.
EOC staff should
take advanced
ICS training including positionspecific classes
EOC staff should
Training
Town of
participate in exConway
ercises that allow
them to define
their roles, practice them, and
learn about others’ roles within
an ICS structure
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Agency
POC
Tom Hutcheson, town administrator

Start
Date
4/1/17

Completion
Date
3/31/18

Dave
Chichester,
EMD

4/1/17

6/30/17

Dave
Chichester,
EMD

4/1/17

3/31/18

Dave
Chichester,
EMD

7/1/17

12/31/18
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Homeland Security Exercise and Evaluation Program (HSEEP)
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(AAR/IP)

Capability

Conway Tornado 2017

Observation Title Recommendation
2.2.1 Departments from surrounding towns,
regional teams,
and state agencies provided
assistance

Town should request assistance
early in response

The NWMIMT
should conduct
more outreach

2.3.1 Ensure
redundancy in
staffing

2.4.1 The backup EOC was
lacking in necessary equipment and supplies
Appendix A: Improvement Plan

The Town should
work to have redundancy in all
critical emergency
response positions, including
finance/ admin
personnel
The Town should
consider improving its backup
EOC’s capabilities
as well as creating a mobile EOC

Primary
Corrective Action Capability
Agency
Responsible
Description
Element
POC
Agency
Discussions
Planning
FRCOG
Dan Nietsche,
should take
FRCOG
place at the
Emergency
REPC and quarPreparedness
terly EMD meetCoordinator
ings that anytime
a community
MEMA
Pat Carnevale,
feels its reMEMA Region
sponse may go
III/IV Director
beyond one operational period,
they should request assistance.
NWMIMT leadPlanning
NWMIMT
Dennis Annear,
ership should
Team Leader
make presentations at the county fire chiefs’ and
REPC meetings.
See 2.1.1,
above.

Analyze and purchase what supplies and equipment are necessary.
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Dave
Chichester,
EMD

Start
Date
7/1/17

Completion
Date
9/30/17

4/1/17

9/30/17

4/1/17

3/31/18
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Observation Title Recommendation
2.5.1 The IC
received a high
volume of calls

2.6.1 It was unclear who was
authorized to
incur costs

IC should hand
his town cell
phone over to
someone else to
answer his calls
while he focuses
on managing the
incident
The Selectboard
should set policy
on who has the
authority to incur
costs during an
emergency
Town staff and
policy makers
should familiarize
themselves with a
Delegation of Authority
Finance/admin
section chief
should provide
EOC staff with
cost tracking
worksheets during
the first EOC
meeting

Appendix A: Improvement Plan

Primary
Corrective Action Capability
Agency
Responsible
Description
Element
POC
Agency
Designate two
Planning
Town of
Bob Baker, fire
volunteers/staff
Conway
chief
to play this role
for future incidents

Start
Date
4/1/17

Completion
Date
6/30/17

Once policy is
created, it should
be documents in
the Conway EOC
Operations Manual and staff job
descriptions
Read and discuss implications
and preferences
of signing a Delegation of Authority
Cost tracking
worksheets
should be developed or adopted

Planning

Town of
Conway

John
O’Rourke,
Selectboard
chair

4/1/17

6/30/17

Planning

Town of
Conway

Tom
Hutcheson,
town
administrator

4/1/17

12/31/17

Planning

Town of
Conway

7/1/17

9/30/17

Worksheets
should be included in the
Conway EOC
Operations Man-

Planning

Town of
Conway

Tom
Hutcheson,
town
administrator;
Dave
Chichester,
EMD
Tom
Hutcheson,
town
administrator;
Dave

10/1/17

10/31/17
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Capability

Observation Title Recommendation

2.7.1 Procedures to notify
NWMIMT team
members that
they were
needed were
unclear

2.8.1 Scribes
documented
actions taken by
the IC

Information

Conway Tornado 2017

3.1.1 Neither

Appendix A: Improvement Plan

Team SOGs
should be reviewed and updated

County departments should become more familiar with the ICS214 Activity Log
form and make it
standard operating procedure to
note any significant events. Documentation should
begin immediately
upon arriving on
scene.
The Conway EOC

