
OPERATIONS SUI'I'ORT DIRlcCTORATE 
By Bruce J. Campbell, Executive Associate Director 

Director Witt's was directly involved with the "new" Operations Support directorate 
from the outset in carly October 1994. The November 1993 major FEMA reorganization 
created the initial Operations Support directorate which containe:d four (nfonnation 
Technology divisions, an Acquisition Management division, a Logistics division, an 
Administrative Services division and a Security division. While all of these divisions had 
FEMA·wide functional responsibilities, the size, scope and span of control involved in 
managing this particula~ FEMA group was far more complicated than what was 
originally imagined. 
While the other major directorates created in November 1993 began to function well in 
the new organizational construct, Operations Support did not, for any number of reasons. 
Director Witt intuitively recognized that additional changes were necessary to achieve the 
new course he had set fl)r FEMA, if this organization was to perform effectively in 
assigned critical mission areas. In my opinion he demonstrated leadership and courage in 
taking the necessary follow-up actions to correct the Operations Support situation within 
only 11 months of implementing the major reorgani1..ation that, in essence, saved the 
agency from abolishment. 
Director Witt, in emly October 1994, look aggressive and necessary actions to break up 
the 1993 Operations Support configuration. For example, Acquisition Management was 
transferred to the Office of Financial Management. The four Information Technology 
divisions formed the basis of the new Information Technology Services directorate. The 
remaining Security, Logistics, and Administrative Services divisions formed thc basis for 
the "new" Operations Support directorate. 
Director Witt assigned me, as the new associate director, specific goals that emphasized 
his vision of what FEMA, as an agency, should achieve. Specifically, I was given a 
"reorganization task" of making the directorate more operationally responsive, rather 
than administrative. He also assigned more spccific goals - such as improving 
operational readiness and response capabilities, improving accountability and rcdueing 
costs, particularly in disilster response. These goals have been consistently followed in 
Operations Support since October 1994 and havc'produced agency capubilitics tlmt huve 
contributed greatly to FEMA's success over the past seven years. 
The director has been a dynamic leader throughout the agency, as well as a consumer of 
each directorate's capabilities. For example, Director Witt was baffled over the agency's 
apparent lack of capability to manage and control millions of dollars worth of 
accountabl~: property, particularly as it related to the disaster program. He directed this be 
corrected and then supported the necessary actions required to implement the task he 
assigned to me. 
As a result, the previous accountability methods were scrapped and an entirely new 
accountability and control concept was developed and put in place FEMA-wide. The 80 
diffcrent warehouses throughout FEMA that stored disaster assets with no overall 
inventory capability have been replaced. We now have a consolidated FEMA logistics 
management concept that oversees agency disaster resources through the agency logistics 
center (ALe), three territorial logistics centers (TLCs), the disaster information systems 



clearinghouse: (DISC) a,nd five mobile emergency response support (MERS) disaster 
response support facillt~es. To reduce response time and disaster costs, we initiated a prc
deployment concept that used new disaster warehouse facilities in Puerto Rico, Hawaii 
and Quant to store respbnse a~sets (plastic sheeting, generator 50 packs, etc. that served 
well in recent hurricanes and cyclones. Through these new capabilities, the agency has 
greatly improved its operational readiness and response, the overall accountability of 
assets and reduced disaster costs. The director takes great pride in reporting to Congress 
each year the statistics attributublc to these initiatives. 
For example. between the inception of these capabilities in late 1994 and Jan. 1.2000, the 
cost savings are impressive, The disaster clearinghouse recycled computer equipment 
sent to field offices has avoided over $50 minion in costs, compared to procurements of 
new equipment. Likewise. deploying FEMA generators vs. new procurements have 
resulted in avoiding over $36 million. Packaging and deploying standardized I DO-person 
disaster field otTIce kits has resulted in over $5.9 mi!Jion in cost savings. In 1999, these 
FEMA Logistics initiatives were recognized when General Services Administration 
presented FEMA with a second pl~tce trophy, represenling the Miles Romney 
Achievement Award for innovation in personal property management, 

In non-disaster environments the director has also provided consistent and knowledgeable 
leadership sorcly needed by the agency. Director Witt's concern for FEMA employees 
has also been a high priority. When informed that the agency did not have u safety 
program in place, even though it was mandated by the Occupational Safety and Health 
Administrotion (OSHA), the director assigned me the task of developing and 
'implementing an agency-wide occupational safety and health program. With the 
director's support, we have established a Safety Program office in the Operations Support 
directorate and an agency~widc safety program. 
In addition, we recruited (Ind successfully deployed a: cadre ofOSHA-quulified safety 
officers to support disaster operations and disaster fixed facilities and introduced a five~ 
year sufety progrum line item to the FEMA budget. Operations Support cstablished a 
safety orientation and trflining progmm that has provided safety training to over 1,700 
permanent FEMA employees. An infectious disease protection program has been 
established lor all FEMA employees that, as ofsummer 2000, has resulted in at least 
5,366 vaccinations provided to 1,443 employees to protect them against disease during 
disaster deployments. These Safely and Health progrUrn initiatives can be directly 
attributell to the director's continuing concern for FEMA personnel. 
These arc just a few exa,mplcs of the direct involvement between Director Witt and the 
Operation? Support directorate. His as.'\igned goals of improving readiness and response 
capabilities, improving accountability and reducing costs in disaster response have been 
more than met. The capabilities of the agency to support all of our assigned mission areas 
have also been significantly increaSl..'\i as a result ofaccomplishing these goals, 

Diredora.~ and Office Leader~hip 

(For Department Heads Ollly) How did your leadership as director contribute to 
changes in your office or directorafe? What wen your primary objeetives and how 

did you attempt to accomplish them? What were your successes? 



Operations SupPOrt Leadership Objectives 
TIle ""new" Operations Support directorate was established in early October 1994. I. as 
the newly assigned associate director, was charged with establishing an organization 
';more focused on supporting FEMA program operations than administrative in 
orientation." 1 had to reorganize an organization and refocus the employees to support 
organizational goals that had a new mission orientation) Le., to provide operations 
support to all F'EMA program areas and directly support the achievement of the FEMA 
all ha7.ard mission. In short, I was assigned the functi'on of"Chnnge Agent". 
In order to expedite the process and incorporate employee, as well as organizational, 
views on how to accomplish this new approach, I solicited input from all of the 
headquarters Operations Support (OS) directorate employees. the regional directors and 
the existing OS managers. I also held "all hands" meetings and an OS managers off~site 
gathering to develop new as mission statements, goals and objectives and resource 
allocations to achieve the director's tasking in the most expeditious and effective manner. 
I also put ill place an int~rim OS Directorate Organization to implement tlli.:se changes in 
mission support while we were simultaneously developing and fonnalizing the long~term 
structure and documentation. 
More speci lic goals were also assigned i.e .• improve opcruttonal rendine,ss nnd response 
capabilities; improve accounlability and reduce costs, particularly in disaster response. 
These goab have been consistently followed in OS since its inception and have helped to 
produce the- signiticant OS capabilities that exist today. 
Our major successes were accomplished since October 1994 in the foIlowing major 
program areas: 

• 	 The Operations Support directorate Security division now has a significant role 
over and above [he protection of national security information entrusted to the 
agency. The division's assets and responsibilities had been focused primarily on 
national security -interests. During the 1993/1994 timeframc, the division began 
initialing programmatic changes to also ensure the protection of personnel and 
assets at aU regional and field locations, with special emphasis on security support 
to the agency's d,isaster operations. The div"ision currently manages a disaster 
assistance employee (reservist) cadre of security experts to provide immediate on
site security expertise to the federal coordinating officer and staff. The division is 
responsible for the security of the Emergency Support Team (EST) opemtions; 
provides a FEMA deputy U.S. Marshal for security support on the Red, White and 
Blue- emergency response teams; and provides security support and expertise to 
the General Services Administnltion in their emergency support function. 

• 	 In fiscal 1995, the OS Security division also took on the newly assigned agency 
function of counter-terrorism activities in addition to 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. violence in the workplace matters, threats, etc. The 
division has initiated emergency medical procedures 10 ensure that prompt and 
immediate medical assistance is provided to personnel at FEMA headquarters, 
The division hus assumed responsibility for making initial suitability 
determinations on applicants and employees and has also developed 



programmatic and policy changes in the assignment 'and determination or agency 
position sensitivity designations to ensure that all personnel undergo appropriate 
background investigations. 

• 	 The OS Logistics division continued to redefine its role within the agency and in 
response to disasters. Multiple warehouses managed by various FEMA 
organizations were consolidated into three major territorial logistics centers and 
twe. warehouses in both the Pacific and Caribbean area offices. This coupled with 
the tactical disaster warehouses at the five Mobile Emergency Response Support 
locations now forms the basis for FEMA's strategic warehousing and response 
capabilities. The disaster information systems clearinghouse operation continued 
to expand its role in recycling computer systems, printers, cellular phones, and 
fac~;imile machines used in disasters, thereby cost-avoiding millions of dollars 
annually. The establishment of the logistics information management system as 
the agency-wide' standard property management and inventory system allows for 
the overall visibility of FEMA accountable property, elimination of duplication 
and dynamic reallocation and deployment of assets to better support FEMA 
mission efforts. 

• 	 The newly created OS Occupational Safety and Health (OSI·I) office developed, 
implemented, and monitors an agency-wide occupational safety and health 
program. The OSH office began on seed money of $51 ,000 annually and has 
grown to over $2 million annually over the past five years and is now 
implementing an accident-tracking system. U.S. Occupational Safety and Health 
Administration complaints and non-compliance notices for FEMA have waned 
considerably. 

• 	 An executive order was issued in 1980 to restate that OSHA regulations applied 
to fl:deral employees. This led to the development of 29 CFR (Code of Federal 
Regulations) 1960, which introduced the concept of a designated agency safety 
and health official (DASHO) to administer and implement safety and health 
program responsibilities. In 1995 Director Witt released a policy statement to 
demonstrate his commitment to safety in FEMA. This was the starting point for 
the creation of the FEMA Occupational Safety and Health Program office. 1 was 
appointed the FEMA DASHO and the current FEMA safety program was 
established. 

• 	 An initial risk assessment revealed that the majority of employee accidents and 
illnesses were occurring at disaster sites, so during its first two years the OSH 
program office focused on criteria for hiring and training disaster safety officers 
(DSOs). The emphasis was quickly placed on obtaining funding and personnel to 
focus on reducing or eliminating the hazards that led to those losses. A group of 
highly trained professionals in salety, industrial hygiene and related disciplines 
were recruited and the Disaster Safety cadre was established. 

• 	 In 1996 "Instruction 6900.5, FEMA OSH Program Authorities and 
Responsibilities," was published. By fiscal 1997 the "OSH Manual 6900.3" was 
published and implemented, a disaster safety audit program was instituted, safety 
committees were being formed at the FEMA fixed facility sites, standardized 
safety programs were developed, and safety training emerged as a priority. 



• 	 In the OS Program Services division, similar achievements were realized. For 
example. prior to fiscal 1995, management of agency-wide rent expenditures was 
fragmented throughout various FEMA organizations, each managing their own 
field offices and warehouses. Upon congressional inquiry, FEMA at that time 
could not answer the question, "How much docs FEMA pay annually for rent?" 
FEMA government-leased and non-government (privately) leased facilities, 
FEMA-owned facilities, and facilities occupied through interagency agreement 
have now been arrayed into a single spreadsheet for over 70 FEMA facilities. 
Th<:se are funded through multiple appropriation sources and programs. It took 
five years, but FEMA can now answer the congressional question. 

• 	 Another major effort within the OS Program Services division was the 
consolidation of the furniture storage warehouse (Landover, Md.), the records 
storage facility at thc Navy Yard, and the publications storage and distribution 
warehouse (Lanham, Md.) into one facility. This consolidation saved hundreds of 
thousands of dollars annually and added to the increased efficiency of operations 
and personnel. 

• 	 The directorate has also undertaken major programs transferred from other FEMA 
organizations, such as the closing of Palo Pinto storage facility in Texas; the 
agency underground and above-ground storage tank removal program; and the 
Disposal of Radioactive Sources program affiliated with the fonner National 
Instrumentation Center Project. 

The overall capabilities ofFEMA have been significantly improved through the 
director's actions in establishing the Operations Support directorate in October 1994. 
We have also made significant progress in achieving the director's assigned goals of 
improving accountability, improving operational readiness & response and reducing 
disaster costs. 

Future Dir'ection 

(For Department Heads Only) How did you see your office/directorate evolving in 
the next ten years'! 

Future Directions 

In the next ten years, I see the Operations Support directorate continuing to provide the 
baseline operations support mission to all FEMA areas in the short tenn as well as the 
long tenn. 
In the short tenn, the next two or three years, I see the continued integration of similar 
functions throughout the agency for continued improvement in overall efficiency and 
effectiveness. Continuation of redundant operations.in an agency as small as FEMA 
works against the stated goals of the director and Congress. 
I also see a continuing effort to improve FEMA internal management systems dealing 
with correspondence, property, printing, publications and records. In addition, there is a 
move toward integration of acquisition and logistics management systems; and personnel 
and security systems (background investigations and clearances). All of the 
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aforementioned efforts aim to achieve the goals assigned by Congress for greater 
efficiency and reduction of costs through automation and integration of agency 
management systems. '111e majority of these systems are in fUllctional areas assigned to 
Operations Support and 1 would expect an aggressive move for improvement, 
modernization and economies in these arcas in the immediate future, J would also not be 
surprised to see additional organizational realignments, for greater economy, through 
internal consolidation of similar functions within the current FEMA structure. 
The Operations Support directorate over the last five years has achieved major succeSSeS 
in accomplishing the director's assigned goals ofinlproving readiness and response, 
improving accountability and reducing costs, I would expect the foundation established 
over the past six years would fonn the basis for further enhancements and improvements 
in the future. 

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 reader with a good understanding of what function your office fills on the EST, as 

well as the challenges you face. 

os: Emergency Support Team (EST) Role 
The support services staff maintains the Operations Support (OS) directorate rosters for 
FEMA employee, for the Emergtl1cy Support Team (EST) at FEMA headquarters and 
the national emergency rcsponse team. Early involvement of a disaster safety oniccr 
during emergency declarations ensures protection of FEMA employees working in the 
EST. The disaster safety officer acts as an advisor on safety and health matters to the 
EST team klldcr. EST safety-related issues include highly congested work areas with 
indoor air quality concerns, employee stress and fatigue from working long hours. and 
compliance with fire and life safety codes. 
The security division provides security support and expertise to the General Services 
Adminlslralion (GSA) fiJr their emergency roIt;; in federal resource procurement. During 
major disasters, the division monitors the need for security support and initiates· 
appropriate action to provide it. For example, during Hurricane Georges 1n t 998, the 
division provided 12 security reservists. 67 U"S" Marshals, 39 Federal Protective Service 
officers, 135 contract guards, and two federal protective service mobile command 
vehicles, to ensure the safety and security of federal responders and their assets. The 
division co(,rd\nated the 'deployment of personnel and established a wmmuflicatiolls link 
to maintain and keep abreast of changing requirements to ensure that adequate security 
support was being lielded. 
After deployment, the division maintained management and control of the security 
operation through daily situation reports and continuous contact with the on-site security 
manager, One c:haUenge was to field a large number of security and law enforcement 
personnel when transportation was not immediately available due to limited resources 
and prioritization of needs. and balance that situation against the critical need for 
security/law enforcement at the disaster location before federal responders arrived, 



Optional Essay 

Write about anything else you think would be relevant and interesting from your 
office's perspective. 

Operation Support Warehouse Crew; Unsung Heroes 
On a tootball team, the agile quarterback, Oeet-footcd wide receivers, and the sure
handed tailback receive the lion's share of credit for winning the game. But, as coaches 
,and fans know, a great deal of the success for the team's performance is due to the 
offensive line - the center, guards and tackles who work in the pit to protect the 
quarterback from being sacked and who open up holes for the running backs. 
Just as the linemen are often overlooked in football, so possibly is the work ofa premier 
FEMA support system: the Consolidated Furniture, Publications and Records Warehouse. 
Considered mundane and un-dramatic, and with little visibility, the warehouse staff on a 
daily basis provide the agency with the office furniture/expendable supplies, publications 
and storage of vital records needed to meet FEMA's all-hazards disaster mission. With 
the virtually constant migrations of personnel due t~ mission imperatives' and other 
factors, there always is a need to store and retrieve office furniture and provide supplies. 
A similar situation exists for publications as they arc updated and new documents come 
on line. In addition to normal service requests, demand greatly increases when disaster 
field office~; are responding to emergencies throughout the country and require 
publication:;/forms such 'as "Emergency Preparedness Checklist" and the "Disaster 
Assistance Registration Application." 
Records management is, of course, a key program. With FEMA's more than 2,400 
permanent employees, a regular annual budget of over $800 million, and disaster support 
funding of several billion dollars, the agency's records must be maintained, retired and 
stored in accordance with the stiff requirements of the National Archives and Records 
Administration. 
To handle these programs in a cost-effective and efficient manner, an important step was 
taken in fiscal 1999 by consolidating three separate warehouses into one. The 
furniture/expendable supplies warehouse had been located at Landover, Md., the 
publications warehouse at Jessup, Md., and the records storage facility at the Washington 
Navy Yard. Different staffing and logistical support was necessary for each unit and 
deliveries to and from the facilities had to be made separately. The total leasing cost for 
all three facilities in fiscal 1998 was $1.5 million. 
There was a requirement of 120-days' prior notice to vacate the Landover and Navy Yard 
facilities and mandated upgrades to meet costly Occupational Safety and Health 
Administration (OSHA) standards at Landover, as well as the publications warehouse. 
With the aim oftransitioning to a more efficient system, it was decided to discontinue 
operations at the three sites and combine all activities into one strategically located 
warehouse. Immediately, a new building was leased in Jessup, Md., to handle all FEMA 
warehousing for these aqivities. 
At an annual cost in fiscal 1999 of $1.2 million (a savings 0[$248,337 compared to the 
previous year) the 74,000-square-foot warehouse in Jessup now handles furniture, 
expendable supplies, publications, and records storage. FEMA also saved $400,000 in 



cosl avoidance by not having to bring the furniture and publications wan..;house into 
compliance with OSHA standards. About 50,000 square feet is allocated to publications, 
and SOme 24,000 square feet for furniture. supplies and records storage. Within these 
parameters, an arca hu:: been set aside for the stornge ofexcess computers. (The Program 
Services division oversees the project that donates surplus U.S Government computers to 
schools and other public entities.) For the first year ofoperations the combined 
warehouse sllvcd the agency and U.S. taxpayers, $648,337 ($400,000 in cost avoidance 
plus $248337 in leasing costs), While somewhat difficult to quantify, there are other 
savings through using shared resources (forklifts and other equipment) and morc efficient 
service by combining deliveries to a single facility, Another byproduct of the move is 
improved morale. The lone FEMA employee at the previous furniture warehouse is now 
part ofa multi-person staff at the new facility in a safer and much more congenial 
environment. 

Special Essays 

Discuss the process of ercating the Disaster Information Clearinghouse as an 
outgrowth of property accountability. 

Disaster Information Systems Clearinghouse 
When James Lee Witt became the director of FEMA he reorganized and reoriented the 
agency toward an all~ha~rds approach to emergency manageml,!nt. Based upon the need 
for logistics management throughout the agency, a new capability was dcvelopt.~ within 
the Operations Support (OS) directorate, One of the key elements of the new logistics 
capability was the creation of the Disaster Information Systems Clearinghouse (DISC). 
The DISC is the agency's first source of aUlomntcd data processing (ADP) and 
communications equipment to support disaster operations. It provides centralized 
control. deployment and accountability, refurbishment~ quality assurance, and packaging 
for reuse. The recycling operation dramatically reduces FEMA ~s need to repeatedly 
purchase new ADP equipment when disasters arc declared, 
More recently, digital cameras, global positioning systems, and over 150 agency go~kits 
have been added to Ihe DiSC inventory. This lcverages FEMA's s~lVings in equipment 
acquisition cost and increased equipment reliability, 
At the same time, equipment reliability has drumuticully increased as the Information 
Technology (IT) operations and maintenance lab thoroughly tests each item before it is 
shipped from the DISC. DISC-supplied equipment is more likely to work right out ofthc 
box than new, untested equipment rce!.!lved directly from a vendor, Thus. disaster field 
offices are established in hours instead of Vo-eeks. increasing opemtional cilpability und 
timeliness. 
The DISC property hook contains more than 23.000 items, Thc unnual inventory 
accuracy has exceeded 99.5 percent for the last two years. 

l)iscuss the creation of the Territorial Logistics Storage centers and their role in 
disaster response. 

