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MIT
Management Reorganization

Describe how yeur office’s senior management was reorganized in 1993, Have
ma;er changes in your office’s management siructure ocourred since then? 1 so,
what was changed and why was it changed?

When James Lee Witt became director of FEMA, he reorganized the agency from the
existing programmatic alignment to a functional alignment mirroring the four phases of
emergency management, creating the Preparedness, Training, and Exercise Directorate,
the Response and Recovery Directorate, and the Mitigation Directorate. ‘

In cstablishing the Mitigation Directorate, Witt began an eight-vear effort to establish

mitigation as the cormnerstone of emergency management throughout this nation. Now
FEMA routinely works with state and local governments, professional groups, and the
public to reduce or eliminate the risk to people and property from floads, earthquakes,

“hurricanes, and other natural forces. Preventive measures include: keeping homes away

from floadplains, engineering bridges to withstand earthquakes, and promoting the
adoption and enforcement of sound building codes and construction practices.

The 1993 reorganization of FEMA was particularly significant for Mitigation because it
pulled together damage prevention programs and activities that previously had been
scattered amongst several different offices. For the first tirae in the history of the agency,
the Mitigation Directorate experienced the ability to truly focus on multi-hazard
mitigation.

In keeping with the agency-wide objective of removing programmatic stove piping and
being a functionally aligned organizational structure, the Mitigation Directorate was
organized with three divisions, each with two branches:

Hazard Ideniification and Risk Assessment Division (HERA)
Hazard Identification Branch
Rizk Assessment Branch

Program Implementation Division (PD
Program Delivery Branch
Technical Assistance and Compliance Branch

Propram Development and Coordination Division { F’DC)
Program Development Branch
Program Coordination Branch

The reorganization also included the formation of a personnel unit that provided
adminisirative, accounting, and budgeting support services 1o the directorate.
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In November 1993, Richard Moore, a former state representative in Massachusetts, was
confirmed by the U.S. Senate to serve as the associate director for the newly formed
Mitigation Directorate. Moore’s primary focus was to develop a national mitigation
strategy. Initially, the concept was discussed at a series of town hall meetings held in
each of the ten FEMA regions, usuvally with media present. The directorate solicited
input from a broad range of stakeholders — including state and local officials as well as
members of academia — and incorporated many of their suggestions.

FEMA rolled out the resultant National Mitigation Strategy during a national conference
in December 1995. [t won widespread praise and acceptance by articulating goals and
objectives and providing the first real roadmap to make this nation’s communities more
disaster resistant.

With the exception ol establishing the national earthquake program office, no other
changes in organizational structure occurred during Moore’s term as associate director.
In February 1996, Moore resigned to run for a vacancy in the Massachusetts Senate and
was successful in that bid.

Shortly after Moore’s departure, Richard Krimm, a career member of the senior executive
service, was named to serve as executive associate director'for Mitigation, essentially
acting as the associate dircctor for Mitigation. Upon his arrival, Krimm initiated an
examination of the organizational structure of the directorate through the services ofa »
consultani. No major changes were made, however.

In April 1997, the Senate confirmed Michael J. Armstrong, who had been serving as the
regional director for FEMA Region VIII in Denver, as the new associate director for
Mitigation. In his first address o the FEMA headquarters staff, Armstrong laid out three
priorilies; ‘
1. Map Modermzation

2. Streamlining the Hazard Mitigation Grant Program

3. Project Impact

After becoming familiar with the Mitigation Directorate’s orgamzatlonal structure in
place at the time, Armstrong assembled the senior managers to begin exploring changes
that would be needed to more fully address his top three priorities, and to emphasize
planning and outrcach activities. This resulted in the following changes:

The Hazard Identification and Risk Assessment Division was renamed, becoming the
Technical Services Division with two branches, the Mapping Support Branch and the
Hazards Study Branch.

The Program Implementation Division was renamed to become the Program Support
Diviston (PSD), with two branches, the Program Delivery Branch, and the Program
Planning Branch. The programs and functions were rearranged between the two
branches with a new emphasis placed on comprehensive, multi-hazard mitigation
planning,

The Program Development and Coordination Division was renamed to become the
Program Assessment and Outreach Division with two branches, the Program Policy and
Assessment Branch, and the Program Outreach Branch. The primary goal in creating the
Qutreach Branch was to capture and market mitigation success stories and to use them
and other tools to cducate the nation on preventing and reducing losses. -



With these organizational changes, came programmatic changes as well. The risk
assessment responsibility, including the ongoing development of HAZUS multi-hazard
loss estimation modeling software, was transferred from the former HIRA Division to the
new Program Assessment and QOutreach Division. The Dam Safety program
responsibility was transferred to the TSD from the former PDC Division.

The National Earthquake Program Office remained unchanged, as did the Support
Services Branch. .

In March 1998, responsibility for managing the Project Impuct Initiative was transferred
from the Director’s Office and assigned to the Mitigation Directorate. This created
another unit called the Project Impact Program Office. (Using public and private
partnerships, Project Impact: Building Disaster Resistant Communities helps
communities protect themselves from the devastating effects of natural disasters by
taking actions that dramatically reduce disruption and loss.)

The changes noted above were in place by August 1998.

During 1999, additional changes were made. Most notable was the establishment of the
National Dam Safety Program Office in accordance with the Dam Safety Act of 1999.

During 2000, Armstrong placed an emphasis on floodplain-management and community
compliance with the National Flood Insurance Program. To better focus resources,
Armstrong combined the policy and compliance flood program staff into a single branch,
transferring responsibility for community compliance from the Program Support Division
to the Program Assessment and Outreach Division in May 2000. That division was
reorganized to include three branches, the Policy Branch, the Assessment Branch, and the
Outreach Branch. In addition, the director transferred responsnb111ly for the agency’s
environmental function from the Office of Policy and Regional Operations to the
Mitigation Directorate, also located in the Policy Branch. In establishing the new Policy
Branch, the Program Policy and Assessment Branch was renamed the Assessment
Branch.

Customer Service Improvements

How has your officc implemented FEMA's customer scrvice policy? Please cite
specific examples of research and/or surveys conducted by your office related to
customer service. Also, cite specific changes that were made in the way your office
docs business as a result of the research and surveys that were done. Finally, give
examples of specuﬁc improvements in the way your office has serviced its customers
since 1992,

FEMA Map Assistance Center

Responding to constituent needs, the agency launched the nationwide FEMA Map
Assistance Center (FMAC) to answer the public’s questions about {lood maps. The
FMAC, which can be reached through a toll-free number (1-877- FEMA MAP), 1s staffed
with trained map specialists ready to answer any flood map-related question quickly and
accurately in English or Spanish. Technical and engineering questions can be forwarded
to technical experts as needed. Customer feedback shows that callers give the FMAC




consistently high ratings (usually above 4.5 on a scale of | to 5) for promptness, courtesy,
degree of knowledge, and materials received.

Flood Hazard Mapping Web Site

In addition to the map assistance center, FEMA established a flood hazard mapping
section on its web site (www.fema.gov/mit/tsd) to provide quick and easy access to
information on flood maps. The web site has ready answers to more than 80 frequently
asked questions, as well as online tutorials, downloadable map change request forms and
other documents, and sections tailored to specific constituents — engineers and
surveyors, bankers and insurance agents, homeowners, and floodplain managers. The
site also provides information on FEMA’s Map Modernization initiative, including how
communitics can let FEMA know aboult their map update nceds and ways they can
participatc in the flood map update process as a cooperating technical community or
cooperating technical state. The web site is continually updated to scrve constituents’
nceds and to reflect the latest developments in flood hazard mapping.

Grants Management _

The Mitigation Directorate implements several grant programs that provide funding to
state and local governments to implement a variety of multi-hazard mitigation projects.
The states are responsible for administering these projects and overseeing the
implementation of the grants by the local communities. FEMA's customers are the state
and local governments and, in many cases, the individual residents who own property
that may be part of a mitigation project. To better serve its customers, FEMA has sought
continuous process improvements to streamline the provision of {unding under these
programs and to provide tools to the state and local governments to assist them in
carrying out their responsibilities. For example, the agency has produced one easy-to-
access reference document that contains all policies and guidance pertaining to the
Hazard Mitigation Grant Program. In addition, in October 1998, FEMA produced the
"Property Acquisition Handbook for Local Governments™ to provide a comprehensive
and easy-to-use tool to assist communities in planning and administering voluntary
buyout prejects that move people out of flood-prone areas.

Managing States .

Under the leadership of Director Witt and Associate Director Armstrong, the Mitigation
Directorate created and implemented an initiative that gives states more control over the
expenditure of federal monies earmarked for damage prevention. This initiative,
officially called the Hazard Mitigation Grant Program Managing State Concept, was
designed to reward states that had demonstrated a strong capability in implementing the
Hazard Mitigation Grant Program (HMGP). Incentives include increased flexibility and
greater authority to implement the program in return for an ongoing commitment to
maintain high quality capability and to follow standards as set in Memorandum of
Understanding negotiated with each state. The development process started with
intervicws of pertinent state officials to identify their major concerns and solicit
suggestions for better serving state mitigation needs through the HMGP. Beginning in
1998, the resultant Managing State Concept was piloted in three states: Flortda, North
Dakota, and Ohio. A review of the pilot states' experiences indicated that they felt that
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this initiative was a success and that improving the federal-state relationship produced
hetter results among all of the customers of the HMGP, including the federal, state, local
government agencies and the individual tax payer.

Environmental Function

ln 1996, ien regional environmental officer positions were created to support more
effective complinnce of FEMA activities with the many environmental laws and
excoutive orders. After several years of integrating the environmental function into the
program processes and concurrent with the moving of the headquarters environmental
officer to the Mitigation Directorate, it was determined appropriate w evaluate the
effectiveness of this-function in servicing the needs of the organization. Toward this end,
an internal customer service survey was developed to defermine what the agency-wikde
environmental compliance team was doing well and to identify those areas where the
service could be improved. The survey method used was individual phone interviews,
The target audicnce was mainly regional division directors and program staff requiring
envirommental services on a regular basis. The sample target size was 100 people, of
which 94 interviews were completed.

The results of the survey indicated that the agency’s environmental compliance is “very
much betier than in the past.” As cited by respondents, the three most frequently used
services of the environmental function were: problem solving, keeping them informed,
and techniical assistance. Communication and teamwork were two aress that aitracied the
most comments. While many respondents rated teamwork as good, many felt strongly
that it could be impreved and to accomplish this would require increased effort from sl
partics. ‘There was also an indication that there should be greater flexibility in policies
and processes to further streamline the processing of projects.

The results of the survey were discussed at the annual environmental officers conforence
and steps were defined to address some of the areas where improvement would enhance
overall customer service, Ameong the action items discussed were: simplifying the
tegulations, providing more directed training, and developing better operational
procedures for disaster field offices,

Mitigation Directorate Web Site

The Mitigation Directorate also serves its customers through the Mitigation web site, o
section of the comprehensive FEMA web site. The mitigaton site has grown extensively
over the last several years 10 cover mote aspects of damage prevention and risk reduction
and to provide information on the Mitigation Directorate’s programs and activities.

The site serves a vast spectrum of mitigation customers, from homeowners to builders o
engineers. The “Miligation at Work™ section includes a “how 10” series that gives
homeowners information on protecting their property from flood, wind, fire, and
earthquake damage, as well as a “how to” series for business owners, Other sections
offer specialized information on different mitigation subjects, including Dam Safety,
Tornado Sufe Rooms, the Building Performance Assessment Team, the Map Service
Center, HAZUS, and Flood Hazard Mapping. Links allow the customer to visit refated
sites to find additional information, such as Interactive Hazard Maps.

The Success Stories/Lessons Learned site provides customers the opportunity to learn
from others who have had success with mitigation practices and techniques and to share




their experiences. An intersctive database allows a user to search posted storics by topic,
such as hazard, state, or project type, If customers have further questions or comments,
they are advised to send a completed FEMA WWW Server Comment Form to
Mitigation, to be forwarded 1o the appropriate office for a timely response.

The Mitigation room of the FEMA Library contains documents and publications of
tnterest to the wide mitigation customer base. As of September 2000, it is being
catatogued o make access easier and more convenient, All documents and all sections of
the Mitigation site are accessible to persons with disabilities.

Cost Reduction

Give examples of your office’s efforts to reduce costs from 1993 to 2000. Highlight
specifte successful efforts and be specific about where ¢osts were actually reduced.

Since 1993, the Mitigation Directorate, in cooperation with the Regional Offices, has
enacted many activities to reduce the oost of operating the Flood Hazard Mapping
Program, Some of the more significant measures introduced by the Technical Services
Division are summarized below,

Cooperatng Technical Communitics/States Initiative

Due to 1 variety of reasons, the majority of FEMA’s flood hazard maps depicting 100-
and S00-year floodplaing gre no longer accurate, FEMA cstimates that it would cost
approximately 3750 million 1o upgrade existing maps over a 7-ycar period. Because
these maps are used to determine insurance needs as well as to adopt flood mitigation
measures, FEMA places a high prionty on updating them,

With over 18,000 communitics in the National Flood Insurance Program (NFIP), keeping
the flood maps vp to date proves a daunting challenge lor FEMA. The Ceoperating
Technical Communities (CTC) Initiative, which began in 1999, provides ore innovative
solution.

The CTC isnitiative takes advantage of local expertise to speedily update digital Fload
Insurance Rate Maps (FIRMs). As part of its Map Medernization [nitiative, FEMA
actively seeks partners who have the advanced digital mapping technology and the water
resources engineering capability needed to maintain up-to-date FIRMs, Partnerships may
involve communities, state agenetes, and regional agencies.

The CTC and Cooperating Technical State (CT8) imtiatives are programs to establish
innovative partnerships between FEMA and National Flood Insurance Program (NFiP}
communities and state and regional agencies that have the interest and capability to be
active partners in FEMA’s flood mapping program, £TC and CT3 partners enter into an
agreement with FEMA that formalizes their contribution and their commitment to flood
mapping, and FEMA provides technical guidance, 8s necessary,



The objectives of the CTC initiative are to fully intcgrate the contributions of FEMA’s
state, regional, and community partners into the mapping process. This partnership:
provides timely and accurate flood hazard information; maximizes limited funding by
combining resources; maintains consistent national standards; provides training and
technical assistance; and facilitates mentoring for potential partners willing to develop the
capability to adequately maintain flood hazard information.

CTC and CRS parmershlps can be established for the following activities:

Refinement of approximate Zone A floodplain boundaries
Hydrologic and Hydraulic (H&H) modeling and mapping
Digital FIRM preparation and/or maintenance

Re-delineation of floodplains using updated topographic data
Analysis of community mapping needs

Compiling an inventory of available base maps

Digttal base map data sharing

H&H review

Adaptation of technical standards specific for a locality
Digital elevation model/topographic data development

Through the CTC and CTS, FEMA maintains its national standards for NFIP mapping
while building on local, state, and regional mapping knowledge and capabilities. This
collaboration makes more resources—financial and otherwise—available for flood data
collection and mapping cfforts nationwide.

Digital Flood Insurance Rate Maps

The Technical Services Division has undertaken the development of a new Digital Flood
Insurance Rate Map (DFIRM) product. The new DFIRM product will allow for the
creation of interactive, multi-hazard digital maps. Linkages will be built into a database
to allow users options to access the engineering backup material used to develop the map
and structure-specific data. Complete implementation of these maps, an‘integral part of
the FEMA. Map Modernization Program, will reduce map production and revision costs.

E-Mail Responses to Public Inquiries

By providing an e-mail option to its customers through the “E-Mail a Map Specialist”
button on the Flood Hazard Mapping website, the Technical Services Division has
reduced the processing time and costs for answering property-specific and general
programmatic questions, which otherwise would have been handled by traditional
correspondence processes. For standard letter queries, which-must be routed through
several FEMA headquarters offices and contractors, writers {requently wait three to four
weeks for a response. For e-mail responses, depending on work volume, customers
receive responses within {ive to seven days, sometimes almost immediately. Besides
reduced handling and response time, email responses save costs — cutting as much as 75
percent off the cost of traditional correspondence processes.




Flood Hazard Mapping Site on the Internet )

Brought online by the Technical Services Division in October 1998, the Flood Hazard
Mapping website (http://www.fema.gov/mit/tsd) has grown to include more than 1,400
files. The development and launching of the site has dramatically improved the
disscmination of information to all FEMA constituent groups. The material is targeted to
various segments of the National Flood Insurance Program (NFIP) customer population,
including homeowners, insurers and lenders, engineers and surveyors, floodplain
managers, and the general public. By enabling NFIP customers to readily access
standard publications, the printing and processing time are reduced significantly. By
offering tailored guidance documents and online tutoriats, the information submitted to
FEMA is more complete and better documented. As a result, the review and processing
costs for certain types of map changes are also reduced. By allowing its customers to
access status information on conditional and final map amendments, conditional and final
map revisions, and studies, the number of time-intensive (and expensive) phone inquiries
to regional, headquarters, and contractor staff is reduced significantly. By allowing
customers to order technical and admanistrative support data online, at any time of day,
the cost of responding to such requests is reduced and the response time is improved
significantly.

Guidelines for Mapping Alluvial Fans Available on the Web

Taking into account the multiple variables that can affect alluvial fans and flooding on
alluvial fans—such as climate, fan history, vegetation and land use—the Technical
Services Division developed an approach to identify and map flood hazards on alluvial
fans that takes into account site-specific conditions. This approach is detailed in FEMA's
“Guidelines for Determining Flood Hazards on Alluvial Fans.” The approach will
substantially reduce coordination and review costs for studies and map revisions
involving alluvial fan flood hazards. '

Improved Letter of Map Revision Product

The Technical Services Division is developing a new Letter of Map Revision (LOMR)
product. Their objective is to improve the LOMR process by developing technical and
administrative enclosures that succinctly describe map changes and outline community
responsibilities that result from LOMRSs. The LOMR is a lengthy, complex letter that
includes technical, regulatory, and general information. Because of its length and format,
recipients often must scarch for the information most important to them, which is, most
typically, how the LOMR revises the map. When fully implemented, the new product
will significantly reduce the review and production time for these products.

Improved Scoping Process '

The Technical Services Division, in cooperation with other headquarters staff and
regional office personnel, is developing guidance and identifying tools to be used by
FEMA's study managers during the scope phase of the flood map development and
production process. This phase involves identifying the community's mapping needs
(restudy and map maintenance), determining study methodologies, identifying the
available data and their source and format, determining which optional data layers will be
included in the DFIRM product, and collecting the necessary data. It aiso includes
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assigning tasks to the various entities involved in the Bood map development process
{such as FEMA headquarters and regional otfice staff, FEMA contractors, communities,
federal agencies, state NFIP coordinators, other agencies), establishing schedules for
reviews and deliverables, assigning budgets, and identitying deliverable requirements and
information management and reporting needs. Based on initial trials of this provess,
improved coordination results in substantial cost savings. :

Letter of Map Amendment {LOMA} 2000

The Technical Service Division has developed and begun zmpiem&zwng LOMA 2000,
which is a rew software package that antomates production of LOMAs and Letter of Map
Revision Based on Fill (LOMR-F). Using this software, FEMA and contractor staff can
more efficiently and cost-effectively generate and track LOMASs and LOMR-Fs,
generating a product that is free of transeription errors and ready for distribution over the
Internet.

Map Assistance Center

In an effort to improve responsiveness, the Technical Services Division set up the FEMA
Map Assistance Center (FMAC) and initiated the use of trained map specialists to answer
calls from the public. Begun first as a direct-line connection to the Regional Oifice in
Denton in November 1997, FMAC staff now respond to calls nationwide through its
easy-to-remember, toli-free hotline: 1-877-FEMA MAP. The FMAC offers tochnical
support to homeowners, lenders and engineers and surveyors requesting LOMAs,
LOMR-Fs, and Letters of Determination Review. The specialists, trained in reading
NFIP maps and explatning map change processes and policies, provide consisient and
correct information and send out requested information and forms in a timely manner
{immediately, if the caller hay the required technology). As part of FMACs appeal, long
distance costs are borne by FEMA rather than by the customer. Program and technical
specialists in the regional and headquarters offices are free to work on NFIP compllance
miatters and other important initiatives, including Project Impact, the Cooperating
Technical Communities Initiative, and the Map Modernization Program.

The map specialists alsoknow when it is vital to involve FEMA staff directly in
responding to a calfer’s concerns. If a call must be “bumped up,” the specialist identifies
the appropriate contractor or FEMA staff pesson, transfers the call to that person after
giving an upfront briefing on the caller’s questions, and provides the name and direct dial
phone number to the caller in case of disconnection. i is rare for a caller to talk to more
than two people; in more than 80 percent of the calls, the specialist is equipped with the
information needed fo answer 3 question,

Since full implementation of the FMAC in August 1998, the map specialists have
angweredt nearly 80,000 calls, and the volume of calls continues to grow. The FMAC
respords to approximately 6,000 calls per month (200 per day). These calis are answered
in about 20 seconds on average, and the calis last about four minutes on average. Besides
cutting staff time and caller phone bills, the FMAC realized additional savings with the
inplementation of the “Easy Call” call tacking database software, costing $80,000 less
than other commersial systems.




Mapping Needs Assessment Process

To develop flood hazard map update priorities and ensure the flood-mapping budget is
expended in the most cost-efficient manner, FEMA must conduct a cost-benefit analysis
and make a complete and accurate assessment of flood hazard mapping needs. The
Technical Services Division developed and implemented the Mapping Needs Assessment
Process and related database management tool—the Mapping Needs Update Support
System (MNUSS). Through the Mapping Needs Assessment Process, Technical Services
Division staff contacted all mapped communities participating in the NFIP and
documented the identified needs in MNUSS. Mitigation is refining MNUSS to rank and
prioritize the identified mapping needs. This ranking and prioritization list will then be
used in conjunction with the fiscal year budget to determine which map updates to initiate
in that fiscal year,

1
Multivear Study Contracts
The Technical Services Division, in unison with other FEMA staff, has implemented
multiyear contracts and task ordered contracts for procuring flood studies, transferring the
procuremerit process to the three FEMA territories. This approach results in a net
reduction of processing time for flood studies, and the reduced paperwork for contracts
reduces the administrative costs inherent in the contracting process.

Optimized Study Process

The Technical Services Division, in umson with the regions and other FEMA staff, has
developed an “optimized study process” so that flood maps for each community may be
created, revised, distributed, and stored more efficiently and effectively. To accomplish
this objective, each task, from study initiation to map publication and storage, was
scrutinized. Only the specialized skills and abilities from both the public and private
sectors that are necessary to accomplish each task are brought in as needed, resulting in
the highest quality mapping possible and reductions of nearly 50 percent in processing
time and costs. FEMA headquarters and regional staff and contractors have already
begun implementing the process on a study-specific basis, especially the up-front (pre-
submittal) review of study contractor work (primarily hydrologic and hydraulic models
and digital mapping) by FEMA and Mapping Coordination Contractor staff. From these
initial implementation activities, it is apparent that much of the rework that was inherent
in the earlier submittal and review process can be eliminated and significant reductions in
processing costs are to be realized as full implementation occurs.

Streamlined Document Processing

[n addition to LOMA 2000, the Technical Services Division has significantly reduced the
processing time and cost for most standard documents through many process
improvements, including:

¢ wider use of digitized signatures

s clectronic docket review and processing (lists of standard documents that are ready to
be mailed, under digitized signature)

» assignment of signature authority to non-management and contractor staff



e increascd use of e-mail and Internet/Extranet posting tools to facilitate the review and
concurrence process

e implementation of a published “Document Control Procedures Manual™ (soon to be
online for easy updates).

During this period, division staff also substantially reduced the length of many letters and
reduced paper usage by eliminating unnecessary file and concurrence copies. While it is
difficult to place an exact value on the savings realized as a result of these efforts, it is
reasonable to estimate savings of $20,000 to $30,000 annually. In the processing of
conditional and final map amendments and conditional and final map revisions, unit costs
were reduced by 20 percent.

Technical Evaluation Automation Efforts

Under the oversight of the Technical Services Division, Mapping Coordination
Contractors implemented the use of automated plotting and quality review software, such
as FIS-PLOT, CHECK-2, and QUICK-2, in their technical evaluation of flood studies.

Training Workshops

The Technical Services Division has supported, and will continue to support, Regional
Offices by conducting formal training workshops on study processing, digital mapping
submissions, and map revision requirements at region-designated locations. These
sessions—involving, at different times, study contractors, state NFIP coordinators, and
community officials—improve the understanding of study processing, map preparation,
and map revision requirements, thereby reducing the overall mapping review and
processing and map revision costs.

Results-Oriented Incentives

How has your office adapted new ways of motivating employees and improving
program performance? Specifically, which methods of reward or accountability
practices have becn implemented? Cite specific criticism and praise that prompted
such changes in your office, if applicable.

Results-oriented incentives to achicve mitigation objectives include three projects in
particular. The first, the Cooperating Technical Community (CTC)/Cooperating
Technical State (CTS) program, fosters more community involvement in flood hazard
mapping and helps stretch FEMA’s mapping budget. The second, Project Impact,
facilitates proactive community involvement in multi-hazard mitigation. Finally, the
Hazard Mitigation Grant Program (HMGP) Managing State Concept give select states ¢
more flexibility and control over the expenditure of federal monies earmarked for damage
prevention in their geographic area.

