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EXECUTIVE SUMMARY
Overview:
From Memorial Day 2015 (May 4 – June 22, 2015), rains inundated Texas and the Coastal
Bend Region resulting in flooding and the repeated severe weather events continued the
damage into June. Nueces County leaders activated the Emergency Management System.
Governor Greg Abbott declared Nueces County as state disaster areas and impacted families
were identified through FEMA and outreach efforts of nonprofit organizations. Many residents in
Nueces County remain in need of long-term disaster assistance to repair damages sustained
during the severe weather event.
The Nueces County Donations Management Real World Exercise was a full-scale exercise
(FSE) designed to establish a testing environment for participants to exercise Nueces County
emergency management plans, policies, and procedures as they pertain to long-term disaster
recovery from the May/June Severe Weather (FEMA DR-4223). Local representatives from
numerous agencies took part in the planning process and in conducting the exercise and
evaluation.
This After Action Review (AAR) was produced at the direction of Nueces County Office of
Emergency Management with the input, advice, and assistance of the Nueces County
Donations Management RWEx planners.
The Nueces County Donations Management Real World Exercise was held December 19th with
a community cleanup in Banquete, Texas. The Work Period #1 enabled community participants
to work with local government and non-government agencies to clean and repair properties in
their area that had been adversely affected by the May-June 2015, severe weather events.
Major Strengths Demonstrated:
Nueces County Donations Management RWEx is evidence of the growing public safety
partnership between local jurisdictions, Voluntary Organizations Active in Disasters (VOADs)
and Non-Governmental Organizations (NGOs) for the response and recovery from the constant
threat of weather events our nation and communities face.
The goal of the exercise was to evaluate Nueces County’s emergency management plans and
capabilities as they pertain to donations management following an incident necessitating the full
activation of its plan. Since the exercise was a response to a real-world incident, the work that
was accomplished during the exercise enabled improvement in the lives of citizens, improved
community relations, and established confidence within the Banquete community of its own
resilience. The feedback from the community was overwhelmingly positive.
The Coastal Bend Texas Volunteer Organizations Active in Disaster (CBTVOAD) has
established a Long Term Recovery Committee (LTR). The LTR is Coastal Bend Disaster
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Recovery Group (CBDRG), recently established as a 501-C-3, collaborative organization
consisting of nonprofit agencies, government organizations, faith-based groups and concerned
citizens. Households affected by the disaster that did not have adequate personal resources for
basic needs and recovery are being assisted by the organization and the CBDRG played a
major role in the exercise. Volunteer Organizations Active in Disasters (VOADs) have become
active in the regional group and are assisting in the real-world incident.
A Volunteer Reception Center (VRC) was activated in Banquete in accordance of Emergency
Management Plan. The personnel responsible exhibited knowledge of the plan and have
confidence that the activation will lead to improved activated in the future.
Public Information Officer released press releases as necessary and the Coastal Bend
Communication and Alert Network (CBCAN) operated well.
Community participation was high. A key community resiliency factor of neighbor helping
neighbors was demonstrated..
The Salvation Army and Red Cross provided snacks and meals for the work crews.
The National Wildfire Coordinating Group (NWCG) Resource Tracking “T” cards worked well to
track personnel as they completed recovery work orders.

Areas for Improvement:
Additional VOAD groups need to be recruited to bolster the volunteer registry enabling a robust
response when needed. An emotional care component was requested and should be available
as necessary.
Create procedure to identify needs to enable VRCs to pre-stage materials and manpower, then
the volunteers registered through the CBCAN, could be pre-assigned to job duties or work
orders and increase efficiency.
Improve interviews to assess technical skills before assignment would ensure each team had
skills necessary to accomplish the assigned recovery work order.
Additional Incident Management support was identified as a need and should be pre-identified
along with the early set-up of the VRC to establish smoother operation. The Safety Officer’s role
and Supply issue roles are separate in the plan; however personnel shortage made it necessary
to combine roles. Personnel to assist with documentation and general admin/clerical duties
were also needed.
Revised forms, work orders, and Safety Policies should be included in Appendices to Annex T.
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A permanent cache for PPE would enable PPE to be readily distributed during post-disaster
work projects. The Safety Officer role and Supply roles should be separate.
Identify large facilities for a VRC. Appendices to Annex T should include updated VRC
schematic.
Adequate resources such as a tool truck, cleaning supplies, ID bands or badges, copier, and
computers, are necessary for an efficient work period. A permanent cache for PPE, tools, and
supplies is needed.
Vehicles to transport teams to and from work sites.
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EXERCISE OVERVIEW
1.

