	
	What are we trying to determine here?
	

	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the source and has not been corrupted by mistranslation, personal interpretation, or has been made useless by being out of date or maybe is just plain wrong.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?


	This situation seems to involve information flow, communications and coordination for you as decision issuers.  The trick is going to be to integrate all these and still maintain each town’s autonomy.
Information flow. In the recent incident did you get all the information you needed? Was it accurate? Was it timely? I mean, if you had to issue a decision that involved the weather, was the weather information recent enough for you to make the right decision. Was any of the information that you got wrong? Did you need information from another town that affected your ability to make decisions in your town. 
Communications: Not the communications between you and the general public. It’s the new technology that’s swirling around your town during the emergency. It’s the blackberry’s, i-phones, web cameras, blogging, facebook. Texting, camera phones. This is creating a nightmare for you and your fellow decision issuers.  Say you close a road in your town and evacuate a neighborhood for a propane leak. It’s an interesting tidbit so texts go out to 10 people,who send it to 10 others who send it to 10 others. In an hour, 3000 people have had the opportunity to misinterpret your decision and the story has morphed from a simple propane leak into a giant poisonous gas cloud over all of Martha’s Vineyard with mass panic in the streets and , and, and 
And with camera phone pictures

And what does that do to the decision makers in the other towns. Are they getting calls. You bet they are. And not only from their townspeople.  How about CNN, FOX news, Boston WBUR. What’s it doing to the Comm Center?  Seem far fetched?  

Apply it to our latest incident and you get a situation where a decision issued in one town can overwhelm a decision issuer in all other towns. This is especially dangerous during a time when chief administrators are already overloaded with decisions that they have to make.
Information flow, communications, Coordination

Coordination. There are two kinds of coordination. There is coordination of information and there is coordination of decisions.

Coordination of information means that everyone is making decisions based on the same information.  Does a mechanism exist where all the decision issuers are receiving the same information? 
Coordination of decisions means that a decision issued in one town does not affect the decision issuer in all the other towns. 
If you were to select one member of your town governing body to congregate with one member of each of the other town governing bodies at a single location to gather up to date emergency information and to coordinate decisions made at the EOC in your town with the decisions mad at the EOCs of all the other towns, you will be half way to solving your information flow and coordination challenges. You don’t even have to agree to make the same decisions, yo9u just have to coordinate what you’re doing with what all the rest are doing

And there other uses for this, lets call it a Selectmen’s information and coordination center. 

At the present time,  For CodeRed, There is no mechanism for issuing an island-wide information bulletin.  The Comm Center will only issue messages that rise to the level of a 911 emergency. That’s the way it was set up.  This is a decision that should be coordinated and issued by the Selectmen’s Information and Coordiation Center.

And what about after the disaster is over and it’s time for tyu to ask the Fed’s for food or other support.  Working as a group will get you a lot quicker action than if you try to negotiate individually.

As you all know, the county emergency manager , by law, has absolutely no authority except over coutnty property and county employees and in dukes county, even that is limited. The county however does host many organizations and committees and would be happy to host a working group to develop this. It is vital however that one selectman from each town be actively involved in the development of the Selectmen’s Information and Coordination Center project, otherwise it won’t work, for obvious reasons  
I’ll call you each to see if you want more details on formation, possible location, information receipt, communication methods to your EOC from the meeting place,etc. 

Thank You           
	Press of a button sends to 10 friends who with a press of button send to 10 more friends who with a press of a button sends 10 more persons


