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EXECUTIVE SUMMARY:
In the aftermath of Hurricane Ivan (2004), serious issues faced water/sewer utilities and the health department.  Due to the decimation of the land and cell lines, the emergency operations center (ESF8) was unable to determine the integrity of the water systems for many hours after the storm had passed, forcing the health department to issue precautionary boil water notices. This was complicated by the systems later contacting the media privately saying the water was safe, while the message for boil water continued to go out from emergency operations. 
Okaloosa County is divided in two by Eglin Air Force Base, resulting in duplication of all county offices in the north (rural) and south (urban) ends. Water and sewer systems have operated as separate and distinct entities, some regulated by volunteer boards, other by elected commissioners, some privately owned. There was little sharing of ideas and resources and the communication between the north and south end systems was practically non-existent. There was no collaboration in place to purchase materials at bulk prices.

In an effort to address and improve future response efforts, the concept of a Mutual Aid Agreement was conceived. Meetings were held with northern utilities first, then southern ones, seeking to build consensus and to develop a sense of need for unity. This was followed by a unified meeting with all utilities. Once the players met each other and saw the commonality of what each was facing, a consensus was reached that a mutual aid agreement was important and the advantages of forming a unified coalition far outweighed acting independently and separately. By using many interventions, 100% of the water and sewer systems in Okaloosa County signed the agreement over an eight-month period. 

Highlights of the agreement include: listing of and agreement to share all material and personnel resources, agreement not to charge more than the FEMA reimbursable rate for providing assistance to the damaged utility, no cost for joining and remaining a member and the ability to purchase items in bulk, resulting in cost savings, which allows for service expansion. All media releases regarding water and sewer utilities after a disaster will be made through ESF8.
INTRODUCTION/BACKGROUND:
Problem Statement:
Okaloosa County Water and Sewer Department has had several legal battles in the past with smaller water systems over service areas. Although the smaller systems have won every case in court, a wall of distrust was created between the entities and the County.  Each system has, up to now, acted independently with little or no interaction. There was unwillingness to work as a unified body on any issue and little interest in discussing solutions to mutually encountered problems. The early causes of a reluctance to enter into an agreement included: distrust between county water and sewer and the independent utilities; old thought processes that everyone was on their own and did not need “outside” help or interference; some of the utilities not understanding how much money could be saved by pooling material orders; concern that requests for assistance would come with unpredictable billings for service. Okaloosa County Water and Sewer Department attempted several times to organize a meeting with the utilities, but was unable to achieve participation.

The county is growing so rapidly that infrastructure is falling behind. There is a concern over water resources and continued use of septic systems, especially in environmentally sensitive areas and along surface water coastlines. Of deep concern is the problem encountered when a utility is damaged during a disaster and no provision is in place to provide rapid emergency response and restoration of service.  Another challenge is overcoming years of distrust and independence and helping partners see the need and advantage of a unified coalition that can work together to expand services, assure quick recovery from disaster and maximize the natural water resources in the County.

Okaloosa County, split in two by Eglin Air Force Base, had allowed the creation of two silos-one in the north end and one in the south. Okaloosa County is essentially two counties in one. The north end has been rural but is now experiencing tremendous growth. The south end has been urban, but now has no room to expand so the majority of construction is in the north end of the county. Water resources are critical in the south end of the county, with salt water intrusion beginning to occur. The water supply in the north end is from the Floridan aquifer, while the south end draws from the sand and gravel aquifer.
The County Water and Sewer Department has drilled a well into the aquifer in the north end of the county and is diverting water via piping 30 miles away to the south end. This has created a concern among the north end residents that the south end will take away their water supply, again fostering the north-south battles.  North end utilities have tended to help each other on an informal basis, while south end utilities have helped south end, again informally, with varying charges made for materials and labor used to assist the damaged utility. Other issues include lack of concern that the utilities do not act as one unified entity, utilities going in varying directions to solve problems that are common to each and concern over a perceived loss of independence if smaller utilities join a coalition.

