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Introduction

ARLINGTON COUNTY AFTER-ACTION REPORT ON THE RESPONSE
TO THE SEPTEMBER 11 TERRORIST ATTACK ON THE PENTAGON

This After-Action Report (AAR) describes the activities of Arlington County and the
supporting jurisdictions, government agencies, and other organizations in response to
the September 11, 2001, terrorist attack on the Pentagon. This incident produced a
unique paradigm of response considerations and requirements. It was a major fire and
rescue operation within the broader context of a terrorist attack. This terrorist attack
occurred in Arlington County, VA, but at a U.S. military facility under the direct control
of the Secretary of Defense. The incident response engaged a large number of
agencies, organizations, and individuals from all levels of government and the private
sector, and it lasted for an extended period.

This AAR conveys the response, rescue, and recovery activities as seen through the
eyes of the response community. It is a holistic and comprehensive report,
incorporating the views of persons at all levels and from all participating organizations.
The information in this AAR was compiled, analyzed, and produced during a 6-month
period. The AAR project team conducted 92 separate debriefing sessions and
interviewed approximately 475 participants. A total of 550 survey forms were
distributed to response community members in Arlington County and neighboring
jurisdictions. The information collected yielded more than 2,000 data points that were
subsequently integrated into nearly 800 information elements. The project team also
reviewed numerous planning documents, mutual-aid agreements, journals, logbooks,
and other transaction records. The extensive review of documents and materials
supplemented the information received from interviews and survey forms.

The information compiled for this AAR represents the views of many individuals taken at
different times during the response. It produced legitimate, but often varying,
perspectives. A robust three-tiered validation process was employed to ensure the
information conveyed in this AAR is consistent and accurate. Tier-1 validation consisted
of project team members conducting detailed technical reviews of the information
collected and analyzed by other colleagues. Thus, team members had a professional
colleague reviewing their material. Next, each project team member reviewed all the
compiled AAR data and met to resolve conflicting information and identify anomalies.
Validation interviews were then conducted with key first responders to verify
preliminary findings and recommendations. Tier-2 validation engaged a group of senior
response community experts in a comprehensive review, followed by debriefings and
discussions between the reviewers and key project team members. Finally, senior
representatives of key participating organizations reviewed and validated the Tier-3
draft report.

This AAR is organized into four principal annexes and four supporting appendices.
Annex A — Fire Department Operations includes all aspects of fire, rescue, and
Emergency Medical Services (EMS) activities performed by Arlington County, as well as
supporting jurisdictions, agencies, and organizations operating under mutual-aid or
similar provisions. Annex B — Hospitals and Clinics describes the response of
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medical treatment centers throughout the Washington Metropolitan Area, including
hospitals, urgent care centers, and military health clinics. Annex C — Law
Enforcement presents the activities of those law enforcement agencies sharing
primary jurisdictional responsibilities for this incident, the Arlington County Police
Department (ACPD), the Defense Protective Service (DPS), and the Federal Bureau of
Investigation (FBI), as well as many other law enforcement organizations that provided
response support. Annex D — Emergency Management and the Emergency
Operations Center presents the activities of the Arlington County government in
support of the first responders and citizens of Arlington County.

Each annex is organized somewhat differently, reflecting the nature of its content. The
Introduction to each annex explains this organization. However, within the various
annex parts or sections, the information is conveyed in a standard format: observations
describe what transpired; findings present what was learned from the perspective of
the response participants; recommendations and lessons learned describe potential
improvements that were naturally derived from the findings.

The remainder of this introduction sets the stage and gives the reader a context for the
annexes. It describes Arlington County, VA, its form of government, and provisions

for emergency management. It also describes the target of the attack, the Pentagon.
Finally, it describes the events of September 11, 2001, and covers selected response
efforts with a final Summary.

Arlington County, VA

Arlington County, VA, is geographically the smallest county in the United States,
according to the National Association of Counties, occupying an area slightly less
than 26 square miles. However, it is a bustling, compact, urban residential and
business center. This was not always the case. Originally part of Fairfax County,
in 1791, the Virginia General Assembly ceded the land that is now Arlington
County to the Federal Government as part of the new national capital. It was
returned to Virginia and designated Alexandria County in 1847. The county
population in 1900 was 6,430. It became Arlington County in 1920. Today, its
residential population of 190,000 grows substantially on workdays. Employees
report to the many government agencies in Arlington and the private companies
that support those agencies. The Pentagon alone has a workforce of more than
23,000 military and civilian personnel. Additionally, approximately 25,000 people
visit Arlington’s tourist attractions each day, including Arlington National
Cemetery, the Iwo Jima Memorial, and the Pentagon. Arlington County is
Northern Virginia’s gateway to the Nation’s capital. Located just across the
Potomac River from the District of Columbia, every highway and railway
connecting Virginia and the District of Columbia runs through Arlington County.
Ronald Reagan Washington National Airport is located in Arlington County. It is
the 16th busiest airport in the country, with an average of 47,000 passengers
daily.

Arlington County Introduction
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In 1922, the Virginia Supreme Court of Appeals ruled that Arlington is a
contiguous, continuous, and homogenous community and cannot be further
subdivided to form a town. In 1930, Arlington became the first county in the
United States to adopt the manager form of government by popular vote.

A five-member County Board sets policies and makes all legislative decisions.
The members are elected at large for rotating 4-year terms. The County Board
selects its chairman annually. In calendar year 2001, Mr. Jay Fisette served as
Chairman. Mr. Christopher Zimmerman was Vice Chairman and succeeded

Mr. Fisette on January 1, 2002. The other County Board members are

Ms. Barbara Favola, Mr. Paul Ferguson, and Mr. Charles Monroe.

Arlington County Board Members Favola, Monroe, Fisette, Zimmerman,
and Ferguson.

A County Manager is appointed by the County Board and serves as the chief
administrative officer, exercising authority over all government functions except
the public schools, which are governed by a Superintendent appointed by the
School Board. More than 3,400 Arlington County employees deliver services to
county residents and businesses. Citizens advisory groups including
commissions, task forces, and ad-hoc committees, focus on specific needs such
as the Commission on Aging and the Human Rights Commission.

Mr. Ron Carlee was appointed County Manager in April 2001. However,

Mr. Carlee’s career with the Arlington County government extends more than
22 years. He previously served in the former Department of Human Services
and in other county organizations. He led the county’s $20 million year 2000
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(Y2K) effort and was thoroughly familiar with
Arlington County government operations and
the characteristics and needs of Arlington’s
neighborhoods and citizens well before his
current appointment.

In 1956, Arlington County published a
Comprehensive Emergency Management Plan
(CEMP) that, with several revisions, continues
to serve as the framework for county
emergency operations. Arlington County
Code designates the County Manager as the
Director of Emergency Services. The CEMP
establishes an Emergency Management
Team, a group of senior managers
knowledgeable in field operations who serve
as an advisory body to the County Manager
for all aspects of preparation, disaster
response, and recovery. This core group is
chaired by the Assistant County Manager (Mr. John Mausert-Mooney) and
includes the Police Chief (Chief Edward Flynn), Fire Chief (Chief Edward
Plaugher), Director of Public Works (Mr. Sam Kem), Assistant County Manager
for Public Affairs (Mr. Richard Bridges), and School Superintendent (Dr. Robert
Smith). The Fire Chief is also appointed as the Arlington County Coordinator of
Emergency Services. His designated Deputy Coordinator of Emergency Services,
Captain Mark Penn, serves as the staff coordinator for the Emergency
Management Team.

County Manager
Ron Carlee.

Twenty-nine percent of Arlington County’s 3,400 employees serve in its public
safety organizations, the police department, the sheriff’s office, and the fire
department, providing a significant level of safety and protection to its citizens.

The 10 fire stations and 10 police beats are strategically located throughout
Arlington County, which is also home to important modern medical treatment
facilities. (See Figure 1.)

From the moment American Airlines Flight #77 crashed into the Pentagon at
9:38 a.m. on September 11, and for the succeeding 10 days, this was a major
fire and rescue incident, the responsibility of the Arlington County Fire
Department (ACFD). Chief Plaugher was appointed to his position in December
1993, following 24 years with the Fairfax County Fire and Rescue Department.
The ACFD force of 266 career firefighters is organized into 3 shifts with a
minimum daytime staff of 67, including 15 paramedics. Last year, the ACFD
responded to nearly 24,000 emergency calls.
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Figure 1. Arlington County government, public safety, and
medical facilities.

When Chief Plaugher joined the
ACFD more than 8 years ago, he
focused on developing a more
fully-integrated fire and EMS
response capability. Battalion
management teams were formed.
An EMS captain is assigned to
work with each battalion
commander and with the fire/EMS
officer assigned to each station.
Together, they are responsible for
all EMS training in the battalion.
This guarantees both a better

trained EMS force and the ‘
availability of two EMS captains at

Fire Chief Plaugher.
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all times. Captain Edward Blunt and Captain Alan Dorn were both on duty the
morning of September 11.

Following the March 1995 sarin nerve agent attack in a Tokyo subway that killed
12 commuters and injured hundreds more, Chief Plaugher and Assistant Chief for
Operations James Schwartz and Assistant Chief for Technical Support John White
recognized that America’s first responders were not trained or equipped to
handle such emergencies. As Chairman of the Washington Metropolitan Area
Council of Governments Fire Chiefs Chemical/Biological Committee, Chief
Plaugher asked that Council of Governments Chairman Jack Evans send a letter
to the President of the United States. The letter described the risk of a terrorist
attack and sought assistance in planning and preparing for such an event. As a
result, the U.S. Public Health Service (USPHS) invited the Council of
Governments to participate in a watershed project to develop the Nation'’s first
locally-based terrorism response team with a hazardous materials (HazMat),
medical management, and mass casualty decontamination capability. Chief
Plaugher and the ACFD volunteered to work with the USPHS to develop the first
prototype capability. This pioneering work produced the framework for the
Metropolitan Medical Response System (MMRS) now embraced by more than
100 U.S. metropolitan areas. It was the predecessor to the National Medical
Response Team (NMRT), which played an important response role at the
Pentagon.

The success of the ACFD response to the terrorist attack on the Pentagon did not
happen by chance. The ACFD’s preparedness was the result of hard work, sound
organization, extensive training, and outstanding leadership. Assistant Chief
Schwartz has served in that capacity since 1997. His 18 years of experience with
the ACFD and his proven leadership skills served him well when Chief Plaugher
designated Chief Schwartz as the ACFD Incident Commander for the 10-day
duration of the Pentagon fire and rescue operations. Assistant Chief White's
extensive experience as EMS Captain and later as EMS Battalion Chief is reflected
in his ability to serve in three critical capacities durlng the Pentagon response.
Chief Schwartz first assigned Chief 3 . ‘

White as commander of the EMS
Branch. Chief White spent 10 years
supervising ACFD EMS operations.
Next, he was directed to establish the
Incident Command System (ICS)
Logistics Section with a capability of
sustaining fire and rescue operations
and supporting the entire response
force for 10 days. Once the Logistics
Section was fully operational, Chief
White became the Incident Command
representative at the Joint Operations
Center (JOC).

Chief Edward Flynn leads the ACPD.
Chief Flynn was appointed to his

Police Chief Flynn.
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current position in November 1997 after rising successively through the ranks
from patrol officer to department chief while serving in communities in New
Jersey and Massachusetts. Founded in 1940 with a force of 9 police officers,
the ACPD now has 362 sworn officers and 85
civilian staff members. The ACPD holds the
longest standing accreditation in the world
from the Commission on Accreditation for Law
Enforcement Agencies, Inc. (CALEA). Itis
responsible for all law enforcement and crime
prevention services in Arlington County.

Sheriff Beth Arthur is an elected State
constitutional officer. First appointed to
succeed her predecessor in June 2000, Sheriff
Arthur was elected to a 4-year term in
November 2001. Sheriff Arthur directs a force
of 270 sworn and civilian employees. The
sheriff is responsible for managing the
Arlington County Detention Center,
courthouse security, and serving warrants.

Sheriff Beth Arthur.

The Pentagon

The Pentagon is home to the Nation’s defense establishment. Located in
Arlington County, VA, it has served for more than 60 years as a symbol of power
in defense of freedom. Ironically, the groundbreaking ceremony for construction
of the Pentagon took place on September 11, 1941, less than 3 months before
the U.S. entry into World War II. Built on a site previously known as Arlington
Farms, the five surrounding roadways dictated its pentagonal shape. The
Pentagon’s placement was personally approved by President Franklin Roosevelt
to avoid obstructing the view of the U.S. Capitol from Arlington National
Cemetery. The 380,000 tons of sand dredged from the Potomac River produced
the reinforced concrete used to construct the building and the 41,492 concrete
piles that supported it. This innovative use of concrete saved enough steel to
build an additional aircraft carrier for the War Department. Construction of the
Pentagon was completed in just 16 months at a cost of $83 million.

The Pentagon is a massive structure. The building covers 29 acres of land, with
a floor area of almost 7 million square feet. Almost 18 miles of corridors connect
the 5 floors of office space housing some 23,000 employees. The heating and
refrigeration plant alone covers a full acre and more than 100,000 miles of
telephone cables run through the building. Although the network of corridors,
escalators, elevators, and stairwells is designed to speed movement from place
to place, to the uninitiated, maneuvering through the Pentagon can be daunting.
So much so that a Web site is used to help acquaint newly assigned staff with
the intricacies of Pentagon navigation.

Additionally, the Pentagon is a building in transition. An extensive renovation
effort began in 1998 and will continue until 2012. Each of the five Wedges

Arlington County Introduction
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comprising the facility will undergo complete modernization. On September 11,
contractors were completing the final work on Wedge One, which was ready for
occupancy. (See Figure 2.)

