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1.  Introduction 

1.1  Background

U.S. Army Corps of Engineers (USACE) history began in 1775 when the Continental Congress authorized the first Chief Engineer to build fortifications near Boston at Bunker Hill. The first Corps was mostly composed of French subjects, who had been hired by George Washington from the service of Louis XVI.  In 1802, a Corps of Engineers was stationed at West Point and constituted the nation's first military academy.  For more than 230 years, the Corps has broadened its scope of operations.

The Corps' overarching mission is to provide engineering services to the United States, including:

· Planning, designing, building, and operating dams and other civil engineering projects;
· Designing and managing the construction of military facilities for the Army and Air Force; and
· Providing design and construction management support for other Defense and federal agencies.
In addition to these missions, one of the longest standing missions in USACE has been the requirement to support contingency operations at home and abroad.  These contingency operations, which have become more frequent in nature, include response to both natural and man-made disasters, as well as military/foreign policy operations in support of U.S. national interests and security.
The Department of Homeland Security (DHS) manages federal resources to respond to domestic incidents from an all-disciplines, all-hazards approach.  The National Response Plan (NRP) was the first attempt to organize federal resources into a single, comprehensive framework.  Under DHS/Federal Emergency Management Agency (FEMA), the Corps serves as the lead coordinating agency for Emergency Support Function (ESF) #3, Engineering and Public Works.  The mission of ESF #3 is to restore critical public services and facilities.  Such contingency operations have increased in frequency, duration, and scope since the terrorist attacks of September 11, 2001.
The federal government realized that it needed a structure to coordinate federal communication efforts for delivering accurate, consistent and timely information to the public and other stakeholders.  The result was the creation of ESF #15, External Affairs.  DHS is the lead agency for ESF #15.  Hurricane Katrina was the first time that ESF #15 structure was implemented.  Based on lessons learned, DHS published Emergency Support Function 15 Standard Operating Procedures (ESF# 15 SOP), as the primary federal tool for external affairs support to the Principal Federal Official and the Joint Field Office.  USACE’s public affairs guidance is included as an annex in the ESF #15 SOP. 

In addition, the federal government revised the NRP in 2006 and, in January 2008, published the draft National Response Framework (NRF), effective in March 2008.  The NRF maintains the NRP core principles, but further defines the shared responsibilities of the local, state, and federal government in incident response.  The NRF also adopts a “Leaning Forward” posture of federal resources—no longer will the federal government wait for a storm to hit to mobilize personnel or supplies; DHS/FEMA will pre-position resources in advance.  Also, the NRF places emphasis on preparation and individual responsibility.
Adopting the “Leaning Forward” posture, USACE Public Affairs recognizes the need to organize its External Affairs resources.  Traditionally, USACE has addressed communications efforts during the federal incident response in an ad-hoc manner, but the downsizing of District and Division Public Affairs offices and increased media attention has strained public affairs resources.  During a crisis, the public perceives the success of an operational response by the amount and speed of relevant information that they receive.  An established PRT will reduce the gap in which an incident occurs and when the Corps is able to begin communicating with stakeholders.

1.2  Purpose
The purpose of this SOP is to delineate the roles, responsibilities, procedures and structure of the External Affairs Planning and Response Teams.  The teams are scalable and will be deployed to meet local, regional, national and international needs.  This SOP addresses information and knowledge management, operational procedures, and coordinating relationships.  This SOP provides a reference for External Affairs PRT members, USACE Headquarters, Division and District Command Staff, ESF #3 personnel, and public affairs staff engaged with planning and responding to all-hazards incidents.

 
1.3  Scope

This SOP applies to all public affairs operations related to a coordinated Federal Response under the National Response Framework and the Stafford Act, as well as in support of USACE Public Law (PL) 84-99 Operations.


1.4  Mission
· To provide accurate and timely information to the public and our employees consistent with DHS ESF #15 Standard Operating Procedures, operational security and personnel safety.
· To fully inform the public of potential consequences and appropriate actions to reduce risk.

· To inform the public about the federal response and government assistance being provided.

1.5 USACE Commander’s Intent

The intent is to leverage all USACE Public Affairs and Congressional Affairs assets required to create an effective EA-PRT Management Team that will plan and execute the fielding of four EA-PRTs.
· The EA-PRT will ensure a unified voice when speaking outside of the agency.

· The EA-PRT will execute a coordinated, aggressive Public Affairs/Congressional Affairs campaign from the outset of the activation of the National Response Framework.
· The EA-PRT will reduce the gap between an incident occurring and when USACE is able to begin communicating with stakeholders.
· The EA-PRT will ensure greater coordination with federal partners, such as the Department of Homeland Security and FEMA.

