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I. Overview
In May 2021, the Federal Emergency Management Agency (FEMA) conducted a virtual case study interview with 
representatives from the Jersey City–Newark Urban Area Security Initiative (UASI) to discuss the effectiveness of two 
grant investments that were made with FEMA preparedness grant funds. The purpose of the study was to 
understand how FEMA preparedness grants aided Jersey City–Newark in preparing for and responding to challenges 
associated with the COVID-19 pandemic.  

This case study found that UASI and Emergency Management Performance Grant (EMPG) funding played a key role 
in the creation of the New Jersey All Hazards Incident Management Team (NJ-AHIMT). Additionally, a prime mover 
truck funded with UASI funds was used to transport a shipping container transformed into a portable urban search 
and rescue (US&R) training facility, and this enabled personnel to train safely during the pandemic. These 
investments were key in establishing a team capable of addressing cross-cutting emergency management tasks 
throughout the pandemic and in providing a pandemic-safe alternative training environment. 

To inform this case study, FEMA relied on information from interviews with representatives from NJ-AHIMT, the 
Jersey City–Newark UASI, the New Jersey State Police, the New Jersey Department of Health, the Bayonne Fire 
Department, and the Newark City Office of Emergency Management.  

II. The COVID-19 Vaccination Rollout
New Jersey used FEMA and other federal funding and resources extensively during the COVID-19 vaccination rollout. 
For example, the National Guard, AmeriCorps, and the Peace Corps provided statewide surge capacity for 
vaccinations. Although much of the federal support came from sources outside of the FEMA preparedness grant 
programs, programs funded by preparedness grants fostered successful operational coordination among agencies 
throughout New Jersey. 

III. Investments and Capability Impacts

NJ-AHIMT Structure and Impact on Vaccine Rollout 
NJ-AHIMT was built on multiple years of volunteer efforts from a small number of New Jersey state personnel and 
UASI personnel. During EMPG-funded monthly state emergency management meetings, different UASI, state, county, 
and local representatives began to develop and build on the initial efforts to set up an NJ-AHIMT for the state, with 
the relationships stemming from these meetings being a critical driver of the creation of the NJ-AHIMT. In 2017, the 
New Jersey Office of Emergency Management published a directive that officially created the NJ-AHIMT. This 
designation qualified the NJ-AHIMT for additional funding for further team development. Since 2017, New Jersey has 
funded the NJ-AHIMT almost entirely through EMPG funds.  
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The NJ-AHIMT has approximately 70 members from multiple jurisdictions (local, county, and state), multiple 
disciplines (law enforcement, fire, emergency medical services, and non-first responders), and non-government 
organizations. Team members are primarily based in other offices and agencies, and are assigned temporarily with 
the NJ-AHIMT. When their rotation is complete, members bring back valuable lessons, contacts, and training topics 
for implementation in their home offices. In the four years it has been formally active, the NJ-AHIMT has become an 
institution within the state, to the degree that it is more regularly included in planning and response activities as a 
matter of course. For example, when the state engages in an extended search and rescue mission, one of the first 
steps is to activate the NJ-AHIMT. In cases of civil unrest, the NJ-AHIMT is automatically activated to support a 
specialized mobile field unit of the New Jersey State Police. The NJ-AHIMT is also involved in planning for large-scale 
events, such as college football games. New Jersey invested EMPG funds in elements that underpin the NJ-AHIMT 
structure and functioning, including trainings taken by members of the NJ-AHIMT, as well as enabling the team to 
offer an incident command training course. EMPG funding also contributed to initial credential training and activities 
for the NJ-AHIMT and equipment such as infographic charts, computers, and other incident support equipment. NJ-
AHIMT personnel also participate in UASI-funded trainings that are a critical component in building relationships 
among responding teams and agencies. This collaboration has been so effective that Jersey City–Newark decided to 
not start their own Incident Management Team (IMT) and instead will invest FY2021 UASI funds directly in the NJ-
AHIMT.  

