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ANALYSIS & SOLUTIONS





Homeland Security Partnerships and Collaboration
Problem Statement

Homeland security is a mission that transcends agencies and levels of government, and is not confined strictly to the operations of DHS.  Hurricane Katrina provided a clear lesson that DHS cannot succeed in its mission alone, and that success can only come through a strong, collaborative partnership with its federal, state, local, private sector, and non-governmental counterparts.  Successful partnership, however, depends on trust and credibility, and the past two years have seen tremendous degradation in confidence and trust in DHS.  This problem affects the Department’s external relations with its partners as well as its internal operations, damaging relationships among components and between leadership and employees.  This degradation manifests itself in disunity and turf battles internally, in repeated clashes with other agencies over mission space; in visible breakdowns in the partnership between DHS and its state and local counterparts; and even more severely, in the utter dysfunction of the Department’s mechanisms for communicating about security risks with the American public.  These underlying issues of trust and confidence must be addressed, and DHS’ commitment to partnership and collaboration improved—internally and externally—if the Department is to realize its potential and execute successfully. 
Recommended Solution

In general, the new Secretary should avoid wholesale reorganizations and focus instead on integrating the Department’s internal and external operations.  DHS has been through too many reorganizations in too short a period of time, and the strain is showing.  With a few notable exceptions, the Secretary should focus instead on how the Department functions, not how it is organized—creating jointness and collaboration where work is actually performed.  The exceptions to this approach involve structural actions which will clearly signal leadership intent and which will create organizational capability to address specific, critical needs in a manner that will realize effective partnership and collaboration.  Specifically, the new Secretary should:
Create a DHS Joint Staff.  Create a DHS Joint Staff to improve integration among and strategic direction to the Department’s twenty-two component agencies.  The DHS Joint Staff should build upon Secretary Ridge’s effort, subsequently dismantled, to create an operational integration staff, and upon Secretary Chertoff’s Office of Operations Coordination. This new DHS Joint Staff should focus specifically on creating jointness within DHS operations through provision of centralized guidance on strategic priorities and desired outcomes, planning, doctrinal development and combined operations, as appropriate.  More importantly, the new Secretary should populate the Joint Staff with the Department’s most capable personnel and strive to make it the most prestigious place to work in DHS.  By emphasizing jointness and relying upon recommendations and advice from the Joint Staff, the Secretary can begin to create a new ethos for the Department that emphasizes partnership, collaboration, and a “One DHS” mentality.
Reconstitute the Office of State and Local Government Coordination in the Office of the Secretary.  Perhaps the clearest and most effective way to rebuild DHS’ relationship with its state and local partners is to reconstitute the Office of State and Local Government Coordination in the Office of the Secretary.  Under Secretary Ridge, this office provided an effective means for states and localities to offer input to senior DHS officials on policy and program activities, and an equally effective avenue through which Department components could engage with those partners on a wide variety of issues.  This capability has been lost in DHS under Secretary Chertoff, and Hurricane Katrina was a clear lesson that DHS cannot succeed in its mission alone; success can only come through a strong, collaborative partnership with its state and local counterparts.  Through this office, DHS should establish a formal, institutionalized process for soliciting state and local input into DHS policies and programs that directly affect them.  Reconstituting the state and local coordination office and using it to initiate open dialogue and facilitate active engagement with mayors, governors, and their staffs concerning their interests and priorities will go a long way to rebuilding these essential partnerships.

Reintegrate Preparedness Policy and Programs.   The National Preparedness Guidelines define preparedness as a continuous process involving all levels of government, the private sector, and nongovernmental organizations in “deliberate, critical tasks and activities necessary to build, sustain, and improve the operational capability to prevent, protect against, respond to, and recover from domestic incidents.”  Thus the preparedness mission cuts across virtually all other Departmental missions and activities, and encompasses all of the Department’s external partners.  DHS execution against this mission, however, is hindered by a fractured system of authority and responsibility for key elements of the preparedness mission:  Responsibility for state and local preparedness programs resides in FEMA, while preparedness efforts aimed at improving the protection of critical infrastructure and emergency communications are housed in the National Protection and Programs Directorate, and responsibility for transportation security preparedness programs is split between the U.S. Coast Guard and the Transportation Security Administration.  This division of responsibility has prevented DHS from developing fully integrated preparedness doctrine and policy guidance, has given rise to internal conflict, and has made accessing and understanding the complicated network of preparedness programs difficult for its constituencies.  

The new Secretary should reintegrate policy and program execution for the Department’s portfolio of preparedness programs.  The Post-Katrina Emergency Management Reform Act (PKEMRA) established a Deputy Administrator for National Preparedness within FEMA; the Deputy Administrator should be fully vested with the authority and responsibility for DHS’ preparedness portfolio, and charged with working with the USCG, TSA and other Departmental components to design an integrated, strategic approach to national preparedness, in accordance with the PKEMRA legislation and on keeping with these agencies’ responsibility for their own operational readiness.  Additionally, the Offices of Infrastructure Protection and Emergency Communications should be integrated into FEMA, reporting through the Deputy Administrator for National Preparedness.  This will effectively integrate preparedness program policy and development, and enable flexible, coordinated program delivery through FEMA’s regional offices.

Actively and Openly Engage with the Country.  DHS should reinvent the Ready Campaign as an aggressive public engagement effort to dialogue with Americans about the risks facing our country and how collectively we can best address those risks—as government agencies, businesses, organizations, communities, families, and citizens.  This effort should be executed in concert with the Department’s Private Sector Office and the reconstituted Office of State and Local Government Coordination, thereby allowing DHS to engage with and bring to bear the tools and capabilities of each sector of society—public, private, and civil—to solve shared problems openly.  To truly improve preparedness nationally, DHS must engage with its state, local, private sector, and civilian partners on homeland security concerns in a manner that recognizes their motivating interests and concerns.  This effort hinges on truly open dialogue that embraces stakeholders as equity partners in a shared national mission, not on an improved or tightly controlled messaging campaign.  Only then can DHS begin to rebuild the trust and confidence with its partners and the American public that is so essential to its success.
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