The purposes of the mutual aid agreement include: development of community partnerships with the water and sewer utilities; satisfying the need for an effective emergency response plan as required by regulating state and federal agencies; being able to purchase supplies at cheaper prices thus being able to expand services to more citizens, and developing an alternative redundant method of emergency mobile communication to contact the emergency operations center of utility status. 
Most customers just want to have increased and reliable services. The emergency response concept does not become important to them until a disaster occurs. When that disaster comes into play, one of the first things they want to know is the status of the quality of their drinking water. As the rural northern part of the county begins to open for expansion and construction, builders and potential buyers want water and sewer services expanded. 
On the next page is a county map with the location of the water and sewer systems in Okaloosa County outlined in blue. The map demonstrates how Eglin Air Force Base cuts the county into two distinct geographical regions. In Okaloosa County, Eglin reaches from the area south of Crestview to Valparaiso and from Santa Rosa County line to Walton County line.
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Behavior over time graph, followed by casual loop diagrams of Limits to Growth and Fixes That Backfire.

As the utilities began to meet on a regular basis, trust and willingness to join and support the coalition increased. The goal now is to keep the interest high in the meetings and to continue to strengthen the ties of partnership.
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MUTUAL AID AGREEMENT FOR WATER/WASTEWATER

ARTICLE I.  PURPOSE


The Water/Wastewater Mutual Aid Program was established to provide a method whereby water/wastewater utilities sustaining physical damage from natural or man made disasters could obtain emergency assistance, in the form of personnel, equipment, and materials and other associated services necessary, from other water/wastewater utilities.  The purpose of this Agreement is to formally document such a program.

ARTICLE II.  DEFINITIONS
A. AGREEMENT – The Water/Wastewater Mutual Aid Agreement.  One original agreement and all signatory pages shall be kept at the Okaloosa County Health Department-Fort Walton Beach Office, with sealed copies provided to each participating utility and the Crestview Branch of the Okaloosa County Health Department.

B. PARTICIPATING UTILITY - Any Water/Wastewater Utility that executes this Mutual Aid Agreement.

C. DAMAGED UTILITY – Any Participating Utility sustaining physical damage to its water/wastewater system due to a natural or man made disaster and seeks assistance pursuant to this Agreement.

D. ASSISTING UTILITY – Any Participating Utility that agrees to provide assistance to a Damaged Utility pursuant to this Agreement.

E. AUTHORIZED REPRESENTATIVE – An employee of a Participating Utility authorized by that utility to request or offer assistance under the terms of this Agreement. (A list of the Authorized Representatives for each Participating Utility shall be attached to this Agreement as Appendix A).

F. PERIOD OF ASSISTANCE - The period of time beginning with the departure of any personnel, equipment and/or materials of the Assisting Utility from any point for the purpose of traveling and/or delivery of equipment/materials to the Damaged Utility in order to provide assistance and ending upon the return of all personnel, equipment/materials of the Assisting Utility, after providing the assistance requested, to their residence or place of work, whichever is first to occur upon completion of the requested assistance.  This shall also include reasonable costs for preparation, mobilization and demobilization, should the utility decide to charge such costs.  The Assisting Utility will make it clear to the Damaged Utility if these costs are to be charged.

G. WORK OR WORK-RELATED PERIOD – Any period of time in which either the personnel or equipment of the Assisting Utility are being used by the Damaged Utility to provide assistance.  Specifically included in such period of time are rest breaks, when the personnel of the Assisting Utility will return to active Work within a reasonable time.  Also included is mutually agreed to rotation of personnel and equipment.