Territorial Logistics Center 



The agency logistics center (ALC)llcrritoriallogistics center (TLC) was conceptualized 
in the spring of 1995 and its precursor was the regional disaster inventory (RED!) center, 
located at Fort Gillem, Ga. The REDI center was operated by Region IV and staffed by 
disaster assistance employees (reservists). The REDI center became necessary after 
Hurricane Andrew when storage was desperately needed for the massive amounts of 
disaster equipment and supplies accumulated during the multi-billion-dollar storm. 
During Hurricane Marilyn, in September 1995, FEMA headquarters Logistics staff 
assumed operational control of the REDI center in support of Region II. Shortly 
thereafter, the REDI center was formally "nationalized" and subsequently became the 
first of three territorial logistics centers. 
TLC-East at Fort Gillem stocked furniture, equipment and administrative supplies and 
began supporting disaster field office setups. After Hurricane Marilyn, over 245 
emergency generators, purchased by the U.S. Army Corps of Engineers (USACE), were 
transferred to TLC-East. These generators became part of the initial response resources 
inventory, lhereby accreting the TLC mission. The ALC/TLC initiative was officially 
approved in March 1996 and the concept of operations was published in November 1996. 
TLC-East was the first commissioned TLC, followed by TLC-West (located at Moffett 
Field, Calif.) and TLC-Central, located at the General Services Administration Center, 
Fort Worth, Texas. The TLCs were strategically located to support FEMA's 10 regions, 
the Caribbean area and Pacific area offices. Formalized early in 1999, the ALCrrLC 
span of operations has extended to remote storage sites or off-shore disaster supply 
warehouses located in Puerto Rico, Hawaii and Guam. This efTort is in partnership with 
Regions II and IX. 
The agency logistics center (ALC) primarily serves as the management cell of the TLCs. 
The ALC and TLC arc staffed by on-call response employees (COREs). The skill mix 
initially included logistics management specialists, inventory management specialists, 
transportation management specialists, materiel handlers and secretaries. During fiscal 
2000, maintenance mechanics were added to the mix. There are a total of eight CORE 
personnel assigned to the ALC and 27 CORE personnel assigned to the three TLCs. The 
ALC reports to the logistics readiness branch chiefin the Logistics division. The TLC 
supervisors and ALC staff report to the ALC supervisor. 
The territory logistics centers were declared fully operational June 1, 1997. Soon after, 
the director issued a warehousing policy memo. dated July 1997. which directed all 
regions to turn over their disaster fund assets to the closest TLC or disaster information 
systems clearinghouse. Prior to this order, the logistics division contracted a commercial 
vendor to conduct a wall-to-wall inventory of all coded disaster assets held at FEMA 
regions and other fixed locations. As a result of the memo, the TLC stock levels of 
disaster equipment and supplies grew exponentially. To date, the TLCs' combined 
inventories arc valued at over $30 million. The TLCs occupy in excess of 800,000 
square feet of covered and open storage space. Betwccn fiscal 1998 and June 30, 2000, 
the TLC shipped 82 disaster field office kits to establish sites after disaster declarations. 
In further support of the mission, the TLCs maintain over 111 pieces of industrial 
transportation equipment which includes: tractor trailers; 48-foot and 53-foot trailer vans 
with electric lift-gates; flatbed, single-drop and double-drop trailers; and stake trucks. As 
of May 2000. the transportation management specialists assigned to the ALe have 
coordinated the shipment of 8.4 million tons and 295 trailer loads of disaster assets by 



land, air and sea. As a result of' a field office kit recyclinglrcrurbishing strategy, the 
TLes realized a cost-avoidance of $719,560 in .fiscal 1997; $2.4 million in fiscal 1998; 
and $2.56 million in fiscal 1999. 
As a continuing strategic plan of the Logistics division, the OS directorate - in 
partnership with Operations and Plans division and Response and Recovery directorate 
the TLCs also stock initial response resources (lRR) for both responder and disaster 
survivor support. The key IRR items are blankets, cots, ready-to-eat meals, personal 
wash kits, roofing-quality plastic sheeting, plastic tarps, sleeping bags, tents, bottled 
water, emergency generators and refrigerated vans. As of July 26, 2000, the TLCs 
carried in stock: 94,500 blankets; 41,600 cots; 497 generators; 143,900 non-perishable 
meals; 12,000 personal wash kits; 2,489 personal toilet kits; 54,100 roUs of rooling
quality plastic sheeting; 4,550 plastic tarps (20x20); 2,900 sleeping bags; 3,500 tents; and 
279,500 gallons of bottled water. For the two-year period between 1997 and 1999, the 
TLCs realized a total cost-avoidance, by recycling IRR emergency generators, of$28 
million. 
Early in fiscal 1999, the FEMA clothing stock mission was tmnsferred from Mobile 
Emergency Response Systems (MERS) in Maynard, Mass., to TLC-Central in Fort 
Worth, Texas. In fiscal 1999, TLC-Central issued 2,025 baseball hats, 5,920 blue golf 
shirts, 1,272 white golf shirts, 18 white mock turtlenecks, 920 blue mock turtlenecks and 
1,257 jackets. By August 2000, TLC-Central shipped 1,069 baseball hats, 3,992 blue 
golf shirts, 3,025 while golf shirts, 1,342 white mock turtlenecks, 1,620 blue mock 
turtlenecks, 3,164 jackets and 195 wool knit caps. 
The ALCITLC program has become an integral part of the FEMA integrated logistics 
system vision. The execution of its mission is laying a framework and foundation to 
integrate all federal disaster logistics activities, permitting more effective and timely 
support to federal respory.se and recovery activities. 
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OFFICE OF m,NERAL COUNSEL 

Customer Service ImlJrovcmcnts 

How has your office implemented FEMA's customer scY\«ice policy? Please cite 
specific examples of research and/or surveys conducted by your office related to 

customer sCn'ice. Ah;o, cite specific changes tbat were made in the way your office 
does business as a rdult of the research and sUITeys that were done. Finally, give 

examples of specific improvements in the way your office has serviced its customers 
since 1992. 

Onice of Genera! Counsel: CustQTru:r Service and Partnerships 
The most basic change in the way the Office of General Counsel (OGe) has carried out 
its activities since 1993 relates to the office's emphasis on customer service 
improvements, both within FEMA and externally. internally ODe has emphasized to 
clients the goal of striving to ensure that OGC l,ldvice is sought early and often \\>-lth 
respect to implementing existing FEMA programs and new FEMA initiatives (such as 
reinvention of the public assistance program. ProJect Impact initiatives, New Mexico 
fire/claims processing actjvities~ environmental trends, repetitive loss initiatives). As a 
result of the renewed cnJphasis on customer service internally, aGe has experienced a 
subSllmtial increase in the number of requests for legal advice since 1993. fEMA 
Director James Lee Witt's practice ofroutinely seeking input from his attorneys has also 
encouraged others within the agency to follow his lead and routinely seck legal advice 
fron) OGe when appropriate. 
Externally the office of General Counsel ha<; emphasized the agency's customer service 
policy by partnertng with groups outside of the federal govcmment. For example, OOC 
representatives routinely attend NEMA (National Emergency Management Association) 
conferences to meet with state counterparts and discuss various legal issues that 
frequently arise in the course of disaster response and recovery activities and in the 
implementation of mitigation project.'>. Since 1993 OGC has begun to provide 
presentations on current important issues to NEMA attorneys at the group's conferences. 
In addition: along with representatives of the Human Services branch of the Response 
and Rl.'eov,;ry directorate, OGe provides training throughout the year to the Disaster 
Legal Services section of the Young Lav.'Ycrs division of the American Bar Association 
(ABA). This training enables the ABA 10 more effectively partner with FEMA, when 
callcd upon, to provide legal services to disast~r victims pursuant to section 415 of tht! 
Stafford Act, 42 V,S,C, 5,182, in the aftennath or presidential1)'~declared mlljor disasters. 
Since J993, the aGe field attorney cadre ha.'i grown in size and experience. Field 
attorneys: arc prepared to travel to disaster field offices with little notice to provide legal 
support to the federal coordinating officers. OGe attorneys provide legal advice on a 
wide variety of issues and are vital links in providing coordination and consistency in 
program interpretation and implementation. Field attorneys playa crucial role in 
identifying and resolving legal issues and in preventing legal problems from developing 
in the course ofFEMA 's responses to presidentially~declared emergencies and major 
disasters, 



Another customer service tcchnique promoted by one. both within FEMA and 
externally, relates to the usc of alternative dispute resolution (ADR) by FEMA. In 1999, 
Janet Reno. the U.S. Attorney General, challenged each federal agency to develop a new 
alternative dispute resolution program or to significantly enhance cxi$ting ADR 
programs. Director Witt responded decisively, clearly signaling his commitment to the 
highest quality ofcustomer service by appointing an ADR specialist for the agency and 
creating the office of Alternative Dispute Resolution in 1999. 
FEMA's ADR office works within and outside the agency 10 manage conflict, avert 
litigation, <lnd lessen the negative impact of dispute:;:, The ADR office promotes u ctdture 
ofopen eommunication "and creative problem solving, Improved communication can 
foster teamwork, cooperation and collaboration tmd can strengthen the ~lgency by 
building stronger partnerships at aU levels. 
FEMA's ADR specialist, Cindy Mazur, joined the fcdcnli task force on Workplace 
Disputes ami was a pand member for onc nftheir interagency programs. Partnership 
with other agencies has assisled FEMA'$ ADR office in numerous ways. particularly as 
the agencies make their rules. policies, expertise, and services available to FEMA. The 
Justice Department; the White House, and members of Capitol Hili provided invaluable 
help to the OOC office in designing an arbitration program for the Cerro Grandc fire 
legislation. 
Following the director's' creation of FEMA'$ office of Alternative Dispute Resolution, 
Ernest B. Abbott, FEMA's General Counsel, issued a Feb. 2, 2000, memorandum, 
specifically changing the way OGe h<ls serviced its customers. The General Counsel 
requested that all of his attorneys discuss with opposing coufiSel the General Counsel's 
support for ADR in all a-ppropriate cases, Abbott requested that his attorneys recommend 
that non-binding ADR methods be pursued to resolve controversies in issue, 
When ADR is used in piac\! oflitigation, significant time. money, and work~hours are 
generally saved. More importantly, however, ADR attempts to solve problem and 
increase cu~;tomer satisfaction, People are empowered to join together to seek mUlual 
gain and create a workable solution. The ADR office has used the Awards and 
Recognition system to motivate employees throughQut the agency. Staffand managers 
alike are rewarded for seeking the benefits of ADR in solving disputes in the office and 
with the public, 
TI1e office of General Counsel has been training its attorneys in alternative dispute 
resolution methods and concepts. FEMA's attomeys have been attending Alternative 
Dispute Resolution conferences and training presented by other federal agencies. 
FEMA's ADR ofJicer has settled numerous issues for FEMA employees, has been 
involved in thl! agency's efforts to institute required man<lgement training, and has begun 
the process of including ADR in the agency's administrativc grievance system. OGe is 
also working on creating ADR mechanisms at all FEMA oITsitc facilities. 
This summer, the Justice Department issued a report to the president (excerpted below) in 
which FEt,,1A, along with six other federal agencies, was showcased for iL"i outstanding 
accomplishments and eommitment to ADR: 

After Hurricane Georges \\freaked havoc on the island of Puerto Rico in 1998. a 
local community had disputes regarding a debris removal contract. including 
disagreements as to which company tictually performed the work, the total 



amount or debris, and the amounts of money owed to the companies. This 
difiicult situation was further complicated by an FBI criminal investigation, the 
incarceration of the community mayor, litigation filed against the community by a 
subcontractor, allegations of fraud and conspiracy by all parties, death threats, and 
bankruptcy petitions. Without a consensual resolution, expensive and time
consuming litigation involving all parties to the seven relevant contracts was 
virtually inevitable. 

FEMA suggested mediation. The governor, the local community, and the three contractors 
agreed. The mediation was very difficult, but the mediators were able to craft an acceptable 
agreement. The principal contractor later wrote a letter to FEMA saying the following: "I 
write this lettcr tn praise certain individuals who have gonc above and beyond the call of duty 
in representing FEMA and the people of the United States .... Through [FEMA'sJ initiative and 
good judgment, mediation was arranged .... Had [FEMAl not pursued the matter with 
uncommon vigor, it would probably be wrapped up in court for many years. 

The settlement saved FEMA over 3 million dollars, considering all of the requested 
debris removal costs at the outset of the mediation. Through the use of ADR, OGC was 
able to increase public confidence and customer satisfaction both within the agency and 
externally. 

Cost Reduction 

Give examples of your office's efforts to reduce costs from 1993 to 200()' Highlight 
specific sllccessful efforts and be specific about where costs were actually reduced. 

Reducing Costs - Office of General Counsel 
The Office of General Counsel (OGC) has assumed a lead role within FEMA in its 
efforts to institutionalize risk management activities which will lead to cost reductions. 
For example, OGC has worked with the Operations Support directorate to ensure that it is 
able to create and implement an effective Occupational Safety and Health program 
throughout the agency, ·for headquarters and regional offices, as well as disaster field 
offices. The OGC office has also worked closely with the office of Human Resources 
Management to ensure that the agency's worker compensation and unemployment 
compensation programs are implemented fairly and with assurances that such payments 
are made appropriately. In addition, OGe has successfully worked with the office of 
Human Resources Management and the office of Equal Rights to implement strategies to 
reduce thl! number of discrimination claims filed against the agency. 
OGC outreach efforts within the agency have also resulted in being consulted routinely as 
FEMA's oflices and directorates develop plans to refine their programs to accomplish 
cost reduction initiatives. For example, OGC has been an integral participant in the 
agency's eflorts to promulgate new regulations relating to insurance purchase 
requirements by state and local governments. In addition, OGe has assumed a lead role 
within the agency in efforts to prevent duplication of benefits between federal disaster 
assistance and other sources of disaster aid. In this regard, OGC recently prevailed in 
litigation between the United States and a state government that received $12 million in 



insurance payments that duplicated funding assistance from FEMA in the aflcrmath of a 
hurricane. Finally, OGe has worked do:;ely with the office of the Inspector General 
(OIG) to implement programs 10 combat fraud, waste, and abusc; also collaborating with 
OIO and the Department of Jus.tice to recoup fraudulently o~taincd funds through civil 
litigation. 

Use of Technological In novatiODS 

Describe how your office has employed the usc of new technology since 1992. Also 
describe ways in which old technology has been used in a new way, if applicable. 

How hnve these technological innovations affected your office's performance. 

New Technology and the Office of Generol Counsel 
The office of General Counsel (OGC) has used new computer technology since 1993 in 
ways that have made the proviston of legal advice to clients more efficient. An OGC 
intranet capability has been developed which enables attorneys to provide thorough legal 
advice efficiently - both within the \Vashington D.C. office, as well as in disaster field 
offices. A developing OGC web page is expected tn he useful to others within the 
agency, as well as partners 1n state and tocat governments. With the help of new 
computer technology, OGe is developing a process to allow stafTto fully research legal 
advice provided in the past thereby ensuring comprehensive and efficient current legal 
advice. Finally. to assist clients who arc required to file annual financial disclosure 
tonus, OGe created an electronic version of the forms that may be saved and simply 
updated from year to year by FEMA filers. 

Deregulation 

Wbat was your office"s role, if :any~ in helping to get rid of unhelpful regulations 
witbin FEMA? How has deregulation efforts at FEMA resulttd ill the development 

of new innovations by employees in your officc" How did deregulation improve 
your office's ability to respond more effectively lhlring disasters? 

Office of General Counsel: Deregulation 
ll1c Office of General Counsel (OGC) had the lead role in 1999 in coordinating with the 
agency's Inlernal Regula,tory Review committee efforts to repeal or revise a substantial 
number of out-or-date regulations located in Title 44 of the Code of Federal Regulations 
(Emergency Management and Assistance). As a result ofthosc efforts, a final rule was 
published in the Federal Register on May 25, 1999, eliminating 20 parts ofTitle 44 of the 
code (CFR). 
In addition, OGC is near~ng cnmplction ofa complete rewrite ufthe agency's internal 
delegations. which appear in 44 CFR Part 2, Those delegations, which were last 
promulgated in 1994, are out of date in a number of respects, so the substantial effort 10 

rewrite the delegations is important ror internal and external purposes. 
FinallYl OGe recently rewrote the agency's guidance on the development und 
promUlgation of regulations. The new guidance, which was distributed throughout 



FEMA in the spring 0[2000; will be the basis of training that OGC will present agency
wide latcr 1his year. 

Training 

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

New Training Initiatives in Office of General Counsel 
In addition to the training that the Office of General Counsel (OGC) conducts for NEMA 
(National Emergency Management Association) attorneys and the American Bar 
Association, the oft icc has institutionalized annunl training provided to FEMA field 
attorneys. OGe has greatly expanded its training program for new and experienced field 
attorneys since 1993. Ficld attorneys receive intensive [raining on the Stafford Disaster 
Relief and Emergency Assistance Act and its implementing regulations. the Freedom of 
Information Act, and the Privacy Act; FEMA's Public ASSistance and Individual 
Assistance programs, J{a7.ard Mitigation activities, and tbe National Flood Insurance 
Program. OGC atto~eys not only become acqUfiinted with FEMA's statutes and 
regulations, but the training also provides them willi an opportunity to meet policy 
experts with whom they will eonsult once they are deployed to disaster field omces. 
OGC has developed an extensive Field Attorney Manual, which became avaHable 
electronically in April 2000. 

In addition, OGe has developed truining for FEMA '5 employees on the development of 
regulations. The training, provided primarily by OGe staff, is expected to also include 
input from the Offtce of Management and Budget 

Director Witt's Leadersbip 

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 invol\'ed 

during major disasters or events since then? How bas be been directly involved 
during non-disaster periods? Please provide specific examples 

Director Witt and the Onicc ofGeneral Counsel 
Director lames Lee WiHlhas played a significant role in the evolution of the Office of 
General Counsel (ODe) since he arrived at FEMA. While previous FEMA directors did 
not routinely travel to disaster sites and participate directly in the agency's disaster' 
response activities in the field, Dirccto.f Witt has been a key participant in these types of 
activities, The director has ensured lhat aGe is one ofllie most significant participants 
in his efforts to institutionalize comprehensive responses to presidentially declared 
emergencies and major disasters throughout the United States. 
FEMA General Counsels under Director Witt travel much more frequently with him to 
disaster field omces. It seems incredible, but until the early I 990s FEMA attorneys 
rarely traveled to states in which the president had declared emergencies and major 
disasters and, when they did travel it was usually to address problems that had already 



arisen, Since Direclor Witt arrived in 1993, thot hus changed dramatically. Federal 
coordinating officers often request the services ofstaff ottorneys for their disaster 
operations to ensure that the agency is able to anticipate situations that might otherwise 
develop inio problems. 

nirectoratc and Offiee Leadership 

(For Departmellt Heads OnIJ~ flow did your leadership as director contribute to 
ch~nges in your office or directorate? What were your primary obj«tives and how 

did you attempt to aeeomplish them? What were your successes? 

Changes in the Office of General Counsel 
During my tenure as FEMA's general counsel I have stressed the need for Office of 
General Counsel (OGe) starr to be as cus[Omer~servicc-orienred as possible, both to our 
clients within the agency and to our external partners. This emphasis on customer service 
has resulted in the office~s provision of legal services promptly and efficiently - within 
headquarters. to our regional offices, and disaster field offices. 
In addition; we have expanded our outreach activities v:ith our counterparts in the states
in large {4'lTt through OU~ coordination with attorneys from the National Emergency 
Mallagernent Association C-lEMA} with whom we routinely interact in disaster settings, 
FEMA and NEMA attorneys frequently attend conferences together to share our 
experiences and to learn how we can most errectively rclate to one another on a day~{o~ 
day basis. As a result of our established relationships with state emergcncy managemcnt 
attorneys, we are better able to effectively implement the Stafford Disaster Assistance 
ami Emergency Relief Act throughout the United States. 
We also have institutionali7.ed our coordination with the Disaster Legal Services section 
of the Ameri<:an Bar Association's (ABA) Young La\\')'crs division, with whom FEMA 
works in our efforts to ensure the provision of disaster legal services pursuant to section 
415 of the StaIToro Act, 42 V.S.c. 5182. We routinely attend ABA conferences to 
provide training to members of the Young Lawyers division who have expressed a 
willingness to coordinate the provision of disaster Iygal services to low~income disa.'\tcr 
victims. 
As the agency's general counsel I have also emphasized to my staffmy goat ofensuring 
th~tt FEMA's offices and directorates consistently seek legal advice from OGC as early as 
possible, I take pride in the practicc of F'EMA offices and directorates routinely 
requesting input from our attorneys on issues which are pending before the agency, and I 
attribute that trend to the excellent legal services which my offiee provides throughout 
FEMA. 
OGe has taken the lead within FEMA during my term as general counsel in 
implementing an Alternative Dispute Resolmion (ADR) program. (n 1999, Cindy Mazur, 
DGC's fomler associate general counsel for program law, became the agency's 
Alternative Dispute Resolution specialist. Since her appointment Ms, Mazur has 
aggressively performed outreach throughout FEMA in her efforts to implement a 
dynamic ADR program for the agency's internal and external use. FEMA's ADR 
program has already been cited in a Department of Justice report to the president on the 
effective use of ADR by the government. 

http:institutionali7.ed


Finally, I am pleased that during my tenure as FEMA's general counsel we have 
developed an ability to provide immediate electronic access to historical documents that 
have been generated by FEMA attorneys over the years. These documents are now 
available tCI OGC staff, as well as throughout the agency, and this capability will enable 
us in the future to provide more comprehensive legal services even more eniciently than 
we have in the past. 

Future Direction 

(For Departmellt Head~ Dilly) How do you see your office/directorate evolving in the 
next ten years'! 

The Next Decade 
Over the nc-xt decade FEMA is likely to devote substantial efforts to working with agency 
program stHfT on the deVelopment of programs to institutionalize the effective practice of 
hazard mitigation techniques - not only by the federal government, but also by state and 
local governments and the private sector. The Office of General Counsel (OGC) will 
remain an active participant in FEMA's efforts to develop and promote a greater 
sensitivity to the routine implementation of hazard mitigation techniques throughout the 
United States. These efforts are likely to result in OGC staff involvement in: 1) drafting 
and coordinating Congressional consideration of new statutory mitigation authorities; 2) 
I~leilitating the promulgation of regulations to implement new mitigation authorities; 3) 
preparing kgal opinions which interpret mitigation authorities; and 4) facilitating 
discussions among interested parties (e.g., federal, state and local officials, as well as 
representatives of private sector organizations) to address issues which will inevitably 
arise in the course of FEMA's implementation of its hazard mitigation authorities. 
For years OGC has been. a key player in the agency's implementation of the National 
Flood Insurance Program (NFIP), which was established in 1968 pursuant to the National 
Flood Insurance Act of 1968, as amended. FEMA has already taken steps to address 
fiscal and environmental concerns relating properties which arc insured under the NFIP 
and which are damaged by Hooding on multiple occasions. It is likely that OGC will 
remain an active participant in the agency's efforts to address repetitive loss properties 
through its legislative drafting input, its regulatory development activities, ~nd in the 
course of its provision of legal services to the Federal Insurance Administration and the 
Mitigation directorate as.those of(ices strive to resolve the problem which is presented by 
multiple loss properties. 
OGC is also likely to playa valuable role in promoting and implementing the use of 
Alternative Dispute Resolution (ADR) within the agency. ADR can be a valuable tool 

. for use in resolving issues before they become overwhelming problems, as well as a tool 
for addressing problems after they have developed. FEMA's ADR specialist has already 
demonstrated her ability to use ADR techniques to resolve issues within the agency, as 
well as disputes that develop between the agency and outside entities. It is likely that 
ADR will soon be recognized as a valuable asset for the agency, and such recognition 
will provide an opportunity for OGC to playa lead role within FEMA in its continuing 
efforts to promote the use of ADR. 



Finally, it is likely that aGC will rely more heavily on electronic mediums in its efforts 
to ensure the efficient and comprehensive provision oflcgaJ'scrvices throughout the 
agency. We have recently developed the capability to share OGC legal opinions 
electronically - both within aGC and throughout the agency (including headquarters, 
regional offices, and disaster field offices), and it is clear that this trend will continue in 
the future. Such electronic capabilities will enable OGC to provide legal services 
throughout FEMA, as well as with our external partners, more efficiently than has been 
possible in the past. 