The responsibility for contingency operations at Department of Defense (DoD)
facilities in the Washington Metropolitan Area, including the Pentagon, belongs to
the Commanding General of the Military District of Washington (MDW), Major
General James Jackson.
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Figure 2. Pentagon ingress and egress and completed Wedge One.
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September 11, 2001

On September 11, 2001, the citizens of the Washington Metropolitan Area awoke
to a bright, clear morning. By 8:00 a.m., the Tuesday morning commute was
well under way. At Washington Dulles International Airport, passengers were
boarding American Airlines Flight #77 for the morning departure en route to

Los Angeles, CA. The Boeing 757 is a large airliner with a typical
transcontinental passenger capacity of 243. Its maximum takeoff weight
exceeds 270,000 pounds, including 11,466 gallons of jet fuel. The cruising
speed of the Boeing 757 is 475 miles per hour.

At 8:10 a.m., American Airlines Flight #77 took off from Washington Dulles
International Airport carrying 58 passengers and a crew of 6. It headed west
across Virginia and West Virginia, making an unscheduled left turn at the Ohio-
Kentucky border. At 9:03 a.m., air traffic controllers lost contact with the
airliner.

At 9:37 a.m., in Arlington County, Captain Steve McCoy and the crew of ACFD
Engine 101 were en route to a training session in Crystal City, traveling north on
Interstate 395. Their conversation about the World Trade Center attack earlier
that morning was interrupted by the sight and sound of a commercial airliner in
steep descent, banking sharply to its right before disappearing beyond the
horizon. At the same time, ACPD Corporal Barry Foust and Officer Richard Cox,
on patrol in south Arlington County, saw a large American Airlines aircraft in a
steep dive and on a collision course with the Pentagon.

At 9:38 a.m., American Airlines Flight #77 crashed into the west side of the
Pentagon, just beyond the heliport. It was traveling at a speed of about

400 miles per hour, accelerating with close to its full complement of fuel at the
time of impact.

The destruction caused by the attack was immediate and catastrophic. The
270,000 pounds of metal and jet fuel hurtling into the solid mass of the
Pentagon is the equivalent in weight of a diesel train locomotive, except it is
traveling at more than 400 miles per hour. More than 600,000 airframe bolts
and rivets and 60 miles of wire were instantly transformed into white-hot
shrapnel. The resulting impact, penetration, and burning fuel had catastrophic
effects to the five floors and three rings in and around Pentagon Corridors

4 and 5. (See detailed graphics in Appendix 4.)

This act of evil cost the lives of 189 persons in the Pentagon attack, 184 innocent
victims, and the 5 terrorist perpetrators of the criminal attack.

Summary
The successful response to the terrorist attack on the Pentagon can be attributed
to the efforts of ordinary men and women performing in extraordinary fashion.
These efforts are described throughout this AAR.

Arlington County Introduction
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For example, fire service veterans like Chief Bob Cornwell and Captain Chuck
Gibbs imparted to a new generation of firefighters air supply conservation
techniques learned during the past three decades. Tactical unit commanders
emphasized accountability and watched carefully over those in their charge as
they searched vigilantly for surviving victims. Ms. Dodie Gill, Director of
Employee Support, and her colleagues were onsite at the Pentagon within

3 hours of the attack, demonstrating that taking care to the firefighter is as
important as taking care of the firefighter. Captain Lewis Cooper and Captain
Mike Kilby leveraged the experience of Captain Dean Cox and his Fairfax County
Fire and Rescue Department logistics team to create a superb logistics function.

With less than 24 hours on his new job as Emergency Operations Center (EOC)
coordinator, Captain Penn integrated the resources of Arlington County in
support of the tactical operation at the Pentagon. FBI Supervisory Special Agent
(SSA) Jim Rice was undergoing chemotherapy treatments but never missed a
moment of his 12-hour evidence recovery shifts. The partnership between the
FBI and the ACFD was formed in advance through the initiative of Special Agent
Chris Combs; it is @ model that every metropolitan area should emulate. Those
partnerships forged prior to the heat of battle proved invaluable. Ironically,
Special Agent Combs, a former New York firefighter, lost two cousins during the
response to the terrorist attacks on the World Trade Center.

An anonymous relay team of drivers transported 70 square feet of medical
replacement skin, driving 23 hours nonstop from Texas to Washington Hospital
Center because airplanes were grounded. Doctors Marion Jordan and James
Jeng of Washington Hospital Center, working 14- to 16-hour shifts, performed
112 skin graft operations on 9 patients in 3 weeks. These and other heroes
went quietly about their work with little notice.

Neighboring jurisdictions rushed to the aid of ACFD without hesitation. The first
action of Alexandria’s Chief Tom Hawkins was to send a battalion chief to Chief
Schwartz, the ACFD Incident Commander, to coordinate their support and deliver
one simple message, “Anything you need, you've got.” That message
characterized the attitude of Arlington’s partners during the fire and rescue
operations.

One can only marvel at the combination of Chief Plaugher’s strategic vision, the
tactical leadership of Chief Schwartz, the flexibility and breadth of Chief White's
capabilities, and the technical competence of the other ACFD chief officers. It is
noteworthy that in one of the group debriefing sessions, with no chief officer in
the room, a firefighter described, as a major positive finding, the fact that “Our
chief officers were extraordinary. They were everywhere, all the time.” Given
the source, this is a fitting tribute to a gallant group of leaders. Journalist Carol
Hymowitz, writing about the events of September 11, observed that “These are
the times that make—or break—leaders.” Leadership isn't learned in a day; it is
learned everyday. Clearly, Arlington County and particularly the ACFD were
fortunate to have strong, competent leaders in place on the morning of
September 11.

Arlington County Introduction
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This AAR contains 235 recommendations and lessons learned, each of which
must be understood within the context and setting of the Pentagon response.
Some specifically apply to a particular response element or activity. Others
address overarching issues that apply to Arlington County and other jurisdictions,
particularly those in large metropolitan areas. They have not been weighted or
prioritized. This is a task best left to those with operational responsibilities and
budgetary authority.

The following examples of lessons learned are presented in two categories. The
first set of examples describes areas that worked very well and contributed
significantly to this successful response. They are models that other jurisdictions
should emulate. The second set of examples reflects challenges that were
encountered and overcome, which can now be corrected by Arlington County
and avoided by others in the future. All the examples summarized here are
addressed in greater detail throughout the report.

Capabilities Others Should Emulate

1. ICS and Unified Command: The primary response participants
understood the ICS, implemented it effectively, and complied with its provisions.
The ACFD, an experienced ICS practitioner, established its command presence
literally within minutes of the attack. Other supporting jurisdictions and
agencies, with few exceptions, operated seamlessly within the ICS framework.
For those organizations and individuals unfamiliar with the ICS and Unified
Command, particularly the military, which has its own clearly defined command
and control mechanisms, the Incident Commander provided explicit information
and guidance early during the response and elicited their full cooperation.

2. Mutual Aid and Outside Support: The management and integration of
mutual-aid assets and the coordination and cooperation of agencies at all
government echelons, volunteer organizations, and private businesses were
outstanding. Public safety organizations and chief administrative officers (CAOs)
of nearby jurisdictions lent their support to Arlington County. The response to
the Pentagon attack revealed the total scope and magnitude of support available
throughout the Washington Metropolitan Area and across the Nation.

3. Arlington County CEMP: The CEMP proved to be what its title implies. It
was well thought out, properly maintained, frequently practiced, and effectively
implemented. Government leaders were able to quickly marshal the substantial
resources of Arlington County in support of the first responders, without
interfering with tactical operations. County Board members worked with
counterparts in neighboring jurisdictions and elected Federal and State officials
to ensure a rapid economic recovery, and they engaged in frequent dialogue
with the citizens of Arlington County.

4. Employee Assistance Program (EAP): At the time of the Pentagon
attack, Arlington County already had in place an aggressive, well-established EAP
offering critical incident stress management (CISM) services to public safety and
other county employees. In particular, the ACFD embraced the concept and
encouraged all its members to use EAP services. Thus, it is not surprising that

Arlington County Introduction
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the EAP staff was well-received when they arrived at the incident site within 3
hours of the attack. During the incident response and in followup sessions
weeks afterward, the EAP proved invaluable to first responders, their families,
and the entire county support network. This is a valuable resource that must be
incorporated in response plans.

5. Training, Exercises, and Shared Experiences: The ACFD has long
recognized the possibility of a weapons of mass destruction (WMD) terrorist
attack in the Washington Metropolitan Area and has pursued an aggressive
preparedness program for such an event, including its pioneering work
associated with the MMRS. In preparation for anticipated problems associated
with the arrival of Y2K, Arlington County government thoroughly exercised the
CEMP. 1In 1998, the FBI Washington Field Office (WFO) established a fire liaison
position to work specifically with area fire departments. Washington
Metropolitan Area public safety organizations routinely work together on events
of national prominence and shared jurisdictional interests, such as presidential
inaugural celebrations, Heads of State visits, international conferences such as
the periodic International Monetary Fund (IMF) conference, and others. They
also regularly participate in frequent training exercises including those hosted by
the Pentagon and MDW. All this and more contributed to the successful
Pentagon response.

Challenges that Must Be Met

1. Self-Dispatching: Organizations, response units, and individuals
proceeding on their own initiative directly to an incident site, without the
knowledge and permission of the host jurisdiction and the Incident Commander,
complicate the exercise of command, increase the risks faced by bonafide
responders, and exacerbate the challenge of accountability. WMD terrorist event
response plans should designate preselected and well-marked staging areas.
Dispatch instructions should be clear. Law enforcement agencies should be
familiar with deployment plans and quickly establish incident site access controls.
When identified, self-dispatched resources should be immediately released from
the scene, unless incorporated into the Incident Commander’s response plan.

2. Fixed and Mobile Command and Control Facilities: Arlington County
does not have a facility specifically designed and equipped to support the
emergency management functions specified in the CEMP. The conference room
currently used as the EOC does not have adequate space and is not configured
or properly equipped for that role. The notification and recall capabilities of the
Emergency Communications Center are constrained by equipment limitations and
there are no protected telephone lines for outside calls when the 9-1-1 lines are
saturated. The ACFD does not have a mobile command vehicle and relied on the
use of vehicles belonging to other organizations and jurisdictions. The ACPD
mobile command unit needs to be replaced or extensively modernized.

3. Communications: Almost all aspects of communications continue to be
problematic, from initial notification to tactical operations. Cellular telephones
were of little value in the first few hours and cellular priority access service
(CPAS) is not provided to emergency responders. Radio channels were initially
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oversaturated and interoperability problems among jurisdictions and agencies
persist. Even portable radios that are otherwise compatible were sometimes
preprogrammed in a fashion that precluded interoperability. Pagers seemed to
be the most reliable means of notification when available and used, but most
firefighters are not issued pagers. The Arlington County EOC does not have an
installed radio capacity and relied on portable radios coincidentally assigned to
staff members assigned duties at the EOC.

4. Logistics: Arlington County, like most other jurisdictions, was not logistically
prepared for an operation of the duration and magnitude of the Pentagon attack.
The ACFD did not have an established logistics function, a centralized supply
system, or experience in long-term logistics support. Stock levels of personal
protective equipment (PPE), critical high-demand items (such as batteries and
breathing apparatus), equipment for reserve vehicles, and medical supplies for
EMS units were insufficient for sustained operations. These challenges were
overcome at the Pentagon with the aid of the more experienced Fairfax County
Fire and Rescue Department logistics staff. A stronger standing capacity,
however, is needed for a jurisdiction the size of Arlington County.

5. Hospital Coordination: Communications and coordination were deficient
between EMS control at the incident site and area hospitals receiving injured
victims. The coordination difficulties were not simple equipment failures. They
represent flaws in the system present on September 11. Regional hospital
disaster plans no longer require a Clearinghouse Hospital or other designated
communications focal point for the dissemination of patient disposition and
treatment information. Thus, hospitals first learned of en route victims when
contacted by transporting EMS units, and EMS control reconstructed much of the
disposition information by contacting hospitals after the fact. Although the
number of victims of the Pentagon attack were fewer than many anticipated,
they were not insignificant. An incident with more casualties would have
seriously strained the system.

In summary, the response to the September 11 terrorist attack on the Pentagon
was successful by any measure. Although the tragic loss of life from this horrific
event could not be avoided, it was minimized. Had it not been for the heroic
actions of the response force and the military and civilian occupants of the
Pentagon, clearly the number of victims would have been much higher.
Damage, although severe, was constrained in area and the fire was brought
quickly under control. The fact that the response force did not suffer a single
fatality or serious injury is testimony to the training, professionalism, and
leadership of Arlington County and the response community. County Manager
Carlee and Chief Plaugher further validated that leadership by requiring that a
full and complete AAR be written so recommendations for improvement and
lessons learned will be captured.

Although the response to the September 11, 2001, terrorist attack on the
Pentagon is commendable, this AAR conveys 235 recommendations and lessons
learned for improving response and rescue capabilities to better meet the
challenges of this new threat environment. This important information should be
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shared with other jurisdictions around the country so the Nation benefits from
Arlington County’s experience, both in preparing for mass casualty terrorist
events and responding to them. Although this AAR is written for Arlington
County, it should be read by the entire Nation.

Terrorism in any manifestation is an insidious phenomenon. It strikes without
warning, often targeting innocent people. It is not intended to defeat an enemy
by overwhelming military force, but to undermine and weaken its resolve. If the
terrorists intended to weaken our resolve by attacking the Pentagon, they failed.
In the words of Arlington County Manager Carlee, “The cowardly and evil effort
to terrorize our community and our country served only to unite us more strongly
than ever before.”
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INTRODUCTION

This annex describes the activities of the first responders from the Arlington County Fire
Department (ACFD) and other supporting jurisdictions and agencies following the
September 11, 2001, terrorist attack on the Pentagon.

