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KCRCOAD  
Emergency/Incident Operations Guide 

(EIOG)  

A guide for the KCRCOAD Committees, KCRCOAD 
membership organizations and Emergency 

Management to organize KCRCOAD efforts in 
support of Regional, County and Local Emergency 

Management RESPONSE and RECOVERY 
operations during incidents, emergencies and 

man-made or natural disasters  
 



Contact Information 

The Kansas City Regional Community Organizations Active in Disaster (KCRCOAD) Emergency/Incident 
Operations Guide (EIOG) contact information has personal (in red bold) cell phone numbers and 
personal (in red bold) emails of our volunteers for use by our Emergency Management for immediate 
life safety, Emergency/Incident Response. If you are a City or County Emergency Management Director 
and have a Request For Assistance (RFA) please contact the following KCRCOAD Executive Committee 
(EC) members so we can assemble the KCRCOAD team for Response and Recovery support to your 
Emergency/Incident. Please be considerate and judicious when sharing the red bold contact 
information.: 
 

Dr. Jennifer 
L’Heureux 

KCRCOAD Chair  

Vacant KCRCOAD Vice Chair  

Aly Breeze KCRCOAD Treasury Chair  

 

Stephanie Spitz KCRCOAD Membership Chair  

John Ezell 

Emma Boyd 

Mass Care Committee Co-Chair-KS 

Mass Care Committee Co-Chair-MO 

 

Shayna Deitchman KCRCOAD Secretary  

Dan Reece KCRCOAD Planning, Training, Exercise, 

Operations Committee Chair (PTEOC)  

 

 

For general and public information please contact United Way of Greater Kansas City (816) 474-5112 or 

https://unitedwayGKC.org   and refer to the KCRCOAD website KansasCityRegionalCOAD.org   

When the KCRCOAD is active in Volunteer and/or Financial/Materials Management operations visit the 

KCRCOAD website at https://www.kansascityregionalcoad.org/ and not the previous KCRCOAD website 

which is not in use.  

For questions or comments regarding improvements to the EIOG, please email the KCR COAD PTEOC at 

Danntb1@msn.com . 

 

 

 

 

Introduction 

https://unitedwaygkc.org/
https://www.kansascityregionalcoad.org/
mailto:Danntb1@msn.com


The Kansas City Regional Community Organizations Active in Disaster (KCRCOAD) Operations Guide 

(EIOG) is designed as a guide for our City and County Emergency Management (EM) teammates and our 

internal KCRCOAD Committees and Membership organizations to align efforts along the NIMS/ICS 

structure.  That being said, there will be numerous ICS/NIMS EM terms used throughout this guide. If 

you have questions on the terms and structure in this guide, please contact the KCRCOAD Planning, 

Training, Exercise, Operations Committee (PTEOC) Chair to answer your questions and to point you to 

the helpful free FEMA EMI Independent Study (IS) online training and FEMA parent documents.  

https://training.fema.gov/is/ Did we mention the training is free?  Let’s get started.  

The KCRCOAD’s operating region is the same as the nine-county Metropolitan Emergency Managers 

Committee (MEMC) which includes Cass, Clay. Jackson, 

Platte and Ray counties in Missouri and Johnson, 

Leavenworth, Miami and Wyandotte counties in Kansas. 

We, the KCRCOAD, respect that our membership and 

partners can get fatigued with constant and/or daily 

requests that are not considered a “Disaster” so to 

prevent that fatigue we remind our teammates that the 

trigger to assembling the KCRCOAD for full activation is a 

Requests For Assistance (RFA) from a City or County 

Emergency Managing Director (EMD) in the MEMC region.  

To be clear the EMD can and should immediately contact 

any and every organization to provide support to save 

lives and reduce suffering of our neighbors and residents.  

The KCRCOAD is another organization with unique 

relationships, skill sets, experience and focus that offers 

support at zero cost to the requesting EMD.  This is 

important because there are emergencies/incidents that 

fall below the threshold of State or Federal disaster financial support. Activation and deployment of 

KCRCOAD member capability outside of the MEMC region is more by exception than by the norm but it 

is perfectly ok to ask.  We encourage all counties and regions outside of the nine MEMC counties to 

develop their local/regional COAD to ensure a rapid response. We also encourage local and county 

Emergency Managers to develop their Local and County COADs! The KCRCOAD is willing to share our 

expertise to help others build their COADs tailored to their region. 

