State and federal governments struggled with similar challenges to ours .  I served for two years in the FEMA bunker and two years in the MEMA bunker in Framingham.  And I can tell you about how they directed their efforts. The trick for us is to keep our existing systems which work well and maybe look at the way that they solved theirs and see if part of their solutions could be added to ours and to do it without disturbing the autonomy of each individual towns.  Should I continue.

What They did is to take a step back from the individual issues and tried to determine the root causes of the  all the individual parts of the puzzle.  They determined that theer were three parts of the solution.  
First was strengthening the information flow. The second had to do with communications and the third part was coordination. 

As decision makers you need an information flow that gives you information that is accurate and that is straight from the source and has not been corrupted by mistranslation, personal interpretation, or has been made useless by being out of date or maybe is just plain wrong.  At present the most direct reliable source of up-to date information about what’s going on in your town comes from the Comm Center, which is not a direct source to you. This information has to be interpreted by others and given to you … sometime. An example of useless information, is weather data that is too old for you to make accurate decision or an evacuation decision based on an observation that was passed through too many hands and comes to you garbled. Another example is information that you normally get third hand, is about what is occurring in another town that effects your town.  But, probably the most important part of the information flow that is missing is the information about decisions that are made in another town that you need to know about because it affects the decisions that you have to make for your town. As we saw recently, this can be the most devastating part of your job.  At the present time, there is no automatic mechanism available to you, as decision makers, to be updated on happenings outside your town and there is no direct source of island wide information in the event of an island wide emergency.      There’s a solution to this part.
The second part has to do with communications.  This isn’t the communicastions that you are trying to convey to the public. It’s the communications that are swirling around your town during an emergency by the general public using the internet, smart phones, texting, blogging and facebook, etc.  Every decision you make in your town is immediately broadcast by your residents and business owners to residents and business owners in every other town.  This is a real nightmare scenario for you as decision makers. In many cases, this new communications capability in the hands of the general public makes the decisions that you make in your town directly affect the workload of  the decision makers in all the other 5 towns.  An example of this would be a store closing or a road closing.  We’ll say that you have made a decision to close the businesses in your town because of an imminent threat to life and property like a Hurricane, Wildfire, or a small Hazardous Material incident such as a propane leak.  And we’ll say that, as a simple example, that it’s a Hazardous Material leak that’s going to affect a small portion of your town and you make a decision to close that small portion of town.  Now, Mary, who works at one of the affected businesses,  texts 10 of her friends to tell them about the bar closing because of a propane leak in town. Those ten friends text ten of their friends and email ten others about the propane leak.  Before an hour is up the 3000 people are aware of something going on on Martha’s Vineyard and the story has morphed into a giant poisonous gas cloud has covered the island and the Comm Center is being overwhelmed with 911 calls and every selectman, police chief, Fire Chief aned Eergencdy Manager is fielding calls from Cnn and Fox News.  And it’s only going to get worse as time goes on. We saw an example of how fast a decision in one jurisdiction can affect the decision makers in another town.  The really nightmare part of this is that in any incident that affects the entire island, any decision you make for your individual town during an island wide incident is going to add  to the additional public relations work for decision makers in the other towns. And it will happen at  a time when they’re already trying to manage their own towns. There is a solution to this and it involves the third part of the solution.
So far, we have seen the information flow that is flawed and a communications ? that has crated a nightmare for you as decision makers.  The answer to this is to create an automatic coordination mechanaism so that accurate and timely information flow gets to you so that you can make decisions that take cross town coordination into acccount
The trick, of course,  is going to be to integrate our existing systems which work well and to add a small piece that will make it easier for the decision makers to get timely and accurate information about the whole island and to coordinate with their fello0w decision makers without losing their autonomy …. And  it can be done.  Has this been sufficiently entertaining for me to continue?

I have to build a constrct in order to show the information flow.  Picture Gillette stadium form above, the picture you see from the blimp. See the oblong playing area and the seats, one behind the other and raised from the one in ffront. Now take the stadium and make it into a cirlcle instead of an oblong. Now position yourelf down on the playing field. 

Now take away all the seats above the 8th row sow that you hae the circular playing field and 8 rows. One behind and slightly above the one in front of it.

OK?

Now , make each row only 6 seats in each row.
Now you can start to lay in the information flow and the coordination flows
You’re on the playing field looking up at the 8 rows 6 seats around.

Leave the first row empty. That’s where you’re going to sit

On the second row, place your Police Chief directly in front of you and place all the other police chiefs around the rest of the second row.  On this row, information flows and the coordination of police issues travels between Police Chiefs around the circle in a continuous manner, day in and day out and stays mostly on this level. The Police Chief receives his information from the Island Comm Center, other police departments, the Massachusetts Public Safety Office and various Federal Agencies.
The information flow and inter-town coordination among police departments works well for police matters.  During hurricanes and other emergency situations, the Police Chief informs you about enforcement or safety issues within your town that fall within your jurisdiction.  

