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lnlerviewer:

lnterviewee:

lnterviewe r:

lnlervicwee:

lnrerviewer:

lnte ryiewee :

lnten'iewer:

lnte rviev,ee :

Inteniewer:

lnte^,iairce :

lntemiewer:

lntemiewec:

Okay. so thc recorder has been started. The finr thing I wanred lo
do is to realfirm thal I have your consenl to paflicipole in this
sludy?

You do.

And lhat you undersland lhal I will maintain your confidentiality.

Grcat.

And. las. this is going to be r€cord€d.

Okay. good.

And what I will do at the end of this is I'll transcribc this
ioterview. and I'll scnd you a copy of lhis trsnscription. and you'rr
free to make any revised extra marks as lhe good congressman
might say.

Okay.

So. as I indicatcd before. the purpoee of this study is dctermining a
leadership model that is perceived as _ effeaive community
coolrol of multi-agents and rcsponse operations. So. maybe you
could stan off with a little bit of a backgpund. just a brief history
of your experierrce in this area.

Oh. in the entirc area of -?

Mulli-agency. or dir€ct rcsponse operalions.

So. nor. specifically. lo Deepwater Horizon?

Righl. Just an overvicw ofyour-

Well. it stafled back in Seattle. I gnss. llaugfuerl. I had prary
much b€en in technical jobs until then. and anivcd there. and we
were writing conlingency plans post OPA ninery therc. I was lhe
OPA m phnner. And the planning shop in Seartle. and then we
had a couple ofoil spills. and oil spills by narure - even before
OPA 90. I think wc're a multi-agency. stare. local. fcdcral.
muhiple federal agencies. and. of course. a responsible pany.
Then we rcsponded lo a few incidents out there. Then I moved
onto Savannah. had a couple of flooding cases therc. groundings.
and lhcn a prctly significant tank farm fire and spill. right beforc I
left the command.
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And went to San Diego, wherc things got interesting because il
was such a big navy iown, and we wanted to navy up to s@ on
multiple agency OPA ninety type responses. So, we ran lhem
thmugh an exercise, one of the prep exercises as the sponsoring
organization. And then there was a lot of smaller spills there,
nothing on the scale that I had experienced in Seatde or Savannah.

And then afler th8l, I got another l,our in Miami, and, etuslly
applied a lot of those concepts to pofl s€curity - homeland security
in post 9l l. I was in Miami in 2001 until 2004. And the model
wor*ed pretty well thcre. Tberc's a fair amount of those concepts
also in lhe hurdcane plans that we have, lhe contingency plans and
the types of activities associated with hurricanes. When 9l I
happened, we acrually pulled orn hunicane plan off the slrclf
because we necessarily needed to involve Group Miami as parr of
an organizational structu€ and some of the Coast Guard's partners
we could put 0ogether, which, ultimriely bccame the model we'rc
using today for the sector.

But the extemal pan, I'd say we borrowed the concepts ftrom both
the oil spill contingency plans and hrmicane plans for really.
virtually, the whole four years I was there doing interagency
operations, bolh with other federal agencies, before there was
Deparrment of Homeland Secrity, and then afterwards, and then
along side state and local partners. And we had exercises, as well
as some rcal events that were kind of inter€sting, ships ariving
with actual bad guys on them - no tenorisl, but there was a
tumover of rcgimes in Haiti, for example, and a lor of the
characters hijacked the ship and ended up in Miami. Thal was one
interesting case we deall with, among othcrs.

Then I ended up in Atlsntic ArE€, some staff assignments in
between as director of operations this pasl year, and lhe two
signilicant events of this year werc the Haiti op following the
earthquake there, which I managed from Ponsmoulh, herr, as a

supporting command to a kind of a collatioq at least a joint
operation, I guess from a military perspective. Bul we had a lol of
activity involving the Department of State, U.S.A. ID, other navies
and NGOs that were providing humanitarian suppon to Haiti and
tried to coordinate lhe maritime elements of lhat wilh lhe
management of the pon, as well as the flow of cargo in
coordination wilh the security and humanitarian respons€ effon in
Haiti.

