DRAFT       MEMORANDUM       DRAFT
To:
Traffic Incident Management Group 
From:
Tom Reinauer, Transportation Director – Southern Maine Regional Planning Commission
Date:
May 10, 2010
RE: 
After Action Report – Truck fire near mile 17 northbound on the Maine Turnpike

A Post-Incident Review meeting was held on May 10, 2010.  Departments and agencies in attendance included:  

· Maine Turnpike Authority
· Maine Department of Environmental Protection (DEP) response team

· National Wrecker Service

· Wells Fire Dept (4 reps)
· Ogunquit Fire Dept (2)
· Kennebunk Fire Dept (2)
· Wells Police Dept (2)
· York Police Dept

Type of incident:  Tractor trailer loaded with wooden pallets caught fire, pulled into the breakdown lane and stopped near mile 17 on the Maine Turnpike, just south of Exit 19 in Wells.  The driver was not aware of the fire until other motorists signaled that there was a problem.
Date of incident: April 30, 2010, approximately 1:30 pm
Summary of events:

· Friday, April 30 was a warm, windy, and dry day during a long dry spell.  There was a Red Flag Warning in effect that day issued by the National Weather Service due to the severe fire danger.
· The original call for the fire came in a 1:37 pm, and the Wells Fire Department responded to the scene.  

· When the Wells FD arrived, the Maine State Police had already stopped traffic northbound on the Turnpike, which allowed the FD to set up their equipment near the truck.
· The Maine State Police also had the dispatch center in Gray notify the New Hampshire State Police in Epping so they were aware of the incident, and might experience traffic back-ups. 

· Wells FD served as the Incident Commander throughout the event.
· Ogunquit FD received a call, and also received notice of the fire from the Mt. Agamenticus fire tower.  They responded to the scene with two engines.

· The York Village Fire Dept also responded.

· All available water from the fire vehicles was expended on the fire, and there was a small gap in fire suppression until a water line was able to be established.

· Kennebunk FD was called also, and proceeded to set up on Route 9B – providing water to the scene via hydrant and 1,000 feet of five inch hose.
· The Wells Police Department proceeded in closing 9B to vehicle traffic due to the location of the hydrant and the hose across the roadway.
· A grass fire started adjacent to the truck on the side of the highway, but was quickly extinguished before reaching the woods.  

· National Wrecker was called by the Maine State Police at approximately 1:50pm and responded to the scene.  They subsequently off-loaded pallets from the trailer, pumped fuel from the vehicle, and removed the vehicle from the scene following the fire suppression efforts.
· The Maine Turnpike Authority also provided a loader with fork attachments to assist in removing the pallets.

· Some of the fire equipment accessed the highway using the emergency entrance/exit to Captain Thomas Road in Ogunquit.
· The incident was cleared and all lanes of traffic opened by about 7:30pm.
Highlights and/or areas of success for this particular incident:  

· All departments did an excellent job in extinguishing the fire under very difficult weather conditions – especially keeping the fire from spreading to the forest adjacent to the Turnpike.
· The State Police shut down traffic on the Turnpike, which allowed the fire departments to optimize the scene from the start.

· The location of the incident, although water was an issue, could have been much worse – particularly if the driver had decided to stop near or under the nearby overpass.
· Having the additional information from the Fire Tower on Mt. Agamenticus allowed responding agencies to get a better idea of what type of fire they were responding to – and subsequently decide what type and number of apparatus to send to the scene.
· National Wrecker was called very early into the incident, which gave them time to assess the situation and determine what equipment was needed.
Areas which were determined to be in need of improvement or could be changed:

· The Incident Commander (IC) could have used additional support during the incident.  The group discussed several issues related to this topic:
1. It would have been helpful to have an additional person to assist and to help follow up with logistics, but that is not always possible due to staffing issues and on-scene availability.

2. Having a representative from other departments and agencies stay close by the IC during the incident would have helped with communications.  There were a few instances when the IC was not aware of valuable information, or found out later than was necessary.  One example given was the call to National Wrecker, and also the request for specific equipment needed.  Setting up an area for a Unified Command near the scene may have worked better.
3. It was pointed out that everyone was obviously busy with their own tasks during the incident, which made it difficult to check back in or stay near to the IC.