CTC/CTS Propram )

The CTC/CTS Program is a new approach to FEMA’s flood hazard mapping program
and is based on the idea of leveraging the technical and financial resources of
communitics and states to mutual benefit. Because the flood hazard mapping program




does not have adequate funding to restudy each community as often as optimal, and
because many communities have expressed dissatislaction with the flood hazard
mapping, the CTC/CTS Program was developed to leverage funding for mapping from
the communities/states themselves. By having communities and states provide assistance
in obtaining data and analyzing flood hazards, FEMA can update the flood maps more
quickly. In this way, FEMA’s limited mapping budget can be extended, and more
communities can have up-to-date mapping to enact sound floodplain management
practices. This partnership thereby benefits both FEMA and the communities.

Typical CTC/CTS activities include hydrologic and hydraulic modeling, digital
topographic data development, digital base map sharing, and refinement of approximate
Zone A boundaries. CTC/CTS Program participation is coordinated through FEMA’s
regional offices, which is in keeping with the localized emphasis of this program.
Eligibility criteria include the experience and capability of the potential CTC/CTS, the
existence of ongoing data collection and mapping efforts that may dovetail with a
CTC/CTS agreement, and, of course, participation in the NFIP.

The CTC/CTS and FEMA coordinate to identify the mapping needs and the final
deliverable of the agreement. FEMA supports the CTC/CTS through training, providing
techntcal support via FEMA’s Flood Map Production Coordination Contractors, and
through FEMA’s flood hazard mapping web site. The CTC/CTS is an exciting program
because of its potential for stretching FEMA’s mapping budget, but more importantly,
because it fosters community/state ownership of flood hazard mapping—a related goal of
Project Impuct.

Project Impact: Building Disaster Resistant Communitics

Before the advent of the Project Impact Initiative, many communities saw hazard
mitigation as an activity that the federal and/or state government performed lor the
community. There was little encouragement for the community to take responsibility for
hazard mitigation. FEMA recognized this lack of local commitment to hazard mitigation
and established Project Impact to foster more community involvement. With Project
Impact, FEMA is changing the way America deals with disasters. The philosophy behind
Project Impact has been succinctly stated by Director Witt, “We can accomplish more
together as a group than as individuals.”

Project Impuact operates on a common-scnse, damage-reduction approach, basing its work
and planning on three simple principles: preventive actions must be implemented at the
local level, nsing community leaders’ knowledge of unique localized hazards;
participation of the private sector is vital; and long-term efforts and investments in
prevention rneasures are essential. The incentive is clear—a disaster-resistant community
is able to quickly bounce back from a natural disaster with far less loss of property and,
consequently, much less cost for repairs. Moreover, the time lost from productive
activity is minimized for both businesses and their employees. Indeed, FEMA estimates
that for every $1 spent in damage prevention, $2 are saved in repairs and loss of .
productivity.



To facilitate participation in Project Impact, FEMA provides technical assistance and 2
statl amount of seed money o Project Impact communities © give them the tools to
make themselves disaster-resistant. FEMA cacourages the participation of business
pattners, as well, The program entails building parinerships, identifying risks,
prioritizing needs, and implementing long-term hazard mitigation plans. FEMA has
offered expertise and technical assistance from the national and regionsl levels and has
included states and other federal agencies in the equation. The program started in 1997
with seven Project Impact pilot communities to demonstrate the economic benefits to
facal goveraments and businesses of implementing hazard mitigation measures. By
September 1998, FEMA had recruited af least one Project Impact community in each
state. By September 2000, there were nearly 200 Profect Impact communitics, as well as
aver 1,100 businesses, that have joined as Project Impact parlners.

The first Project Impuct community pilot partner was the city of Deerficld Beach,
Florida. The city took steps to ensure that its infragtructure was more resistant to
disasters and examined s services 10 determine actions that could be taken to minimize
disruption of services during and after a disaster. The city also conducted
training/education programs and created an incentive package to encourage residents to
pariicipate, In Apnil 1998, students participating in a Spring Break project installed new
and/or secured existing storm shutters, strengthened windows, and conducted niinor
repairs to homes of the elderly to help them mitigate wind and flood damage. The city
continues 10 take steps ag part of Project Impact to mitigate disaster damage.

An cxample of a business partner using the Project Impact approach is provided by
Anheuser-Busch, which operates a large brewery just g few miles from what became the
epicenter of the Northridge Earthquake on January 17, 1994, In the carly 1980s, the
company invested $15 million to protect its facilities front a quake, The retrofitting was
put to a severe test in 1994 when a quake whose epicenter was only 12 miles from the
brewery rumbled through the area. The retrofitting was a success, as operations never
stopped, and repair costs were minimal, Anheuser-Busch estimates it saved 3300 million
in damages and lost production, which was more than 1§ times the actual cost of the loss
control proygram, The experience of Anheuser-Busch hecaime a model for business
participation in Preject Impacs,

HMGP Managing State Congept :

Under the Izadership of FEMA Director James Leit Witt, Associate Director for the
Mitigation Directorate Michael J. Armstrong created an initiative, called the Hazard
Mitigation Grant Program Muanaging State Concept, that gives select states more
flexibility and greater control over the expenditure of federal monies carmarked for
damage prevention in thelr geographic arca.

Beginning in 1998, the HMGP Managing Stale Concept was piloted in three States:
Flotida, North Dakota, and Ohio. These states were given more flexibifity and authority
to implement the HMGP in exchange for their ongoing commitment to follow standards
set forth in a Memorandum of Understanding negotinted with cach state. By providing
this incentive, the Mitigation Directorate sought to show improved results in the




timeliness of project approval and the quality of projects approved under the HMGP. A
review of the pilot states’ implementation of this concept demonstrated that improved
results were abtained. FEMA decided to expand the concept further into the next pilot
phase by establishing managing states in cach of the ten FEMA regions, This imfiative
has been a success — it has improved the HMGP and fcdcm Vstate relationships through a
results-based incentive process.

Use of Technological Innovations

Deseribe how your office has employved the use of new technology since 1992, Also
describe ways in which old technology has been used in a new way, if applicable.
How have these technological innovations affected your office’s performance?

As the distnibution arm of the National Flood Insurance Program (NFIP), the Map
Service Center (MSC) has been working closely with the other NFIP tearn members to
streamiine new product creation and 1o use new technolegies to improve distribution and
to reduce costs. In 1993, the MSC was designated a “Reinvention Laboratory™ under
Vice President Gore’s National Performance Review (NPR). Under NPR, every federal
agency was tasked to re-examine the way it does business, and to implement changes that
would streamline procedures, reduce bureaucracy, cut costs, and produce greater
eificiencies in government operations, The Mitigation Directorate scught o introduce
broad-based changes and employ innovative strategies that would ultimately improve the
quality and delivery of services to customers, The intent was to transform the MSC inlo
a more customer-oricnted, cost-effective, and streamlined operation.

The initial transformation included a reduction in warehouse space. This was achieved
through the successful transition from the MSC facility that oecupied 103,000 square feet
to the new facility that occupies 52,500 square feet. The reduction in space was achieved
by stacking material in the new building to the maximum height allowable under the fire
code, which was 18.5 feet high for a 20-{oot ceiling. This required the use of electric
lifting equipment to replace the former use of ladders, but resulted tn higher worker
productivity.

To better service its customers, Mitgation upgraded its MSC telephone system in
September 1997, adding many new wlecommunication features. Now features included:
an interactive voice response (VR system ta direct callers to an available customer
service representative; a pre-recorded informational message giving customers several
options to better direct their calls, as well as the option to leave a message, or 1o ransfer
calls to the telephone response center or to the FEMA publications warchouse, With
these new features, the percentage of abandoned calls decreased from 16.4 percent in
June 1997 o five percent in June 1998,

Informational documents about the MSC (such as background information, a list of
products and services, deposH account applications, and product order forms) were then
created 1n & digital format and made available vir the FEMA fax-on-demand service,
operated by FEMA’s Office of Public Affairs,

Alsc in 1997 the MSC became a very important part of the Mitigation Mapping
Modemization Program. The modemization plan emphagizes customer service and the
ability to provide the most accurate flood hazard information avatlable in the most



accessible format possible. The plan calts for turning the MSC into a state-of-the art
digital distribution warehouse. The ultimate Internet solution would include:

s ¢-commerce {on-ling order processing for existing and future available products)

¢ e-maps (the ability to select products textually and geographically)

» e-products (delivering digital products via CD & Internet download)

e c-enterprise (building an Enterprise Resource Planning (ERP) System - fully
integrated BackOffice foundation)

First, Mitigation staff completed an analysis of the existing Inventory Management System
(IMSR), and a long-term evaluation of the MSC and the functionality required to support the
Internet environment. A fully detailed cost-benefit analysis (Gap Analysis) report was
prepared, which included a recommendation for a new IMS. The new system was
purchased and installed and is a fully integrated Financial Accounting Management
Information System (FAMIS). (FAMIS provides for the storing and reporting of inventory
and customer account information.) The new system is integrated with a complete general
ledger accounting system to permit accurate and timely accumulation and reporting of fee
charge and inventory cost data. The system provides the foundation for total integration of
the MSC’s proposed e-commerce solution — permitting automatic, real-time accumulation
and verification of customer account information, credit card authorization, customer orders,
inventory status and availability, and inventory disposition (regardless of whether orders are
filled via physical map distribution, Internet distribution, or print-on-demand).

The Intemet shopping experience will parallel the “shopping cart” concept. The customer
identifies all available products in their areas of interest. The system will generate a list,
and the client will pick and choose any wanted products. The system will then calculate
the total cost, including shipping and handling fees, and process payment approval
following final order submission by the client. A tracking number for each order will be -
provided to the customer for order status tracking. . -

The [nternet interface will also provide:

¢ Intranei access amongst the MSC customer service representatives, FEMA
headquarters, and the Mapping Coordination Contractors (MCCs)

e automatton of new products submitted by the MCCs and or/Study Contractors (SCs)

» access to Flood Map Status Information System (FMSIS) .

¢ frequently asked questions (FAQ) about the flood program and its products

The ultimate in customer service will include: 1) access to all product types, item costs
and availability, back orders; shipping cost/method, and credit card processing; 2) an e-
mail response to clients, confirming thetr orders, back orders, deposit accounts, etc.; 3)
support for product identification for a customer’s area of interest; and 3) viewing of
digital information. All of this will be accomplished via the creation of a geo-index for
all panels, and providing geo-referencing capability to identify panels of interest, simply
by entering street address, zip code, and/or community name. Creation of a geo-index for
all panels will provide geo-referencing capability, allowing the customer to identify their
region of interest by zooming in to its approximate location. An interface will be



developed to provide search capability for all available map products. The customer will
provide his or her address and the system will geo-code the provided address and will
assign a latitude and longitude. The X and Y coordinates will then be compared to the
available spatial index to the panels and the panel wiil be identified to the user. This
capability will eliminate the requirement for first forwarding panel indexes to the
customers for view and selection of appropriate panels. Customers can immediately
identify individual panels if needed.

The Map Service Center continues to explore and employ new technologies to improve
service and enhance performance when available and accessible. As of September 2000,
MSC orders are placed by phone, mail and fax. By the end of the year 2000, these
methods will continue and, in addition, customers will be able te order via e-commerce
on the MSC web site. Today, if customers are unsure of the exact map panel they need,
they have to identify the required panel by the map index. By the end of 2000 products
will be identified by textual or geographic query. Today, maps are printed by traditional
print press method. In the future, maps will be printed using the traditional print press
method plus print-on-demand and computer-to-plate technology. Today, Mitigation
produces paper products. [n the future, the division will have paper products plus digital
products. Today, Mitigation uses mail delivery. In the future the division will use mail
delivery plus Internet delivery.

Partnerships
What groups, organizations, companics or contractors are you now working with
outside of FEMA? Summarize these partnerships and cite when and why each
partnership began and how the working relationships have evolved. Provide
insights about the partnerships in terms of how they have assisted your office in
carrying out its functions and/or how they have contributed to FEMA’s overall
mission.

Comprehensive Mitigation Partnerships

One of FEMA’s top priorities is to collaborate with federal agencies, nonprofit groups,
and the private sector to develop, implement and support local hazard mitigation activity.
Since 1997, the agency has been heavily involved in numerous cooperative efforts related
to mitigation, and the Mitigation Dircctorate continues to address this important priority
both inside and outside the agency.

An cffective tool that FEMA uses to develop and strengthen effective partnerships with
other groups is the Memorandum of Understanding, or MOU. Commeonly used
throughout the federal government, an MOU is a formal, non-binding agreement between
two entities that clarifies the missions of the parties tnvolved and discusses ways to
coordinate and develop mutually beneficial partnerships.

FEMA's MOU strategy, which places special emphasis on Project Impact: Building
Disaster Resistant Communities, helps FEMA’s regional offices coordinate their
mitigation and Project Impact activitics with their regional counterparts. More
importantly, the MOU process is designed to assist FEMA and its partners in their efforts
to help communities incorporate mitigation tnto their daily decision-making processes.
Ovwerall, the Mitigation Directorate’s MOUSs reflect the mutual desire of the involved




parties to utilize, coordinate, develop, and enhance programs, initiatives, networks, and
technical resources in order 1o help communities reduce their valnerability to natural
hazard evernis,

FEMA works closely with other federal agencies and departments to coordinate similar
federal initiatives and programs at the community levell Specifically, FEMA's federal
MOUs are designed to foster local Project Impact activities and similar community-level
activities. Presently, the agency 1s implementing MOUs with the following federal
enhitigs:

Economic Development Administration

Department of Energy

Department of Transportation

Natural Resource Conscrvation and Development Service
National Oceanic and Atmospheric Administration

Additionally, deaft agreements are in their final stages of review with the Environmental
Protection Agency, the ULS, Forest Service, the U.S. Geological Survey, the National
Aeronautic and Space Administration, and the Government Services Administration,

In addition to collaborating with other {ederal entitigs, FEMA s Mitigation Directoraie
works closely with certam nonprofit groups that embrace the concepts of “disaster
resistance,” “sustainability,” and “Hvability.” Over the past four years, FEMA has -
developed agreements with the American Society of Floodplain Managers, the National
Emergency Management Association, and the National Fire Protection Association ——
groups that have been long associated with FEMA and its cfforts to help communities
reduce their risk 1o natural hazard events, and, in turn, improve the “quality of life” at the
_ community level,

Finally, FEMA’s collaborative efforts with the private sector play a pivotal role in the
success of Project Impact, as well as the ageney’s other important mitigation efforts.
FEMA’s public-private partnerships are designed to encourage business and mdusiry to
look “beyond their walls” to help their communities become disaster resistant. Since

. Project Impact’s inception in 1997, FEMA has developed numerous parinerships with the
private sector at the national, state, and community levels. The Mitigation Direclorate,
for example, has developed Project fmpact partoerships with the Portland Cement
Association and KeepSate Industries, These businesses promote safety by donating
models of tornado Safe Rooms {mainly in-house shelters designed to withstand extreme
wind storms and flying debris) and by conducting seminars, workshops, and confercnces
in Profect Impact communitics,

Working closely with other federal agencies, nonprofit organizations, and the private
sector has allowed FEMA to effectively help communities reduce their vulnerability to
natural hazard events. Overall, the cooperative agreements that the agency has developed
with these entities will go a long way towards helping community leaders incorporate
mitigation into their daily decision-making processes — a critically impartant factor in the
overall success of Project Impact.



Flood Hazard Partnerships

The FEMA Flood Hazard Mapping Program has specific mandates within the Housing
and Urban Development Acts of 1968 and 1969, the Flood Disaster Protection Act of
1973, and the National Flood Insurance Reform Act of 1994, These acts authorize '
FEMA to identify, publish, and update information with respect to alt floodplain areas in
the nation. Since the inception of the National Flood Insurance Program (NFIP), FEMA
has produced approximately 100,000 maps — namely Flood Hazard Boundary Maps,
Flood Boundary and Floodway Maps, and Flood Insurance Rate Maps. The program is
now considered one of the nation’s most valuable resources for flood hazard mitigation.
The maps serve as the basis for floodplain management regulations as well as the
purchase of flood insurance for structures at risk of flooding.! Deemed vital to FEMA’s
strategic goals, the mapping project is an important part of Project Impuct: Building
Disaster Resistant Communities. Of the almost 20,000 communities participating in the
NFIP, FEMA has created flood hazard maps for approximately 14,000 communities.
Because flood conditions change over time due to natural and manmade changes in
watersheds and floodplains, FEMA has an ongoing program to update the flood maps for
flood-prone communities, however, flood map update needs are increasing and federal
funding is limited. This has resulted in a significant portion of the 100,000-panel flood
map inventory becoming outdated. Therefore, in 1997 FEMA designed the Map
Modernization plan to modernize the inventory over time, eliminating the existing
backlog ol outdated maps and to convert all the maps to a digital format. One of the key
components of the plan is to establish partnerships in order fo stretch the limited funding
available for the updating of the inventory of flood maps. Some of the most notable )
partnerships are listed below:

Map Coordination Contractors

Since 1974, the agency has relied on the technical expertise and experience of
contractors, known as Map Coordination Contractors (MCCs), to complete much of the
flood hazard map production and revision work, with guidance from FEMA staff, to
support the flood mapping activities of the NFIP. FEMA sclects private-sector
engineering firms to review floodplain studies that have been produced by communities,
private individuals, and other FEMA contractors to ensure they are accurate, making sure
the flood risk is neither overstated nor understated. Through the years of working with
specific contractors, strong partnerships have developed that have allowed FEMA to
fulfill the goals of the NFIP flood hazard mapping program. FEMA heavily relies on the
partnerships that have been created though working with the MCCs.

Technical Mapping Advisory Council

The Technical Mapping Advisory Council is an organization that works with FEMA’s
Flood Hazard Mapping Program within the Mitigation Directorate. The council was
established by Congress in the National FFlood Insurance Reform Act (NFIRA) of 1994 to
provide recommendations to FEMA on how to improve the accuracy, quality,
distributton, and use of Flood Insurance Rate Maps (FIRMs). NFIRA mandated specific
individuals and organizations to be members of the council. Several technical advisors
have been added over the past several years to assist the council in making
recommendations. Qver the past five years of its existence, the council has become



active partners with FEMA’s Technical Services Division in the Mitigation Dircctorate,
by providing sound advice on methods to improve its flood hazard mapping program.

The council’s charter was based on the provisions of NFIRA and includes the following
objectives and duties:

e [Evaluation of the production, distribution, and usc of FFlood Insurance Rate Maps
(FIRMs) and other mapping products prepared by FEMA in support of the
National Flood Insurance Program (NFIP).

¢ Presentation of rccommendations to the director in the following areas: cost-
effective improvement in the accuracy, quality, utility, and distribution of FIRMs
and other mapping products; and standards and guidclines for use in preparmg
and revising FIRMs and other mapping products.

e Submission of an annual report to the director containing the following: a
description of the council's activitics; an evaluation of the status and performance
of FEMA's mapping products and activities to revise and update these products;
and a summary of the Council's reccommendations.

The Council generally meets eight times per year, four times face-to-face and four times
via telcconference. Members have been instrumental in providing guidance 1o FEMA
and important suggestions on how to improve its Flood Hazard Mapping Program.
Because the council consists of representatives of FEMA’s major constituency groups,
the council’s advice and ideas have been invaluable to FEMA, especially in assisting with
the development of the Map Modernization Plan. Many of the recommendations made
by the council have been incorporated into the plan, demonstrating a true partnership
between the council and FEMA.

Cooperating Technical Communities/States

Mapping a community’s flood hazards cannot be successful without community input,
and in a time of limited funding resources, partnerships arc the most effective way to
maximize those limited resources.  Onc of the key objectives of the map modernization
plan is to increase local involvement in, and ownership of, the flood hazard mapping
process. As technologies have increased dramatically, many states, regional agencies,
and local communities have become increasingly sophisticated and have invested
significant resources in flood hazard identification. Therefore, the Cooperating Technical
Community (CTC)/Cooperating Technical State (CTS) initiative was developed to -
formalize and capitalize upon partnerships with local, state and regional agencies that
have flood hazard mapping capabilities in order to more cffcctlvely and cfficiently update
the inventory of flood maps.

The CTC/CTS is not a separate or different flood mapping proccss but rather a way to
incorporate local, state or regional mapping capabilities into the existing map production
process. FEMA will provide technical assistance, experience, standards and funding in
order to assist communities in enhancing local capabilities in hazard identification and
risk assessment, which are the building btocks for disaster resistance. By incorporating
local knowledge and expertise, flood hazard maps will be more accurate and able to be
updated more efficiently. The CTC/CTS initiative facilitates'maximized use of all
partner contributions so that limited federal funding available for mapping can be
leveraged to the fullest extent possible while maintaining consistent national standards. [t




also provides opportunities for communities to mentor with each other, building a
stronger partnership foundation.

There are two components of a CTC/CTS partnership:

e Partnership Agrcement

» All CTC partners enter into an overall partnership agreement with the appropriate
FEMA regional mitigation division. The partnership agreement is a broad
statement of principle, emphasizing the value of the NFIP’s three components of
insurance, ftoodplain management, and mapping. It recognizes the fundamental
importance of flood hazard identification in the successful reduction of future
(lood losses, and the partner’s commitment to the effort. The agreementisa
prerequisite to any further CTC activities. As the CTC partner and FEMA identify
specific tasks to undertake, mapping activity agreements will be developed and
entered into under the umbrella of the overall CTC partnership agreement.

* Mapping Activity Statements
Mapping Activity Statements will be collaborative efforts where both the
CTC/CTS partner and FEMA contribute data and units of work to maximize the
extent, accuracy, and utility of flood studies to best meet local, state and federal
needs, while minimizing costs for all parties. Unless Congress allocates
supplemental map modernization funding, federal funding will be limited. In any
event, FEMA funding may be allocated through a cooperative agreement and
within the context of FEMA’s flood study prioritization process. The Mapping
Activity Statements may also transfer certain responsibilities to the partner. The
work addressed by the statements may be locally funded, state funded, and/or
FEMA f(unded.

Ciearly, not every NFIP community: state or rcgional entity will have the in-house
technical capabilities needed to participate in CTC/CTS; however, the initiative is
expected to grow and evolve as technologies and local capabilities grow.

FEMA has also entered into partnerships with other federal agencies to improve and
maximize mapping capabilltlcs

U.S. Geological Survey (USGS) National Dlgltal Orthophoto Partnership Program
{(NDOP)

The objective of this partnership with the USGS through the National Digital Orthophoto
Partnership (NDOP) program is the production of Digital Orthophoto Quadrangle (DOQ)
maps for those communities where no digital community base map exists that meets
FEMA’s base map specifications. While community-generated base map data are
FEMA’s first choice for use in creating Digital Flood Insurance Rate Maps (DFIRMs),
the DOQs are the default base map when no acceptable community base map exists. The
DOQs provide a digital product that already meets FEMA specifications for digital map
production. In addition, because the DOQ is a photographic image of the community, it
can facilitate clear identification of specific features on the ground.

For some areas, however, the existing DOQ may be too old for use as a base map. In
such instances, a second-generation DOQ will be produced through the NDOP program.
Through NDXOP, participating members share the cost for the development of a new DOQ



with the USGS. FEMA joined the NDOP program in 1999. The program counts several
other federal agencies as members, including the Natural Resources Conservation Service
and the Environmental Protection Agency, that cost share with the USGS to produce
DOQs to meet programmatic needs.

U.S. Fish & Wildlife Service (USF& WS) Partnership

One of the objectives of the Map Modernization Plan is to establish a partnership with the
USF&WS to improve the mapping of the Coastal Barrier Resources System (CBRS) and
Otherwise Protected Areas (OPAs) to ultimately improve the implementation of the
CBRS and OPA programs. The primary goal of the objective is to provide.technical
assistance to the USF&WS in producing accurate mapping of CBRS and OPA boundaries
suitable for direct incorporation as a thematic layer in DFIRMs. FEMA, its contractors,
and the USF&WS regularly meet to work toward this objective.

An important improvement of the mapping of the CBRS and OPAs is the use of Letters
of Map Revision (LOMRs) to reflect CBRS and OPA boundary additions and/or
revisions on the FIRMs. A LOMR is a timely way of providing revised information to
the affected community. Other initiatives that have taken place include the mapping of
all previously unmapped CBRS and OPA units, the posting of CBRS and OPA data on
the World Wide Web and the development of protocols for maintenance and update of
these data, and the production of CD ROMs conltaining approximate delineation of the
CBRS and OPAs. Currently, there is an initiative underway involving the mapping of
CBRS and OPA units onto Digital Orthophoto Quadrangtes (IXOQs). Plans are to make
these DOQs the foundation for the USF&WS’s five-year review and re-mapping
initiative whereby cach source map of CBRS units is reviewed (and revised, if necessary)
at least once every five years to ensure that the data are current and accurate. Lastly,
there are several ongoing initiatives underway to investigate and re-map OPA boundaries
to ensure that the subject boundaries mirror the protected areas by which they are
defined. The plan for this initiative is to use community-based Geographic Information
Systems (GISs) as the base map of choice with the default being DOQs, which is
consistent with other FEMA Map Modcrnization objectives. -

Of note is a pilot project in Dare County, North Carolina, in which CBRS boundaries
were added to the Dare County GIS. The introduction of the Dare County CBRS maps
into congressional legislation resulted in the first set of horizontally controlled, digitally
produced CBRS source maps being formally adopted into public law by an Act of
Congress. This pilot project served as an important first step toward modernizing the
mapping of CBRS. As indicated above, several other mapping, projects have since been
initiated or are being planned, and all such projects are in complete harmony with the
objectives and protocols associated with FEMA’s Map Modernization Plan.

