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Interoperable Governance for Interoperable Communications

Strengthening Indiana’s Regional/Local Governance Process  
BACKGROUND

More than a decade ago, Indiana public safety and elected officials recognized that both lives and money could be saved by coordinating and sharing interoperable communications information and systems.  As a result of several statewide practitioner-driven summits, the Indiana General Assembly created the Integrated Public Safety Commission (IPSC) in 1999 (IC 5-26) to oversee interoperable communications and other multi-agency public safety issues.  The IPSC is made up of 12 members representing fire departments, emergency management agencies, emergency medical service providers, police departments, elected officials, and other public safety disciplines.  As a first task, the IPSC was directed to build a statewide interoperable voice and data communications system, dubbed “Project Hoosier SAFE-T.
Following the 9-11 attacks, a great deal of attention was placed upon the critical need for interoperable communications during emergency events.  The federal government has since directed a significant amount of money towards the issue along with directives and “best practices” on ways to best achieve interoperable communications through governance, standard operating procedures, technology, training/exercises, and usage.
Substantial federal directives were also placed upon state emergency management agencies to facilitate effective planning and coordinated emergency responses to large-scale disasters.  In 2005, the Indiana General Assembly consolidated five agencies, including the Indiana State Emergency Management Agency (SEMA), to form the Indiana Department of Homeland Security (IC 10-19).  
A cornerstone component of the Indiana Strategy for Homeland Security (February 1, 2006) is the consolidation of disparate agency and discipline boundaries into ten (10) statewide Homeland Security Districts.  The district boundaries were formed based on a series of criteria, including numbers of fire departments, state police posts, federal epidemiology representation requirements, time zones, and other criteria that reflected the current and future needs for homeland security.
THE CASE FOR REGIONAL COMMUNICATIONS GOVERNANCE

Statewide governance for interoperable communications is well established in Indiana.  In fact, the U.S. Department of Homeland Security’s Office of Emergency Communication used Indiana’s statutorily created governance structure to develop its’ “Interoperability Continuum” and best practices for other states.
Until recently, in part due to Indiana’s long-standing “home rule” policy, local and regional governance of public safety communications has been left up to the individual agencies/regions.  Consistent with the Commissions’ long standing emphasis on maintaining local and regional autonomy with regard to use of the SAFE-T system, the driving tenet has been to set overarching system use policy but leave operational decisions to local users.  This strategy served the state well in the early years of system implementation.  Several realities, however, have led both local users and public safety policy/agency directors to realize that local and regional public safety communications planning and governance must be strengthened in order to effectively carry out the public safety mission.  Examples of such realities include:
· System growth – There are currently 140+ sites, more than 700 agencies and 52,000 plus radios configured within the SAFE-T system database.
· Gaps in equipment, implementation, and Standard Operating Procedures (SOPs).
· Gaps in the planning, delivery and execution of emergency communications training/exercises.
BOUNDARIES CREATE BARRIERS
During the initial deployment of Project Hoosier SAFE-T, the IPSC established “shared talkgroups” to provide inter agency-inter discipline communications during emergencies.  In doing so, the Commission established policy defining both the operational use of, and geographic boundaries for each “shared talkgroup”.  These boundaries were based upon the Indiana State Police districts, a logical decision given most dispatch centers throughout Indiana had, for many years, worked with the state police during mutual aid or other inter-agency/discipline scenarios. 
(See map below)
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The seventeen (17) IPSC regional mutual aid districts overlap the newly created ten (10) Indiana Department of Homeland Security District boundaries.  This reality has led to both operational and jurisdictional issues (see map below).  
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To date, the Integrated Public Safety Commission and the Indiana Department of Homeland Security have accomplished much of the state’s interoperable communications planning by working around conflicting regional boundaries.  

COOPERATIVE SOLUTIONS

During the development of Indiana’s statewide communications interoperability plan (SCIP) it became clear that long-term interoperability plans would not be easily accomplished without modification to the local governance structure.  To that end, IPSC and IDHS began discussions to find ways to reduce the “gaps in planning, delivery, and execution of emergency communications training/exercises” identified earlier in this document.  
IDHS is in the process of deploying a regional planning initiative – District Planning Councils (DPCs) – that will clearly provide a strong platform to further the interoperable communications goals identified in the Indiana SCIP.  Much work has been accomplished by each DPC in recent months to address these difficult issues.  An initiative is currently underway to fully integrate IPSC as a partner into the IDHS District Planning Council activities.  For example, most DPCs have created a District Communications Advisory Council (DCAC) sub-committee to address regional and local interoperable communications issues.  

Membership for the DCAC comes from the public safety communications community of each county within the IDHS District.  IPSC staff participates in local/regional Communications Advisory Council meetings to help facilitate interoperable communications coordination, standard operating procedures, best practice development, and exercise planning. 
ESTABLISHING A PROCESS FOR LOCAL GOVERNANCE

To facilitate the statewide partnership initiatives; the IPSC will adopt the ten (10) IDHS Homeland Security Districts as the basis for expanding regional and local interoperable communications and governance planning.  