ARTICLE III.  PROCEDURE

In the event that a Participating Utility becomes a Damaged Utility, the following procedure shall be followed:

A. The Damaged Utility shall contact the Authorized Representative of one or more of the Participating Utilities and provide them with the following information:

1. A general description of the damage sustained;

2. The part of the water/wastewater system for which assistance is needed;

3. The amount and type of personnel, equipment, materials and supplies needed and a reasonable estimate of the length of time they will be needed;

4. The present weather conditions and the forecast for the next twenty-four hours;

5. A specific time and place for a representative of the Damaged Utility to meet the personnel/equipment of the Assisting Utility; and

6. The identification of work conditions and special constraints such as availability of fuel supplies, lodging/meal support, medical facilities, security, communications, etc.

B. When contacted by a Damaged Utility, the Authorized Representative of the Participating Utility shall assess his utility’s situation to determine whether it is capable of providing assistance. No Participating Utility shall be under any obligation to provide assistance. If the Authorized Representative determines that the Assisting Utility is capable of and willing to provide assistance, the Assisting Utility shall so notify the Authorized Representative of the Damaged Utility and provide the Damaged Utility with the following information:

1.
A complete description of the personnel, equipment and materials to be furnished to the Damaged Utility.

2.
The estimated length of time the personnel, equipment and materials will be available;

3.
The work experience and ability of the personnel and the capability of the equipment to be furnished;

4.
The name of the person or persons to be designated as supervisory personnel; and

5.
The estimated time when the assistance provided will arrive at the location designated by the Authorized Representative of the Damaged Utility.

C. The personnel and equipment of the Assisting Utility shall remain, at all 

times, under the direct supervision and control of the designated supervisory personnel of the Assisting Utility. Representatives of the Damaged Utility shall suggest work assignments and schedules for the personnel of the Assisting Utility; however, the designated supervisory personnel of the Assisting Utility shall have the exclusive responsibility and authority for assigning work and work schedules for the personnel of the Assisting Utility.  The designated supervisory personnel shall maintain daily personnel records and a log of equipment hours; shall be responsible for the operation and maintenance of the equipment furnished by the Assisting Utility; and shall report work progress to the Damaged Utility.

D. The Damaged Utility shall have the responsibility of providing food and housing for the personnel of the Assisting Utility for the duration of time that Assisting Utility personnel are required to be on site providing assistance.  The food and shelter provided shall be subject to the approval of the supervisory personnel of the Assisting Utility.  If not agreeable, the food and shelter can be provided by the Assisting Utility as determined by mutual agreement.

E. The Damaged Utility shall have the responsibility of providing communications between the personnel of the Assisting Utility and the Damaged Utility.

ARTICLE IV. REIMBURSABLE EXPENSES

The terms and conditions governing reimbursement for any assistance provided under this Agreement shall be agreed to prior to the providing of such assistance, shall be in accordance with the following provisions, and shall be based on the most current FEMA rate schedule.

A. PERSONNEL – During the Period of Assistance, the Assisting Utility shall continue to pay its employees according to its prevailing rules and regulations. The Damaged Utility shall reimburse the Assisting Utility for all direct and indirect payroll costs and expenses incurred during the Period of Assistance, including, but not limited to, employee costs, including overtime if required.

B. EQUIPMENT – The Assisting Utility shall be reimbursed for the use of its equipment during the Period of Assistance.

C. MATERIALS AND SUPPLIES – The Assisting Utility shall be reimbursed for all materials and supplies furnished by it and used or damaged during the Period of Assistance, unless such damage is caused by negligence of the Assisting Utility’s personnel.  The measure of reimbursement shall be the replacement cost of the materials and supplies used or damaged.  In the alternative, the parties may agree that the Damaged Utility will replace, with a like kind and quality as determined by the Assisting Utility, the materials and supplies used or damaged.

D. PAYMENT – Unless mutually agreed otherwise, the Assisting Utility should bill the Damaged Utility for all expenses not later than ninety (90) days following the conclusion of the period of assistance.  The Damaged Utility shall pay the bill in full not later than forty-five (45) days following the billing date, unless mutually agreed otherwise.  Unpaid bills are considered delinquent upon the forty-fifth (45th) day following the billing date.

