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This report is not intended to be a stand-alone document. It is intended to be read in
conjunction with the “Technical Advisor Search and Rescue Final Report, 31 March 2015”
and its Annexes.
It is also strongly recommended that readers refer to the following documents, on which the
SAR capacity development strategy has been based:
1)
2)

A National Strategic Action Plan on Search and Rescue (NSAP), approved by the
Nepal Cabinet, June 2014;
Implementation Plan of Action (POA), March 2014 written by SAR experts from
China and the USA respectively.

Workshop Summary
Summary of Response Challenges
During the review of the response challenges, several consistent themes emerged,
summarised as follows:
•

•

•

•

•
•

•

Coordination: Both within individual organisations, as well as between organisations
and the various coordination (national and international) mechanisms established
during the response phase.
Communication: Similar to the coordination challenges, there were communication
challenges internally and externally. An ability to coordinate effectively is directly
dependent upon an ability to communicate effectively.
Personnel: While there was an immediate deployment of large numbers of personnel,
getting the right people to the right places in the shortest possible time proved to be
very challenging and time consuming.
Work Rest Cycles: A disaster of the magnitude of the Gorkha earthquake will always
demand a sustained response effort. As the response effort continued for many days,
the lack of adequate work rest cycles resulted in physical, mental and emotional
exhaustion on the responders.
Personal Protective Equipment (PPE): There was a lack of availability of job-specific
appropriate PPE.
SAR Training: There was a lack of suitably trained SAR personnel, particularly with
regard to the complex rescues of victims deeply entrapped or entombed in collapsed
structures. There were also challenges that arose from different training standards
and methodologies, which strongly argues in favour of adopted a national,
standardised curriculum.
SAR Equipment: Mobilisation of equipment to affected areas, mission readiness of
equipment, amount of equipment, field maintenance, suitability to task, availability of
accessories and consumable components, and in some instances knowledge of how
to use the equipment safely and effectively, were all sited as equipment related
challenges.

Validation of SAR Strategy Plan 2015 Recommendations
No:
1
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Recommendation
The SARTWG should become a permanent structure.
MoHA assign dedicated (minimum 12 months) focal
point to the SARTWG
All community-based SAR training is referred to as
Community SAR
Community-based SAR initiatives, e.g., (CADRE)
should continue to be supported.
Develop a national, standardised Basic Disaster
Response Programme (BDRP) for NA, NP and APF.
NP or APF to accommodate a few KMC FB personnel
on each of its BDRP courses.
Reference should be made to technical capability
Search and Rescue Technician (SART) and Search
and Rescue Specialist (SARS). SART trained–staff will
form Light teams, while SARS trained-staff will form
Medium teams.
The NA and APF are required to first undergo SART
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prior to SARS.
The SAR capacity development will focus only on SAR
elements, including personnel and equipment, and not
the command support and control structures, logistics
and medical support elements as these already exist
within their units.
The minimum team structure is based on a
configuration of 23 personnel, made up of 1 SAR
Commander, 2 Section Leaders and 20 SAR
technicians.
With regard to SARS capacity within the NA and APF,
the team structure will remain unchanged, however
SART trained personnel (Light capability) will be up
skilled to a SARS level (Medium capability) and will be
issued with additional specialised equipment.
Personnel who undergo SART and SARS training will
be required to stay with the unit 1) until the DMD unit is
at full strength, and 2) until such time that there is
someone who has been trained to an equivalent level
that can take their place.
All SART and SARS courses will be presented by a
combination of NA, NP and APF instructors.
The Government of Nepal needs to make a decision
regarding the venue of the SAR TC as a matter of
priority as the training cannot commence until such time
as it’s completed.
Conduct a detailed inventory analysis of existing SAR
equipment caches located at the DMD’s in NA, NP and
APF. Benefit both the BDRP initiative as well as the
SART/SARS project.
SART and SARS training equipment will need to be
made available at the commencement of training.
However the team equipment caches will be phased in
over the duration of the project as teams come on line.
Develop the Disaster Management Information System
(DMIS) system as a national SAR database to track
SAR personnel and equipment.
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Summary of New Recommendations
No:
18

19
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Recommendation
The SAR MEC is to meet as a matter of urgency to make firm decisions
on the way forward based on the original seventeen recommendations,
as well as the new recommendations arising out of the Lessons Learnt
Workshop.
There is a need for a unified command system. In the short term, this can
be achieved by the implementation of an Integrated SAR Command Post.
In the longer term, this can be achieved through the adoption of a
standardised incident management approach, e.g., Incident Command
System (ICS).
There is a need for a single multi-agency, dedicated radio communication
channel for use during multi-agency response.
The SAR Technical Advisor (TA) should be made available to continue
with the support of the SAR TWG in the short term.
There are several high impact short courses or workshops that can be
presented that will have a positive impact in the overall response
capability.

Priority
1

Shortterm 4
Longterm 7
5
2
6

23

• INSARAG Marking Workshop;
• National Liaison Officers Workshop
• Prehospital Management of Crush Injury and Crush Syndrome
• Use of Heavy Plant during Collapse Structure Rescue.
To maintain a focal coordination point of contact in the international
community (called Flagship 2 or otherwise) so permanent support to the
SARTWG and the SAR TA can be also provided in the future.