National Geodelic Survey Partnership

The purpose of this partnership is to improve coordination and cooperation with the
National Geodetic Survey (NGS). The NGS, which is a part of the National Oceanic and
Atmospheru Administration (NOAA), maintains the National Spatial Reference System
(NSRS), which gives the precise location of more than 750,000 monuments in the United
States. These monuments provide stable and pinpoint accurate reference points, making
the NSRS ideal for use in FEMA™s mapping program. When NSRS monuments are used



- as the basic control network for FEMA’s flood hazard maps, those maps can be produced
in compliance with the new National Standard for Spatial Data Accuracy, ensuring that
flood hazard maps are accurate and functional,

As part of the FEMA/NGS partnership, NGS recommends technical procedures for
FEMA contractors to use in performing Global Positioning System surveys needed for
control of flood insurance studies and other FEMA projects. The NGS director
personally serves as a member of FEMA’s Technical Mapping Advisory Council, which
advises FEMA on ways to modernize the NFIF mapping.

Earthquake Hazard Parinerships

The Earthquake Hazard Reduction Act of 1977 created the National Earthquake Hazard
Reduction Program (NEHRP), with FEMA receiving the role of lead coordinator at the
agency’s inception in 1979, The member partners of the NEHRP are: FEMA, the U.S.
CGeological Survey (USGS]), the National Seience Foundation (NSF), and the National
Institute of Standards and Technology (NIST}). The partners work together 1o advance
the four basic goals directly related to the mitigation of hazards caused by earthquake.
They are to:

» promote understanding of earthquakes and their effects

+ work to better identify earthquake risk

» improve earthquake resistant design and construction technigues

» encourage the use of earthquake-sate policies and planning practices
Peregulation

What was your office’s role, if any, in helping to get rid of unhelpful regulations
within FEMA? How has deregulation efforts at FEMA resulted in the development
of new innovatiens by emplovees in your office? How did deregulation improve
your office’s ability to respond more ¢ffectively during disasters?

In 1997, the Mitigation Divectorate rescinded the regulations for the 1362 property
acquisition program, which had been funded through the National Flood losurance
Program (NFIP). This program was repealed by the passage of the Nationad Flood
Insurance Reform Act of 1994, The act also created the Flood Mitigation Assistance
program (FMA)., New regulations for FMA were written based on experience from
implementing the 1362 program as wel as the post-disaster Hazard Mitigation Gramt
Program (HMGP), These regulations provide for streamlined program implementation.
The Mitigation Directorate published a final rule in April 1998, which reduced the
number of HMGP appeal levels from three to two. This reduced the average time for
reviewing and resolving appeals significantly, resulting in better service to grant
recipients and reduced burden on FEMA and state mitigation staff.

Organizational Culture




How did FEMA’s mission shift change the agency’s organizational culture? {This
question refers to FEMA’s shift from a focus on National Preparedness to a focus on
Emergency Management)

Since the reorganization of the Federal Emergency Management Agency and the
establishment of the Mitigation Directorate on November 28, 1993, a fundamenial
change occurred in the nation’s system of emergency management. Mitigation -
sustained action taken tfo reduce or eliminate long-term risk to people and their property
from hazards and their effects —~became the comerstone of emergency management, for
the first time in the history of federal disaster assistance.

The mission of the agency has shifted significantly.since 1993, mosi notably through the
creation of a separate and distingt Mitigation Directorate. The creation of the Mitigation
Directorate brought together, into one cohesive and strong unit, the collection of
mitigation functions that previously were scattered within programs and oflices
throughout the agency. The mission of the agency grew to encompass nof just is
traditional role of responding 1o disasters, but also 4 new emphasis on the prevention of
disasters. This new emphasis on prevention was brought to life through a concerted and
organized effort integrating mitigation into all of emergency management and through
outreach to other federal agencies, conimunities, the public and the busioess sector.
Over the past seven years, FEMA Director Witt, with the support of President Clinton,
Vice President Gore, Congress, states, and other federal agencies, has provided
leadership and resources to develop and implement a National Mitigation Strategy. The
Strategy — “Partnerships for Building Safer Communities” — raises hazard risk reduction
to the level of a national priority. It provides the framework for a coordinated effort
mvolving government at all levels, the business and academic communities, and
individual ¢itizens o reduce the risk froms hazards affecting the United States and iis
territories. -

FEMA’s National Mitigation Strategy states: “Local, state, and federal governments,
private sector organizations, businesses, and individuals ¢ach have important roles to play
in mitigating the impacts of natural hazards. The federal government must support and
encourage mitigation actions at the state and local levels by providing leadership and
coordination. It must lead by example, adopting and practicing the best mitigation
techniques for all actions affecting its facilities and employees. Federal programs that
influence where and how development occurs or that can be used to merease awareness
of natural hazards must take full advantage of mitigation opportunities.”

Soon after the creation of the Mitigation Directorate, Direcior Wikl sought heip from
Congress to mmcrease the visibility and resources for mitigation following federal
disasters. Witt proposed a five-fold increase in funding for FEMA’s post disaster Hazard
Mitigation Grant Program. For FEMA Mitigation, this increased funding signaled an
increased role and respect for the importance of mitigation at FEMA, among the states,
and in the Tield of emergency management.

Under the leadership of Director Witt and Associate Director for Mitigation Armstrong,
the agency increased 1is emphasis on earthquake mitigation through the creation of the
National Earthquake Program Office under the associate director’s office.  The National
Earthquake Program Office has been highly successful in building partnerships with
other federal agencies involved with the National Earthquake Hazards Reduction
Program.

%



The National Dam Safety Program (NDSP) also became part of the new Mitigation
Directorate. This program was moved to the Mitigation Directorate and now reports
direetly to the associate director for Mitigation. This organizational move was done (1}
to heighten the visibility of the NDSP within FEMA management and to increase the
understanding of all FEMA personnel of the NDSP and s role in disaster mitigation; (2}
to promote the interface of the NDSP with other FEMA programs and initiatives; and (3}
to increasc the cfficiency in the FEMA leadership of the NDXSP and 1o guarantee the
sustainability of the NDSP over the long term.  FEMA has undertaken a number of
leadership activities to implement the NDSP and to cstablish short- and long-term
milestones. Feremost among these activiftes was the development of the implementation
plan for the NDSP, the revitalization of the Interagency Comniittee on Dam Safety
{{CODS) and its subcommitices to reflect the partnership of the federal and state sectors,
and the initiation of work on a strategic plan 1o guide the direction of the NDSP.
Recognizing the imporiance of urban planning as a ¢ritical component of mitigation,
Associate Diirector for Mitigation Anmstrong created a separate planning branch within
the direciorate 10 help communities understand the link between local ordinances and
tand use decisions and reducing vulnerabilities to natural hazards.

Armstrong also cregted a separate Outreach Branch in the Mitigation Directorate to
promote the understanding and awareness of mitigation practices. By creating an
awareness of mitigation measures ranging from tornado Safe Rooms to land use
planning, FEMA can stimulate consumer demand, and thereby, influence government
action at the local and state levels.

Increasingly, FEMA has implemented mitigation through partnerships within FEMA;
with other agencies and levels of government; with the voluntary, academic, and
technical communitics; and with many others. Such partnerships strengthen the quality
of the mitigation activity involving other perspectives and disciplines, To nitiate and
sustain a cultural change among communities, FEMA, other federal and state agencies,
the Project Impact Initiative was created. This program, designed to build disaster-
resistant communities, heralds a shift toward increased pre-disaster mitigation and has
stimulated public/private partnerships and the visibility of the concepts of risk reduction
among a broad speetrum of stakeholders, including the business sector, the publie, and
communities across the country. '

Organizational culture change at FEMA has rapidly embraced the importance of
mitigation, not only in day-to-day pre-disaster operations but also in the impiementation
of all FEMA programs in a disaster recovery situation. To aid in clevating the status and
visibility of mitigation in disaster operations at FEMA, Dircctor Witt also established a
depuly Federal Coordinating Officer for Mitigation position that reports dircctly to the
Federal Coordinating Officer (FCO). In 1994, after the Northridge Earthquake in
California, FEMA named the first deputy FCO for Mitigation to preside over the most
expensive disaster in FEMA’s history. This marked a significant change in the role of
Mitigation in the disaster operation, The deputy FCO for Mitigation is responsible for
coordinating and integrating mitigation issues throughout the disaster operation and all
disaster programs, rather than just mitigation-specific programs. This addition to the
organizational chart clevated the status of mitigation in ficld operations, serving 10
emphasize the importance of mitigation as a key link in community and state recovery
efforts. The Mitigation Directorate has also worked in partnership with the Response and



Recovery Directorate o carry on this concept in the deli ivery of its Public Assistance and
Individual Assistance programs.

Training

Describe any new training initiatives or changes in old training offered by your
office to employees since 1992,

Much of the employee training developed since 1992 has been driven by the evelution of
Mitigation programs, functions, and the heightened interest in them by the agency’s state
and local partners. Examiples of employee specitic Mitigation training include: the
Mitigation Field Operations course, which trains staff for mitigation disaster respense and
recovery activities; and the Professional Development for the National Flood Insurance
Program Staff course, which primarily trains members of the Flood Study Management
Team to more effectively communicate with communities and other pariners.

In addition, a great deal of training has been developed and provided to both FEMA and
state staff to improve the effectiveness of Mitigation program implementation. A prime
example is training for the Hazard Mitigation Grant Program (HMGP), 2 Stafford Act
program that provides post-disaster grants to states and communities for risk reduction
projects. In the past several years, FEMA has developed courses and materials to train
staff in performing cost-effectiveness and environmental reviews of proposed HMGP
projects. This training has contribuied direcily to more timely and streamlined program
delivery.

To support the Nationa! Flood Insurance Program (NFIP) and the Cooperating Technical
CommunityCooperating Technical State initlative, there is a series of four Flood Map
Traiming courses to train both internal staff and other pariners, such as federal, state, and
communily siaff as well ag study contractors, engineers, and surveyors, FEMA is
currently developing several multimedia tutorials based on these courses, which will be
available to the general public via the Internet. Other online tulorials include:

s  QUICK-2, Version 2.0: 2 hydraulic analysis pmgz‘am w;ed to compute water-
surface clevations in open channels,

« CHECK-RAS, Version 1.1: a hydraulics program des;bmd to vemy an
asseriment of parameters found in the HEC-RAS program,

« RASPLOT, Version 2.0.1: a demonsteation of software used to generate flood
profiles from HEC-2 and HEC-RAS models.

« Natienal Flood Frequency (NFF): a program used to csllmate approximate peak
discharges for un-gauged basins,

« Letier of Map Amendment (LOMAY Letter of Map Revision Based on Fill
(LOMR-F): to explain the LOMA and LOMR-F application processes, including
all necessary forms and information.

« Letier of Map Revision (LOMR): to explain the application process for LOMRs
and conditional LOMRs.

» Coastal Tutorial: to address data requircments for constal-flood hazard analysis
and the effect of V-Zone mapping on NFIP regulations and wave setup, This



tutorial also provides case studies for the use f the WHAFIS and Wave RUNUP
programs. '

¢ (IS Tutorial: to provide an overview of GIS and NFIP applications, including
automation of hydrologic and hydraulic analyses and new technologies such as
Global Positioning Systems, IFSAR, and Light Detection and Ranging.

e How to Read a Flood Insurance Rate Map (FIRM): to educate users on the
development, use, and application of FEMA FIRMs.

e How to Read a FFlood Insurance Study (FIS): to educate users on FIS.

The HAZARDS, United States (HAZUS) is a nationally applicable, standardized
methodology and GIS-based sofiware program developed by FEMA to assist emergency
managers and mitigation planners at all levels to estimate the potential economic and
social impacts from earthquakes, floods, and severe wind events. At the agency’s
Emcrgency Management Institute, FEMA provides regularly scheduled training courses
in the applications and use of HAZUS. Also offered is the one-weck Digital Hazard Data
Course, designed to give floodplain managers and emergency management personnel the
necessary skills and knowledge to use digital hazard data.

Director Witt’s Leadership

Describe director Witt’s direct involvement with your division or sub-office during
and after the major reorganizations took place. How has he been directly involved
during major disasters or cvents since then? How has he been directly involved
during non-disaster periods? Please provide specific examples.

Coinciding with the establishment of the Mitigation Directorate in 1993, Director Witt
sent a message to all stakcholders in emergency management that mitigation was to
become the cornerstone of the agency and emergency management operations in general
outside the immediate confines of FEMA. Initially, many people in the agency did not
understand the concept of mitigation, nor was it well understood by those outside the
agency. This lack of understanding presented a major challenge. What would be the best
way to get the message out and to have people understand the value of mitigation?

A major attempt was initiated in 1994 under the guidance of Richard Moore, the Senate-
confirmed associate director for mitigation at the time. Moore’s idea for advancing the
understanding of mitigation was to develop a National Mitigation Strategy. A series of
town hall meetings were held, one in each region, where invitees included state and local
officials, members of academia, the business community, and the media. The purpose of
the meetings was to gather input on how the strategy should be developed and, in the
process, to promote the mitigation concept. The culmination of the town hall meetings
and the planning and development for the strategy that occurred in 1994 was the national
mitigation conference held in Arlington, Virginia. The conférence was well attended and
was a great success in illustrating the benefits of mitigation.

While the Mitigation Directorate was pursuing the national mitigation strategy, the Office
of the Director was looking into an alternative, locally based approach, eventually termed
Project Impact. With the emergence of the Project Impact concept and the transfer of
implementation responsibility from the Office of the Director to the Mitigation



Dirgctorate, the importance of mitigation was raised another notch and the understanding
of the mitigation concept continued o advance.

At each of the Misigation Directorate’s division levels, there were other arcas where the
Director Witt’s leadership played a key role in shaping new directions that would solidify
exisiing programs and create new ones.

As part of the reorganization, Director Witt was directly mvolved with creating the
Assessment and Outreach Division within the Mitigation Directorate. The director
shared his vision with Michael J. Armstrong, associate director for mitigation, to
concentrate, in one division, the collection and development of technical information for
constructing new structures and retrofitting existing structures in the interest of reducing
potential damage. Witt also saw this Division with an Qutreach Branch, to parallel the
efforts of the Project Impact Initiative, 1o market and disseminate information on
reducing future damage, including techrical information in lay terms. As a result, the
Mitigation Phrectorate is structured to reach local community officials and the public
with vital information on reducing future damage.

Director Witt's involvement with assessment and outreach ézd not end with
reorganization, however. He asked that the Mitigation Directorate use the latest
technology in helping commanity officials assess exposure to astural hazards, and
provided the budget support to do so. One of the most exciting applications using
Cicographic Information System (GIS) technology is called Hazards United States or
HAZUS, under development since December 1992, HAZUS is a madeling program that
estimates the poteniial social and economic impact from natural hazards, including
earthquake, flood and severe winds. Thus, communities have a powerful tool that
provides sound information in setting damage reduction prioritics commensurate with the
risk identified :

Further, Dircetor Witt encouraged data collection in the immediate aftermath of disasters
s¢ that construction techniques could be improved. He institutionalized the formation of
Building Performance Assessment Teams that collect and disseminate damage
information causcd by camstrophic disasters. The information gathered by these tcams
provides uscful information to building officials, engineers, and contraciors in reducing
future damage. The Information is particularly helpful during recovery and
reconstruction following a disaster. For example, teams of engineers, architects, and
code enforcement officials collaborated by observing and collecting data to produce
reports on Hurricanes Andrew, Iniki, Opal, and Georges, as well as the devastating
tornadoes that hit the Central Plains on May 3, 1999,

While states and communities resolve day-to-day building code issues, important policy
guidance can originate at the national fevel. Director Witt actively soficited the help of
the International Code Council, a national building code organization, and other model
building code organizations {BOCA, SBCCI, and ICBO), to do what they could to reduce
damage from natural hazards, Working with these model code organizations, and
through FEMA’s Project Impact agreement with the International Code Council, Director
Witt’s participation led to new provisions in the 2000 International Code Series on flood,
earthquake, and wind concerns. Thus, for the first time, a national model building code
series Is compliant with the minimuom requirements of the Nutional Flood Insurance
Program and also contains substantially equivalent provisions recommended by the
National Earthquake Hazard Reduction Program.



Director Wit was glso directly invoived with creating the Program Support Division
during and afier the major reorganization. As a resull, the Program Delivery Branch was
created within the Program Support Division of the Mitigation Directorate to focus on
providing high quality support for the implementation of a combination of the largest
mitigation grant programs within Mitigation, The Hazard Mitigation Grant Program
(1IMGP), the Flood Mitigation Assistance Program, the Unmict Needs Program, and the
Hurricane Iloyd Supplemental Buyout Program are all co-located within one branch,
providing the much needed cohesiveness to eftectively implement these programs.
Director Witt also indicated to Associate Director Armstrong that he wanted a very
strong emphasis on pre-disaster planning. The Planning Branch was created (o pull
together the agency’s talented planning staff into a team w tackle the important issues of
building state capability in mitigation planning.

Director Witt’s involvement with the Program Support Division and its programs also did
.not end with reorganization. Shortly afier joining FEMA, he took bold policy actions o
shape the focus of the Hazard Mitigation Grant Program. After the 1993 Great Midwust
Floods, Witt led the charge to focus the HMGP on the scquisition and relocation of
damaged property out of harm’s way, Director Witt alse worked closely with Congress
after the Midwest Flood to increase the funding available for buyouts by aiding in the
passage of the Hazard Mitigation and Relocation Assistance Act of 1993, This act
significantly increased available HMGP funding and lowered local cost shares for
mitigation projects. {(FEMA now assumes 73 percent of funding for mitigation projects,
up from 30 percent.) From fiscal vears 1993 through 1999, under Director Witt’s
leadership, HMGP has provided over $1.9 billion in federal funds supporting thousands
of projects in nearly every state.

The Technical Services Division evolved from the Hazard Identification and Risk
Assessment Division, originally established under the 1993 reorganization. 'The major
respongibility that remained was the Flood Hazard Mapping componeant of the National
Flood Insurance Program (NFIP). As was the case with previcus directors, there was
controversy surrounding NFIP, primarily due to the restrictions imposed ot new
development in known flood-prone areas, and the requirement (o purchase flood
insurance for property owners with federally related morigages. There was, and
continues to be, a constant stream of letters from members of Congress complaining
about inaccurate and outdated flood hazard maps. In April 1997, the direcior, out of
frustration i dealing with these inguiries, asked for a repori explaining how the problams
with the maps could be fixed. In July 1997, the Mitigation Directorate submitied a report
to Director Wiit indicating that most of the maps were several years old, the floed data
shown on many of them did not reflect increased flood potential due to development, and
the technology used to make the maps was obsolete. The report also estimated that 1t
would take seven years and an additional $850 million to update and modemize the
maps. The magnitude of the solution caused the director to pause and consider the
implications of proposing such an initiative.

Word had circulated that FEMA was working on a report that would define the state of
the maps and what it would cost to update and modernize them. Although not part of the
agency s budget submission, the director finally announced the plan and what it would
cost at the House Appropristions Committee Hearing in March 1998, With this
announcement, offorts were made to conlact constituenicy groups to formally notify them



of the plan and answer their questions, Over the next several months, several
orgunizations expressed their support for the initiative in writing to Director Witl, OMB,
or the Congress, The director has continued to express the need [or updating the niaps
and proposed {funding mechanisms in the FY 2000, and FY 2001 budget subnussions.
Congress has approved some new funding but rejected the fee-based mechanisms that |
would generate the bulk of the needed funds. Because of the leadership of the director,
the map modernization proposal has gained broad support from many diverse
organizations. FEMA continues to seek funding sources and mechanisms,

One element of the map modernization plan that the director has focused on is the
process for building partnerships with communities, regional agencies, and states 1o share
the responsibilities and resources for mapping. This initiative, Cooperating Technical
Partnerships, is similar in many ways to the Preject Impact concept, and has generated
considerable interest. Many communities, regional agencies, and states have signed
agreements with FEMA. One partnership is worth mentioning. On the first anniversary
of Hurricane Floyd, Governor Hunt and Director Wity, along with 15 other
representiatives from federal departments and agencies, signed an agreement whereby the
state contributes $23 million and FEMA contributes $10 million to re-map the cosiern
part of the state in areas impacted by Hurricane Floyd.

Because of Dircetor Witt’s lcadership, the term and concept of mitigation is now known
and ondersiood, and practiced by communities, states, federal agencies, academia, the
business community, and others, not enly in this country, but in many places worldwide,
As a result of the director’s vision and hard work, property has been protected, damages
have been reduced, and most importantly, lives have been saved.

Directorate and Qffice Leadership

(For Department Heads OGnly) How did veur leadership as dircetor contribute to
changes in your office or directorate? What were your primary objectives und how
did you attempt to accomplish them? What were your successes?

“When [ came to the position of associate director for Mitigation, [ had served for three
and a half years as a politically appointed regional director for FEMA in Deaver, Region
VIIL. As a result, I brought to this position an erientation toward the field delivery of
FEMA programs, and a customer service perspective of how “headguarters™ interacts
with regional offices. 1 also had observed the evolution of the new Mitigation Dircclorate
since shortly after its creation in late 1993, had opinions about its strengths and
weaknesses, and was made aware of concerns and priorities from the director’s office.
My prior jobs in the media and as a local government attorney also created an intgrest in
developing a stronger external orientation toward educating the public and understanding
the role of local government regarding program delivery.

One of my primary leadership contributions as associate divector has been to improve the
functional components of the organization. 1 initiated this effort after concluding that the
existing organization was unable to support key priorities of the director in the most
efficient fashion, and that its construction actuatly was hindering progress. These
conclusions were based on feedback from employees, my own observations, and my past
experience with managing organizations toward a more “functional” approach.



Our success was accomplished through redesigning the divisions, offices and branches,
reflecting new and changed priorities within the organizational structure, and using a
tcam approach. As part of this process, | was able to establish more opportunities for
employees to utilize their strengths and to help develop our mission in new ways. 1
began by conducting individual and private onc-on-one mectings with each of the 90-or-
so staff. Based on these meetings, and several management retreats, we were able to
announce a realignment of the directorate seven months after my confirmation.

Among the innovations were the creation of new branches, entitled “Planning,”
“Qutreach,” “Assessment,” and “Policy.” These were all designed to reflect an ongoing
trend cstablished by Director Witt in the 1993 reorganization to commit to creating
“lunctional” sub-organizations that would ecnhance program development and delivery.
With these changes, we initiated: new approaches to marketing mitigation activities and
to developing partners inside and outstde the government; new interfaces with the
planning community and a greater emphasis on the connection between economic
development and mitigation; more aggressive approaches to resolving difficult policy
problems in the flood programs; new successes in promoting the building sciences as a
vehicle for code adoption and risk assessment; and, perhaps most significantly, new
“organizational vehicles” to carry the various new initiatives including Project Impact,
Map Modermzation, and the Repetitive Loss Strategy.

Another of my leadership contributions has been to prioritize the streamlining and
revitalization of existing programs: hazard mitigation grants; flood mitigation assistance
grants, carthquake program, hurricane program, and dam safety program. In each area,
change was cnacted through one or more of the following: by implementing a request or
" guidance from the director; by responding to a customer concern; or by conducting a
review with key stakeholders.

As a result, we have successfully streamlined the methods of grant apphication and
delivery to accelerate the implementation of risk reduction measures. This includes
piloting the devolution of grant management components to our state partners and
eliminating steps that duplicate and frustrate the process. In the case of the three hazard-
. specific programs, earthquake, hurricane, and dam safecty, we have added staff and
directed a new approach linking headquarters policy development and research to field
implementation and participation from regional staff. Further, we developed the first-
ever strategic plans for both the hurricane and earthquake programs, and created a
separate National Dam Safety Program Office (moving it out of a sub-branch position
and enlarging the staff, including senior executive service-level directorship).

I have also been asked to manage several major initiatives placed in the directorate to
support the director’s goals.

First, community-based pre-disaster mitigation grants, entitled “Project Impact,” were
developed in 1997 with a unique new approach, combining elements of public/private
partnerships, sociology, community organizing, and economic development. This
initiative created new challenges for career staff as they were inexperienced with
interacting directly with communities, marketing successes to the media, and partnering
with the private sector. At my level, the challenge was to deal with organizational
tensions, inside and outside of my directorate, regarding staff availability and capability
with no additional resources for hiring or training, as well as institutional resistance due
to jealousy of the attention given Project Impact and bureaucratic resistance to change.