Primary
Corrective Action Capability
Agency
Responsible
Description
Element
POC
Agency
ual along with
Chichester,
instructions to
EMD
hand them out
during the first
EOC meeting
Review and edit
Planning
NWMIMT
Dennis Annear,
SOGs, then disteam leader
tribute to team
members
Set up different
Planning
NWMIMT
Dennis Annear,
levels of reteam leader
sponse with
Shelburne Control
Updated roster
Planning
NWMIMT
Mary Kersell,
should be forPIO
warded to all
team leadership
County fire and
Training
Franklin
Walter
police associaCounty Fire
Tibbetts, Fire
tions should disChiefs
Chiefs Assn.
cuss the use of
Assn.;
chair; David
the 214.
Franklin
Hastings,
County PoPolice Chiefs
lice Chiefs
Assn. chair
Assn.

Update the EOC

27

Planning

Town of
Town of Conway

FOUO

Dave

Start
Date

Completion
Date

4/1/17

5/31/17

4/1/17

6/30/17

4/1/17

4/15/17

7/1/17

10/31/17

5/1/17

9/30/17
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Capability
Sharing

Conway Tornado 2017

Observation Title Recommendation
the Board of
Health nor the
highway superintendent knew
the Town had
declared a state
of emergency

3.1.2 Residents
were unclear
how to reach
town officials to
get situation
updates

Operations Manual should state
who should notify
whom with what
information when
Town should consider providing
town-owned cell
phones for the
highway superintendent and police
chief
Consider adding
more phone lines
to Town Hall and
establishing a 1800 or Google
Voice number
before the next
event
Town should familiarize itself with
available volunteer resources
Town should appoint a volunteer
coordinator

3.1.3 Communication between utility
Appendix A: Improvement Plan

Utility companies
should be in the
EOC for the entire

Primary
Corrective Action Capability
Responsible
Description
Element
Agency
Operations ManConway
ual with current
contact information and notification procedures
Town should
Planning
Town of
consider options
Conway

Agency
POC

Start
Date

Completion
Date

Chichester,
EMD

Tom
Hutcheson,
town
administrator

4/1/17

6/30/17

Town should
consider options

Planning

Town of
Conway

Tom
Hutcheson,
town
administrator;
Dave
Chichester,
EMD

4/1/17

9/30/17

Contact FRCOG
Regional Preparedness department for information
Appoint a volunteer coordinator

Planning

Town of
Conway

Dave
Chichester,
EMD

6/1/17

9/30/17

Planning

Town of
Conway

5/1/17

5/31/17

Town should discuss this policy
with the utility

Planning

Town of
Conway

John
O’Rourke,
Selectboard
chair
Dave
Chicheter,
EMD

7/1/17

12/31/17
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Capability

Conway Tornado 2017

Observation Title Recommendation
company and
EOC needs
improvement

duration of the
response

Access Control
4.1.1 EOC was
and Identity Veri- crowded and
fication
loud

Town should create a plan for restricting access to
the EOC

Infrastructure
Systems

See recommendation for observation 3.1.3

5.1.1 Power
was restored to
all buildings
within 31 hours
of the event
5.1.2 Generator
at elementary
school stopped
working

Replace aging
generator at the
elementary school
Town should familiarize itself with
equipment caches
in the area

5.2.1 Landlines
were down for
hours and the

Town should request a meeting
with Verizon and

Appendix A: Improvement Plan
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Primary
Corrective Action Capability
Responsible
Description
Element
Agency
companies and
document it in
the EOC Operations Manual
Include plan in
Planning
Town of
EOC Operations
Conway
Manual

Replace aging
generator at the
elementary
school
Contact the
Western Region
Homeland Security Advisory
Council at FRCOG

Planning

Town of
Conway

Planning

Town of
Conway

Contact Verizon
and the cell tower owner

Planning

Town of
Conway

Agency
POC

Completion
Date

Dave
Chichester,
EMD; Bob
Baker, fire
chief; Ken
Ouimette,
police chief

9/1/17

12/31/17

Tom
Hutcheson,
Town
Administrator
Ron Sweet,
highway
superintendent;
Dave
Chichester,
EMD; Ken
Ouimette,
police chief;
Bob Baker, fire
chief
Dave
Chichester,
EMD

4/1/17

5/31/17

6/1/17

8/31/17

7/1/17

3/31/18

Town of Conway
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Capability
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Observation Title Recommendation
cell tower ran
out of batteries