3

Activities for Subsequent Phases
Phase
0
1

2

3

4

5

Activities
• SAR Implementation Strategy Plan
• SARMEC to convene and make key
decisions
• SARTWG to convene and commence
work as outlined in recommendations
• Conduct Equipment Inventory Analysis
• Develop DMIS software for personnel
and equipment
• Start process for the SAR TC, notably,
make a decision regarding the venue
• Role out BDRP in NA, NP and APF
• Donor engagement culminating in
INSARAG Asia Pacific Regional Meeting
• Donor engagement and development of
partnering strategy
• Design, development and commissioning
of SAR TC
• BDRP role out continues
• Commence SART training, including
monitoring and evaluation
• BDRP role out continues
• Commence SARS training, including
monitoring and evaluation
• BDRP role out continues

•

Project handover

Timeframe
Completed
April – August 2016

Unknown

3,5 Years from date of SAR
TC being available
2,5 Years – this is not an
additional 2,5 years, it runs in
parallel to the SART training
once a critical mass of SART
personnel have been trained
and forms part of the total
3,5 years training time line.
6 months

1)

Introduction

The Search and Rescue (SAR) project has been strongly supported by the Nepal Risk
Reduction Consortium (NRRC) Flagship 2, presently provided by a Red Cross Consortium,
as a priority activity since 2011, through organisational and administrative assistance and
coordination functions. From September 2014 until March 2015, the United Kingdom (UK)
Department for Foreign International Development (DFID) funded a SAR project with the aim
of designing a comprehensive SAR capacity development strategy. Two documents guided
the development of the strategic plan. The first document was the Government of Nepal
(GoN) National Strategic Action Plan on Search and Rescue (NSAP), approved by Cabinet
in June 2014. The second document was the Plan of Action (POA), developed in March
2014 with the support of two international experts, from China and the USA respectively, in
consultation with key GoN stakeholders, at the request of the Ministry of Home Affairs
(MoHA).
To this end, an external SAR Technical Advisor (TA) was appointed to provide technical
input into the Search and Rescue Technical Working Group (SARTWG), with the mandate to
develop a comprehensive SAR implementation strategy. This project concluded in March
2015 and the final report was handed over to MoHA just prior to the Gorkha earthquake,
which struck Nepal on the 25 April 2015. As a result, the implementation of the project was
delayed as the government ministries under the lead of MoHA, the three security forces
(Nepal Army, Nepal Police and Armed Police Force) and other important SAR stakeholders
were intensively involved in the relief and early recovery operations.
During the design of the comprehensive SAR implementation plan, there was no living
memory of an actual earthquake response amongst the various SAR stakeholders in Nepal.
However, after the Gorkha earthquake response, there was a significant pool of anecdotal
experience from the organisations that were called upon to respond to the earthquake in a
SAR capacity. This newfound experience provided the opportunity to review the lessons
learnt during the response. While a review of the international USAR deployment to Nepal
had occurred earlier, a SAR focused lessons learnt workshop on the experiences of the
three security forces and other national SAR stakeholders had yet to be undertaken.
Therefore, it was deemed appropriate by MoHA to conduct a SAR specific Lessons Learnt
Workshop focusing on the national SAR response efforts. The objectives of the workshop
were twofold. Firstly, to identify pertinent lessons learnt from the actual SAR response efforts
and secondly, to validate the proposed SAR capacity building strategy, including team
structure, technical capabilities and equipment requirements. Furthermore, considerations
were given to the recommended standardised Basic Disaster Response Program (BDRP),
agreed to by the three security forces, during the SAR capacity strategy development
project.
While all three of the security forces were involved in many facets of response, including for
example the distribution of relief items, this focus of this workshop was very specific,
concentrating only on SAR efforts. This report articulates the outcomes of the Lessons
Learned Workshop conducted in Nepal with the relevant SAR stakeholders during the week
of 22-26 February 2016.

2)

Target Organisations

The participants of the Lesson Learnt Workshop included former members of the SARTWG,
including representatives from MoHA, the Ministry of Defence (MoD), the Ministry of Federal
Affairs and Local Development (MoFALD), the Nepal Army (NA), the Nepal Police (NP), the
Armed Police Forces (APF), the Nepal Red Cross Society (NRCS) and the Kathmandu
Metropolitan Fire Brigade (KMC FB) (Figure 1). Additionally, representatives from the three

security forces involved in actual response operations, the Ministry of Health and Population,
Chief District Officers (CDO) and the National Society for Earthquake Technology – Nepal
(NSET) were also invited to participate in the workshop.
Figure 1 – SARTWG Composition

3)

Workshop Outcomes

Outcome 1: Develop a Strengths, Weaknesses, Opportunities and Threats (SWOT) matrix
based on the SAR response phase by organisations and collectively.
Note: During the initial pre-workshop meeting with MoHA, Joint Secretary Mr Dangal
Ramashwor specifically requested that this outcome be modified to focus on the challenges
and recommendations, in order to maximise the productivity of the workshop. This outcome
was modified accordingly.
Outcome 2: Provide concrete recommendations and action points on improvement of Basic
Disaster Response Program (BDRP) building by institution (SAR stakeholders) and locations
(districts).
Outcome 3: Provide concrete recommendations and action points to build SART and SARS
capacity in Nepal which are based on the SAR TA final report and integrate the experiences
made in relation to curriculum, equipment, training facilities and capacities needed.

3)

SAR Response Challenges

Each SAR stakeholder was afforded the opportunity to deliver a presentation, which
articulated the SAR response challenges encountered during the earthquake response.
Below is a consolidation of the main challenges encountered. Of the challenges identified,
many were reported by multiple stakeholders; thereby highlighting their commonality in the
SAR response.
Coordination
It was noted that there were multiple challenges related to coordination. This was both within
each organisation as well as between various organisations. In the immediate aftermath of
the earthquake, the needs were overwhelming and there was an enormous influx of
unverified information. This is not unusual in major incidents or disasters, in fact, it is to be