The KCROAD is always looking for partners to become members to support our EMD in their efforts to 

save lives and reduce suffering.  City, County, Region, State and Federal Emergency Management 

communities have recognized the value of a Whole of Community (WC) approach is much more 

effective in saving lives and reducing suffering which is why so many Emergency Managers are KCRCOAD 

committee members.  We are always listening to and reviewing capability shortfalls of our regional (KS 

and MO MEMC region) response in disasters. We then approach our community partners to join the 

KCRCOAD who are willing and able to provide free capability to our Emergency Managers during a 

disaster.  If you know of an organization is in our MEMC region who is willing to join the team to help 

save lives and reduce suffering, please contact our KCRCOAD Membership Committee. 

 

https://training.fema.gov/is/


 



Phases (Misson Areas) of Emergency Management 

The five phases (Mission Areas) of Emergency Management are PREVENTION, PROTECTION, 

MITIGATION, RESPONSE, and RECOVERY. The KCRCOAD predominantly focuses on RESPONSE and 

RECOVERY (hence the name Community Organizations Active in Disasters) which is why it is imperative 

to have a working relationship with our City and County Emergency Management (EM) teammates prior 

to and during an Emergency/Incident so we can properly and effectively provide support during both 

RESPONSE and RECOVERY phases.  Below is the overview of the DHS Federal five phases. 

   

 

 

 

 

 

https://www.fema.gov/sites/default/files/2020-06/national_preparedness_goal_2nd_edition.pdf (page 

3) 

The Incident Commander (IC) is the person who is selected by (and most often is) the Emergency 

Management Director (EMD or just EM).  The IC has Overall Priorities that he/she is working on so as we 

provide support, we, KCRCOAD, also need to understand their priorities as we engage to support them. 

From the EMI slide deck on IS 200 

 

“Overall Priorities Throughout the incident, objectives are established based on the following priorities: 
• First Priority: Life Safety 
• Second Priority: Incident Stabilization 
• Third Priority: Property Preservation 

Overall priorities for an incident define what is most important. These are not a set of steps, you do not 
complete all life safety actions before you start any efforts to stabilize the incident. Often these 
priorities will be performed simultaneously.” 

https://www.fema.gov/sites/default/files/2020-06/national_preparedness_goal_2nd_edition.pdf


 

https://emilms.fema.gov/is_0200c/groups/75.html#:~:text=Throughout%20the%20incident%2C%20obj
ectives%20are%20established%20based%20on,Priority%3A%20Incident%20Stabilization%203%20Third
%20Priority%3A%20Property%20Preservation  
Remember to keep in mind our AFN community and all communities when planning across all phases 

and when executing all operations. 

“Access and Functional Needs: Persons who may have additional needs before, during and after an 

incident in functional areas, including but not limited to: maintaining health, independence, 

communication, transportation, support, services, self-determination, and medical care. Individuals in 

need of additional response assistance may include those who have disabilities; live in institutionalized 

settings; are older adults; are children; are from diverse cultures; have limited English proficiency or are 

non-English speaking; or are transportation disadvantaged.” 

https://www.fema.gov/sites/default/files/2020-06/national_preparedness_goal_2nd_edition.pdf (page 

A-1) 

  

https://emilms.fema.gov/is_0200c/groups/75.html#:~:text=Throughout%20the%20incident%2C%20objectives%20are%20established%20based%20on,Priority%3A%20Incident%20Stabilization%203%20Third%20Priority%3A%20Property%20Preservation
https://emilms.fema.gov/is_0200c/groups/75.html#:~:text=Throughout%20the%20incident%2C%20objectives%20are%20established%20based%20on,Priority%3A%20Incident%20Stabilization%203%20Third%20Priority%3A%20Property%20Preservation
https://emilms.fema.gov/is_0200c/groups/75.html#:~:text=Throughout%20the%20incident%2C%20objectives%20are%20established%20based%20on,Priority%3A%20Incident%20Stabilization%203%20Third%20Priority%3A%20Property%20Preservation
https://www.fema.gov/sites/default/files/2020-06/national_preparedness_goal_2nd_edition.pdf