Then shortly after that, it seemed like it seened like when lhe
Deep Water Horizon evenl occurred, I wenl down initially to be
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It ervieu'ce:

thc depury ro Admiral Mary Landry. who was rhc districr
commander. got therc aboul a weck into it. Shc had sct up a
unified arca command. the national incident commander did not
cxist initially whcn I was therc. but camc about fairly soon aftcr I
arived. Therc were alrcady two incident command posts. one in
Houmu and one in Mobile thal were primarily extension of the
seclors lhqe. And lhen June lr came. which is thc beginning of
hurricanc -(icason. so Admiral L:ndry went back to bcing lhc
districl commander in lhe event thal the district would bc involved
with (wo simultancous disastcrs. one. being thc oil spill; onc bcing
a hurricanc. We said we'd better divide and conqucr.

So I movcd up into the federal on scen€ coordinator mle and CG
lead for thc unilicd arca command. And shc went back io district
and I staycd in that role until. t think it was thc I6s. something likc
lhal. of July. And wc ultimately cxpandcd lo having rwo morc
incidcnt command posts. smaller ones. but one in Miami. and onc
in Galveston for the Texas and Florida AORs. So we endcd up
with four ICPS, one unified area command. and we had a fairly
large. I guess. functional command post in Houston for thc
enginecrs and technical peoplc. including thc coastguard. marinc
safcty centcr. and center of expertise folks that dcali with the well
conlrcl aclivilies. So that was kind of our organizational structure.
and it was vcry much inncr agcncy. inner govcmmental. and a lot
of non-govcmmental organizations. particular. and including BP.
So. I'll stop therc.

Okay. Wcll. good - gmd stmng backgmund. So as a lcadcr of
disaster work responsc operations. what are thosc things that you
perceive as a key factor or factos. relaiing to your ability to
establish successful and effective command and conlml structure?

Wcll. thc key thing. I lhink. is to have soine common systcm. Wc
call thc incidcnt command systcm. I rhink for all of thcsc.
allhough. I gucss that Haiti didn't cxactly have that. but we uscd it
here, intemal to the coast guard. And I think we helped the
silualion whcrc you have the &fensc construct in trying to work
with The Statc Department conslruct. ncither of which have thc
incidcnt command system as their command and control doctrine.
But il's so flexible thal it seemed lo easily bridge the gap and kind
of hclp connect things togc,rhcr. But lhat's real imponant.

I think thc other thing is to have lhe legislative underpinnings to
caurc organizalions to feel compellcd to work for a unilied
command. I think if we wet€n't able to conslanlly makc refcrencc
to that. therc's going lo be a tendency in thcsc rrying situations for
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Intcniewee:

Iuerviewer:

I erviewee:

Interviewer:

a break up of the organization, or splinrcrs, even with legislation
that the legislation is always going to be a little bit incomplete, and
you have 3o ggt some of the participants thq€ because it's in their
inter€st io be ther€. So I'd say those arc tlle two major ihings.
You know people only do what is in tlrcir own intercst.

But this is really related to your ability nrcrc so -
My ability, what's my ability? That's good.

What are the key facton that relate to your ability to establish that
command?

Well, I think, you know, probably my toolbox of skills, Ive been
in a job involving both prcvention and rcsponse just because of my
career path, but has forced me o accomplish lhe missions that I've
had, to gel people to go along with a rcquircment ihat usually the
coast gusrd has developed. I'm thinking of basic ship design
standards, or futspection ngquircments, or ca$ain of the port laws
and regulations. And it involves a la of.iust penonal skills
because most of the people that we deal with are not harden
criminals. It's not a cops and robbers kind of a career path- Il's
more of a compliance and coalition's career path.

And then when the circumslances transition hom pr€venlion to
response, you're typically dealing with the same population of
maritime rclated people and activities. And, so, I lhink thal b8g of
tricks that I use for everyday prcvention carries over into
compelling people to go with a rcsponse plan, and it works two
ways. I think the unified commander benelils from a wide variety
to skill sets lhat could never be in just one organization. So. you
know, I leamed thal a lonS time ago too.