E. DISPUTED BILLINGS – Those undisputed portions of a billing should be paid under this payment plan. Only the disputed portions should be sent to arbitration under Article VI.

ARTICLE V. INSURANCE


Each Participating Utility shall bear the risk of its own actions, as it does with its day-to-day operations, and determine for itself what kinds of insurance, and in what amounts, it should carry.

ARTICLE VI. ARBITRATION

All disputes between two or more Participating Utilities arising from participation in this agreement, which cannot be settled through negotiation, shall be submitted to binding arbitration before a panel of three persons chosen from the members of this Mutual Aid Agreement, which are Participating Utilities, excluding those members that are parties to the dispute.

In the event of a dispute, the damaged utility and assisting utility shall each choose one panel member, and the panel members shall agree on a third. If the panel members cannot agree on a third member, a representative from the Okaloosa County Health Department shall serve as the third member.

The panel shall adopt rules of procedure and evidence, shall determine all issues in dispute by majority vote and shall assess damages.  The decision of the panel shall be final and binding upon the parties to the dispute.

ARTICLE VII.  RIGHT TO WAIVE BILLING


Any Assisting Utility shall have the right to bill for reimbursable expenses as outlined in Article IV, or they shall have the right to choose not to bill for reimbursable expenses.  It is the responsibility of the Assisting Utility to advise the Damaged Utility at the time of assistance request whether or not reimbursable expense will be charged.

ARTICLE VIII.  RIGHT TO WITHDRAW


Any Assisting Utility shall have the right to withdraw from this agreement upon notification in writing to all Participating Utilities 30 days or more in advance.

NOW, THEREFORE, in consideration of the covenants and obligations contained herein, the participating utility listed herein, as a Participating Utility, duly executes this Water/Wastewater Mutual Aid Agreement this ________________ day of ________________________, 2005.

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________

Name of Utility___________________________________________________________

Utility Representative and Title______________________________________________


Date of Signature_________________________________________________________
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Figure 1: This picture is from the Ten Essential Services of Environmental Health-as developed

By Carl Osaki, RS, MSPH, Northwest Center for Public Health Practice. 1
10 Essential Environmental Health Services:
This project made use of the following aspects of the 10 Essential Services of Environmental Health:

1) Diagnose and Investigate. It was a vital part of the plan to develop the mutual aid agreement to assess the root causes of the barriers the utilities faced in being willing to sign the agreement. With the diagnosis of the problems, it was then a matter of developing effective interventions that would allow the utilities to go beyond years of deep-rooted issues and see the value of working together as a cooperative coalition.

2) Mobilize Community partnerships. After several independent meeting with utilities in the north and south end of the county, a unified meeting was held with all of the entities. Making use of the trust developed during the smaller meetings, the utilities were interested enough to be willing to consider the potential that could be realized from the development of a coalition. This was the beginning of the mobilization of a community partnership resulting in 100% of the utilities signing the mutual aid agreement.

3) Develop Policies and Plans. One of the sideline benefits of the coalition is the development of unified ordinances to handle common issues, such as regulation of private lift stations and grease from restaurants and their effects on sewer lines. With each utility brining a common ordinance before their governing boards, laws regulating these entities will be the same regardless of the area of the county the facility is located.

4) Evaluation. The utilities have committed to a quarterly meeting to discuss common issues, have an exchange of ideas on handling complex and unusual situations, working together to assure an effective emergency response to not only hurricanes, but also to the threat of a bioterrorism event. The utilities have also committed to a constant process of evaluating their effectiveness as a group and their commitment to assuring that the coalition continues. Of great interest is the fact that utilities from other counties have attended quarterly meetings and are expressing a desire to join the coalition.