expected and planned for accordingly. Therefore, there needs to be a robust unified well
practised interagency coordination mechanism in place. This was not the case during the
Gorkha earthquake SAR response. While there was an immediate response from the SAR
responders, it was done in an ad hoc fashion, largely without formal tasking. The net result
was that the response was in some instances uncoordinated. Some of the affected areas
received a response from multiple responders whereas other areas did not receive any
response for a significant period of time. Part of the coordination challenges was
exacerbated by the fact that pre-determined coordination centres in Kathmandu and on
district level were damaged during the earthquake. There were also many various
coordination mechanisms employed, sometimes with duplication of coordination roles. This
created an element of confusion early on. With regard to SAR, the greatest chance of
rescuing survivors is in the immediate aftermath of the event, and therefore have a well
established, practised coordination system that caters for all role players is of critical
importance. Nepal does not have an integrated unified command system. This was further
exacerbated by each of the security forces working on a different command system, thereby
making interagency coordination even more challenging.
Communication
In order to coordinate effectively, stakeholders need to be able to communicate effectively.
The fact that the cellular network was in operation so soon after the earthquake was most
fortunate, however, it cannot be assumed this will always be the case. There was a great
reliance on mobile telephones during the earthquake response but if that had not have been
available, the communication within and between responding organisations would have
posed far greater challenges than those observed during the response. One of the
challenges reported was a lack of communication hardware: high frequency (HF); very high
frequency (VHF); ultra high frequency (UHF) and base sets, there was simply not enough
communication equipment available to meet the communication demands. Of particular
importance was the lack of communication hardware, which allowed the various
organisations to communicate with locations outside of the Kathmandu Valley. Another
challenge was the convoluted information flow. SAR responders had to go through several
layers of vertical communication within their own organisation in order to communicate
horizontally between the various organisations. Nepal does not have an integrated, multiagency emergency communication system for use during mega disasters. The
communication limitations compounded the difficulties that arose from trying to verify
information and obtain and accurate understanding of the evolving situation.
Personnel
In the early stages of the disaster response there was a challenge in getting SAR trained
personnel to where they were required. Some personnel who had received SAR training
were deployed to other units, where other response tasks were given priority. Many of these
individuals have completed the comprehensive Program for the Enhancement of Emergency
Response (PEER) training as Collapse Structure Search and Rescue Instructors, Medical
First Responder Instructors, Training for Instructors, and Master Instructors. However,
although they were deployed during the overall response operations, they were not
immediately available for the urgent SAR response activities. All three of the security forces
have established dedicated disaster management units. However ensuring that all staff
deployed in these units has received the relevant SAR training is an on-going challenge.
This is further compounded by personnel retention challenges. Currently there is no
mechanism in place to ensure that personnel who are trained in SAR be required to serve
for a minimum period of time in their dedicated disaster management unit. In order to
maximise the life saving impact during the SAR phase, it is imperative that the right people
get to where they are required, with the appropriate equipment, in the shortest time possible.
While it is acknowledged that personnel attrition is a constant, there needs to be some
mechanism to ensure that the dedicated SAR units are fully staffed with trained personnel
and that the trained personnel not be rotated out until such time as there is a trained
replacement to fill the position.

Work Rest Cycles
As is to be expected, when the disaster occurred there was an initial mass mobilisation of all
available resources. However, during a major incident or disaster, when it becomes evident
early on that the duration of deployment is going to be protracted (days rather than hours), it
is important to establish a work rest cycle to ensure sustained, uninterrupted, safe SAR
operations. This did not occur effectively during the SAR response phase. Personnel worked
exceedingly long hours, and while this is noble, it is neither sustainable nor is it safe practise.
Consequently there were periods during the viable life saving phase of the response where
SAR operations were halted to enable personnel to rest and recuperate. While this was not
reported as having occurred during any on-going rescue operations, it was reported to have
occurred during periods where search operations to actively seek out potentially lives victims
could have been occurring, e.g., sustained night time operations. The extreme workloads led
to both physical as well as emotional exhaustion of SAR personnel. Operating while
exhausted exposes personnel to significantly higher levels of occupational risk, as well as
danger to those still entrapped.
Personal Protective Equipment
The lack of appropriate personal protective equipment (PPE) was identified as a significant
challenge. Responders were exposed to high levels of occupational risk working in austere
environments without access to the appropriate PPE. This was most pronounced when
national responders were working alongside their international counterparts. Both groups,
working side by side, being exposed to exactly the same occupational risks had vastly
varying degrees of personal protection. In addition to the immediate injury and long-term
health risks due to the lack of appropriate PPE, there is also a psychological impact,
especially with regards to the handling of the deceased. Rescuers being required to handle
decomposing mortal remains without appropriate PPE (e.g., gloves) places them under
extreme emotional stress, which can have significantly detrimental long-term mental health
consequences.
SAR Training
The SAR capacity development strategy project confirmed that all three of the dedicated
disaster management divisions in the three security forces are providing a degree of disaster
response training. However, it was also determined that this type of training varies between
the various organisations in terms of content, curriculum, duration and standards. It is
customary in Nepal that all three of the security forces respond to the same incident in dayto-day operations and this also holds true during large-scale disaster response. The variation
in training raises challenges with regard to interoperability between the security forces. The
net result is that situations arise where three different security forces are working at the
same site where the rescuers have been trained to different standards. While the disaster
first responders from the three security forces made a hugely commendable and positive
contribution to the SAR response, they had limited capacity when it came to complex
rescues as they lacked the insight, training, equipment and experience required to handle
those situations. This speaks clearly to the need of establishing a more technically advanced
capability, which is available to augment the SAR first responders.
SAR Equipment
There were several challenges identified with regards to equipment. Mobilisation of
equipment proved to be a major challenge. It is acknowledged that there are certainly
limitations in the availability of SAR equipment, however, much of the SAR equipment
currently available within the organisations involved in SAR activities, is not kept in a
constant state of mission readiness. Much of the equipment is stored in a storeroom and
needs to have accessories fitted and or needs to be fuelled in order for it to be operational.
There does not appear to be a culture of operationalizing equipment when it is placed into
service. This resulted in delays in accessing the equipment and getting it to where it was
required in a fully operational state. It became apparent that there is a lack of knowledge

regarding how to conduct general maintenance and minor field repairs. This resulted in
equipment becoming unserviceable during the response and compounding the situation of
there being a lack of SAR equipment. There were also challenges around the suitability of
equipment in so far as it was not appropriate for use in specific situations, e.g., confined
space operations or on top of unstable partially collapsed structures. There were also
challenges related to the replacement of consumable parts and accessories, servicing,
repairs and replacement of damaged equipment after the response, as there are no supply
chains in place to provide all that is required to keep equipment serviceable. In instances
were servicing and repair centres were available, it was found to be very costly. Similar to
the interoperability issues identified with regard to SAR training, there were challenges with
interoperability of equipment, between units of the same organisation as well as between
different organisations.