Special Es~mys 

Discuss key cases since 1993 that have had a significant impact on the agency. , 
Key Litigation 
FEMA has been involved in a broad variety of litigation related to a number of its 
programs. Although the, vast majority of cascs involve traditional insurance issues 
aris.ing under the National Flood Insurance Program, FEMA also has been involved in a 
number of Administrative Procedure Act cases requiring review of disaster-related 
programs, cases arising under the various environmental laws, cases involving the United 
States Fire Administration, floodplain management cases, affirmative fraud cases, 
personnel cases, and cases to recover duplications of benefits under the Stafford Disaster 
Assistance and Emergency Relief Act. 
For example, in Kcy Dcer v. Stickney, FEMA was challenged about the Federal 
Insurance Administration's (FIA) implementation of the National Flood Insurance 
Program (NFIP) and its potential effect on endangered plants and animals. In part 
because oflhe impact of that case, FEMA has worked closely with the Fish and Wildlife 
Servicc and National Marine Fisheries Service to develop a more effective environmental 
strategy related to the NFIP. FEMA also has been involved in a number of other 
environmental challenges to its programs, including the City of Lakewood v. FEMA case 
that examined the environmental justice ramifications of FEMA's floodplain mapping 
regulations. 
The litigation arising under the National Flood Insurance Program has continued, and a 
favorable body of case law is being developed that will further the FIA's programmatic 
initiatives. In particular, in the Gowland v. Aetna and Van Holt v. Liberty Mutual Fire 
Insurance Co. cases FEMA has developed some excellent case law establishing the federal 
interest in the write-your-own (WYO) sector of the NFl? and providing support for the 
proposition that the Wya companies should be subject to the same standards as the federal 
government when selling lederal flood insurance. 
The floodplain management regulations received judicial exrunination in Woodhill v. 
FEMA. That case led to re-examination ofFEMA's practices relating to the issuance of 
Letters of Map Revision. 
Several disaster-related cases also have set favorable precedent. In Thiess v. Witt the 
Federal Circuit Court ofAppeals recognized the unique staffing requirements of effective 
disaster response and recovery and put its imprimatur on the Stafford Act hiring authority 
and the disaster assistance employee (reservist) program. In Hawaii v. Witt. FEMA 
obtained judicial recognition of its interpretation of the duplication provisions of the 



Stafford Act and established the principle that if an applicant has insurance available for a 
loss, it must refund to the Federal Treasury the amounts received that duplicate that 
coveragc. In the cases of Morrison v. City of Grand Forks and Phelps v. City of East 
Grand Forks, the standards used for the voluntary acquisition program under the 
Mitigation directorate received judicial approval. Finally, in Graham v. Witt, a case 
involving the Individual and Family Grant program, the Ninth Circuit explored the 
meaning of the non-liability provisions of the Stafford Act for FEMA's discretionary 
activities. 
The following is a list of some of the most significant cases that have been litigated by 
FEMA's office of General Counsel in the past seven years, as well as a brief summary of 
thc cases: 

Key Deer v. Stickney 
Plaintiffs, a group of en,:ironmentalists, filed suit on behalf of the Key Deer, an 
cndangered species in southern Florida, challenging FEMA's failure to consult with the 
Fish and Wildlife Servic'e when implementing the National Flood Insurance Program 
(NFIP). The court decided that FEMA is obligated to consult when implementing the 
NFlI' 

Thiess v. Witt, 100 F.3d 915 (Fed. Cir. 1996) 
In this case, a group of disaster assistance employees filed a class action challenging 
FEMA's implementation of 42 u.s.c. § 5149(b), which authorizes FEMA "to appoint and fix 
the compcnsation of such temporary personnel as may be necessary, without regard to the 
provisions nftitle 5, United States Code, governing appointments in competitive service" 
to perfoml major disaster and emergency services for which the agency docs not have 
sufficient full-lime employees. The employees challenged their characteri7..ation as 
"intermittent" employees, as defined in Title 5 of the United States Code. Asserting that 
they worked defined schedules set in advance by the emp,loyer, they argued that they could 
not be treated as intemliUent employees under :ritle V. They sought compensation similar 
to permanent employees, 'as well as back pay and benefits. The Federal Circuit decided that 
FEMA had the authority under the Stafford Act to hire employees without regard to the civil 
service requirements of Title V. Because FEMA had decided that the best way to 
implements its disaster-relief activities was through the use of a temporary and intermittent 
work force, and that deci~ion was consistent with statute, the court refused to compel FEMA 
to provide enhanced ben~fits to its disaster reservists. 

Gowland v. Actna, 143 F.3d [951, 954-55 (5'" Cir. 1998) 
This case also arose undCr the National Flood Insurance Program (NFIP). In it the Fifth 
Circuit Court of Appeals determined that a write-your-own (WYO) company selling the 
Standard Flood Insurance Policy pursuant to the National Flood Insurance Program was 
entitled to be treated similarly to the federal government selling that same policy. Thus, 
the company was entitled to assert that a lawsuit should be dismissed because the insured 
failed to file a proof of loss in a timely manner as required by regulation. This case 
affirmatively recognizes that federal funds are at issue under a case filed against a WYO 
company, and notes that federal funds may only be spent as authorized by federal law. 



Van Holt v. Liberty MutUal Fire Insurance Co., 163 F,3d 161 (3rd Cir. 1998) 
This case also arose under the Notional Flood Insurance Program (NFIP) as implemented 
pursuant to the write-your-own (WYO) regulations n144 C.F.R. § 62.23. An insured 
filed suit against a WYO cOinpany and raised a number of claims related to, hut not 
directly ariSing under, t~e Standard Flood Insurance Policy. Specifically, rhe inslUcd 
asserted that the WYO company committed a number of fraudulent and tortuous 
activities. On appeal; the Third Circuit dismissed the case and remanded it to state court 
for lack of subject matter jurisdiction, claiming that the matter raised only stnte-law 
claims, and not matters of federal interest. FEMA filed an amicns curiae brief which 
asserted that even though the claims were based on state taw, the insured waH Hecking 
federal funds and determination of the merits of the ease intrinsically required 
interpretation of the National Flood lnsumocc Act and its regulations. On rehearing, the 
court agreed that exclusive fedentl jurisdiction for a claim on a Standard Flood Insurance 
Policy sold by a WYO COfUJXtny, even a claim that did not directly raise contractual 
issues, was properly based on the Natiorlul Flood Insurance Act. 

Morrison v. City of Grand Forks; Ph~.!p'.~..Y: City of East Grand Forks 
Two separate class actions were initiated by property owners in Grand Forks, N.D .. and 
East Grand Forks, MinI]. They challenged FEMA's implementation of the voluntary 
acquisition program, designed to mitigate future flood losses by purchasing flood-prone 
property and dedicating it to open space. Plaintiffs asserted that the program was not 
being irnpkmented as a voluntary program and that, in fact, they were being forced to 
accept below-market offers for their properties, They asserted, among other claims, that 
this constituted an unconstitutional taking of their property and that they were entitled to 
the fltir market value of their property, which they asserted was: equivalent to the expense 
of purchasing comparable housing in areas that were not prone to flooding. The courts 
disagreed and found that F'EMA acted within its authority in implementing the program, 
111ejudge in North Dakota commended FEMA's response to the North Dakota flooding. 

State of Hawaii v. FEMA 
In this case, the state of Hawaii challenged FEMA's assertion that insurance funds paid to 
the slate for approximately $12.1 million in damage to a number ofpublic buildings aficr 
Hurricane Iniki was a duplication of benefits that I pursuant to The Stafford Act, 42 
U:S,c. § 5155, should be paid to fEMA, The state made a number of assertions, and 
argued that FEMA had overestimated the costs of repairs, that FEMA could not 
document the cost of repairs, and that FEMA was not entitled to return of the funds. The 
court agreed with FEMA that the amount of insurance available was the proper 
benchmark to detennine the amow1! of duplication. 

Graham v, \Viu 
This case involved a challenge to FEMA's Individual and Family Grant (IFO) program. 
Specifically. individual citizens of the Federated States of Micronesia (FSM) challenged 
FEMA's dedsion to end ~he IFO program after it appeared that the grantee W(lS not 
properly implementing t~e program. The United States District Court for the Northern 
District of California held that individual recipients ofIFG funds awarded by the grantee 



had no standing to sue and, alternativety, that the non-liability provision of the Stafford 
Act at 42 C$.C. 5148 shielded FEMA from liability. 
The plaintiHs appealed, and on appeal the i\inth Circuit agreed that those individuals 
whose appeals had not been decided when the (FG program had been dosed had no 
standing to sue and affirmed the District Court's dismissal as to those plaintitTs. 
However, the Ninth Circuit held that those citizens whose appeals had lx-eD decided, but 
who were not yet paid when the JfG program was dosed, did have st.anding to suc. The 
Ninth Circuit agreed with the District Court that the non~liabiHty provision of the 
Stafford Act, 42 US.C, § 5148, prohibited the court from revisiting FEMA's decision to 
bring the program to a conclusion, but also held that FEMA's decision to withhold 
payment of the appeals ~hat wete approved whcn the progrmfl closed was discretionary 
only if the FSM was not compliant with the regulations, The court held that fEMA's 
determination that the F$M was not compliant was review-able. and the court remanded 
the case to the District Court to detennine whether FEMA'5 decision that the FSM was 
noneompJianl was arbitrary and capridous. 

City of Lakewood v. Witt 
Plaintiffs in this case, a number of municipalities that were to be part of the new AR zone 
category on the Flood Insurance Rate Map. challenged the implementation of the AR 
zone regulations. In 1992, Congress cnacted section 928 of.the Housing and Community 
Development Act, P.L 102~550, which amended section 1307 of the National Flood 
Insurance Act, by delineating a neW special flood hazard area called the AR Zone, which 
results from the decertification of previously~accredited flood prott.:'ction systems which 
are in the process of being restored. FEMA promulgated AR zone regulations to create a 
new category of Special Flood Hazard Area where low~cost insurance would be available 
pending recertification of the levees, The citizenry of certain California towns were not 
satisfied with the new rules and challenged them based on Environmental Justice and 
other grounds. The court decided (hat FEMA's regulations had been promulgated in 
accordance with the law. 

Woodhi!l Corpomtion , 
In this case a developer challenged FEMA's Letter of Map Revision for FilI (LOMR~F) 
regulations, fn accordance with those regulations, the developer had been denied a 
LOMR because it appcarc<;i that he had plans to construct buildings ol11he property. The 
Seventh Circuit Court ofAppeals agreed wtth the plaintiff that FEMA's regulations did 
not clearly 3et forth the applicable standards in a way that provided for fair notice and 
equal treatment of all applicants, and set aside the regulations. As a result, FEMA has 
published new interim guidance and is in the process of implementing new regulations. 

General Connsel and I~cgislative Trends: 

There have been three principal trends in legislation affecting or administered by FEMA 
since 1993. These include legislation that would: 



, 
• 	 shift federal policy away from emphasis on civil defense to all-hazards civil 

cmcrgt..'11CY management; 
• 	 shift federal policy away from limiting emergency management to "response 

and fL--covcry" authorities and tOW'.l.rd hazard mitigation authorities generally, 
especially pre-disaster hazard mitigation; and 

• 	 provide legislative "teeth" to enforce flood insurance purchase requirements 
and to encourage Hood loss mitigation. 

Repeal of the Federal Civil Defense Act of 1950, 
Early in this administration the Congress repealed the Federal Civil Defense Act of 1950 
(FCDA) and inserted most of the subslance of tile FCDA in the Stafford Disaster 
Assistance and Emergency Relief Act as Title VI. Title VI replaced the term "civil 
defense'" with \\emcJ'gency preparedness", a'nd that change, coupled with other relatively 
minor changes to the repealed statute helped shift federal policy away from Cold War 
defense against nuclear attack to planning and preparedness for emergencies or disasters 
resulting from natural disasters or accidental or man-caused events. 

Haurd Mitigation 
The shift in federal policy toward hazard mitigation in general is one of the hallmarks of 
James Lee Witt's tenure a... director of FEMA. Late in 1993, with support trom Director 
Witt, Congress enacted the Volkmer Amendment, which substantially increased the 
amount of post-disaster hazard mitigation funding which becomes availabJe (pursuant to 
section 404 of the Stallord Act, 42 V.S.c, SI70e) to fund hazard mitigation measures 
following presidentially-declared major disasters. 
Subsequently Director Witt initiated an effQrt to authorize pre-disaster hazard mitigation 
authority, He obtained the backing of OMB (Office of Management and Budget) to 
ine(udc pre··disastcr hazard mitigation funding in the budgets presented by the president. 
and gain<.-d legistative support through the appropriations process. He convinced the 
House and Senate Appropriations Committees that measures to prevent or reduce 
damages from forcsceab.!e disasters arc less disruptive and more cost effective than 
providing federal disaster assistance after the fact. The effort is an excellent example of 
using the appropriations process: to support a creative idea 3f!d promote new and 
innovative legislation. 

National Flood Insurance Reform Act of 1994 
Begun in 1968 as a voluntary program. experience in the first 4 - 5 years of the National 
Flood Insurance Program (NFIP) showed that property owners in flood haz.ard areas 
would rarely buy flood insurance voluntarily. Ailer the devast."lting floods of Hurricane' 
Agnes in 1972, the Congress enacted legislation requiring mandatory purchase of flood 
insurance under pn."Scribcd circumstances. Perceiving a need to increase compliance with 
the National Flood Insu~nce Act of 1968 and the Flood Disaster Protection Act of 1973, 
and to authorize mensurcs under the NFJP for Hood loss mitigation, the Congress enacted 
the National Flood Insurance Refonn Act of 1994 (NFIRA). 
NF'IRA broadened the flood insumncc requirements to include mortgages purchased by 
Fannie Mae and Freddie Muc and mortgages guarantee~ or insured by federal agencies 
that act as lenders, and authorized these institutions to purchase flood insurance for a 
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property and charge the borrower if flood insurance is required but not in force. It 
authorizes r~gulatcd lending institutions and federal lenders to escrow for flood 
insurance, These and other requirements have brought about higher levels of compliance 
than previously, while also streamlining various aspects of the flood hazard identification 
and community notification processes. NFlRA also established a Community Rating 
System to f{!duce premiums in communities that implement loss reduction measures 
greater than FEMA's standards. It also established a state and community mitigation 
assistance program to stimulate mitigation planning and to provide financial assistance 
for flood 10:;$ mitigation measures. 
FEMA 's key objectives in nood insurance legislation pending before the 1061h Congress 
are to strengthen FEMA's mitigation activities on repetitive loss properties and to remove 
the premium subsidit:s on repetitive loss properties whose owners refuse FEMA~rllnded 
mj~igation otTers. FEMA has also sought removal of premium subsidies for certain high 
flood risk properties on federally leased lands and, over a seven-year phase-in period, on 
all properti(~s other than primary residences. Finally, FEMAhas sought neW ways to 
finance flood map modernization in order to keep flood maps current and accurate. 

Labor-Management Pl~rtnership Coundl 
Enhancements In Labor~Managcment Relations 

On Oet. I, 1993 the president signed Ext.~lItive Order 12187. implementing the 
enhancement of Labor-Management Relations through Labor-Management Partncrship 
Councils (LMPCl FEMA Director James Lee \Vitt signed the charter establishing 
FEMA IS LMPC on Oct. 19, the second council (by hours) 10 be established in the federal 
government. By Nov. 10, each of the agency's five existing bargaining units which 
existed at that time, as well as FEMA'5 corresponding management team, were 
represented on. the LMPc' [n addition, one OHRM (Human Resources Management) 
representative was apPo,inted by the director, for a total of II LMPC members. 
Over the course of the almost seven years of the FEMA LMPC, there have been 64 
meetings of the LMPC addressing over 700 different subjects, Representatives to the 
LMPC changed !4 time,s. The LMPC grew from the original 11 members to the current 
22 members, resulting from thc addition of four new bargaining units, a non-partisan 
Chair, a fadlitator. and a secretariat. 
Initially lh(!re were no funds budgeted for the LMPC. However, the director made 
approximaleiy $,32,000 available annually for the past several years for the LMPC to 
conduct its meetings, While most l,.MPC quurterly meetings are conducted at National 
Emergency Training Center in Emmitsburg, Md., due to its location, attempts have 
continu.:d 10 have onc LMPC meeting annually at different FEMA sites to enable a wide 
array of FEMA employees to have an opportunity to understand how the council 
functlons. 
There have becn LMPC conference calls each month, as well as two or three-day 
quortcrly meetings of the LMPC. since the council was established. Literally hundreds of 
telcphone calis and e-mall messages occur each year among members of the LMPC 
researching subjeets for consideration by the council. , 



The LMPC has continually revicwed agency policy affecting labor~managemcm relations 
and most of the recommendations made by the LMPC have been implemented by FEMA 
Additionally, the LMP8 has been instrumental in the development and implementation of 
several age~ncy-widc initiatives resulting in the enhancement of agency operations and 
internal and external customer service, as evidenced in published results ofa 
government-widc survc·y. 

Most notably the LMPC recently has addressed the following subjects: 

The CORE Program 
The council has been actively involved in the agency's development and implementation 
of CORE (cadre ofon-call response employees) guidill1ce since carly in that process. 
During the meeting in the summer of 199& tbe LMPC (Labor-Management Partnership 
Council) d,'!'vclopcd a set of comments on drafl CORE guidance that had been prepuwd 
for the director's signature. and most of the lMPC comments were incorporated into the 
guidance that the director issued in August of 1998. 
One of the LMI)C suggestions was tbat FEMA conduct periodic audits of the 
implementation of the CORE program, The first of these audits)$ complete, and it is 
noteworthy that two representatives of the LMPC were involved in the audit process, Jt 
is anticipated that the LMPC will continue to playa constructive role in the agency's 
implementation of the CORE program. 

Telework Program 
The Labor-Management Partnership Council(LMPC) is: proud tbat it was an early 
participant in the process of the agency's development of a telework program. Several 
years ago the LMPC conducted a survey of the agency's employees in an effort to 
determine whether a telework program would be feasible for FEMA to implement. The 
LMPC survey indicated that the majority of FEMA's employees, including 
approximately two-thirds of its managers, felt that it would be fea<;ible for the agency to 
implement a telework program. 

As a result ofthc LMPC survey, Director Witt assigned a manger (with assistance from a 
working group which included an LMPC representative) to develop a pilot telcwork 
prograrrL Based on the results of the pilot program the director announced that tclework 
would be adopted in appropriate situations throughout the entire agency, Given this 
history, the LMPC was pleased that it was able to play such an integral part in the 
evolution within FEMA of this process, and the LMPC hopes to remain involved as the 
new telework program evolves. 

Violence in the Workplace Guidance 
Although much oftnc credit for the agency's issuance of its Interim Policy on Violence 
in the Workplace must go to the Office of Security, the Labor.Managemcnt Parulen;hip 
Council (LMPC) is also pleased that the LMPC idenlified this early on as the type of 
cross·cutting issue whjch was appropriate for its consideration. The LMPC suggested 
several years ago that this issue should be addressed by the agency, and On No\"', 24, 



1998) the LMPC provided comment') on draft Violence in the Workplace guidance that 
had been prepared by the Office of Security. Many of the comments made by the LMPC 
on the dntft !;;uidancc were ilH.:orporated jnto the temporary Directive on Violence in tht:: 
Workplace that was issued on Aug. 30,1999. 

Rewards and Recognition Svstt:!m 
On several occasions during the past couple of years the Labor-Management Partnership 
Council (LMPC) has expressed an interest in helping the agency refine its rewards and 
recognition system. While it is recognized that no rewards system is ever going to be 
recognizL-d universally as perfect, the LMPC remains of the opinion that there are steps 
FEMA cnn take to improve the current system which is used to recognize exemplary 
perfonnance by agency employees. The LMPC prepared a set of recommendations to 
improve the system during its quarterly meeting in liebruary 0[2000. and the council 
forwarded those recommendations to the director. The LMPC believes that this is 
another excellent example of the type of issue which cuts across staffat all levels of the 
agency and which, therefore, is a subject that is uniquely suited for LMPC deliberations. 

Alternative Dispute Resolution 
There is ~l consensus within the council that the use of Alternative Dispute Resolution 
(ADR) pro<:edurcs can in many instances be useful in addressing disagreements which 
might otherwise fester and become even more contentious and divisive, The council 
believes that it is an ideal body to disseminate information about and promote the use of 
ADR throughout the agency. Therefore. the Labor~Management Partnership Council 
(LMPC) hils offered to assist the agency in its efforts to promote the usc of ADR in 
approprinte situations. 

Offiee of Personnel Management Employee Satisfaction Survey 
Following FEMA's receipt of information from the Office of Personnel Management 
(OPM) about its Fiscal Year 1999 employee satisfaction survey. Director James Lee Wiu 
asked the Labor-Management Partnership Council (LMPC) to review the survey results 
and report rccommendations for action in response to the survey. , 
The LMPC spent a t\ubstantial amount of time at its quarterly meeting in May of200D 
analyzing tbe OPM survey results, and as a result the council provided the director with a 
May 30, 2000, memorondum addressing the survey and making recommendations about 
how FEMA might respond to the survey results. 
The council's wiliingncp$ and ability to provide substantial input to the agency indicatcs 
how signiflcllnt a role a viable LMPC can play in the developmcnt of agency initiatives. 
Although on occasion the development ofconsensus positions within the council 
proceeds slowly, we believe thut FEMA's LMPC has demonstrated the merits of 
partncring between labor and management representatives on a wide variety of issues. 



Office Of Policy And Regional Operations 

Mission Shift to an All-Hazards Disaster Response 

Descrihe how your office's mission and functions have evolved since FEMA changed 
its foclls to an all~halards disaster response. Describe the evolution ofyour 

division's mission and functions from 1992 ..2000. 

The development of the missions and functions of the Oflice of Policy and Regional 
Operations (OPRO) is a uniquc and interesting One. Director James Lee Witt c$tablishcd 
the Office of Policy Assessment (Ol'A) on November 28, 1993, as part ofhis major 
reorganization ofFEMA As expected, the direction ofOPA constantly changed in its 
early days, due to the continual reevaluation of its mission in the conlext of agency 
reorganization and reinvention. Despite the constant flux, the office as a whole was able 
to codify it~; mission. [n early 1994, its mission read: "to support the director and senior 
agency members through managing and facilitating policy development~ strategic 
planning. perfonnance standards and assessment. innovation, aI}d organizationai 
development to achieve FEMA 's overall goaL" Once on a fixed course, OPA performed 
several important functions. including a systematic review and evaluation of policy, 
oversight of environmental responsibilities, assessment of compliance with the 
Govcnunent Performance and Results Act .of 1993 (GPRA). and oversight of FEM'A'8 

renewal and participation in varied initiatives of the National Partnership for Reinventing 
Government (NPR). 
The develQpment of the missions and fune1ions of the Office of Regional Operations 
(RO) howevcr~ stretches beyond thc agency reorganization. As old as FEMA itself, the 
Office of Regional Liaison was created it! J979 to: I) serve as a link between the director 
and the regional directors, 2) serve as a buffer between the regional directors and 
associate directors, 3) provide staff support to the director on hcadquartct$ and regional 
office matters, and 4) serve as a central infonnation pOlnt for regional offices during 
transition periods. With this original purpose in' mind, the Office of Regional Liaison 
was renamed the Office of Regional Operations during the 1993 reorganization. The 
cbange reinvented the partnership between headquarters and the regions, giving it 
structure and credibility. Regional directors were ussured they could bring issues to 
headquarters and those issues would be resolved. The \'oTitlen mission of RO at this time 
was: '~to ~rve as the director's lead staff office ensuring FEMA policies, programs, and 
administrative and management guidance arc c.oordinated and implemented in the regions 
in a manner consistent \\rith the agency's overall goals." Within this realm, the office 
itself ww its function as the promotion and facilitation or cooperative~ effective, and 
efficient relationships between regional and headquarters elements to achieve a unified 
focus. As a staffelement of the Office of the Director, the RO served as the staff advisor 
and coordinator for Director Witt on regional matters, including policy issues, duy-to-day 
operations, and administrative and management matters. It served as the liaison between 
the regional directors a~d headquarters on program, management and policy issues, and 
provided a vital clearingbouse to identify policy and priority conflicts for executive 
resolution. 