Our national team office was pulled together from different paris of the agency and the
region developed positions to support the initiative. To date, we now have over 200
communities and over 1,000 business partners participating as we enter our fourth year.
Second, at my swearing-in ceremony, | emphasized not only my commitment to making
this new program work, but to an extensive modernization of our floodplain maps, To
accomplish this, we have redesigned our contractual relationship with our engineering
firms, reinvented our capability at our Map Service Center, and developed a strategy for
collecting data, which will utilize state of the ant technology.

Third, [ have also dirccted the establishment of a strategy to address repetitive flood
claims by reprioritizing the deltvery of existing mitigation grants and working to position
the ageney for additional support. | personally inststed upon the release of property
address data fo the states, which has begun the process of eliminating targeted properties
from the inventory. | have also personally pushed the delivery of a much-delayed
Community Information System to help states implement good floodplain management
practices,

Fourth, we have scen the delivery of research for *Tornado Safe Rooms” develop into
product design information which is being utilized by homeowners and home builders
aronund the country, with national performance criteria for mass care sheltering being
readied for promotion this year,

The Mitigation Directorate also has g much higher level of diversity, both by race and
gender, in the critical categories of G8-13 pay grades and above. Qur entire team has
been encouraged 1o look for career development opportunities and to market job openings
to an inereasingly diverse workforce.

In the end, 1 am most proud of the staff 've promoted and hired, and by being the only
large headquarters organization to promote workplace collegiality with monthly “all
hands’ meetings of staff, now numbering almest 100. The directorate today is more
aware of its interdependency and its potential, Our work is of higher quality and our
appreach is both more disciplined and more creative. Creating an environment for this to
ocenr is greatly satisiving.”

Future Direction

.

{For Department Heads Only} How do youo see your office/directorate evolving in the
next ten years?

Michael Armstrong

“The evolution of the Mitigation Directorate will be a function of several realities: the
enarmous changes in technology, which will enabile it to assess risk and vulnerability in a
highly objective and quantifiable manner; the political will of the Congress and President
to make delivery of federal funds, pre- and post-disaster, contingent upon good local
practices and investment from non-federal sources; and the willingness to commit more
resources (o prevention and risk reduction at all governmental levels and at the private
and nonprofitf levels, :

Maps may evolve into data sets that are easily amended, Internet accessible, and divisible
into subsets that serve both local floodplain managers and the insurance industry. The

4



flexibility of maintaining flood information as data will allow us to include information
from other sources and 1o create all-hazards maps that will indicate the degree of risk and
vulnerability to the built environment and to projected new development, These data sets
might then be used to determine levels of funding for ongoing programs, and priorities
for grant recipients.

Pre-disaster mitigation funding delivered for focal administration in consort with the
private sector, whether called Project fmpact or something more mundane, will continue
because it makes sense, has massive grasseoots suppert, and is non-partisan, The
challenge will continue to be in the arena of measuring and marketing success, given the
variables of frequency of disasters, degree of vulnerability, and local commitment to
expending resources in a strategic and expediont fashion. .

The effect of adopting model codes and of planning approaches on disaster mitigation s
not always immediately discernable, but these actions may reveal new apportupitics
along with more permanent changes. {t is through these processes that the federal sector
can have some of the greatest influence on how the local sector, largely responsibie for
land use planning, approaches natural hazards. 1f these approaches can be tied 1o grants
programs that become increasingly incentive-driven, the “granis/practices” tandem will
be very a very strong vehicte for the directorate to utifize,

5 .
The Mitigation Directorate will also continue 1o be the place at FEMA where the
relationship back to the agency’s emergency management roots is the least definable,
This will be due to: evolving relationships with the environmental community; ongoing
exploration of “new frontiers” with the acadenic, scientific, and research communities;
and, the sense that at state and local levels there is not always room for dynamic
mitigation programs when staff size dictales a sole focus on response and preparedness,

The composition of the directorate will be part of a larger agency discussion about the
blurred lines between mitigation and recovery, and mitigation and preparcdness, Fulure
organizations may reflect a growth, shrinkage, or fundamental changes in function for the
directorate, depending on the desires of future leadership.”

Disaster Operations

Describe your office’s role on the EST (and disaster operations). Summarize an
experience your office had working on the EST (and disaster aperations} during one
major disaster or emergency since 1992, What exactly did you de and what kinds of

challenges did you encounter? Be specific and aim to leave the reader with a good
undersianding of what function your effice fills on the EST (and in disaster
operations), as well as the challenges you face.

Role of Mitigation Directorate in Disaster Operations



http:adopti.ng

The role of Mitigation in disaster operations has significantly evolved since 1993. Prior
to 1993, hazard mitigation staff often reported through the Public Assistance section and
focused on two primary objectives in disaster field operations, to coordinate Interagency
Hazard Mitigation Team Reports and to implement the Hazard Mitigation Grant Program
(HMGP). Additionally, insurance, floodplain management, and other mitigation
functions often operated independently in the field operation. Today, mitigation is fully
integrated into all aspects of the disaster operation. Assisting communities and states
affected by the cvent to become resistant to future disasters ts a primary mission for the
whole disaster operation, and is manifested by significant resources (financial and
personnel) in nearly all sections of the disaster field office.

Shift in Mitigation’s Disaster Operations Role after 1993

Two major disaster events in 1993 and 1994 spurred this evolution of the mitigation role,
the 1993 Great Midwest Floods and the 1994 Northridge Earthquake.

After the devastating 1993 Great Midwest Floods, thousands of homeowners 1n hundreds
of communities wanted to relocate out of the floodplain to higher ground. This
groundswell of interest in mitigation grants provoked Missouri Congressman Harold
Volkmer and lowa Senator Tom Harkin to introduce legislation to increase post-disaster
mitigation funding. The Hazard Mitigation and Relocation Assistance Act of 1993 was
signed into law by December, increasing available HMGP funds and lowering local cost
share. (FEMA now assumes 75 percent of funding for mitigation projects, up from 50
percent.) With increased funding and lower local cost share, many states and
communities suddenly viewed the HMGP as a significant resource within their reach.
For FEMA Miligation, the incrcased funding signaled a stronger role in the disaster
operation as a major disaster assistance program.

In 1994 after the Northridge Earthquake in California, FEMA named the first deputy
Federal Coordinating Officer (FCO) for mitigation to preside over the most expensive
disaster in FEMA’s history. This marked a significant change in the role of Mitigation in
the disaster operation. The deputy FCO for mitigation was responsible for coordinating
mitigatton issues throughout the disaster operation and all disaster programs, rather than
just mitigation-specilic programs. The addition to the organizational chart elevated the
status of mitigation issues in fteld operations, serving to emphasize the importance of
mitigation as a key link in community and state recovery effqus.

Mitigation in Disaster Operations Today

Today, field operations encompass newer initiatives that take a longer view of post-
disaster opportunities such as Project Impact, livable and sustainable reconstruction,
long-term recovery,.and economic recovery. Mitigation employs a combination of
technical and informational tools to accomplish its post-disaster mission in field
operations. FEMA targets homeowners and businesses through education, marketing,
outreach, and financial incentives, The agency also provides community and state
officials with technical assistance and post-disaster technical survey data to guide
reconstruction decisions. While in the past, it was often difficult for states and
communities to focus attention on mitigation following a disaster because it was seen as a
separate, long-term consideration, mitigation in field operation is now integrated with
response and recovery. Disaster resistance and prevention concepts are now a part of the




routine actions of hameowners, businesses, communtity offictals, and others as they
regover,

Building Ceodex and Standards

What has been FEMA’s involvement in the building codes and standards process?

Background
Building construction in the United States is regulated at the state and local level,

Manufactured housing is regulated hy the Department of Housing and Urban
Development (HUD). At present, more than 50 percent of all communities and 75
pereent of the U,S. population are covered by a building code and these numbers are
growing, especially in high-hazard, coastal areas. States are also increasingly adopting
statewide codes. . '
Realizing that codes are the best way to mitigate property loss at the local level, FEMA
has been working with the model code groups since 1982 to include FEMA program
standards, such as those building codes of the National Flood Insurance Program {(NFIP)
and the National Earthquake Hazard Reduction Program (NEHRP). Up through the early
1990s, FEMA had some success in this effort, but the level of compliance with FEMA
program standards was inconsistent among the model building code groups, such as
Ruilding Officials and Code Administrators {(BOCA). ‘

In 1992, FEMA contracted with National Institute of Building Sciences (NIBS) te
perform a Code Compatibility Report in 1992 that reviewed common building codes and
standards,

Floods

Fram 1992 o 1995, FEMA worked with the American Society of Civil Engineers
(ASCE) 10 include flood load provisions in the ASCE 7 standard, Minimum Design
Leoads for Busldings and Other Structures, for first time. From 1995 10 1998, FEMA then
worked with ASCE to develop a new ASCE standard 24, “Flood Resistant Design and
Constraction”, which was later referenced in the 2000 international Codes. FEMA and
Southern Building Code also developed an NFIP-compliant Floodplain Management
Standard that was published in 1986 as a separate standard and was referenced in the

SBCCT Building Code. '

Seismic

The NEHEP Recommended Provigions 15 a consensus-based resource document to
reduce earthquake losses for new gongiruction and to improve earthquake engineering,
The NEHRP provisions were first published in 19835, and are updated every three years.
By 1993, BOCA and $BOCT had both adopted the 1991 edition of the NEHRP provisions
as 4 basis of seismic design.

Current Internatiopal Code Provisions




Beginning in 1995, FEMA has worked with the International Code Council (ICC) to
assure that the 2000 International Code Series be substantially equivalent with the
NEHRP Recommended Provisions and compliant with the minimum requirements of the
NFIP.

For flood, the code contains flood resistant design and construction provisions in the
body of the code. This includes flood loads in design, references ASCE 24-98, and
includes an optional Appendix G. In addition, flood damage to building support utility
systems are addressed in the International Mechanical, Plumbing, Private Sewerage
Disposal, and Fuel Gas Codes as well as the building and residential codes. The seismic
provisions are based on 1997 NEHRP Provision with Changes from Other Parties.
Material is included in both the International Building Code (IBC) and International
Residential Code (IRC).

The International Residential Code also contains flood and seismic provisions. The
development process included compromise with the National Association of
Homebuilders and others, and resulted in an IRC that all parties can accept and live with.
Wind provisions in both the IBC and IRC are based on and reference ASCE 7-98
“Minimum Design Loads for Buildings and Other Structures”. IRC is the first one- and
two-family dwelling code to contain comprehensive wind design and construction
provisions for coastal arcas.

Current codes for existing buildings are minimal, since trlggermg, and enforcement are
significant problems. FEMA hopes, eventually, to shift focus to existing buildings as
they represent the largest risk to the country; there are 105 million existing buildings vs.
1.5 million new buildings annually.

ICC has tormed an Existing Building Code Commuttee, whlch is developing a draft code.
Working through organizations such as ASCE and BSSC, FEMA hopes to ensure the
International Existing Building Code (IEBC) is compliant with minimum requirements of
the NFIP and substantially equivalent with NEHRP Recommended Provisions.

Summary

FEMA has been working with the mode! code organizations since the early 1980s and it
now has the first set of international codes that are NFIP-compliant and NEHRP-
equivalent model building codes. This is a time of dramatic and ongoing change in the
building codes arena. : '
Beginning early in 2000, FEMA also agreed to work with the National Fire Protection
Association to assure that their new Consensus Model Code series, due out in 2002, will
be substantially equivalent with the NEHRP Recommended Provisions and compliant
with minimum requirements of the NFIP.

Safe Room Initiative
What is the Safe Room Initiative?
Witnessing the devastating effects of lornadoes and the shattered lives in communities

across the country, FEMA Director James Lee Witt made a commitment to mobilize
resources to reduce the risk of death and damage from tornadoes. Through Project



Impuct, the Mitigation Directorate implemented the Safe Room Initiative as an agency
priority.

FEMA has 1aken the lead in collaborating with other federal agencies, research
institutions, and the private sector, to provide state of the art gnidance, designs and
information resulting in a tangible manifestation of safe places for everyone threatened
by tornadoes and hurricanes.

“Taking Shelter From the Storm: Building a Safe Room Inside Your House ” FEMA
publlcatmn 320, was first published in October 1998 and an expanded 2™ edition was
published in August 1999. Based on the pioneering work of the Wind Engineering
Research Center at Texas Tech University and the combined efforts of nationally
recognized engineers and architects, this 25-page book provides homeowners with
specific guidance, designs, construction plans and cost estimates that can be used to
secure building permits and to build residential safe rooms that will provide ‘near
absolute protection’ from tornado and hurricane force winds: Over 160,000 copies have
been distributed online and in hard copy form. :
“The National Performance Criteria for Tornado Shelters” was published in May 1999 to
provide performance criteria for design professionals, shelter manufacturers, building
officials, and emergency management officials. The performance criteria were developed
to ensure that shelters constructed in accordance with these cr1ter1a would provide a
consistently high level of protection.

FEMA’s Building Performance Assessment Team investigation of the May 1999
tornadocs in Oklahoma and Kansas made it clear that a severe wind event can cause a
large loss of life and/or a large number of injuries in high-occupancy buildings. The
impact of tornadoes is especially critical regarding school buildings, hospitals and other
critical care facilities, nursing homes, day-care centers, and commercial buildings, and in
residential neighborhoods where people do not have access to either in-residence or
community shelters. Speaking in Oklahoma City after witnessing the massive destruction
and loss of lives, President Clinton urged communities and homeowners to build safe
rooms. X

Responding to the need for technical guidance, FEMA developed and published “Design
and Construction Guidance for Community Shelters” in August 2000. This design
mantual is for use by engineers, architects, building officials, and shelter owners. In
addition to design guidance, the manual includes: decision-making software; checklists.
for evaluatmg, existing bu1ld1n1:,s real-life case studies, and qample plans for designs
created using the guidance in this manual.

The FEMA Mitigation Directorate works closely with the FEMA regions, states and
Project Impact communities to provide up-to-date, relevant information and support for
the Safe Room Initiative. In addition, the Safe Room web site provides FEMA’s safe
room and shelter publications in several downloadable formats as well as information on
projects,.events, funding sources and state and local initiatives.

Educating and informing decision makers is paramount to the successful planning and
implementation of the Safe Room Initiative. FEMA’s National Education Training
Center in Emmitsburg, Maryland has provided a small building on the historic campus
that houses a permanent safe room exhibit consisting of a full scale [nsulating Concrete
Form (ICF) safe room, with a cutaway cross-section for instructional purposes, and an
historical, technical and photographic display. Emergency managers, city and county



officials; firefighters, FEMA employees, teachers, engineers and architects from across
the country, now have the opportumly to examine an actual safe room and learn about
their risks and the technical considerations, options and resources available for the
construction of both residential and community shelters,

The Safe Reom Initiative has resulted in the construction of thousands of residential safe
rooms and community shelters across the country and especially in the high-risk tornado
areas. Several states, communities, school systems and private sector pariners have made
a commitment {o provide funding, resources, education, and training, setitng in motion
and maintaining ar ongoing awareness and demonstration of what is possible when all
partics unite to create disaster-resistant communities.

*

Several states, pioneered by Oklahomg, Arkansas and lowa, offered safe room
rebates to homeowners.

Communities throughout the high-risk tornado area are building demonstration
projects. ‘

College and university students m architecture, enginecring and vocational
Education depariments are involved with commmunity safe room projects and are
butlding models that are used for educational events.

Safe rooms were built on both the American Red Cross and Salvation Army
grounds in Stoux City, Towa to provide shelier and 1o serve for educational
purposes.

Portland Cement Association and KeepSafe iz&dusﬁrm became nattonal Project
{mpact Partaers and are acizve%y partnering with Project Impget communities by
conducting and sponsoring seninars and W{}rkshops d{mamg safe rooms, and
pariicipating in National Conferences.

FEMA and the US. Department of Education are Wr;}rkmga together (0 ensure that
communitics have information on mutigation opportunitics during repair,
repovation and construction of schools.

Several communities have worked with FEMA 10 develop a checklist for
evaluating shelter areas in schools. \

Schoel districts are evaluating their schools for safe shelters and sceking solutions
with FEMA’s assistance. \

School districts are building shelter areas into new schocls.

Homeowners who receive a disaster assistance loan trom the U.S, Small Business
Administration (SBA) to repair or rebuild a damaged or destroyed home may use
same of the loan proceeds to construct a safe room, The SBA can also increase
the approved disaster loan by as much as 20 percent 1o cover the cost of adding a
safe room.

FEMA and the Federal Housing Administration (FHA) have collaborated to
develop incentives and opportunities to promote the Safe Room Iniuative. This s
a significant partnering of two federal agencies o support an intfiative that has
and will continue to save lives through the building of safe rooms, FHA’s new
initiative will enable a lender to loan a homebuyer up to $5,000 more than the
amount nceded to buy a home, with the extra money used to pay for the cest of
installing a windstorm shelter,

Bailders and developers are offering safe rooms as an option in new construction,
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» Eleven major Tulsa, Oklahoma homebuilders are cooperating in the design,
construction and marketing of Legacy Park, a new subdivision in the Tulsa
region, consisting of 100 units. Every model and spec house will include a safe
room. The subdivision was featured in the Tulsa Home Builders Association June
2000, Parade of Homes. Funding is all private, voluntary and market-driven.

e Safe rooms and disaster resistant housing are now regularly featured in Home
Shows, Conferences, and Trade Shows,

Today, lornado and hurricane prone communities have a new sense of hope and safety.
Safe rooms and shelters are becoming a part of our country’s planning and development
philosophy and serve as a beacon of progress as we proudly move into the 21* Century.

Property Acquisition

Explain the role of property acquisition in disaster management and its effects on
future disasters. Provide examples of projects involving property acquisition.

Section 404 — The Hazard Mitigation Grant Program

[n 1988, Section 404 of the Stafford Act established the Hazard Mitigation Grant
Program (HMGP) to provide disaster mitigation assistance after a presidential disaster
declaration for cost-effective projects that reduce future risk. The amount of HMGP
funding available was based on 10 percent of the federal funds spent on certain categories
of the Public Assistance program in response to the disaster, minus administrative
expenses. All projects were to be cost-shared, with 50 percent of the project costs from
federal funding and 50 percent from non-federal funding.

Volkmer Amendment

In the spring and summer of 1993, the Midwest statcs experienced devastating flooding.
In all, nine states and 532 counties received presidential disaster declarations, over

55,000 homes were flooded and, most importantly, 49 people died. The total damage
estimate was over $12 billion.

In response to the unprecedented destruction caused by the 1993 Great Midwest Floods,
on December 3,1993, Congress passed the Volkmer Amendment to the Stafford Act
(officially titled the Hazard Mitigation and Relocation Assistance Act of 1993). The
Volkmer Amendment enhanced the incentive for post-disaster mitigation implementation
by revising the cost sharing requirements to up to 75 percent federal and at least 25
percent nor-federal and by increasing the percentage of, disaster relief funds made
available for mitigation from 10 percent of permanent restorative work completed under
Public Assistance to 15 percent of all FEMA disaster relief grants; these actions
significantly increasing the amount of federal money available under the HMGP. The
amendment also emphasized 2 move away from questionable efforts to control mother
nature through costly flood control works, to a more common sense approach of moving
people out of harm’s way entirely.

Mitigation projects funded under the HMGP can be to protect either public or private
_property, can be located anywhere in the state, and can address any hazard. To be
eligible, the project must meet the minimum HMGP criteria, to include an evaluation of




cost-cffectiveness, and be part of the state’s overall mitigation strategy. Property
acquisition, relocation, and elevation arc three of many activities that can be funded
under the HMGP. These mitigation activities are very beneficial to both home and
business owners and are the basis for FEMA's non-structural flood mitigation program
under the HMGP. For property owners wishing to be bought out, HMGP money is used
to purchase the land and associated structures of those who are affected by repetitive
flooding.

Home and business owners are provided with a fair value for their home so they can
afford to move out of a floodplain. Property acquisition and relocation is highly
successful because it allows for the permanent removal of people and property from the
threat of future flood damage, reducing costs [or emergency rescue, response, and
disaster recover that accrue to the property owners, local, state and federal governments.
This program also saves lives and alleviates the emotional toll of experiencing repetitive
flooding for the owners.

From 1988 to December 1993, HMGP funds had been used by FEMA to acquire, elevate
or relocate a total of 560 properties in 21 states at a cost of $8.9 million. With the added
financial resources of the Volkmer Amendment and the refocused emphasis on
acquisition, rclocation, and elevation, as of March 2000, the amount of HMGP funding
for these projects was over $600 million, with over 24,000 properties in all 50 states and
the U.S. territories being either protected or removed from harm.

lowa Savings

In July 1998, the lowa Emergency Management Diviston released the results of a study
of mitigation projects undertaken in lowa since the 1993 Midwest Floods. The study
tracked the costs and anticipated benefits of lowa’s “investment in a variety of
comprehensive hazard mitigation solutions throughout the State.” The funding for these
projects came from FEMA’s Hazard Mitigation Grant Program (HMGP}, Flood
Mitigation Assistance (FMA) Program, and Community Development Block Grants
(CDBG) through the lowa Department of Economic Development and Housing and
Urban Development (HUD) appropriations.

The study examined the removal of 962 structures from flood hazard areas and the
protection of twenty critical public facilities providing services to lowa communities. A
total investment was made of $47,373,325 with anticipated long-term benefits of '
$101,440,205. For cvery $1 investment in mitigation, lowa anticipates a long-term
benefit of over $2.

IFEMA analyscs have documented similar savings. The city of Chelsea, lowa acquired 47
residential properties and relocated two residential properties outside of the floodplain
area. Chelsea, historically, is flooded at the 50-year level every three years. The
mitigation project cost $1,167,299. The projected 30-year benefit is $2,000,000.

QOther Benefits '

When approved, mitigation projects to acquire or buy-out flood-prone properties and
relocate or remove structures from {lood-prone areas include the condition that the land
be maintained in perpetuity for uses that are compatible for open space, including
recreation, floodplains and wetlands.

Converting developed flood-prone properties to open space provides many benefits for



the surrounding community and downstream areas, including: reduced flooding and flood
damages anid losses; improved air and water quality, {ish and wildlife habitats and
populations; greater protection for transportation networks; and enhanced public health
and safcty, scenery, job opportunities, recreation and education opportunities, and quality
of life,

Repetitive Losses

FEMA has identified 35,000 repetitive flood loss properties across the country that have
had two or more flood loss claims in the past ten years — costing the Nauonal Flood
Insurance Program (NFIP) over $200 million a year. FEMA is preparing to implement a
strategy that will cut annual losses by half in three years and save close te 81 billion over
the next ten vears. Buyouts are an impontant element of this strategy.

Conchusion

The increased funding for disaster mitigation made possible by the Yolkmer Amendment
has resulted in thousands of familics and businesses and hundreds of communities across
the nation being safer and removed from the fear of impending disaster. The benefits of
temoving vulnerable properzzes and clearing the tloodplain include:

s Future reduced emergency management costs; :

s Future savings derived from being able to remove flood threatencd infrastructure
such as water, sewer, electrical, and telephone systems as well as roads and
bridges, that were required to service the removed mszé{:mes,

Future debris removal costs;
Future losses in tax revenue from cconomic disruption;

e Future cnvironmemtal benefits resulting from removing homes, businesses and

infrastructure from the floodplain and restoring open space; and
The intangible, yet precions benefits of safety, security, and peace of mind.

Acquisition, relocation, and elevation are an extremely successtul approach to mitigation
This investment pays national dividends by making our couniry safer, by helping us live
more symbiotically with the environment, and by saving money,

GIS and Risk Assessment

How is FEMA using Gcograpflic Information System (GIS) techunology for rvisk
assessment?

FEMA has a long history with Geographic Information System (GIS} technology,
beginning when FEMA was a member of the original Federal Interagency Coordinating
Committee on Digital Cartography (FICCDC). As a member, FEMA proposed and
sponsored the first metadata standard, which transformed digital cartography into GIS.
As a result, the FICCDC became the Federal Geographic Data Committee and received a
Hammer Award from the Vice President’s office for excellence in government,

FEMA has continued to comribute to the GIS community. As pant of the Map
Meoderization Program, FEMA instituted the Digital Flood Insurance Rate Map
{DFIRM), a GIS-hased mapping program for flood hazard areas. FEMA has also created



LIDAR and IFSAR mapping standards for mapping terrain in a GIS environment and
instituted antomated hydrography and hydrology in a GIS environment. And FEMA is
working with the OpenGIS group to develop web-based risk and hazard mapping from
multiple sources. ,

But the most exciting application of GIS by FEMA is the scientific estimation of risk for
earthquake, flood and wind hazards, called Hazards United States or HAZUS, under
development since December 1992, Incorporating data on infrasteucturc, building
inventory {including critical structures such as hospitals, police stations, schools, and
emergency operating centers), geology, damage estimation formulas, and critical
eperating center locations, HAZUS is a multi-hazard loss estimation model that estimates
exact damages at critical operating centers and probabilistic damages for infrastructure
and housing, and forecasts casualiics. The design of HAZUS will also aliow
conmmunities to put in their own data, using the Internet to acquire supplemental data
using the standard developed by the OpenGIS community,

The first model developed was the carthquake module. To complete this module, a
cooperative agreement was established with the National Institule for Building Standards
{NIBR), who competed and awarded contracts for the development, with oversight from a
committee of nationally recognized experts. This module has building inventory data
throughout the country, carries daytime, mghttime and commuting populations and can
estimate ¢asuaitics and deaths, the cost of rebuilding, and the loss of income, both dircet
and indireet. lts greatest advantage over previous modeling methods, however, s that it
can estimate the average annuad loss, which is he basis for designing mitigation stratggics
on a cost/benefil basis. By using the standard annualized loss for a given communmty, the
community can design a mitigation strategy that will reduce the annualized loss by more
than the necessary investinent.