3)

Validation of Recommendations

During the workshop, all of the recommendations presented in the SAR capacity building
strategy project were revisited. The recommendations were reviewed to determine whether
they were still valid and also to assign a priority to assist with the implementation. There
were only minor modifications made to the wording of two recommendations, otherwise they
were unchanged.
Recommendation 1
The SARTWG should become a permanent structure. The work it initiated should be
continued as it has a vital role to play in the on-going development of SAR capacity in Nepal.
The SARTWG should meet at least monthly to ensure the momentum generated to date is
maintained. There may be a requirement, from time to time, to increase the frequency of
meetings, based on the work requirement, e.g., the development of the foundational basic
disaster response programme.
Validation
Definitely

Priority
1

Actionable By
SAR MEC

The work conducted by the SARTWG made an invaluable contribution to the development of
SAR in Nepal. The work was conducted in a consultative manner, which has resulted in the
outputs being customised to the Nepali environment and being structured in such a way that
they will fit into the respective organisations in which they will be deployed. The way in which
this work has been conducted has fostered an environment of ownership. The members of
the SARTWG represent the pyramid of technical capability from community responders
(e.g., NRCS Community Volunteers) to the professional responders, namely the NA, NP and
APF. This has resulted in an integrated strategy, where one system of capability is built on
another, rather than the situation, which has prevailed to a large extent to date, which is one
of capacity being developed in isolation. For the first time in Nepal’s history, there now exists
a mechanism for the emergency and disaster responders to jointly review and develop SAR
capacity, in the context of Nepal. The development of SAR is at a very early stage and
therefore it is recommended that the SARTWG should continue as it has a vital role to play
in the on-going development at the various levels, from community to foundational to
specialised SAR capacity in Nepal.
Recommendation 2
The MoHA focal point assigned to the SARTWG should be a dedicated appointment, for a
minimum of twelve months, in an effort to ensure continuity of the MoHA personnel engaged
with the SARTWG.
Validation
Definitely

Priority
2

Actionable By
SAR MEC & MoHA

It is acknowledged that MoHA has a high rate of staff turnover. While it is understood that
staff will move, it is very important, especially in this early phase of establishing a stable SAR
framework in which to develop this capacity, that the mandated lead Ministry, i.e. MoHA has
a degree of continuity with its nominated personnel to ensure consistency and some degree
of retention of institutional knowledge.
Recommendation 3
All community-based SAR training is referred to as Community SAR so as to avoid
confusion with the training and capabilities of the professional responders, i.e. NA, NP and
APF.
Validation
Yes

Priority
17

Actionable By
SAR MEC & Community
SAR training providers

One of the key terms requiring clarification was Light SAR. Historically it was being used by
the providers of community SAR training programmes, some of which were a 1-day Light
SAR programme, some a 3 or 3,5 day programme. The security forces were also providing
varying levels of Light SAR training that varied significantly from provider to provider, thereby
creating a great deal of confusion across a spectrum of stakeholders as to what Light SAR
actually meant. In an effort to eliminate this confusion in the training community, responder
community, I/NGOs and the donor community, it was recommended that all communitybased SAR training be referred to as Community SAR, with the term Light reserved for the
professional-level responders.
Recommendation 4
Community-based SAR initiatives, e.g., the Community Action for Disaster Response
(CADRE), play an important role in establishing community-based SAR capacity and should
continue to be supported, through multiple donors in an effort to ensure the sustainability of
such initiatives.
Validation
Yes

Priority
16

Actionable By
Donors / Implementers

Community SAR initiatives play an important role in developing a community-based
response capacity. The illustration below depicts how the continuation of community-based
SAR initiatives addresses the needs of the first level of the SAR Pyramid, as Community first
responders form the foundation of the SAR pyramid. The more robust the foundation, the
more robust the overall SAR capacity.

Recommendation 5
Develop a national, standardised Basic Disaster Response Programme (BDRP)1, to be
based on an amalgamation and consolidation of current training activities being provided in
NA, NP and APF.
Validation
Definitely

Priority
3

Actionable By
SAR MEC & SAR TWG

The illustration below shows the various disaster management training activities currently
being conducted by the three security forces. Although each organisation is doing is
providing training, it is not standardised.
1

BDRP is referred to as a working title for this type of standardized training.

(PEER-Program for Enhanced Emergency Response; CSSR – Collapse Structure Search
and Rescue; MFR – Medical First Responder; DBMAD – Dead Body Management After
Disasters; TLSAR – Technical Light Search and Rescue).
When a meeting was convened in March 2015, the SARMEC unanimously supported the
SARTWG recommendation to develop the BDRP. This programme will become a
foundational training course that all recruits into the dedicated disaster management
divisions will be required to undergo. The benefits of this approach are as follows:
• Standardised curriculum across all the security forces and the fire service
• Standardised equipment list used by all the security forces and fire service (at district
and/or municipality level) resulting in:
o Improved interoperability
o Increased efficiency in supply chain management
• Improved operational efficiencies
o All responders would have the same training and hence understanding of
standard operating procedures
• Improved response to day-to-day accidents and incidents which is scalable to major
incidents and disasters, when required
• Increased efficiency regarding developing a pool of instructors
• Increased efficiency in running refresher training
• Reduction in cost since the same training system is used
Each security force would be responsible for delivering its own training, at one of its own
training venues, but adhering to the national, standardised curriculum. It must be noted that
the training currently being provided by the various security forces is being conducted at
their own venues. Therefore, although some development work would be required, it is
anticipated that this would be minimal in order to standardise the training venues across the
three security forces.