Thl! need for a proactive, aU encompassing regional operations office decreased u..'i the 
link between headquarters' progmm offices and the regions grcw stronger. While RO 
continued to develop perfonnance plans for the regions, OPA was also coordinating 
between headquarters and the regions to develop program policies and guidelines for the 
regions, The functions of the two offices begun to overlap, so the offices were merged in 
November 1995 to create the OPRO, A new mission then [x."cnmc necessary. The new 
office worked in support of Director Witt and agcncy managers by: 
• 	 conducting agency~wide planning 
• 	 developing p<?licy 
• 	 managi ng reorganizations 
• 	 overseeing environmental reviews (a duty which now rests with the Mitigation 

Directorate) 
• 	 implementing strategic and administration initiatives 
• 	 ensuring regional coordination 
• 	 providing support on national security muliers 
• 	 building partnerships witb and among sUIte nnd local government and non

government organizations 

The office did n01 and does not proactively speak for the director on management review 
mattcrs. However, thc director has tasked the OPRO to conduct sensitive management 
reviews on a few occasions, This was done knowing that assessment, evaluation, and 
management and program reviews have proven effective in other organizations, when the 
reviews can be conducted in a friendly, constructive, and helpful manner, without 
appearing intrusive and attacking, 
OPRO plays a major role in implementing various aspects of the GPRA, including to 
some degree, internal management systems. As of September 2000, the formal mission, 
of OPRO is; "to support the director, agency leadership and agency organizations by 
leading agency~widc policy development and implementation, strategic planning and 
evaluation; by coordinating and implementing administration initiatives. external 
mandates, lntemal improvements and special projects; and by building regional 
capabilities and supporting regional operations,') 

Managem(~nt Reorganization 

Describe how your office's senior management was reorganized in 1993. Have 
major changes in your office's management structure occurred since then? Ifso, 

what was changed and why was it changed? 

The history of the Office of Policy and Regional Operations (OPRO) can be traced to the 
1993 reorganization of FEMA and the subsequent merger of the Office of Policy 
Assessment (OPA) with the Office of Regional Operations (RO), The OPA was created 
on November 28, 1993. : With this, of course, came the fonnalion of a whole new staff, 
including senior management In late February 1993, headquarters and regional offices 
were asked to give their vic\ys regarding the role(s) that the Office of Regional Liaison 
should play in relation to the regions and organizational elements in headquarters. 
Changes within the office, both managerial and otherwise, were made partially based on 
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those views. The short-term solution to all the challenges presented was to return the 

oflice to that of an Office of Regional Operations and give more power to the office 

director. The initial long-term goal of the office management was seen as the 

development and maintenance of a streamlined, mission-oriented, regional planning and 

reporting system that required less paperwork. FEMA brought in a new office director 

for RO during the early:months of 1993. The Office of Regional Operations and its 

director became "the strirfto turn to" when regional issues needed to be brought to the 

attention of Director Witt. 

By September 1994, Director Witt set his vision for improved teamwork by all senior 

managers. This vision included eight points, namely to: 


I) provide: lcadership for programs and people, 

2) take care of all employccs, 

3) satisfy all customers (internal and external), 

4) pull together as one ,team, not only to manage disasters, but also on tough budget 


issues, priori tics, and day-to-day operation, 
5) use a common-sensc approach to managing, 
6) minimize being burcaucratic with each other and the process, 
7) resolve individual problems, and 
8) empower employees to do their jobs. 

Senior managers in OPA, RO, and now OPRO have all worked hard to fullill this vision. 

Without a doubt, however, the biggest structural change in office management occurred 
whcn the two offices, OPA and RO, were combined in November 1995. The agency 
realized earlier that year.that the roles of the OPA and RO were not clear and defined. 
For instance, while OPA coordinated betwecn headquarters and the regions to develop 
program policy and guidelines, RO was developing pcrformance plans for the regional 
directors. The staffs of the two officcs were combined, with the senior management of,
OPA taking over as senior management oFthe newly fonned OPRO. 

Customer Service Improvements 

How has your office implemented FEMA's customer service policy? Please cite 
specific examples of research and/or sunreys conducted by your office related to 

customer service. Als~, cite spedfic changes that were made in the way your office 
does business as a result orthe research and sunreys that were done. Finally, give 

examples of specific im'provemcnts in the way your office has senriced its customers 
since 1992. 

The Office of Policy and'Rcgional Operations COPRO) had a1fairly important role in 
issues dealing with the creation and improvement of customer service and customer 
satisfaction programs within FEMA. The role of the Office of Poliey Assessment (OPA) 
- a forerunner to OPRO - was to bring ideas on how to improve customer service at 
FEMA. 



The agency realized that in order to improve customer servi(:c, it must first find the root 
ofcustomer dissatisfaction. In partnership with the Response and Recovery Director.Hc. 
OllA proposed and developed customer serviee surveys to gauge communication and 
satisfaction levels of disaster victims. 
OPA also coordinated a customer satisfaction month in September 1994. Every day that 
month, easels were put on every floor of headquarters, and in every region, showing 
quotes from FEMA customers over their pleasure with the work the agency had done for 
thet~. There was also U ,:"cekly newsleUer about customer satisfaction and several 
brown·bag discussions 00 the subject. 
Initial survey results provc(l better than expected; FEMA's overa[J approval rating by 
disaster victims was found to bc above 80 percent. The findings of the study were so 
favorable that President Clinton recognized and honored FEMA in September 1994 
during a speech on national customer satisfaction day. FEMA disaster assistance 
customers were even flown in to Washington, D.C. for the event 
Corresponding with the customer satisfaction month in September 1994, OPA sent the 
director a proposal on h<?w to improve customer service and satisfaction. OPA suggested 
that ali organizations in FEMA develop their own aclion plan to survey customer 
satisfaction regularly - identifying the methodology, employee training, and contract 
assistance needed. Under its proposal, OPA would continue to ·'coordinate agency 
survey activities and serve as a resource tQ agency organizations." In tcnns of customer 
service training, OPA proposed that instructing managers who attended the Ft."tlcral 
Quality Institute (FQ1) training in October 1994 create an action plan to share that FQI 
training witb their staff, OPA further proposed that FEMA give out customer service 
a~iards, (The award program~ to be munagcd by Human Resources, would reward 
outstanding examples ol'both intcrnaJ and cxternal customer service.) Other OPA 
suggestions included publishing a quarterly customer service bulletin, stressing customer 
service as thc foundation of FEMA's strategic planning process. and holding quarterly 
manager and employee meetings to discuss customer service issues. OPRO led the way 
toward FEMA ~s rencwt.-d commitment to continuous improvement in customer service. 
These efforts of evaluating and improving customer service continue in 2000. OPRO is 
heading up a working group aimed at investigating the similarities and differences in 
customer and employee surveys throughout the agency. By sharing data. methodologies. 
and ideas, OPRO hopes to advance FEMA's goal of providing excellent customer 
servIce. 

Cost Reduction 

Give examples of your office's efforts to reduce costs from 1993 to 2000. Highlight 
specific succC$sful efforts and be specific about where costs were actually reduced. 

Laws passe-d in the 19905 require better financial systems, audited financial 
statements, and improved accountability for all fcdcra1 agencies. As a forerunner to 
the l'\ational Partnership for Reinventing Government 0.lPR), the National 
Performan(:c Review also called for a concerted effort 10 reduce the cost of 
government 
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The Oflicc of Policy and Regional Opcmtions (OI>RO) has been responsible for reducing 
costs withhl itself, as wdl as overseeing cost reductions on an agency-wide level. For 
example. the Office of Regional Operations (RO), one of the predecessors ofOPRO, 
achieved significant cos! 'savings by creating a regional travel policy that guarded against 
unnecessary and costly journeys. Under the new restriction, regional directors could not 
tra\'e] outside of their regions without first justifying the trip to RO and headquarters. 
In the early days after the reorganization, the Office of Policy and Assessment (OPA) 
was involved in many agency-wide projects aimed at meeting thc requirements set forth 
by NPR. These projects frequently incluJed cost~saving measures. The measures 
included reducing expenses and positions associated with management control structures, 
preparing a list of specific field offices to be dosed as part ofa presidential initiative, and 
using the cost savings realized from reinvention 1Q pay for an increased investment in 
employee training and development. OPA was also responsible for creating solutions in 
accordance with Office of Management and Budget's attempts to cut personnel numbers 
government-wide. OPRO eOIHinues to help FE:vtA meet the requirements set forth by 
NPR. 

RcsuIL,;-Or-ientcd Incentives 

How bas your office adapted new ways of motivating employees and improving 
program perfonnancc'~ Specifically, which methods of reward or accountability 

practitcs ha\/c been implemented? Cite specific criticism Ilnd praise that prompted 
such changes in your office, if nppUcable. 

(n the professional workplace, most managers know that motivated employees are more 
productive and turn in a"better performance overall. This is no less true for managers at 
FEMA and its Office of Policy and Regio!1ll1 Operations (OPRO). The Office of Policy 
Assessment (OrA), a predecessor to OPRO, was responsible for attempts at motivating 
employees and improving employee morale agency-wide. One powerful motivator for 
employees around the world is seeing positive results stemming from their work. In 
emergency management, this. motivational technique may not be used easily, especially at 
headquarters~ often far away from actuat disaster assistance. Realizing the importance 
and necessity of such motivation, OPA decided to give FEMA employees nationwide the 
chance to know that their work was helping. The office planned nnd staged ctlstomer 
satisfaction month in September 1994, hoping it would have positivI;: cffects on employee 
morale. That month, OPA put easels on every floor at headquarters and in every region, 
showcasing real quoLCsfrom actual fEMA customers, who praised the agency and its 
employees and their wod~, There was also a weekly newsletter about customer 
satisfaction and several brown-bag discuss:ions on the subject. 
Employee motivation within RO; OPA, and then OPRO is further achieved throtlgh 
strong leadership and an effective working relationship with the office director. Morale 
rises noticeably after pleasant social gatherings, such as lunches at the office director's 
expense and parties during the December holiday season. These events: seemed to 
establish a sense of confidence and appreciation for the office director, in itself a 
motivation to get the job done and done well. 



Use ofTe(:hnologicallnnov:ltions 

I>escribe how your office has employed the use of new technology since 1992. Also 
describt: ways in which old tcchnology has been used in a new way, if applicable. 

How have these technological innovations affected your office's performance. 

This office has employed the standard technologies, including computers and 
teleconferences. OPA has increased its efficiency on severallevcls through the usc of 
these technologies. 

Partnerships 

What groups, organizations, companies or contractors'are you now working with 
outside of FEMA. Summarize these partnerships and cite when and why each 
partm~rship 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. 

A predecessor to the Office of Policy and Regional Operations (OPRO), the Office of 
Policy and Assessment (OPA), was heavily involved in reinvention and reorganization 
efforts within FEMA. Immediately after the agency reorganization in 1993, OPA worked 
very closcly with the N~tional Performance Review, now the National Partnership for 
Reinventing Government (NPR), in forming and implementing agency requirements for 
the Government Performance and Review Act (GPRA) of 1993. The ongoing 
partnership with NPR was aimed at bringing reinvention ideas and techniques back to 
FEMA. OIlA staff attended the weekly NPR meetings, during which representatives 
from other government agencies shared their reinvention attempts and successes. 
For a number of years, an advisory board, made up of representatives from other 
government agencies and private sector firms, met regularly and counseled the FEMA 
director on issues of emergency management. The advisory board disbanded shortly after 
the appointment ofFEMA Director James Lee Witt, an experienced leader in emergency 
managcment. 
The Office of Regional Operations (RO), another predecessor to OPRO, developed solid 
partnerships with the tery regional offices and, subsequently, with state emergency 
management agencies. Those partnerships were seen as so important that FEMA 
mandated each region develop a plan of action in regard to their customer and partner 
foci. 

Deregulation 

What was your office's role, if any, in hclping to get rid ofunhclpful 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? 



The Office of Policy and Assessment (OPA), before it became the Officc of Policy and 
Regional Operations (OPRO), was involved in m~ny agcllcywspecific deregulation issues 
in accordance with the N.ational Partnership for Reinventing Government (NPR). OPA 
was also responsible for: 
• 	 deregulation work in'regard to issucs surrounding the FEMA shill to preparation for 

and response to the consequences of all disasters. 
• 	 the reexamination offield structure in relation to the agency's mission. 
• 	 the development of objective criteria for declaring emcrgencies and major disasters. 
• 	 the use of performance agreements and other approaches to forge an effectivc tcam 

committed to accomplishing organizational goals and results. 
• 	 thc enc(luragcmcnt of planning and measurcments to improvc agency performance. 
• 	 the clarification ofagcncy goals and objectives, cnsuring the idcntification ofthc 

agency's direct operating costs. 
• 	 the use of savings realized from reinvcntion to increasc investmcnt in employee 

training and development. 
• 	 the devdopment ofa corporate level succession plan. 
• 	 the establishment of a policy for delivering qup-lity service to the public and the 

initiation of custom!!r service programs. 
• 	 the reduction of costs and number of positions associated with management control 

structures. 

One of the specific requircments ofNPR was to creatc a 15: 1 ratio betwccn employccs 
and supervisors. During the 1993 reorganization of FEMA, well before the NPR. 
published its requirements, OPA worked to change the ratio of employees to supervisors 
at FEMA fro",! 7: 1 to 13.5: I. The numbcr of supcrvisors within the entire agency was 
reduced by 33 percent. All told, OPA (and later OPRO) had a hugc part in cutting the 
agency's workforce by 50 percent by the end of fiscal year 1995, well ahead of the 
requirements put forth by Executive Ordcr 12861. , 

Organizational Cultur'c 

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.) 

There have becn numerous changes that have occurred in the Office of Policy and 
Regional Operations (OPRO) since the reorganization of FEMA in 1993. Most of the 
changes in OPRO occurred as a direct result of the leadership of James Lee Witt. At the 
birth of the Office of Policy Assessment (OPA) in November 1993, the communication, 
morale, and working relationships within the office were excellent. This was largely due 
to the honesty and effort put forth by James Lee Witt and other agency leaders in 
addressing staff concenls about personnel issues stemming from the reorganization. 
Employees mainly worried about changes in pay scales and workloads. Once these fears 
were addressed, there was a sense of excitement in the air over the changes taking place 
in the agency as whole. This excitement was inten!:'iitied as OPA took on a large role in 
the reorganization itself. 



There was a large organizational change in OPRO's other predecessor, the Office of 
Regional Operations (R9), as a result of the 1993 reorganization. The office. fonnerJy 
known as the Ortice of Regional Liaison, got a new name and a new office director. lts 
role within the agency a~ a staff element of the Oflicc of the DlrcclOr was reinforced and 
intensified to make the regional directors more aware of operations: nt headquarters, and , 
thus increase their level of customer satisfaction. Communication between headquarters 
and the regions improved immediately. Based On the results of a later survey of the 
regional offices on its mission and function. RO changed its operational methods and 
further improved its communications, Constant communication was eSIJCeially important 
because of <Ill the internal changes taking place in the early years of Director Witt's 
tenure. A cultural change also occurred hy increasing the level of awareness by lhe 
regions over the happenings at headquarters. 
In late 1994, the focus of the agency as a ,>,tholc seemed to change. With its internal ' 
reorganization complete. FEMA shifted its locus toward external disaster management. 
The regions were now ahle, even expected, to focus a great deal of (heir efforts on 
creating positive partnerships with state emergency managers, Communication between 
RO and the regions gradually decreased, diminishing the role and functional imp<:trtance 
of RO. It was because of this change that the oflice was combined with OPA on 
November 21, 1995 to foml the Office of Policy And Regional Operations. 

Training 

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

The Office of Policy and Regional Operations (OPRO), and its predecessor~ the Office of 
Policy and Assessment (OPA), have had a very significant role in agency-wide training 
initiatives since the 1993 reorganization offEMA, OPA was a very strong advocate of 
the Federal Quality Institute (FQI) and its customer service training. The office 
recommended that FEMA managers who attended FQI training should develop a plan of 
action for sharing this t~ining with their employees. OPA further suggested that savings 
reali7.cd from reinvention efforts should be used to increase investment in employee 
training and development. OPA "vas also responsible for incorporating Total Quality 
Management principles into training for managers and supervisors agency-wide, 

In J994, it became apparent to OPA and OPRO that training was needed before the 
impiementation of a new grant program, called Pcrfonnance Partnership Agreements 
(PPAs). Pri(lr to the launch of PPA, OPRO created training modules for b9th the regions 
and the state-s, to familiarize them with the long~range planning initiative. Regional 
training was done at headquarters over a three~day period,_ and stale training was done at 
the Emergency Management Institute in Emmitsburg, Md. during the state managers' 
annual meeting. Both tr~ioing sessions were conducted by OPA staff. 

http:reali7.cd


Director ,",'itt's Leadership 

Describe ))ircctor Witt's direct involvement with your divis:ion or sub--office during 
and after the major reorgani7.ations took place. How has he been directly involved 

during major disasters or events sinee then? How has he been directly involved 
during non-~isaster periods? Please provide specific examples. 

immediately after the reorganization in 1993, the director became very involved in the 
daily operations of the Office of Policy Assessment (OPA), one of the predecessors to the 
Office of Policy and Regional Operations (OPRO). OPA was at the forefront of the 
reorganization process. All ideas and thoughts on thc subject of reorganization within 
FEMA were funneled through that ofii<:e. Director Witt often sat in on OPA stuff 
meetings and discussed issues \vith the OPA staff. A few OPA staff members even 
reported direcdy to Director Witt. These staff members noted that the director always 
remained open and receptive to suggestions and ideas, 
The same holds true for the other forerunner of OPRO, the Office of Regional Operations 
(RO). Director Witl and the chief of staff attended weekly meetings to discuss regional 
happenings and concerns with RO senior management The oflice regularly facilitated 
communication between the director and the regions, and even between the director and 
directorate!; for certain special projects. OPRO's direct communication and involvement 
with the director has evolved as the director's relationship with thc regions has evolved. 

Optional Essay 

Write about anything else you think would be relevant and interesting from your 
office's perspecU\'c. 

A major initiative of the Office of Policy and Regional Operations (OPRO) under the 
leadership of James Lee Witt \vas the development of Performance Partnership 
Agrecm~nts (PPAs) with the states, 'I'he idea behind the PPA came from the Office of 
the Director. The task ofcreating and implementing the new grant program was given to 
the Office of Policy Assessment (OPA), a forerunner to OPRO, 
Because ofDireclor Witt's background as a state emergency manager, he was aware of 
the problems encountered and concerns raised by the stateS over FEMA gronts. From the 
state. or customer, point of view. the grant situation was one of a top down bureaucratic 
approach by FEMA. The agency was in the practice of telling the states exactly what to 
do with tllt: grant monie..<;. Director Witt and many state emergency managers wanted 
FEMA to put an end to this direct control over the actions taken under the grants, as well 
as the approval of said actions, The state managers wished to have more flexibility in the 
use ofFEMA grants, and the director had faith in the their ability to know what they 
needed to do, and how they needed to do it. 
The original idea behind the development of PPAs wus to simply give block grants to lhe 
states, after which FEMA would just disappear from the picture entirely. However, it 
was learned that block grant programs, in general, had a tendency to be easHy cut from 
budgets because of the lack ofadministrative control involved with them. Therefore. the 
planners dl!cided uguinst block grants. Instead, they developed a state grant program that 



followed ie-dem! guidelines calling for a change in the assistance relationship between the 
federal government and the states. The guidelines suggested giving the states more 
flexibility and reducing administrative burden, in exchange for increased accountability 
for achieving measurable results. 
In the shan span ofa few months in 1994. FEMA wrote a basic PPA document, 
developed PPA training, and launched the PPA program. The PPA plan was originally 
designed to enable FEMA to better establish dearly defined and mutually agreed upon 
strategic goals and priorities with aU levels of govemmcnt that would guide program and 
management processes to meet the needs of the American people with as little federal 
involvement as possible. 
The PPA attempted to remove the prescriptive requirements of a prior initiative and illi 
Comprehensive Cooperative Agreements (CCAs), which was program-driven, with 
funding controlled by headquarters. Dollars were "stove-piped" to each state for very 
specific programs, without coordtnation to overall emergency response needs of the state, 
and the states wen; required to report everything done with the grant monies. PPAs for 
the first time included goals of the "'partnership" and objectives that the states could 
pursue individually. The national partnership goals exhibited the collective jnterests and 
concerns of the federal government and nl1 or the state;;. The individual state o~iectives 
reJ1ected the unique economic. demographic, and geographic needs ofeach state. The 
goal of the PPA document was for the stales to specify what they were planning to do and 
accomplish with the grant money. The agreements acted as statements of work for grant 
applicants, or program narratives describing what was going to be donc with the grant 
money the states were given. In the agreements, the states would put fonh a five~)'ear 
plan for how FEMA and thc state would work together to establish and achieve pre
disaster perfomlance goals. 
One adjustment had to be made carly in the PPA program: the states wanted their five~ 
year grants in yearly increments, which prompted the addition of the Cooperative 
Agreement (CA). Newly signed PPA/CAs divided the grants into five payments. Grant 
recipients had to report on the status of the PPA every six months. Every year, the state 
would also be required to report how it would spend the next year's money in order to 
meet its fivc:-ycar objective. Since the PI>NCAs fail to specify report fonnat. however. 
some regions found it difficult to extract meaningful information from the reports and 
compare hbtorical data from other regions or states. 
Under the new PPA program, FEMA no longer micro-managed how each dollar WaS 

spent. In theory, this reduced the resources devoted to unnecessary bureaucratic 
administrative processes and increased resources devoted to tcchnical assistance that 
helps states and local governments meet their emergency management objectives, The 
consolidation -of programs and funding slreums further reduced paperwork for thc states 
and gave them more flexibility. The states alone determined which programs, activities. 
and projects get funded~ without guidelines from FEMA. 
An important motivator behind the development of the agreements was the idea of 
partnership. According to OPRO, the basic philosophy of PPA was to have the regional 
directors fo{;us solely on four main areas: 

I) relationships with state and local governments and emergency managers 
2) rclatiom:hips with regional statT and a need to team build 



3) relationships with headquarter counterparts and the need to team build 
4) rciatinm:hips with all other emergency management groups (other federal agencies. 

other ~tate and local groups, voluntary groups, etc,). 