An Emergency or an Incident has just occurred in the MEMC region: 

 

 

 

 

 

An EMERENCY/INCIDENT just occurred in the KCRCOAD MEMC Region.  The First and Emergency 

Responders are responding with Life Safety, Incident Stabilization, Property Preservation efforts under 

the direction of the Incident Commander (IC).  The Emergency Management Director (EMD) is working 

with the IC (and often they are the IC) assessing the situation for the community’s needs and are 

considering activating their Emergency Operation Center (EOC) and determining which Emergency 

Support Function (ESF) they will use to organize their efforts in this RESPONSE Phase.  Once the EMD(s) 

organize their EOCs by ESF they will simultaneously reach out to their local and regional community for 

support. If the local community does not have that capability available, the EM will reach out to 

neighboring jurisdictions and the State for capability.  At the same time the EMD(s) can and should 

contact the KCRCOAD since there are unique capabilities that the KCRCOAD has on the ready (Mission 

Ready Packages- MRPs) or can find that capability, for free, through our community partners. Below is 

the communication flow chart for our EMD’s in the beginning of the RESPONSE phase.  Note that any 

EMD may contact the KCRCOAD to let us know a situation is developing even though there are may not 

be any known Request For Assistance (RFAs).  

The Emergency Managing Director (EMD) decides to contact the KCRCOAD to 

set up a time to meet with their Request For 

Assistance (RFS(s)): 

 

 

 

 

 

 

 

 

The Chair, if unavailable then the Vice Chair, will contact the EC members (via text, phone call, Email, 

etc.) and the PTEOC Chair to synchronize a time to virtually meet with the Emergency Manager.  Certain 

KCRCOAD EXECUTIVE 

COMMITTEE (EC) 

KCRCOAD Chair 

KCRCOAD Vice Chair 

KCRCOAD Treasury Chair 

KCRCOAD Membership Chair 

KCRCOAD Secretary 

KCRCOAD Mass Care Chair 

KCRCOAD Planning, Training, 
Exercise, Operations 
Committee Chair (PTEOC) 

City and/or County 
Emergency 
Management 
Director (EMD) 

Phone, text, E-mail 
KCRCOAD 
Executive 
Committee 
(EC) starting 
from the 
top 

The 

City or 

County 

EMD is 

in this 

Phase 



KCRCOAD Committee Chair and Vice Chairs may be needed for this initial meeting based on the Chair’s 

initial assessment.  Please remember to not propagate initial information from the Emergency 

Manager(s) outside of the KCRCOAD as Public Information is the EM’s function NOT the KCRCOAD 

unless requested- we need their frank, initial and even incomplete assessment of their situation and 

needs.   

During the initial virtual meeting: 

The KCROAD Chair will chair the virtual meeting in this order: 

1. Reminder to not propagate preliminary, incomplete and draft information unless specifically 

requested to distribution by the Emergency Manager/Incident Commander/Emergency Operation 

Center Chief 

2. Introduction of the virtual meeting participants  

3. The impacted Emergency Management Director/Incident Commander/Emergency Operation Center 

Chief will brief: 

a. The “activation level” of their EOC (Each EOC may use KS, MO, FEMA or their own levels) 

b. The situation with the information that they currently have: 

1) Approximate location and area impacted 

2) Estimated number of dead/injured 

3) Impact to Community Lifelines (Critical Infrastructure/Key Resources) and change from 

green status  

4) Community RESPONSE needs (and, if time permits, future RECOVERY needs) 

5) Any specific Request For Assistance (RFA) and rapid/immediate request for Mission Ready 

Packages (MRPs) notification/activation/deployment  

c. The EM’s Point of Contact for their RFAs  

d. Synchronization with KCRCOAD LNO for tracking of KCRCOAD’s membership and support 

volunteer hours, material donations, dollar equivalent use of equipment, etc.  (see Tracking 

of KCRCOAD’s membership and support paragraph for the rationale and value of 

time in the effort) and updated metrics. 

e. Schedule for follow on meetings 

4. The follow discussion of the mission sets and mission analysis will be directed by the Chair and 

discussions outside scope will be “parked” for off line discussion based on the Chair’s assessment. 