The ACFD has three operational divisions, each managed by an assistant fire chief, and
an Administrative Services Division. The Operations and Emergency Services Division is
responsible for implementing the Department’s Life Safety, Emergency Medical, and Fire
and Environmental Protection functions and for the training associated with those
functions. The Technical Services Division is responsible for Apparatus and Equipment
(A&E); the Fire Training Academy; Facilities Management; Hazardous Materials
(HazMat) regulation and response; Emergency Preparedness; Wellness and Safety;
Telecommunications; Logistics; and support for the ACFD’s portion of the Metropolitan
Medical Response System (MMRS). The Fire Prevention and Community Services
Division provides fire safety educational services to civic organizations, school children,
businesses, hotels and motels, medical facilities in the county, and to county
employees. It also reviews and evaluates building evacuation plans and coordinates
various fire safety programs. The Administrative Services Division includes human
resource management, ambulance billing and collection services, special projects, and
administrative and clerical support services.

Fire Chief
Arlington County
Fire Department
Administrative Assistant [
Office of the
Fire Chief
Division Chief | Assistant Fire Chief Assistant Fire Chief Assistant Fire Chief
Administrative Services Technical Services Operations an_d Fire Prev_entlon fmd
Division Division Emerge.nqy_Serwces Commupn_ty_Servnces
Division Division

Figure A-1. ACFD organization.

The ACFD is a fully integrated fire and Emergency Medical Services (EMS) response
organization. It employs 266 uniformed career firefighters and paramedics and

13 civilian staff members. Its mission is to eliminate threats to the lives, safety, and
property of the Arlington community through education, prevention, and effective
response to fire, medical, and environmental emergencies. There are 10 fire stations
located throughout the county. (See Figure A-2.) During the past year, the ACFD
responded to 23,619 emergency calls. Its 60 paramedics are assigned to 5 full-time
and 2 peak-time EMS units, and 1 medic-capable engine. The ACFD operates with a
minimum emergency medical staffing requirement for each of its 3 shifts of 15
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paramedics during the day and 11 at night. Paramedics are able to assess a patient’s
condition; manage respiratory, cardiac, and trauma emergencies; administer
intravenous fluids; use manual defibrillators; administer drugs; and perform other
emergency procedures. Emergency medical technicians are called upon to respond to
emergencies ranging from childbirth to automobile accidents to violence involving
firearms and other weapons, and now terrorism. In addition, all ACFD firefighters are
certified emergency medical technician-basic.
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The ACFD is recognized as a highly professional organization and is one of only three
fire departments in Virginia to hold a Class 2 Rating from the Insurance Services
Organization, lowering insurance costs for homeowners and businesses. This is the
highest rating received by Virginia fire departments.

This Fire Department Operations Annex includes information gathered from responders
through debriefings, interviews, survey instruments, and by reviewing plans,
documents, and transaction records. It is organized into eight sections. Each section
describes activities related to a specific functional category. Those categories are:

(1) Initial Response; (2) Command, Coordination, and the Incident Command System;
(3) Communications; (4) Recall and Staffing; (5) Mutual-Aid and Outside Support;

(6) Logistics; (7) Site Safety, Security, and Personnel Accountability; and (8) Planning,
Training, and Preparedness.

The information in each of the eight sections is presented in three parts. First, a series
of observations describes the nature of activities within the specific functional category,
for example, Initial Response. The observations are followed by a set of findings
reflecting the information gathered from responders in debriefings, interviews, and
survey responses. Finally, each section includes a number of recommendations and
lessons learned that are derived from the findings. In all, Annex A includes

111 recommendations and lessons learned.
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SECTION 1: INITIAL RESPONSE

Observations

The only thing special about the morning of September 11, 2001, was the
spectacular fall weather across the Washington Metropolitan Area. In Arlington
County, the 67 firefighters and emergency medical technicians of the fire
department’s “B” shift were staffing the county’s 10 neighborhood fire stations.
By 8:30 a.m., training classes at the Arlington County Fire Training Academy
were in full swing. Other ACFD personnel were engaged in meetings in the
District of Columbia, preparing for the upcoming International Monetary Fund
(IMF) conference. Several Arlington County chief officers were at a county-
sponsored management class at the Fairlington Community Center. At 8:45
a.m., when American Airlines Flight #11 slammed into the north tower of New
York City’s World Trade Center, it was abundantly clear this would be a day like
no other. At 9:06 a.m., United Airlines Flight #175 crashed into the World Trade
Center’s south tower, revealing the true nature of this unprecedented horror. A
brutal, mind-numbing terrorist attack was under way against the United States.

In Arlington County, Captain Steve McCoy and the crew of Engine 101 were

en route to a training session in Crystal City, traveling north on Interstate 395.
Their conversation about the World Trade Center attack was interrupted by the
sight of a commercial airliner in steep descent, banking sharply to its right before
disappearing beyond the horizon. At 9:38 a.m., shortly after American Airlines
Flight #77 disappeared from sight, a tremendous explosion preceded a massive
plume of smoke and fire. Unable to pinpoint the precise location, Captain McCoy
immediately radioed the Arlington County Emergency Communications Center
(ECC), reporting an airplane crash in the vicinity of the 14th Street Bridge or in
Crystal City. Aware of the World Trade Center attack, Captain McCoy also
advised that the Federal Bureau of Investigation (FBI) should be notified, since
this was a possible terrorist attack. Hearing the radio message, fire and rescue
units from Arlington County and elsewhere began to respond, self-dispatching
from stations or diverting from other destinations.

At 9:38 a.m. on September 11, only one fire crew, Foam 161 of the Fort Myer
Fire Department, knew the exact location of the crash site. Captain Dennis
Gilroy and his team were already on station at the Pentagon when Flight #77
slammed into it, just beyond the heliport. Foam 161 caught fire and suffered a
flat tire from flying debris. Firefighters Mark Skipper and Alan Wallace were
outside the vehicle at impact and received burns and lacerations. Recovering
from the initial shock, they began helping victims climb out of the Pentagon’s
first floor windows. Captain Gilroy called the Fort Myer Fire Department,
reporting for the first time the actual location of the crash.
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By - i oo e :
Fort Myer Foam 161.

Help was already on the way from several directions as units sped toward the
source of the smoke plume, not toward a specific street address. ACFD Truck
105 reached the scene first, followed shortly by fire and medical units from
several Arlington County stations.

Smoke billows from the Pentagon.

Arlington County Annex A
After-Action Report Page A-5



Section 1: Initial Response Fire Department Operations

In the meantime, at the FBI Washington Field Office (WFO), Special Agent-in-
Charge (SAC) Arthur Eberhart was putting in motion the steps necessary to
support New York City. Of WFQ’s four senior leaders, he was the only one
present at headquarters that morning. Upon learning of the World Trade Center
crashes, SAC Eberhart activated the WFO Command Center. Members of the
WFO National Capital Response Squad (NCRS) were paged and instructed to
report immediately to headquarters. Supervisory Special Agent (SSA) Jim Rice,
the NCRS leader, was at the FBI WFO Command Center on the telephone with
Mr. Larry Cirutti of the Military District of Washington (MDW) at the Pentagon
when a monitored District of Columbia police radio transmission reported an
explosion at the Pentagon. Mr. Cirutti told SSA Rice a helicopter must have

“slid off the helipad” into the building. Special Agent Chris Combs, the NCRS Fire
Service Liaison, was teaching a class at the District of Columbia Fire Academy
when he received his page. While en route to the WFO Headquarters, he heard
a news report of the Pentagon attack and proceeded directly to the Pentagon.

Meanwhile, at the Metropolitan Washington Airports Authority (MWAA) Fire
Department at Ronald Reagan Washington National Airport, Captain Michael
Defina was investigating an incident at Terminal B when he heard the impact and
saw the smoke rising in the distance. He called Fire Communications and was
advised of a report of a Boeing 757 crash off the end of Runway 1-19. That was
quickly amended, identifying the Pentagon as the crash site. The MWAA
contacted the Arlington ECC and was directed to respond to the Pentagon. They
did so with substantial resources: a rescue engine, two foam units, two mass
casualty units, a mini-pumper, and a command vehicle. Because MWAA has
authority to respond automatically to an airplane crash within 5 miles of the
airport, two heavy rescue units had already self-dispatched to the Pentagon.

ACFD’s Training Officer Captain Chuck Gibbs reached the incident site within the
first 3 minutes, followed by Battalion Chief Bob Cornwell, who assumed initial
Incident Command responsibilities. Those duties were quickly assumed by
Assistant Fire Chief for Operations James Schwartz, who assigned Battalion Chief
Cornwell, a 35-year veteran firefighter, to lead fire suppression efforts inside the
building. Captain Gibbs commanded the River Division. Special Agent Combs
arrived moments after Chief Schwartz. The partnership between Chief Schwartz
and Special Agent Combs, who served as FBI agency representative to the
Incident Commander, proved invaluable in the days ahead.

ACFD Captain Edward Blunt also arrived at the Pentagon within minutes of the
crash and assumed EMS Control. He immediately contacted the ECC. Captain
Blunt requested and immediately received a separate EMS operations channel.
He also asked for 20 medic units, 2 buses, and a command vehicle (EMS
Supervisor Vehicle 112) to support the EMS response. Captain Blunt designated
the field adjacent to Washington Boulevard (Route 27) as the treatment area,
and asked the Arlington County Police Department (ACPD) patrol units onscene
to clear Washington Boulevard to create north and south access for emergency
response traffic. Captain Alan Dorn arrived shortly after Captain Blunt, and was
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assigned as Triage Officer. Together, Captains Blunt and Dorn began working
with military medical personnel who volunteered to help set up triage areas.

Initially, medical units staged in the Pentagon South Parking Lot, adjacent to
Route 110, until called forward to the EMS sector on Route 27. By 9:50 a.m.,
six ACFD EMS units had already arrived at the incident site (M-102, M-104,
M-105, M-106, M-109, and M-110). M-101, Engine 103, and an ACFD Reserve
Medic Unit quickly joined them. Two additional ACFD Reserve Medic Units
(RM-111 and RM-112) arrived next and were directed to provide EMS support at
the Pentagon’s Center Courtyard.

At 9:50 a.m., the ECC advised Captain Blunt that Virginia Hospital Center -
Arlington, Inova Fairfax Hospital, and Washington Hospital Center were prepared
to accept as many victims as needed.

The first ACFD personnel had arrived at the Pentagon within 2 minutes of the
attack. ACFD and mutual-aid medical personnel began aiding victims
immediately. Within 4 minutes of the attack, the ACFD had established its
command presence. MWAA fire and medical units were on the scene and the
first contingent of the FBI's NCRS had arrived within 5 minutes of impact. Three
major Washington Metropolitan Area hospitals were ready to receive injured
victims 12 minutes after the attack. By 10:00 a.m. on September 11, most of
the ACFD duty shift was engaged at the Pentagon.

Findings

The Pentagon is a highly visible and significant symbolic target, a structural
fortress, populated by a large and highly disciplined workforce. Ongoing
Pentagon renovation work lowered the number of potential victims. A portion
of the impacted area was not yet fully repopulated following recently completed
upgrades.

The massive size of the Pentagon and the complexity of its various rings,
corridors, and floors compounded the challenge of the response force. First of
all, it distorted the perception of the task at hand. It is true that fire damage
was contained to a relatively small area, but it was a relatively small area in one
of the largest business complexes in the world. This was office space built to
accommodate a substantial workforce, with all the accompanying common
space, meeting and conference rooms, and other support facilities.
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View of external damage.

To those watching on television, or even from the Pentagon’s South Parking Lot,
the gash created by the Boeing 757 airliner was large, but it affected a specific
area of only two of the Pentagon’s five Wedges. Neither the depth of the
incursion nor the massive devastation inside the building was readily apparent as
flames burned behind blast-proof windows. Huge heaps of rubble and burning
debris littered with the bodies and body parts of 188 victims covered an area the
size of a modern shopping mall. The 189th victim subsequently died at
Washington Hospital Center; all other injured victims transported to area
hospitals survived. (See Appendix 4, Pentagon Penetration Damage Diagrams.)
Flight #77 penetrated the outer wall of the Pentagon’s E Ring and the damage
extended all the way through the inner wall of the C Ring, a distance of
approximately 285 feet.

Penetration through the inner wall of the Pentagon’s C Ring.
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Several factors conspired favorably to support the firefighters on September 11.
First of all, the weather was clear and dry and, for the most part, remained so
throughout the next 10 days. Rain or heavy winds would have severely
complicated the circumstances.

In addition, as a result of the congruence of scheduled meetings and training
activities, the ACFD leadership team was gathered nearby and able to respond
quickly. These fortuitous circumstances facilitated the immediate availability of
Arlington County’s most experienced fire and medical services command
personnel. Incident Command was established onsite within minutes of the
attack and its authority was never challenged. The preparedness and ability of
the ACFD leadership to take charge reflects exceptional training and a
remarkable level of competence.

Internal damage to the Pentagon.

Additionally, just 1 minute before the Pentagon crash, in response to a 9-1-1
telephone call at 9:37 a.m., the ECC dispatched several units to an apartment
fire at 1003 Wilson Boulevard in Rosslyn. Because it was located in a high-rise
building, it was a substantial dispatch involving nine different fire and medical
service units. Engine 103 reached the Rosslyn scene first and radioed that the
apartment fire was out. Thus, by sheer coincidence, there were a significant
number of units already on the road near the Pentagon at the time of the attack.

Furthermore, the fact that so many fire and rescue units from Arlington County
and elsewhere self-dispatched immediately to the scene enabled fire suppression
to commence without hesitation. This quick response was due in part to
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continuous national television and radio news coverage, which augmented the
Arlington County ECC’s limited notification capabilities.

This rapid response also enabled the early provision of triage and treatment
services for victims emerging from the Pentagon. Medical units from the ACFD
and other jurisdictions treated and transported patients quickly, saving all viable
victims, thanks to the support of military medical staff and the response of area
hospitals.