Originally, OPRO desired that the president and the state governor sign each PPA 
agreement This was very important as it raised the status or: the agreements in the eyes 
of the public and the state governors themselves~ obligating them both to be aware of tile 
existence of the program, and ofFEMA. EventuaHy~ Director Witt assumed tllis signing 
duty for the federal side of the deal. 

After only jour years (1994-1998), seveml challenges eventually led to other changes in 
the PPA program. First, the slates were required to do strategic planning for their five M 

year plan, After consulting with the Office of Financial Management, FEMA then 
chang.;:d the goals and the strategy oftne PPA: collapsing the funding streams to the 
states unlil the PPA program closely resembled block grants. 

The grants evolved further, eventually becoming Emergency Management Performance 
Grants (EMPG). In 1999, FEMA completed the development of the EMPG program, 
which FEMA established to streamline the manner in which FEMA provides financial 
assistance to its st'lte partners. By consolidating funding for state emergency 
management programs, FEMA hoped to provide tlexibility to states for targeting 
resources to priorities, and require performance measurements to ensure accountability, 

The states have been very positive about the consolidation of many programs under the 
EMPG program. They appreciate the flexibility and the recognition by FEMA's director 
that each state emergency management agency should be empowered with setting the 
priorilies in their state for em~rgency management issues. 

FEMA continues to make improvements in the way its financial system and processes 
operate and in the way management and internal controls are structured. fEMA strives 
to show that its money wa."i well spent and effective. 

Special ESiays 

Disc""s wbich policy changes have bad the greatest impact in dealing with disasters 
since 1993. 

There have been several policy changes under Director Witt. which have had a strong and 
positive impact on the Wdy the agency responds to disasters, In addition, there have been 
numcrous policy changes that have specifically impacted the way in which the agency 
now provides disaster assistance. A great example ofone of these policy changes is the 
logistics Information Management System (UMS). The development and 
implementation of the LIMS has greatly reduced property loss and greatly enhanced the 
ability to perfonn inventory control. "'fie developmcm of the comptroller cadre has 
reduced regionallinancial involvement at the disaster field office and shifted the burden 
to the disaster cadrc. The dccision to intensify cJOSI.'Out efforts greatly increased 



Operations Support's responsibility in post-disaster financial operations, requiring a 
commitment of additional personnel and placing more emphasis on using the exis~ing 
staff. The creation of the specific disaster assistance temporary employees (SOA TE) and 
cadre of on-call response employee (CORE) positions has enabled the regions to proccss 
hazard mitigation grant applications faster after the disaster field office has closed. This 
increase in staff has also allowed the regions more time to work with their state 
counterparts to improve mitigation planning at both the state and local levels. The 
implementation of the managing state concept has also expedited the processing of 
applications. Agreements for FEMA to process grant appli~ations within a specific time 
frame and for the applications themselves to be submitted in a complete package have 
improved the quality of applications being presented for mitigation projects. Changes in 
the code of federal regulations that allowed mitigation funds to be spent statewide instead 
ofjust in the areas designated by a federal disaster declaration, have changed the focus of 
the program from mitigation in damaged areas to long-term mitigation. Coupled with 
other headquarters incentives, like Project impact and the Repetitive Loss Strategy, this 
has encouraged states and local communities to include mitigation in their long-term 
planning. It is believed this has also led to the inclusion of emergency planning and 
mitigation in college courses and in the focus in schools on planning. Another change in 
regulations was the inclusion of the 5-percent initiative for projects that would not 
normally be funded by mitigation grants. This change along with the additional 5-percelll 
initiative for tornado projects allowed for sirens, weather radios, training and planning 
funds to be distributed at the local level. Administrative changes in the hazard mitigation 
program have encouraged the states to become more efficient in using their funds. 
Headquarters now reviews all requests for management costs submitted by states. This 
review not only saves FEMA funds but also encourages the sates to plari for the best and 
most efficient use of staff. 
There arc also many policy changes that have occurred on a disaster specific basis. Two 
examples of these changes occurred in response to the Red River (OR-1175-MN) floods 
in Region V. First, in response to a U.S. Army Corps of Engineers (USACE) request to 
build within a levee system, FEMA and the USACE entered into a Memorandum of 
Understanding (MOU) on construction within floodplains. This MOU has started an 
ongoing series of negotiations between the agencies on floodplain management policies. 
Also in response to this disaster, the substantial damage estimator, a computer program 
developed to assist communities in identifying structures that need to be brought up to 
code, was refined and used for the first time in the field. The region trained the local 
officials to use the software to perform a quicker and more efficient inventory of 
damaged property so they could make better floodplain management decisions based on 
accurate information. 
In Region VI, five policy changes have greatly affected the region: Pf(?iecl impact, The 
Safe Room Initiative, Repetitive Loss Strategy, the Comprehensive HAZMAT 
Emergency Response Capabilities Assessment Program (CHER-CAP), and Counter
Terrorism. 

• 	 In October 2000, Tulsa, Oklahoma-a Project impact community once known as the 
flood capital of the nation-became the first to reach a "Class Three Rating," 
meaning residents will pay 35 percent less for flood insurance as a result of enacting 



and enforcing tough land use and building permit requirements. Tulsa is now seen as 
the ultimate model in mitigation for communities across the country. 

• 	 The second policy change encouraged everyone in a high-risk area to use available 
government aid to build an in-home Safe Room for protection against tornadoes. The 
Safe Room lnitiative-developed by FEMA Region VI-included a publicity 
campaign, free construction plans, and a state-sponsored rebate program. As part of 
the campaign, the region also produced a video called "Safe Rooms Save Lives." 

• 	 Repetitive loss properties covered by the National Flood Insurance Program account 
for a third of the program's loss, draining about $200 million a year from the Flood 
Fund. In 2000, FEMA targeted 10,000 of these flood-prone NFIP homes for buyout 
or elevation to put an end to these repetitive losses. Grouped by state, Louisiana tops 
the list with 3,086 flood-prone structures targeted for buyout or elevation. Texas 
follows with 1,351 targeted structures. FEMA plans to use the list to help focus its 
efforts to prevent further loss to these high-risk properties. 

• 	 FEMA's Comprehensive HAZMAT Emergency Response Capabilities Assessment 
Progranl (CHER-CAP), which was also developed in Region VI, helps local 
communities improve their ability to plan for and respond to mass casualty incidents 
involving hazardous materials: A full-scale training exercise caps ofT the CHER-CAP 
curriculum, which requires a true partnership betw.een public and private sectors. The 
final test-tailored to specific risks confronting a community-typically involves 
hundreds of participants and includes smoking props, staged hazards, and simulated 
casualties. Evaluators use checklists based on 16 objectives for subsequent review 
and analysis. Low marks may serve as a cold reality check for ill-prepared rescue 
units, police forces, fire departments, emergency medical services, industrial 
HAZMAT teams, or other lirst responders. 

• 	 In 1996-with grim images of the Oklahoma City Bombing burned in their memories 
forever-the two top leaders at FEMA Region VI invited the Federal Bureau of 
Investigation (FBI) in Dallas to set up a permanent satellite office at the Federal 
Regional Center (FRC) in Dcnton, Texas. The two agencies continue to benefit from 
their close, onc-of-a-kind relationship, forged during the aftermath of that tragic 
event. 

In Region III, the Hazard Mitigation Grant Program (HMGP) has also has a huge effect 
by enhancing the ability to move people out orharm's way and break the disaster-repair
disaster cycle. HMGP, which began as an initiative after the Great Midwest Floods of 
1993, has become a consistent efrort with a funding mechanism. In 1999, Region III 
approved 109 project applications for nearly $26 million that resulted in the ac,quisition 
of 595 structures, the elevation of29 structures and the relocation of four other building. 
Regional analysis shows almost $47 million in benefit dollars. It also felt within the 
region that with the introduction of the new Public Assistance program, FEMA moved to 
place the emphasis for disaster recovery with the state agency or local government 
applicant. This allows the applicant, with hands-on involvement, the opportunity to 
define the work project. This change goes a long way in creating a "vested-interest" 
approach that takes away from having the "fcds" dictating. With the development of the 
telcregistration program, FEMA took a major step forward in' expediting the disaster 
application process for potential victims with the centralization of registration by a toll



free telephone number. This mcans applicants are able to have their applications 
processed in a more convenient, more timely, and less threatening manner. Follow-up 
assistance via the national help line provides immediate attention and answers to 
questions about the process. 
In the minds of Region IX, a major change occurred with the 1993 establishment of the 
Operations Support Division, which combined redundant administrative, financial, 
personnel and logistic functions (Disaster Assistance program and the regional 
administrative unit). During the Northridge Earthquake recovery operation in January of 
1994, Operations Support staff deployed to the Pasadena area, but the majority of the 
staff established a central processing office in Redwood City. This office provided 
services and financial assistance to the victims of the Northridge quake. The 
telecommunications and computer networks for the processing and administration of 
these disaster claims served as the forerunner for what is now the National Processing 
Service Center. For Region IX, as in other regions, HMOP resulted in many changes. 
The implementing of HMOP and its policy changes has benefited the applicants and 
FEMA alike. By increasing the dollars available to local communities, greater protective 
measures are ensured, decreasing disaster relief fund expenditures. Now, once hazard 
mitigation is included in a declaration, it is also declared statewide. This increases the 
usage of HMOP funds by the state for those projects that meet the goals and priorities 
established in state and local mitigation plans. 
In Region II, the policy change occurring with the broadcning of the scope of the Federal 
Response Plan (FRP) to an all-hazards approach has had the greatest impact in dealing 
with disasters. Although the FRP was in the early stages of development before 1993, the 
original intent was to utilize the FRP for dealing with catastrophic disasters. With the 
extension of the FRP as a vehicle for responding to all hazar~s and all levels of disaster 
operations, the concept evolved into a far more effective approach to dealing with 
disasters - completely revamping the ways in which FEMA works with other federal 
departments and agencies. The organizational and operational structures which have 
developed over time to carry out the FRP have effectively reinvented and redefined 
disaster op{:rations, not only at the federal level, but also for state and local level 
emergency managers who have adopted many of the FRP concepts and mirror these in 
their own planning and operations. Among the impacts of policy changes related to the 
FRP in dealing with disasters at the regional level arc the following: 

, 
• 	 the emergency support functions established under the FRP have strengthened 

planning and preparedness at the regional level, with the development of the Regional 
'Interagency Steering Committee (RISC); 

• 	 the devdopment of various emergency response teams under the FRP-completcly 
reinvented disaster operations; with the adoption of the incident command system, a 
coherent and consistent management structure for disaster operations was 
implemented nationwide for the first time in FEMA's history; 

• 	 within the regional offices, the approach to staffing disaster operations has come to 
cross-cut divisional lines in many instances (in Region 11, for example, most 
employees have a position or function which they may be called upon to perfonn 
related either to ROC activation or ERT-A deployment); 



• 	 the creation of the Operations and Planning Team within the Response and Recovery 
Division at the time of the agency re-organization in 1993 established for the first 
time a specialized disaster planning capability at the regional level; 

• 	 other improvements in staffing, training, health and safety, and security have been put 
into plaee and are continually upgraded, due in large part to the more structured 
organization and administration of the disaster field office as an emergency response 
team; 

• 	 and institutionalization of the practice of co-locating the state coordinating officer and 
field coordinating officer at the disaster field office has improved communication and 
coordination not only between FEMA and the state and also between the emergency 
support function agents and their state counterparts. 

It has been found that agency-wide policy changes having an effect on disaster operations 
have, for the most part, been associated with the revamping of the emergency 
management system, as opposed in a response to certain disasters. Granted there are 
cases of the latter, for example changes in the terrorism function of the Federal Disaster 
Response Plan following the 1993 World Trade Center Bombing and the 1995 Oklahoma 
City Bombing, but for the most part, regional problems in disaster response have led to 
regional policy changes. However, the need for the revamping of the emergency 
management system is often brought to light by specific disaster operations problems, 
especially those regional disasters, like the two bombings, which arc seen to have a 
national scope or threat. The importance of this process is realized when the differences 
in disaster threats faced by each individual region are remembered. This is a great 
example of the balance between the centralized, yet at the same time de-centralized 
organization that is the Federal Emergency Management Agency. . 

Discuss GPRA and what changes and effects it has had since 1993. 

The first strategic plan in the history of the Federal Emergency Management Agency 
(FEMA) was published in December 1994. As part of the process of FEMA's renewal, 
"Partnership for a Safer Future" laid out the agency's mission and vision. Agency 
leaders recognized that FEMA's role in making a safer future would require FEMA to lay 
a solid foundation on which to build an effective organization of emergency 
management. FEMA recognized that the organization would need to lead and support the 
nation in a comprehensive, risk-based emergency management program. It also 
recognized that its mission to reduce the loss of life and property included protecting the 
nation's institutions from all natural and man-made hazards. Consequently, FEMA 
began to direct efforts towards creating an agency that would restore the confidence of 
the American people and fulfill President Clinton's promise to "be there" when America 
needed it. 
During the intervening years, FEMA has enjoyed much success in its renewal. Internally, 
il improved management systems and strt:amlined operations to function more efficiently 
and with more accountability. Programmatically, FEMA redirected its services to give 
priority to identifying and meeting the needs of customers; and forged closer ties with 
state and local governments, other federal departments and agencies, business and 



industry, vlJluntary organizations, and individual citizens. As a result, FEMA's response 
capability is stronger and more effective. The agency's delivery of individual disaster 
assistance and assistance to states and localities has been improved and the processes 
streamlined. Perhaps most important, the level of attention to and resources for reducing 
disaster losses by mitigating hazards have increased dramatically. 
FEMA is committed to reducing administrative costs of disasters and improving financial 
controls associated with the disaster relief program. The agency is concentrating on 
activities that reduce costs through mitigation, because no other approach is as effective 
over the long term. FEMA addressed flood hazards-the most frequent type of 
disaster-by launching two nationwide campaigns. The first was to increase the number 
of flood insurance policies and thereby decrease the costs of flood disaster relief to the 
federal government. The second was to purchase thousands of pare cis of property, 
voluntarily offered by owners, to remove homes and businesses from the floodplains 
across the United States. FEMA also led an important National Arson Prevention 
Initiative in response to the wave of church fires. 
In responsl: to the Government Performance and Results Act CGPRA) of 1993, FEMA 
produced a long-range strategic plan in fiscal year 1997 and a revised strategic plan in FY 
2000. Beginning in FY 1999, FEMA developed annual performance plans in support of 
its strategic goals and annual performance reports marking the progress toward 
achievement of these goals. Working through representatives of each organization and 
region, FEMA continues to refine its GPRA requirements and to demonstrate to the 
public and Congress that FEMA is committed to leading the nation in a comprehensive 
risk-based emergency management program of mitigation, preparedness, response, and 
recovery. 



Office Of Human Resources Management 

Mission Shift to an All-Hazards Disaster Response 

Describe how your office's mission and functions have evolved since FEMA changed 
its focus to an all-hazards disaster response. Describe the evolution of your 

division's mission and functions from 1992-2000. 

Prior to 1993, the responsibility for the disaster staffing and deployment programs was 
shared by the State and Local Programs and Support Directorate, and the Office of 
Human Resources Management (OHRM). In 1993, FEMA underwent a functional 
reorganization which led to the responsibilities for the disaster staffing and deployment 
programs being moved to OHRM for stewardship. The cultural change of the disaster 
assistance program required change in the support given to the program from the human 
resources arena. In the past, the agency strictly relied on the Disaster Assistance 
Employee (DAE) program as its sole means of surging staff for disaster operational 
responsibilities. 
The DAE program was established to provide staffing augmentation to FEMA's 
pennanent workforce in responding to and recovering from disaster events requiring 
federal assistance. Hired by regional offices, DAE reservists are maintained on FEMA 
roles in a non-pay status when not deployed. DAEs receive ~alary payment when actually 
deployed and may be assigned to several functions depending on the needs of the disaster 
operations. DAEs surge to the disaster field location from their pennanent residence and 
receive travel and per diem while deployed. Pay is administratively determined bascd on 
job titles and personal skills qualifications and competencies. 
Following Hurricanes Hugo, Andrew and Iniki in 1993, FEMA looked for new ways to 
handle the large workload that accompanied the disaster closeout responsibilities. This 
led to the development of the Special Disaster Assistance Temporary Employee 
(SDATE) program. 
The SDATE program was established to assist in the follow up of long-term work 
associated with extremely large, programmatically burdensome disaster closeout 
activities. It was designed to provide a staffing mechanism to meet the tremendous 
workload in headquarters and the regional offices which followed extraordinary disasters 
such as Hurricanes Hugo and Andrew, and the Northridge earthquake. These employees 
were appointed for up to four years and duty stationed to a regional or headquarters 
of1ice. These term positions were established as full time and afforded leave benefits, 
health and life and retirement benefits. Salary was determined by the General Schedule 
with locality adjustments. Each oftice was authorized to hire and administer their 
recruitment effort. Work plans were initiated and allocation advices approved by the 
program and budget oftice with funds charged to a specific disaster. 
In 1993, the teleregistration function was established within the National Processing 
Services O~nter (NPSC) 'at the Mt. Weather facility to provide more effective, centralized 
assistance to disaster victims, thus creating a corresponding need for ensuring that 
disaster surge staffing requirements were met. The center was originally staffed with 
permanent, full-time employees. When this proved insuf1icient due to increased disaster 



workload, FEMA employed DAEs as local hires, converting these employees to reservist 
status after 120 days of service. These were two-year appointments, during whieh DAEs 
were pennitted to actually work for only 18 months. 
In 1994, OHRM created a disaster recruiting statTto assist the NPSC, as well as regional 
offices, in hiring DABs and to serve as a central point-of-contact for the recruitment of 
highly-qualified employees to staff more specialized national cadres of professionals in 
the following fields: federal coordinating officers, stress management counselors, health , 
and safety specialists, public affairs specialists, comptrollers, equal rights officers, and 
security specialists. In response to the on-going teleregistration and applicant 
assistancelbenefits processing requirements in the processing centers and other agency 
divisions, OHRM transformed the recruiting function into a new Disaster Personnel 
Operations Division (DPOD) in 1996. 
The SDA TE program was gradually phased out, and two new reservist cadres were 
created in its place: the Cadre of On-Call Response/Recovery Employee (CORE) and 
Disaster Tt:mporary Employee (DTE) programs, to meet FEMA's long- and short-tenn 
disaster surge manpower needs, and to provide continuity of experience and expertise at 
fixed-site facilities. At that time, DAE appointments at fixed site facilities were replaccd 
by the newly initiated CORE and DTE employment programs. 

CORE and DTE Appointments 
The CORE program was designed as a successor to the SDATE program and developed 
to address the long-term staffing needs of the disaster fixed facilities and regional offices 
as approved by the FEMA director. The recruitment and placement efforts arc centrally 
managed by the DPOD. Allocations and distribution of CORE resources require 
preliminary approval from FEMA's Disaster Resources Board who will make 
recommendations to the director for final approval. Appointments are temporary in nature 
with a full or part-time work schedule. Employees are placed on a position description 
and pay detennined by the General Schedule with locality adjustment. 
CORE positions arc four-year appointments with full federal benefits, and arc intended to 
provide continuity of service for long-tenn, disaster-related projects and activities. 
DTEs are intennittent positions, not to exceed one-year, but renewable, and receive pay 
for hours actually worked and compensation for authorized overtime. The majority of 
DTE positions are intended for surge staffing in caller services functions within the 
NPSCs. DTEs who work regular full-time or part-time schedules are eligible for annual 
leave and sick leave, but do not receive federal life or health insurance coverage. 

Results/Benefits of Reservist Programs 
FEMA's mission shift to disaster response and ~itigation sparked a need for a 
concentrated response to disasters. To enable FEMA to sllccessfully fulfill this mission, 
the hiring and employment initiatives under the Robert T. Stafford Disaster Reliefand 
Emergency Assistance Act, developed and refined by DPOD, have ensured several 
results. They include continuity of experienced statT at fixed-site facilities; significantly 
faster deployment to disaster sites to provide effective assistance to disaster victims; 
improved customer service to both internal and external customers; shortened response 
time frames; and enhanced disast~r recovery activities. 



Management Reorganization 

I>escribe how your office's senior management was reorganized in 1993. Have 
major changes in your office's management structure occurred since then? Ifso, 

what was changed and why was it changed? 

The senior management structure in the Office of Human Resources Management 
(OHRM) was not immediately reorganized as a result ofFEMA's shift to a multi-hazard 
disaster response. However, as new recruitment issues developed as a result of the 
agency's mission shift, it was apparent OHRM had to adjust' its focus. In keeping with the 
administration's goal to streamline operations and increase efficiency, existing resources 
were redirected to the disaster staffing function to meet the increasing dcmands. In 1993, 
the Equal Opportunity Division was transferred from OHRM to the newly created Equal 
Rights Office. This transfer was seen as a means of enhancing the equal rights programs 
and eliminating any perception of conflict of interest. Also, in 1993, the employee 
development training responsibilities that had been in OHRM were moved to the newly 
created Preparedness, Training and Exercises Directorate along with the other training 
programs in FEMA. 
In 1996, to meet the increasing needs from the switch to a multi-hazards disaster 
approach, OHRM formed a new division to handle the resulting requirements. The rnost 
remarkable thing about the Disaster Personnel Operations Division (DPOD) is its 
evolution in only five years from a small recruitment function with a small staff, little 
funding and few resources to a fully operational, full service personnel office with 
responsibility for hundreds of employees. The division now offers services to customers 
that include benefits administration, staffing, classification, and employee relations 
functions, among other personnel specialties. 

Customer Service Improvements 

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

The Office of Hurnan Resources Management (OHRM) has implernented a number of 
customer service initiatives, including offering training on p~rsonnel topics and 
application procedures to employees; expanding recruitment accessibility using Internet 
job listings; providing customer service tmining to staff; and maintaining a toll-free 
number to facilitate recruiting, particularly during disaster surge situations. 
OHRM de\'eloped and randomly distributed surveys to employees on FEMA's Employee 
Performance System and the Rewards and Recognition System. In addition, OHRM has 
been conducting focus groups discussions with managers and employees. The purpose of 
the surveys and- focus group discussions is to: obtain feedback on how the systems are 
working; get opinions and ideas about the system; and, to obtain suggestions on 
modifying the systems to better serve the agency and its employees. 