National Goals Supported 

2.
Describe how your project seeks to support one or more of the CDC Health Protection Goals http://www.cdc.gov/about/goals/default.htm or meets one or more of the Healthy People 2010 Objectives http://www.cdc.gov/nchs/about/otheract/hpdata2010/abouthp.htm . 2
This project supports the CDC Health Protection Goal of People Prepared for Emerging Health Threats.  There are three instances where this project has worked toward meeting this goal:
 A) Assuring that information relating to safety and condition of water and sewer systems is given to the media from only one source after a disaster/ That source must be the Emergency Operations Center, ESF8.  This provides the public with accurate information for drinking water safety as well as any dangers posed from damaged sewer systems. 
B) By saving money by buying materials in bulk, utilities have extra capital to expand or upgrade services to existing and new customers.
C) As a follow-up to this project, community partners, including utilities, emergency management, law enforcement, state laboratories from Department of Health, Department of Environmental Protection and Department of Agriculture, NW Florida Domestic Security Regional Task Force and FBI have partnered   together to create a unified plan of emergency response to a bioterrorism event involving water and/or food supplies.
3.
Describe how your project supports any or all of these national goals or initiatives. 

National Strategy to Revitalize Environmental Public Health Services. 3   

Goal IV: Identify and promote community-based strategies to elevate the image, importance and need to improve environmental public health services. Support educational approaches and models of best practices to gain community support and participation in addressing environmental public health service issues, concerns, and best models to organize, deliver and market them.

    The success of this project and the training I received through EPHLI provided me with the confidence to apply for a vacancy on the NACCHO Bioterrorism Committee.  With my selection came the opportunity to share our best practices in areas of Continuity of Operations, Special Needs Shelter, All-Hazards Planning and mass immunizations clinic setup with counties across the United States. While much of our emergency planning has been for natural disasters, such as hurricanes and floods, what we learned has a universal application. Being on the NACCHO committee has also provided a gateway to share the Mutual Aid Agreement with other states.  
  Our county health department has merged Environmental Health, Epidemiology Surveillance and Preparedness into one branch, thus increasing visibility for Environmental Health in the community.
Goal VI: Coordinate and promote activities that identify critical stakeholders, and foster communication and interaction among agencies, organizations and interests that influence environmental public health services.

This project has led to several meetings to foster community partnerships. A summary of the meetings includes: 1) individual meeting with north and south end utilities, followed by a group meeting to discuss the concept of a mutual aid agreement. Seven meetings were held over an eight-month period to arrive at the final agreement. Quarterly meetings are now in place for all water and sewer utilities. 2) A group meeting was held with the Department of Environmental Protection and neighboring ten county health departments (in the DEP region). The meeting’s purpose was to share insight as to roles and responsibilities of each agency, to share emergency contact information and to devise a plan for emergency response for sewer spill investigation and notification. 3) A group meeting was held with the ten county health departments, Department of Business Regulation (restaurant inspections), Department of Agriculture (grocery inspections), FBI, Department of Health and Agriculture Laboratories, NW Florida Regional Domestic Security Task Force, Department of Health Legal Counsel, Eglin Air Force Environmental Public Health and Epidemiology, Okaloosa County Hospital Infection Control Nurses, Okaloosa County Emergency Management, Sheriff’s Department, and the Department of Health Regional Epidemiologist to discuss each agency’s role in a bioterrorism event involving food and/or water and to begin work on developing a unified plan for emergency response. It is imperative the notification, investigation, sampling and follow-up processes be clear to all agencies and the plan is accepted and used by all involved. This endeavor is scheduled for draft completion in January, with final product ready by February 2006. This is a direct result of the interest and concerns brought about by the mutual aid agreement.
Environmental Health Competency Project: Recommendation for Core Competencies for Local Environmental Health Practitioners. 4

Successful completion of this project involved several of the competencies outlined in the article referenced above. 


Conflict Resolution. With the lack of trust that has been in place for several years, 
different interventions were used to gain acceptance from all water and sewer utilities in the   county. These included:

1) Working with the utilities that are reluctant to join the mutual aid agreement to help them better understand the benefits of the coalition. 