Exercise Name

Nueces County Donations Management Exercise

2.

Exercise Date(s)

December 19, 2015

3.

Exercise Type

Full-Scale

4.

Exercise Scenario

Real-World Event / Long-Term Disaster Recovery
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Nueces County

Lead Agency

5.

Exercise Location(s)

6.

Participants
Jurisdiction
Nueces County
Coastal Bend Texas
Nueces County
Nueces County
Nueces County
Nueces County
Nueces County
Local
Region
Region
Banquete
Coastal Bend

Banquete, Texas

Agency
Judge’s Office / OEM
Council of Governments
Sheriff’s Office
Constable Pct 3
Social Services
Office of the Commissioner’s
Court Administration
CCNC Public Health District
Banquete Baptist Church
Red Cross
Salvation Army
Citizens / Volunteers
CB Disaster Recovery Group

# of
Participants
2
2
1
1
2
1
1
5
2
2
8
2

Total Participants _____29_____
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EXERCISE SCENARIO EVENTS
Nueces County is one of many counties in Texas under Local, State, and Federal declarations
of disaster from severe storms, tornadoes, straight line winds, and flooding May 4th to June 22nd,
2015. Nueces County Office of Emergency Management identified areas of required update
within the Human Services and Donations Management Annexes of the Nueces County
Emergency Management Plan and exercised the existing Plan to fully evaluate the
effectiveness and revise the Plan accordingly based on the after action review and improvement
plan process.
As a Real-Time event scenario, one of the affected communities within Nueces County,
Banquette, was chosen to test the Donation and Volunteer Annexes of Emergency
Management Plan by standing up a VRC and utilizing volunteers to clean-up and repair damage
to homes caused by the flooding and high winds.
A Volunteer Reception Center (VRC) is a facility where spontaneous, emergent, or unaffiliated
volunteers assemble and receive assigned tasks to assist the disaster victims or community as
a whole. A VRC was opened in the Banquete Community Center, 4359 4th Street, Banquete,
Texas on December 21, 2015. In accordance with the Nueces County Emergency Management
Plan, the Director of Social Services served as the Incident Commander of Donations and
Volunteer activities. Assignments were made to the VRC staff at a just-in-time training as they
arrived on scene and the VRC was arranged to efficiently process the in-coming volunteers.
Although the volunteers were to pre-register through CBCAN and then report to the VRC at a
scheduled time for processing and work assignments, the time scheduling function was not
tested. A general notification alert was sent via CBCAN and performed properly. The
spontaneous volunteers were processed within the VRC.
• Station 1: Reception
• Station 2: Registration- Forms given to obtain contact information, signed permission
and release forms and obtained work experience.
• Station 3- Interview- More in-depth interview of volunteer concerning skills and desired
activities.
• Station 4- Badging
• Station 5- Assignment- Volunteer obtained job sheets with identified skill set and
directed to a team leader and then dispatched to a service assignment/location.
• Station 7- Safety and Supply- Volunteer receive equipment, supplies and safety brief for
expected tasks as dispatched.
The volunteers were instructed to avoid work hazards via safety briefings and were assigned to
a team leader then given work assignments. The teams were dispatched to a residence and
given the tasks to complete. Field observers were deployed and provided situation awareness
to the VRC. Once the tasks had been completed, the volunteers were instructed to return to the
VRC for re-assignment or dismissal.
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EXERCISE OBJECTIVE ANALYSIS
1 Core Capability: Health and Social Services
Objectives within the Capability:
Restore and improve health and social services networks to promote the resilience,
independence, health (including behavioral health), and well-being of the whole community.
Observations & Discussion:
• Through active case work, assessments had been completed and needs of target
community were assessed.
• World Renew (a VOAD) had completed assessments and is new partner in local longterm disaster recovery process.
• The Coastal Bend Disaster Recovery Group had recently been established as a 501-c-3
collaborative organization consisting of nonprofit agencies, government organizations,
faith-based groups and concerned citizens which assisted households affected by the
disaster that did not have adequate personal resources for basic needs and recovery.
• During the Work Period #1, Banquete community members assisted one another in a
cleanup and participation in the recovery efforts in their community.
• CBDRG Spiritual/Emotional Care Subcommittee provided to support to the citizens.
Recommendations:
• Additional VOAD groups needed to be recruited to complete more of the work.
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2 Core Capability: Operational Coordination
Objectives within the Capability:
Establish and maintain a unified and coordinated operational structure and process that
appropriately integrates all critical stakeholders and supports the execution of core capabilities.
Observations & Discussion:
• Operational Coordination went well.
• A Volunteer Reception Center (VRC) was established and volunteers were processed
according to the EMP.
• The VRC set up was revised to enable smoother work flow.
• The average time to process a volunteer was 8.5 minutes. Time was acceptable.
• The location was adequate but in a larger response a larger facility will be necessary.