However, some of these apparently favorable factors also had detrimental
effects. Although self-dispatching quickened the arrival of a substantial number
of fire, rescue, and medical units, many arrived haphazardly. The occupants of
those vehicles were singularly intent on saving victims and attacking the fire.
Police engaged in area traffic control were understandably reluctant to delay
emergency vehicles descending on the scene with lights flashing and sirens
blaring.

Deploying EMS units from other jurisdictions, particularly self-dispatched units,
found it easy to bypass the staging area and proceed directly to the response
site. Some victims flagged down EMS units before they reached the staging
area. The crew from one Alexandria unit reported that it independently
performed triage and treatment in the Pentagon South Parking Lot to assist five
severely burned victims.

As a result, although the ACFD instituted Incident Command procedures very
early on, they still faced the monumental challenge of gaining control of the
resources already onsite and those arriving minute-by-minute.

Captain Jeff Liebold, working at the Incident Command Post (ICP), was tasked to
determine what units were onsite and where they were working. Because radio
communications were overloaded and ineffective, Captain Liebold sent two
firefighters on foot to record the identification number and location of every
piece of equipment on the Pentagon grounds. In the first few hours, foot
messengers at times proved to be the most reliable means of communicating.

Additionally, the uncontrolled influx of fire and rescue personnel had important
accountability implications. For example, Captain Gibbs established very
effective entrance and exit controls at the Pentagon’s Corridor 5 entrance, near
the impact point. However, firefighters and other personnel came and went
from other Pentagon entrances sometimes with little or no control. Thus, had
there been a second attack, as occurred at the World Trade Center, it would
have been virtually impossible for the Incident Commander to determine quickly
who might have been lost.

The unique design of the Pentagon hid from view activities at the Center
Courtyard in the middle of the complex. Battalion Chief Jerome Smith was
assigned responsibility for fire suppression from the Center Courtyard, with units
from the District of Columbia and ACFD. His mission was to prevent the fire
from breaching the B Ring. Upon reaching the Center Courtyard, Battalion Chief
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Smith found the area in turmoil. More than 400 building occupants crowded the
Center Courtyard. Others leapt from the upper floors, as colleagues armed with
fire extinguishers attempted to extinguish the flames consuming burning
comrades.

EMS was also challenged by the unique design and the sheer size of the
Pentagon; therefore, a complete and accurate sizeup of the incident site was not
immediately performed. Those engaged in rescue efforts on the impacted west
side of the Pentagon had little idea what was taking place at other locations,
posing problems in establishing effective EMS Control. Although the central
focus was the impact area on the west side of the Pentagon, not all the surviving
victims evacuated in that direction. Some surviving victims found private
ambulances or other means of transportation to area treatment facilities. Many
reported to the DiLorenzo TRICARE Health Clinic (DTHC), located inside the
Pentagon, close to the north entrance. The DTHC also set up EMS stations in
the Center Courtyard and in the North Parking Lot.
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Arlington County EMS unit onsite.

The ACFD EMS Control was not initially aware of the DTHC activities. The DTHC
did not transmit patient disposition information to EMS Control. Thus, triage,
treatment, and transport activities of the DTHC were not coordinated with EMS
Control. Without a communications interface, important information on patient
disposition was not captured. Had there been further catastrophe, it would have
been next to impossible to ascertain a total victim count and identify Pentagon
casualties, including those reporting to the DTHC treatment stations. As a result,
records had to be reconstructed after the fact using information collected from
hospitals and clinics to supplement information gathered onsite.
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Assistant Chief John White arrived at approximately 9:55 a.m., and was directed
by Chief Schwartz to command the EMS Branch. Chief Schwartz advised him
that Captains Dorn and Blunt were assessing and establishing mass triage sites
at the traffic circle area of Washington Boulevard and westbound Columbia Pike.
Captain Dorn organized responders and military volunteers, while Captain Blunt
performed forward assessment. (See Figure A-3.)
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Figure A-3. Initial triage and treatment sites.
Arlington County Annex A

After-Action Report

Page A-12



Section 1: Initial Response Fire Department Operations

Chief White instructed Captain Dorn to continue making preparations for casual-
ties in the designated triage and treatment areas and to use the EMS units
located along Route 27. ACFD triage and treatment sectors were established
using ACFD assets, mutual-aid responders and military emergency medical
technicians, nurses, and physicians. The military participants were receptive to
direction and readily deferred to EMS officers. A military nurse equipped with a
radio was able to communicate with the Defense Protective Service (DPS) and
DTHC aid stations in the Pentagon.

Chief White then met with Captain Blunt along Route 27 adjacent to the
Pentagon heliport for a forward assessment report. Chief White asked him for a
count of the casualties in his area by triage designators: red (IMMEDIATE: Life
Threatening Injury); yellow (DELAYED: Serious, Not Life Threatening); and
green (MINOR: Ambulatory).

At approximately 10:15 a.m., Chief Schwartz ordered the immediate evacuation
of the incident site. The FBI had warned him that a second hijacked airliner was
flying on a course toward the Pentagon and was 20 minutes away. Responders
were ordered to take shelter beneath one of the nearby highway overpasses.
Chief White instructed Captain Blunt to "load and go,” transporting as many
patients as possible out of the area. The first wave of patients was en route to
area hospitals within 10 minutes of the evacuation notice and all other personnel
were relocated to the Columbia Pike underpass at the South Parking Lot.
Medivac helicopters that had responded to the Pentagon incident scene were
relocated to a safer place.

Evacuation by helicopter.
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At the underpass, Chief White, in coordination with EMS officers and military
medical volunteers, made plans to reestablish triage in that area. He designated
Captain Dorn as Triage Officer, Captain Blunt as Forward Triage Officer, Chief
Glen Butler from the MWAA as Treatment Officer, and Firefighter Paramedic
David Hehr as Transportation and Disposition Officer. (See Figure A-4.)

EMSE Branch Commander
Assistant Chief
Jahin White

Triage Unit Leader Treatment Unit Leader
Chief Glen Butler

Captain Alan Dorn

Forward Triage Transportation Officer
Captain Edward Blunt FFIEMT-2 David Hehr

Figure A-4. EMS Branch structure.

Dr. James Vafier, the Alexandria EMS Medical Director, accompanied an EMS unit
to the incident site and was assigned a forward assessment role with a position
on the sidewalk between Corridors 3 and 4. The plan was for military stretcher-
bearers to carry victims extracted by firefighters to Dr. Vafier's position for
preliminary assessment. He would then assign them to the appropriate triage
and treatment area.

When the all clear was sounded and site evacuation ended, EMS and military
responders implemented Chief White’s operations plan. (See Figure A-5.)

Instead of the anticipated exodus of Pentagon patients, only 42 injured victims
received on-site medical care and were transported to area hospitals. An
estimated 100 additional victims were treated for minor injuries.

There are several reasons why the number of victims treated and transported by
EMS units was less than anticipated:

Q The airliner struck a portion of the Pentagon that had been recently reno-
vated and was not fully occupied, lowering the total number of potential
casualties.

QO The DTHC inside the Pentagon treated and ordered victims transported both
from its facility and from EMS stations set up in the Center Courtyard and
near the North Parking Lot.
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QO The sheer violence of the impact reduced chances of survival. Those who
were able to get out did so in the first few minutes.

ACFD EMS units and those of supporting jurisdictions responded quickly and
appropriately, treating and, when needed, transporting surviving patients. These
rapid and professional actions reduced pain, comforted victims, and saved many

lives.
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Section 1: Initial Response Fire Department Operations

Despite these heroic efforts on the part of Arlington County Fire and EMS
personnel, significant shortfalls and challenges emerged from this experience.

During the first 24 hours, it was necessary to evacuate the Pentagon on four
separate occasions because of the risk of structural collapse or the threat of
additional terrorist attacks. It is difficult to measure the full impact of repeated
building evacuations, but it was clearly negative and significant. Each time an
evacuation was ordered, firefighters interrupted operations, abandoned
equipment, shut off hoses, and ran several hundred yards to protected areas.
From there, they had to watch as flames reclaimed the parts of the Pentagon
they had just evacuated. On-site emergency medical care of injured victims was
also affected and some patients were sent immediately to area hospitals before a
complete on-site medical assessment.

The recall of off-duty firefighters and restoration to service of reserve apparatus
are subjects covered in detail in Sections 4 and 7 of this report. However, in the
context of initial response, it must be noted that the ACFD recall system is
seriously flawed. Firefighters returned to work in a timely fashion, but mostly on
their own initiative and without clear instructions. Moreover, neither recalled
personnel nor reserve apparatus were equipped to sustain the simultaneous
engagement of multiple-duty shifts. Replacement personnel often arrived at the
incident site without self-contained breathing apparatus (SCBA) and other
equipment items.

Some ACFD companies carried only three-person crews. This hampered the
speed of initial operations, since companies not engaged in pumping or aerial
operations could not be split into 2 two-person teams. Four-person crews would
have virtually doubled their capabilities.

Teams of firefighters assigned suppression work on the Pentagon roof had
difficulty finding access points from the fifth floor. Neither building engineers nor
detailed structural drawings were available to assist them at that location.
Captain Robert Swarthout, Incident Safety Officer at the ICP, was in contact with
a Pentagon engineer, but that resource was not accessible at the point of fire
attack. Firefighters eventually climbed onto a ledge from a fifth-floor window
then hoisted themselves onto the roof. Attacking the fire on the roof was
particularly difficult. The thick wood-plank inner layer burned out of control,
protected by a layer of concrete below and a thick slate roof above. Firefighters
cut trenches across the slate roof. It was physically demanding and involved a
certain degree of guesswork to breach the roof ahead of a fire that could not be
seen. On the second day, September 12, a military representative pointed out to
Battalion Chief Randy Gray, the Incident Command Operations Section Chief, the
locations of two key communications and operations facilities threatened by the
roof fire. The fire was stopped short of those facilities.

Height restrictions limited equipment access along A-E Drive into the Center
Courtyard. Eventually, the tiller cab had to be cut off of an ACFD ladder truck so
it could support the fire attack from inside the Center Courtyard.
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In the area of EMS, patient accountability was deficient because triage tags were
not used to document the care and disposition of victims. By not using triage
tags, EMS providers were unable to provide accurate progress reports or retain
information for legal documentation. EMS data was, for the most part, gathered
afterward, in consultation with supporting jurisdictions, area treatment facilities,
and the DTHC. It was fortunate that the number of patients was not greater or
this would have been a critical deficiency.

Those EMS providers who were flagged down by victims before reaching the
treatment sectors often found themselves detached and without support from
the EMS Branch, which could have been problematic had there been more
casualties.

Communications between EMS Control and DTHC were deficient. Contact should
have been established early by DTHC and information exchanged continuously as
stipulated in the existing memorandum of understanding (MOU). With the
urgency of saving lives in the immediate aftermath of a massive terrorist attack,
this did not occur. Many victims requiring medical care, most noticeably those
treated at the DTHC and its impromptu EMS stations, were transported by means
other than EMS units. Other victims found their own way to care facilities.

Many mutual-aid responders were unfamiliar with the Pentagon. Some did not
know how to identify their locations and communicate them accurately to other
responders.

The training, discipline, and character of the military personnel working in the
Pentagon proved invaluable in many ways. Yet, it also caused unique control
problems as service members repeatedly attempted to enter the burning building
in search of missing colleagues. In some instances, ACFD personnel had to
intervene and reverse the direction of military personnel moving toward the
impacted area. The only visible means of protection for some were filter masks
obtained from the Pentagon medical clinic.

Despite these difficulties, the initial response to the Pentagon attack was
successful. All surviving seriously injured building occupants were rescued and
hundreds of additional potential victims escaped safely. Fire suppression in the
first 12 hours contained the damage without interrupting the critical worldwide
military command and control activities of the Department of Defense (DoD)
during a major national security emergency. Despite the magnitude, complexity,
and duration of operations, there were no fatalities or serious injuries among fire
and rescue personnel. This can be attributed in large part to the skill level in
core competencies, professionalism, training, and teamwork of ACFD personnel
and their counterparts in supporting jurisdictions.