So I think those are p,robably the characteristics lhat I bring is just
lhat experience, and the confidence that, you know, asking people

fiom outside of my own organization, or using a melhod of
leadership that's nu centercd on a specific hierarchy bascd on
coast guard ranks and change of command, but having confidence
lhal less than military structured organization is going to actually
accomplish the goal even better than if it was a purely mililary type
of response. That's one thing thal I'm a firm believer in and I
think that delinitely helps in these kinds of situations to bring that
mindset to the table.

Is there a form of command contsol organization that you see as

being effecrive. and maybe organiz:tions is not the right way to

tfiw.wbrtintccom
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lnteniewer:

you saw as the modcl to use. so what is lhe modcl thal you see as
the most effective?

Well. I'm a fan of this incident command systcm. which comes
rcally from the firefighters. which was forced upon them in a way
when they have to go lo mutual assistance. and they have to bring
differcnt firc depanmenls logether, which each of which could bc
considered littlc militarics. but lhere's only so much of them. And.
so. lhcy havc to combine cfforts. and thcn you gct into the
jurisdictional issucs betwccn federal, stale, and local. And so wc
ended up adopting lhal and it's turned out to bc a good decision. I
lhink. since we've done that.

I think the tcnsc of that is ro - it's gol a single set of terminology.
and lhen it's modular. so you can work for a small incident and
build up to a gigantic incident likc lhe Doepwatcr Horizon thing.
And. you know. I think there is training available forjust about
anybody that wants i( fmm any level of govemment or even therre's
a lol of contractors. and commercial entilics. non-govcrnmcntal
organiations lhal have rcady acccss to training. So that's. I lhink.
you know. a good structure.

As far as military. I think looking beyond thesc things that wc have
domestically. and looking at some of the coalition operations that
we've got going worldwide now, say. for piracy. coast guards
involved with a lot of different law enforcemenl activilies. and
involving fishing enforccment. We'rc doing things up in rhc Anic
with the coalitions. I know we've got some opcrf,tions up above
lhe Ariic Circle in Canada. I was over in Europe.

There ne.eds to be sonrething. I Ihink, in lhc future. and in fact.
right now. for some of these operations. which enables military
or8anizations to dojoint oprarions with e{ch other in non-war
fighting scenarios. and, also. to inlegratc non-govcmmental
organizations that don't have a military. and probably would never
would want to have a mililary strxctur€ to lhem bccause il would
run counler lo thcir purposc. So I think that therc's rcal valuc in
capturing the lessons lcarned fmm lhcsc nalural disastcrs. or thclic
contingency opcrations that the coast guard gets involved in.
whcthcr it's a hurricanc. or an oil spill. or what havc you-

So you talked there aboul thos€ things (hat allowed you to bc more
effect as a leader of a multi-response. but lhose samc experiences.
what alc thosc faclors you identify that would pmbably advene thc
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Inlerviewree :

Inlervie$'er:

lntemiewee:

ability Ote impacl to estabtsh an effective organization, effeciive
community control.

Characteristics thst I have that add -?

Well, not so much characteristics that you have, but characteristics
lhal you see, or things that you consciously, maybe, avoid 

- 

a
bad message or somahing. But I mean some lhings that you have
seen that eitber you did it and said, "Oh, I'll never do that, again."
Or you saw somebody elsc do it and thought, 'Oh, I'll make sure
not 0o do that."

Right. Right. Well, there's certainly - you look back on every one
of these things and you say, "Boy, there's things I wish I could of
rcwound the tape ard done differently," 20/20 hindsight, you
know. But to generslizr lhose things and what categories they fall
under -
Well, they can be specific, and you know -
Probably, one of the things that comes to mind is we learned a

lesson in Exxon Valdez thrt I keep thinking of lhe message that I
got when I was in Sesttle shortly after OPA 90 was written and it
was lhe "shoot first, answer questions later," message. And it's
kind has always popped up that you don't really ever bring enough

to b€a, early on. Maybe you always are a little bit too optimistic
lhat a bad situation isn't r€ally that bad. So you pull back a little
bit and, typically, then you wish you would ofhad more sooner,
and it probably would have been a lot of cheaper, which was

usually the reason why you're noi - why you'rc holding back in
the finr place.