5. Mission Analysis is where partners begin discussion of solutions to meet the EM’s community needs.  

6. The Chair will determine activation level of the KCRCOAD “ICS like” EOC and which KCRCOAD 

Committees’ will be “activated” (they activate their written Emergency/Incident section of their 

Committee descriptions).  

7. The Chair will assign KCRCOAD teammates to lead our KCRCOAD “ICS like” Emergency Operations 

Center positions based on experience and availability: 

a. EOC Director 

b. Specific KCRCOAD Committees (instead of Operations we will use KCRCOAD Committees) 

c. Public Information Officer 

d. Liaison Officer (LNO) as the single point of contact with the Incident EOC/EM.  For multiple 

incidents then multiple LNOs  



e. The KCRCOAD EOC Director will identify which KCRCOAD teammate will lead synchronization 

(through the assigned LNO to the EMD/IC) of this effort and will report out in each KCRCOAD 

EOC meeting. 

f. Planning Coordination Section Chief 

g. Finance/Administration Coordination Section Chief 

 

8. The Chair may assign additional Liaison Officers (LNO) to the appropriate EM teammate’s teams- 

This could be RAPIO, the MAC, etc.  To prevent confusion please coordinate communications with 

the LNO when speaking on behalf of the KCRCOAD Emergency Operations Center or positions.  If 

you are representing your member’s organization, please begin the message with your organization 

and do not include the KCRCOAD as your function. This applies to emails, texts and virtual calls- to 

summate identify what “hat you are wearing” before you speak. 

9. The Chair will assign a KCRCOAD representative to synchronize, develop and distribute a timeline 

and schedule for future meetings to allow for the KCRCOAD to support with our Whole Community 

(WC) effort. 

10. The KCRCOAD EOC director will assign someone to track the RFAs by city to ensure the RFA is 

supported and the progress of the support.  A RFA tracker excel sheet is just one possible tool to 

use. 

11. SAVE LIVES AND REDUCE SUFFERING! 

Request For Assistance (RFA) 

While we are not tied to a specific format for the Request For Assistance (RFA), we have found that 

during large incidents it helps to track RFA so we can continue or call complete each RFA. We prefer to 

use the MARC ESF #7 format but we can use any RFA format that the EM team provides e.g. voice, 

email, text, etc.  

  



 

KCRCOAD’s “ICS-like” EOC Structure 

The KCRCOAD EOC will start with the Federal Level NIMS “ICS-like” EOC Structure (found in NIMS Tab 1 

page 118) with certain KCRCOAD committees aligning/replacing the Operations Coordination Section. 

Others like Donations Management may be aligned to the Finance/Administration Coordination Section, 

etc. 

https://www.fema.gov/sites/default/files/2020-07/fema_nims_doctrine-2017.pdf 

(Tab 1 page 118) 

“Tab 1—Incident Command System (ICS) or ICS-like EOC Structure”  

“Many jurisdictions/organizations opt to use an ICS or ICS-like structure in their EOCs. This is typically 

because people are familiar with the structure, and it aligns with what is used in the field. Additionally, it 

is a useful functional breakdown, particularly for EOCs that might take on operational missions.” 

 

 

“EOC Command Staff  

The EOC Command Staff (often called EOC Management Staff to clarify that they do not command on-

scene operations) includes an EOC director who guides and oversees EOC staff and activities. The EOC 

Command Staff typically includes a PIO and may include others such as a Legal Advisor and a Safety 

Officer. The EOC director, possibly with the support of Command Staff, sets EOC objectives and tasks, 

integrates stakeholders, works with senior officials to facilitate the development of policy direction for 

incident support, and ensures the dissemination of timely, accurate, and accessible information to the 

public.   