In 1997, the OHRM contracted with the Department of Transportation (DOT) to provide 
retirement counseling services to FEMA employees. DOT's assistance was needed 
because FEMA had and continues to have a large volume of cmployees who are eligible 
to retire, as well as, the complicated nature of some retirement questions and cases. 
DOT's assistance in this area has improved the retirement process and has been g~eatly 
appreciated within OHRM and FEMA. Thc OHRM also uses the services of DOT in the 
position review process. DOT's assistance in the position review process has allowed 
human resources specialists to focus more on providing advisory and consultant services 
in tenns of recruitments strategies and position management 
A reception area or information center was recently established for OHRM to improve 
customer service. The staff assigned to the infonnation center is able to respond to 
general personnel inquiries immediately referring complex issues to a specialist for 
resolution 
In an effort to continue quality customer service to clients, OHRM recently conducted a 
payroll and personnel data survey to ensure that certain information contained in the 
agency's payroll and personnel system was accurate and complete for each employee. 
The survey has heightened awareness of ensuring that personnel and payroll, and 
personal data for employees is accurately reported in the payroll and personnel system 
from the beginning of the employees' accession and that follow-up is conducted with 

.employees throughout their tenure when changes or additions have been made to their 
employee record. 

Cost Reduction 

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

With the implementation of the Automated Deployment Database (ADD) system, FEMA 
has experienced a decrease in man hours and communications costs with regard to 
stamng Robert T. Stafford Disaster Relicfand Emergency Assistance Act operations. 
Under the previous agency disaster staffing strategy, the Offiee of Human Resources 
Management (OHRM) would detennine that there would be a need for DAEs, whereupon 
OHRM would call nil DAEs in the affected region to ascertain workforce availability. 
Regional DAE cadre size avemged 450 to 550 members. Contacting DAEs was very 
labor intensive and costly from a telecommunications standpoint. With the 
implementation of the deployment system, the onus was placed on the employees to 
notify FEMA ofthcir availability via an nutomated call in system called Octe!' This new 
process resulted in significant reduction in manhours. 
The HR systems team within OHRM has significantly reduced processing and reporting 
costs. By providing routine quality assumnce reports on various data within the payroll 
and personnel system, the team has reduced the number of processing and keying errors 
which resulted in high processing costs. The team was instrumental in designing a 
database that encapsulates vital information from the payroll and personnel system, and 
allows managers to have the capability used for ad-hoc reporting, statistical and 
management information reports. In doing so, the systems team has been able to reduce 
the costs associated with on-line computer processing unit (CPU) reporting time. 



Additionally, the OHRM developed and disseminated time and attendance management 
reports to provide an overview of the number of hours worked, leave used, and overtime 
and compensatory time earned by employees in a given organization. This report enabled 
management to better manage their payroll cost by pay~period. 

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 been implemented? Cite specific criticism and praise that prompted 
such changes in your office, if applicable. 

[n the mid 1990s the Office of Human Resources Management (OHRM) assembled a 
FEMA work group to look at ways to improve the agency's performance system and to 
de-link awards and perfonnance. As a result, the agency's current employee performance 
system was developed, which promotes and supports individual and organizational 
development; allows for greater employee involvement; and encourages greater 
communication between supervisors and employees. 
In the mid 1990s, OHRM assembled a group of agency staff to look at ways to improve 
how employees are rewarded and recognized for exemplary, work. This was in 
conjunction with an effort to de-couple performance from rewards. Under the 'guidance of 
OHRM, the Reward and Recognition Working Group (RRWG) was challenged to 
develop a system that provided for the fair and equitable recognition of employee 
achievements. The involvement of the RRWO, the Labor-Management Partnership 
Council (LMPC), unions, and many FEMA employees were instrumental in defining and 
refining this system. 
The new Rewards and Recognition System (R&RS) exemplifies the collective ideas of 
FEMA employees, which were obtained through an agency-wide survey on performance 
management and awards. These ideas generally focused on fostering a climate of growth, 
opportunity, challenge, and recognition for employees. The new system created an 
environment where employees actively and 'continually seek better ways to: perform their 
work relatt:d responsibilities; improve organizational performance; take pride in their 
accomplishments; and recognize each other's accomplishments, contributions, and 
innovations in support of the agency's renewal: 
All employees - managers, supervisors, and statT - share the responsibility of recognizing 
and rewarding accomplishments or contributions and quality performance. They are also 
eligible (pennanent and temporary staff - to the extent allowed under the law) for 
monetary and non-monetary recognition and reward acknowledging their contributions to 
agency or government operations. 
The success of the program has depended on peer involvement in the nomination and 
reviewuation process at all levels of the agency. The establishment of individual Awards 
Review Teams (ART), comprised of a cross section of employees at the directorate or 
office level has increased the individual organi7.ational success of the R&RS. The ARTs 
have helped to ensure the integrity and credibility of the R&RS within each 
organizational unit. 



The R&RS, although separate and distinct from performance ratings, docs complement 
the new employee performance system. Perrormance criteria, such as "improving work 
processes" and "creativity and innovation," have been included in employee performance 
plans to promote and support individual and organizational recognition and reward as an 
integral pm1 orthe agency's work ethic. The R&RS affords employees the opportunity to 
offer creative ways to carry out agency missions and accomplish related objectives in a 
manner that exemplifies agency values. 
Most importantly, however, employee accomplishments that qualify for recognition and 
reward must meet two, equally significant, core criteria. These criteria include: 
contribution to the accomplishment of the agency's strategic plan; and furthering agency 
values. Tht: requirement that accomplishments meet both criteria emphasizes FEMA's 
belief that how it perrorms its work·related responsibilities and treatment of one another 
is equally as important as achieving programmatic goals. 

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. 

Through the use of new telecommunications techniques and'a number of automated 
human resources systems, the Office of Human Resources Management (OHRM) has 
moved forward in providing its customers and staff with direct access to human resources 
infonnatiofl, reports and data. OHRM has made significant strides through the use of 
automated database systems, in providing desktop accessibility to human resources 
infonnation, such as PERSDAT A. This automated systen~ provides quick access to 
personnel and payroll data for human resources staff in a non-technical, user-friendly 
fonnat. 
Web-based automated systems, such as Employee Express, affords employees the 
opportunity to access, review and process certain payroll and personnel data; Personnel, 
provides human resources staff desktop accessibility to federal regulations and 
policies; and, the National Finance Center's (NFC) Personal Page allows employees to 
view their personal (retirement projections, life insurance, etc.) and personnel 
infonnation (payroll, leave, savings, bonds, etc.) and the SF-l7l tracking system 
maintains an automated log of applicant and current and historical vacancy 
announcement infonnation. By implementing these systems it has given OHRM a 
means to provide its elients with up-to·date information and easy acce~sibility to human 
resources data and simplified processes to support certified human resources programs. 
In 1998 OHRM developed an automated Employee and Labor Relations (ELR) tracking 
system. This system has allowed the division to maintain an automated log of the many 
cases thal the division handles, from disciplinary actions, grievances, unfair labor practice 
cases, etc. This system has served very useful for reporting purposes. 
In the fall of 1998, OHRM embarked in an effort to simplify the position classification 
process for human resources specialists and managers. Through the purchase of COHO, 
an expert human resource~ system, managers and human resources specialists have the 
capability to develop positions descriptions, reviewuation statements and related 



documents in a maHer ofminutcs, in Heu ofhourf;. The system mimics the human 
reasoning process by analyzing the jX,sition and determining key relationships between 
job classilication and recruitment and :::;tutling criteria. This f;ystem has benefits from a 
management and OHRM perspective. It simplifies the process for management in terms 
ofcreating the necessary documentation for position and recruitment actions, and it 
allows hwmm resources specialists to redirect their time to advisory and consultation 
sef\'lces 

Partncn.hips 

What groups, organizations, companies or contractors are you now working with 
outside of F'I~MA. Summarize these partnerships and cite when and wby each 

partnership bCgllD and how the working relationships have C\<·ofvcd. 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 '5 overall mission. 

Currently, FEMA is in partnership with Verizon Communications to' tL'Isist in the 
implementation of various telecommunication needs for the current payroll and personnel 
system and LMIIRCI contractors in the implementation ofFEMA's tirst Dataf,.·1art which 
will provid(~ financial management and human resources information. 
Verizon Partnership: FEMA's contract with Verizon provides an extremely critical and 
unique service in implementing new and improved telecommunications technology for· 
use with th,! agency's payroU and personnel system (NFC). By doing so, this has allowed 
OHRM to connect to NFC through the use of S;\IA Gateways, achieve TCPIIP 
connectivity. TN3270 protocol uploads and printing and FTP transmissions. 
LMlIRCI Partnership: [n previous years, FEMA has had only two rCSQurces to provide 

agency payroll and personnel data to the agency. In most cases, this was the datu that 
was used to populatc variom; organizational home-grown automated database systems. 
To hetp in centralizing this data and making it easHy accessible to the entire agency in a 
secure and l1ser~friendly manner, LMt wa<; contracted to review the agency's need for a 
Data Mart that provides financial manugement and human resources data for thc entire 
agency, Upon detcrmining that the agency had such a need. ReI's partnership ba.') 
resulted in the development ofan Oracle-based database system and a web-based 
reporting center 10 be implemented within the next 12 to 16 months. 
OHRM has actively developed partnerships with colleges, universities, high schools, and 
state and local employment commissions to recruit a highly.skiUed. diverse workforce 
and offer opportunities with the agency 1hrough its disaster staffing. Outstanding Scholar, 
welfarc·t()~work and other special emphasis programs. In addition, the OHRM maintains 
partnerships with various minority oryuni?.ations to ensure II diverse workforce to assist 
disaster victims. 

Partnership with the De~ar!menLofTrnnsportation (DOTt 
OHRM has partnered with DOT to provide service to FEMA employees in relation to all 
of their retirement needs. Their assistance was needed because FEMA had and continues 
to have !l large volume of employees who are eligible to re1ire as we1l as the complicated 
nature of some of the retirement questions and ea..;;es, Their asSistance over the last three 



years has bc:en greatly appreciated within OHRM and FEMA. As previously mentioned, 

OI-iRM has also partnered with DOT for classification services. 


Partnership with Public Health Services (PHS). 

Since FEMA has been in existence, the OHRM has contracted with the PHS. PHS has 

served useful whenever a need arises to obtain a fitness for duty examination for an 

employee. 


Partnership with the Employee Assistance Program (EAP). 

For approximately the last 10 years, OHRM has had one year contracts for EAP. 

Throughout the years, the EAP counselors have provided effective counseling to 

employees and managers on job-related problems and have assisted employees in dealing 

with substance abuse, emotional, family, tinancial and other problems. Since FEMA and 

the Department of Education use the same EAP counselor and arc located in close 

proximity to each other, it was decided by both work life coordinators to form a 

partnership to combine the Elder Care Support Groups for maximum participation. The 

merging of the Elder Care Support Groups has helped OHRM to better utilize its 


, 
resources. 


Partnership with LIFECARE. 

In July \999, OHRM contracted with LIFECARE, to manage the workers' compensation 

cases for FEMA. The contract was entered into in an effort to reduce the number of long

term workers' compensation cases and return injured employees to work as quickly as 

possible and ultimately to reduce the cost that FEMA expends in this area. 


Partnership with the FRICK Company. 

In FY 1997 the OHRM partnered with the FRICK Co. to manage unemployment 

compensation claims for FEMA. This relationship was established to manage most 

effectively and efficiently, and to reduce costs associated with unemployment 

compensation claims. Given the scope of disaster staffing operations and intennittent 

nature of appointments of many of the personnel assigned, this partnership was much 

needed. 


Partnership with the National Academy of Public Administration (NAPA). 

NAPA assisted OHRl\.1 with workforce planning that will contribute to the successful 

accomplishment of the agency's strategic goals and business objectives. Every strategy 

goal and business objective has a human clement that will be identified and provided in 

OHRl\.1's businc~s plan - just as surely as that strategic goal or business objective's 

financial requirement will be identified and provided for. 


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 hy employees in your office? How did deregulation improve your 
office's ability to respond more effectively during disasters'! 



In response to the National Performance Review, FEMA offices wcre tasked to review all 
cognizant n:gulations to determine those that should be retained and those that were no 
longer necessary. During this process, OHRtVl staff eliminated outdated policies and 
procedures and began the pmces:~ to update or revise remaining policies. Since 1993, the 
OHRM has comp!ete!y revised the policies for the cmployee_ perfonnancc system and the 
reward and recognition system. These new policies are the result ofa collaborative effort 
involving managers, employees and labor partners, and represent a major shift in focus in 
these arc~. Additionally, the OERM like other lederal agencies, worked cooperatively 
with the Office or Personnel Management (OPM) in its effort to eliminate the 
voluminous federal Personnel Manual {FPM). The FPM W'dS rt."Cognized throughout the 
federal sector as the primary basis fm most personnel decisions. With its elimination, 
agencies were given the latitude to frame their personnel policies to meet their unique 
requirements, so long as they were consistent with the intent ofTitle 5 USC. FEMA 
fortunately, has the latitude to develop its own policies and procedures for disa..~ter 
stuffing malters without regard to the compensation and classification provisions of Title 
5. To this eldcnt, the OHRM was instrumental in the creation of the Cadre of On·Cal I 
Responsc/Reeovery Employee (CORE) and Disaster Temporary Employee (DTE) 
progmms as a means of meeting the agency's disaster staffing requirements. 

Training 

Describe any new training initiatil'es or changes in old training offered by your 
office to employees since t 992. 

The Otlice of HUIll~m Resources Management (OHRM) has developed and conducted 
training for all FEMA employees! including disaste:- employees and the pennancnt 
workforce. This training encompassed retirement seminars, time nnd attendance 
administration, applicntion prepnration, and new employee orientations. 
Additionally in 1991, OHR.\1 developed and conducted labor relations training lor 
headquarters supervisors and managl!fS, in 1998, OHRM developed and conducted 
employee and labor relations training for supervisors and managers. The training contains 
modules on topics including disciplinary and adverse action, and administrative and 
ncgotiated grievance procedures, Other modules included violence in the workplace, 
equal employment opportunity, sexual harassment. and performance, rewards and 
recognition. Ongoing since 1998, the goal is to train every supervisor and manager in the 
agency. As of July 2000, the division has trained supervisors and managers in Regions H. 
III, IV, and VI. It hUE also trained the Office of Inspector General (OIG), the 
Preparedness, Training and Exercises (PTE) Directorate, Denton and Virginia National 
Processing Service Centers, and the Mt. Weather facility. MWEAC, 
On June 23.1999. OHRM sponsored a brown-bag seminar on "Caring for Aging Parents 
and Relatives," The speaker was Jane Sahmel from the Jewish Social Services in 
Maryland. The seminar provided employees with helpful infoIDl3tion on caring for aging 
parents and relatives, and also provided them with infonnation on support and 
community resources for caregivers of the elderly. 



On Oct. 6, 1999, OHRM sponsored a brown-bag seminar on "Alzheimer's Disease" with 
speaker Peggy Daley, RN, MA, from the Family Respite Center in Falls Church, Va. 
During the seminar, employees were given an overview of Alzheimer's disease including 
symptoms of the disease, and received infonnation on how to communicate with family 
members who have Alzheimer's. 

Director \Vitt's Leadership 

I>escribe 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 events since then? How has he been directly involved 
during non-disaster periods? Please provide specific examples. 

One of the important legacies FEMA Director James Lee Witt will leave, which became 
apparent soon after he arrived in 1993, was the value (or emphasis) that he placed on the 
employees of FEMA as its most important resource. Part of his vision for the agency, was 
his insistence that all senior officials and managers would focus on leading and 
developing their staffs and building a sense of teamwork within the organization. Toward 
that end. he immediately began working with both executive boards, OHRM and the 
Senior Ex(~cutive Service (SES) corps. The goal was to create a challenging climate for 
senior exec;utives that fostered responsibility for excellence in leadership, encouraged 
continued growth, and, for the first time, helped develop a corporate culture and vision. 
It is widely known that the director's reorganization of FEMA significantly improved the 
agency's performance in all-hazards response and recovery activities. However, the 
reorganization was also significant in that it broke down the stove piping among the 
different organizations and provided Director Witt with an opportunity to assign most of 
the career senior leadership to new positions. This was one of the few times such whole 
scale change had been accomplished within current agency resources - and had the added 
effect of proving change invigorates and challenges executives to reach new heights and 
helps to create a corporate culture. Building on that success, the director continues to 
encourage his senior leadership to request different assignments to round out their 
experience and increase their value to the organization. 
To further support his conviction that senior managers should demonstrate excellence in 
leadership, Director Witt fully supported the development ofa new SES performance 
management system that tied perfonnance to core executive competencies, and corporate 
goals and values. FEMA was one of the first agencies to implement such a system for its 
executives and that system was subsequently mirrored by other agencies. As another step 
toward building a corporate culture, he supported the implementation of an Honorary 
SES Peer Award to allow executives to recognize from among their peers the individual 
who most embodies the values of the SES. 
While continuing to emphasize quality management, Director Witt had concerns that he 
needed a more institutionalized means for both detennining the current executive needs 
for the agency and ensuring that there would be effective succession planning for future 
leadership positions. He requested the ERB to undertake a comprehensive review of 
FEMA's SES resource needs and provided continuing support for that effort, which he 



subsequently recognized as their having set a standard for future reviews of this kind, It is 
cxpetted that the planning document that resulted from that effort will assist him and 
future leadership in determining resource needs and future directions for the agency, 
Director Witt has supported many new initiatives as part of his vision for strengthening 
the SES corps, some of which are discussed here, While the list is not complete, it would 
be remiss not to include the SES all~hands meetings that he reinstituted. The meetings, 
provide a forum for executives, outside of their normal meeting structure, to eome 
together and discuss with him issues of concern for all. AI! of these initiatives play into 
his larger vision for supporting and providing opportunities for grov.1h for of all of 
FEMA's employees. The director continues to believe the employees are the agency's 
greatest asset and credits them with much of the agency's tremendous success, He also 
gives credit to the many loyal executives who supported him. 
As one outside indicator of the stature he has gained within the federal community, 
Director 'Witt was recently asked by the SES to address their annual meeting of eareer 
executives - to share his secret in transfonning FEMA into onc oftbe most respected 
agencies. and his success in building an effective partner5hip of political and career 
executives tbat helped in the effort. The career executives wanted to hear about his vision 
for the future and share, just a bit. in the legacy he will (cave FEMA and the fedcral 
government. 

Oircctora1c and Office Lc1tdersnip 

(For Department Heads Only) How did your leadership as dircctor con1ribute to 
changes in your office or directorate? What w<!rc your primary objcctives and how 

did you attempt to accomplish them'! What were your successes? 

Under my leadership as Acting Director and now Director of the Office of Human 
Resources Management (OHRM), I have always focused my attention on mission critical 
matters. I recognized early on, that the office would have to dedicate more resources to 
disaster staffing in order to meet the ever-growing demands that are result of the agency's 
shift to a multi-hazards disaster response and rccovery organization, In addition; i noted 
that many of our business practices were dated and required a major overhaul in order for 
the office to support FEtv1A's efforts. At the onset. [ begun laying the groundwork 10 

address our business practices. I challenged thc division directors to rethink the way we 
conducted business and to come up with new Wtlys to accomplish our mission which in 
included: attracting. building and retaining a quatity workforce that was representative of 
country's population; and improving service to HII' customers - managers~ ernployees~ 
labor partners and the public. 
In this age of technology, I knew there were systems that would aid our office in 
accomplishing tbe mission. In the Human Resources arena, other agencies were turning 
to expert human systems to ~lc(,':omplish nlany of the process~reJated functions. j assessed 
our operations and identified what I considered major obstacles to our bustness suc~ess. 
Over the years, I have always been confronted with the issue of timeliness, Timeliness in 
terms ofclassifying positions and in tenus of recruiting for and staffing positions. [ 
elccted to approach this issue Incrementally given our resource constraints. Since position 
classification was the first step toward creating Hnd recruiting for a position, I decided to 



focus on reducing the time and efforts associated with this process. I wanted to 
reengineer our process with the objective of being less burdensome, timelier and above 
all user friendly from a customer standpoint. After months of searching the market and 
reviewing our practices, I authorized the procurement of the COHO System. COHO is an 
expert human resources system that assists managers and human resources specialists 
with the oftentimes arduous process of developing position descriptions and related' 
documents. However, COHO takes it a step further by classifying the position 
description, preparing the reviewuation statement and even generating the related staffing 
documents, such as the vacancy announcement, revicwuation criteria to rate the 
applications and even interview questions. Within FEMA, COHO is considered the 
primary classification tool for positions GS-13 and below and since its implementation 
has resulted in a significant reduction in the time required to prepare these documents. 
From a staff perspective, my goal is to continue to ensure that the OHRM has a highly 
trained and skilled workforce to meet the needs of our customers. With the support of my 
management staff, we have been successful in providing on-the-job and classroom 
training from a technical and administrative standpoint. My objective is to equip the stuff 
with the technical job knowledge but also the human relation skills required to support 
the agency. At the same time, we are also requiring our employees to transition from the 
old way of doing business and adopt new methods employing systems technology. 
In summary, I will continue to look for ways to employ technology where applicable and 
implore my staff to offer suggestions on improving our business practices. I will maintain 
continuous communication with the leadership of the agency to ensure that the direction 
of the OHRM is in keeping with the strategic goals and objectives orthe agency. In 
retrospect, I believe OHRM has been successful in improving customer service. We have 
reduced processing times associated with position classification actions. The OHRM has 
developed, through the usc of technology, means to provide management with 
information necessary for the day-to-day management of their respective organizations. 
In a previous essay, we talked about PERSDATA, ADD, Data Mart, and time and 
attendance management reports. Our objective is to provide management with all of the 
needed information available in our personnel and payroll system to help them manage 
their resources. 

Future Direction 

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

My goal for the Office of Human Resources Management (OHRM) is to evolve to a 
paperless human resources environment. In the near ternl, the OHRM is working jointly 
with thl! Information Technology Services Directorate (ITS) and the Office of Financial 
Management (OFM) to develop a DataMart that enables agency officials to view 
financial and human resources data on all of its employees. Included in the DataMart is 
an SF-52 tracking system. For years, the agency has been without a system available to 
managers to track the status of their personnel requests. The goal of the DataMart is to 
offer managers a one-stop shop to obtain all of the interrelated infonnation necessary to 
manage their resources. 



Currently, dforts are underway to improve our staffing and recruitment processes. 
Throughout the federal sector, agencies are moving towards a paperless human resources 
environment. In this context, r have closely monitored the number of online application 
systems that arc available in today's market. No longer is it necessary to manually 
generate hardcopies of the many staffing and recruitment documents, nor is it necessary 
to submit a hardcopy application or resume. Several companies offer online systems that 
process all of your staffing and recruitment actions online. My vision is to pilot a system 
to assess its effectiveness in our environment. I am convinced that automation is the way 
to improve many of our practices. 
With this shift toward a paperless office, the vision is to usc stafTmore in an advisory and 
consultant (:apacity. No longer will there be nced to process the paper. Conversely, there 
will be a growing demand for advisory services in terms of position management and 
recruitment strategies. 

I>isaster Operations 

I>escribe 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 reader with a good understanding of what function your office fills 

on the EST, as well as the challenges you face. 