Nevertheless, important lessons were learned that will better prepare Arlington
County and other jurisdictions for future events of similar scope. The ACFD has
a standing policy of integrating lessons learned into department plans and
procedures. This After-Action Report reflects that policy.
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Recommendations and Lessons Learned

The ECC must provide immediate and complete deployment information to
emergency response units. Every firefighter and EMS responder should have a
pager to receive dispatch notices both on and off shift. (FD-001)

During potential mass casualty events, all involved dispatch centers must make a
concerted effort to provide consistent and accurate direction to emergency
responders. (FD-002)

Deploying units must strictly adhere to instructions from the ECC until arriving at
the incident scene and receiving direction from the Incident Commander.
(FD-003)

All building entrances and exits at the incident scene must be secured and entry
tightly controlled so personnel accountability is not compromised. (FD-004)

Fire and rescue organizations need interoperable radios with effective channel
management and communications discipline. They must also plan on expedient
alternative means of communications, including, but not limited to, foot
messengers. (FD-005)

The ACFD should review fire apparatus staffing levels to ensure the speed of
early search and rescue operations and provide for the safety of the crew.
(FD-006)

Fire departments must be equipped for sustained operations. Firefighters should
not have to rely solely on breathing apparatus or other items taken from
colleagues they replace. Additionally, reserve apparatus should have a full
complement of equipment stored and secured so they can be quickly placed into
service. (FD-007)

In large incidents, the staging area should be located a moderate distance from
the scene to establish and maintain a system of accountability. Suitable staging
areas should be identified around the county in advance and clearly identified for
incoming emergency services units in plans and by the instructions of
dispatchers. Entrance from adjoining streets and highways must be tightly
controlled by law enforcement personnel who have received specific guidance
from the Incident Commander to direct incoming units. (FD-008)

Those engaged in fire suppression and rescue operations in buildings with a
potential for collapse need detailed site plans and drawings as well as access to
knowledgeable structural engineers. This information must be accessible to
those engaged at the point of attack. (FD-009)

Fire and medical responders should receive a detailed orientation on each critical
and unique facility in the jurisdiction and have available site drawings and other
graphic aids. (FD-010)
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EMS must establish treatment and transport control for the entire perimeter to
attain control and accountability in mass casualty events. (FD-011)

When responding to an incident as large as that at the Pentagon, EMS personnel
must conduct a thorough scene sizeup. All medical treatment facilities,
regardless of the provider, must be integrated into a single EMS structure.
(FD-012)

The provisions of the existing emergency medical support agreement between
the Pentagon and Arlington County should be reviewed by both parties and
validated or modified. Other government sites in Arlington County should be
surveyed to determine which ones have medical facilities and the extent of their
treatment capabilities. (FD-013)

In any casualty situation, triage tags must be used to provide a record docu-
menting medical treatment, narcotics administered, and patient disposition.
Triage tags should be used routinely in EMS medical treatment to reinforce their
value. (FD-014)

Communications and coordination specified in plans and support agreements
between EMS Control and on-scene medical resources of a critical facility (the
DTHC in this instance) need to be followed. (FD-015)

Public safety organizations need to prepare for, and practice in advance, fire and
rescue operations for critical or unique facilities within assigned jurisdictions:

O Requirements for site information, specially trained personnel, special
equipment, and supplies need to be identified in advance and secured for
that site. (FD-016)

O Templates for documenting and controlling information need to be prepared,
personnel must be trained, and special equipment purchased if necessary.
(FD-017)

O Fire suppression plans must include specific procedures for dealing with
potential difficulties arising from the structure itself—such as the visibility
problems related to the size and shape of the Pentagon. (FD-018)

Information about additional threats to first responders must be disseminated
rapidly and decisions regarding site evacuation made without hesitation. In an
incident that is clearly the work of terrorists, every attempt must be made to
validate the accuracy of threat reports to avoid unnecessary interruptions to fire
suppression and rescue operations and their debilitating physical and mental
effects. (FD-019)

Other jurisdictions should emulate the ACFD and integrate significant lessons
learned during incident response operations into established fire and rescue
plans, training exercises, and mutual-aid agreements. (FD-020)
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SECTION 2: COMMAND, COORDINATION, AND THE INCIDENT COMMAND SYSTEM

Observations

In the event of a fire, even one of significant size, the issue of “who’s in charge”
is usually straightforward. The fire department that owns the jurisdiction owns
the scene until the fire is extinguished or brought under control. All other
organizations support and are under the tactical control of the fire department’s
designated Incident Commander. Once the fire is out, command might be
transferred to a law enforcement agency if, for example, arson or some other
criminal act is suspected. The fire scene would then become a crime scene.

On September 11, terrorists attacked the Pentagon, not an ordinary building. It
is a structure of imposing size that houses critical national security functions. To
begin with, the Pentagon is situated in Arlington County, VA, but itis a U.S.
military facility under direct control of the Secretary of Defense. Building entry is
restricted and controlled by its own law enforcement organization, the DPS. The
fire station at the Pentagon heliport is operated by the Fort Myer Fire
Department.

Another complication was the nature of the attack itself. Following on the heels
of the attacks on the World Trade Center in New York, it was clear this was a
terrorist action. Under the terms of Presidential Decision Directive (PDD)-39,
acts of terrorism are the exclusive domain of the Department of Justice (DOJ)
and the FBI. This major fire incident, the jurisdictional responsibility of the
ACFD, occurred because of a terrorist attack, thereby rendering the site a crime
scene, the responsibility of the FBI. These complex jurisdictional and organiza-
tional relationships tested the coordination and relationships of everyone
involved.

Thus, the Pentagon attack required a fully coordinated response by the ACFD
Incident Commander, the FBI On-Scene Commander, and the Commanding
General of the MDW representing the DoD. From the moment Special Agent
Combs reported to Chief Schwartz as the FBI representative and initial FBI On-
Scene Commander, the collaboration and cooperation between the FBI and ACFD
was under way. The FBI carefully respected the command primacy of the ACFD
while it retrieved evidence during the 10-day fire and rescue phase. The FBI
assumed command of the scene from the ACFD on September 21. The
foundation for this relationship had formed long before the attack on the
Pentagon. Special Agent Combs, a former New York firefighter, had worked
routinely with every Washington Metropolitan Area fire department. He had
taught classes at area fire academies and met regularly with the fire community
leadership. Similarly, Major General James Jackson of the MDW placed his
formidable resources in support of the ACFD Incident Command and the FBI until
control was returned to the DoD on September 28.

Long before this event, the ACFD and other area fire departments had embraced
the National Interagency Incident Management System (NIIMS) Incident
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Command System (ICS). In March 2001, the Washington area Council of
Governments adopted the NIIMS ICS model. Thus, there is a common
understanding of basic working relationships among local jurisdictions. However,
establishing and maintaining command of the response to the Pentagon attack
was daunting. There were thousands of people and hundreds of equipment
apparatus from more than a dozen different jurisdictions, as well as many
Federal, State, and Arlington County government agencies, and scores of
volunteer organizations, businesses, and individuals. This understandably
challenged the leadership of a fire department that usually directs the efforts of
some 260 uniformed personnel. Although the ACFD performed well in
responding to the terrorist attack on the Pentagon, the actual experience of
coordinating the multifaceted response proved significantly more challenging
than previously envisioned.

Findings

When Chief Edward Plaugher first arrived at the Pentagon shortly after the
attack, he decided not to personally assume Incident Command, and delegated
that task to Chief Schwartz. Chief Plaugher recognized he would be more
valuable as a free agent, buffering the command structure from outside
distractions, such as the media, and directing his attention to support requiring
his personal intervention. This proved to be a fortuitous decision.

A tiered command structure evolved during the first several hours. Chief
Schwartz directed fire and rescue operations at the ICP. Around midday, he
established an ICS operations section at the Pentagon heliport, from which day-
to-day firefighting and rescue efforts were planned and executed. Chief Gray, a
second-generation ACFD Firefighter, led the Operations Section supported by
Chief Cornwell and Captain Gibbs. Battalion Chief Tom Hurlihy, from the District
of Columbia, was later added to the operations team.

At about 1:00 p.m., Chief Schwartz learned that a task force led by Loudoun
County Chief Jack Brown had arrived at Fire Station 1. He asked Chief Brown,
formerly with the Fairfax County Fire and Rescue Department and a long-time
colleague, to report to the ICP and lead the Planning Section. When the Fairfax
County Urban Search and Rescue (US&R) Team deployed by the Federal
Emergency Management Agency (FEMA) arrived about 2:00 p.m., the Incident
Commander recognized that these very special resources would require
considerable attention and asked Chief Brown to serve as their liaison. A
Logistics Section was added later that day. It ramped up and was fully
operational on the morning of September 12. Functional branches were
established for fire suppression at the impact area (River Division), the Center
Courtyard (A-E Division), and medical treatment (South Parking Lot).

Away from the incident scene, Battalion Chief George Lyon designated Fire
Station 1 as a Field Operations Center. It was there that replacement personnel
and equipment were organized and dispatched to the Pentagon.
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ACFD Incident Command Operations Sector with Chief Randy Gray on
the left and Safety Officer Captain Swarthout seated.

The Incident Commander also called for deployment of the Fairfax and
Montgomery County US&R teams and two task forces from the National Medical
Response Team (NMRT). Chief Plaugher directed Chief Schwartz to increase the
number of requested US&R teams to four. US&R teams from Fairfax and
Montgomery Counties were first on the scene, followed by teams from Virginia
Beach and Tennessee. Later, a replacement US&R team deployed from New
Mexico. The MDW Technical Rescue Team (TRT) stationed at Fort Belvoir also
deployed.

The ACFD ICS also had to interface with the Arlington County Emergency
Operations Center (EOC), located in the county government complex. The EOC
is responsible for policy guidance and resource support. EOC personnel and
equipment were assembled by 10:30 a.m. and, at 12:30 p.m., County Manager
Ron Carlee convened the first Emergency Management Team meeting. (See
Figure A-6.)

The FBI deployed both the Joint Terrorism Task Force (JTTF) and the NCRS.
Special Agent Combs established the FBI initial command presence with the
ACFD Incident Command. The collaboration and cooperation between the FBI
and ACFD was remarkable. The FBI Evidence Recovery Team began arriving
before 10:00 a.m. and set up in a grassy area a short distance from the heliport.
Because of the extremely congested traffic conditions, it took several hours for
the entire FBI contingent to negotiate the route from the District of Columbia to
the Pentagon.
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Emergency Operations Center

Incident Commander I| Joint Operations Center ||

Operations Section |I Plans Section " Logistics Section I

|
Fire Suppression Branch !I EMS Branch !l | Rescue Branch II
1 1
River Division II| A&E Division !I

Figure A-6. Initial Incident Command structure.

The FBI had more than one role. It was responsible for the entire crime scene
operation, including evidence gathering and body recovery. That operation
engaged more than 700 FBI agents at the Pentagon, assisted by hundreds of
people from other organizations. It was also responsible for organizing and
operating the Federal interagency Joint Operations Center (JOC) as the Federal
agency “coordination” center. The FBI was also responsible for investigating the
hijacking at Washington Dulles International Airport.

At about noon, ASAC Bob Blecksmith arrived at the Pentagon and took over as
the FBI On-Scene Commander. It quickly became apparent the FBI needed
more space for its unified Law Enforcement Command Center since the area
around the ICP was terribly congested. ASAC Blecksmith also noted Special
Agent Combs was extremely knowledgeable about the fire emergency and had
an outstanding relationship with Chief Schwartz and other key leaders of the
response force. ASAC Blecksmith kept Special Agent Combs with him as an
advisor and established the FBI command post at the Virginia State Police
Barracks, adjacent to the Navy Annex and overlooking the Pentagon. ASAC
Blecksmith and Special Agent Combs spent most of the afternoon preparing to
activate the JOC at Fort Myer. Chief Schwartz stayed at the Incident Command
beneath the highway overpass at the Pentagon.

This arrangement left the ICP without a full-time senior FBI presence.
Administratively, this decision made sense, but it had a significant, though
temporary, operational downside.

The ACFD does not have a mobile command center. This presented a persistent
challenge throughout the operations. Initially, the Incident Commander operated
from the back of a Chevrolet Suburban “command buggy.” When advised by
Special Agent Combs that a second “hijacked aircraft” was headed toward the
Pentagon, Chief Schwartz ordered evacuation and moved the ICP to a position
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under a highway overpass. At that new location, the ACPD made available to the
ACFD its mobile command post to serve as the ICP. The change in location and
vehicle configuration caused some added confusion. Even Chief Plaugher,
returning from aerial surveillance of the Pentagon damage, had difficulty finding
the ICP.

Given the likelihood of additional evacuations, Chief Schwartz decided to keep
the ICP at its new location and establish a forward Operations Section at the
heliport. To support the Operations Section, he accepted the Fairfax County
Police Department’s (FCPD’s) offer to use its mobile command unit.

Confusion also existed because some ancillary commanders wore the distinctive
blue Incident Command vest. In more than a few incidents, firefighters
presumed they were talking with the Incident Commander when they were
actually speaking with a branch commander.

£

=
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ACPD Mobile Command Post.

The Greater Metropolitan Washington Area Mutual-Aid Operation Plan specifies a
color-coded identification system for key functions, including command (blue),
staging (green), treatment (orange), and public information (white). It also
states that flags of the same color should be used to designate the location of
that particular function. Most incidents are sufficiently confined that only
identification vests are used; thus, the practice of flying location flags is generally
ignored. No identifying flags were readily available or flown at the Pentagon.
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Some confusion also occurred
regarding the designation of
the heliport area on the west
side of the Pentagon as the
“River Division,” since the east
side of the Pentagon is officially
known as the River Entrance.
In the hectic early hours of the
incident, this site did not lend
itself to the typical alphabetical
designations. Leaders had to
point and use geographic terms
to make instructions clear.
Near the ICP, there is a large
overhead highway exit sign
pointing to the “River
Entrance.” Chief Schwartz
looked up and saw that sign,
hence the name River Division.
This confusion was corrected
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on September 12, when fire -y W s g &
and rescue operations had
entered a new phase and
sectors were renamed using
alphabetical designations.
Under this new configuration,
the ACFD was assigned
Division A in the vicinity of the impact area; the District of Columbia Fire
Department (DCFD) was assigned Division B in the Center Courtyard; Alexandria
was assigned Division C to the left of the point of impact; and the Fairfax County
Fire and Rescue Department was assigned Division D on the right side.
Communications interoperability issues largely drove this structure. The new
divisions would operate internally on the radio channel of the lead jurisdiction
and would also carry an ACFD radio for command communications.

“River Entrance” sign.

A major problem emerged when many units arriving at the Pentagon failed to
report to the ICP before positioning their equipment and joining the firefight.
For example, between 9:41 a.m. and 9:43 a.m. on September 11, the ECC
Administrator, Steve Souder, acting on his own initiative, contacted the Fairfax,
Alexandria, and District of Columbia fire departments. He gave them identical
instructions: deploy four engines, two trucks, one rescue unit, four EMS units,
and a command officer to a staging area short of the Pentagon and hold them
there until called forward. Fairfax and Alexandria followed Souder’s instructions
but the DCFD did not. Instead, they deployed directly to the Pentagon and
commenced operations with a contingent of District of Columbia and Maryland
units approximately three times larger than Arlington County requested. Some
other units from outlying jurisdictions, anxious to join the effort, committed
resources without instructions. Many of these units did not coordinate with the

Arlington County Annex A
After-Action Report Page A-25



Section 2: Command, Coordination, and the Incident Command System Fire Department Operations

Incident Commander. As a result, Chief Schwartz had to establish the ACFD
command presence and, simultaneously, gain control of the freelancing units.