Recommendation 6: Due to the close working relationship between the Nepal Police (NP)
and the Kathmandu Municipal City Fire Brigade (KMC FB), it is recommended that the NP
accommodate a few KMC FB personnel on each of its BDRP courses.
Validation
Yes

Priority
15

Actionable By
SAR MEC, NP, APF & KMC
FB

The KMC FB does not have adequate staff or premises to conduct the BDRP training. It is
however recommended that they do participate in it. It is also not possible for KMC FB staff
to undergo further specialised training, as is articulated in the NSAP, until such time as they
have undergone this foundational training. In the original recommendation it was mentioned
that the NP should be the partner organisation for the KMC FB training, however, during the
workshop it was agreed this should be reviewed because the APF also have an existing
close working relationship with fire service in so far a section of its personnel are seconded
there to augment its capacity. It must be noted however that the current support provided by
the APF relates to fire fighting, whereas this capacity development relates to SAR and
therefore this would need to be considered when determined the most suitable training
partner organisation for the KMC FB.
Recommendation 7: Reference should be made to technical capability rather than teams,
therefore the term Search and Rescue Technician (SART) is used to indicate the technical
capability usually associated with a Light team, and Search and Rescue Specialist (SARS) is
used to indicate the technical capability usually associated with a Medium team.
Validation
Yes

Priority
14

Actionable By
SAR MEC & SAR TWG

Recommendation 8: The NA and APF are required to first undergo the Search and Rescue
Technician (SART) training (Light capacity) prior to undergoing the more technically
advanced Search and Rescue Specialist (SARS) training (Medium capacity).
Validation
Definitely

Priority
7

Actionable By
NA; APF

It is not feasible, nor is it practical to expect the NA and the APF to make the significant
technical jump from their current knowledge and skills base to what would be required for a
Search and Rescue Specialist (SARS), Medium capability, therefore they would first be
required to undergo the Search and Rescue Technician (SART), light, training.
Search and Rescue Technician (SART) Training

Search and Rescue Specialist Training (SARS)

Complete SAR Pyramid

Recommendation 9: The SAR capacity development focus will be on the SAR elements,
only including personnel and equipment, and not include the elements of command support
and control structures, logistics and medical support elements as these already exist within
their units.
Validation
Yes

Priority
13

Actionable By
NA; NP; APF

All of the security forces have established command support and control structures, logistics
and medical support elements embedded within their units. Therefore, due to the existing
infrastructure available within the three security forces, the SAR capacity development focus
is concentrated on the technical SAR capabilities, and the equipment required in order to
deliver against those capabilities.

Recommendation 10: The team structure is based on a minimum configuration of 23
personnel, made up of 1 SAR Commander, 2 Section Leaders and 20 SAR technicians.
Validation
Yes

Priority
11

Actionable By
NA; NP; APF

Taking into account the recommendations of INSARAG with regard to team structure, as
well as being cognisant of unit structures in the security forces, it has been determined that a
minimum SAR team structure of 23 is best suited to the existing platoon and section
structures within the NA, NP and APF. This structure will enable each team to maintain 24/7
operations for an extended period of time with two sections of 11 personnel.

Recommendation 11: With regard to SARS capacity within the NA and APF, the team
structure will remain unchanged, however SART trained personnel (Light capability) will be
up skilled to a SARS level (Medium capability) and will be issued with additional specialised
equipment.
Validation
Definitely

Priority
9

Actionable By
NA; APF

The NSAP calls for the development of the more specialised capability within the NA and the
APF. The recommended strategy is to further develop the NA and APF personnel that will be
trained to the technician (SART) level (Light capability) to the SAR specialist (SARS) level
(Medium capability). The team structure will remain unchanged, however these personnel
will be up skilled and provided with an additional cache of equipment that will enable them to
function at this more specialised level of capability.

Recommendation 12: Personnel who undergo SART and SARS training will be required to
stay with their respective unit 1) until that DMD unit is at full strength, and 2) until such time
that there is someone who has been trained to an equivalent level that can take their place,
on the basis of first in first out (FIFO).
Validation

Priority

Actionable By

Definitely

8

NA; NP; APF

With regard to personnel, one of the issues raised relates to the retention of personnel. The
investment, both of time and money, going into developing an individual to a SART level is
significant. This is even more so in developing an individual to a SARS level. Therefore, the
system should be geared to retain these individuals in these specific roles for as long as
possible, without detrimentally affecting their personal career development. It has therefore
been recommended that once an individual is trained, they cannot transfer to another unit,
until such time as their current unit is at full strength, and there is someone who has been
trained to an equivalent level who can take their place. This will ensure that the optimal
number of personnel is always available for the team to deploy in a 23-man configuration.
Recommendation 13: All SART courses will be presented by a combination of NA, NP and
APF instructors to ensure consistency, standardisation and adherence to the national
curriculum. Similarly, all SARS courses will be presented by a combination of NA and APF
instructors.
Validation
Yes

Priority
10

Actionable By
NA; NP; APF

One of the challenges identified in the review of existing training is that although the three
security forces were all conducting training with the same title, there was no standardisation
or consistency in the training offered. In order to avoid a repeat of this current situation, it is
recommend that all SART and SARS courses be presented by a combination of NA; NP and
APF instructors.

Recommendation 14: The Government of Nepal needs to make a decision regarding the
venue of the Search and Rescue Training Centre as a matter of priority as the training
cannot commence until such time as there is a venue in which to conduct it.
Validation
Definitely

Priority
5

Actionable By
SAR MEC

While several of the venues of the NA, NP and APF have been used for PEER CSSR
training, none of these facilities is currently capable of being utilised for the type of
specialised SAR training required to conduct SART and SARS courses. Therefore a SART /
SARS purpose specific training venue will need to be developed.
The training prop area needs to cater for the training and exercising of the various skills
required by a SAR technician or specialist. This includes searching, vertical (up and down)
breaking and breaching, horizontal and diagonal breaking and breaching, lifting, pushing and
pulling loads, structures to provide height for rope rescue, working with concrete (reinforced
with structural steel), structural steel and timber, confined space operations and victim
packaging and extrication. The training prop can be constructed from pre-fabricated
structures, be purpose built or be a combination of both. Regardless of the nature of

construction, the facility needs to be assessed and certified by an engineer and should
include safe areas within the structure which personnel could retreat to, if required.
The facility needs to cater for specific requirements, which would enable rescuers to train
and exercise various technical skills. Basic skills acquisition areas can be constructed or
they can be improvised. These training areas are utilised at the start of the training to
provide the basic skills and techniques that are required in a sterile, controlled environment.
As the technical proficiency improves, the rescuers then move into the more realistic training
environments. In addition to the structure, there is a requirement for consumable items that
are required to facilitate training. There is also a requirement to have access to plant and
machinery to set up, remove and re-set training props, e.g., concrete slabs for breaking and
breaching operations.
The amount of space required to develop the SAR prop training area is roughly the size of a
football field.