2) Working with the utilities to help them understand that the mutual aid agreement satisfies one of the requirements by the state regulatory authority for disaster response. Assisting the utilities prepare their detailed emergency response plans.
3) Showing the utilities clear examples of how joining the coalition can save them money in joining with other utilities in bulk purchasing. By saving revenue on material purchases, the utilities can apply the money to service expansion, thus generating additional revenue from service taps and monthly billing. 
4) Working with the utilities, who early on agreed to sign the agreement, to meet with reluctant systems to discuss with them the benefits to becoming a member of the coalition. The peer-to-peer conversations proved to be instrumental in a change of view. 
5) Emphasizing to the two reluctant utilities that there is no coast to becoming a member of the coalition and that they can withdraw at any time with 30 days notice. 
6) Help the reluctant utilities understand that if charged by an assisting utility, the rate would never exceed the FEMA reimbursable rate, so any charges will be eligible for full FEMA reimbursement.

   
Marketing. By working with the utilities to draft this agreement, the Health Department, specifically Environmental Health, was viewed as an entity of compromise and concern for the community as a whole. As this agreement fell into place, Environmental Health was able to use the partnership development to work with other entities to begin work on a unified response plan to a water/food bioterrorism event. 


Collaboration. This project was successful due to the desire of the utilities to work together to form a partnership which would strengthen their entity and the group as a whole. The competency of alliance building and partnership development played a major part in the success of this project.
Project Logic Model:

Logic Model-Mutual Aid Agreement for Water/Sewer Utilities-Doug Sims
	inputs
	activities
	outputs
	Program Outcomes

	
	
	
	initial
	
	long-term

	Health Department

Env. Manager

Director

Emergency Coordinator


	Discuss with each utility goals for mutual aid agreement

Outline advantages of mutual aid agreement with each utility—Work with each utility director to “sell” agreement to each board/council/commission

Provide input to the coalition in development of an effective emergency response plan. Work with coalition members to assure a predictable supply of emergency fuel following a disaster
	# meetings south end utilities

# meetings north end utilities

# joint north end/ south end utilities

Initial mutual aid agreement model
	Persuade utilities to work together in the north end

Persuade utilities in the south end to work together

Persuade north and south end utilities to work together
	
	At least 75% of county water and sewer utilities sign mutual aid agreement

Utilities address common concerns, such as private lift station failures and restaurant grease damaging sewer lines

Continuation of a viable coalition

Provision of ham radio operators class for health department and utilities to enable them to pass ham radio operator’s test. 

Work with utilities to purchase ham radio equipment to provide for redundant communication source in times of disaster

	North and south end water and sewer utilities


	Meet with health department representatives individually to review goals of a mutual aid agreement

Agree to meet with utilities from north and south end of the county
	# meetings with health department

# meetings with all utilities

# utilities willing to support agreement


	Utilities see the agreement satisfies Dept.  of Env. Protection requirement for emergency response plan

Utilities see the advantage of a coalition to purchase materials for less cost

Utilities see the need to have a formal document outlining emergency response and adopting FEMA rates
	
	Utilities continue a viable coalition meeting on a regular basis to discuss common problems and adopt unified solutions

Utilities see the agreement as a living document that opens doors to future memorandums of understanding whereby one unable to provide services, such as sewer, agrees to allow another utility provider to make services available

Utilities charge FEMA rates for helping a damaged utility. The damaged utility then seeks FEMA reimbursement, thus costing the damaged utility little or nothing for the assistance

Utilities are able to take materials savings to provide additional services to the public, such as sewer/water line expansion

	County Emergency Management


	Meet with utilities to outline county requirement for emergency response

Work with utilities to develop approved mutual aid agreement language

Allow Emergency Operation Center ESF8 (health) number to be given out to utilities to report damage status after an emergency
	# meetings with utilities

# of utilities willing to meet with county emergency management

# meetings with Health Department to develop procedure for emergency utility notification response
	Faster assessment of damage and needs for utilities after disaster

