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HPAI RESPONSE: CASE MANAGER & COMPANY SITE MANAGER ROLES FIELD GUIDE
ICS Operational Reference • Incident Command System & 72-Hour Response Framework
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	Critical Command Transition Point: The Case Manager [R] maintains lead authority over the biosecurity perimeter from initial quarantine (0–12h) through the completion and veriﬁcation of the 24–48h depopulation mandate. Once depopulation is formally certiﬁed, primary operational command of the site and Line of Separation shifts to the Company Site Manager [I] for disposal, composting, and fallow stages.

	MANDATORY LOGS: Daily ICS 214 (Unit Log) & Entry Logbooks must be submitted nightly to Operations and Safety.
	SAFETY ESCALATION: Report breaches, PPE failures, or injuries immediately to the Safety Oﬃcer.


CASE MANAGER & COMPANY SITE MANAGER ROLES AND TIMELINE
ICS Operational Reference • Phase Matrix & Site Leadership Timeline

1. PHASE-BY-PHASE FUNCTIONAL HANDOVER MATRIX
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	72-Hour Response Phase
	Case Manager [R] (Regulatory Lead)
	Company Site Manager [I] (Integrator Lead)

	Phase 1: Setup & Quarantine
Hours 0 – 12
	· Serves oﬃcial State Hold Order / Quarantine.
· Overnights samples to NVSL (Ames, IA).
· Delineates Infected, Buffer, and Surveillance zones.
· Authorizes C&D layout, hot dumpster, and decon line.
	· Locks down farm PBA and Line of Separation gates.
· Activates and staffs entry logbooks at access points.
· Stages PPE stockpiles, boot pans, and fresh disinfectant.
· Sets up staging area & restrooms for
responders.

	Phase 2: Rapid Depopulation
Hours 12 – 48 (Mandate)
	· Lead Biosecurity Authority: Holds primary command over the Biosecurity Line.
· Enforces 24–48 hour humane depopulation
mandate.
· Conducts 14-day epidemiological tracing interviews.
	· Enforces crew PPE donning/doﬃng and ﬁt-test checks.
· Assists depopulation crew traﬃc and
equipment staging.
· Gathers 14-day movement logs (feed, rendering, birds).
· Maintains active personnel entry and safety rosters.

	Phase 3: Financials & Disposal
Hours 48 – 72
	· Audits live bird inventory with Reimbursement Specialist.
· Approves carcass and litter disposal/composting plan.
· Inspects outgoing heavy machinery & veriﬁes
air ﬁlter removal.
	· Lead Site Monitor: Assumes command at the LOS.
· Directs carbon delivery trucks and collects drop tickets.
· Seals all single-use PPE and debris into Hot
dumpster daily.
· Prepares records for 72h USDA ﬁnancial election.

	Phase 4: Composting & Fallow
Post 72 Hours to Release
	· Audits composting validation & temperature compliance.
· Veriﬁes virus elimination (VE) standards.
· Performs environmental sampling and releases quarantine.
	· Daily monitoring and logging of internal windrow temps.
· Oversees barn washing, chemical disinfection, and drying.
· Maintains facility bio-exclusion security during fallow period.



SIDE 1: ROLES & CHECKLISTS





Case Manager	[R] Regulatory


State Animal Health Oﬃcials / USDA APHIS


Core Mission: Serves as the oﬃcial regulatory liaison on the infected premise under Uniﬁed Command. Exercises statutory authority over site quarantine, biosecurity zoning, ﬂock plan approvals, and depopulation veriﬁcation.





72-HOUR PRIORITY CHECKLIST


Hold Order & Zoning (0–12h): Issue oﬃcial Quarantine/Hold Order; deﬁne Control Area (10 km), Buffer, and Surveillance zones; establish Hot, Warm, and Cold on-site boundaries.


C&D Approval (0–12h): Authorize layout and setup of vehicle Cleaning & Disinfection (C&D) station, human decon line, "Hot" dumpster, and handwashing facilities.


Depopulation Command (12–48h): Maintain lead authority over the Biosecurity Line; verify containment and compliance with the 24–48 hour humane depopulation mandate.


Epidemiological Tracing (12–48h): Oversee 14-day movement tracing (birds, feed, rendering, equipment, personnel) with state/federal epidemiologists.


Inventory & Indemnity (48–72h): Partner with Field Reimbursement Specialist to audit live bird inventory; verify carcass and litter disposal strategy for indemnity claims.


Equipment Release: Supervise heavy machinery decontamination (verifying chemical contact time and engine air ﬁlter removal) before releasing equipment off-site.


ICS Reporting: Log all daily operations on ICS Form 214 and submit nightly to the Operations Section Chief and Documentation Unit Leader.





Company Site Manager


Integrator Operational Lead / LOS Monitor





[I] Integrator





Core Mission: Designated integrator operational lead


responsible for on-site execution. Controls premise access, enforces biosecurity decontamination, directs carbon hauling, and maintains site logs through disposal and fallow.





72-HOUR PRIORITY CHECKLIST


Perimeter Lockdown (0–12h): Lock down farm Perimeter Buffer Area (PBA) & Line of Separation (LOS); establish and staff visitor/vehicle logbooks at all access gates.


Staging & PPE Support (0–12h): Stage PPE stockpiles, foot pans with fresh disinfectant (add RV marine antifreeze in freezing weather), Lysol supplies, and assist regulatory staging.


Depopulation Support (12–48h): Enforce crew PPE ﬁt/compliance before hot zone entry, assist vehicle routing, track labor crews, and compile 14-day movement records.


LOS Command Transition (>48h): Formally assume lead operational monitoring over the Line of Separation after depopulation; enforce strict vehicle/personnel C&D.


Carbon Logistics & Tickets (48–72h): Direct carbon delivery haulers to designated drop sites, collect drop weight tickets, and maintain the carbon delivery register.


Compost Temperature Tracking: Assist compost SME with windrow capping and maintain daily internal compost temperature logs for virus elimination.


Financial Election Prep (48–72h): Provide site operational data to Integrator management to execute written USDA election (Flat Rate vs. DFP) within 72 hours.





SIDE 2: LIFECYCLE & TIMELINE





2. INCIDENT COMMAND TIMELINE: ON-SITE LEADERSHIP PROGRESSION





OPERATIONAL COMMAND TRANSFER





CASE MANAGER [R] IN CHARGE OF SITE ◄	► COMPANY SITE MANAGER [I] IN CHARGE OF SITE


Lead Authority: Perimeter, Biosecurity Line & Depopulation Oversight	◄


Lead Authority: Line of Separation (LOS), Carbon Logistics & Compost Logs





Phase 1: Setup


Hours 0 – 12


State Hold Order served


10 km Control Area set


PBA / LOS locked down


C&D line authorized





Phase 2: Depopulation


Hours 12 – 48


24–48h depop mandate


Biosecurity line command


14-day tracing audit


Containment veriﬁed





Phase 3: Disposal


Hours 48 – 72


Authority handover at LOS


Carbon delivery tickets


USDA election (Flat / DFP)


Live inventory audit





Phase 4: C&D / Fallow


Post 72 Hours


Windrow temp tracking


Barn wash & disinfection


Virus elimination audit


Quarantine release





MANDATORY SHIFT SUBMISSIONS: Daily ICS Form 214 (Unit Log) and Site


Visitor/Vehicle Logbooks must be submitted nightly to Operations and Safety.





EMERGENCY AID: Follow local medical


facility & hospital list in IAP.