Of course it's difficult to assess these things, and I suppose there's
going to be cases where you oveshoo! but I'd say most of the
cases I've been is we undershot- And it would be easy to answer
the questions later, had we brought more, rather than less. So
thar's one thing that kind of comes to mind across thcse differenl
incidents. Tte other, I think, is you definitely need to have the best
you can gel as far as managing the ext€mal messages. You kind of
have a focus on the actual mission, the actual task whaher it's
recover the oil, or provide humanitarian support to the Haitians,
you know, whatever it might be, all the 9l I things, and some of the
extemal messaging is a bit of an aftenhought" and sometimes you
end up playing catch-up in the media, or with the inler-
govemmental affairs.

lntemiewer:

Interviewee :
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lntemiewer:

lntemiewee:

lntemiewer:

Interviewee:

And oeating a unified command, or using ICS in th€ fmt place,
definitely helps with the organiz.ations thar are parricipating in rhe
rEsponse, but thefe's always going to be a whole lot more that 8r€
very interested. but noa dircctly. And, so, they wind up needing a
sigrificant flow of information,

So, along those lines, you tslked about unified commands. So,
ftom your perspective, how would you define unified command,
and how it executes and has alfected us?

Well, you know, what I envision, filst of all, is you typically have
at least two, and normally more, comman&rs - multiple
comrnanders. And most of these things, somebody, one of those
two, or thrce, or four, or however many therc are, commanders, is
the person that has the - that's where you need the legislation, or
you need some higher authority to say, okay, this guy, if you canl
decide that this guy has 5l percent vote. But that's sort of the
basic constructive unified command. If you have a very small
incident, lhat may be all you need. If you have a larger one, then it
grows oul ftom there.

But no matter where it goes, like, in the case of Deepwater
Horizon, you have four incident command posis, each one of ihose
subordinate command posts is modeled rhe same way, which is
another unified command just in national on down, and il went
down even furlher than thal. So that's basic construct of a unified
command. And therc's unified commalds that are obviously,
purcly militsry, you know, we've done a lot of war fighting - with
unified commands, you see using a different command and control
sfuctui€.

You raised an inieresting point, a unified command. when you
think of it in a military sense; the coCOMs are a unified
command. The unified command, not unified commanders, they
have each of the agencies that have been involved with them
pmvide advice and how to best use ihos€ resources, but there's one
boss. Do you see thal same model translated inlo the unifi€d
command within a NIMS structue, or it is - and thar boss says
rctate. but if it's effective as an _ operation, it doesnl say that
a four slar cook is no longer the boss of the - the leading guy is rhe
boss. So how does that fit withh that new structurE, from your
perspective?

Yeah, I'd say the COCOMs have a much stronger hierarchy based
leading to a single boss, lt's a standing organization, whereas ours
is going to bc stood up and stood down with the incident. Ii reatly
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is focused on the incident, I think we almost misuse the concept of
NIMS when we try to make a peman€nl standing organization and
say we'rc going to NIMS as the organizational structure, because
that's not the way it was rElly intended. Tlre word incident is
important. And I think thal's why you Ey io actually get the
physical location of the unified command outside of a existing
standing organi"rtion, like, tlrcy didnl try to put the deep water
horizon unffied area command insi& district eight. That would
have been a mistake, had to be. And it wasn't in any of the
organizalion's facilities. So, I lhink that's important.

And I think in the case of these instances wherc the wildfue. the oil
spill, or whatever, there's - the different agencies get to retain their
aulhorities for everything outside of actually prosecuting the
response to the incident. And they'rc working together with a
daily incident action plan. - I mean it's usually daily, on 24-hour
operational period. It can be 4E or longer, but I'm just thinking of
the typical kind of stan up points arc usually 24 hours, so
everybody is shging off that sheel instead of their own agency
specific one. And, so, that's my construct of unified command.

Well, in this you've talked about lherc's a difference from your
perspective of community-establish organizations as opposed to,
say, an ad hawk organization, I guess brought together for an
incident. So what would you see as those key incidents between
those two types of commands?