HAZUS is being expanded into two additional modules, for estimating potential losses
from wind (hurricanes, thunderstorms, tornadoes, extra tropical cyclones and hail) and
flood (rivering and coastal) hazards. NI1BS hag already selected the contractors for each
module, wind and flood, again with oversight by committees of national experts. A
fourth commitice of software experts has also been established to assure that the models
are being developed in an object-oriented environment that can by used over the world-
wide web., ,

Currently, HAZUS includes the Q3 data on 100 and 500-year {flood plain boundaries and
can be used for grogs estimates of evacuation zones. Coding to enable depth and damage
estimate has begun and we expect to see the first version of the flood medule be issued in
2002, For the hurricane moedule, damage estimates have been quantified in formulas
based on the hurricane building codes in the various hurricane susceptible states.
Computer coding on this module will begin soon and 1ts initial issuance should also be
completed in 2002,

At that time, FEMA and the states will be able to compare annualized losses among the
three major hazards that affect the United Siates. States and focalities will be able to
compare the risks to their communities and begin to build rational, comprehensive
mitigation plans and the Mitigation Directorate will be able to start directing mutigation
dollars toward the communities with the greatest need on a scicentifically sound basis.



NFIP Mapping
How has mapping flood hazard areas changed since 1993%

Reorgamzation of FEMA’s Mapping Program

In 1993, Dircctor Wiitt made several orgunizational changes o FEMA, which included
moving the Flood Hazard Mupping Program from the Flood Insurance Administration
{FIA) into the Mitigation Directorate, Although this may seem to be of minor
consequence, this was a very tmportant cultural change. The move emphasizes the
importance of flood hazard mapping as the basis for sound floodplain management and
flood mitigation rather than as only 3 oo} to make flood zone determinations and to rate
flood insurance policies. Director Witt has continually stressed the importance of
advanced planning and the implementation of mitigation measures before o disastér
strikes as the basis of wise floodplain management. The organizational changes he
impiemented supports this change in mindset.

Map Modemization Pian

Since its inception in 1968, the NFI* had been engaged in a massive and unprecedented
task—a nattonwide assessment of flood hazards. The accomplishments were impressive.
QOver 140,000 map panels had been produced for nearly 19,000 communitics, However,
by 1997, when the Map Modernization Plan was being formulated, approxamately 70
percent of the maps were five years or older, and 45 percent of the maps were at {east 10
years old. Today, both percentages arc even higher. The ohvious effect of this aging is
that many of the maps are inaccurate, Flood hazards are dynamic—watershed
development over time typically increases runolf and concomitam flood hazards. Yet,
the effectiveness of all flood hazard mitigation activities depends on the availability of
up-to-daie, accurate, and detailed flopd hazard information,

The old maps are also limited in their utifity. The manual cartographic methods used to
prepare them limit their use for astomated flood insurance determinations, response and
recovery, risk assessment, and engineering activities, all of which are possible with
present GIS-based technologies. The manual methods alse limit FEMA's ability to
distribute the maps electronically and perform cost-effective revisions o the maps,

Even with the problems of the aging map inventory, the uses for the maps have
broadened considerably over the years. The maps are, of course, used for mortgage
transactions and building permitting, but they are also used by floodplain managers,
community planners, surveyors, engincers, and disaster and emergency response officials
for mitigation, risk assessment, and disaster preparedness, response, and recovery
activities. In spite of the increased uses for the maps, however, funding for updating and
maintaining the maps comes almost exclusively from flood insurance palicyheiders
Thus, the four million NFIP policyholders bear most of the burden of paying for flood
mapping, although all property owners and taxpayers benefi { through reduced disaster
expenditures.

in addition, the fevel of funding has been inadequate to maintain an up-to-date mapping
inventory. Approximately $1.2 billion ($2.8 billion in 1999 dollars) has been spent to




date on flood hazard mapping. In the four-year period from fiscal year (FY) 1976 to FY
1980, $339 million ($852 million in 1999 dollars) was appropriated; since then, however,
funding levels have declined dramatically. Current funding levels are inadequate to
resolve the present and projected mapping needs of the flood map inventory.

Since 1993, FEMA has been producing Digital Flood Insurance Rate Maps (DFIRMs)
when funding allows; it has not been possible, however, to convert the entire map
inventory to a digital format. Because of funding constraints, maps have been converted,
in general, only when new flood hazard data have been generated for a community. At
present, only approximately 18 percent of the map inventory has been or is in process of
being converted to a DFIRM. The Map Modemization Plan embraced the idea of|
producing DXFIRMSs, thus enhancing their utility and allowing them to be more easily
revised and distributed.

In 1995, Elaine McReynolds, whom Director Witt had appointed to administer the FIA,
had FEMA begin production of another digital product, the Q3 Flood Data product. This
product is a'digital representation of a subset of the features of FEMA's FIRM and is
intended for use with desktop mapping and GIS technology. The Q3 Flood Data product
is designed to support planning activities, insurance marketing, mortgage portfolio
review, and post-disaster response and recovery. To date, FEMA has produced Q3 Flood
Data for more than 1,200 counties totaling more than 65,000 panels. Both the production
of DFIRMs and Q3 Flood Data were precursors to the Map Modernization Plan, which
was formulated in 1997. .

In formulating the Map Modernization Plan, FEMA saw that emcrging technology could
help resolve many of the problems of the Flood Hazard Mapping Program. The
cornerstones of the plan are to use stale-of-the-art technology to cost-effectively:

» Develop accurate and complete flood hazard information for the entire nation;
¢ Provide that information in a readily available, casy-to-use format; and
* Alert and educate the public regarding the risks of flood hazards.

From the beginning, FEMA sought critical and analytical input for the Map
Modernization Plan from all users of the maps, but especially from members of the
Congressionally mandated Technical Mapping Advisory Council, who provided their
expertise and guidance to ensure that the plan meets the expeclations of the map users.
FEMA’s Map Modernization Plan also received widespread and enthusiastic support
from other agencies and organizations nationwide that use flood maps.

Since the Map Modernization Plan was designed in 1997, it has evolved as new products,
processcs, and technical specifications have been developed and implemented within
present funding levels. The plan invelves a seven-year upgrade to the 100,000-panel
flood map inventory and an enhancement of products, services, and processes including:

o Converting the FIRMs to a digital format;

» Conducting flood data updates and producing digital FIRMs for communities with
. inadequate floodplain mapping;

e Developing DFIRMs for flood-prone communities without FIRMs;

¢ Integrating communities, states, and regional agencies into the mapping process
through the Cooperating Technical Community (CTC) Initiative;



s Converting the FIRMs to metric, as required by Execullve Order 12770, and to the
North American Vertical Datum of 1988, and

¢ Improving customer service to make the FIRMs easier to obtain and use through
clectronic and digital printing and distribution.

Integration of the Map Modernization Plan into the Flood Hazard Mapping Program will
result in:

Reduced potential for loss of life and property;

Increased flood insurance policy base;

Reduced NFIP costs;

Reduced disaster costs;

Premiums that are commensurate with risk;

Meeting of legal mandates (conversion of maps to metric as per Executive Order
12770, Metric' Usage in Federal Government Programs); and

¢ Protection of the natural and beneficial values of floodplains.

Cooperating Technical Community (CTC) /Cooperating Technical State (CTS) Program
The CTC/CTS Program is a new approach to FEMA’s Flood Hazard Mapping Program
and takes advantage of local/regional/state mapping knowledge and capabilities,
including local/regional/state funding. Director Witt was instrumental in creating the
environment that fostered the creation of the CTC/CTS Program, which delegates federal
responsibilities to qualified state and local agencies. The program typically performs
such mapping activities as hydrologic and hydraulic modeling, development of digital
topographic data, provision of digital base maps, or refinecment of approximate Zone A
floodplain boundaries. By coordinating the CTC/CTS Program through FEMA’s
regional offices, FEMA has kept the focus on local involvement and responsibility.
FEMA supports the CTC/CTS by providing training and technical support. FEMA also
provides valuable information to the CTC/CTS through FEMA’s flood hazard mapping
web site. In return, the CTC/CTS Program allows more mapping to be produced with
FEMA’s limited mapping budget and fosters community ownership of flood hazard

mapping.

Enhanced Funding

As indicated above, FEMA’s flood hazard mapping budget is not adequate to fully fund
all the necessary mapping activities to ensure that the flood hazard data provided to
communities are accurate and up-to-date. Director Witt has been a strong advocate for
increased funding for flood hazard mapping. In 2000, he worked with the Clinton-Gore
Administralion to request additional funding for flood hazard mapping. Congress
appropriated $5 million to start the Map Modernization Fund. For the 2001 budget, the
Director worked with the administration on a proposal to provide additional funding
authority to spend a portion of the Disaster Relief Fund on flood hazard mapping and to
charge a license lee for commercial use of the flood hazard maps. As of July 2000,
Congress was considering these proposals. .




NSA ESSAYS
Mission Shift to an All-Hazards Disaster Response

Describe how your office’s migsion and functions have evolved since FEMA changed
its focus fe an all-hazards disaster response. Desceribe the evolution of your office’s
missien and functions from 1992.2000.

The missions and functions of the Office of National Security Affaies (NS) have
remained reoted in national security emergency preparedness,  While the threat has
changed and the majm focus of the agency has evolved towards ali-hazards disaster
response, the mission (o ensure continpuily of g g,{}vemmam ‘and other narional security
programs continues. The NS mission has its genesis m the National Preparedness
Directorate which was responsible for developing and coordinuting the development of
national policy, programs, plans, capabilitics, and facilities necessary for sttaining and
maintaining the federal government’s capability o déliver effective emerpency
management during all phases of any national security emergency.

A significant portion of the NS mission can be traced to the organization known as
Special Programs within the Office of Operations, National Preparcdness Directorate,
When the November 1993 reorganization occurred, Special Programs was moved to the
Response and Recovery (RR) Directorate.  Congurrently, most of the national security
policy and planning respounsibilitics were vested in a newly created position of the
National Sceurity Coordinator, who sifmultancously served as the Chief of ‘Epeczat
Programs.

The Nationa! Security Coordinator ensured that FEMA's rzatu}zzai security requirements
were fulftlled and the Director was represenied m national security policy matters. The
National Security Coordinator scrved as the primary point of contact between FEMA and
the Executive Office of the President on nativeal security matters and assisted in the
formulation of nattonal security policy in coordination with the National Security Council
and other organizations,

Concurrently, the National Security Coordinator, as Chief of Special Programs, was
responsible for developing, implementing, and testing an integrated set of programs to
ensure the continuity of essential fonctions during the full spectrum of emergencies.
Special Programs developed comprehensive test and evaluation programs for critical
emergency management systems, implemented those programs to determine system
effectiveness, and managed a remedial action program to correct defiviencies and
improve system operations,

In Junuary 1995, a subsequent reorganization merged the Special Programs mission with
that of the National Security Coordinator and created the Office of National Secerity
Coorgdimation.  The mission of the office was 10 serve as advisor to Director Witt on, and
provide the focal point for, the agency’s national security related activities; ensure
coordination of these activities with appropriate executive branch organizations; and
provide for the development, implementation, and testing of an integrated sct of programs
to cnsure the continuity of essential functions during the full scale of emergencies.

In May of 1998, the White House 1ssued Presidential Decision Directive 62, Protection
Against Unconventional Threots 1o the Homeland and Americans Overseas, and



Presidential Decision Directive 63 Critical Infrastructure Protection. A month later the
office was reorganized as the Office of National Security Affairs and in addition to
responsibilities for continuity of government and special programs, it assumed
responsibilities for terrorism and critical infrastructure protection. The office also
assumed responsibilities for Continuity of Operations (COOP) in anticipation of a new
Presidential Decision Directive (67) that designated FEMA as the executive agent for
COOP. Concurrently, the office assumed responsibility for FEMA headquarters COOP
planning. .
The last major change in NS missions and functions occurred in March 2000 when
responsibilities for terrorism were transferred to the terrorism task force within the Office
of the Director to facilitate program coordination and tunding across multiple directorates
and offices.
Today, the NS mission is to serve as the focal point for FEMA activities related to
continuity of government, including critical infrastructure protection, continuity of
operations, and contingency programs. The office ensures that policies, programs, and
activities In these areas are coordinated within FEMA and with other federal
organizational components and are uniform and consistent with national security policy
and with FEMA’s all-hazards initiatives.
1
Management Reorganization '

Describe how your office’s senior management was reorganized in 1993. Have
major changes in your office’s management structure occurred since then? If so,
what was changed and why was it changed?

In 1993, Special Programs, Office of Operations, National Preparedness Directorate
became the Special Programs Unit within the Response and Recovery Directorate. The
Chief of the Special Programs Unit simultaneously served as the FEMA’s National
Security Coordinator. In January 1995, the agency merged the mission of Special
Programs and the National Security Coordinator and created the Office of National
Security Coordination to meet the agency’s continuing need for senior level coordination

in national security emergency preparedness programs.

New Presidential initiatives on terrorism, critical infrastructure protection and continuity
of operations in 1998 led to a further reorganization. FEMA was designated as the
executive agent for continuity of operations of the federal executive branch of
government. The office was reorganized as the Office of National Security Affairs and
.expanded to two divistons. One division focused predominantly on-what had been the
mission and functions of the old Office of National Secunty Coordination and the new
division assumed responsibility for terrorism, critical infrastructure protection for
continuity of government services and operattons. In early 2000 the responsibilities for
terrorism were transferred to the terrorism task force in the Office of the Director.
Although there have been minor shifts in mission responsibilities between divisions, the
structure remains essentially the same today. '

Customer Service Improvements



T

How has your office implemented FEMA’s customer service policy? Please cite
specific examples of research and/or sarveys conduceted by your office related to
customer service, Alse, cite specific changes that were made in the way your office
doces business as a result of the research and surveys that were done. Finally, give
examples of specific improvements in the way your office has serviced its customers
sinee 1992,

The Office of National Security Affairs (NS) conducts internal and external surveys to
ensure compliance with FEMA’s customer service policy. Specific questionnaires are
used 1o oblain feedback from other offices and the directorates with whom NS conducts
bustness. Extemally, questionnaires are ulihized, where appropriate, for NS customers in
the White House and with federal departments and agencies. Additionally, data on
customer service was obtained during the conduct of the coatinuity of
operationsfcontinuity of government assessment in late 1999 and early 2000, Farther, NS
_has procedures in place for continuous dialogue with White House and National Security
Council personnel. It also uses regularly scheduled meetings of the interagency
community, such as the continuity of operations working group and the interagency
advisory group as sounding boards for customer service.

Cost Reduction

Give examples of your office’s efforts ¢o reduce costs from 1993 to 2000. Highlight
specific suceessful efforts and be specific about where costs were actually reduced.

The Office of National Security Affairs (N8} has conducted yearly revalidations of all
programs and conducted risk management analyses, which have resulied in the transfer of
some programs to other deparimentis and agencies. Additionally, NS conducts frequent
budget reviews with a focus on accuracy, efficiency, isnovation, and compliance.
Selected contingency programs have been scaled back consistent with current threat and
risk management. '

NS cost analysis has led to different sirategies on how best to accomplish its myriad
missions. For instance, manpower ntensive operational and mainienance costs in a
locator system were decreased through the replacement of antiguated DOS-based
hardware and software systerms with new laptops and Windows-based software.

Results-Oriented Incentives

How has your office adapted new ways of motivating emplevees and improving
pregram performance? Specifically, which methods of reward or accountability
practices have been implemented? Cite specifie criticism and praise that prompted
such changes in your office, if applicable,

The Office of National Security Affairs (N$) has improved program performance and
staff accountability through the use of action tracking software programs that provide
supervisors and staff with s common document that specifies projects and suspenses. In
conjunction with action tracking reports, NS emphasizes frequent, regularly scheduled



one-on-one program updates and performance discussions between all supervisors and
their staffs.

NS conducts regular office retreats (off-site), which foster group cohesion, scrve to
inform all members of the range and progress of all NS program activities, and involve
work group members in strategic decision-making. )

The office has also made more cffective usec of FEMA’s award system. Additionally,
staff training, including in-house cross training and training opportunities with
counterparts from other agencics, remains an on-going office priority.

Use of Technological Innovations

Describe how your office has employed the use of new technology since 1992. Also
describe ways in which old technology has been used in a new way, if applicable.
How have these technological innovations affected your office’s performance?

The Office of National Security Affairs (NS) has embraced technological innovations
when it has proved to be cost effective. The emergency alert system move to automated
switching technology provides increased security, reliability and less human intervention.
A locator system converted from a DOS-based system to a Windows-based system and
moved to new generation laptops. These improvements in technology have resulted in
less down time, increased accuracy and more user/system flexibility.

NS converted its budget tracking system from a DOS-based system to a Microsoft
application that is fully compatible with FEMA software standards. It has also made
extensive use of relational databases for tracking survey results, rosters, personnel
information, and project management. Automated systems and records management
have made records retrieval easier, faster and more ac curate.

The office 1s currently working to establish a back-up server capability at the FEMA
COQP alternate facility to enable headquarters directorates and offices to access
automated files normally used on a day-to-day basis. '

Partnerships

What groups, organizations, companics or contractors are you now working with
outside of FEMA. Summarize thesé partnerships and cite when and why each
partnership began and how the working relationships have evolved. Provide
insights about the partnerships in terms of how they have assisted your office in
carrying out its functions and/or how they have contributed to FEMA’s overall
mission.

The Office of National Security Affairs (NS) works with'the White House and National
Security Council and many of its sub-groups. NS interacts regularly with all the
departments and many agencies in coordinating continuity of government and operations
programs. The primary interagency forums for these activities are the interagency
advisory group and COOP working group. These two: groups have benefited the



Director, as the Executive Agent for continuity of government and continuily of
operations, in coordinating activities and products. Actiens arc staffed and concuered in
by these interagency coordinating badies on-behalf of the respective departments and
agencies. '

Oliganimlional Culture

How did FEMA's mission shift change the agency’s srganizational culture? {This
question refers to FEMA’s shift from a focus on National Preparedness {o a focus on
Emergency Management.}

FEMA’s shift to an all-hazards emergency management focus has benefited the Office of
National Security Affairs (N8) as the staff has identified new challenges, approaches and
solutions (o national securily emergency preparcdness programs in approaching them
from the broader perspective of an all-hazards threat spectrum. Additionally, while the
NS staft' is primarily concerned with national security, support to the agency in disasters
has given the employees a better understanding of the agency’s overall mission.

Training

> Deseribe any new fraining initiatives or changes in old training offered by your
office to employees since 1992,

The Office of National Security Affairs (N§) initisted a formal sponsor program and new
emplovee indoctrination program to facilitate the integration of new employees into the
office and make them as produciive as possible in the least amount of time.  The
program ¢nsures a thorough and conststent exposure to those items critical to job
performance and reduces the amount of learning time required and thus enhances office
productivity, The program also has a very positive affect on individual and office
morale. .

Director Witt’s Leadership '

Describe director Wit's direct involvement with your division or sub-office during
and after the major reorganizations took place, How has he been directly involved
during major disasters or cvents since then? How has he been directly invalved
during non.disaster periods? Please provide specific examples,

Director Witt has been an exceptional communicator and very supportive of the Office of
National Scourity Affairs. He communicates his vision, goals, and expectations to all
employess through management as well as all-hands meetings. The Director’s use of
information technology to reach the staff and our customers through a broad and
innevative band of media has inspired the staff to likewise seek new and interesting
means of communicating guidance throughout the national security emergency
management community,



Directorate and Office Leadership

{For Department Heady Only} How did your leadershipas director contribute to
changes in your office or directorate? What were your primary objectives and how
did you attempt te accomplish them? What were your suecesses?

The Office of National Security Affairs (NS) keeps the Director informed and assists him
in the development of policy consistent with the changing threat and the all hazards
concept. NS also ensures programs are implemented in accordance with established
policy.

A consistent objective of the office has been 10 ensure open and timely communications.
NS has accomplished this through a hierarchy of communications channels. The office
has weckly meetings where all staff members leam of current policies and guidance, and
in turn are able to reciprocate with staff Jevels” concerns or suggestions.  The Director
schedules bi-weckly meetings with the division chiefs and has regular meetings with
other senior staff within FEMA.  Additionally, the office holds regular office retreats
where stafi’ members have an opportunity to share their projecis with other staff]
participate in team building activitics, and discuss ways to improve office procedures and
communications,

Another major abjective that has been met successfilly has been to improve efficiencices
within the office. To accomplish this, the office established an action tracking system
using an approved commercial software package. NS improved the office filing system
enabling more efficient document retrievals and ensuring proper controls on classified
- materials. The office also acquired state-of-the-art automated data processing equipment
to mcrease equipment reliability and reduce loss of staff time due to hard drive or server
down time. Use of multiple local area networks has allowed NS staff 10 share
information and coordinate actions in g timely fashion, NS has made maximum ase of
commercially available, FEMA Information Technology Services approved, software
applications to improve offtce efficiency. In addition to action iracking, NS uses
software applications to assist in personnel processing, budge! tracking and project
management. :

Another important goal was to become more customer orfented.  Towards this end NS
established protocols for frequent and regular meetings with our customers and
encourages day~to-day dialogue at the action officer level. NS developed customer
support surveys and evaluates the responses for opportunities to improve support or
communications,

These on-going actions have had great results. Successes are visible in inprovements in
the continnity of government and operations, and contingency programs.  The office has
received positive feedback from the emergency management community. There has been
greater agency participation and support in national security emergency preparedness
programs, There has also been an improvement in the coordination of activities and
products. Agency and interagency projects are well coordinated and timely. - The
improved communications and coordination within the interagency community has
served FEMA well in its executive agent role and has been entical in improving
continuity of government and operations, and contingency program integration,

1



Future Direction

(For Department Heads Only) How do you see your office/directorate evolving in the
next ten years?

The mission and organization of the Office of National Security Affairs (NS) will remain
consistent with any changes to the all-hazards spectrum of threats. NS anticipates that in
the near term, the majority of initiatives will occur in the continuity of operations
program areas. The office will continue to ensure program coordination throughout the
government through increased national and regional participation; and intcgrate
continuity of government and operations, and contingency programs. NS anticipates
greater interface with the federal community and the rest of FEMA, including the
regions, as it continues to develop continuity of operations and continuity of government.
It will continue to explore the integration of technology such as biometrics,
communications, and automated data processing into program areas.

Disaster Operations '

Describe your office’s role on the EST. Summarize an experience your office had
working on the EST during one major disaster or emergency since 1992, What
exactly did you do and what kinds of challenges did you encounter? Be specific and
aim to leave the rcader with a good understanding of what function your office fills
on the EST, as well as the challenges you face,

The Office of National Security Affairs (NS) fills multiple posilions on emergency
management teams, within and external to the agency. Supporting disaster responsc and
maintaining office functions is a major challenge to NS and has increased the workload
for those within the office. NS personnel responded to many hurricanes, including

~ Bonnie and Georges in 1998, and Brett, Dennis, Floyd, and Lenny in 1999. Additionally,
NS staff members participated in other response efforts such as the Y2K emergency
support team. )

Special Essays

Discuss the changes in Continuity of Government (COG), Continuity of Operations
(COOP), and Critical Infrastructure 'rotection' (CIP) since 1993,

One of the most significant changes in Continuity of Government (COG), Continuity of
Operations (COOP), and Critical Infrastructure protection (CIP) since 1993 is the
recognition that all three programs arc interconnecied.

Continuity of Government

The requirement to ensure that the United States has sufficient capabilitics at all levels of
government to meet essential defense and civilian necds during a national security
emergency has been revalidated in the current issue of 4 National Security Strategy for a
New Ceniury and in recent Presidential decision directives. Changes to the Continuity of




Government (COG) program have resulted from taking advantage of changes in
technology, realigning programs to maximize efficiencies, and changing the scope of
some supporting programs in line with changes in the all hazards threat spectrum. The
current threat spectrum includes the entire family of weapons of mass destruction—
nuclear, biological, and chemical agents—delivered by a wider base of adversaries
including terrorists. Programs have been adjusted accordingly and maintained in
compliance with administration directives and guidance and in accordance with
applicable’laws. ' :
Changes in technology have led to modifications and increased ¢fficiencies in several
major programs. The emergency broadcast system evolved into the emergency alert
system with primary entry points by taking advantage of state of the art communications
technology. The new system provides for a more reliable, secure, and survivable system
with less dependence on human intervention. Systems used to track key government
officials have been modernized and provide increased features and reliability at reduced
COStS.

