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JFHQ-NCR:  Purpose of Interagency Involvement and Contacts
JFHQ-NCR interaction and contact with federal, state and local agencies, organizations and jurisdictions supports and facilitates the Command’s missions of homeland defense and support to civil authorities in the NCR Joint Operations Area (JOA).  These day-to-day links provide the Command with accurate, timely and relevant interagency information in support of JFHQ-NCR planning and operational requirements. In addition, robust interagency relationships promote civilian agency and organization participation in command sponsored training and exercises.  They also contribute to the Command’s situational awareness of interagency roles, responsibilities, policies and practices that may impact the Command and the JOA.  As a result, the Command obtains greater visibility of potential capabilities and limitations of each of its civilian agency partners.  This insight is helpful during normal operations.  It is essential in emergency situations. 

The sum of individual and organizational relationships provides the foundation for the 
Command’s institutional relationship with civilian agencies and organizations.  These institutional relationships aim to build and facilitate organizational cooperation based on trust and mutual benefits.  In this regard, a mature institutional relationship is a two way street.  Each partner must perceive that the relationship fulfills an organizational or operational need that would be more difficult or costly to achieve by other methods.  These needs and benefits may be asymmetrical.  Consequently, the Command should avoid assuming that the benefit calculation by civilian agencies and organizations of cooperating and interacting with JFHQ-NCR will contain the same set of variables and produce the same results as our analysis.  Asymmetrical needs may also indicate differing levels of input and contribution to the institutional relationship on a day-to-day basis.  This may lead to situations in which it may seem that the relationship is lopsided in terms of investment and support.  This underscores the importance of trust in maintaining an effective institutional relationship.  Such asymmetries are more easily understood and accommodated when the level of trust is high.

JFHQ-NCR:  The Three Layers of Interagency Interaction  
The Command’s network of interagency relationships consists of three basic layers.  The first layer is composed of action officer level contacts, many of which are long standing and well developed.  The PMO, for example, regularly attends several of the Metropolitan Washington Council of Governments (MWCOG) monthly meetings of various law enforcement committees.  These contacts and meetings are primarily information sharing in nature and serve to improve overall situational awareness.  Law enforcement contacts at this level are especially useful during major events such as an Inauguration when overlapping jurisdictions and authorities require extensive use of personal relationships to enable effective coordination.  The Interagency Office is working to develop a comprehensive list of these contacts to provide the Command with an accurate description of how JFHQ-NCR personnel are engaged with other agencies at the action officer level.  Training events and exercises provide additional opportunities for JFHQ-NCR personnel to interact and develop relationships with interagency personnel and organizations.  The ultimate goal in training and exercises with interagency involvement is to reinforce personal contacts and strengthen institutional relationships.  Given organizational and cultural differences, military planners should be flexible in dealing with civilian organizations that may view the military’s concept of order, structure and discipline as overly rigid and inflexible.      
The senior officers of the Command make up the second layer of interagency relationships.  The majority of these contacts are handled by the Commanding General, and the Deputy Commander.  These contacts are as much about relationship building as information sharing, although the exchange of information is an important byproduct.  In addition, the building of personal relationships is more strategic than tactical in nature.  This is because many of these relationships are focused on potential rather than current interaction.  Day-to-day contact is mainly focused on shaping ground rules and procedures for future interaction and describing mutually satisfactory outcomes.  These contacts serve an additional important, but time consuming function.  Attendance at meetings, luncheons, conferences, etc. visibly demonstrates interest and support for the host organization.  It provides the bureaucratic certification of being a team player.  The development of relationships at this level is highly dependent on the time available to each senior officer.  Given the competing demands and requirements that rapidly fill schedules, opportunities for relationship building may, therefore, be considered a job requirement rather than a social option.