The success of the NJ-AHIMT program has been demonstrated by two outcomes that have been driven by external 
groups. First, the NJ-AHIMT is now embedded within New Jersey’s Incident Command structure and is usually 
represented by an Incident Commander during incident responses. Second, the NJ-AHIMT is one of four teams 
nationwide that has been selected for a FEMA pilot program for IMT supplemental response teams. 

The NJ-AHIMT played a critical role during the initial setup and coordination of New Jersey’s COVID-19 mass 
vaccination sites. In early 2020, the NJ-AHIMT assisted in the setup of field medical stations and temporary 
hospitals around the state to meet the rising demand for COVID-19 care. This engagement helped establish the 
relationships and structure to effectively build up necessary mass vaccination sites beginning in December 2020. 
The New Jersey Department of Health detailed a representative to the NJ-AHIMT, and their staff member was able to 
work through existing relationships to set up a system that allowed hospitals to refer patients to the field medical 
stations and temporary hospitals.  

NJ-AHIMT personnel used its relationships with health care providers to establish partnerships to run five of the six 
mass vaccination sites in the state. Health care partners contributed leadership and management oversight, 
pharmacists, intake, observation, and other auxiliary staff, as well as nurses to administer vaccinations. The 
NJ-AHIMT also supported 10 smaller, community-based vaccination sites throughout the state that offered 
approximately 250 vaccinations a day. Jersey City–Newark UASI and the NJ-AHIMT are planning to complete after-
action reports on the vaccination mega-sites, using $35,715 from 2017 and $8,528 from 2018 in UASI funds to 
complete these actions. 

Grant investments over the years in hospitals and hospital systems also contributed to the COVID-19 response. For 
example, some New Jersey hospitals used State Homeland Security Program (SHSP) or UASI funding for target 
hardening. Hospitals have also used grant funding to purchase personal protective equipment and ventilators, and 
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for surge capacity planning in response to the 2005 bird flu outbreak. The last 15 years of UASI exercises and 
trainings have additionally created important relationships and experiences that aided the implementation of the 
mass vaccination sites.  

Portable Search and Rescue Training Facility 
In 2020, the Jersey City–Newark UASI developed an innovative search and rescue training tool. The tool is a custom-
built shipping container, consisting of up to four skill sections, including concrete breach, steel burning, plywood cut, 
and a combined shoring, lifting, and moving section. Each section of the container is modular, allowing Jersey City–
Newark to change the order of the skills, remove skill sections, or double skill sections, depending on the needs of 
the training participants. Because of the COVID-19 pandemic, Jersey City–Newark delayed introduction of the tool 
until 2021.  

 

Image 1: Portable Search and Rescue Training Module 

Placing this training module in a shipping container allows Jersey City–Newark to transport the search and rescue 
tool to different locations using a UASI-funded roll-off truck. This portable design has allowed Jersey City–Newark to 
replicate trainings in smaller, safer groups during the pandemic. The retrofitted shipping container is also versatile 
and can be used for other trainings such as fire hose line stretches and for real emergency management support 
scenarios. Multiple containers can be positioned to simulate trenches and tunnels, and the container trench training 
provides a safer environment than the previous technique of using machine-dug trenches. 
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The cost of the program was initially $24,000, with an additional $23,000 added on later for improvements and 
variations. Over the program’s lifetime, it has been used to train approximately 400 individuals. Over the next five 
years, Jersey City–Newark expects to train an additional 360 participants with the search and rescue tool.  

V. Conclusion 
This case study found that FEMA preparedness grant funding played a key role in the NJ-AHIMT and the Jersey City–
Newark US&R training modernization. Multiple years of investment of FEMA grant funding helped establish the NJ-
AHIMT and facilitated a rapid rollout of COVID-19 mass vaccination sites, both of which relied on institutional 
knowledge and relationships among distinct agencies throughout the state. Grant funding also supported a cost-
effective alternative training module for the US&R program and created a new capability to safely train US&R 
responders both during the pandemic and in the future.  
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