• Setting up a VRC was a success and instilled confidence in the participants for future
endeavors.
• Utilizing ‘T’ cards worked well for job assignments and should be seen as a best
practice. Identify job site by number on ‘T’ card holder and place volunteer job sheets
with identified skill set on each card holder. Good way to track volunteers and progress
at job site.
Recommendations:
• Additional Incident Management support was identified as a need.
• Early set-up of the VRC is needed to establish smoother operation.
• Revision of forms, including ‘Authorization for Entry’ form, to include documentation of
work assignment completion and incorporation into annex T.
• Secure large facility for a VRC such as a school or community facility such as church.
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3 Core Capability: Planning
Objectives within the Capability:
Conduct a systematic process engaging the whole community as appropriate in the
development of executable strategic, operational, and/or community-based approaches to meet
defined objectives.
Observations & Discussion:
• Pre-identifying needs was difficult. Assessment at job site is a necessity to identify
materials and manpower needed. “Right of Entry” should be signed by owner prior to
volunteer assignment. Job sheets can be created from that assessment.
• Building was adequate for VRC for a small Work Period, but a larger response would
require a much larger building.
• If volunteers registered through the CBCAN, could be pre-assigned to job duties or work
orders, the registration process would be more efficient.
• Safety briefings for the VRC should address general safety but contain specific
instructions as needed applicable to the work assignments.
• The arrangement of the VRC was revised to enable smoother processing of volunteers.
• More systematic planning is needed for the VRC process.
Recommendations:
• As assessments of cases are completed, a summary of needs should be compiled to be
able to pre-stage materials and manpower.
• Secure larger facility for a VRC such as a school or community center like church.
• Volunteers registered through the CBCAN, could be pre-assigned to job duties or work
orders.
• Safety Briefings should be held in a separate area or room so that distractions are
minimized.
• A Safety Policy should be developed to encourage safety awareness and establish
procedures for notifying the chain of command in the event of an accident (contact
information). Required equipment should also be included with a written safety plan.
• Appendices to Annex T should include updated VRC schematic.
• A permanent cache for PPE would enable PPE to be readily distributed during postdisaster work projects. The Safety Officer role and Supply roles should be separate.
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4 Core Capability: Public Information and Warning
Objectives within the Capability:
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 and, as appropriate, the
actions being taken and the assistance being made available.
Observations & Discussion:
• News releases were sent in a timely manner via the PIO.
• CBCAN operated well as anticipated for mass communication but did not test the Clinic
Assignment (scheduling) function.
Recommendations:
• Develop a shape file to enable identifying specific cities or areas within Nueces County
to generate a Reverse Alert message for soliciting volunteers. Reverse Alert has preidentified volunteers but unable to notify only those registered outside of the City of
Corpus Christi.
• Personnel familiar with the full capability of CBCAN need to train others to utilize the
Clinic Operations module.
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CONCLUSIONS
Nueces County Donations Management RWEx successfully evaluated Nueces County’s major
components of the Donations and Volunteer Annex of the Emergency Management Plans. The
core capabilities tested were Health and Social Services, Operational Coordination,
Planning, and Public Information and Warning. Since the exercise was a response to a realworld incident, the work that was accomplished during the exercise enabled improvement in the
lives of citizens, improved community relations, and established confidence within the Banquete
community of its own resilience.
The citizens of the community of Banquete feel more empowered to help their neighbors after a
disaster and know how to contact volunteer organizations for additional help when needed. The
Nueces County emergency management team identified areas of improvement within the Plan
and understands areas that need to be addressed.
Because the exercise was a response to a Real-World event, not only did plans and personnel
receive testing and training, a small community was given tools to become more resilient.
Fifteen families are one step closer to recovery from the flooding.
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COASTAL BEND COORDINATION & ALERT NETWORK (CBCAN)
HTTP://WWW.COASTALBENDCAN.ORG/

Started in 2012, the Coastal Bend Coordination and Alert Network (CBCAN) provides tools for
response agencies that help any Coastal Bend & South Texas community be better prepared
for local emergencies and resilient to major disasters. We encourage all jurisdictions, response
and support agencies, responders, local businesses, staff and residents from across the region
to join with others from South Texas to prepare for emergencies
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ACRONYMS PAGE
Acronym or
Abbreviation
AAR
CBCAN
CBCOG
CBDRG
CBTVOAD
CCNC PHD
FEMA
LTR
MOA
OEM
PPE
VOAD
VRC