The third layer consists of organizational relationships.  Unlike the military environment where command relationships flow from the Unified Command Plan, there is no equivalent directive that defines civilian agency organizational relationships except at the most general, macro level.  Presidential directives not withstanding, relationships with and among civilian agencies, state and local jurisdictions are mostly voluntary and may trace their origins to initial personal relationships.  These organizational relationships require as much care and attention as individual relationships.  In fact, they may be more difficult to deal with because of the eventual need to codify the relationship with written understandings, agreements or protocols.  Consequently, potential organizational relationships should be analyzed and identified as part of the strategic planning process.  Action plans should then be developed to define objectives, describe outcomes and detail methods for achieving the desired results.  Because these relationships are tied to an organization’s missions and functions, efforts to publicize and promote awareness of organizational responsibilities should be part of a public relations campaign plan to market the Command’s role in support of civilian agencies; our Strategic Communications Plan supports this effort.  Since it is important to have a consistent, IA relations message, JFHQ-NCR personnel (not just the Public Affairs Office staff) should be familiar with the communications plan.  In this regard it is important to identify potential partners and stakeholders to promote a more systematic rather than ad hoc approach to building organizational relationships.
JFHQ-NCR:  The Interagency Dance
While the Command has an extensive network of interagency relationships, movement in the interagency world requires strict attention to avoid bumping into or stepping on our partners’ bureaucratic toes.  The rules of interagency engagement require that we keep an eye on our relationship with U.S. Northern Command (USNORTHCOM) to ensure that we do not overlap or duplicate interagency coordination at the national (strategic) level.  Unfortunately many of the Command’s interagency contacts are with the same federal agencies dealing with USNORTHCOM.  While JFHQ-NCR limits its involvement with these agencies to their subordinate elements having responsibility for the National Capital Region, such as the Washington Field Office of the FBI, the distinction may be lost on the casual observer or those unfamiliar with civilian organizational structures.  Because of the normal use of acronyms and abbreviations to refer to federal agencies, it is important not to assume that interagency contacts by this Command are always recognized by USNORTHCOM as being at the regional and not the national level of the organization. 
We also need to be continually aware of how our interagency partners perceive the Command’s role and function in the NCR.  Since our Homeland Security mission is always in support of a lead federal agency, our interagency interaction should clearly reinforce this message at every opportunity.  This is especially important given the dual hated nature of the Command which integrates the Military District of Washington (MDW) with the JFHQ-NCR.  Many civilian organizations and their officials will not be fully acquainted with the jurisdictional and operational differences between the two, causing potential confusion about roles and responsibilities in support of a lead federal agency.  The requirement for JFHQ-NCR to be seen as functioning in a Homeland Security support role is particularly important in its relationship with the Department of Homeland Security Office of National Capital Region Coordination (DHS/ONCRC).  That office is responsible for coordinating the emergency response plans and activities of the federal agencies in the NCR and integrating them with state and local NCR jurisdictions.  Because DHS/ONCRC as not been in existent too long, it lacks the visibility and public recognition enjoyed by military organizations and personnel with federal, state and local organizations.  In addition, the DHS/ONCRC staff is tiny by comparison to JFHQ-NCR.  The disparity in size and public recognition requires that we be sensitive to unintentionally undercutting the lead role of the DHS/ONCRC. We should be alert to well meaning attempts by other state and local jurisdictions to seek our involvement and leadership because we may be seen as a more capable, more responsive organization able to better deal with bureaucratic procedures or bottlenecks.  Our relationship with DHS/ONCRC can be mutually beneficial, but when asked to support, we should allow DHS/ONCRC to lead. 
Two other important interagency constituencies merit special attention.  The first is the Metropolitan Washington Council of Governments (MWCOG) which was founded in 1957 and is composed of 19 local governments in the NCR.  Its mission of providing a forum for consensus building, policy making and implementation of regional plans and programs is supported by a robust structure of coordinating committees and enthusiastic participation by area city and county executives and their emergency response (fire and police) directors.  MWCOG has a successful track record in establishing regional interoperable emergency plans and procedures while effectively dealing with such day-to day issues of mass transit, community health services and economic development.  It may, therefore, serve as a model for interagency coordination in the federal government. Regardless of its potential trend setting role, it provides the Command with an established conduit into the region’s city and county emergency planning and operations.  By working with MWCOG, we minimize the need to work separately with 19 individual jurisdictions.
The National Capital Area (NCA) Congressional Delegation is another essential constituency.  While not operational in a tactical sense, this group exerts considerably influence on regional policy formulation, emergency planning, resource allocation and overall priority setting.  Individual regional programs and initiatives may be facilitated or impeded by individual congressional members.  The NCA Congressional Delegation as a whole has sufficient influence to create new programs or kill existing ones.  Consequently, it will be important to keep this key constituency informed of Command activities and interaction with our interagency partners.  Congressional staff members play a large role in shaping their Member’s agenda.  We, therefore, should ensure that we maintain close contact with NCA staff members as well—the MDW Congressional Liaison is key to this partnership.
An important caveat in dealing with local city and county jurisdictions, as well as some federal agencies, is that they have little or no capacity to handle classified information.  Most have no classified electronic communication systems such as the SIPRNET and many have few, if any, personnel with security clearances.  This will require explicit unclassified coordinating methods to be included in Command operational plans and procedures involving interagency partners to ensure seamless exchange of needed information in actual emergency situations. 
JFHQ-NCR:  Interagency Relations -- The Way Ahead
1.  As part of the strategic planning process, we should identify and characterize key interagency relationships that need to be established and cultivated.  This interagency engagement strategy should include targets for specific results and outcomes from each relationship.  While there may be a primary point of contact within JFHQ-NCR for each outside agency, situations may require involvement of multiple JFHQ-NCR personnel.  In such cases it will be import to ensure that the JFHQ-NCR participation is consistent and coordinated despite the involvement of multiple JFHQ-NCR contacts.  The goal is to maintain a coherent, unified JFHQ-NCR message while developing institutional relationships from personal ones.
2.  Many civilian agencies and organizations are not familiar with the role, mission and capability of JFHQ-NCR.  The Military District of Washington is somewhat better known.   Working with the Interagency Coordinator, the Public Affairs Office and the Strategic Planning Office should take the lead in preparing an educational campaign targeting appropriate civilian agencies and organizations to increase their awareness and understanding of JFHQ-NCR organization, responsibilities and operations. 
3.  The natural tendency of many civilian agencies and organizations is to interact with the JFHQ-NCR at the level of the Commanding General or Deputy Commander.  While understandable, it does require effective staff work to maximize the benefits of such contacts for the Command as a whole.  Such contacts should be reported to the Interagency Coordinator to facilitate overall situational awareness of interagency contacts.  In addition, consideration should be given to including a note taker, when appropriate, to record the discussion and to disseminate a meeting summary and any action requirements to the staff.  The circulation of meeting summaries will facilitate consideration within the Command on how to mature the personal relationship into an institutional one.  Requests for appointments with the Commanding General by civilian agency representatives should be vetted with the Interagency Coordinator to confirm the appropriateness of the request and to allow for the preparation of briefing material to cover anticipated issues and provide relevant background information.  
4.  The keystone of the Commanding General’s interagency contacts is the “Director of the DHS Office of National Capital Region Coordination.  It is recommended that the Commanding General suggest to the DHS/ONCRC Director that they meet quarterly, perhaps at breakfast, to review issues of mutual interest, to coordinate on upcoming events and to reinforce the Command’s support role.  The Commanding General can also underscore his commitment to attend appropriate DHS/ONCRC sponsored meetings while designating his personal representatives for those meetings and events he is unable to attend.  