4. It may have been better if the incident command location was not so close to the fire, but set back a distance from the incident in a different location.

5. It was mentioned that some of the municipal police departments and also Maine Turnpike Authority employees are not trained in the Unified Command Structure. 

· Although the Captain Thomas emergency exit was useful during the incident, it somehow remained opened or unlocked afterward – allowing other vehicles to use it to avoid the Turnpike traffic caused by the incident.

· There was a good deal of discussion regarding the decision to occupy all three traffic lanes during the incident.  The group agreed that given the circumstances, weather conditions and the intensity of the fire, all departments did the best they could.  All municipal departments are very aware of the need to open the highway as quickly as possible, and understand the importance of keeping travel lanes open if at all possible.  
1. There may have been an opportunity to position the vehicles differently had they been able to access the site from the north (heading south in the northbound lanes).  This may be explored in the future as an option for the fire departments – working in collaboration with the State Police.
· Concern was expressed regarding the ability of agencies to respond to another incident if it occurred somewhere in the back up of traffic, which was over 10 miles long.
· Dispatch centers and agency contacts were kept very busy answering calls from people stuck in traffic, and others, concerned about the length of the road closure.  Many of these people were using 911.
· Although the Turnpike Authority sent a message to the variable message sign located south of the incident, the sign did not activate.
· It would have been beneficial to have a more effective detouring effort to have motorists exit the highway in York.
· The Call Tree established by the Traffic Incident Management Group was not used during the incident.
· Knowing where existing hydrants are located near the Turnpike would be helpful information for departments responding from other towns/cities, which may not be familiar with where they are or their flow rates/capacity.
· There seemed to be a lack of adequate detour information during the incident.
Recommendations:

· Provide more information to municipal departments regarding the assistance available to them through the County EMA.
1. The York County Emergency Management Agency has an Incident Management Assistance Team that is available on call for any incidents where they are needed.  YCEMA can send one person or up to a full ICS structure based on the nature and size of the incident.  This could be a valuable asset to the Incident Commander during events – giving that extra, focused support based on what is needed.  For larger events, departments can also request the County Command Vehicle for operations.
· SMRPC will work with municipal fire departments to gather information on the location of all hydrants within a certain distance of the Maine Turnpike, and develop maps in paper and electronic (perhaps PDF) format to all departments.
1. Other information such as type of hydrant and flow rates should be noted directly on the maps
2. Existing detour routing maps should be reviewed to take into account the possibility that some roads may need to be closed to traffic due to hydrant locations (as occurred with Route 9B in this incident)
· SMRPC will provide mapping information for streams/rivers/ponds for the area, with the goal of locating possible sites for additional dry hydrants.
1. The Maine Turnpike and SMRPC should meet with municipal departments to discuss location and feasibility of any sites that have potential
2. It was noted that one downside to the dry hydrant idea is that it requires additional equipment during an incident, which may not help the lane closure issue.
· It was recommended that dispatch may be able to assess whether the incident is reaching a level that would benefit from a Unified Command.  Dispatch could then remind the Incident Commander that this may be an option to consider.
1. The Traffic Incident Management communication subcommittee will meet with dispatch staff to discuss this option and see if it is feasible.
2. Possibly provide more training to dispatchers on Unified Command.
· SMRPC should organize a table-top exercise, where the Maine State Police, the Maine Turnpike Authority, and local police and fire departments discuss vehicle positioning and staging during incidents.
· Provide more training to Maine Turnpike Authority staff, particularly on Unified Command.
· The Maine Turnpike Authority should consider supplying keys to the emergency exits to National Wrecker, and other towing and recovery businesses as appropriate.
· The Traffic Incident Management Group should continue to get buy-in from police and fire department regarding the Call Tree and Detour Maps.  Meet with both chief’s associations as soon as possible.
· SMRPC currently is working with both the Maine and NH towing/recover associations and have a list of equipment for NH.  They should share this equipment list with all agencies and work to receive/gather a list for Maine towing companies.
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