These changes, along with the increased inter-relationships with COOP and CIP
programs characterize the direction in which COG has been moving. It is the closer tics
with the other programs that are worthy of discussion. Collectively, the COG, COOP,
and CIP programs of the federal executive branch of govemment ensure the capability of
this branch of government to operate as a coordinated entity.

Continuity of Operations

In 1993, the Continuity of Operations (COOP) program within FEMA was relatively
inactive, being limited primarily to maintaining FEMA headquarters and regional
capabilities. In late 1994, the Response and Recovery Directorate published Federal
Response Planning Guidance 01-94, Continuity of Operations. However, there was little
other activity in the COOP program other than internal planning. The first major impetus
to expand COOP occurred in 1998 with a triad of Presidential Decision Directives—PDD
62, Protection Against Unconventional Threats to the Homeland and Americans
Overseas, PDD 63 Critical Infrastructure Protection, and PDD 67 Enduring
Constitutional Government and Continuity of Government Operations.

PDD 67 formally designated FEMA as the executive agent for COOP for the federal
executive branch of government. NS assumed proponency for COOP and commenced
major COOP initiatives at the interagency as well as FEMA headquarters and regional
levels.

At the interagency level, the COOP working group was established in early 1999 with
FEMA as the chair. This organization scrves as the primary interagency coordinating
body, facilitates the promulgation of COOP guidance, and serves as an information-
sharing forum. FEMA initiated efforts to establish COOP standards and issuc current
guidance to the federal community. FEMA published Federal Preparedness Circular 65
Federal Executive Branch Continuity of Operations (COOP) in July 1999. FEMA also
initiated a COOP/COG assessment of the federal executive branch, which was completed
in July 2000. FEMA developed interagency gutdance for a COOP multi-year strategy
and program management plan and is coordinating the development of a master COOP
test, training, and exercises plan and guidance on selecting and maintaining altemnate
facilities for COOP.




At the Headquarters level, NS published the FEMA headquarters COOP plan. The oflice
1s developing templates for the directorates and offices to use in developing their
essential functions and implementation plans. The office also developed and conducted a
series of workshops for all of the directorates and offices at FEMA Headquarters.

The last major initiative was to ensure a FEMA COOP capability at the regional level.
NS produced regional COOP implementation plan templates to assist the regions in
developing their own plans. It also developed regional test, training and exercises plan
templates to facilitate regional planning. Additionally, NS is reviewing the draft regional
COOP plans. Monthly conference calls among the COOP planners at the regions and
headquarters have helped ensure the timely dissemination of best practices and other
guidance.



Office of the Director ' ,

Spéeiai Essavs

Discuss the implementation and significance of the International program and what
role does FEMA play in that program. (i.e. Central America, Argentina ete.)

FEMA has a long history of interaction with foreign governments in the field of
emergency management. The principle underlying this invelvement 1s that FEMA,
acknowledged as one of the premiere emergency management agencies in the world,
possesses the skills and experience necessary to help other countries mare effectively
respond 1o and prevent disasters.

Much of FEMA's international activities bave been in the form of emergency
management parinerships signed with forcign governments. FEMA's Preparedness,
Training, and Exercises Directorate has managed these partrerships, In addition, several
high profile international initiatives have been handled out of the Director’s Office during
the last few years, All of these activities can be divided into three main categories: a
consulting agreement between FEMA and the Government of Argentina; a Central
America and the Caribbean technical assistance project; and intemational parinership
agreements, conferences and exchanges.

1) In February 1999, FEMA signed a contract with the Government of Argenting
{(GOA) to help develop a national emergency management system and (o
_establish pilot "Profect Impact: Building Disaster Resistant Communities”
projects. This project came about because of a reconstruction loan of several
hundred miilion dolars the Intee-American Developmont Bank (DB} provided
to the GOA following El Nino flooding. As a condition of that loan, the [DR
dirccted Argentina (o explore ways to protect the imternational investment being
made in the country. To satisfy this requirement, the GUA examined the
emergency management systems of several countries and decided to contract
with FEMA to obtain the technical assistance for the development of a federal
sysiem of emergency management.
To date, this system of cooperation among GGOA agencies has been ereated by
Presidential decree, plans for an emergency operations center, and an
information and alert system have been drafted, and a social communications
strategy has been developed. FEMA also participated in a training program for
journalists and helped with the government’s Y2K preparations. At the local
level, FEMA is working to establish a “culture of prevention” by creating three
pilot Project Impact communities, Flans also exist for FEMA 1o develop a
project to demonstrate the application of statg-of-the-art mapping technologies in
preparing flood hazard maps, and to orgamze and conduct tratning seminars on
these mapping technologies and risk assessment methodotogies for national,
provincial and municipal government officials,
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On Sept. 29, 1999, FEMA signed an interagency agreement with the U8,
Agency for international Development (USAID) that provided FEMA with $3
million over two years to participate in the U.S. government’s (LISG}
reconstruction projects in Hlonduras, El Salvador, Nicaragua, Guatemnala, Haiti, '
and the Dominican Republic. This agreement is the fulfillment of instruction
from the LS. Congress {contained in the 1999 emergency supplemental
appropriations law) that FEMA participate in the USG reconstruction program.
FEMA views 118 role in the reconstruction effort as scrving os a model to these
countries of an efficient domestic emergency management organization, Based
on our expenence in Argentina, FEMA’s focus is on developing and
strengthening national emergency management systems that emphasize the
importance of disaster provention. Therefore, at the national government level,
FEMA is providing these countries with technical assistance, and knowledge
based on experience, regardiog the successful emergency management
techniques used in the United States {such as the Federal Response Plan,
emergency operations centers, state and local partnorships and capacity buiiding,
legisiative authority for emcrgency mansagement systems, and public relations
sirategies). Af the Jocal level, FEMA is working to establish a “culiure of
prevention” by creating Project Impact: Buthding Disaster Resistant
Communities pilots in coch country. Project Impact initiatives will be
implemented using the “on-the-ground” assistance of non-governmental
crgamzations trained in Profect fmpact strategies, supplementing their activities

with visits from U5, Project Impuct experts.

As mentioned above, most of FEMA’s international contacts and partnerships in
emergency preparedness and disaster managenient have been handled by the
Preparedness Training and Exercises (PTE)} Directorate’s international Affairs
Unit. These partnerships are detailed in a separate essay produced by the
Intermational Affairs Unit. However, several activitics that have included the
personal involvement of Birector Witt warrant mention. Dirgctor Witt vistted
Japan following the Kebe carthquake, New Zealand to discuss Y2K, and has
been involved in conferences with emergency managers from the North Atlantic
Treaty Organization (NATO) countries, Most recently, the director has
participated in the following activitics:

¢«  FEMA was a co-sponsor of the U.S. Trade and Development Agency’s
"Building a Disaster Resistant Asia: Managing for the 21" Century”
conference in Hawail in April 2000. The director delivered the keynote
address.

=  FEMA signed a protocol of intentions on May 26, 2000, with the
Republic of Korea’s Manistry of Government Administration and Home
AfTairs on "cooperation in natural and man-made technological
emergency prevention and response.” As part of this agreement, the
director traveled (o Korea in July 2000, and beginning in the fall of 2000,
a representative of the Korean government will spend 18 months working
al FEMA,



As this essay iHlustrates, the level of FEMA’s international involvement, as wel as the
specific projects that emerge from FEMA s technical assistance, vary greatly from
country to couniry. However, the overail goals of each of these projects remain the same:

" To elevate the role, authority and capabilities of the emergency

management agencies in each country;

» To help create new or improved national emergency management plans
that coordinate the activities of the different agencies in each national
governmeni; !

+ ‘To design and csiablish efficient emergency operations centers capable of
pracessing the information received from the equipment being placed in
the countries; '

» Todevelop pilot Project Impact communities that are actively working o

protect themselves from disasters and serve as models 1o other

communities,

E
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FEMA iz using its funding from the sources mentioned above to make real contribution
towards nproving the capacity of these partner countries 1o protect themselves from the
impacts of the next disasters that are sure 1o strike.

Discuss the Algerithm Program, its creation and implementation and the overall
effectivencss of the program.

In the aftermath of the Jan. 17, 1994, Northridge earthquake, FEMA Director James Lee
Witt sought to improve the seismic performance of general acute care hospital facilities

in Southern Califormia. As the Stafford Act provides the FEMA Director with
discretionary authority to fund measures that will reduce future disaster damages to
eligible facilities, it was determined that a seismic hazard mitigation program for
hospitals within the Northridge DR-1008-CA recovery would be a wise and prudent use
of public funds. The primary goals of the initiative were twofold: 10 avoid the need to
evacuate non-ambulatory patients; and to improve posi-disaster operations so that
hospital facilitics would be available to disaster victims immediately following an
carthquake. Ta accomplish this, the Seismic Hazard Mitigation Program for Hospitals
(SHMPH) was established by FEMA in February 1996,

While limited to hospitals, SHMPH has becn a key component of FEMA’s ongoing all-
hazard mitigation effort for public and private non-profit facilittes. Since 1996, more
than %2 billion in funding has been provided to the 22 hospital campuses participating in
SHMPH, specifically for measures that should greatly improve the future seismic
performance of the mitigated fuciliies.  Participation in the program was voluntary,
though eligibility was restricted to hospital buildings that were structurally damaged by
the Northridge carthquake, constructed prior to 1973, offering acute care services, and
owned by eligible applicants. *

Linkke the traditional mitigation assistance generally made available by Section 406 of
the Stafford Act {(addressing damage to a particular elesweni of a facility), SHMPH
considered the qualifying hospital building as a whole. This approach provided for a



much broader funding basis ~ Le., upgrading the entire building or constructing a new
one, consistent with established performance objectives — and reflected Director Witt's
recogmtion of the role and impontance of medical facilities in post-disaster carthquake
FECOVELY. )

Under SHMPH, fixed grants were made available based on 2 definad cost-estimating
methodology called the algorithm. The algorithm was a significant element of SHMPH,
as it helped both FEMA and applicants avoid the detailed, tme-consuming analysis of
individual project designs thut is part of the standard Damage Survey Report {BSR}
process. Generally, an algorithm is defined as a step-by-step problem-solving procedure
that involves a {inite number of steps. The use of an algorithm as the funding mechanism
within SHMPH was vital to the program’s ullimate success

The SHMPH algorithm was based on a FEMA-sponsored study of the actual costs of
seismic rehabilitation projects, published in FEMA Publication 1567157 (Typical Costs
Jor Seismic Rehabiliiation of Existing Buildings, December 1994 [136] and Junc 1993
[157]}. SHMPH used the algorithm to provide funds based on the average cost of a
generic seismic retrofit of the same type and magnitude as the hospital upgrade projects
funded by the program, The factors and multiplicrs in the algorithm were constant for all
applicants and all buildings within each of the two ¢stablished performance objective-
based funding levels: immediate occupancy and damage control.

A higher level of funding support was provided for immediate occupancy-level hospitals
- defined as those facilities with a post-disaster emergency function — than for domage
controf-level hospitals — defined as those fauliies with major medical Tunctions but a
lesser post-disasier emergency role. The specific funding was determined by multiplying
the square foot area of the hospital building and g fixed dollar-per-square-foot amount,
which included an alowance for relocation costs during construction, For projects
ehigible for immediate occupancy-leve!l funding, there was a “confidence factor”
multiplier designed to address circumstances that could result in higher-than-average
costs. Applicants were also permitted to supplement the federal funds beyond their cost-
share amount, -

Until another carthquake strikes Southern California, i will not be possible to fully
measure the value and impact of SHMPH. There can be little doubt, however, that the
program has represented a vital step in the building of more disaster-resistant
communities throughout the region. By working in parinership, FEMA, the state of
Calitornia and the hospitals participating in SHMPH have helped to ensure that the

region will be better prepared to handle the devastating effects of future disasters,
Already, SHMPH has served as a framework for FEMA in its continuing effort 1o modify
andd improve the services it provides. In April 2000, Dircctor Witt authorized the
formation of a project team to recommend changes to certain Poblic Assistance (PA)
policies and procedures used in the aftermath of the Loma Prieta and Northridge
carthquakes. Based on its review, the project team recommended that FEMA employ a
mechanism stmilar to the SHMPH algorithm 1o help the agency make more consistent
and cxpeditious funding determinations. This algorithm, to be kaown as the Accelerated
Funding Method, will speed the final funding of projects by generating carly, capped cost
estimates that approximate what applicants would have received through the standard
2SR process.
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Whereas the algorithm within SHMPH was based on a single building type {since most
eligible hospital buildings were of a similar structural system), the aceelerated funding
method will potentially be applied to all types and uses of buildings. This will necessitate
use of & third performance-based objective: life safety, which is a standard less stringent
than either immediate occupancy or damage control and more appropriate for repair of
non-cssential facilities,

As of August 2000, standard operating procedures and associated policies were being
deva%&pad tor use in the new, algorithm-based funding approach, which is part of a larger
serics of changes within the PA prograum designed to promote a quicker recovery for
public sector applicants — and the communities they serve. Not incidentally, this new
approach will also save significant taxpayer funds by necessitating a shorter on-site
presence by FEMA staff after a disaster. In the years to come, too, FEMA will continue
to search for progressive ways in which non-traditional tools like the algorithm can be
used to make the provision of disaster relief more efficient and effective.

Discuss new internal outreach strategics sinee 1993, (Director's Open House hours,
Director’s Weekly and Rumor Mill)

Keeping all FEMA employces infornied about FEMA policies, programs and activities
has always been a top priority for FEMA Director James Lee Witt. He has personally
been very accessible (o employees and has sponsored the development of numerous
communications mechanisms for bringing news and information to FEMA employees.
Director Witt's communications strategy has its foundations in his commitment to
customer service. In present-day management stratcgics that implement the concept of
customer service, a critical component is the treatment of employees — who are internal
and external “customers.” It is vital that an organization ensure that all of its customers
are dealt with openly and honestly, Keep them informed, make their communication
with you casy 1o accomplish, listen to their concerns, and respond to their valued and
valid input.

Diirector Witt exemplified his commitment to this goal by standing in the lobby of FEMA
headquarters on s first day and greeting each employee as they arrived for work. Since
that day, Director Witt has continued 1o be personally involved in keeping FEMA
employees mformed and a number of communications mechanising have been developed
and implemented to further facilitate the flow of information among agency employees
and organizations.

‘Fhese outreach mechanisms are listed below:

Director’s Open Door Policy

Any FEMA employee can contact the director’s office and scheduk 4 one-on-one
meeting with the director, These meetings, which traditionally occur on Tuesday
mornings, allow FEMA employecs to meet with the director to discuss issues of their
concern. To date, over 50 FEMA employees have participated in open door sessions with
the director.




Direcior’s Report . ,

During the ngency reorganization in fall of 1993, the reorganization team published four
Director’s Reporis that were distributed to all FEMA employees. The Director’s Reports
provided an update on the reorganization effort and alerted employces about ways they
could provide inpul to the reorganization effort.

Brown Bag Lunches
Employees and supervisors have participated in brown bag lunches with the director to
exchange weas and to meet with FEMA staff from other agency organizations.

SES Breakiasts

During the reorganization in 1993, several briefings and reviews were held for the
agency's sentor exgeutives o solicht their input Into the reorganization effort. Following
the reorganization, the director has continued to consult regularly with these senior
managers through occasional breakfasts,

Al FEMA Emplovee Memorandums

The direcior has authored hundreds of All FEMA employece memorandums in order 10
communicaie critical agency news and messages directly to FEMA emplovees. These
memos are distributed in hard copy and on the agency computer bulletin bosrd to o
FEMA cmployees.

All-Hands Mectings

Several all-hands meetings bave been conducted in the past seven years. The first was
held in November 1993 0 announice the new organizational structure and staff
reassignments, Subsequent all-hands meetings have been conducted annually to update
employecs on ageney priorities and to present internal and external agency awards.

£

Director’s Weekly Unpdate

Starting in July 1994, the director’s office has regularly published a two-page update for
all FEMA employees. Each update includes a message from the director, information on
FEMA policies and programs, and reports on FEMA employee and program activities,
The update is published and distributed in hard copy and on the agency computer bulletin
board.

The Rumor Mill

The Rumor Mill was first published as part of the second phase of the National
Performance Review as a means to answer questions and address rumors about this ¢ffort
in FEMA. [t has continucd, first as part of the Director’s Weekly Update and,
subsequently as a stand-alone document as a means to address employee questions and
rumors, {4 is published in hard copy and on the agency compuier bulletin board,

NPR2 Bulleting :

¥



Phase 2 of the National Performance Review (NPR2) was conducted in February 1995,
During this period the NPR2 team published a weekly bulletin that updated employees on
the progress of the project and o address rumors and questions through The Rumor Ml

Employvee Update
FEMA produces a daily update for the White House on ongoeing disaster activities. This
update 15 now also provided to all FEMA employees via the agency’s email sysiem.

Situation Reports )

FEMA produces daily “Sitvation Reports™ that provide detailed information about
ongoing disaster activities. This information has traditionally been provided 1o the White
House and other FEMA partners. It is now made available via agency email to all FEMA
cmployees.

IMPACT Newslelter

‘This monthly newsleiter, started in April 1998, is published by the Office of Public
Affairs and distributed to all FEMA employees. It contains eight pages that include a
message (rom the director, profiles of FEMA emplovees, personne] news and features on
FEMA activities,

Ouarterly Significant Accomplishments

Starting in FY 95, cach FEMA organization has, at the end of cach quarter, submitted a
list of mgnificant accomplishments achieved in the previous three months. A summary of
these accomplishments is distributed to all FEMA employees as an attuchment to a
“Director’s Weekly Update.” This summary provided employees with a good idea of
what was going on tn each of the agency’s organizations.

Walk Arounds Co

When the dircctor first arrived at FEMA, be regulady would “walk around” the
headquarters building introducing himself to emplovees and seeking their ideas and
thoughis. Sometimes he just visited with employees. n the course of his tenure at
FEMA, the director has often visited each of FEMA's 10 regional offices and FEMA’s
training/conference facilities at Emmitsburg, Md., and Mt. Weather, Va,, to visit with
employees,

Staff Mectings

Director Wil has repeatedly instnacted FEMAs sentor managers to hold regular staff
meetings to keep their ernployees informed. He models this advice through his weekly
gemior staff meetings, weekly meetings with his office staff and his bi-weekly micetings
with FEMA’s associate directors and administrators.

Furlough Helpline ‘

During the government shutdown, FEMA established an employec furlough helpline that
employees could call to get an update on shutdown events and instructions on when and
how (o return to work.




FEMA Terrorism-Related Activities

Deseribe the work that FEMA docs in coordination with the White House and the
National Sccurity Couneil on natienal secority policy programs and plans refated to
tervorism,

Evolution of Our Involvement

Since 1995 FEMA's roles and responsibilities in terrorisn-related preparedness and
response have been steadily increasing. In 1995, the occurrence of the Gklahoma City
bombing provided a major impetus for the increased involvement of FEMA and other
departmenis and agencies in terrorism-related preparedness and response activities. The
signing of Presidential Decision Directive (PDD) 3% on June 21, 1995, assigned FEMA
the respensibility for conscquence management of terrorism incidents involving weapons
of mass destruction, and was reinforced by PDRID-6Z, signed on May 22, 1998,
Consequence management includes respense activities to protect public health and safety,
restore essentiad government services, and previde emergency relief to governments,
businesses and individuals affected by a tervorist incident. It also invalves preparedness
measures specifically tailored to terrorism requirements, includes planning, training and
gxercise achivities o help develop a viable response capability

In response to these directives, FEMA has been implementing an increasing number of
terrorism-related programs and activitics that involve several organizations in the agency.
‘The Response and Recovery Directorate 18 responsible for tefrorisim-related consequence
munagement planning and operations; and the Preparedness, Traiming and Exercises
Directorate and the U8, Fire Administration are responsible for providing grants and
preparedness assistance 1o support planning, training and exercise activities involving
emergency management responders and fire service responders, respectively,  The
regional offices also have been involved, particularly in support of the Department of
Defense Domestic Preparedness Program aimed at providing training to 120 of the
nation’s largest cities. Regional offices also manage a terrorism consequence grant
program providing funds to the states to support teerorism-related planning, training and
exercise activitics,

The responsibility for the overall program coordination has eveolved from its placement in
the Response and Recovery Directorate in 1995, to the Temorism Coordination Unit
established by the FEMA Director in 1997 to review agency nitiatives and develop a
muiti-year strategy for FEMA’s role in terrorism conscgquence management. Beginning
in Januvary 2000, it was placed in the Office of the Director under the Senior Advisor to
the Director for terrorism preparedness, John W. Magaw. The senior advisor is
responsible {0 keep the director informed of errorisme-related activities; develop and
implement strategies {or involvement of FEMA directorates and offices in terrorism-
refated programs and activities related to planning, response, training and exercises; and
coordinate the overall relationships and interactions between FEMA and other federal
departments and agencies involved in tervorism-related activities.

Early on, the senior advisor established an internal task foree on terrorism to coordinate -
activities with key representatives from headquarters directorates and offices, and
regional offices 1o review the current status of terrorism preparedness programs and
activities. As a result, a FEMA terrorism preparedness strategic plan describing the




-

mission, vision, and goals for FEMA’s terrorism preparedness activities that support the
averall FEMA strategic plan was developed and published in June 2000, Also, a
companion FEMA terrocism preparedness implementation plan deseribing specific roles
and regponsibilities of directorates and offices in headquarters, and the regions regarding
the implementation of FEMA-wide terrorism preparedness programs and activities was
mublished in August 2000,

FEMA has been tasked to provide input to several reports dealing with terrorism
preparedness and response. Among them was a report to the President on An Assessment
of Federal Consequence Munagement Capabilities for Response to Nuclear, Biological
or Chemical (NBCj Terrorisnt developed by FEMA in conjunction with the Federal
Response Plan comounity. A Report 1o Congress on Response to Threats of Terrorist
Use of Weapons of Muss Destruction was developed by FEMA in coordination with the
FBI and transmitied by the President to the Congress. :

FEMA also is involved in a number of organizations and working groups dealing with
terrovism-related issues. This includes the National Domestic Preparedness Office
{NDPO) and its working groups, and the Weapons of Mass Destruction Preparedness
{WMDP) and its working groups.

Scope of FEMA Terrorism-Related Activities

Planning
FEMA is using the Federal Response Plan (FRP) as the vehicle to enordinate federal

consequence management preparedness and response activities, To meet terrorism-
spectfic needs, In 1997 the Response and Recovery Directorate developed a special annex
to the FRP 16 address the unigque reguirements of responding to a terronist incident,

In coordination with the FBI and other key agencies, FEMA is working with the FBlon a
concept of operations plan (CONPLAN} that will guide the overall federal response w
domestic terrorism.  Also in the area of plarnning, FEMA grant assistance is being used to
enhance planning resources and capabilitics ¢t the state and local levels of government,
FEMA planning activitics continue to build on the FRP and the Terrorism Incident
Annex. FEMA also supports the development of federal plans for special events of high
public vistbility.

Training

FEMA has developed and deliversd a number of terrorisme-related courses for state and
local emergency management personnel and first responders through the National
Emergency Traimng Center, which wicludes the National Fire Acadeny and the.
Emergency Management [nstitute, and state fire and emergency management training
systerns to deliver training 1o state and local responders,

The National Fire Academy (NFA) developed and fielded several courses in the
Emergency Response t¢ Terrorism (ERTY curriculum. The first offering, a self-study
course, provides general awareness information for responding to terronst incidents and
has been distributed to some 35,000 fire/rescue departments; 16,000 law enforcement
agencies; and gver 3,000 local and state emergency managers in the United States and is
avatlable on the FEMA internet site.



Other courses 1n the curriculum deal with basic concepts; incident management; and
tactical considerations for Emergency Medical Services (EMS}, company officers, and
HAZMAT response. In 2000, the above courses are being updated and new courses on
strategic command and advanced tactical management are being developed. ERT
instructors rapresenting every.state and major metropolitan area in the nation have been
trained to deliver this curriculum across the country. The NFA is utilizing the Training
Resources and Data Exchange (TRADE) program to reach all 50 states and all major
metropolitan fire and rescue depariments with training materials and course offerings,
FEMA is alse using the Emergency Management Institute (EMI} to develop and deliver
courses such as the integrated cmergency management course on terrorism that uses a
terrorist attack scenario. This four-and-a-half day team-building program includes
classroom instruction and 2 tabletop exercise specifically tailored for emergency response
leaders from a particular community or jurisdiction. EMI also offers the senior officials
course for local officials as part of the Nunn-Lugar-Domenici city training eftort,
FEMA continues 1o emphasize the "train-the-trainer” approach, to leverage existing
capabilitics with performance objectives to accomplish training goals.

Exercises .