Well, first of all, lel me say, I've never been assigned ro a standing
unified command like a COCOM.

Well, just think of it - not as a unified command, but jusl as a -
you know, if you think of il in a sense kind of what you were
talking about before is that you put together MSO and grcup entity.
So they were a singular organization, if you would, not rcally be
quite the same as a multi-agency, ad hawk, be more ofa singular
agency response.

Yeah, well, I think I've had enough experiences like that, or based
on my exposure to the COCDMs and those kind of standing purple
organizarions to make a few comments, I guess. But, you know,
the main thing that comes to mind is you really think of it as a

much longer horizon when you're in a permanent situation. I
remember winning out the fact that we actually use the ICS to pull
Group Miami and MSO Miami together, and at first we did it
exactly like we would in an oil spill, and we found the third
location, which was the training room along thar base, and was son

ー
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of close baween lhe two units as we could find, and we literally
pulled people out of both organiz,ations and stuck them in there.

And then you would do your MSO jr:b over in the MSO, and you'd
be orrc of your unificd comrnanden in a differcnt physical location,
and you had the staIf, and it lasted for about maybe two, at most,
lhrte months, as I recalled. And then you come to a conclusion,
"Hey, we just can't go on like this. This is starting to look very
much more pennanenl than a temporary thing. You've gotta h&ve
some means lo end a response on how much you'tr using NMS. I
think it jus is the way it was designed. Everybody that's a
responder, ultimately, goes back to their firehouses where they
came from.

And what we did thec, was, ultimately, we said, okay, enough is
enough, so we'll morph into a more permanent unified comrnand.
And we kind of wenl back to a structue wherc detailen could do
assignnrnts, and facility managers could move walls, and made
adaplations to 0le facility in a morc permanent way, and we
cr€ated an operation @nter that was joint. You do those kinds of
things. You have a tend€ncy to - I guess operation center is
probably a pretty gmd symbolic example of what you do in a more
permanent organization compared to ICS, where you have a
situation unit. And, so. maybe, one compare and contrast is what
is the characteristic of the situation unit verses the characteristics
of an op center?

Hmm, that would be intercsting. So are there cenain
organizational characteristics that you believe critical to creating
an ad hawk organization for responding?

Yeah, I think I've touched on a couple of them. I think, you know,
you need to have the &ctual locdion of it rcmote from these
perrranenl facilities that suppon. Even though there's a firehouse
that's supporting an organization thst's primarily a rcsponse
organization, your incident command location, organization, is
rcmote from any one of the fuehouses. Then I think you neod to
have lhat core of it, which is the situation unit. And everybody
needs to have a battle rhythm wherc you have - whatever the cycle
is for your incident action plan, your operational period, and they
have to gel information with consistent reliability and timelessness,
and lhey have lo have, you know, planning.

People have to be confrdent lhat their equities are being integra.ted
into the plans, and then the operations carried out over lhar
operational period. I think lhe commanders of it need to be very

lnterviewer:

lnterviewee:
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In emiewer:

Interv'iewee:

familiar with the type of response that they'rc dohg. One of the
things that I've experienc,ed is that there's a lot of people that are
appointed or elected to positions, where they are perceived in their
mind, and I think by their elector, or their boss, that they - by
virtue of their position, need to be in charge of things. And I think
it's imporrant for thqse incidences that I've been involved wifi rhat
the people who are lhe - that have the training and expertise are

the incident commanders.

Now, you can have them rcpori to I - yeah, an elected official or a
seaior official ouside and above the incident command
organization, and that's a good thing. Everybody needs to be
accounlable, but I don't think it would be effective to have the
elected officials, or the very senior appoinled officials to aclually
be the incident commanders.

Right. So, Bobby Jindl shouldn't of been in charge, huh?

ILaughrer].

IlauShterl, No comment.

So, along lhose same things, are there any distinguishing features
of a disaster response operation or organizqtion that you think
actually impacl your ability to furrction as a leader? I mean you
kind of alluded to lhe one of, you know, a bunch of different
people with a bunch of different agendas, are therc others along
those lines that you think would impact - and when I say impact, it
doesn't mean that it makes il go back, itjust meens that you got to
lake some sorl of action to address lhal.