5.  Given the disparity in staffing between DHS/ONCRC and JFHQ-NCR, consideration should be given to how the two organizations might interact on an institutional basis.  Once the leaders of the two organizations are comfortable with their personal relationship, they may wish to discuss how DHS/ONCRC might be able to leverage the staff support available in JFHQ-NCR on an ad hoc or regular basis. 
6.  The Interagency Coordinator, in coordination with the JOC, should solicit input from each directorate and establish a comprehensive, Command-wide list of interagency contacts to provide the Command with a centralized data base of contact information available 24/7.  

7.  Because coordination with USNORTHCOM on interagency issues is important, the Interagency Coordinator should visit USNORTHCOM at least once a year to meet with its interagency personnel.  Such a meeting will help bridge the organizational differences of how interagency relationships are handled at each command.
8.  Exercises are a significant tool in building institutional relationships with interagency partners.  The J7 should be included in efforts to create an interagency engagement strategy and public relations campaign.  
9.  The Command’s unclassified web site should be enlarged and its content oriented toward interagency partners.  Details should be provided about the Command’s missions and responsibilities along with a list of key personnel and contact information.   The relationship between MDW and JFHQ-NCR should be explained without overemphasizing specific MDW activities.
10.  To underscore the Command’s support relationship to civil authority, members of the National Capital Area Congressional Delegation and key staff members should be invited to an event sponsored by local authorities and supported by the Command in a highly visibly fashion.  Such an event might include a tour of local jurisdiction emergency centers with helicopter transportation provided by JFHQ-NCR.
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