FEMA is working closely with the FBI, other federal agencies and the states 1o ensure the
development of a comprehensive excrcise program that meets the needs of the first
responder communities and other response elements. In May 2000, FEMA served as co-
chair of the TOPOFF exercise,



OPERATIHONS SUPPORT
Mission Shiff to an All-Hazards Disaster Response

Doscribe how your office’s mission and funciions have evolved since FEMA changed
its focus to an all-hazards disaster response. Deseribe the evolution of your
division’s mission and functions frem 1992-2004,

Evolution of Operations Support Directorate -

In carly October 1994, FEMA’s *“new” Operations Support (O8) Directorate was
established. The newly assigned associate director was given the task of making the
dircetorate more “operationally responsive” in nature, rather than “administrative”™. More
specific goals were also assigned, including improved operational readiness and response
capabilitics and improved accountability and cost reduction, particularly in disaster
response. These poals have been consistently followed in OR since its incephion and have
produced the OOF capabiiities listed in this report, as of Jan. 1, 2000.

The folowing material demonstrates the challenges that presented themsejves as the O3
directorate grew in size and scope,

The Security Divizion has a significant role in ensuring the protection of national security
information entrusted to the agency. Prior to 1993, the division’s assets and
responsibilities had been focused primarily on national security interests. From 1993 to
1994, the division began initiating programmatic changes o also ensure the protection of
personnel and asses at all regional and field locations, with special emphasis on security
support 1o the agency's disaster operations, The OS division currently manages a disaster
assistance employec (DAE) cadre of security experts to provide immediate on-site
security expertise to the federal coordinating officer and staff in disaster field offices.
The division is responsible for the sccurity of Emergency Suppott Team operations at
FEMA headquarters, provides a FEMA Deputy U.S. Marshal {or security support on the
three emergency response teams, and provides security support and expertise o the
General Services Administration in Hs role as disaster resource provider.

in 1995, the Security Division took on counter-terrorism activities in addition fo its
normal physical and personnel security functions. The division has become proactive in
providing early assistance in the handling of potentially hostile situations, such as adverse
personnel terminations, matters pertatming to violence in the workplace, threats, ete. The
division has initiated emergeney medical procedures to ensure that prompt and immediate
medical assistance is provided, as needed. The division has assumed responsibility {o¢
making initial snitability determinations on applicants and employees. The division has
also mitisted programmatic and policy changes in the assignment and determination of
agency position sensitivity designations to ensure that all personnel undergo appropriate
background investigations, ‘

Logistics continucd te redefing its role within the agency and in response to disasters,
Multiple warechouses managed by vatious FEMA orgamzations were consohdated into
three major territorial logistics conters and two warchouscs in both the Pacific and
Caribbean offices. The Disaster Information Systems Clearinghouse operation continued
1o expand its role in recycling computer systems, printers, cellular phones, and facsimile
machines used in disasters, thercby saving millions of doliars annually.




The Ocoupattonal Safety and Health Program Office mission is to develop, implenent,
and monitor an agency-wide Occupational Safety and Health {OSH) Program. The OSH
office began on annual seed money of $51,000, which has grown to over $2 million
annually over the past five years and 18 now implementing an accident tracking system.
FEMA has seen considerable waning of complaints and non-compliance notices from the
Occupational Safety and Health Administration (OSHA}Y

While changes in FEMA’s mission have not substantially changed the safety and health
program, some background 15 aecessary to show the regulatory changes that set the stage
for FEMA’s cureent OSH program. In 1970, Section 19 of the Occupational Safety and
Health Act required federal agencics 1o establish employee programs. In 1980, Excoutive
Order 12196 restated that the Act applied to federal employees and led to the development
of a federal regulation {29 CFR 1960} which intreduced the Designated Agency Safety
and Health Official (DASHO) and detined the administration and responsibilities for in-
house occupational safety and health programs. In 1995 Director Witt affirmed his
commitment to safety in a policy statement which was the starting point for the creation
of the FEMA OSH program office. Bruce J. Campbell was appointed the DASHO and 5
safety director was hired.

An initial risk assessment had revealed that the majority of employvee sccidents and
ilinesses were 'oecurring at disaster sites, so during its first twe years the OSH program
office focused on creating criteria for hiring and trmining disaster safety officers. The
eraphasis was guickly placed on obtaining funding and personnel to focus on reducing or
eliminating the hazards that were leading to those losses. A group of highly frained
professionals in safety, industrial hygicne and related disciplines were recruited and a
disaster Safety cadre was estabiished.

In 1996, “FEMA OSH Program Authorities and Responsibilitics (Instruction 6300.5)”
was published and within a vear the “OSH Manual 69006.3” was published and
implemented. In addivion, a disaster safety audit program was instituted, the first safety
publications were created and five info-grams were distributed. Safety commitiees were
being formed at the fixed sites, standardized safety programs were being developed for
use by the fixed faeilities, and safety training emerged as a priority and was conducted at
the first Terrtorial Logistics Center,

Prior to 1895, management of agency-wide rent expenditures was fragmented throughout
various FEMA organizations, each managing its own field offices and warchouses. Upon
congressional inguiry, FEMA at that time could not answer the question, “How much
does FEMA pay annually for rent?” For the past five years, FEMA's government-leased
and privately-leased facilities, FEMA-~-owned facilities and facilities occupied through
mteragensy agreement have been painstakingly assembled into a single spreadsheet by
the dirggtorate’s executive assoctate dirgctor, The spreadsheet contains detailed
information on square footage, rates per square footf, common-use space, joint-use space,
parking information, current year costs, and out-year projections for over 70 FEMA
facilitics. These facilitics, of course, are funded through multiple appropriation sources
and programs. It took five vears, but FEMA can now answer the rent question, (See
chart entitled “Agency Total Rent” for a summary view of this activity over the past five
years.} The O8S Program Services Division currently manages rental expenditures.
Another major effort within the 08 program services division was the consolidation of
the furniture storage warehouse {Landover, Md.}, the records storage facility at the



Washington Navy Yard, and the publications storage and distribution warehouse

{Lanham, Md.) into one facility,  This consolidation saves hundreds of thousands of

dollars annually, and increases the efficiency of the operation and the use of personael.

The directorate hag also taken on some major programs transferred from other FEMA

organizations, such as:

» the closing of Palo Pinto storage facility in Palo Pmto, Texas

s the agency underground and above-ground storage tank removal program (currently
under-funded st $473,000 annually and requiring millions of dollars 10 complete),
and

o the disposal of radioactive sources program affiliated with the former National
Instrumentation Center Project, with funding authorized {or fiscal 2001,

Management Reorganization

Describe how your office’s senior management was reerganized in 1993, Have
major chaoges in your office’s management structure occurred since then? 1If so,
what was changed and why was if changed?

Operations Support (O8) Management Structure

The Support Services lizison staff office was established in October 1994, At the onset it
was percetved that there was a compelling need o have a central coeréirzai*ng poiat of
contact within the OS directorate for admimstrative, fi nzm::lal personnel, and special
projects.

fry 1995, Director Witt committed the agcncy to provide a safe and healthful environment
for all FEMA employees, contractors and visiting public, and to protect property from
toss or damage. Shortly after the policy was released, a full-time safety director was
hired, FEMA's Occupational Safety and Health Program office was created, and six
additional employees were on board by {998,

Before James Lee Witt’s directorship, the Office of Security had a director and four
security divisions. The reorganization changed the office name to the Security Division
and the four former divisions were congsolidated into two branches, The consolidation
resulted in the loss of two division chiels; one chief was reassigned outside of the
Sceurity Division and the other was reassigned 1o a staff pasition in one of the branches,
There has been no myjor change in the management structure since that Ume.

The Program Services Division was called the Office of Administrative Services prior o
- the 08 reorganization in 1994, That former configuration lacked the latest state-of-the-ant
information fechnology {automation) in many key areas, ¢.g., printing, printing
procurement, correspondence tracking, postage accounting, elecironic forms, and rent
and personal property. The entire printing, graphic arts and publications storage amd
distribution sections were still operating with archaic equipment. Many of the functions -
such as rent and personal property management « were Iargeiv focused at FEMA
headquarters and not administered agency wide.

The division made great improvements in key functional areas since the current OS
directorate was formed in 1994, Based on the tenets and principles of the National
Performance Review, a number of steps were taken to streamline and improve the
delivery of support services not only 1o FEMA headquarters but throughout the agency,

§




including regional offices and disaster field offices. Efforts to improve mission support
services continue, via the procurement of state-of-the-art hardware and sofiware and
enhanced focus on customer service.

Rent Management

OS established, and is continuing, the development of a central control point for review
and consolidation of all rent accounts, regardless of appropriation, intcrnal source of
funding, General Services Administration (GSA), or non-GSA, disaster support. The
cstablishment of one central review point has improved controls over real property
management. This approach has estabiished a clearinghouse for management, review,
accounting, and cost controls for the agency’s real property.

Consolidated Warehouses

The three scparate publications, furniture, and records warehouses were consolidated into
a single 75,000-square-foot warehouse. A new five-year contract was awarded not only
for storage and distribution of the agency’s publications and forms, but also to store
furniture and records. This ultra-modern facility is fully compliant with OSHA
guidelines. By consolidating the warchouses, FEMA avoided over $400,000 in
expenditures it would have taken to bring the three separate warehouses into OSHA
compliance. :

Mail Management System

OS8 has completed the first year of implementation of the Mail Management System
(MMS) throughout headquarters, regional offices, and disaster field offices. The MMS
implementatton was established for management control of mail operations costs,
planning for the budget process, and ensuring that postal expenditures are properly
recorded and accounted. The MMS implementation also provides the agency a
systematic, consistent, and uniform postage accounting capability throughout the agency.
Historically, mail handling operations have cost FEMA more than the $2.2 million annual
cost center. The MMS is now being utilized at more than 54 FEMA fixed sites and
designated field offices throughout the country. The postage expenditures are currently
being transmitted daily directly to a server located in the headquarters mailroom. This
capability provides management with the means to prepare reports as necded to track
postage expenditures, transaction volumes, and classes of mail being used. The central
management of postage accounting, with a national contract administered by OS for mail
systems, has resulted in cost avoidance funding for over 54 blanket purchase agreements
and the capability to get the best rate for postage via MMS.

Correspondence Tracking

The Correspondence and Issues Management System (CIMS) has been operational since
September 1997 as an initiative to centralize/standardize handling of controlled
correspondence. CIMS is an automated correspondence tracking and control system that
scans packages and electrontcally routes incoming correspondence to designated liaisons
in all headquarter organizational components. There are 38 users, including the project
officer and staff in the OS records management correspondence unit. All were initially
trained in June 1997 and retained on the upgraded version of the software in August




1998, The software was upgraded pnior to the August training and, since the
implementation of CIMS, the number of concurrent user licenses increased from 10 to
5,

Publications Warchouse

The new FEMA publications warchouse further enhanced operational capabilities with
the purchase and installation of the Warchouse Management System. Thoroughbred
software has improved response time from four o six weeks 10 24 10 48 hours. The new
capability enables staff at disaster field offices to order and smonitor publications stock
tevels using the FEMA computer network or diagl-up modems, The ordering system is
available 24 hours a day to support operations anywhere in the country, regardless of
time zone differences. ‘

i

Records Management
[n support of the National Performance Review (Phase [} obiective 1o streamline records,
management efforts focused on support (o 3 number of FEMA-wide facilities. Records
Management {raining, site visits and other assistance to headguarters, regions, fixed
facilities and disaster field offices - including records clean-out and disposition - resulted
in an increase in the volume of records retired to the Pederal Records Conters, As of the
end of fiscal 1999, FEMA had 22,296 cubic feet of records stored at Nationad Archives
holding arcas throughout the United States. In addition, more than 1,950 cubic {eet of
FEMA-managed records were transferred to the National Archives and over 5,000 cubic
feet of records were destroyed.

In-house Print Shop Enhanced Capabilitics

The installation of two high-end duplicators has been completed in the printing shop.
These duplicators have been connected to the FEMA local network and this capability
enables employees to transmi their documents directly to the duplicator for reproduction.
One duplicator produces 160 black-and-white copies per minute and the other prints 40
full-color copics per minute, providing the agency with superior digital capability. The
accessibility of both copiers via the ageney local-area computer network also adds to the
exceptional capability that is being developed.

Full-Color Printing

Although fuil-color printing always looks better, it is expensive. Costs can be reduced
significantly by alternatives such as using different type fonts, or selecting three colors
instead of four (or two instead of three). The way to control printing costs 15 1o establish
an agency-wide policy based on existing congressional printing regulations.

Printing Work Planning

The printing, publications, and graphics staff is not usually part of the platning process
on projects that have an end goal of producing printing products (Project Impact, ¥2K,
etc.). A member of the OS printing staff should be included in the planning process to
ensure that all governing printing regulations are followed, but also to ensure that the
least expensive processes are used. It is important to include printing staff in the initial
planmng stages on large new agency imitiatives so that the printing office can prepare in




wdvanece for thuse projects as they usually require additional monetary and staff resources
that should be addressed at the start of the project. .

in-House Printing

The printing presses of vesterday have been replaced with new high-speed digital
duplicators. Presently, O8S has two high-speed black-and-white duplhicators (one is
capable of producing 160 copies per minute directly from the FEMA network) and one
analog duplicator capable of producing 120 copies per minute from camera-ready copy.
There are also two full-color duplicators, both capable of producing 40 full-color copics
per sninute directly from the FEMA network. The three offset press operators have been
trained in the use of the new digital echnologies.

Printing Procurement Stall .

The printing procurement staft and the FEMA publications warehouse staff were tasked
with handling a huge new FEMA initiative called Projects Impact in 1997, Director
WHt's two appearances on the Larry King Show resulted in telephone

regquests being received for over 20,000 copies of the Project Impact Kit. The warehouse
received an mitial shipment of approximately 3,500 copies. An additional 20,000 copics
were procured on an emergency three-day printing job. A request for 50,000 additional
copies is presently at the Government Printing Office for printing.

Headquarters Space Allocation

Ta better prepare the FEMA headquarters workforee for a potential building relocation,
Jesolve current space allocation isequities and improve headquarters space ulilization and
employee productivity, OS has created a space management plan to reallocate
headquarters space against approved staffing ceilings.

Headguarters Building Relocation

The FEMA headyuarters building relocation plan continues to be developed and the
schedule accelerated as much as possible to acquire a suitable, safe and sccure FEMA
headquarters building for employees to discharge their mission responsibilities. The
critical need to obtain and relocate FEMA headguarters requires the attention of at least
two full-time employees.

Facilities Management Functional Assignment

The safety, security and consistency of FEMA operating facilities is impacted by not
having anyone assigned the overall functional responstbility for agency-wide facility
management. This current omission in assignments affects the averall mission
accomplishraent capabilitics of FEMA employees and shouid be carrected as soon as
feasible.

Headguariers Space Management Plan '

The agency’s space management plan implementation phase has been in progress for the
past year and a half. The space management plan, designed to ensure fair and equitable
distribution, was based on General Services Administration guidelines. It started with the
tenants on the eighth floor and worked its way down to the first floor of FEMA




headguarters. The majority of the spaces located on the cighth floor have been
redesigned and, in some offices, systems or modular furniture were used to ensure proper
space ubfization.

Diempsey Strategic Storage Center, Palo Pinto, Texas

O8S has successiully concluded efforts (o ¢lose the Dempsey storage center in Texas.
This effort represents the expenditure of an enormous amount of ime and work by OS
Program Services division staff with individuals from various federal, state, and local
jurisdictions. The storage facility was offictally closed on May 1, 1999, but the closure
process began with environmental assessment by US, Army Corp of Engineers—an
effort necessary 1o identify remediation work necded 1o prepare the facility for disposal
by the General Services Administration. The remediation work included removal of all
underground storage and aboveground storage tanks, and hazardous matenials. The large
excess personal property inventory was transferred o ageney, federal and state activities
as surpius property, of sald at a public auction conducted by GSA. The county of Palo
Pinto, Texas, also expressed an interest in purchasing the property. The sale of the
property was finalized Sept. 8, 1999,

Agency-wide Fleetcard Management Progran

First year of agency-wide fleetcard management program was suceessfully implemented.
MasterCard allowed greater flexibility in fuel and maintenance purchases for FEMA'™s
fleet cars. Timely submissions and close monitoring of invoices produced first-time
rebates for the agency.

Graphies Function

In 1997 graphics became part of the Printing and Publications branch, to adhere to a
function-based organizational plan. ‘The unit moved into new and larger office space
adjacent to other printing and publications activitics, Equipment is current and meets the
requirements. A specific contracting budget for graphics was put into place, aliowing for
better planning and execution of graphics projects aliocated to outside private firms.
Graphics is in a positon 10 serve the needs of the agency in 2000 and beyond.

Forms Project .
OS began a pilot of Jet Form Formiflow sollware to maoke electronic forms available to

FEMA. The operation was limited to 300 beenses and could not make the forms
available on the intranetinternet to all employees. In addition, FEMA 18 required under
the Blectronic Freedom of Information Act to make forms. . available o the public via the
internet. This would have required additional funding resources to obtain the licenses
needed to provide this capability to FEMA comiployees and the public. Rather than
purchase the additional Hoenses, 08 records management staff was able to purchase a
seftware package at the end of fiscal 1999 that enabled anyone to aceess FEMA forms
via the web, The sofiware has been installed on the forms management server and on
two personal computers in Forms Management where two administrators will manage it
Training was provided 1o the system administrator and the forms management stafl Nov.
15-16, 1999, The system's table maintenance, direciories, security profiles have been set
up. A leaming curve was anticipated as the forms management staff familiarized
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themselves with the software and converted the paper forms, as well as forms designed
using the Formflow soltware to the new DOCNET system.

Printing and Publications

OS streamlined agency printing and publications by assuming program support for the
Cover America publications distribution operations. This latest initiative brings the
agency closer to offering all of its publications from one central source. The costs saving
alone for this initiative is over $200,000 and other savings will be realized by allowing
publications to be stored at a single site, eliminating the need for replication of expensive
computer and warehousing equipment.

Headquarters Duplicator Replacement for Copy Centers

OS elected, after market survey and competitive analysis, to replace 50 percent of FEMA
headquarters copiers from analog to digital copiers (approximately 80 percent of the
headquarters copying production capability) that will produce and maintain more cost-
efficient and effective copying reproduction. Also, OS complied with an environmental
executive order by purchasing recycled (30 percent post-consumer-waste) paper for
FEMA headquarters operations.

Customer Service Improvements

How has your office implemented FEMA’s customer service policy? Please cite
specific examples of research and/or surveys conducted by your office related to
customer service. Also, cite specific changes that were made in the way your office
does business as a result of the research and surveys that were done. Finally, give
examples of specific improvements in the way your office has serviced its customers
since 1992.

Operations Support and Customer Service

The Operations Support Directorate (OS) is committed to supporting agency customer
service policies. All staff employees to date have had customer service training,

After the Occupational Safety and Health (OSH) program office added two on-call safety
professionals in 1998, began deploving disaster safety officers to disaster sites, and
appointed 21 collateral duty safety officers, it was better able to address employee safety
concerns at disaster and fixed sites. The appointment of collateral duty safety officers,
along with the creation of safety committees at fixed facilities, gave employees a point of
contact for their safety and health concerns. In addition, during the first annual Safety
Awareness Month in 1999, employees were provided with safety and health materials.
An audit provided an evaluation of the disaster safety and health program. One
component of the audit was to assess how disaster safety officers handled employees’
safety and health concerns.

The Security Division ensures the protection of personnel and assets and must respond to
the needs of its customers in a timely and competent manner. Many of the security
services involve responding to high-stress environments, such as medical emergencies,
bomb threats, or employee disputes. The security division’s success in meeting employee




needs is detnonstrated by how quickly and unhesitatingly scrvices are requested. The
division receives many compliments about guards providing access control ina
customer-friendly manner and responding appropriately to inquiries or complaints. The
division’s success is measured by the respect shown by others to division employees
when they respond to crisis situations and during routine services, such as the issuance of
identification badges.

The duties of a security organization sometimes include the handling of serious situations
that involve negative outcomes, such as physical attacks or angry verbal conflicts
between personnel. During such encounters, staff must conduct themselves at all times in
a professional and competent manner when attempting to resolve or diffuse the situation,
Another measure of success is the congenial relationships that the division has developed
" with management and employees when working together to minimize disruptive acts
within the workplace.

The Logistics division has established an accreditation program for accountable property
officers, providing professional development opportunities. Through survey forms for
accreditation of employees wanting to qualify as an accountable property officer, 71
employees have been accredited since May 2000.

Another training class is the Property Management Training Course that provides day-to-
day functional guidance, and standard operating procedures. Networking opportunities
have been established for property managers - providing a method for sharing
.information through working groups, mailings, electronic mail, and presentations.

The creation of automated inventory control provided a customer-support organization
dedicated to serving property management professionals in FEMA. Automated inventory
«control efforts include a 24-hour hotline and field trips to disaster field offices, regions,
and other appropriate facilitics.

Another customer service improvement was implementation of a Disaster Information
Systems Clearinghouse web site where customers can get contact information, product
listings, shipping/receiving addresses, general information about the clearinghouse and
links to other agency web sites.

Cost Reduction

Give examples of your office’s efforts to reduce costs from 1993 to 2000. Highlight
specific successful efforts and be specific about where costs were actually reduced.

Safety and Security

Since 1995, Safety cadre members have worked, by conservative estimate, 36,000 hours
at an hourly cost average of $24 per hour and an aggregate cost of $864,000. If
contractors of equivalent training and experience were utilized, the cost would be over $7
million. Use of the safety cadre has yielded savings of approximately $6.4 million on the
basis of salary alone.

The FEMA safety orientation training project provided consistency of training throughout
the agency and saved the costs each FEMA site would have incurred for developing and
arranging training individually. By producing outlines and much of the developmental
materials at headquarters, minimal development costs of $40,000 were expended, as




compared to the estimated costs of $1.2 million to hire an outside contractor. This
resulted in cost savings of approximately $1,176,000.

Other training and awareness materials were produced. Since these were agency-
specific, they were not available off-shelf. Since contractors were not used, cost savings
are estimated in excess of $1.5 million.

An Occupational Safety and Health Administration (OSHA) CD-ROM was customized
by headquarters safety staff and was produced in conjunction with other federal agencies,
resulting in cost savings of approximately $500,000.

FEMA’s Office of Workers Compensation Program costs increased between 1991 and
1995 from $717,511 to $1,566,783 - an increase of 118.4 percent. If cost had increased
at the same rate from 1995 to 1999, the costs for 1999 would have been approximately
$3.4 million (twice as much), rather than the actual cost of $1.7 million.

FEMA saved over $400,000 through its rent account by consolidating warehouses, which
avoided duplication and unwarranted charges.

The Security division has reduced security costs for guard service nationwide through
installation of a nationwide automated access control system and maintenance of closed
circuit television and alarm systems to enhance the security posture of facilities. Security
costs for the ncw regional facilities in Atlanta, Ga.; Chicago, [ll.; Philadelphia, Pa.; the
, hew national processing service center in Hyattsville, Md.; and at new disaster field
«offices were kept to a minimum through the conduct of risk assessments. Requests for
new security initiatives and equipment from regional and field activities undergo a
comprehensive review for adequacy and cost-efficiency before approval is granted.

Kits-

Disaster Field Oftice Kits - Territorial Logistics Centers (TLCs) provided disaster field
office kits to 36 field offices with an average dollar value of $65,325 per office. The
TLCs supported an unprecedented 17 field operations simultaneously during hurricanes
Dennis, Floyd and Lenny in fiscal 1999. In fiscal 1999, the total value of disaster field
office kits (used in lieu of purchasing new equipment) was $2.37 million.

As of mid-2000, the logistics centers have supported five disaster field offices at an
average kit cost of $48,576 (a cost avoidance of $242,882).

A
The agency logistics center is in the process of streamlining the disaster field office kit,
thereby reducing the purchase cost. In addition, by working with FEMA acquisition
staff, nation-wide blanket purchase agreements have been established to obtain
competitive pricing and shorten the purchase timeline by decentralizing purchase
authority to the TLCs,

Mobilization Center Kits - Logistics has established a baseline stock level of two
mobilization center kits (flatbed trailer, two forklifts, communications and administrative
equipment and supplies) in each territorial logistics center. In fiscal 1999, three kits were
acquired and one was placed at each territorial center.

Disaster Field Office Kit Distribution Efforts - Logistics established a minimum stock
level for disaster field office kits, which is 15 in the continental United States and one



100-person kit planned for each of the five Mobile Emergency Response Support
(MERS) detachments. Currently a 30-person kit is pre-staged at MERS in Botheli,
Wash., and one 100-person kit at MERS in Maynard, Mass. All five complete kits were
due to be staged at the MERS detachments by mid-2000

Disaster Information Systems Clearinghouse {DISC) Packages - Since June 1995, more
than 95 percent of all DISC shipments have consisted entirely of recycled equipment.
Cost avoidance figures increased by $14.3 million in fiscal 1998, $17.1 miilion in fiscal
1999, and more than 32 million by the mid-point of fiscal 2000. The cumulative total to
date 15 over 350 million in cost aveidance, Managing over 23,000 items, the DISC
mainiained an annoal inventory accuracy of over 99.5 percent for the last two years.