Well, you know, one of the things that have impacted a number of
cases, and I'm looking over a lot of differcnt lhings that I've been
involved with that, typically, there's a law enforcement elemen(.
We had cases, cenainly, in the oil respons€ arcna that you have a

very aggfessive stale attomey, or U.S. atlomey. Sometimes, we've
had the National Tranlportation Safery Boards that lhey have a

mission. Of course, this gas into your overall thing of differcnt
agendas. Therc's differcnt - when I was thinking of that, Iwas
thinking, well, there are different agenrlas righr within the rcsponse
community, which is actually parr of the unified command.

Bur I $ink that as a rule, you've got to put some son of fircwall
between the investigation and the law enforcement aspecl of
whatever the situalion is, and the rcsponse psn of it. So, that's
somthing that you have to deal with, and other large things like
that. I think you've certainly got the business side of things that
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lnten'iewcr:

lnten'iewee:

you son of wanl conlinuily of ops. We have thal with usually
anything thal's in lhe middle of the marine transponation system.
in the middle ofa river. or you know. thoroughfarc. where
commerce has to continuc and ihat needs to be dealt with.
obviously. but il can, certainly. interfcrc with your ability to
actually resolve the problem that you're dealing with.

But. you know, somelimes you can shoot yoursclf in thc foot ifyou
do - you can put a safely zone around the whole seaport. or
whatever. In lhc case of homeland socurity. you can crcatc such
lighl sccurity; you can't have commcrce anymore. So that's a
neccssary balance therc that you need to deal with. And that is one
that is maybe more likely to be included in your incident action
plan. dealing with that. mther lhan excluded. like thc law
enforcement would bc.

But I gucss when you ask that question, therc's othcr things that I
was kind of thinking of that was what arc thos€ lhings thal wcr€
kind of on that edgc that maybe could tip in or out. And that's
whcrc. sometimcs. you have to ncgotiate with agcncics that havc
diffcrcnt authoritics or diflerenl responsibilitics. Onc of thc things
lhat carn€ up with Deep Water Horizon were the core of enginceni
issues with regard to their role with building islands. or barriers.
lhal son of lhing. Wc. obviously, had a lot of issues thal popped
up since it was such a long oil spill, just going beyond just lhe use

of booms. and skimmen. and galing into actually using
bulldozcn. and HESCO barriers. and drcdges. and things that werc
not just lemporary floating structures.

So that brings in the core ofengineers. so. okay. does lhat mean
that they b€come a part of your unified command? And they
ul(imetely said no, they don'l really need to do lhat. They could.
maybe. pick up the phone and call them. and have regular
conversations, even meclings with the core. Bul somc things came
in. and some things slaycd out on the fringes. So thosc wcrc some
things that come to mind.

So you talk a bit about $is action plan. and so fonh. so what do
you see as lhe mle of. say. the commandcr's inlent. or lhe incidcnt
action plan being. for pmviding effective community control?

Well. that's your playbook. That's - the goal is to gel evcrybody
focused on the plan of the day. that the pdorities. the safcty
message thal is so important. that everybody pay attention to what
is the actual situation in terms of whal is your over flig:ht scc, or
what does your intelligence tell you. So. you don't want to have
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lnlen'iei,er:

lnterviewee:

folks having to create their own, reinvent the wheel. One, because
it's inefficient, an{ two, because it would sarr interpreting things
dilfercnlly and rasponding differcntly, and probably come into
conllict with each odpr.

So, I lhink lhat's a key elemenl, as well as the meetings thar you
have that you actually look people in the eye, and you do that all
the way down through your organiz.tion. So, that's something that
I think applies to aay organization. You've gotta have a son of
mission statement, and the you gotla creste your stralEgic goals,
and your operational goals, and your tactical plans that people need
to carDr oul. Everybody's got a panicular expertise, and they have
sorne abilily to provide a portion of the rEsponse, but if you can't
get them to align under a single incident action plan, then I don'r
think you really have a unified comnand. You don't even have a
command. You've just a bunch of miscellaneous people doing
shff.