Most jurisdictions controlled and supported their own units, but did so under the
umbrella command of the ACFD Incident Commander. This was not the case
with the DCFD, which chose to retain jurisdictional independence at the Incident
Command level throughout the operation. In many situations, the DCFD
performed exceptionally well at the unit level, working side-by-side with
firefighters from the ACFD and elsewhere, and taking direction from appropriate
functional leaders. Independent operations at the Incident Command level
compromise accountability and elevate risk.

The role of the EMS Branch also evolved over the first few hours. Although
triage, treatment, and transport requirements were intense at the incident scene
during the first hours of the emergency response (See Section 1, Initial
Response), after 1:00 p.m. on September 11, ACFD EMS support shifted from
treating victims of the attack to providing medical care to the on-scene
responders and volunteers.

EMS Control discussions.

At approximately 1:15 p.m., Battalion Chief James Bonzano relieved Chief White
and assumed responsibility for the EMS Branch. Chief Bonzano met with all
officers assigned to the EMS Branch regarding EMS goals and obtained an
assessment of the operation at that time. At approximately 2:00 p.m., another
evacuation was ordered requiring displacement and subsequent reoccupation.
(See Figure A-7.)
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Figure A-7. Final triage, treatment, and rehabilitation locations.

The ACFD EMS stood down as a branch at 5:00 p.m. on September 13, but
maintained a presence until the ACFD relinquished control of the incident site to

the FBI on September 21.

Chief Schwartz met with Chief John Jester of the DPS at about 2:00 p.m. on
September 11, and told him that he needed a large Pentagon meeting room that
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evening. Chief Jester arranged for the Secretary of Defense’s press briefing
room. At 6:00 p.m., the Incident Commander met with representatives of all
engaged organizations, including Pentagon renovation contractors. He
congratulated them on the work of the first 8 hours and explained that he
expected the fire and rescue effort to continue at least another 8 days. Chief
Schwartz then explained the purpose, organization and functions of the ICS. He
also described the transition from a single command to a wholly Unified
Command. While the ACFD would retain final decisionmaking authority, the
Unified Command team would include command-level representatives from the
ACFD, ACPD, FBI, DoD, FEMA, and the leader of the Incident Support Team
(IST). At that meeting, the FBI announced its intentions of opening the JOC at
midnight and urged that all parties assign a senior representative to the JOC.
Chief Schwartz initially agreed to collocate the ICP with the JOC while the
operations section remained at the Pentagon heliport.

Delayed by the installation of computing and communications equipment, the FBI
opened the JOC in Building #405 at Fort Myer at 6:00 a.m. on September 12. At
the JOC, senior representatives of Federal Departments and agencies with
relevant responsibilities typically exchange intelligence information and
coordinate policy and interagency activities. Special Agent Paul Garten and
Special Agent Jennifer Gant organized and performed duties at the JOC, which
proved invaluable throughout the operation. On the morning of September 12,
FBI SAC Timothy Bereznay assumed the duties of On-Scene Commander at the
JOC.

ACFD Assistant Chief Shawn Kelley was in Alabama on September 11 and drove
all day, arriving in Arlington at 12:00 midnight on September 12. He helped with
final JOC arrangements and worked there throughout the day representing the
ACFD Incident Commander while Chief Schwartz got a short break.

Chief Schwartz subsequently determined that the contrasting missions of the JOC
(Policy and Interagency Coordination) and the ICP (Operational Command) could
best be accomplished as distinct entities. He relocated the ICP back to the
incident site on the morning of September 13. Chief White was assigned as
liaison at the JOC and Chief Kelley worked as the night shift Incident
Commander.

When Chief Schwartz moved the ICP back to the incident site, he also asked that
Special Agent Combs be reassigned as the FBI representative to the Incident
Command. After some discussion, Special Agent Combs returned to the ICP,
reestablishing the critical face-to-face coordination link between the ACFD and
the FBI at the incident site. Although communication between the FBI and ACFD
was never completely severed, the value of full-time FBI presence at the ICP
cannot be overstated. The combination of Chief White representing the Incident
Command at the JOC and Special Agent Combs representing the FBI at the ICP
ensured effective continuous communications and coordination.
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During the first few days of the fire and rescue effort, shift changes, dismissal
instructions, and information management were often problematic and
uncoordinated. Some teams worked for hours without relief, while replacements
waited for hours to get assignments. This was particularly true of locations that
were visually remote, such as the Center Courtyard and the Pentagon roof. For
example, when the ACFD TRT was ordered into the Pentagon for a third time on
September 11, the unit commander declined, deferring to replacements waiting
at the forward staging area. With the approval of the Operations Section Chief,
Captain Scott McKay dismissed his team with instructions to return in 12 hours,
setting definitive shift hours.

Additionally, dismissal instructions at the end of a work shift were often unclear
and sometimes contradictory, and sleeping accommodations not coordinated or
efficiently planned. Some fire and rescue personnel were sent to the Thomas
Jefferson Community Center for long-term rehabilitation with instructions to stay
there overnight. Others were told to return to their stations and remain there,
although fill-in units were sleeping on the beds at the station. Still others were
sent home. More than 90 percent of ACFD personnel live outside the county,
some residing as far away as Stafford County and West Virginia. In many cases,
traffic conditions exacerbated by the Pentagon situation added 2 to 3 commuting
hours to a 12-hour work shift.

Information management is always an important command function but, during
an emergency response of this magnitude, it is absolutely critical.

On one level, response personnel need to be aware of conditions away from the
incident scene. In the hectic early hours of the incident response, it was not
feasible to share information with responders who were struggling to rescue
victims. As a result, rumors prevailed. Many firefighters “heard” Camp David,
the Sears Tower in Chicago, and other targets had been struck by terrorists. As
time passed and the command structure evolved, information management
improved.

Unified Command team meetings were scheduled 4 times a day, including the
Incident Command staff and liaison personnel from the military, FBI, ACPD,
FEMA, and the IST leader representing the US&R teams. Additionally, Incident
Command staff meetings, attended by section and branch commanders (e.g.,
fire suppression, logistics, EMS), took place before each 12-hour shift to review
progress, determine specific requirements, and set goals for the next work
period. The FBI held intelligence briefings regularly at the JOC.

Of far greater significance is the necessity of having accurate, valid, and timely
information about additional potential attacks that pose an immediate threat to
the response force. Such information cannot wait for the initial turmoil to
subside. On the following four occasions during the first 24 hours, it was
necessary to evacuate the Pentagon:

O The first evacuation, only 20 minutes after the crash, was a building
evacuation, when Captain Gibbs and Battalion Chief Tim Lasher of the Ronald
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Reagan Washington National Airport Fire Department warned of an imminent
structural collapse.

O The next three evacuations were full site-clearing evacuations caused by
reports of additional threats of hijacked aircraft heading toward the
Pentagon.

U The first of these occurred at about 10:15 a.m. on September 11, when
Special Agent Combs told Chief Schwartz another hijacked airliner was
flying on a trajectory toward Washington, DC, and was 20 minutes away.
Special Agent Combs got this information from the command center at
the FBI WFO, which was in direct contact with the Federal Aviation
Administration (FAA). Using a radio belonging to an airport firefighter, he
confirmed the information directly with the control tower at Ronald
Reagan Washington National Airport. The Incident Commander ordered
fire and rescue personnel to relocate to the relative safety of a highway
overpass. The evacuation required fire and rescue personnel to move in
full firefighting gear the equivalent of five football fields.

Chief Schwartz issued a warning with each flight status update until the
last warning when the airliner went below radar coverage in
Pennsylvania, an estimated 4 minutes flying time from the Pentagon.
Five minutes later, Special Agent Combs told him the airplane had
crashed in Pennsylvania and the all clear was sounded. At 10:37 a.m.,
United Airlines Flight #93 crashed into a field near Shanksville, PA. The
heroic actions of doomed passengers had thwarted the terrorist plan.

O The second and third full site-clearing evacuations were ordered based on
reports of unidentified aircraft heading toward the Pentagon. One
occurred at about 2:00 p.m. on September 11, and the other around
10:00 a.m. on September 12. In both cases, the Arlington County ECC
was notified by the control tower at Ronald Reagan Washington National
Airport of “inbound unidentified aircraft.” The ECC properly notified the
Incident Command of each and Chief Schwartz ordered evacuations. It
was later determined the incoming aircraft were “friendly.” One carried
Attorney General John Ashcroft and the other, FEMA Director Joseph
Allbaugh. Operating only on the information that “an unidentified aircraft
is 10 minutes out and heading this direction,” the Incident Commander
had no option but to order full evacuations.

The first of the three full site-clearing evacuations was based on valid threat
information originating from the FBI WFO Command Center and based on real-
time FAA data. The FBI representative at the Incident Command provided the
information directly to Chief Schwartz. The second and third full site-clearing
evacuations were based on invalid threat information obtained during the period
of time when there was not a senior FBI presence at the ICP. Accurate
information should have been available, given the presence of the FBI, FEMA,
the military, and the Ronald Reagan Washington National Airport Fire
Department. Validated threat information would have prevented the debilitating
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effects of two of the three full site-clearing evacuations, which extracted a
serious toll in terms of the physical and psychological well-being of responders.
These evacuations also interrupted the fire attack and changed on-site medical
treatment of injured victims during the crucial early stages. Friendly aircraft,
carrying U.S. Government executives and escorted by fighter aircraft, should not
have been cause for evacuation.

Managing the flow of external information was also important. Understandably,
in the first few hours, the media obtained information from any available source,
including passengers in automobiles caught in the 1-395 congestion. Thus, there
were “eyewitness” accounts of a “small private aircraft” crashing into the
Pentagon, and many other erroneous reports. Estimates of “up to 800 fatalities”
were based on the potential occupancy of the impact area at the Pentagon,
despite the renovation work that left a significant part of the area uninhabited.

Establishing effective media information dissemination took longer than it should
have, for a number of reasons. The vacant ACFD Public Information Officer
(PIO) position was a contributing factor to the media interface problem. This
shortfall was remedied when Chief Plaugher appointed Captain George Williams
as P10 on September 12. Another contributing factor was the absence of

Mr. Richard Bridges, Arlington County Assistant Manager for Public Affairs, who
was in Charlottesville on the morning of September 11. Thus, Chief Plaugher
and General Jackson held the first official press conference at 11:00 p.m., on the
evening of September 11.

Additionally, when the JOC opened, the FBI Headquarters chose not to activate a
Joint Information Center (JIC), which would have served as a focal point for
coordinating all interagency media interface. The failure to establish a JIC
proved to be an impediment to the presentation of coordinated, factual, and
timely public information. There was not a central point of interface between the
media and the agencies involved in the response. Each agency dealt separately
with the media.

Finally, it is difficult to overstate the value of personal relationships formed and
nurtured among key participants long before the Pentagon attack. Chief
Plaugher served in the Fairfax County Fire and Rescue Department for 24 years
before moving to Arlington. Chief Tom Hawkins of Alexandria spent 15 years
with Arlington County. Chief Brown of Loudoun County is a Fairfax alumnus.
One of Special Agent Combs’ jobs with the FBI NCRS was to establish and
maintain close working relationships with the regional fire and rescue
departments. His relationship with Chief Schwartz was well-established before
September 11. The list of beneficial personal relationships extended throughout
the ranks. Firefighters from neighboring jurisdictions had often worked and
trained together, which built valuable trust and confidence.
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Recommendations and Lessons Learned

Deploying units must strictly adhere to instructions from the ECC until arriving at
the incident site and being placed under control of the Incident Commander or
Staging Officer. In responding to a catastrophic incident, it is especially
important that units deploying from outside the immediate area contact the host
jurisdiction dispatch center for information and instructions. (FD-021)

All deployed units, whether or not they have adopted the ICS, must accept the
command primacy of the responsible jurisdiction. Units that choose to operate
outside a unified structure should be replaced. (FD-022)

To every extent possible, the command structure at the incident site should be
preplanned and agreed upon by area responders and public safety organizations.
All agencies should adhere to a single command system. The NIIMS ICS was
recently adopted by the Washington Metropolitan Area Council of Governments
and is a widely accepted model. (FD-023)

In a large-scale incident, it is difficult to distinguish between command echelons;
therefore, a new, more precise, identification system should be conceived and
adopted by all fire and rescue organizations. If the system described in the
Greater Metropolitan Washington Area Operation Plan is deemed adequate, it
should be put into regular practice. Location flags should be flown routinely for
three-alarm emergencies, possibly augmented by lights of similar color for night
operations. (FD-024)

Similarly, there must be only one person with the title of Incident Commander
and only one ICP. The ACFD should take the initiative to clarify terminology
within the ICS so the Incident Commander is clearly distinguishable from the
leaders of supporting organizations. (FD-025)

Standardized NIIMS ICS forms should be available and used for all long-term
incidents. (FD-026)

The Incident Commander must be physically present at a location in proximity to
the incident and at an ICP that can accommodate the ICS staff functions.
(FD-027)

In a terrorist-generated event, a senior FBI presence at the ICP, as a member of
the Unified Command team, is essential at all times. (FD-028)

During the response to a terrorist attack, the Incident Commander must have
timely access to reliable threat information. It is vital that valid information be
made available to avoid the toll of unnecessary evacuations. Providing valid
tactical threat information is the responsibility of the FBI and the ACPD.
(FD-029)

If a JOC is activated, a JIC should also be activated. Coordinating the flow of
information goes hand-in-hand with coordinating operations. (FD-030)
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The ACFD needs access to a fully functional state-of-the-art mobile command
and communications capability. It should be expandable with compatible
tentage, panels, and transportable equipment so it is adaptable to circumstances
of different size and duration. (FD-031)

Shift changes and dismissal instructions should be described in the department’s
standard operating procedures (SOPs) to which changes can be made to
accommodate the circumstances of a particular event. (FD-032)

The Arlington County EOC should be exercised periodically with the ICS to
improve coordination, communications, and interaction. (FD-033)

Personal and professional relationships that cross organizational and
jurisdictional boundaries are important and should be established, reinforced,
and nurtured throughout the response community. However, they are not a
substitute for good planning. (FD-034)
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SECTION 3: COMMUNICATIONS

Observations

On the morning of September 11, communications systems were busy even
before American Airlines Flight #77 crashed into the Pentagon. The Nation was
already caught up in the terrorist attacks at the World Trade Center in New York.
Relatives called family members, business associates called colleagues, neighbors
visited with neighbors, all trying to understand the horrendous events depicted
by the continuous media coverage. In the moments immediately before impact
at the Pentagon, the Arlington County ECC began receiving 9-1-1 calls reporting
a low flying airliner that seemed off the normal flight path. When the crash
actually occurred at 9:38 a.m., all area communications seemed simultaneously
overwhelmed. Firefighters calling the ECC couldn’t get through. Relatives of
Pentagon workers found cellular and land lines jammed. Emergency traffic
flooded radio channels.