The personnel branch of the Emergency Support Team (EST), staffed by a representative 
from the Offiee of Human Resources Management (OHRM), performs a full range of 
human resources functions for the EST, and provides technical support to disaster field 
offices and Regional Operations Centers (ROes). This work includes staffing, payroll, 
deploymenl, and employee relations duties. The work of the branch involves not only the 
filling of positions, but also the balancing of work needs against the physical and 
emotional impact that long hours and stressful work has on employees. 
The most challenging disaster experiences have occurred during the 1995, 1998 and 1999 
hurricane st:asons, when EST activity continued uninterrupted for weeks while one 
hurricane aller another took aim at Puerto Rico, the Virgin Islands, and the continental 
United States. It fell upon the personnel branch to ensure that an adequate number of staff 
members were always available to be deployed in support of the EST to the ne.",/ disaster, 
without hindering the response activities for the current disaster. 

Special Essays 

Discuss the development of the reservist cadre and the importance of its 
development. 

FEMA's Reservist Cadres: An Essential Resource For Disaster Management 

Purpose 
To accomplish FEMA's mission of disaster assistance and coordination, the agency 
maintains three cadres of disaster employees: Disaster Assist.ance Employees (DAEs), 



Disaster T(:mporary Employees (DTEs), and Cadre of On-Call Reserve Employees 
(COREs). These are excepted service appointments, under the special hiring authority of 
the Robert T. Stafford Disaster Relief and Emergency Assistance Act, for temporary, 
intermittent, or on-call work for specific disasters or emergency situations within the 
United Stales or its possessions. These employees may work at FEMA's fixed-site 
facilities, disaster field offices, or at other sites, depending on disaster needs. 

Background 
As disasters are unpredictable, each event requires differing levels of response. To ensure 
a supply of surge disaster staff in addition to FEMA's permanent, full-time employees, 
the agency, through its regional offices, has maintained rosters ofDAEs for immediate, 
temporary deployment to disaster sites. In addition, the agency employed staff under the 
SDATE program for longer term assignments, primarily in disaster closeout activities. In 
1993, the tderegistration function was established within the National Processing 
Services Center (NPSC) at the Mt. Weather facility to provide more effective, centralized 
assistance 1.0 disaster victims, thus creating a corresponding need for ensuring that 
disaster surge staffing requirements were met. The center was originally staffed with 
permanent, full-time employees; when·this proved insufficient due to increased disaster 
workload, the agency employed OAEs as local hires, converting these employees to 
reservist status after 120 days of service. These were two year appointments, during 
which DAEs were permitted to actually work for only 18 months. 
'In 1994, the Office of 1·luman Resources Management (OHRM) created a disaster 
recruiting staff to assist the NPSC, as well as regional offices, in hiring DAEs and to 
serve as a central point-of-contact for the recruitment of highly-qualified employees to 
staff more specialized national cadres of professionals in the following fields: federal . 
coordinating officers, stress management counselors, health and safety specialists, public 
affairs specialists, comptrollers, equal rights officers, and security specialists. In response 
to the ongoing te1eregistration and applicant assistance and benefits processing 
requirements in the NPSCs· and other agency divisions, OHRM transformed the recruiting 
function into a new Disaster Personnel Operations Division (OpaD) in 1996. The 
SDATE program was gradually phased out, and two new reservist cadres were created in 
its place: the CORE and OTE programs, to meet FEMA's long- and short-term disaster 
surge manpower needs, and to provide continuity of experience and expertise at fixed-site 
facilities. At that time, DAE appointments at fixed-site facilities were replaced by the 
newly initiated CORE and OTE employment programs. 

CORE and DTE Appointments 
CORE positions are four-year appointments with full federal benefits, and are intended to 
provide continuity of service for long-term, disaster-related projects and activities. DTEs 
are intennittent positions, for a one-year term and renewable, and receive pay for hours 
actually worked and compensation for authorized overtime. The majority of DTE 
positions are intended for surge staffing in caller services functions within the NPSCs. 
DTEs who work regular full-time or part-time schedules are eligible for annual leave and 
sick leave, but do not receive federal life or health insurance coverage. 

Results/Benefits of Reservist Programs 



F'EMA's mission shifi to disaster respon.'>C and mitigation sparked a need for a 
concentrated response to disasters. To enable FEMA to successfully fulfill this mission, 
the hiring and employment initiatives under the Stafford Act, developed and refined by 
the Disaster Personnel Operations Division, have ensured a) continuity of experienced 
staffat fixed-site facilities, b) significantly faster deployment to disa~ter sites to provide 
effective assIstance to disaster victims, c) improved custOmer service to both internal and 
external customers, and d) shortened response timefrnmcs and enhanced disaster recovery 
acti \' itics. 

Discuss the creation of the Ani) system and how it is utilized. 

The NEMIS Automated Deployment Database (ADD) was developed to meet the 
agency's need for a skills database for its disaster workforce and the need to automate its 
procedure lor deploying disaster workers to wherever they are needed. The development 
team, consisting of seven individuals from across the agency, was selected because of 
their extensive disaster staffing experience in the field. 'Oley designed the system and 
tested it duting 1995 and early 1996. Agency managers and system users were trained in 
the spring uf 1996 and the system was made available for entry of employee and disaster 
duty stations records in June of 1996. it was first used to handle a disa'iter deployment in 
August 1996 and ...vas fully operational by October 1996. Over the four years since then, 
the ADD system has handled deployment of over 135,000 individuals to almost 200 
disasters. SupervisorS can now readily access detailed records of the availability, work 
and training histories ofthcir disaster employees for staffing, revicwuation and promotion 
purposes. More importantly. data from this system is routinely used by top agency 
managers for dccision~making on a variety of disaster workforce matters. 

Iliscuss the development of relationships with labor unions and what affect that has 
had in employee management. 

Between 1993 and the present, fEMA has undergone a dramatic cultural shift in how 
management and labor coexist The relationship in 1993 was legalistic, rights-oriented 
and marked by frequent disputes. 
Upon enactment of Executive Order 12&71 establishing labor-management partnerships, 

FEMA was the second executive branch agency to officially establish a Labor
Management Partnership Council (LMPC). 
Since the e~;tablishment of the LMPC~ disputes have declined and communication has 
increased. UnHlir Labor Practice (ULP) activity has, in all but one year, declined by lwo
thirds from its 1993 leveL 
Most new initiatives are established by a consensual basis raiher than by negotiation 
because of the union's pre~decisional involvement. The renegotiation of an agreement in 
the agency's largest bargaining unit was conducted without ground rules. or bargaining 
teams and was completed in two days. No negotiability appeals have- been filed in any 
bargaining unit since the LMPC's inception. Several agreements have been permitted to 
"roll over" without renegotiation with the local parties defe-rring to partnership to resolve 
new issues. 



Partnership remains a work in progress. At times. there are disagreements over whether 
partncrship equates to co-management and conflicts will arise when suggestions 
advocated by union representatives are not adopted by management. 
OHRM has introduced interest-based bargaining (188) to negotiations. In the partnership 
era, OHRM has been able to arrive at agreement without third-party intervention. 
Partnership and an interest-based relationship are carrying over to the workplace. 
Managers have become receptive to alternative forms of discipline and unions have been 
more pragmatic and judicious in deciding when to file grievances. 
These cultural changes have created an irreversible maturation in the way management 
and employees relate. In addition to avoiding the costs of connict, we all benefit from 
higher morale created by a businesslike relationship betwecn management and its 
representatives. 



When talking about FEMA's mission shift from national security to natural disaster 
hazards, th,: Projecl Impacl initiative can be viewed as the agency's most visible working 
example of reinvention. Project Impaci was designed to meet the chatlcngc ofthis 
mission shift in an era of downsized federal budgets and of the inherently limited 
authority of the federal government in emergency management and community planning 

Projecl Impacf can be viewed as a third wave in FEMA's reinvention. The first wave 
occurred in the wake of the Cold War, hurricanes Hugo and Andrew. and intense public 
and congre:;sional criticism: On top of this wave, Director Witt took the helm ,",-ith a 
mandate to shift: the agency1s mission from its prior national security focus. 

Within u few years. FEMA would be tranl'iormcd into an et1i.."Ctivc coordinator of federal 
response to natural disasters ,md respected for emergency management the world over. 
However, the increased frequency and severity of disasters during this same period began 
to teach the agency that focusing only on disaster response and recovery would lead to 
evcr~incrcasing costs that the American people and the Congrcss would not be able to 
abide. 

The sL'Cond wave of reinvention was: fuelt"rl by not only an increase in disasters, but in the 
greater national emphasis on balancing the budget. Emergency spending on disasters 
needed (0 be reined in and at the same timc, at n grassroots level, repetitive heartache 
from disaster damage was taking its toll. With this, began the political and emotional 
dcrcnnination necessary to gain momentum behind the concepts of preventing damage 
from occurring and of breaking the cycle of damage - repair - damage - repair. Partly as 
a reaction to the change in emergency spending by both Congress and the administration, 
FEMA would begin to promote disaster damage prevention (mitigation) as a national 
priority and the way to reduce the cost ofdisasters to the nation. 

However. it was quickly found that the problem was not a lack of research and 
development of technical solutions to damage prevention. The problem was much bigger 
in terms of why communities were not taking action. The question was: "If we know 
what it 1akcs to prevent damage then why, as: a nation, arc we not doing it'?" 

In consultntion with the federal, state, and local emergency management community, the 
conclusion was that a big part of the problem was an apparent low level of desire within 
communities to face up to and confidcntly deal with their natural hazard risks. Preyed 
ImpaCI wa;; conceived to address this problem. Thc third wuvc was forming as an 
Initiative 1(> build disaster resistant communities throughout America. 

Although the Projec( imp(Jc( approach would be something new for FEMA. it was not 
nece.o:;sary to reinvent the wheel. There already were eX'lmplcs of federal government 
engaging in community~based management initiatives and in nation~wide campaigns to 
change the way America views important public issues. Existing federal initiatives such 
as community-based policing and the auto seatbell canlpaign provided good leaming 
models. 



But it still remained for FEMA to explorc creative and innovative ways of implementing 
community-based mitigation. These new methods would entail prioritizing prevention as 
an emergency management responsibility, as well as focusing on preventative action at 
the community level. It also meant enlisting business, non-profit, and government sector 
commitments through national, regional, state, and local partnerships. There would need 
to be a greater appreciation of the role of public education and marketing as a means to 
influence public perspectives and attitudes toward disaster damage prevention. 

At the El Nino Summit in Santa Monica, Calif., in October 1997, Director Witt launched 
FEMA's Disaster Resistant Communities initiative, christening it "Project Impact." 
Seven pilot communities were selected to serve as the test bed for building disaster 
resistant communities through risk assessment, partnership building, prioritized action, 
and communicating success. By February 1998, the Project Impact national office was 
established and the initiative was in full swing. 

At the start of tiscal year 2001, nearly 250 communities nationwide arc receiving direct 
support from FEMA for building disaster resistance. These communities serve as clear 
demonstrations that preventing disaster damage is best accomplished from the ground up 
and that any community can become disaster resistant. This marks how far FEMA has 
come from the days when it focused solely on national security threats. 

Customer service improvements 

How has your office implemented FEMA's customer service policy? Please eite 
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 
busiDl:ss as a result of the research and surveys that were done. Finally, give 

examples of specific improvements in the way your office hus serviced its customers 
since 1993. 

Customer Service: a Mainstay of Project Impact 
The Project Impact office's mission and functions are steeped in customer service to both 
internal and external customers. The internal customers include the offices of the 
Director, Public Affairs, Intergovernmental Affairs, Congressional Affairs, and Corporate 
Affairs. The Project Impact office coordinates with these and other FEMA entities to 
integrate I'roject Impact into agency operations. 

In 1998, when the Project Impact national office was created, it began holding weekly 
agency-wide meetings to keep other offices informed of progress in Project Impact 
communities and to gain input and support for the program. The Project Impact staff 
prcpared a survey for meeting participants that helped ensure that the meetings were· an 
effective use of their time. When meetings became unnecessary, they were discontinued. 
Weekly team staff meetings are now held with the offices of Public Affairs, 
Intergovernmental Affairs, Congressional Affairs, and CorPorate Affairs to coordinate 
Project Impact activities. 



The Project Impact office assigned a liaison to provide assistance and support to FEMA 
regionai offices and serve as a point of contact within FEMA headquarters for Project 
Impact community activities and information. A list of weekly community highlights 
was developed and continues to be provided electronically to FEMA headquarters and 
regional staff. In addition, a calendar of Project Impact signing ceremonies is provided 
to agency offices with an open invitation to participate in these events. 

The regional Project Impact staff members are integral partners and customers. The 
national office holds conference calls with regional offices on a regular basis to 
coordinate Project Impact activities and brainstorm ideas for improvement. Regional 
feedhack regarding the initiative is actively solicited and acted upon as a method of 
building trust in the working relationships. The office also hosts bi-annual' Project 
Impact retreats for regional staff as a means of establishing and maintaining relationships. 

Project Impact's external customers include federal, state, and local government officials, 
community leaders, businesses, and non-profit organizations. Program information is 
disseminated to external audiences via letters, electronic mail and bulletin boards, Project 
Impact web site - which includes a vehicle for feedback, and an annual national Project 
Impact summit. (The use of technology for electronic communications systems for 
external customers, such as List Serve and Web Board, is discussed elsewhere.) The 
office is responsive to issues raised in order to develop trust and teamwork. This year, 
requests for suggested summit topics and speakers were disseminated to communities and 
those who provided input were grateful to be included in the process. The national 
Project Impact office will use the topics to develop the agenda for the 2000 Summit. 

Improving customer service is a matter of communicating with customers to determine 
their needs and acting on them. The Project Impact national office has been successful in 
doing this with both its internal and external customers. . 

Standard Essay Topics 

Cost Reduction 

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

Project Impact: Rcducing the Cost of Disasters 
The primary goal of Project Impact is to reduce the cost of disasters on the nation's 
economy. In 1997, Congress appropriated $2 million to FEMA to begin the process of 
moving toward'a meaningful pre-disaster mitigation program. There is no doubt that 
Project Impact is a common sense approach for the way America deals with disasters. 
The incentive is clear: a disaster-resistant community is able to 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 dollar spent in 
damage prevention, two dollars are saved in repairs.. 

Some residents of Southampton County's Dockside area in Virginia are living proof that 
it pays to mitigate, especially in a floodplain. When hurricanes Floyd and Dennis hit the 
region with back-to-back flooding in September 1999, many homes in Dockside, near the 
North Carolina border, were devastated. But thanks to preventive measures, several 
newer homes in Dockside were left virtually unscathed. 

No strangers to flooding, Southampton County officials signed up with the National 
Flood Insuran~c Program (NFIP) in 1982. Under tenns of that agreement, the lowest 
floors in all new homes had to be elevated at least 4 feet above the 100-year flood level. 
But some homeowners went further and elevated 8 feet - with little added cost. 

The extra effort paid off. During heavy flooding in September 1999, water levels in the 
Dockside area were 3 to 5 feet above the 1 DO-year flood level. Of approximately 30 
homes in the area, about 20 residences had 7 feet of floodwater in their first floor living 
areas. The homes with extra elevation were safe, sound. and dry. Homeowners who 
elevated 4 feet above the I DO-year flood level also received extra dividends. Not only did 
they avoid flooding, they combined the elevated space with existing yardage to create 
parking and storage areas at minimal cost. 

A few of the efforts supported by the Project Impact office to reduce costs are as follows: 

• 	 Encourage partnerships in communities, as a means of developing comprehensive 
strategies nnd increasing resources for mitigation activity; 

• 	 Provide seed mo~ey in the form of a grant that can be used to attract other resources; 
• 	 Work with other organizat~ons such as ESRI (Environmental Systems Research 

Institute) and Strohls Systems (continuity planning software and services) to provide 
tools tel communities; and 

• 	 Offer Project Impact training courses, mcntoring, and technical assistance to newly 
named communities to assist them with the challenges that lie ahead as they become 
disaster resistant. 

There are many anecdotal examples of cost savings in communities having implemented 
Project Impact. Those communities do a baseline study to document their vulnerabilities 
and identify structures at risk during the second phase of the program. The list of 
structures at risk is updated on a regular basis and over time this, and other measurements 
of progress, will help quantify cost savings associated with Project Impact. 

Results-oriented incentives 

How has your office adapted new ways of motivating, employees and improving 
program performance? Specifically, which methods of reward or accountability 



prllctices have been employed'! Cite specific criticism and praise that prompted 
sueh changes in your office, if applicllble. 

Motivating the Project Impact Team 
As the Project Impact initiative transitioned from a pilot project to a program in the 
Mitigation directorate, the Project Impact stalT devised its own creative methods of 
rewards for Project Impact office mcmbers and Mitigation directorate staffalike. 

For instanc(:, a glitter wand was used as a reward for good performance and passed from 
person to person as employees chose the next honoree. Stickers were used by the 
supervisor to recognize a job well done and certificates of appreciation were provided to 
other Mitigation staff to acknowledge their contributions to the team. 

This year, a Project Impact office member was chosen by the Mitigation directorate to 
serve on th{~ Awards and Recognition Team, which reviews employee recommendations 
for awards. This demonstrates the Project Impact staff integration into the greater body 
of Mitigation. 

The national Project Impact office also uses its regional conference calls and retreats as 
an opportunity to affirm positive behaviors, such as highlighting the creativity of a region 
among their peers. Conference calls are also used to follow up on tasks as a means of 
holding the regional staff accountable. At the retreats, the national office periodically 
provides awards or affirmations for behaviors it wants to foster. 

The national office has improved overall program performance· by motivating Project 
Impact communities through the Summit Awards, which affirm and highlight positive 
actions; holding communities accountable by requiring annual progress reports; and 
encouraging agency participation and coordination by marketing the initiative internally 
through the distribution of Community Highlights. 

Use of Technological Innovations 

Descrihe how your office has employed the use oftechnology since 1993. Also 
describe the way in which old technology hlls been used in a new way, if applicable. 

How h:lve these technological innovations llffectcd your office's performance? 

Using New Technology in Project Impact 

Since the Project Impact office was created in 1998, it has been looking for ways to 

transfer information to Project Impact communities in an expeditious and consistent way, 

as well as keeping states, FEMA and partners informed of community developments. 

Communications have been enhanced by the development of new technologies and tools, 

in addition to the electronic capabilities available through the agency. 




The Project Impact office extensively uses the FEMA-only inJrane( and also the Internet 
The Project Impact intranet keeps FE;\1A employt."es inrormed of program activities and 
contains intemal points ofcontact f'Of the communities. The Project Impact Internet web 
site provides general infonnation as well as resources for community implementers. It 
contains an overview of Project Impact, a listing of Projet:llmpact communities with 
links to their web sites where applicable, information .on national partners, press releases, 
risk. maps, resources, regi~nal activities and photos, During the ProjCI.:t Impact summit in 
1999, the lirsl electronic commerce was used in FEMA for on~linc registration. 

The Proiect Impact office developed The ProJecl Impacl Commitments Management 
System, a web-based application accessible through the nalional emergency management 
information system. The Commitments database is the storehouse for vuluablc 
information concerning Project Impact communities, their supporting partners and 
projects, a~ well as the commitment of resources for disaster-resistant communities. The 
intended design altows communities to input data wh.ich partners arc able to read 
nationwide. 

A Prnjecllmpacf Web Board was recently developed. The web board is a tool to set up 
multiple topical ;'conferences" for PQsting messages, Subscribers may set up nOlification 
of new messages by e~mail and have the capability to set up chat rooms for each 
conference for real-time discussions. The web board currently contains three conferences 
that allow participants to discuss their experiences and post upcoming events, references, 
stories, ideas, etc., related to the four phases ofProjecf Impact: 

I) 	 Building partnerships 
2) 	 ldentifying hazards 
3) 	 Assessing risks 
4) 	 Communicating success 

The conferences active on the web board are: 
• 	 PI Grwfs Conference ~allows subscribers to post messages and have chat room 

disclissions . , 
• 	 ESRI (Environmental Systems Research Institute) Challenge Grant Conference ~ a 

private conference for ESRI Challenge Grant communities and geographic 
inrormation systems (GIS) experts , 

• 	 Prajecl Impact Notes Conference - nationwide informational bulletins appropriate to 
all communities (Project Impact Consensus Course schedule, grant opportunities, 
web sites, and new national partners) 

The Project Impact national .office is also promoting the use of geographic information 
systems (GIS) in communities. ESRI, a national Projcct Impact partner, is he!ping 
communities across the nation to use GIS as a tool for implementing disaster resistance. 
One of the primary components of this partnership is the develqpmcnt ufthe ESRJ
Project Impact web site.' This web site is designed to help Rrojcct Impact and other 
communilies start assessing their risks. The web site provides hazard maps along with 
tips for using GIS in support of achieving Pn~icci Impact goals and objectives, especially 
hazard identification, risk assessment) public awareness and I mitigation plaruling and 



managemt:nt. The partnership has also sponsored the ESRI - Project Impact challenge 
grant, developed to build capacity in community use of GIS technology as a tool for 
developing and/or implementing disaster-resistant strategies. 

Electronic mail is used to distribute information related to Project Imp(ict courses, 
conferences, meetings and other activities to FEMA regional personnel, state officials, 
and to local Project Impact coordinators. E-mail has allowed the team to reduce 
paperwork and provide timely delivery of information. This is the mechanism used to 
share success stories with pf(~iectlmpact communities nationwide. pf(~iect Impact 
initiated a List Servc, anothcr fonn of electronic mail transfer to a group of addressees. 
The Project Impact c-mail group includes: Project Impact community coordinators, 
FEMA headquarters, Project Impact regional staff, and state Project Impact staff. 
Messages with a long-shelf-life are also posted on the Web Board in the PI Notes 
Conference. 

To assist Project Impact communities with reporting requirements, the office is 
developing an automated system. This reporting system is part of a total Internet life
cycle grant management project to emphasize on real-time, outcome-oriented reporting. 
One of the benefits of this proposed system is the ability to generate a wide varicty of 
reports. It also provides a ccntrallocation for facilitated information transfer bctwecn 
Project Impact communities. This project represents a significant work effort involving a 
number of offices both within, and outside of, the agency. This project affects all aspects 
of the financial management and tracking process. 

In addition, the national Project Impact office hopes to use this system as another 
mechanism to get information to the communities and to share best practices among 
them. Currently the office has developed and is using a mechanism to manage t~e grants. 
This mechanism is a web page which contains the electronic version of the grant package 
as well as the community baseline and progress reports. The information on the web 
page is updated quarterly and allows for real-time accessibility in a format that is useful 
in meeting local, state and federal needs. 

The eventual goal for use of the Internet is to provide a central location for Project 
Impact communities to get information and also the medium for submitting infonnation 
on the management of their community initiatives. This mechanism also keeps states, 
FEMA and partners informed on developments in the various communities. As a result, 
technology has greatly improved customer service for the Project Impact program office 
and provided an expeditious and consistent way to transfer infonnation to interested 
parties as well as receive information on the community effects of the Project Impact 
initiative. 