Along those lines, too, is the issue upfront, not only of the
initiations of these events; you ffe a very fast paced envimnment.
And I'm not sue on how your tempo went down the long straight
Oling therc, bul time constraints in terms of making decisions, and
so forlh, seem lo play a mle at these kinds of events. How do you
as a leader deal with that? And by that, both, how do you deal
with the issue of having to make quick limely decisions? And two
is, being able to st€p back, reflect, and think about that on a morc
sn'alegic level? And then lastly, it can suck into wanting to be
more operalional in your rBsponse, more lactical thar you might
want lo be.

Yeah, that's a r€ally good question. I think tlat's the one that
you're probably get a range of answen that morc reflect personal
leadership styles. I like lo lel some amount of stuff bubble up from
the good subordinates. And I know not everybody's like lhat, and
sometimes I'm critical of myself for not providing more leadership
down. But I think when you got so much going on, that's worked
better for me lhan to try lo crcatc a persona that has everybody
waiting to hear what I have to say.

So you kind of have to manage many of these leadership styles
carefully because they all have pitfalls. And the one that I
probably have, the challenge in it is thal you would lose people
from viewing me as fie guy in charge, or, you know, or they would
misinterpret that I'm just a repeater of what lhe different
subordinales are actually telling me. But I think it's worked well
for me. And I think you can compensale by coming out on an
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occasion with some strafegic guidance that you're nol getting from
anybody, and, probably, wouldn't ever get from anybody, but the
guy that son of has tlrc big picture.

And so, you know, when you're in that mode, it tends, for me, to
try to - it creales a forcing function to b,ring me back up to the
strategic, if you know what I'm saying. Like, if I were trying to do
it the other way amund, I would probably be having a forcing
Itnction driving me into the tactical. If was I was thinking my
primary gool is to be giving everybody guidsnce on a consistent
basis down instead of maybe doing - maybe being the driver of,
like, hey, I've gona have plan for, you know, lhese things because
lhe next operational meeting is in an hour. And then those guys
deliver it, I rcpeat it out, and away we go. Thal's sort of my
leadership style.

But lhen every so often, you know, I say that now it's time for this
sbategic kind of change to occur. I'm trying to think of a good
Deepwater Horizon example, but I remember at one point where I
said, "Gosh, I am not spending enough time before the 7:00
meeting to be ready with, you know, a command level strategic
stalement. And, so, I had my aide actually keep people out of my
oIlice for about a half hour, and forced myself to think, okay. I got
the big picture here, what is that we need to pull ourselves up
above the fray, and sun thinking about.

And that was when we came oul with some of the son of changes
in the - major strategic changes. For example, there was a point
where we were doing a lot of skimming, but we wercn't
coordinating our air ops, and we actually ended up, ultimalely,
crating a whole differcnt air ops organization at Tyndall Air Forcc
Base. And, so, that was sort of driven fmm the fact that we need to
have - I forget whal the terrninology was that I used - and you try
to lhink of simple ihings tiat can stick in people's mind. Because
I'm on a spokerphone, and teleconferencing throughout the whole
organiz:tion when you say these things.

I remember another time was we kind of gotten so sidetracked on
boonr, on putting out boom that we werent focused on oil recovery
anymore. So I rcmember being bias toward recovering the oil, and
not just about putting out miles and miles of boom. Okay. So you
can get sort of single-minde4 and then you have to have somebody
change the channel a little bit on what it is that you're there lo do.
And that timing needs io be right, and it needs to come fmm the
right level of the organization to make it be univenal throughout
lhe response.
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lnlerviewee :

So then do you look back at all of this that you kind you kind
rolled through, and you talked a few of them, like the
subordinance, but what arc the led€rship traits that you believe are

important for a leader of a multi-agency response opcration?

Vr'el, I think you need to have confidence in yourself. You need to
have confidence in the people that support you. I tell you what; it
was grEat to have Admiral Alan. Luckily, I had wo*ed for him
for a number of years, and just had a huge amount of conlidence in
him that he wasn't going to somehow undermine anything that we
werc doing there. And lhen, of course, the people that werc
working for me - some of them I had known befort, some of them
I hadn't, I lhink you've gotta have a p€rson thal can have a cenain
amount of trust in organizations to have done the right hiring and
training, and suppon for th€h people, such that you can sort ofgo
with a little bit of blind faith going downward.