Better communication to public on water and sewer status and safety of water after disaster has occurred. Better public notification of sewer overflows after a disaster
	
	Strong partnership developed between health department, county emergency management and water/sewer utilities

Development of redundant communication between utilities, emergency operations center and health department following a disaster


PROJECT OBJECTIVES/DESCRIPTION/DELIVERABLES:
Program Goal:
Establish a mutual aid agreement and achieve 100% participation with all water and sewer utilities in Okaloosa County.
Health Problems:
1) Lack of expansion of water and sewer lines to rural areas of the county. 
2) Ineffective communications after a storm. and utilities releasing water quality information directly to the press without going through the emergency operation center. This created problems as the Emergency Operations Center was releasing information that certain water systems were under a boil water notice while water system employees were contacting the press stating the water was clear, thus creating confusion at the local and state level.
3) Water and sewer utilities reluctant to work together to solve common operational 

issues, thus having differing regulations depending on the geographical location in the county.

Outcome Objective:

1) Create an atmosphere where past barriers between the water and sewer systems could be replaced with trust. 

2) Create interest in the concept of the mutual aid agreement and have the utilities work together to create a model agreement each felt they could sell effectively to their regulatory boards. 
3) Establish a protocol that all media releases, concerning the safety and condition of the water systems after a major event, are released through the Emergency Operations Center.
4) Create a coalition which will be joined by 100% of the water and sewer utilities-to work with the utilities to keep the quarterly meetings useful and keep attendance high-to stimulate other parts of the state to consider adopting a similar agreement-to create a coalition which is so effective that utilities from other counties will want to join
Determinant:

The determinant of the effectiveness of this project is whether all of the utilities see the positive reasons to join the coalition and that they believe  the benefits out weight the past barriers and the desire for total independence. Once the coalition was formed, it must be able, through the interest generated by the meetings, to keep attendance high and begin to offer membership to utilities outside of the county.
Impact Objectives:

1) Being able to provide expanded services to rural areas by the savings realized from bulk purchasing of materials through the coalition.
2) Having only one source of media information, the Emergency Operations Center, to assure accurate information is provided to the public on the safety and condition of the water and sewer utilities after a disaster.
3) Having a unified set of ordinances for the entire county, to cover items such as private lift station maintenance, where public health and the environment can be protected informally.

4)  Developing a coalition that fosters an environment of partnership and serves as a model for the rest of the state.  
Contributing Factors:
1) Okaloosa County is geographically split in two by Eglin Air Force Base, so north 
      and south end utilities had a natural barrier to developing close relationships.

2) Okaloosa County had previously had a federal lawsuit with several small utilities
      over water service areas, creating lack of trust.
3) Utilities acted as separate independent entities, some governed by appointed 
      directors, some by elected members, some privately owned.

4) Water and sewer utilities had little interaction in the area of bulk purchasing of    

   materials to save on costs.

5) While several utilities had helped each other in the past during a disaster, there   

       was not a formal document outlining how labor and material costs would be   

                   repaid.

6) Utilities were reporting on status of their water and sewer lines directly to the 
      media without going through the Emergency Operations Center, thus conflicting 
                  messages about drinking water safety and sewer line overflows went to the public, 
                  creating much confusion.
Process Objectives

METHODOLOGY: 
1) By February 30, 2005, at least one meeting will have been held with water and sewer utilities from the north end of Okaloosa County.

2) By March 30, 2005, at least one meeting will have been held with water and sewer utilities from the south end of Okaloosa County. 

3) By April 30, 2005, a joint meeting will have been held to bring together the water and sewer utilities from the north and south end of the county. 

4) By April 30, the water and sewer utilities will set dates for quarterly meetings.

5) By May 30, 2005, work will have begun with the water and sewer utilities to draft the framework for the mutual aid agreement.

6) By November 30, 2005, 100% of the water and sewer utilities will have signed the mutual aid agreement.