To create a flow of information between the District Communications Advisory Council/DPC IPSC requests that each DCAC elect/appoint a representative to serve on the IPSC Policy Sub-Committee.  This will establish a bi-directional flow of planning, best practices, and policy recommendations between local, regional, and state communications communities.     
The IPSC Policy Sub-Committee will serve as the formal policy and best practice advisory committee to the Integrated Public Safety Commission. They will be charged with facilitating the creation of SOPs and best practices, as well as addressing other pressing interoperable communications issues.  
PROPOSED CHANGES TO EXISTING STRUCTURE
The following sections of this document address recommended changes to existing and future governance bodies to further enhance participation in overall statewide interoperable communications planning, coordination, standard operating procedures and best practices.
1.  (Proposed) District Communications Advisory Councils 
(sub committees of the DHS District Planning Councils)
FUNCTION

Recognizing that each county is responsible for working with its’ surrounding counties and that previously created district or regional boundaries frequently overlap, functions of the District Communications Advisory Council may include, but not be limited to:
· Develop local and regional policy recommendations concerning public safety communication procedures and best practices and carry forward those recommended best practices and policies to the IPSC Policy Sub-Committee (SIEC) for consideration of statewide implementation.
· Provide recommendations and guidance concerning planning and management of grant monies intended for the benefit of county, local, and municipal government and first responders with respect to Public Safety communications.
· Facilitate cooperation, collaboration, and coordination between state and local government agencies with respect to Public Safety communications.
RECOMMENDED STRUCTURE
In order to ensure an continuous flow of information, it is recommended that:
· Each of the counties that comprise an IDHS District may appoint a representative to the District Planning Council’s Communications Advisory Council.  The term of office shall be for one year.  A member may be re-appointed by the represented county for an additional one-year term, at which time a new member must be selected to represent the county.
· The Chair shall hold meetings of the Communications Advisory Council quarterly, or more frequently as deemed necessary.
· At the first meeting of each year, the membership shall elect a Chair and Vice-Chair to serve for the coming year.
· Meetings may be conducted via conference call, video teleconference or other suitable electronic media.
· The Communications Advisory Council may adopt other procedures to conduct business as necessary.
· IPSC and IDHS will make reasonable efforts to insure that the cost of participation in the council shall not create undue financial hardship on the members or their agencies.
2.  (Proposed) Statewide Interoperability Executive Committee (SIEC) 
(formerly the IPSC Policy Sub-Committee)
FUNCTION

The Commission also recognizes the role of the U.S Department of Homeland Security, Office of Emergency Communications in fostering public safety interoperable communications.  Of particular note the Commission recognizes the emphasis placed on improving governance; the role of the statewide interoperable communications coordinator (SWIC), and the parallels between the current IPSC Policy Sub-Committee and the statewide interoperability executive committee (SIEC) as defined by US DHS/OEC.  As such, the Commission believes it appropriate to conform to the OEC standard name for such operational and policy recommending committees.  It is recommended the Policy Sub-Committee be renamed to the Statewide Interoperability Executive Committee (SIEC).  
· The SIEC (formerly the Policy Sub-Committee) will continue to be a governance advisory committee to the Integrated Public Safety Commission.  Their primary role is to develop and recommend policy and best practices for statewide interoperable communications.  
· The SIEC membership will jointly review communications plans and policy recommendations brought forth from the District Communications Advisory Board, offer recommendations and/or alternatives as deemed appropriate. 
· The Chair, Vice Chair, or designee shall make a formal Committee report of activity to the IPSC semi-annually.  Should there be Committee business outside the normal reporting period, the Chair shall request, through the IPSC Executive Director, an agenda item for the next available Commission meeting.  (See overall governance structure chart below)
STRUCTURE

Membership on the Policy Sub-Committee (proposed SIEC) will consist of previously represented jurisdictions (EMS, Law Enforcement, Fire Service, State Agencies, Cities and Towns, FBI, and legislative representative).  Additionally:

· The Statewide Interoperable Communications Coordinator’s (SWIC) role will be to coordinate activities between the SIEC and IPSC. 
· Each of the ten (10) Indiana Department of Homeland Security Districts will have a seat on the Statewide Interoperability Executive Committee (SIEC).  The person who is elected/appointed to serve in this position should be knowledgeable of the communications issues in the District and/or come from the District Communications Advisory Council (DCAC). 
· Members of the SIEC will elect the Chair and Vice Chair of the committee.
The Governance Structure Chart below illustrates the proposed regional organization and its’ relationship to statewide governance. 
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SUMMARY

IPSC and IDHS share the common vision that collaboration, teamwork and communication not only saves money, it saves lives.  Aligning the local and regional governance structure to fit within the IDHS District structure and the IPSC policy advisory structure will further both agencies’ goals and will help close the gaps identified in the Statewide Interoperable Communications (SCIP) Plan.
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