Operations Coordination Section 

KCRCOAD 
Committees 

https://www.fema.gov/sites/default/files/2020-07/fema_nims_doctrine-2017.pdf


 Operations Coordination Section staff help ensure that on-scene incident personnel have the resources 

and operational support necessary to achieve incident objectives and address leadership priorities. The 

staff in this section are often organized functionally—by Emergency Support Function (ESF) or Recovery 

Support Function (RSF), for example—and are the primary points of contact for on-scene response 

personnel within their respective functions. They coordinate closely with incident personnel to identify 

and address unmet resource needs. When necessary for geographically widespread or complex 

incidents or when establishing a local ICP is not possible, staff in the section can also support operational 

activity directly from the EOC.   

Planning Coordination Section  

The Planning Coordination Section has two primary functions: managing situational awareness efforts 

and developing activation-related plans. Staff in this section work closely with personnel in the ICS 

Planning Section to collect, analyze, and disseminate incident and incident-related information, 

including integrating geospatial and technical information and developing reports, briefings, and 

presentation products for a variety of stakeholders, including leadership, EOC personnel, and other 

internal and external stakeholders. Planning Coordination Section personnel also facilitate a standard 

planning process to achieve the EOC objectives and provide a range of current and future planning 

services to address current needs and anticipate and devise the means to deal with future needs.  (page 

118)  

Logistics Coordination Section  

Logistics Coordination Section staff provide advanced resource support to the incident. They work 

closely with Operations Coordination Section staff to source and procure resources by implementing 

contracts or mutual aid agreements or by requesting other government assistance (e.g., local or tribal to 

state, state or tribal to Federal). Staff in this section also provide resources and services to support the 

EOC staff. This includes information technology (IT) support, resource tracking and acquisition, and 

arranging for food, lodging, and other support services as needed. 

Finance/Administration Coordination Section  

Finance/Administration Coordination Section staff manage the activation’s financial, administrative, and 

cost analysis aspects. Finance/Administration Coordination Section staff track all expenditures 

associated with the activation, including monitoring funds from multiple sources. Reporting on costs as 

they accrue enables EOC leadership to estimate needs accurately and request additional funds if 

needed. Finance/Administration Coordination Section staff may provide administrative support to other 

EOC sections. In some cases, the EOC Finance/Administration Coordination Section staff assume 

responsibilities of their ICS counterparts and perform functions on their behalf.”  (page 119) 

Below is an example of KCRCOAD “EOC like” structure with the Operations Coordination Section 

replaced by KCRCOAD Committees.  We will likely use this structure: 



 

Levels of EOC Activations- Kansas, Missouri, Federal  

The KS, MO State EOC and FEMA Federal EOC have differing levels of activation and each city and county 

are unique and also may have differing EOC structures and EOC activation levels so remain flexible. 

Kansas KDEM EOC Activation Levels

https://www.kansastag.gov/DocumentCenter/View/1262/2022-Kansas-Response-Plan-PDF?bidId=  

(page 38) 

Missouri SEMA EOC Activation Levels 

https://sema.dps.mo.gov/maps_and_disasters/sema-activation-levels.php 

The KCRCOAD Emergency Opera ons Center (EOC  is Fully ac vated Level  
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https://www.kansastag.gov/DocumentCenter/View/1262/2022-Kansas-Response-Plan-PDF?bidId=
https://sema.dps.mo.gov/maps_and_disasters/sema-activation-levels.php


 

FEMA Federal EOC Activation Levels 

 

 

https://www.fema.gov/sites/default/files/2020-07/fema_nims_doctrine-2017.pdf 

(Page 39) 

Community/Component Lifelines  
City County EOC(s) may or may not use the FEMA Federal recommended Life Lines as an assessment 

tool for their situational awareness slides but be aware of this system as many EMs use this method of 

situational awareness.  

https://www.fema.gov/sites/default/files/2020-07/fema_nims_doctrine-2017.pdf


 
https://www.fema.gov/emergency-managers/practitioners/lifelines-toolkit/lifelines-icons  

 

https://www.fema.gov/sites/default/files/documents/fema_lifelines-toolkit-v2.1_2023.pdf  

 