· The EA-PRT will be prepared to respond to all-hazards incidents, including natural disasters, accidents and terrorist incidents.
· The EA-PRT is intended to provide initial external affairs surge support to assist an affected District or Division Public Affairs Office.  The intent is that the EA-PRTs would provide support for up to 60 days.
· The EA-PRT is scalable depending on the needs of the affected District or Division.
2.  References


2.1   Laws and Authorities

· The Post Katrina Emergency Management Reform Act of 2006

· Robert T. Stafford Disaster Relief and Emergency Assistance Act, Public Law 93-288 

· 44 Code of Federal Regulations, Revised, Emergency Management Assistance

· Homeland Security Act of 2002

· Homeland Security Presidential Directive – 5 

· Homeland Security Presidential Directive – 8
· AR 360-1, The Army Public Affairs Program

· AFM 3-61.1 Public Affairs Tactics, Techniques and Procedures

· AFM 46-1, Public Affairs Operations

· AR 25-1, Army Information Management

· ER 5-1-11, U.S Army Corps of Engineers (USACE) Business Process, dated 1November 2006.

· ER 25-1-8, The Community of Practice (CoP) in the U.S. Army Corps of Engineers (USACE), dated 23 January 2006.

· Public Law 84-99, Flood Control and Coastal Storm Emergencies, (33 U.S.C. 701n).

· ER 500-1-1, Civil Emergency Management Program, 30 September 2001.

· ER 11-1-320, Army Programs - Civil Works Emergency Management Programs, 1 October 1998.
· ER 360-1, Public Affairs.

2.2   Policy, Procedures, and Guidance

· U.S. Department of Homeland Security, Emergency Support Function #15 (ESF #15) Standard Operating Procedures, July 2006

· U.S. Department of Homeland Security, National Response Plan, December 2004 (Updated 25 May 2006)

· National Response Framework, (draft) January 2008
· National Incident Management System (NIMS), March 1, 2004
· HQUSACE, Operations Order 2008-05, USACE Support to the National Response Plan (All Hazards OPORD 2008), 22 January 2008
· HQUSACE, Emergency Support Function #3 (ESF #3) Handbook, June 2006
· USACE CPAT Standard Operating Procedures
3.  Roles and Responsibilities

3.1   External Affairs Planning and Response Team Organization

Since no two disasters are alike, Public Affairs staffing depends on the event.  The External Affairs PRT Action Officer, who is responsible for the mission, must be co-located with the decision-making cell.  Possible locations include one or more of the following: the District Office Emergency Operations Center, remote District field office location or a FEMA Recovery Field Office.  Awareness of the latest decisions, missions, policies and plans allows the External Affairs Action Officer to disseminate accurate and timely information, not only to affected publics and the media, but to the Corps' own internal audiences.
Telling the public what it needs to know should be first priority.  Telling the federal response story is also an integral part of external affairs -- whether in a disaster or during routine day-to-day operations.  Working under the National Response Framework, the Corps story is just one part of the total federal, state and local story, so External Affairs must help foster a team environment by communicating Corps activities as they relate to the overall disaster response.
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4.  Concept of Operations


4.1 Major Responsibilities of External Affairs PRT

USACE will rapidly respond to the impacted area in the occurrence of manmade or natural hazard(s) providing engineering support services to the Nation's Civil Works flood protection and navigation infrastructure under PL 84-99 authorities, the Department of Defense, and support to FEMA as outlined in the National Response Framework (NRF).  Concept of operations for all events involves the following five phases:  activation, deployment, execution, recovery and closeout.  In addition, there are on-going activities that external affairs specialists are required to undertake.  No-notice events will require concurrent execution of the same tasks in a compressed timeframe; e.g. activation and deployment will happen simultaneously and response will begin while deployments are on-going.
Staffing levels are dependent on the type and magnitude of the disaster.  The core of the PRT is a management cell of seasoned public affairs practitioners that can quickly deploy and assimilate into a variety of situations.  Other members of the team are specialists in a particular function.  In addition, some team members can be embedded with other Corps PRTs to develop an in-depth understanding of Corps mission areas and would be responsible for developing and keeping communication materials current.

Public Affairs activities during an emergency or disaster mirror normal Public Affairs activities, but at a higher operations tempo: public information/media relations, command information and community relations.  These activities take on a new urgent priority in a disaster.

4.2.  USACE Public Law (PL) 84-99 Operations.  
When the Corps is working under PL 84-99, the PAO works independently with the press and public on behalf of the agency, making statements, answering inquiries, or issuing releases as the situation dictates under the direction of the district commander. Public Affairs personnel supporting PL 84-99 missions will coordinate with their local and state counterparts, but USACE public affairs will maintain release authority.  