Operational
6.1.1 Before the
Communications NWMIMT arrived and set up
its field communications vehicle, it was unclear what radio
frequencies
everyone was
using
Situational As8.1.1 It was unsessment
clear how many
resources were
on scene or
how to allocate
them

Appendix A: Improvement Plan

cell tower owner
to discuss response times and
emergency backup capabilities
Training on the
EOC Operations
Manual should be
provided to all
town responders

Someone should
be assigned as
status check in
from the beginning of the incident
Fire departments
should use the
tagging system
adopted by TriState Fire Mutual
Aid in February
2017
Town should call
on NWMIMT for
resource tracking
assistance early
on in incident

Primary
Corrective Action Capability
Responsible
Description
Element
Agency

Provide training

Agency
POC

Start
Date

Completion
Date

Training

Town of
Conway

Dave
Chichester,
EMD

9/1/17

3/31/18

Tagging system
reviewed at
Franklin County
Fire Chiefs Assn.
meeting

Planning/
Training

Franklin
County Fire
Chiefs
Assn.

Walter
Tibbetts, chair

4/1/17

5/31/17

Include description of NWMIMT
capabilities and
contact information in the

Planning

Town of
Conway

Dave
Chichester,
EMD; Bob
Baker, fire
chief

8/1/17

12/31/17

See recommendation under observation 2.1.1
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Capability

Conway Tornado 2017

Observation Title Recommendation

8.2.1 Maps
were created of
impacted roads,
homes, and the
path of the tornado

Environmental
9.2.1 The Town
Response/Health does not have a
and Safety
debris management plan.

All supply and
resource requests
should go through
the Logistics Section
FRCOG GIS department should
create a laminated road map of
Conway
NWMIMT should
obtain a plotter

Town should obtain or create a
debris management plan

Primary
Corrective Action Capability
Responsible
Description
Element
Agency
EOC Operations
Manual
See recommendation under observation 2.1.1

Agency
POC

Completion
Date

FRCOG GIS department create
a laminated road
map of Conway

Planning

FRCOG

Ryan Clary,
senior GIS
specialist

4/1/17

6/30/17

Obtain donated
plotter from former Northfield
town administrator
The Town should
familiarize itself
with, and adopt,
the Franklin
County Disaster
Debris Management Plan and
pre-arrange contracts with potential debris collection vendors.

Planning

NWMIMT

Tracy Rogers,
deputy team
leader

4/1/17

5/31/17

Planning

Town of
Conway

Tom
Hutcheson,
Town
Administrator

4/1/17

7/31/17

Table A.1 Improvement Plan Matrix
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APPENDIX B: ACRONYMS
Table B.1: Acronyms
Acronym

Meaning

AAR

After Action Report

COAD

Community Organizations Active in Disasters

DCR

Massachusetts Department of Conservation and Recreation

DOT

Massachusetts Department of Transportation

EMD

Emergency Management Director

EMS

Emergency Medical Services

EOC

Emergency Operations Center

FEMA

Federal Emergency Management Agency

FOUO

For Official Use Only

FRCOG

Franklin Regional Council of Governments

GIS

Geographic Information System

IAP

Incident Action Plan

IC

Incident Commander

ICS

Incident Command System

IMT

Incident Management Team

MEMA

Massachusetts Emergency Management Agency

MOA

Memorandum of Agreement

MRC

Medical Reserve Corps

NIMS

National Incident Management System

NWMIMT

Northwest Massachusetts Incident Management Team

NWS

National Weather Service

PIO

Public Information Officer

POC

Point of Contact

SOG

Standard Operating Guidelines

TCL

Target Capabilities List

Appendix B: Acronyms
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APPENDIX C: AFTER ACTION CONFERENCE PARTICIPANTS
Participating Organizations
State
Massachusetts Department of Conservation and Recreation
Massachusetts Emergency Management Agency
Regional
Franklin Regional Council of Governments
Northwest Massachusetts Incident Management Team
Town of Conway
Board of Assessors
Board of Health
Conway Ambulance
Emergency Management
Fire Department
Firemen’s Association
Highway Department
Police Department
Selectboard
Town Administration

Utility trucks line the street (photo courtesy of The Recorder)

Appendix C: After Action Conference
Participants
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