65 M

50 M
Approximate size of SAR Prop Area

In addition to the SAR training facility, there is a requirement for additional facilities to
support training and exercises. These include:
•
•
•
•
•

Classroom facilities
Accommodation
Toilet and shower facilities
Catering facilities
Storerooms for equipment and consumable items.

As there is currently no existing facility where this SAR training can be conducted, there is a
requirement to develop a facility in Nepal. As it is not economically feasible or operationally
viable to develop three separate facilities for each of the security forces, there are ostensibly
two potential options.
Option 1 – Make use of space available at one of the existing security forces premises
Option 2 – Develop a SAR training facility at a new location to be shared by the security
forces.
When the implications of the two options are considered, the following factors will need to be
taken into account.
Requirement
Venue
SAR TC Facility
Management
SAR TC Facility

Existing Security Forces
Location
Yes
Yes

New Location

Yes

No

No
No

Administration
Classrooms
Instructors
Accommodation
Toilets & Showers
Catering
Storerooms
Heavy Machinery
SAR Training Area
Project Cost
Development Timeline
SAR TC Facility Operating
Cost
SAR TC Training Operating
Cost

Yes
Yes: NA; NP; APF
Yes
Yes
Yes
Yes
No
No

No
Yes: NA; NP; APF
No
No
No
No
No
No

Less
Less
Less

Higher
Longer
Higher

Equal

Equal

While there is an economic argument for making use of an existing location within one of the
security forces, there may be other implications, which negatively impact on this option. For
example, there may well be issues related to one security force accessing the premises and
undergoing training at another security force. This is not uncommon among security forces
around the world, or even between units of the same security force. Another consideration
may be the allocation of training time, where the potential host unit may prioritise the training
of its personnel over training personnel from the other security forces.
An analysis of the personnel in the disaster management directorate of the NA and the
disaster management divisions of the NP and APF shows that there are currently sufficient
numbers of personnel to commence the training. However, the current absence of a SAR
training facility is an issue that will need to be overcome before any specialised SART and
SARS training can commence. The project plan describes a 3,5 year SART and SARS
training schedule. It is important to note that this 3,5 year timeline only starts once a SAR
Training Centre (TC) is available in which to conduct the SART and SARS training.

Steps to Implementation

The key decision required in moving this process along is the determination of where the
SAR Training centre should be developed as this will have an impact on the design and cost
of the project. It is recommended that this decision making process be initiated as soon as
possible as the training cannot commence until the SAR training centre has been developed.
The headline activities to be carried out to develop the SAR training centre are as follows:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Decide on location – Responsibility GoN
Design the SAR training centre – depending on the location, this may just be the
training area or it may need to include the support facilities and services
Complete a costing for the construction project – based on Nepal building costs
Initiate the tender process
Undertake the procurement process
Construction of facility
Identifying an institution tasked with managing and administering the facility
Complete a costing for the capitalisation and annual operating costs of the facility
Staffing and equipping of facility
Opening of facility

In addition to the development of the SAR TC, there is the issue of the management and
administration of the facility. If one of the current security forces is selected, then the
management and administration of the facility could be assigned to it. However, in the event
of the GoN electing to establish the SAR TC on a new, neutral site, it would have to appoint
an organisation to manage and administer the facility.
Without the SAR TC, the training can only progress to the BDRP level, as illustrated below. It
is also important to note that this facility could also be used for other SAR related training
when not in use for SART or SARS training, e.g., CADRE and PEER.

Recommendation 15: Conduct a detailed equipment inventory review of existing SAR
equipment caches located at the Disaster Management Directorate of the NA and the
Disaster Management Divisions of the NP and APF. This will benefit both the BDRP initiative
as well as the SART /SARS project.
Validation
Definitely

Priority
4

Actionable By
SAR TA & NA; NP & APF

Through various mechanisms, sizable equipment caches have been made available to the
NA, NP and APF disaster management divisions. However, it does not appear to be properly
operationalized. There are several factors influencing this: no/limited operational budgets are
available for fuel and oil for petrol operated equipment, replenishing consumable items and
not all of the equipment has all of the accessories required for operational use. With regard
to the supply of equipment, there are several challenges. Firstly there are long time delays
between the funding being made available and the donated items eventually being delivered
to the intended recipient. Secondly, there is a level of ignorance regarding what equipment is
required, and importantly, what accessories or consumables are needed to ensure the
equipment is complete and serviceable. When problems with equipment occur, there are
limited options available for repairs and replacement as many items are procured from
outside the country and there are no effective supply chains established. In most instances,
the entire available budget was spent on the initial equipment acquisition and therefore there
are no funds available for routine maintenance and the procurement of consumable items.

Subsequent to the earthquake, there have been changes in the pre-existing equipment
cache status. Equipment was used during the earthquake response and of that equipment
some has been damaged, some requires maintenance and repair, some requires new
disposable accessories and consumable components. However, there does not appear to
have been a thorough equipment cache rehabilitation process instituted since the
earthquake.
Therefore, the need for a comprehensive equipment inventory review is even more important
now than it was prior to the earthquake.
This project has identified an equipment cache list required to meet the capability statements
for SART and SARS. However, from what has been observed, some of this equipment is
already available in the system. There are however questions regarding its serviceability. It
is therefore recommended that prior to the procurement of new SAR equipment, a
comprehensive audit be conducted of the existing equipment caches at the three security
forces dedicated disaster management divisions.
The benefits of conducting this equipment inventory review are as follows:
•
•

•
•

•
•

Identify what equipment is already available in the system
Identify what equipment is:
o Serviceable
o Requires routine maintenance
o Requires repair
o Needs to be replaced
Identify what consumable items are required to complete an item of equipment,
thereby rendering it serviceable
Identify what equipment is available in the local market which positively influences:
o Supply chain
o Repairs
o Procurement of disposable items
Reduction in the cost of equipment cache required for the SART and SARS capacity
development
Information provided by this audit will be useful to both the BDRP as well as the
SART / SARS project.