KCROAD Operational Phases of RESPONSE and RECOVERY 

The KCRCOAD will align our operational phases with the impacted EM’s phase whenever possible.  There 

may be a situation where there are multiple impacted areas in different jurisdictions.  This could lead 

the KCRCOAD to operate across both the RESPONSE and RECOVERY phases.  It is possible for an EM 

jurisdiction to cease RESPONSE and not continue in the RECOVERY phase.  It is important to 

communicate with the EMD to determine their intentions and need for KCRCOAD support. IF this 

situation occurs the KCROCAD may continue RECOVERY support to the impacted community until the 

KCRCOAD Executive Committee determines the situation is stabile enough to end RECOVERY operations.  

 

 

 

 

The City 

County 

EMD is in 

this 

Phase 

https://www.fema.gov/emergency-managers/practitioners/lifelines-toolkit/lifelines-icons
https://www.fema.gov/sites/default/files/documents/fema_lifelines-toolkit-v2.1_2023.pdf


Mission Ready Packages (MRP) 

This Mission Ready Package is a one-page format aligned with an ESF with rapid contact information and 

brief descriptions of what the capability does and does not do to support the EM in Response and 

Recovery.  The MRPs have information such as logistic support needs, limitations, certifications and 

which organizations/missions they can support. Here is a fictitious example: 

 

Request For Assistance (RFA) tracking tool 

Below is an example of a RFA tracking tool.  Note the second tab has fields for Incident POC and 

KCRCOAD POC so the teams can synchronize efforts such as logistics, additional information and other 

pertinent information.  It is import to use version control to ensure the information is properly updated.  

Notice the (as of date  ..) in blue bold in the header and the purple underlined as the change from a 

previous version also change the name of the file wherever it is saved. 



 

 

Tracking of KCRCOAD’s membership and support  olunteer hours, material and 

(if supported and managed by the KCRCOAD) financial donations, dollar 

equivalent use of equipment, etc. 

Tracking volunteer hours served with the KCRCOAD is considered crucial because it demonstrates the 

impact of those hours and helps us to secure funding that aides in response and recovery.  By tracking 

the hours volunteered, the KCRCOAD can then calculate the monetary value of these hours and use this 

information to support grant applications.  Further tracked volunteer hours can be important when 

setting disaster recovery budgets and in helping communities to recover costs via FEMA Public 

Assistance grants.  The valuable contribution of volunteer hours helps us to identify where support is 

most needed and allocate resources more effectively and efficiently.  This information is then used to 

strengthen grant applications that will allow us to expand response and recovery efforts by showcasing 

the impact volunteers have on communities during disasters.  Additionally, the KCRCOAD wants to 

recognize the value of these volunteer hours to foster continued engagement and retainment of 

KCRCOAD member organi ation’s volunteers.  We could not accomplish what we do without the 

extraordinary contribution of our volunteers. The accurate tracking of volunteer hours further ensures 

compliance with grant requirements and can demonstrate the effectiveness of KCR COAD programs and 



committees.  In addition to volunteer hours we would also encourage tracking of material and if 

established/managed by the KCRCOAD) financial donations, and dollar equivalent use of equipment, etc. 

for the same purposes identified above.  The KCRCOAD EOC Director will identify which KCRCOAD 

teammate will lead synchronization (through the assigned LNO to the EMD/IC) of this effort and will 

report out in each KCRCOAD EOC meeting. 

Conclusion 

This KCRCOAD Emergency/Incident Operations Guide (EIOG) is a living document and after each incident 

and exercise should be improved to speed up the effectiveness of our support to the EMD(s) in the 

MEMC region to save lives and reduce the suffering of our neighbors and our communities.  Please 

provide your input with references to your source document to the KCRCOAD Planning section @ 

Danntab1@msn.com and Jennifer.LHeureux@dmh.mo.gov for possible inclusion in the next revision of 

our KCRCOAD’s EIO . 

 

Thank you for all that you do to save lives and reduce suffering of our communities, 

PTEOC Chair 

mailto:Danntab1@msn.com
mailto:Jennifer.LHeureux@dmh.mo.gov