Some people have trouble with that mncept, so lhey don'l have
that confidence grounded down in the organization. It's
confidence up, with yourself, and then down. Obviously, you've
golta have slaminq all of these things take a certain amounl of
stamina, which. sometimes, is one of the things that I have lhe least
amount of confidence in lhe ability to go long hours and day after
day, but thai's a chancteristic that you need. You've gotta be able
to be quick to - you cant script out the day. You gotta be very
flexible and almosl have a sense for change. and I think therc are

some people lhat arc not able to see lhe signals, and then react 1o

them even if they do see them. But you need to use them, and - I
dont know.

There's a number of days where the plan for lhe day thal was put
together at 7:00 in the moming, llazghrerJ, went out the window
by 9:00 or 10:00, and we just completely changed. and that was
parr of the best things that we did were a result of, you know, some

indicrtion thal" some gut kind of feel in rcsponse to a piece of
information that said, "All right, we're going to do this now,
inslead of -," whatever il was that - every day is chalk a block full,
and time managemenl is what it's all about. Bul, you've Sotta be
very nimble and flexible in that time manegement. Those are

probably the main things, just be able to gei along with people.
That's jusl that rcgular personalily traits are imponant.

I was very appreciative lhat the olher people from the other
agencies lhat I was working closely with, you know, my circle -
my inner circle therc, they were all good people, they weren't
people thal had personality quirks. I can accept people coming -
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you know, they have a dilfer€nt bo6s, snd I have my oveGight
organiation; they have theirs. So, thar's not a problem for me.
But I think when people bring baggage with not related io that, you
krcw, that makes it challenging. But we had good people.

Well, that's prctty much the questions I had. Is there somAhing
that you think is imporrant how the _ get run, that we hsveD't
kind of gone ova from a leadcnhip perspective?

Well, you know, I think the inieresting outcome - I mean what I'm
going to be interested in watching is for the oil spill, the oPA 90
construct, where things might morc - regarding lhe federal verses
state and lcal mles will - you know, right now it's heavy into
federal, but the,re crrtainly was a lor of inrcresl. We're alrEady
seeing anolher case up in the GrEst kkes right now, where the
slale houses, the govemors, are taking more personal inleresl in an
oil spill.

In lhe past, they prctty much relegated it to an agency fairly far
down in the state organizational structure, and the federal
govemment had to believe whether EPA or coast guard - I think
lhat lhere's been an evolution of infrastructure and, I guess,
aulhority and power as a result of 9l I in siate emergency operation
c€nters, and so on, that we sort ofdidn't catch that had occurred.
So anything that's an emergency - and I think this is not - just
similar hom our intemational experiences.

When you look at - even Haiti, certainly look al where we have
been involved with conllicts overseas, or response operations, both
humanitarian, and then security. There's been a shifi, I guess,
from, I think, over other years, especially when you go back to
WWI ftom the big federal head of starc kind of thing, to a
recoglition of the importance of involvernent by local aurhorities.
In Afghanistan, they'rc talking about tribal authorities. I rnean
these things exist, you can either ignorc them, or you can convince
them they'rc not, orjus stand by. we'll take c€re of iq or you can
somehow include lhal into the solution.

One of the first experiences I had with thar was we had Oat oil
spill out in Neah Bay, and you had thal Makah Indian tribe, ihat
was a very inter€sting experience for me. And thrl turned out lo be
a case wherc you rcally couldn't do a response without integrating
their unique needs into that whole siruafon. And they're never
going to be ICS trained. Somaimes they're nol goirtg to recognize
the federal law, fiaugfuer,f, bur they're there, and you're a

stakeholder, so you figure il outl you sort of roll with the punches.
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But it's ptobably - the outcomc is going to be bett€r io take fie
time and wort them ino the solution, as oppoeed to considering
per of $e pmblem.

Inlerviewet: Thst'sgood. So, I want to tl[n the reorder off now.

lhd of Audiol
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