The output of an equipment inventory review will also aid in the development of a
standardised SAR equipment list and this list would guide all future equipment donations and
procurements.
Recommendation 16: The SART equipment will need to be made available at the
commencement of training. However the team equipment caches will be phased in over the
duration of the project as teams come on line. The same strategy will be adopted for the
provision of SARS equipment.
Validation
Yes

Priority
12

Actionable By
SAR MEC & Donors

At the onset of the project, the equipment required for the delivery of training will be
provided. Then, as teams become trained, they will be provided with an operational cache of
equipment for use during response operations. Therefore the equipment caches will be
phased in over the life of the project.

Recommendation 17: Develop the Disaster Management Information System (DMIS)
system as a national SAR database to track SAR personnel and equipment for use by
MoHA, NA, NP, APF and the KMC FB.
Validation
Definitely

Priority
7

Actionable By
SAR MEC, MoHA &
international technical
advisor

The original recommendation made specific reference to SAHANA. However, MoHA has
subsequently moved towards a Disaster Management Information System (DMIS), which
they would want to be developed and utilised for the purpose of tracking personnel and
equipment.
The workshop provided an excellent opportunity to review the recommendations with the
newfound knowledge and experience gained from responding to an actual earthquake
event. The fact that all the recommendations were unanimously still found to be relevant and
important is a very strong validation of the recommendations. MoHA can therefore
confidently approach the donor community and make the statement that the
recommendations were the outcome of a very robust, multi-agency design process, which
were then subsequently validated after an actual major national disaster through a Lessons
Learnt Workshop.

4)

New Recommendations

The workshop also delivered some new recommendations. It must be noted that none of
these new recommendations have any negative impact on the original SAR strategy plan.
Recommendation 18:
The SAR MEC is to meet as a matter of urgency to make firm decisions on the way forward
based on the original seventeen recommendations, as well as the new recommendations
arising out of the Lessons Learnt Workshop. The SAR MEC should also meet whenever the
SAR TWG has produced recommendations that require formal endorsement for
implementation.
Status
Urgent

Priority
1

Actionable By
SAR MEC

The POA recommended the piloting of a National SAR Secretariat as a first step towards the
creation of a sustainable national SAR capacity in a multi-phased implementation plan.
When the group was first convened, it was recommended to rename the SAR Secretariat to
become the SAR Technical Working Group (SARTWG). This was done to avoid confusion
because representatives from MoHA were using the term SAR Secretariat to describe SAR
Monitoring & Evaluation Committee (SARMEC), referring to the naming in the NSAP. The
SARMEC was not a working body but rather the body established as a decision-making
entity to determine an appropriate course of action based on the outputs of the SARTWG.

The SARTWG is not a decision-making body. It provides recommendations on the way
forward; however, approval of these recommendations rests with the SAR MEC. Additional
institutions may be invited to the SARMEC depending on decisions to be made, e.g. Ministry
of Finance, Ministry of Health.
SAR MEC

Recommendation 19:
There is a need for a unified command system. In the short term, this can be achieved by
the implementation of an Integrated SAR Command Post. In the longer term, this can be
achieved through the adoption by all SAR stakeholders, of a standardised incident
management approach, e.g., Incident Command System (ICS).
Status
Short Term – Urgent
Long Term - Required

Priority
4
7

Actionable By
SAR MEC

The illustration below outlines a possible structure for an Integrated SAR Command Post
(ISARCP), with its various reporting lines. The ISARCP has a direct reporting line to NEOC.
It in turn coordinates with the international USAR responders through the USAR
Coordination Cell (UCC) that sits with the United Nations (UN) On Site Operations
Coordination Centre (OSOCC). Additionally, it coordinated with the Foreign Military (FM)
SAR teams through the Multi National Military Command Centre (MNMCC).

In the longer term, MoHA should investigate the feasibility of all SAR stakeholders adopting
the Incident Command System (ICS), a standardized approach to the command, control,
and coordination of response, providing a common hierarchy within which responders from
multiple agencies can be effectively coordinated and controlled. It is important to note that
ICS provides an all-hazards incident management solution, it is not just applicable in
earthquake response. Therefore, it will add tremendous value to day-to-day response
operations, in addition to national disaster response.
Recommendation 20:
There is a need for a single multi-agency, dedicated radio communication channel for use
during multi-agency response.
Status
Urgent

Priority
5

Actionable By
NA; NP; APF

In order for the three security forces to communicate more effectively, thereby improving the
efficiency and efficacy of their response operations, it is recommended that a dedicated
radio frequency be set aside for use during multi-agency response. This will significantly
streamline communications. There are no significant barriers to implementation; it is rather
just a question of agreeing on a frequency and then developing a Standard Operating
Procedure for its use. This will not interfere in any way with the standard communications for
day-to-day operations, as it will only come into effect during a multi-agency response to an
incident.
Recommendation 21:
The SAR Technical Advisor (TA) should be made available to continue with the support of
the SAR TWG in the short term.
Status
Urgent

Priority
2

Actionable By
SAR MEC & Donors

The POA, written by SAR experts from China and the USA in March 2014 recommended the
appointment of an external Technical Advisor (TA) assigned to assist the SAR TWG with the
design and development of the plans, standards and mechanisms that will be required to
develop SAR capacity articulated in the NSAP and POA. It was unanimously agreed that the
SAR TA assisted greatly in the SAR TWG successfully completing its mandated tasks during
the SAR capacity development strategy project. Due to the earthquake, there has been a
lengthy pause in SAR capacity development activity and the SAR TWG had not met, until
the recent Lessons Learnt Workshop. There are several project activities that have been
identified that can be implemented immediately and the unanimous consensus from the
workshop is that the implementation of this SAR project would be well served with additional
support from the SAR TA.
Recommendation 22:
There are several high impact short courses or workshops that can be presented that will
have a positive impact in the overall response capability. These include but are not limited
to: INSARAG Marking Workshop; National Liaison Officers Workshop: Reception Departure
Centre (RDC) / USAR Coordination Cell (UCC) / Emergency Medical Teams (EMT);
Prehospital Management of Crush Injury and Crush Syndrome; Use of Heavy Plant during
Collapse Structure Rescue.
Status
Required