Inttial Response Resource Support {IRR)
Cenerators - Logistics estabdished a minimum stock level of ten 50-packs of generators
distributed as follows: two in each of three territorial logistics centers (300 total), two in
the Caribbean area office warchouse (100 total), and two in the Pacific office warchouses
{100 total). The current emergency generator readiness is 92 percent system-wide, up
from 76 percent in early 2000 {763 of 825 generators are fully massion capable),
Logistics is establishing a regular operations and maintenance program for stored
generators, which will save considerable money by using FEMA-contracted service
technicians rather than ULS. Acmy Corps of Engineers (USACE) personnel and

- subcontractors. This initiative is pending a decision by the chief financial officer,

Plastic Sheeting

Logistics established a minimum stock level of 50,000 rolls of plastic sheeting distributed
to the territorial logistics centers, Mobile Emergency Response Support {(MERS), and
remote storage sites. During fiscal 1999, Leogistics worked with technical experts and
USACE to develop a new specitication that would give the same level of performance at
a much lower cost to the taxpayer (saving $60 to $100 per roll). It also established a
procurement mechanism using several vendors o perform surge production during
disaster times. This will dramatically reduce the ramp-up time for manufacture and
delivery of the product. In fiscal 1999, Logistics distributed equal amounts of plastic
all five MERS (3,472 rolls of plastic sheeting) and increased stock levels at the Caribbean
and Pacific remate storage sites.

Initial Response Resource Support (IRR) Operations

The agency logistics center has aggressively pursued pre-positioning an equal distribution
of initial response commodities at remote storage sites to enhance immediate response
capabilities. In 1999, 237 generators were pre-deployed, resulting in a total

transportation cost avoidance of $190,228.

Enhuncements (o Improve Logistics Support to Opcerations

Changes i Facility Capabilities — The eastern territorial logistics center (T1LC) moved
from a WWii structare with one loading dock (shared with Red Cross) 1o a brick
structure with more than six docks. ;




The central logistics facility relocated from a WWI single loading dock warehouse to a
brick structure with multiple dock capability. These relocations have markedly enhanced
the load-out capabilities of the territorial centers. )

The Pacific area remote storage site has been relocated to a sigmficantly improved
warehouse facility enhancing both storage and shipping capabilities. The new space
comfortably holds all of the pre-positioned emergency generators and has the capability
'to hold additional initial response resource assets.

Coordination Mechanisms - Logistics oversaw the inclusion of a new logistics
management annex in the Federal Response Plan (the multi-agency strategy for dealing
with large-scale events). This annex provides a new framework for coordinated, inter-
agencey federal logistics efforts in support of disaster operations.

Logistics established the FEMA Logistics Advisory Group (FLAG) as a means to
systematically deal with logistics challenges faced by the federal response community.
In fiscal 1999, three FLLAG working groups were established: mobilization center
operations, movement coordination, and resource tracking. (For achievements, see
Interagency Logistics Process Initiatives)

The Mobilization Center operations working group met three times last year and then
disbanded after successful completion of their mission.

The Movement Coordination and Resource Tracking working groups met in December of
1999 and reconvened in January 2000. '

In fiscal 1999, Logistics established a contact group to improve internal coordination of
logistics planning and establish standard FEMA logistics doctrine. The group—which
holds monthly conference calls—includes regional logistics points of contacts, Mobilc
Emergency Response Support (MERS) logistics chicfs, the Department of Defense
liaison, representatives from FEMA headquarters Response and Recovery, Operations
and Plans, and representatives from the Logistics Division.

In fiscal 1999, the first corrective actions meeting that focused on logistics issues was
held. More than 80 interagency participants focused on actions following the 1998
hurricanc season.

Interagency Logistics Process Initiatives - In fiscal 1999, Logistics used the advisory
group process to develop a concept of operations and guidelines for identifying
mobilization centers, resolving the interagency dispute of who runs the centers by
establishing a multi-agency management team. The new concept was used seven times
during the 1999 hurricane season and was evaluated by an interagency team three times.
In 1999, mobilization center documentation was established and is moving through the
reviCw process.

A concept of operations overview, a mobilization center start-up conterence call
checklist, and an evaluation process checklist were developed and approved by the
FEMA Logistics Mobilization Center working group. As a result, the “Mobilization
Center Concept of Operations” - which includes an interagency mobilization center
management team as the decision makers - has been formally adopted and was in place
for 2000.

Logistics participated in testing the U.S. Department of Transportation’s new concept of
operations for the Movement Coordination function.

FEMA Logistics provided staff to the Movement Coordination Center and the new
Emergency Transportation Cell four times over the past hurricane season. Based upon



various assessments by the movement coordination partners, more work needs to be
accomplished on identifying functions, roles and respousibilities, and concept of
operations. The FEMA logistics advisory group is currently addressing these issues,
having conducted its first meeting in Deceraber 1999, with a follow-up in January 2000,

State of Logistics Technical Support and Training

Emergency Support Team (EST) Logistics Section - Logistics staff spent over 15 weeks
in EST disaster operations in 1999, participating in the following EST Logistics section
activations; NATO 50™ Anniversary; May tormadoes (Oklahoma, Kansas, Texas);
Hurricane Bret; Hurricane Dennis; Hurricane Floyd; Hurricane Irene; Hurricane José,
Hurricane Lenny; and Y2ZK operations, '

Property Retrieval and Disposal Efforts - Logisties Readiness spent over 650 worker-
hours aiding FEMA Region i1, the Caribbean area office, U.S. Army Corps of Engincers
{USACE), and FEMA Region Il in restoring or disposing of over four million gallons of
excess water aequired from the hurricanes Georges and Floyd operations.

In support of Region I and the Caribbean office, agency staff spent 3,330 worker-hours
coordinating with USACE to retrieve, return and rehabilitate generators sent to Puerlo
Rico for Hurricane Georges.

Automated Inventory Control

{AIC) Support - Since Its beginning in 1996, the AIC has provided support to aver 150
wdisaster ncutions, Currently, the AC group supports over 500 users. In fiscal 1999, the
-AIC expanded the use of fogistics information management systems (LIMS) 0 44
«disaster locutions, In 1999, the AIC group reduced the cost of outstanding inventory &t
closed disaster field offices by more than 52 miltion. :

Automated Property Management Systemt - The Autemated Inventory Control (ALY
group issued 196 site codes in fiscal 1998 for both station and disaster mission property,
increasing to 270 site codes in 1999, which indicates a growth in system use.

In fiscal 19499, 87 personnel were trained on the automated property management sysiom,
Betore 1998, logistics information management go-kits were utilized as stand-alone
servers, In the last year and a half, LIMS (logistics information management systems) has
been configured so that it can be downloaded onto a laptop or desktop computer from an
mtranet web stte. LIMS go-kits are no longer routinely issued, thus improving the
availability, convenience, and cost-effectivencss of establishing LIMS at disaster sites.
Personal Property Operations Program - As a result of an Inspector General report in
September 1999, stating the need for an accountable property officer credentialing
program and ¢adre, the Personal Property Operations Program was initiated Jan, 20,
1999, The program is responsible for the teaining, credentialing and oversight of
FEMA's accouniable property officers and property managers.

The program alse provides agency membership entiticment with the National Property
Managers Association {o support the professional development of accountable property
officers,

Logisties Cudre Prooram
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As of lanuary 2000, Logistics maintained g total of 95 disaster reservists {44 on board, 42
pending paperwork; four in Avtomated Inventory Control, five at the Disaster
Information Systemns Clearinghouse/DISC) and are interviewing 96 new candidates.
Several reservists were deploved in support of the territonal logistics centers, emergency
support tearn {EST} logistics section and various disasters during the year.
The Logistics cadre customer base expanded this vear, supporting not only the territorial
centers and the EST logistics section but also the Emergency Transportation Center, the
DISC, and mobilization centers, Region 1 regional operations center and New Jersey
disaster ficld office for Hurneane Floyd.

Resulis-Oriented Incentives

How has your office adapted new ways of motivating employees and improving
program performance? Specifically, which methods of reward or aceountability
praclices bave been implemented? Cite specific eriticism and praise that prompted
such changes in your office, if applicable.

Operations Support; Recognition and Awards
The Operations Support Directorate (O8) has established and managed the committee
that administers the FEMA reward and recognition system, which serves as a key
motivational tool. A Safety awards program was developed to:
e Recognize individuals whao contribute 1o the advancement of the Qceupational
Safety and Health Program office’s strategic plan.
» Provide a timely venue that encourages emplovees fo recognize their peers,
supervisors, staff and teams for their accomplishiments in the safety field
¢ Provide an opportunity for employees to be recognized for their safety
suggestions.

There are three awards: The Meritorious Safety Achievement Award to encourage and
recopnize outstanding accomplishments by individuals mvolved in safety. The second
award is the Outstanding Safety Commuttec Award, and the third is the Distinguished
Safety Service Award.

Group Recognition Awards — The Miles Romney Award was given by General Services
Administration to OS in recognition of the Logistics division’s commitment to Innovative
property management initiatives. All members of the FEMA property numagement team
deserved credit and were proud of this award given by an outside agency.

The National Property Managers Association awarded the FEMA property management
team with special recognition for commitment to professional development, edacation
and accreditation of employees in the field of property management.

Use of Technological Innovations
Describe bow your office has employed the usc of new technology since 1992, Also

describe ways in which old technology has been nsed in a new way, if applicable.
How have these technological innovations affected your office’s performance,



Operations Support: New Technology

With the installation of new computers, Operations Support (OS) services liaison office
has met the highest agency standards as set by Information Technology and has been able
to access new systems. The use of the FEMA intranet web sites allowed the
Occupational Safety and Health Program office to place safety information within reach
of all employees and to make safety training material available to disaster safety officers
and collatcral duty safety officers. For example, disaster safety officers can now
download training presentations and handout materials and then customize the materials
to their location’s needs. Disaster safety officers can also use digital cameras to document
safety hazards at disaster sites.

The use of computer-based training expanded with the implementation of interactive CD-
ROM safety training courses for collateral duty safety officers. A computerized safety
information management system was installed to collect and track data for accident,
injuries and safety program training.

The Security Division provides formal training through a varlcly of accredited schools
and seminars to its staff for career development. The division provided training to 32
Security disaster assistance ecmployees in August 2000 on the use of an automatic
external defibrillator, cardiopulmonary resuscitation, and first aid. This training will
enable security personnel to provide immediate medical attention during medical
emergencies at disaster {ield offices or other FEMA facilitics. Additional new training
initiatives are listed elsewhere in the OS section.

The Logistics Division, with creation of an interactive bar-code interface, enhanced their
information management program with bar-coding capabilities and improved reporting
tools.

Logistics inventory management software allows for the tracking of thousands of pieces
of equipment and the production of inventory documents, hand receipts and various
reports.

Wireless local area network technology has made bar-code scanning and logistics
inventory management very mobile and has drastically decreased the amount of time
necded to conduct wall-to-wall inventorics. The new technology also has greatly
improved the accuracy of inventories and shipments/receipts.

A wireless phone system allows greater freedom of movement in a warehouse
environment and ensures that employees can always be reached.

Special dial-up codes and laptop computers allow travelers to access FEMA information
systems from remote locations. This is beneficial to frequent travelers who need to
maintain e-mail contact with their offices and also to accountable property officcrs for
dialing in to the logistics information management servers in order to perform their job
duties.

Partnerships

What groups, organizations, companies or contractors are you now working with
outside of FEMA, Summarize these partnerships and cite when and why cach
partnership began and how the working relationships have evolved. Provide
insights about the partnerships in terms of how they have assisted your office in



carrving out its functions and/or how they have contributed to FEMA’s overall
mission,

Operations Support: Partnerships

The Occupational Safety and Health (OSH) program office has worked with several
outside organtzations to {urther the safety mission. For example, the OSH office has
participated in the Metropolitan Washington Federal Safety and Health Council since
1998 and io fiscal 1999, Bruce Campbell, exceutive associate director, recetved an sward
for his and FEMA’s support to the council, The Infectious Discase Prevention Program
was inwroduced in fiscal 1999 with the assistance of Federal Occupational Health and as
of Aug. 13, 2000, over 4,000 vaccmations have been given. Additionally, FEMA Safety
Dhrector, Monica Parsley, served as the fiscal 2000 chairman of the Federal Safety
Director’s Roundiahle,

The Logistics division is a member of the National Property Managers Association
{NPMA), The parinership was inttiated in Janoary 1999 1o establish cost-effective basic
property management courses for FEMA. This provided a source to support the
development of agency property managers by providing a network of professionals with
whom to share information, This enables FEMA to implement an accreditation program
for agency accountable property officers. The NPMA provides the network of property
professionals 1o enhance the reutilization of government assets.

The division is also a member of the Interagency Committee. for Property Management.
This s a General Services Admindstration (G8A) initiative, open to all government
agencies. The comuittee updates agencies on information dealing with property
management issues and solicits mput from all agencies on policy and program changes,
The Logistics division has been a pasticipant since February 2000.

The Security division is a member of the following interagency committees:

1. The executive associate director, Operations Support directorate, represents
FEMA on the Security Policy Forum, established under the Joint Security
Executive Committes and the Security Policy Board (SPB). The SPB coordinates
and recommends, to the president, implementation of policy directives for U.S.
security policies, procedures and practices. The SPB is the principal mechanism
for reviewing and proposing to the National Security Council fegisiative
unlistives and executive orders pertaining to ULS, securily policy, procedures and
practices that do not fall under the statutory jurisdiction of the secretary of state.

2. The security policy forum considers issues: develops initiatives and obtains
department and agency comments on these initiatives for the pelicy board, Tt
evaluates the effectiveness of security policies; monitors and guides
implementation o ensure coherence and consistency; and oversees the application
of security policies to ensure that they are equitable and consistent with national
goals. ‘

3. Facilities Protection Committee - A committee establishad under the Security
Policy Forum that is concerned primarily with physical and technical security
policy matters. ‘



4. Technical Security Working Group - A group established under the Facilities
Protection Commilice that is concerned primarily with technical surveillance
countermeasure policy matters,

5. Telecommunications Secunity Working Group - A group cstablished under the
Facilities Protection Commiittee that is concerned primarily with security policy
matters on ielephones, pagers, portable electronic devices, ete.

6. Traming and Professional Development Committee < A committee established
under the Security Policy Forum that is concerned primarily with development of
security training programs and policy.

7. Personnel Security Committer - A committee established under the Security
Policy Forum that is concerned primarily with personnel security investigative,
adjudicative, and security clearance programs and poliey.

8. Ciassification Management Commitice - A committee established under the
Security Policy Forum that is concerned pamarily with classification and
declassification programs and policy affecting nationgl security mformation.

5. Threat Requirements Cormmitice - A commitee established under the Seourity
Pelicy Forum that is concerned primarily with threal assessment.

10, Interagency Training Center Advisory Board « FEMA chairs the board. The
board serves as an advisor (o the interagency Training Center concerning the
traiming and accreditation of LS. technical surveillance countermeasure
personnel.

11. Federal Bureau of Investigation — The Interagency Terrorism Working Group s
concerned with terrorism matters and the Interageney Facilities Protection
Working Group is concerned with security matiers affecting facilities,

12, Department of Treasury — The Alcohol, Tobacce, Fircarms (ATF) OUperations
Security Law Enforcement Working Group (newly formed) is concerned
primartly with planning, conducting, and managing security programs and
security-related activities for the law enforcement community.

Participation with the ahove organizations enables FEMA fo be a partner in the
development of U.S. securily policies and maintain appropriate Haisons with the security
community to ensure that FEMA personnel, assets, and activities are afTorded appropriate
protection for accomplishment of FEMA's mission, goals, and objectives,

Deregulation

What was your office’s role, if any, in helping to get rid of unhelpful regulations
within FEMA? How has deregulation efforts at FEMA resulted in the development
of new innovations by employees in your office? How did deregulation improve
your office’s ability to respond more effectively during disasters?

Operations Suppori: Derepulation
In 1997 the reporting structure changed for safety officers who were deployed to disaster
sites. The disaster safety officers began reporting to the federal coordinating officer




instead of to the administration chief. This new streamlined reporting structure allowed
for more efticient and ¢ffective implementation of the safety and health programs at
disaster sites. The DSO began to participate {ully in staff meetings, which ensured that
the disaster fickd office staff had direct access to safety and health information,

Prior to 1996, FEMA safety and health program development was the responsibility of
individual organizations within FEMA. With the development of the Safety Manual,
6950.3, in 1996 by tie Occupational Safety and Health {O8H) program office, FEMA
safety and health policy would now be governed by a single document that provided a
standard safety and health program. Individual organizations within FEMA could use this
docurnent as the basic program and customize i so that it addressed their own site-
specific safuly and health needs.

A presidential initiative provided added emphasis for implementation of the FEMA OSH
program with the directive to: *.. .make the safety and health of every federal worker a
central value in federal workplaces. . that this new focus on safety and health in the
federal government will result in fewer injured workers, significant cost reductions, and
an enhanced ability 10 serve the American public.”

Ovrganizational Culture

How did FEMA’s mission shift change the agency’s organizational culture? (This
question refers to FEMAs shift from a focus on Natisnal Preparedness to a focus on
Emergency Management.}

Operations Support: Shift in Priorities

The Disaster Information Systems Clearinghouse, the Automated Inventory Control, and
the Personal Property Operations Program {(PPO) were all born as a direct result of the
shill in agency priorities and mission from Cold War national preparedness to all-hazards
emergeney management and mitigation. Additionally, the logistics inventory
management program (a3 o software package) and the heightened concern for the
management of ageney personal properly came about as a direet result in this shift,

The all-hazards approach has made employees feel they are participating in the overall
objcctive of people helping people. This in turn has provided them with some personal
pride for the job they perform in FEMA. This results in a common bond among all
agency employees,

Training

Deseribe any new training initiatives or changes in old training offered by your
office to employees since 1992,

Operations Support: Training lnitistives
The support services stafl has the Operations Support {OS) directorate lead in
administrating trawning and education for the directorate. OS stafl have been encouraged




to aggressively develop career educational paths, mutually agreed on by both employee
and supervisor. OS has been acknowledged as the leader in educational and training
activities within FEMA.

The Occupational Safety and Health (OSH) program office in fiscal 1995, initiated salety
and health training. Training evolved from just two classes for new disaster safety
officers in fiscal 1996 to the following:

¢ Safety management presentation in fiscal 1996 for the federal coordinating
officer cadre. _

e A major revision in disaster safety officer training classes in fiscal 1998 and
refresher training for experienced disaster safety officers was added the following
year,

* Employces/supervisors safety orientation training began in 1999 and, as of July
2000, 1,742 employees were trained.

» Several new safety programs were introduced: hazard communication, blood-
borne pathogens, forklift safety, and infectious disease prevention.

e Safety committee members received their first training in fiscal 1998.

» A CD-ROM safety training course was developed for collateral duty safety
officers.

* (General education of all employees has expanded with the distribution of info-
grams and pamphlets on a variety of topics such as the president’s seatbelt
initiative, falls, and infectious diseases. -

» Safety reference libraries were established at fixed facilities.

The Security division provides formal training through a variety of accredited schools,
seminars, clc., to its staff for career development, The division provided training to 32
Security disaster assistance employees in August 2000 on the use of an automatic
external defibrillator, cardiopulmonary resuscitation, and first aid. This tratning will
enablc our security personnel to provide immediate medical attention during an
cmergency at a disaster field office or other FEMA facility. Additional new training
initiatives include the following:

1. Advanced Physical Sccurity Training Program at the Federal Law
Enforcement Training Center (FLETC)

Crisis Management Training Program, FLETC

Introduction to Criminal Investigation Training Program, FLETC
Fircarms Instructor Training Program, FLETC

Smith & Wesson Armorers School Program

National Crime Information Center Training Program, U.S. Postal Service
Certified Instructor Program, Nonviolent Crisis lntcrvcntlon Crisis
Prevention Institute, Inc.

8. Calibre Press Street Survival Course

9. Counter-terrorism Analysis Course, Defense Intelligence Agency (DIA)
10. Counter-terrorism Perspectives for Senior Managers Seminar, (DIA)
11. Smith & Wesson Tactical Pistol Fircarms Course

12. Smith & Wesson Advanced Pistol Fircarms Instructor Course

AR
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13. FEMA Firearm Instruction

14, U.8. Secret Service Executive Protection Course

13, Automatic External Defibrillator Course

16, Cardiopulmdnary Resuscitation Course

§7. First Aid Course

18. Intelligence Commamt} Physical Security Seminaz‘, Central Inteiligence
Agency

19, Advanced Adjudicators Course, Central Intelligence Agency.

In partnership with the National Property ’\«iauag,ers Association, 103 FEMA employces
were trained in basic property management in 1999, and 17 in 2000. Property
management certification training has been provided to 40 employees in 1999 and the
acereditation of 71 accountabie property officers has occurred since May 2000.

The Personal Property Operatlom office has spearheaded training in basic property
management and in property management for FEMA personnel. The program was
initiated in January 199) and is responsible for training, credentialing and oversight of
FEMAs accountable property officers and property managers. These efforts have
improved the efficiency and quality of the inventory management workforce as a whole
and have broubht recog,mt:on and a sense of professionalism to the organization.

The automated inventory control section has provided vital training on the use of the
logistics inventory management system (LIMS 11} as well as follow-on support to the
user commusnity. This training has become essential in the development of professional
property managers,

L

Director Witt’s Leadership

Describe director Witt's divect involvement with your division or sub-office during
and after the major reaz’gamzatmns toak place. How has he been directly involved
during major disasters or events since then? How has he been directly involved
during non- ézsaster periods? Please provide spszie examples,

£
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NOTE: This is a tweo-part response since my experience wz%b Director Win’s “diregt

involvement” involved two scparate FEMA leadership assignments: FEMA Reyion 11,
New York {August "53- i‘v’iay 94} and the “new” Operations Support Directorate (October
94 o the presemt).

i
REGION { Experience s
By Bruce I. Campbell, Exwutwe Asseuat{: Director
Operations Support {Bzfezctorale

My direct mvolvement with Director Witt began when he assigned me to be the acting
Regional Director of Region 1 in late August 1993,  His specific tasking was to
“straighten out the Region” and make it operationally capable of discharging the FEMA
missions in Region II, which includes New York, New Jersey, Puerto Rico and the ULS,
Virgin Islands. My arrival on Monday morning in New Yotk City preceded Hurricane

!
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Emily by approximately 48 hours, which illustrated both the director’s sense of
management timing, as well as his sense of humor!

At Emily’s approach, Region 1l developed and activated a regional operations center
{ROC) by noon that Monday using the regional director’s conference room. Regional
IFederal Response Plan qmergcncy support agencies were called in at 0900 on Tuesday
for an operational status'briefing on Hurricane Emily. The advance Emergency Response
Team (ERT-A) was deployed for the very first time to an existing disaster field office in
New Jersey as a pre-disaster asset to assist the state. :

The following morning i accompanied New Jersey’s Gov. Florio, on a combination
preliminary damage asscssment and walking press briefing to emphasize that the federal
government and state wcre prepared and on scene to assist the damaged communities and
any potential victims. Luckily all the damage was minor and New Jersey was able to
initiate their advertising campaign promoting the South Jersey Beaches as safe and open
for the upcoming Labor Day weekend, two days away!

After the successful “baptism by fire” with Hurricane Emily, [ commenced implementing
the rest of the director’s tasks, as well as guiding the regional staff through the major
FEMA reorganization effective November 1993. The leadership and positive
management changes | provided to Region 1l were a direct result of the clear guidance
and continuing support | received from Director Witt throughout my assignment.

For example, the guidance that the director provided to me and the other ning regional
directors set the course for implementing his personal vision of what an emergency
management organization should be, as well as how it needed to be structured to perform
the mission effectively. That allowed us to implement the new organization and provided
opportunities for cmployees to pursue different career paths. it also revitalized the entire
agency to a more functional orientation that eliminated a great deal of duplication. The
director insisted that FEMA regions be standardized to mirror the four major
organizational blocks at headquarters, setting the stage for the new, more consistent and
effective FEMA. Without that personal involvement and direction, FEMA changes
would have been impossible to achieve and I sincerely believe there would not be a
functional FEMA in place today.

A more specific example of Director Witt’s pre-disaster planning involvement was the
director’s strong belief that we, as regional directors, needed to be more proactive in our
deahings with the states, particularly state emergency management directors. To this end,
the director tasked the regional directors to establish written agreements with each statc
emergency management director delineating FEMA's responsibilities and the state’s
actions and preparations for major disaster occurrences. This new and innovative
approach laid the foundation for the highly effective state and federal emergency
management partnership that exists today. 1 accomplished the director’s tasking and had
signed memorandums of agreement for each of the four Region II political jurisdictions
within 60 days.

As 1 participated in the swearing-in of the permanent Region I regional director in May
1694, the region had been successfully restructured in accordance with the 1993 FEMA
reorganization plan and was operationally capable of discharging the FEMA mission in
all of its assigned pohtlcal jurisdictions.