Events and Activities

RESULTS:

1) All water and sewer utilities participated in the drafting of the mutual aid agreement.
2) One hundred percent of the water and sewer utilities have signed the mutual aid agreement.

3) All water and sewer utilities have agreed to make contact with the Emergency Operations Center (EOC) within four hours after it is safe to travel to advise regarding the status of their water and sewer lines. If unable to make contact with EOC, via phone or in person, the EOC will issue a precautionary boil water notice. No water or sewer utility will release status information directly to the news media. All media releases will be made through the EOC.
4) The EOC has agreed to allow the water and sewer utilities to fill their vehicles at the county fuel depot until the regular stations are again functioning and have fuel.

5) The Mutual Aid Agreement has led to a partnership with law enforcement, preparedness, local hospitals, water systems, emergency management and other governmental agencies to develop a unified plan of emergency response following a bioterrorism event with food/water.

6) The Mutual Aid Agreement has been shared with the rest of Florida’s sixty-six counties. Our coalition has had inquires from water and sewer systems in neighboring counties about membership and have begun to attend the quarterly meetings. 
LEADERSHIP DEVELOPMENT OPPORTUNITIES:
Fellow name:
Aubrey Douglas Sims
Development paragraph 
I could scarcely imagine when I began the journey with EPHLI that so much would be accomplished in so short a period of time. Having been in public health for over 30 years, I thought I had been exposed to the majority of thought processes available. It is amazing how years can cloud the broadening of a horizon. Not only have I learned new concepts, new ideas on haw to approach problems and personalities and new ways of looking at thought and action processes, I have learned how important community partnerships can be and how Environmental Health can make a positive difference in the future of our County.   Learning of new ideas to handle and manage conflict from my coach has been a valuable learning experience I have shared with my peers and those I supervise.  Through my coach, I have seen that while I cannot control other above me, I can learn to manage how I respond to them and how effectively I deal with pressure and conflict that inevitably comes with leadership responsibilities. I have seen the value of a mentor who sees where we are and encourages us to go to places never dreamed. I have seen that as a leader one of the most important roles I have is to be a mentor to those who work for me.

CONCLUSIONS:


The Mutual Aid Agreement for Okaloosa County Water and Sewer Utilities has led to not only the partnership involving the utilities and the Health Department, but also to partnerships with other community organizations and agencies, such as hospitals, local emergency management, local and regional law enforcement, the Department of Environmental Protection, Department of Professional Regulation-Division of Hotels and Restaurants, Department of Agriculture and FBI. What originally began as a desire to bring eleven utilities closer together, has grown to bring neighboring counties and agencies into a network and coalition where responsibilities are clearly outlined and each feels a distinct duty to support the others.
ABOUT THE EPHLI FELLOW
Doug Sims currently serves as the Environmental Manager for the Okaloosa County Health Department in Okaloosa County, Florida. He began his career in Environmental Health in 1973 as a field inspector, and was selected as Environmental Manager in 1981. His undergraduate B.S. degree was a double major of chemistry and biology, awarded in 1973. His Master of Public Administration degree was awarded in 1981.
He has worked closely with Okaloosa County Planning and Inspection department to revise county regulations for subdivisions and construction, utilizing smart growth concepts, with the goals of providing citizens with expanded public water and sewer service, increased walkways and green spaces, and the protection of the environment.

He has been selected to serve on the NACCHO Bioterrorism Committee, and is a member of the State of Florida Department of Health Bioterrorism Committee.  He serves on the Florida Department of Health Environmental Health Advisory Committee. 
This project has led to the creation of a unified emergency response plan for a food/water bioterrorism event. This plan involves sister state agencies, law enforcement, hospitals, emergency response, emergency management, the NW Florida Domestic Security Task Force and the water systems. This plan provides a template for whom to notify, the emergency and regular phone numbers, the involvement and responsibility of each agency. This was accomplished with a one-page document. Supportive forms are provided for reference, but the one page flow chart is sufficient to have all entities clear on their roles. 
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