Priority
6

Actionable By
SAR MEC & Donors

INSARAG has developed a marking system for use by USAR teams. The purpose of this
marking system is to provide a non-verbal communication of the status of a particular
collapse structure with the view to optimising the search of an affected area in the minimum
amount of time. In order to obtain maximum benefit from this marking system, it is strongly

recommended that national responders are familiar with its application to enhance
coordination between national and international SAR responders.
The international humanitarian community has developed several response coordination
mechanisms to aid with response coordination. However, the international response effort is
there to support the national response effort and therefore it is important that there is an
effective mechanism for the national government to communicate it requirements to these
various response coordination mechanisms. National liaison officers play a critical role in
performing this task. Therefore, it is advisable to train pre-selected individuals, who will be
tasked with a liaison responsibility, in the methodology of these response coordination
mechanisms.
While there was statistical evidence presented, during the Lessons Learnt Workshop there
were anecdotes describing victims being rescue alive from collapsed structure, only to
subsequently demise. The clinical manifestation responsible for this is well documented and
scientifically validated, namely crush syndrome. It is vitally important to maximise a victims
chances of survival and the initiation of pre-hospital management for crush injury and crush
syndrome is an enormously important capability in this pursuit.
The use of heavy plant and machinery plays an important part in collapse structure rescue
operations. However, the use of this equipment is also fraught with risks to survivors still
entrapped or entombed in the collapsed structure. It is therefore vitally important to know
when to deploy these response assets, and how to do so effectively and safely, thereby
maximising the victim’s chance of survival.
Recommendation 23:
It is recommendation to maintain a focal coordination point of contact in the international
community (called Flagship or otherwise) so permanent support to the SARTWG and the
SAR TA can be also provided in the future.
Status
Required

Priority
2

Actionable By
SAR MEC & Donors

The current Flagship 2 coordinator plays a vital role in liaising with MoHA, UNDP, the SAR
TA, and the international donor community. This role needs to be fulfilled until such time as
the donors have been secured and the program has commenced implementation.

5)

Immediate Next Steps

The INSARAG Asia Pacific Regional Meeting is scheduled to take place in August 2016, the
exact dates is yet to be confirmed. This meeting provides an ideal platform for MoHA to
engage with regional SAR stakeholders and the international donor community in order to
raise awareness of the SAR capacity development activities in Nepal and to try and secure
donor funding for the implementation of this project. With this time line as aback drop, it is
recommend that the following be conducted as a matter of priority:
1.

2.

The SAR MEC is to meet as a priority to make a definitive decision about the
original recommendations presented in the March 2015 Report, and
subsequently validated through the Lessons Learnt Workshop. It should also
make definitive decisions regarding the new recommendations that arose from
the Lessons Learnt Workshop.
The SAR MEC needs to convene a high level meeting in order to create an
environment where the decision regarding the SAR TC can be taken. While this
does not effect the continuation of community-based SAR activities or the role out
on a national, standardised BDRP, it does have a major impact on the SART and
SARS training. There are several steps that need to be undertaken to achieve the
development of a SAR TC, namely:

3.

4.
5.

• Decide on SAR TC
• Design SAR TC
• Cost project – Nepal costs
• Tender process
• Procurement process
• Build process
• Management and administrative support
SARTWG to finalise the BDRP:
• Curriculum
• Training venue requirements
• Training equipment requirements
• Equipment requirements in regions
Equipment Inventory Analysis
Software development DMIS
a. Tracking SAR Personnel
b. Tracking SAR Equipment

All the above mentioned activities are achievable within the following 5 months (excluding
the building of the SAR TC), which would enable the MoHA to present a comprehensive
plan, supported by tangible activities at the INSARAG Asia Pacific Regional meeting.

6)
Phase
0
1

2

3

4

5

6)

Phases and Timeframes
Activities
• SAR Implementation Strategy Plan
• SARMEC to convene and make key
decisions
• SARTWG to convene and commence
work as outlined in recommendations
• Conduct Equipment Inventory Analysis
• Develop DMIS software for personnel
and equipment
• Start process for the SAR TC, notably,
make a decision regarding the venue
• Role out BDRP in NA, NP and APF
• Donor engagement culminating in
INSARAG Asia Pacific Regional Meeting
• Donor engagement and development of
partnering strategy
• Design, development and commissioning
of SAR TC
• BDRP role out continues
• Commence SART training, including
monitoring and evaluation
• BDRP role out continues
• Commence SARS training, including
monitoring and evaluation
• BDRP role out continues
• Project handover

Timeframe
Completed
April – August 2016

Unknown

3,5 Years from date of SAR
TC being available

6 months

Conclusion

Search and Rescue has long been a stated priority for the Government of Nepal. The
Gorkha earthquake reinforced why a robust, national SAR capacity is a high priority
requirement. As was expected, there were delays in the international SAR community being

able to get into the country, and the affected areas. While there are activities that can be
undertaken to reduce these delays, there will always be a time lag from the onset of the
incident until the arrival of the international community. Therefore, the GoN needs to
prioritise the development of its national resilience with regard to SAR, as the evidence from
the Gorkha earthquake concurs with what we already knew from previous earthquakes,
namely it is the first responders that have the greatest impact in terms of lives saved.
The SAR focused Lessons Learnt Workshop provided an opportunity to review and validate
the 17 recommendations submitted as an output of the SAR Capacity Development
Strategy, as well as to identify several new recommendations. It was most encouraging to
note the overwhelmingly positive validation of the existing recommendations, which adds
enormously to the need and credibility of this project.
Even following the Gorkha earthquake, Nepal remains as an at risk country for another
sudden onset disaster and therefore it is prudent to start the implementation of the SAR
capacity development project as a matter of priority.