4.2.1 Major Responsibilities:

As mentioned previously, Public Affairs staffing depends on the event.  The first line of response is the local district public affairs office.  The MSC PAO can deploy USACE public affairs officers within their respective MSCs and at the direction of their commanders.  The MSC PAO or the USACE Chief of Public Affairs can request EA-PRTs to deploy to augment public affairs operations.  The EA-PRT Action Officer (EA-AO) and EA-PRT Subject Matter Experts (EA-SMEs) will coordinate with the requesting district, MSC, and USACE Chief of Public Affairs regarding activation level and staffing requirements.  In the absence of a district PAO, the EA-AO shall assume PAO leadership responsibilities.
On-Going Activities

· Conduct EA-PRT recruiting and training

· Continue local and state PIO coordination

· Participate in Disaster Specific Contingency Planning
· Identify and train agency spokespersons and subject matter experts in media / crisis communications

· Participate in conferences / exercises

· Establish and maintain communications tool kits (flyaway)

· Identify and train PA team members

· Develop PA training modules and integrate into USACE EOC training

· Develop generic templates for FAQs, Fact Sheets and other tools (“dark” Internet sites, phone bank contract, exhibits, videos and publications)

· Enhance communications coordination with flood fighting team

· Collect, maintain and share lessons learned

Phase I: Pre-Event Planning / Activation

· Counsel / advise USACE leadership on communications mission

· Activate and pre-position External Affairs Planning and Response Teams, if needed

· Prepare specific / targeted agency spokespersons / subject matter experts

· Customize generic information products

· Identify and pre-coordinate with relevant media (educate on capabilities / functions)

· Identify and establish reach-back PA resources / opportunities (media monitoring, etc…)

Phase II: Deployment
· Move team to the field
· Set up equipment

Phase III: Execution

· Activate Internet site

· Activate PA support contracts (field personnel / phone bank / Website / visual information)

· Plan, communicate and execute response strategy (battle rhythm) for public and media queries

· Coordinate with flood fighting teams and local and state PIOs

· Capture event using multimedia (print, photo and video)
· Integrate with the Joint Information Centers and tie into communications battle rhythm

· Counter / correct misinformation and address negative developments

· Update USACE response employees

Phase IV: Recovery
· Develop long-term staffing plan, to include reemployed annuitants and contractors

· Conduct sustainment activities

· Coordinate with flood fighting team on close-out process

· Plan and implement mission transition / post-event communications
Phase V: Closeout
· Participate in joint critiques

· Develop After Action Report (off-site) and share

· Contribute to historical accounts

· Establish and share lessons learned / best practices

· Implement corrective actions / update training program / SOP

· Replenish and repack flyaway kits

4.2.2 External Affairs Support to FEMA Operations.
Under ESF #3, public affairs activities generally support Corps efforts as part of a larger crisis response managed by DHS/FEMA.  The EA-PRT may also be tasked to support the broader communications effort for DHS/FEMA under ESF #15: External Affairs.  While deployed under a FEMA mission, the EA-PRT will coordinate communications activities with the FEMA PAO, the Federal Joint Information Center, and Joint Field Office.
On-Going Activities

· Conduct EA-PRT recruiting and training

· Continue FEMA Regional PAO coordination

· Participate in Disaster Specific Contingency Planning
· Identify and train agency spokespersons and subject matter experts in media / crisis communications

· Participate in conferences / exercises

· Establish and maintain communications tool kits (flyaway)

· Identify and train PA team members

· Develop PA training modules and integrate into USACE / FEMA training

· Develop generic templates for FAQs, Fact Sheets and other tools (“dark” Internet sites, phone bank contract, exhibits, videos and publications)

· Enhance communications coordination with ESF # 3 teams

· Develop and track metrics for mission readiness (PRT / District / Division / HQ)

· Collect, maintain and share lessons learned

Phase I: Activation (Pre-Declaration)
· Counsel / advise USACE leadership on communications mission

· Activate and pre-position External Affairs Planning and Response Teams, if needed

· Prepare specific / targeted agency spokespersons / subject matter experts

· Customize generic information products

· Identify and pre-coordinate with relevant media (educate on capabilities / functions)

· Identify and establish reach-back PA resources / opportunities (media monitoring, etc…)

Phase II: Deployment (Pre-Declaration)
· Activate Internet site

· Activate PA support contracts (field personnel / phone bank / Website / visual information)

· Plan, communicate and execute response strategy (battle rhythm) for public and media queries

· Coordinate with ESF # 3 and ESF # 15 teams

Phase III: Execution (Post-Declaration)

· Capture event using multimedia (print, photo and video)
· Integrate with the Joint Information Centers and tie into communications battle rhythm

· Counter / correct misinformation and address negative developments

· Update USACE response employees

Phase IV: Recovery (Post-Declaration)
· Develop long-term staffing plan, to include reemployed annuitants and contractors