However, there is no mechanism within his sphere of influence that gives him the ability to inform you of situations that occur outside of your town and which may directly affect the decisions that you have to make for the safety of your citizens.

	There is no mechanism within his purview that will 

The information flow on the police row is devided into crime and non-crime related information and the coordination requ

Now, crime type information flows around that circle on a continuous basis, day in and day out and coordination of criminal matters also continue on a day to day basis.

The Police network does have a continuous information flow and maintains continuous inter-town coordination for crime related issues, 

however, only limited incident related information sharing and coordination exists for non-crime related issues

for non-crime related issues, there is only incidental coordination within the town department system and only limited coordination with other towns

The coordination between towns of non-crime inter-town issues is less so.  

It is what is known as a closed network because it only has incidental coordination between its own town departments and selectmen and no inter-town  information-flow between 

It is however a closed network  because although it has incidental 

 between the island police departments in tht information does not flow outside the inter-town police network




On the third row, directly behind your Police Chief, put your Fire Chief and seat the rest of the Fire Chiefs around the third row circle. The Fire Chief receives his information from the Comm Center and coordinates his activities with other fire departments, when required. However, the Comm. Center is an activity coordinating entity and does not provide a vehicle for any of the island towns to coordinate with each other.  The Fire Chiefs information flow and coordination activities are different from the Police Chiefs circle in that it is not a continuous day in and day out process.  Coordination between towns is incident dependent and is only activated for incidents that require Mutual Aid support and it does not usually require coordination between more than one or two other towns. This information flow and coordination activity works so well that in events of very large structure fires, mass transportation incidents and Haz Mat incidents, fire information flow and coordination between all of the island fire departments is accomplished with minimum effort. Island fire departments train for large scale disasters on an island wide basis.
During hurricanes and other emergency situations, the Fire Chief informs you about safety and other issues within your town that fall within your jurisdiction.  

However, there is no mechanism within his sphere of influence that gives him the ability to inform you of situations that occur outside of your town and which may directly affect the decisions that you have to make for the safety of your citizens.

	When coordination is required, it begins and ends with the beginning and ending of the incident.  An examp0le of this is the Tisbuty Mansion House fire.  Tisbury asked oak Bluffs to assist and possibly West Tisbury.  That in turn requirecd information flow and coordination between Oak Bluffs and Edgartown for coverage of the Oak Bluffs and West Tisbury and Chilmark for coverage of the town of West Tisbury.  This also is a closed network 

but for a different reason.  

This is a

normally requires town specific does not require island- wide coordination 




On the fourth row, directly behind your Fire Chief, put your EMS Chief and seat the rest of the EMS Chiefs around the third row circle.  The EMS Chief receives his information from the Comm Center and coordinates his activities with other EMS departments, when required. However, the Comm. Center is an activity coordinating entity and does not provide a vehicle for any of the island towns to coordinate with each other.  

The EMS Chiefs information flow and coordination activities are very similer to the Fire Chiefs information flow and coordination activities in that coordination between towns is incident dependent and is usually only activated for incidents that require Mutual Aid support and it does not usually require coordination between more than one or two other towns.
During hurricanes and other emergency situations, the EMS Chief informs you about safety and other issues within your town that fall within your jurisdiction.  

However, there is no mechanism within his sphere of influence that gives him the ability to inform you of situations that occur outside of your town and which may directly affect the decisions that you have to make for the safety of your citizens.

On the fourth row, directly behind your EMS Chief, put your Emergency Management Director. The Emergency Management Director receives his emergency information from the Massachusetts Emergency Management Agency and his weather information from the National Weather Service. This information is usually conveyed by conference call and emails. The Emergency Management Directors information flow and coordination activities  between towns is usually conducted in meetings that happen well before the emergency. Information flow and coordination issues usually include shelter opening times, availability of utility repair resources, and the availability of pre-deployed assets. The American Red Cross and the Salvation Army are usually consulted on resource allocation at this time.
Very little information flow and coordination occur during the emergency because each towns’ Emergency Management Director coordinates his damage reports and resource needs to the Massachusetts Emergency Management Agency individually without consultation with other island towns.
During hurricanes and other emergency situations, the Emergency Management Director informs you about safety and other issues within your town that fall within your jurisdiction.  He gets his information only from your own town departments.
Although there is an implied ability within his sphere of influence that gives him the ability to inform you of situations that occur outside of your town, his position is town centric in that his job is for the safety and protection of his own towns’ citizens. His ability to coordinate for you is impaired by his own responsibilities of shelter management, reporting damage, determining resources is severely comp0romised.
 and which may directly affect the decisions that you have to make for the safety of your citizens, it is not used
However, 