The hub of Arlington County public safety communications is the ECC. In 1980,
Arlington County consolidated and integrated the police and fire dispatch
centers, becoming one of the first jurisdictions in the country to do so. In 1993,
the ECC relocated to its present facility on the fifth floor of the Court House
Square West Building. (See Figure A-8.)
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Figure A-8. ECC floor plan.

On the morning of September 11, seven emergency communications specialists,
the minimum required staffing level, were on duty at the ECC, having
commenced their shift at 7:00 a.m. The tools of their trade included a
15-channel 800 MHz Trunked Radio System, a Computer-Aided Dispatch System,
and a new 9-1-1 telephone system. The ECC was equipped with televisions to
monitor news and weather channels. On this particular morning, six additional
staff members happened to be in the conference room attending a training class.
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When the first World Trade Center crash occurred, ECC Administrator Souder
invited the six student dispatchers into the dispatch center to follow the news.
All were watching the televisions when the second tower was struck, bringing
silence to the room. The six student dispatchers left the room quickly, retrieving
headsets from their lockers, anticipating there might be more to come.

At 9:38 a.m., a large smoke plume appeared beyond the Rosslyn skyline.
Arlington County Police Corporal Barry Foust radioed the ECC that he saw an
American Airlines jet crash into the Pentagon. The ECC swung into action.

The ECC redirected units that had been dispatched minutes earlier to a Rosslyn
high-rise fire, now reported under control. ECC Administrator Souder alerted the
Fairfax, Alexandria, and District of Columbia fire departments, asking that they
stage units in preparation for a call for assistance. He also directed that Virginia
Hospital Center - Arlington, George Washington University Hospital, Georgetown
University Hospital, Washington Hospital Center, MedStar, and Inova Fairfax
Hospital be notified by telephone. Mr. Chris Satterfield, a Communications
Technician, contacted the Fort Myer Fire Department, but could hear in the
background they were already rolling, as a result of a call from Captain Gilroy

on station at the Pentagon heliport.

Findings

The 9-1-1 system was overwhelmed. The ECC has eight 9-1-1 emergency lines
and an additional eight nonemergency lines. When the emergency lines are all
busy, incoming calls automatically rollover to the eight nonemergency lines.
When those lines are also fully engaged, the ECC has no capacity for outgoing
calls. The staff used personal cellular telephones to call hospitals and MedStar.

Had there not been six additional technicians at the ECC for training, the duty
staff could not possibly have handled the volume of emergency traffic in the first
few hours after the attack. There are simply not enough call takers in a duty
staff of seven persons.

Firefighter Terry Theodore was on light duty on September 11, assigned to a
temporary communications technician position at the ECC. Many ACFD EMS and
other responders commented on the value of having someone with his
operational background and knowledge of fireground and ICS activities at

the ECC.

The Arlington County ECC made only one announcement directing EMS respond-
ers to use an alternate channel. Repetition of this announcement is essential to
ensure newly arriving EMS units understand the operating channels. Because of
the failure to repeat this announcement periodically, many units were initially
unaware of the assigned EMS radio channel.

The current radio dispatch system is not integrated with other local jurisdictions
and does not include location displays. Additionally, the antiquated tape log

Arlington County Annex A
After-Action Report Page A-35



Section 3: Communications Fire Department Operations

system does not provide ready access to dispatch communications data. ECC
staff indicated that a truly useful 24-hour dispatch record would take a week or
longer to produce.

Most units arriving in the area from outlying jurisdictions did not check in with
the ECC before departing or while en route. They proceeded directly to the
Pentagon.

Recall notification procedures seemed ad hoc. Recall notices were not prepared
in advance and available for public service announcements, as was the case with
other Washington area jurisdictions. Emergency notification directories used by
the ECC were, in some cases, different than those established by the ACFD. The
paging system seems to be the most reliable recall device, but most firefighters
are not issued pagers.

Communication at the scene was challenging. Radio traffic overwhelmed the
system to the extent that foot messengers became the most reliable means of
communicating. Fortunately, there was a growing surplus of people onsite and
available to serve in that capacity.

Radio communications inside the Pentagon were, for the most part, impossible.
Where line of sight could be achieved, “talk around” was minimally effective.

Initially, as calls jammed local towers, cellular telephones were not useful. No
priority was assigned to emergency services. Nextel telephones with the 2-way
radio capability were somewhat more reliable.

There was not a Clearinghouse Hospital designated. Thus, EMS Control did not
have a single communications point of contact among hospitals and clinics.

Some mutual-aid EMS responders deviated from SOPs by not using the Arlington
County radio system despite having the capability. In some cases, portable
radios were not preprogrammed to allow interoperability. Others were
preprogrammed in a manner that prohibited it.

Fairfax County, Alexandria, and MWAA EMS responders effectively used bullhorns
for public announcements such as evacuation instructions at the incident site.

EMS providers stated they monitored radio channels for information but did not
rely on radios to transmit information. Ambient noise sometimes made it hard or
impossible to talk on the radio. Earpieces might have helped mitigate such
distractions.

EMS responders equipped to do so used multiple radios to monitor incident
operations on different frequencies. This gave them an understanding of the
robust ongoing response activities.

No Arlington County EMS units are equipped with mobile data terminals (MDTSs)
to transmit information to the ECC in text format. Only Fairfax County units are
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so equipped. Many EMS responders believe that MDTs would have substantially
augmented the Computer-Aided Dispatch System. With this technology, they
could have regularly updated the ECC without further congesting radio traffic.

Some mutual-aid jurisdictions arrived without handheld radios. Others used
equipment incompatible with the ACFD or preprogrammed in ways that limited
communications. Equipment interoperability continues to be an issue.

Beginning on September 12, the Incident Command Operations Section
organized the fire suppression units into four divisions, each led by a chief officer
from the preeminent jurisdiction (Division A — Arlington, Division B — the District
of Columbia, Division C — Alexandria, and Division D — Fairfax). They were
instructed to use the assigned home jurisdiction radio channel for
communicating. This facilitated “talk around” within each division. However, in
one instance, a DCFD replacement crew worked on one portion of the roof of the
Pentagon while an ACFD team worked on a different portion. The two units had
no way to communicate with each other in case either team needed help.

The former “Metro Channel” was replaced several months ago, after the District
of Columbia acquired the 800 MHz system. The District of Columbia has not yet
completed integrating their new system with neighboring jurisdictions’ 800 MHz
systems. Additionally, the Federal Government and some other jurisdictions do
not have access to the 800 MHz system.

Inside the Pentagon, the radio evacuation signal was not sufficiently clear. It
was sometimes difficult to distinguish between three short bursts and one long
burst amid the noise inside the burning building.

Recommendations and Lessons Learned

A communications mechanism needs to be developed to activate mutual-aid
resources. Using strike teams and task forces as described in the Washington
Metropolitan Area Council of Governments Mutual Aid Operations Plan may be a
useful starting point. (FD-035)

The ECC radio dispatch system should be upgraded and integrated with those of
other local jurisdictions and include an automated vehicle locator system.
(FD-036)

Nonemergency telephone lines at the ECC need to be set aside so an outside line
is always available to the ECC staff. These lines should not be among those to
which 9-1-1 calls are forwarded. (FD-037)

The minimum ECC staffing level of seven technicians proved insufficient and
should be reviewed to ensure optimal use of communications technicians.
(FD-038)

Recall procedures and notification lists at the ECC should be regularly reviewed,
updated, and tested. (FD-039)
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A modern ECC call recording and storage system would better support review
and analysis of operations as well as generate timely and accurate post-
emergency data. (FD-040)

In coordination with the Arlington County Office of Public Affairs and the ACFD
P10, procedures should be established to ensure timely public media recall
announcements during large-scale emergencies. (FD-041)

All ACFD firefighters and emergency medical technicians should be issued
pagers. (FD-042)

Radio channel and talk group allocation for fire and rescue command, operations,
and logistics functions should be preplanned, established early, and clearly
communicated. (FD-043)

All units arriving in the area from outlying jurisdictions must check in with the
ECC before departing home station or while en route, and then report to the
Incident Command Staging Officer before positioning their equipment and joining
the fight. (FD-044)

Cellular call priority should be given to public safety personnel during an active
emergency of this magnitude. If needed, portable cellular towers should be
positioned to support emergency responders. (FD-045)

On-site radio evacuation signals must be clear and unmistakable. The inability of
response personnel to hear and understand evacuation instructions is a life-
threatening deficiency. If necessary, a single signal should sound the
evacuation, with voice notification used for all clear. Once on the incident site,
supporting agencies should adopt the ICS signaling procedures. (FD-046)

Communications interface with area treatment facilities merits a comprehensive
review. Hospitals and other specialized facilities are an integral part of the public
safety system. Regional medical and public safety officials should consider
reinstating provisions for designating a Clearinghouse Hospital. (FD-047)

There should be a regional review of response plans to identify, institute, and
agree on communication channels to be used by all area responders and
hospitals to ensure complete communications. (FD-048)

All regional public safety organizations should regularly inspect portable radio
devices and ensure they are programmed to allow communications in a mutual-
aid environment. (FD-049)

Arlington County should routinely assign at least one firefighter to the ECC to
provide insight into fire department operations and the ICS. (FD-050)

One of the recommendations most frequently mentioned by EMS responders was
that the ACFD should install MDTs in EMS and other response units. (FD-051)
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SECTION 4: RECALL AND STAFFING

Observations

For the most part, members of the ACFD’s two off-duty shifts were engaged in
personal activities and widely dispersed on the morning of September 11. Fewer
than 10 percent actually live in Arlington County. Most reside in outlying
communities as far away as Stafford County to the south and Loudoun County to
the west. Like most Americans, many became aware of the World Trade Center
attack fairly early. Some were watching one of the morning television shows
when news came that the first airliner crashed into the World Trade Center at
8:45 a.m. Others learned about the attack from relatives or neighbors and had
tuned into the news by the time the second crash occurred at 9:06 a.m.

When the Pentagon attack occurred at 9:38 a.m., many off-duty firefighters
reacted automatically and headed for their normal duty stations. Others tried
calling the ECC for instructions, but few actually got through. While continuous
national and local public news broadcasts aided the awareness process, official
notification was more problematic. Emergency traffic jammed radio channels.
Cellular telephones were virtually useless during the first few hours. The paging
system worked for some, but few firefighters had pagers. Chief Plaugher was in
Fairfax when he learned about the World Trade Center attacks and the
subsequent attack on the Pentagon. He proceeded directly to the Pentagon,
without receiving a page or any other official notification. The Emergency Alert
System (EAS) was not activated. Public service announcements on television
and radio directing off-duty fire and rescue personnel to report for duty included
most area jurisdictions except Arlington County.

The high volume of incoming calls at the ECC presented one of the notification
challenges. Because the 9-1-1 telephone lines automatically rollover to the
nonemergency lines, at times no lines were available to make outgoing calls.
Directed “call-back” confirmation calls acknowledging receipt of pager
instructions further compounded the overwhelming telephone traffic.

Despite the challenges of inconsistent formal notification, geographic dispersion
of off-duty personnel, and massive traffic congestion throughout the Washington
Metropolitan Area on September 11, the full ACFD workforce assembled in a few
hours. This self-activated recall is due largely to the training, discipline, and
dedication of ACFD personnel. The next challenge was to organize and
effectively employ this workforce.

Most returning firefighters went first to their assigned stations to recover
personal protective equipment (PPE), then proceeded to Fire Station 1. As
people gathered, Battalion Chief Lyon took charge of organizing the replacement
personnel and designating Station 1 as a Field Operations Center. Individual
accountability tags were used to start forming teams with balanced levels of skill
and experience.
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By early afternoon, all the ACFD stations were occupied by units from other
jurisdictions, which backfilled ACFD units and responded to routine calls
throughout the county.

The growing crowd of ACFD firefighters watching the Pentagon fire on television
at Station 1 was anxious to engage in the firefight. Periodically, Battalion Chief
Lyon would address them and point out this was a long-term operation and there
was “plenty of fire for everyone.” Nevertheless, firefighters sought ways to get
to the incident site quickly. One volunteered to help organize the replacements,
ensuring his entire team was on the first bus to the Pentagon. Others attached
themselves to key personnel already traveling to and from the Pentagon.

Congestion continued to grow at Station 1 as ACFD volunteer firefighters mingled
with their career counterparts. Some firefighters said they had never seen so
many volunteers, and wondered aloud if a volunteer firefighter tee shirt was the
only required identification. Volunteers should have reported to the ACFD
volunteer coordinator or his representative for instructions based on their skills
and levels of training. Battalion Chief Lyon designated Station 6 as an additional
personnel staging site to relieve some of the congestion at Station 1.

At Stations 1 and 6, teams of personnel were loaded onto buses and transported
to the Pentagon. At the Pentagon, the buses stopped just short of the actual
operational area. Replacement personnel sometimes stayed at this forward
staging area for 2 hours or longer awaiting assignments, watching their
colleagues and those from other jurisdictions fight “their” fire.