Definition or Term
After Action Report
Coastal Bend Communication and Alert Network
Coastal Bend Council of Governments
Coastal Bend Disaster Recovery Group
Coastal Bend Texas Volunteer Agency Active in Disaster
Corpus Christi Nueces County Public Health District
Federal Emergency Management Agency
Long Term Recovery
Memorandum of Agreement
Office of Emergency Management
Personal Protective Equipment
Volunteer Organizations Active in Disasters
Volunteer Reception Center
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CORRECTIVE ACTION/IMPROVEMENT PLAN
Objective

Recommendation

Improvement/ Corrective Action

Responsible
Party/Agency

1.1 VOAD
relationships
developed to
increase volunteers
as a resource during
disaster/recovery
operations.
1.2

Additional VOAD groups needed to be
recruited to complete more of the
work.

Develop and sign MOAs with VOADs
operating in Nueces County.

Additional VOAD groups needed to be
recruited to complete more of the
work.

Partner with VOAD groups for support
of the work. Sign and maintain MOAs
as necessary.

1.3

Additional Incident Management
support was identified as a need.

CBCOG
provide
Nueces
County Social
Services for
review and
Approve.
Nueces
County OEM,
Social
Services
Lesson
Learned

2.1 VRC locations
coordinated and
prepared.
2.2
3.1 Coastal Bend
Communication &
Alert Network
(CBCAN) utilized to
enhance operations.

This is a lesson learned. Combining of
job assignments listed in Annex T is
not recommended.
Secure large facility for a VRC such as Identify schools as potential facilities
a school.
in Annex T.
Early set-up of the VRC is needed to
establish smoother operation.
Volunteers registered through the
CBCAN, could be pre-assigned to job
duties or work orders.

Set up VRC one day prior to expected
operations.
Provide for earlier planning for use of
on-line registrations. Include
registration in Annex T. Job boss to go
onsite ahead and get right of entry
signed.

Projected
Completion
Date
August 31,
2016

August 31,
2016 and
ongoing
Completed

CBCOG

May 30,
2016

Lesson
Learned
CBCOG

Completed
May 30,
2016
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3.2

4.1 Documentation
created and process
prepared for
volunteer utilization.
4.2

4.3
4.4

5.1 Safety plan and
briefing prepared
and volunteers
trained and equipped
with PPE..
5.2

Personnel familiar with the full
capability of CBCAN need to train
others to utilize the Clinic Operations
module.
Revision of forms, including
Authorization for Entry’ form, to
include documentation of work
assignment completion.
As assessments of cases are
completed, a summary of needs
should be compiled to be able to prestage materials and manpower.
Appendices to Annex T should include
updated VRC schematic.
Develop a shape file to enable
identifying specific cities or areas
within Nueces County to generate a
Reverse Alert message for soliciting
volunteers.
Safety Briefings should be held in a
separate area or room so that
distractions are minimized. The Safety
Officer role and Supply roles should
be separate
A Safety Plan should be developed to
encourage safety awareness and
establish procedures for notifying the
chain of command in the event of an
accident (contact information).
Required equipment should also be
included.

Training to utilize the Clinic Operations CCNC Public
module.
Health
District

August 31,
2016

Revise of forms for Entry and
documentation of work completed.

CBDRG

Completed

Develop process procedure to provide
assessments, volunteers, and
materials.

CBDRG

Completed

Update Annex T

CBCOG

May 30,
2016

Develop a shape file

City of
Corpus
Christi OEM

Provide standalone safety briefings.
No requirement exists to combine
safety brief. Securing a larger facility
would help facilitate. Larger facility is
covered under separate action.
Safety Plan is tailored to the specific
response and conditions. Utilized
trained safety officers to prepare the
brief.

Lesson
Learned

Completed

NC OEM

Completed
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6.1 VRC Materials &
PPE cache created
VRC for rapid
deployment.
6.2

Deployable VRC in a box created.

Copies of forms and signs made, ID
bands, copier, and computers ready
for deployment.

Nueces
County Social
Services

August 31,
2016

A permanent cache for PPE would
enable PPE to be readily distributed
during post-disaster work projects.

Provide warehouse to allow for
caching of supplies.

CBDRG

August 31,
2016

When complete, submit to TDEM Exercise Unit.
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