· Conduct sustainment activities

· Coordinate with ESF # 3 teams on close-out process

· Plan and implement mission transition / post-event communications
Phase V: Closeout (Post-Declaration)
· Participate in joint critiques

· Develop After Action Report (off-site) and share

· Contribute to historical accounts

· Establish and share lessons learned / best practices

· Implement corrective actions / update training program / SOP

· Replenish and repack flyaway kits

4.3  Activation, Deployment and Deactivation

Activation:  A division or district can request support of the External Affairs Planning and Response Teams through the USACE Chief of Public Affairs or the UOC.  The UOC will contact the designated EA-PRT Action Officer (EA-AO) and the EA-PRT Subject Matter Experts (EA-SMEs). The EA-AO or EA-SMEs will coordinate with the requesting district or division and USACE Chief of Public Affairs regarding activation level and staffing requirements.  The EA-AO and EA-SMEs will then develop a staffing plan and initiate the appropriate contacts for PRT staffing.  The EA-AO and EA-SMEs need to have direct interaction with the district PAO.  In the absence of a district PAO, the EA-AO shall assume PAO leadership responsibilities.

Deactivation:  The deactivation will normally occur when the response and recovery can be managed by the division or district Public Affairs staff.  The EA-PRT will provide appropriate after-action input, purge files (retaining essential information), clean workstations and notify the UOC and others that the EA-PRT is being deactivated.

4.4  External Affairs PRT Staffing


[image: image2]
* Upon approach of an event, the EA-PRT Action Officer and Subject Matter Experts determine scope and depth of anticipated mission, which will evolve over the course of the event. Staffing is flexible and scalable to the needs of the incident, i.e., 24-hour operations.  This chart does not represent specific people needed, rather tasks to be accomplished.  Reach-back will be used as much as possible to leverage resources and capabilities (media monitoring, graphics, phone banks, etc…).

4.5  External Affairs PRT Job Duties

EA Action Officer:  The Action Officer is the designated onsite USACE Public Affairs representative who performs the following duties:
· Responsible for the overall management of External Affairs team on the ground.
· Responsible for public affairs coordination with FEMA and other federal agencies.
· Represents USACE, in conjunction with other Inter-agency representatives, at meetings related to the disaster response and recovery activities.
· Responsible for determining the staffing requirements and operational assignments.

· Serves as primary USACE spokesman to the media.

EA Subject Matter Experts:
· Responsible for day-to-day public affairs activities within their specific area of responsibility (Planning & Products, Media & Outreach, JIC ) and coordinating with other EA-SMEs.
· Proactively supports FEMA NRCC/RRCC/JFO/RFO/JIC.

· Ensures the federal response story is presented in all appropriate media (local, regional, national and international).

· Oversees and ensures the accuracy of information provided to FEMA regarding USACE activities.

· Approves ESF #3 PAO Status Report to ESF #15.

· Informs EA-AO of key meetings requiring their participation.
· Ensures timely review and approval of communication materials from FEMA.
External Affairs Liaison:
· Proactively supports FEMA NRCC/RRCC/JFO/RFO/JIC.

· Ensures the federal response story is presented in all appropriate media (local, regional, national and international).

· Monitors EA activities at the NRCC/RRCC/JFO/RFO/JIC and makes recommendations to the EA-AO/EA-SME regarding issues and needs.

· Prepares and advises the EA-AO and other USACE representatives regarding participation in media events.

· Provides valuable information to the public.

· Enhances public confidence as required and proactively corrects misinformation.

· Ensures “One Voice” at all levels and with FEMA.

· Coordinates USACE participation in news briefings and media tours.
External Affairs Specialists:
· Proactively supports mission PRTs.

· Participates in training exercises.

· Provides ESF #3 PRT media training.

· Develops and updates information products.

External Affairs Support Team:
· Develop multimedia information products in support of USACE’s ESF #3 missions.
· Provide media and VIP escorts.
· Maintain a comprehensive command information program, which includes an "in-house" information vehicle to keep Corps employees informed about issues which affect them.
· Monitor media coverage.
· Provide material to be used for briefings by other Corps offices.
· Arrange for additional photographic support and provide guidance on the photojournalism, historical documentation photography and video activities to ensure comprehensive coverage of the event (contract photo and video support).
· Respond to public and media queries.
· Train and develop subject matter experts (public speaking / media).
EA Specialist VIP / Media Escort





EA Specialist ComRel





EA Specialist Liaison (JIC/JFO)





EA Specialist Media Relations





EA Specialist Research and Writing





EA 


Photo / Video











EA Specialist Web











EA Specialist Reports and Briefings


























EA SME


Media and Outreach





EA SME


Liaison


(JIC/JFO/


NRCC)





District


PAO





EA SME


Planning and Products





EA Action Officer








Page 7 of 13