There were also numerous episodes requiring ACFD staff to take unusual
initiative, such as when Firefighter John Delaney, a HazMat Technician, was
assigned temporary liaison with the arriving FBI contingent early on
September 11. He not only kept them apprised of the firefight, he also helped
them begin gathering maps and other materials for the work ahead.

Findings

Arlington County did not have an emergency recall plan in place with associated
systems and notification devices. Many county policymakers, agency
administrators, public safety officials, and firefighters were never formally
notified of the event or given reporting instructions. Had the Pentagon attack
occurred at night, on a weekend, or on a holiday, it is certainly debatable
whether the workforce could have assembled in a timely manner.

The paging system, when available and used, seemed to be the most reliable
notification device. However, most firefighters do not have pagers. All means of
communications should be used for recall, including placing public service
announcements with local media. In extreme situations, the EAS should be
activated and used.
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The paging message to members of the NMRT directed personnel not to “call
back,” but to report directly to the Arlington County Fire Training Academy.
Other page and voicemail messages directed a confirmation callback, adding to
an already overburdened telephone system.

The ACFD did not have an effective SOP for recalling and assembling off-duty
firefighters. Directing returning firefighters to report to Station 1 caused
unneeded congestion and turmoil. 1t would probably have been more efficient to
instruct them to report to and remain at home stations awaiting further
instructions. Then, as Battalion Chief Lyon received reports from individual
stations, he could dispatch the buses to transport replacements to the Pentagon.

Replacement teams often received only perfunctory situation briefings. Some
were not briefed at all. Replacement personnel need to understand the current
status and objectives of fire and rescue operations, command structure, and
location of command and support elements.

Many replacement personnel arrived at the incident site without full equipment,
including air bottles and SCBA. Requiring replacements to hunt for equipment
after arriving at the fire scene added an unnecessary element to an already
complicated situation.

The ACFD, just like other fire departments, does not maintain sufficient stocks of
individual and apparatus equipment to simultaneously deploy all shifts and its
reserve apparatus. As a result, the ACFD was only able to sustain a major
single-shift operation by using recalled off-duty firefighters as replacements and
having them share breathing devices, air bottles, radios, flashlights, and other
items with those coming off duty. Similarly, reserve fire apparatus were of little
value without a complement of equipment.

Coordination of the relief efforts between off-site and on-site leaders was
sometimes deficient. Replacement personnel were not given work assignments
until long after arriving at the Pentagon. Some units and individuals remained
onsite far too long, particularly those working in remote areas. In some cases,
replacement teams, deployed at the Pentagon on the evening of September 11,
worked for a couple of hours then were ordered to extended rehabilitation at the
Thomas Jefferson Community Center, while others, who had been battling the
fire all day, remained onsite. In a few cases, individuals left their duty position
“when their shift ended,” even though no replacement had arrived.

Some NMRT members were already onsite with EMS units when the NMRT was
activated. They had to be replaced in their EMS role to join the NMRT. This
violated explicit NMRT policy, which specifies that, in such cases, NMRT members
remain with the already deployed unit.

A battalion chief from Alexandria led a busload of 24 replacement firefighters to
the Pentagon to work the night shift on September 11. He reported their
availability to the ICP Operations Section Chief and was instructed to wait in the
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holding area. They waited the entire night while firefighters from Loudoun
County, VA, were given repeated assignments.

Some organizations, such as the US&R teams, had different shift schedules.
Some changed shift at 5 o’clock, some at noon and midnight, others changed at
7 o'clock. A uniform shift change policy would have enhanced continuity of
operations.

The ACFD switched its TRT from 12-hour shifts to 12-hours on and 24-hours off,
following the US&R model. Most ACFD personnel preferred the 12-hour shift.
Alternating day and night shifts after a 24-hour break required significant
adjustment.

Overnight accommodations were not planned for ACFD personnel who reside
outside the county. Fill-in units occupied beds at the stations. The notion of
sleeping on a cot at the Thomas Jefferson Community Center was not appealing.

It was difficult for ACFD fire and rescue personnel to wait on the sidelines while
their counterparts from other jurisdictions were busy fighting the Pentagon fire.
Under normal conditions, even for a complex incident such as this, the regularly
available resources would be the first responders committed. Unfortunately,
because so many outside units self-dispatched immediately to the scene, this did
not occur.

ACFD personnel exhibited some compelling attributes throughout this ordeal.
Discipline distinguished the ACFD workforce. Throughout this endeavor,
firefighters were willing to do whatever was needed, regardless of how mundane
or hazardous the task.

Recommendations and Lessons Learned

A phased alerting system should be considered for fire and rescue operations of
significant magnitude and likely long-term duration, similar to the various military
readiness levels. At each specified level, different actions automatically occur,
such as personnel assembly, equipment inspections, deployment to forward
staging areas, implementing long-term rehabilitation, and contracting for
overnight accommodations within reasonable distances from the incident site.
The Arlington County Comprehensive Emergency Management Plan (CEMP),
which presently alludes to such a system, should be expanded with additional
operational detail. A revised system of elevated preparedness levels should be
compatible with the system recently announced in Homeland Security
Presidential Directive — 3, March 11, 2002. (FD-052)

It is vital that the county’s CEMP be comprehensive and include a system for
notifying county policymakers and agency administrators as well as public safety
officials, firefighters, and other first responders. (FD-053)
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The Incident Commander should synchronize shift changes among organizations
and jurisdictions with attention given to parity in degree of difficulty and duration
of shift assignments to avoid burn out and contribute to morale. (FD-054)

A standard briefing format should be adapted for replacement units and
personnel. It should include digital site maps or drawings depicting the locations
of key activities, information regarding the current status of fire and rescue
operations, the command structure, immediate goals and objectives, and
warnings of potential concerns (such as additional terrorist attacks). This
information should be regularly updated and shared with the EOC. (FD-055)

Procedures need to be developed and practiced for phasing in replacements,
relieving engaged teams, and maintaining overall discipline. No one should leave
an assigned position until a replacement is physically present. (FD-056)

The ACFD should review and strengthen the role of volunteer coordinator to
ensure personnel capabilities can be properly assessed and the best use of
volunteers devised without interfering with the organization and deployment of
the career staff. (FD-057)

A cache of critical equipment should be acquired and maintained to sustain long-
term operations. This operational shortfall should be studied so that all
personnel and shifts asked to respond to an incident are adequately equipped for
sustained operations. No one should arrive at the incident site without all
necessary items. Personnel should be inspected before leaving home station to
ensure they are fully equipped and ready. (FD-058)

A program should be implemented, possibly at the Arlington County Fire Training
Academy, to help firefighters recognize the importance of all aspects of fire and
rescue efforts, even those remote to the incident site. There are valid reasons
why certain resources from other jurisdictions should be engaged at the incident
site and not simply used in a backfill role, the US&R teams and special airport
crash units are just two examples. The ability to work well together, teamwork,
is the attribute that most effectively integrates all available capabilities. (FD-059)

The ACFD needs to review recall and personnel staging procedures. Much of the
organizational activity that occurred at Fire Station 1 could have been planned in
advance. That experience should now be captured and sound procedures put in
place and practiced for the future. (FD-060)
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SECTION 5: MUTUAL-AID AND OUTSIDE SUPPORT

Observations

Arlington County has mutual-aid agreements in place with its neighbors to the
west, the city of Alexandria and Fairfax County, with the District of Columbia to
its east, and with the MWAA Fire Department at Ronald Reagan Washington
National Airport. With its Virginia counterparts, Arlington participates in the
Northern Virginia Response Agreement (NVRA), which facilitates cross-boundary
response. It provides automatic dispatch of up to 20 fire and rescue units based
on proximity to the incident, regardless of jurisdiction. Arlington has a mutual-
aid agreement developed with the District of Columbia, under the auspices of the
regional Council of Governments. Unlike the NVRA, it does not provide
automatic dispatch; the party seeking support must request it. A similar MOU
exists with the MWAA Fire Department. There is also a Statewide mutual-aid
program that enables outlying jurisdictions to provide fill-in support to those
engaged in fire and rescue operations. Thus, the Prince William County
Department of Fire and Rescue backfilled some Alexandria and Fairfax stations
while their units supported Arlington.

Under the terms of mutual-aid agreements, the parties provide personnel and
equipment to help one another respond to emergencies beyond the capacity of
organic resources. Responding parties are not compensated by the requesting
jurisdiction but, under emergency conditions, can be reimbursed by FEMA with
funds set aside for that purpose. This network of mutual-aid agreements
generally extends between neighboring jurisdictions across the country, literally
creating a fire emergency safety net.

Moreover, the firefighting tradition of helping one another extends well beyond
the technical boundaries of official documents. If one jurisdiction has a
particular capability that can make a unique contribution to the firefighting effort,
it is likely to appear on the scene, with details to be worked out later. It is the
neighborly thing to do.

Some MWAA fire and rescue units automatically responded to this airliner crash,
since it was within a 5-mile radius of the airport. These units included EMS-301,
Rescue Engine-335, and Special Emergency Response Vehicle (SERV)-329.
MWAA EMS responders arrived at the Pentagon incident site at approximately
9:55 a.m. Other MWAA units responded on request. M-325 arrived from a
hospital call at 10:00 a.m., and SERV-362 arrived from Washington Dulles
International Airport at 10:45 a.m.

Early on the morning of September 11, a pager message was sent to all
Alexandria responders stating the World Trade Center had been attacked. After
the Pentagon attack, Alexandria units were dispatched to a staging area south of
the Pentagon on the George Washington Parkway, as requested by the Arlington
County ECC. Alexandria EMS responders included M-202, M-206, and M-208.
While en route to the staging area, they were ordered to proceed directly to the

Arlington County Annex A
After-Action Report Page A-44



Section 5: Mutual-Aid and Outside Support Fire Department Operations

scene. Dr. Vafier accompanied the EMS response force. As units deployed to
the incident scene, one was flagged down by evacuating victims and set up a
treatment site at the Pentagon’s South Parking Lot.

Fairfax County Fire and Rescue Department EMS responders were initially alerted
to the incident by CNN television coverage, and subsequently dispatched by the
Fairfax Public Safety Communications Center. As requested by the Arlington
County ECC, Fairfax County Fire and Rescue Department units were directed to a
staging area in a shopping center at the intersection of Route 50 and Willston
Drive. The Fairfax County response included a Medical Task Force comprising
EMS-4, M-408, and M-405. Units EMS-4 and M-408 were dispatched from the
staging area directly to the Pentagon, and arrived at 10:20 a.m. The third unit,
M-405, was ordered to forward stage at Station 10 in Arlington. Upon arrival at
11:00 a.m., the unit treated a Pentagon victim in respiratory arrest, who had
been driven there by a coworker. The victim was transported to Virginia Hospital
Center - Arlington and M-405 was subsequently assigned to the Pentagon as part
of a Suppression Task Force.

The DCFD had legitimate concerns of possible terrorist attacks in its own
jurisdiction. Therefore, it activated mutual-aid pacts with Montgomery County
and Prince Georges County and was able to deploy substantial resources to the
Pentagon while maintaining vigilance throughout the District of Columbia with
most of its own resources.

Mutual-aid medical evacuation helicopter support was provided by the U.S. Park
Police (USPP), MedStar (Washington Hospital Center), and Inova Fairfax
Hospital. The Air Traffic Control Tower at Ronald Reagan Washington National
Airport notified the USPP of the incident and helicopter Eagle | was dispatched at
approximately 9:43 a.m. Eagle Il launched 8 minutes later at 9:51 a.m.

MedStar was notified by the Arlington County ECC at approximately 10:06 a.m.,
and launched one helicopter that arrived onscene at approximately 10:18 a.m.
Inova Fairfax Hospital launched helicopter AirCare | at approximately 10:00 a.m.,
after notification by the Arlington ECC. A second helicopter, AirCare Il, was
launched at approximately 10:40 a.m. The USPP, MedStar, and AirCare provided
a total of five helicopters.

Throughout the fire and rescue phase, mutual-aid companies assigned to ACFD
fire stations provided EMS to Arlington County residents. An ACFD officer was
assigned to ride with each mutual-aid unit to navigate and ensure continuity of
service.

In addition to support from neighboring jurisdictions planned in advance through
carefully constructed mutual-aid agreements, help is also available from Federal
and State governments. This unique system of handling emergencies has been
finely honed over the years. The fundamental principle is that the local
jurisdiction retains control, with support available from all other levels of
government. In responding to the terrorist attack on the Pentagon, Arlington
County was in charge, with the Virginia Department of Emergency Management,
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FEMA, FBI, and other Federal agencies poised to help. Similarly, volunteer
organizations, particularly the American Red Cross and Salvation Army,
responded to Arlington requests for logistical support.

Medical evacuation helicopter.

Support for the Pentagon response was not limited to the immediate geographic
area. (See Figure A-9.) It came from Texas, Ohio, Florida, Georgia, North
Carolina, Tennessee, New Mexico, and elsewhere, as the country came together
in response to the horrific events of September 11.
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Figure A-9. Incident response resources support.

This was a fire and rescue incident within the broader context of a terrorist
attack. Coordination and collaboration with the FBI was critical to operational
success. This relationship began well before September 11, 2001. When Special
Agent Combs was assigned to the FBI WFO NCRS in 1998, his duties included
Fire Service Liaison. As a former New York firefighter, Special Agent Combs put
in place a proactive liaison program, regularly visiting area fire department
leaders and teaching courses at area fire academies on terrorism, weapons of
mass destruction (WMD), and roles and responsibilities of the FBI. All of this
paid handsome dividends on September 11 and the days that followed.

Dr. Marcella Fierro, Chief Medical Examiner for the Commonwealth of Virginia,
met with FBI and DoD officials at the JOC on September 12. She informed them
that Virginia forensic laboratory and mortuary resources were prepared to go to
work in support of the response. The FBI and DoD officials declined the offer,
preferring to conduct forensic and mortuary acti