Partnerships 

How is FEMA working with outside organizations to meet its mission goals'! 

Summarize these partnerships and cite how these working relationships have 




evolved. Provide in~ights about the partnersbips in terms of how they bave assisted 
the Project Impact initiative and bow they have contributed to FEMA's overall 

miss:ion. 

Project Impact: Built on Partnerships 
Projeci Impact is u nationwide initiative that operates on a common-sense prc-disaslcr 
approach to protecting human lives and property from the devastating effects of weather 
events, This community-based initiative is rooted in three basic principles: 

• Disaster resistance strntegies must be locally genernted 
• Private sector participation is vital 
• Long~term efforts and investments in risk prevention measures arc essential. 

To help communities understand and capitalize on the need to build partnerships FEMA 
has developed an aggressive outreach campaign aimed at creating and fostering 
connections: with private business and other governmental agencies at all levels. The 
main focus ofthis effort is to develop strategic relationships that can infuse needed skills, 
resources and energy into the local comprehensive planning process, By tapping into 
private businesses. government agencies and non~government organizations, 
communities can begin to spread the message of disaster resistance to n wider and more 
diverse audience with partnerships fonned at the locallevcl mirrored at the nationat level. 
Through Project Impact FEMA has strengthened overall public emergency management 
policy_ 

In 1997, seven pilot Project Impacf communities began the process of assessing local 
hazards and developing disastcr~rcsistance strategies and programs to be conceived and 
implemented locally. Within a very short time. these communities had created networks 
and strategic partnerships that have been vcry effective in creating a more livable and 
disaster-resistant place, 

By autumn 01'2000, nearly 250 communities across the nation arc following this lead and 
assessing their local risks, developing approaches, fostering partnerships and taking 
proactive steps to create a physicat and social environment that can withstand a disaster, 
no matter when it happens. It is within this context that FEMA has realized that 
emergency management issues do not exist ill isolation. Thc process set forth tn Project 
Impact has reinforced the idea that infrastructure, economicJeommunity development and 
environmental systems and policies. must bc integrated with proactive and aggressive risk 
assessmenl and reduction strategies at an levels of government. 

One of the major hallmarks of building a strong foundation of community-based disaster 
resistance is bringing together community stakeholders to be dccision~makcrs. This 
process of reaching out to community partners brings a wide range of perspectives and 
additional resources and expertise into the community capacity building process. This 
idea of bringing diverse and non~tradilional partners together to protect communities 
from disasters runs counter to the command-and-control method of traditional emergency 
management and has served as a major culture change for f'E::v1A, However, it is clearly 
evident that these valuable opportunities arc helping forge essential public/private and 



public/public partnerships to reduce the: Impact disasters have on communities and the 
nation. 

Communities do not exist in isolation and are highly interdependent on regional and local 
economic lactors and constraints, As this interdependency, and its relation to disaster 
risk and hazard vulnerability. wa.<{ better undCf'$:iooo it became apparent that bringing 
private business partners into Project impact was an essential component to creating a 
stronger and bctler.prepanxl community. The disruption of business and break in the 
continuity of operations after a disaster means lost income for citizens who depend on 
these businesses for services or livelihood, By working with government to incorporate 
the Projecl impact approach toward building consensus on local risks and then dealing 
with those risks in a collaborative manner ensures that businesses, government and 
utilities reduce economic impacts that often eome with a disaster. 

From another perspective, local businesses and civic organizations have direct contact 
with citizens on u daily busis. As a result, stores and organizations provide an excellent 
venue to educate community members on the benefits of taking an active role in creating 
a disaster resistant community. Working together, Project Impar..'t communities and 
businesses of all sizes are teaming up nation~widc to develop and implement proactive 
steps to ensure that access to vital commodities and services are not lost in the event of 
disaster. 

Project Impact is also helping communities become stronger, safer and more livable by 
providing a decision-making framework of local citizens to identify and mobilize 
organizations that might not nonnally be involved in protecting a community's assets, 
The collaboration and consensus-building techniques promoted by ProjecJ Impact are 
teaching local officials how to better tap into the cultural and social resources of their 
community and activate these resources to promote chance and sustainabllity. 

Traditionally; the development of partnerships with govcrnment has focused on how to 
increase ptivate sector involvement. In the wake of the devastating disasters that have hit 
every part of the United States in the past several decades. communities arc finding 
another important asset that is readily available at the local level, the private communjty~ 
based and faith-based organizations (CBOIFBO). These organizations have a significant 
presence iii the local communtty and offer a tremendous opportunity to reach out to those 
who are most vulnerable to disaster risks: those of limited means; those who arc under
represented or have become disenfranchised in the traditional service delivery system. 
Community· and faith-based organizations have the unique abilily to aCCess these 
populations, reach out to them and organil'..e them into action in a coordinated munner. 

While the role CBOIFBOs play in responding to a disaster is clear. how to integrate those 
organizations into local risk assessment and mitigation activities hejiJrf! a disaster strikes 
is not so dear. Local communities oncn do nO( funy understand the unique and vital 
organizing, information dissemination and planning skills these organizations can bring 
into pre-disaster mitigation activities. In many cases, CBO/FBOs are already involved in 
projects and programs that support hazard mitigation and preparedness at the local level 



but may nol realize they are already helping create a disaster resistant community. Local 
community leaders may not recognize how to capitalize on these endeavors to create a 
comprehensive community action plan. A disconnection between the CBO/FBOs and the 
local community could compromise the safety of local citizens, particularly those citizens 
at greatest risk. Since local CBO/FBOs are uniquely suited as trusted information 
conveyers, they can reinforce the message of protecting community resources and 
mobilize the general population to proactive measures to create a higher level of disaster 
resistance. 

PnHect Impact has taken proactive and innovative steps to better understand the structure 
of community stakeholders and resources and have created opportunities to maximize 
partnerships and direct local decision-making into a coordinated hazard mitigation 
strategy. Citizens, local officials, states and the federal government have learned to 
integrate additional stakeholders into local disaster resistance efforts and created a more 
resilient community with a sustainable economy and the social capital to solve a 
multitude of local problems from the local perspective. 

Deregultlfion 

What was your office's role, if any, in hclping to get rid of unhelpful regulations 
within F£MA? How has deregulation efforts at F£MA 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? 

Project Impact and Deregulation 
In 1997, the Mitigation directorate rescinded the regulations' for the 1362 property 
acquisition (buyout) program, which had been funded through the National Flood 
Insurance Program (NFIP). The 1362 program was repealed by the passage of the 
National Flood Insurance Reform Act of 1994 which also created the Flood Mitigation 
Assistance program (FMA). Written regulations for FMA were based on experience 
from implementation of the earlier 1362 program - as well as the post-disaster Hazard 
Mitigation Grant Program (HMGP). These regulations provide for streamlined program 
implementation. 

The Mitigation directorate also published a final rule in April 1998, which reduced the 
number of Hazard Mitigation Grant Program appeal levels from three to two. This 
reduced the average time for reviewing and resolving appeals ~ignificantly, resulting in 
better service to grant recipients and reduced burden on FEMA and state mitigation staft~ 

Organizational Culture 

How did FEMA's mission shift change thc agency's organizational culture? 



Agency Mission Changes and Project Impact 
In a speech at the Excellence in 'Government conference on July 11,2000, (copy follows) 
FEMA Director James Lee Witt described how the change in national priorities led to a 
shift in the agency's mission and he outlined his leadership strategy for accomplishing 
the transition that began in 1993. The director's speech identified the importance of 
internal/external customer satisfaction and explained the need to reorganize the agency to 
support the mission shift. The agency reorganization created the Mitigation directorate as 
a main component of FEMA's organizational structure, thus establishing disaster 
mitigation as an important function of FEMA. It became apparent that to reverse the 
trend on rapidly increasing costs of disasters there also needed to be a shift in the way the 
nation viewsl deals with disasters. 

To achiev{: this shift externally, the agency brought focus to a community-driven process 
for implementing mitigation. Project Impact: Building Disaster Resistant Communities 
was launched as the vehicle to change the way the nation deals with disasters. The 
initiative emphasizes a comprehensive, collaborative approach to emergency 
management with decisions made at the local level. FEMA's role in this initiative is one 
of an influential partner. This represents a peer approach that is horizontal in nature 
rather than the more traditional hierarchical approach. As a result, FEMA deals with the 
community directly, providing more effective feedback that facilitates the development 
of user-defined products and need-driven systems. This feedback is also the impetus for 
the evolution and growth of the program. 

Project Impact also heavily promotes the concept of peer-to-peer mentori~g as a means 
of increasing disaster resistant capabilities of community implementers. Systems and 
processes are being developed and refined that not only encourage peer-to-peer 
exchanges but facilitate them as a means of sharing knowledge, experience and technical 
expertise. The nature of the Project Impact initiative is having a ripple effect on FEMA's 
organizational culture as well. 

One of the main components of Project Impact that is causing changes in organizational 
culture is the Project Impact grant that goes directly to the community - unlike most 
FEMA funds that are channeled through the states. FEMA stresses that this one-time 
community grant should be used as seed money to attract other resources and "grow" the 
initiative. The guidelines for use of the funds are flexible, by design, to allow 
communities' spending to make best use of partnership resources. To accomplish this 
goal, regional personnel arc working directly with the Project Impact communities. 
Thus, FEMA is getting firsthand knowledge of the constraints to implementing mitigation 
at the community level. Conversely, the agency is also discovering what approaches or 
solutions provide the best results. The Project Impact program office is using this 
information for program planning and implementation, and shares the information with 
other offices in the Mitigation directorate for their use in planning. 

In order to support community efforts and maintain the initiative, the Project Impact 
program office is actively pursuing strong internal partnerships (similar to the partnership 
effort of the Project Impact communities) that provide technical information and other 



resources to community efforts. In return, Project Impact staff provides these internal 
customers with feedback from the communities to assist with their future development 
processes. The Project Impact national oflice also celebrates the success of the initiative 
by sharing highlights of community activities toward becoming more disaster resistant, 
and encouraging other offices to attend events such as community signing ceremonies. 

Remarks for James L. Witt, Director 
Federal Emergency Management Agency 
Describes Agency's Reinvention at Excellence in Government Program 
Washington, DC 
.July II, 2000 

Today I thought I'd talk with you about what I view as the central ingredient in excellent 

government: the ability to lead change. 


I keep a sign on my desk that says: "When entering this room, don't say, 'We've never 

done it that way before.'" 


I do that for two reasons. The first is that I believe in that motto deep down. The second 

is that I know it's often a needed reminder. 

It's only human to be a little resistant to change, whether it's change in government, 

change in a business or just change in your own life. 

We've had a lot of change at FEMA in the last few years -- most it, I hope, for the better

- and I thought I'd share with you today a little bit of what we've learned. 

Call it my Eight Rules for Successfully Leading Change. 


Rule 1. Never lose your focus on the customer. 

Obvious advice, right? It is. And like a lot of advice, it's easier to say than do. That's 

especially true in government, where the rules often center on programs rather than 

people. 


Our first step toward reinvention was defining our customer -- in our case, people either 

preparing lor or recovering from disasters. The moment we decided to measure our 

success ba:;ed on how those people were served instead of how our programs were run, 

we were on the road to change. 


Our next destination was deciding what service we were going to provide. Which brings 

me to: 


Rule 2. State your mission. 

That, too, seems like obvious advice - but it rarely gets implemented. 

When FEMA was established in the 1970s, its mission focused mainly on natural 

disasters. In the 1980s, the priority was preparing for nuclear attack. By the time I got 

there, the Cold War was over but natural disasters were still occurring and nobody had a 

clear sense of what to do. So we re-stated our mission in clear terms -~ help the nation 




prepare for~ respond to and recover from natural disasters. Once ),ou have a mission, you 

also have a blueprint for structuring your organizmion. 


Rule 3" Structure your oqpnization around your mission. 

Seven year~ ago, FEMA was organized to run programs, not to serve people. Just about 

every program hud an office. As a result, everybody came to work in the morning and 

said: What does my program need today? But nobody woke up in the morning thinking: 

How can we do a better job of preventing disaster damage? Or, how can we do a better 

job responding when disasters strike'? Once we identified our customers and articulated a 

mission, We! began the process of restructuring FEMA. 


The results were directorates built around central aspecL~ ofour mission ~~ mitigation, 

preparedness and response and recovery" 

Organizatinns help drive a mission, but it's people who make organizations work. That's 

why this next rule is especially important in leading change in government 


Rule 4, Work with your career employees, 

I'm a baseball fan, Every baseball fan knows that when you've got a great lineup that's 

working hard but losing games, you don't blame the pfayers. You blame the manager. 

The manager is responsible for directing their skills toward a clear goal. That's what 

FEMA wu~; like when 1 arrived, We had terrific people who wcren't producing because 

they weren't being led, And it wa..;;n't their fault More than anyone else, they wanted to 

make FEMA the best agency it could possibly be. ' 


rwas convinced that more than anyone else. our career em!>loyees knew how to make 

change occur. From day one, 1 put FEMA's career employees in the driver's seat. And no 

maller whe-re in government you work, career employees arc your most valuuble assets. 

As any good businessperson wilt tell you, if you want the full value out of any asset, you 

have to invest in it. Which brings me to: 


Rule 5, Give your employees the tools to do their iobs. 

These days, the most important tool for any job is infoonation. And that makes 

information technology an essential tool for leading change. 

Technology today Jets you provide quick, rapid service, Early on. we started using 800 

numbe~ to give our customers easier access to our services. h's also critical to use 

technology in-house. FEMA used to have an alphabet soup of information systems. Just 

about every program had one. When a need arose, an information system was developed 

to handle iL The problem was, they c{)tltdn't talk to each other. People didn't have the 

benefit of knowing what the person next door did ~~ even if that information would help 

them 10 serve the customer better. TImt's why purt ofour reorganization included 

establishing a directorate for information technology. Its biggest project hus been 

developing and testing NEMIS. our agcncy~widc infonnation system, 

And speaking of informuti on: 


Rule 6, Communicate Your message, 



Let me say it again. Communicate your message. If you expect people to buy into 
change, you have to tell them exactly why you're doing it and exactly how. You have to 
say it quickly, you have to say it concisely, and you have to say it repeatedly. 

At FEMA, we established clear lines of both internal and external communication. Two 
internal publications -- the Director's Weekly Report and The Rumor Mill -- provide a 
direct link between my office and every employee's desk. They know exactly what I 
expect and what we're doing. Our most important external initiative is ProjeclImpacl, 
our nationwide effort to make whole communities resistant to disasters. 
For Project Impact, we enlisted the help or outside professionals to develop and 
communicate a clear, concise message. 

Speaking of clear communication with people outside your agency: 

Rule 7. Secure support from your constituents. 
Let me give you a sure-fire method for failing at change. And that's to tell other people 
what to do. That won't work for two reasons. First, chances are people won't do 
something if they don't believe in it. 
Second, if you don't get an outside perspective, you're likely to be wrong in the first 
place. At FEMA, our most important constituents are our state and local partners. We 
might be leading change, but they're the ones who have to implement it. That's why I 
don't make major decisions that affect our state and local partners without talking with 
them first. 

We also have a good relationship with the Congress. Just talking with your constituents 
isn't nearly enough. My next rule -- also the last -- may be the most important. 

Rule 8. Build partnerships. 
It doesn't matter what your business is -- whether it's public or private sector, national, 
state or local -- you can't succeed alone. I f you want to lead change, you have to reach 
out. That's why we made Project Impact a true partnership involving businesses, state 
and local governments, civic groups and more. Because they are partners, they're more 
committed. Many are even contributing their own resources. This partnership model is 
the reason Project Impact has been so successful -- and it's one we apply to everything 
we do. 

Each of these lessons work for any agency in government. I'm convinced, in fact, that 
they're solid advice for just about any kind of organization you seek to change. But I'm 
also convinccd of this: The most important rules about change are the oncs you discover. 
So I think I'll close this speech where I started, with the most important advice about 
change itself: Never say, "We've never done it that way bef~re." 

Thank you. 



Director Witt's Leadership 

Descrihe director \Vitt's direct involvement with your division or sub~officc during 
and after the major rcot'ganizations took place. I-Iow has he been directly involved 

during major disasters or events since then'! How has he been directly involved 
during non..{iisaster periods? Please provide specifit examples. 

Tile Leadership Behind Project Impact lllitialive 
FEMA Director James Lee Witt's leadership was instrumentru in launching the initiative 
that led 10 creation of the Project Impact national office. Project Impact: Building 
Disaster Resi.'lll1nl Communities is a unique disaster prevention initiative that began as a 
pilot projC(:t managed by an ad hoc team in the director's office. The objective in 
creating Projecl/mplIct was to provide communities with seed money, information about 
disaster prevention, and the tools needed to develop eommunity·bascd disaster prevention 
initiatives. Given the infonnation and resourccs, it is believed that communities will take 
action to reduce their risks from natural hazards events. 

The Project Impact initiative itself was very much an outcome of Director Win's own 
professional experience as an emergency manager. He says on many occasions that he 
has witnes~cd the damage-repair-damagc-repair cycle too many times and the nation can 
no longer afford to build its communities in harm's way. Augmenting Director Win's 
experience was knowledge gained during a series ofmundtabIc meetings with chief 
executive officers of major corporations and town meetings with citizens across the 
country. Tbis series of discussions establisbed the foundation of knowledge upon wbich 
Project Impact is built; that community disaster prevention initiatives need to be products 
of community processes, and private businesses will be supportive if they are shown the 
benefits. 

Pn~ject Impact was first implemented by Director Witt's office as a pilot program in 
1997. whet! seven communities received funding to create disaster prevention initiatives. 
The initiati ve was coordinated out of the director's office by a staffor volunteers drawn 
from throughollt the agency. The director's office took an active role in assisting 
communities with developing initial action plans, public community ceremonies, and 
special events intended to raise public awareness of natural hazards and ProJect Impact, 

Toward the end of the pilot first year, Director Witt detennined that the longNtenn 
success of ProJect Impact required that it be placed in a pennanent coordinating office. 
Director Witt crcah.xl the Project Impact onice Feh. I, 1998~ placing it in the Mitigation 
directorate. Din."'Ctor Witt selected Maria J. Vorel to he the first national director of 
Project impact and to lead the team. The national director of Project Impact reports 
directly to the associate director foI' Mitigation. The creation of the Project Impact office 
moved daily coordination of Project Impact activities from the director's onice to the 
Mitiga1ion office. Director Witt has continued to participate in Projecllmpac( 
partnership events, such as the Ben South partnership summ,it, and community 
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ceremonies, as his schedule pennits. In addition, Project Impact continues to ligure 
prominently in all of his speeches and public forums. 

The Standard Essay Topics 
Disaster Operations 

Describe your office's role on the Emergency Support Team (EST). Summarize an 
cxperience your office had working on the EST during one major disaster or 

emergcncy sinee 1993. What exactly did you do and what kinds of challenges did 
you encounter'! Be specific and aim to Icave the reader with a good understanding 

of what function your office fills on an EST, as well as the challenges you face. 

Project Impact and the Emergency Support Team 
Project Impact, which focuses on the reduction of community vulnerabilities, is not a 
disaster response activity. Thus, the Project Impact oflice is not actively involved with 
the Emergency Support Team (EST). 

SECIAL ESSAY ON PROJECT IMPACT 

Discuss the creation of Project Impact and some of the key 
challenges in developing the initiative and the relationship 
between the Federal government, State and local governments 
and private business and how they were formed. 

Project Impact: Creation and Challenges 
In the decade before 1997, FEMA spent over $25 billion to help people 
repair and rebuild their communities after disasters. State and local 
governments, insurance companies and businesses spent even more ten of 
billions of dollars. The increasing number and severity of natural disasters 
and the tremendous public cost of responding to disasters demanded that 
proactive steps be taken. Project Impact was established to help local 
communities create a higher level of hazard awareness and, through a 
collaborative process, develop the capacity to establish strategic 
public/private partnerships and devise locally driven actions to create a 
community that is more resilient to the effects ofdisaster. 

As a pilot initiative of the agency, Project Impact goals and ideas appeared to be contrary 
to the typical model of emergency management. Rather than simply focusing on 
predicting a disaster eve"'t, getting people out of the way, letting nature takes its course 
and then cleaning up the damage, Project Impact represented a fresh approach to the 



entire way America deals with disasters. Rooted in three basic principles: (I) disaster
resistance strategies must be locally generated; (2) private sector participation is vital; 
and (3) long-tenn efforts and investments in risk prevention measures arc essential, 
Project Impact challenged local communities to take control of their future rather then 
allowing the future to control them. 

From the beginning, a major obstacle Project Impact faced as it was being introduced to 
the states and communities around America was the top-down, command-and-control 
structure of traditional emergency management. Project Impact represented a break in 
this structure by transferring to each community the tools and skills to control its own 
destiny by looking at things in a different way. As a cominunity-generated pre-disaster 
mitigation approach, Project Impact has given local citizens the capacity to examine their 
vulnerabilities and, through a consensus-based community development model, 
dctermine how to protect the future of their community. Free of the typical stringent 
administrative restraints of a typical government grant program. this initiative truly puts 
the tusk of creating a sustainable local community in the hands of the people that live 
there. Project Impact has proven that risk assessment and hazard mitigation approaches 
that are grown and nurtured locally survive long after the federal or state resources have 
been expended. 

While the benefit of creating a disaster-resistant community is clear, the indirect benefit 
of Project Impact - communities learning how to create an inclusive local decision
making stmcture - is not as tangible. This aspect of the community learning and 
evolution process has presented a challenge to the traditional focus of emergency 
management. 

Project Impact is bettcr described as an economic and social development initiative - a 
community that has achieved a higher level of disaster resistance has a stronger economy 
and ability to react to change. Being able to integrate disaster prevention ideas and 
techniques into the day-to-day business of planning and development is a way to weave 
sustainability into all aspects of community life. Designed not only to represent a new 
model of emergency management; its intent is also to increase the local citizens' 
involvement in the business ofthcir community. 

However, as citizens, local officials, civic organizations and business leaders have come 
together to find ways to mitigate their hazard risks, they have also built the confidence to 
come together and solve other, often more contentious issues that face communities in the 
21 51 ccntury. The civic capacity Project Impact communities have gained as a result of 
this experiment is creating the type of social and physical environment necessary to 
increase disaster resistance and also to make American communities better places to live. 

Numerous linkages have been formed at all levels of government between public 
organizations and private businesses. These linkages have evolved from the fact that 
both government and business have a keen intcrest in protccting investments and 
consumers at the local and regional level. Through these linkages and partnerships 
government and private businesses are learning to work together on the common cause of 



building healthier, more Sl.1stuinablc communIties - prepared fOr disaster and able to 
bounce back quicker and stronger after a disaster occurs. 

As citizens and local officials learn ways to protect the fabric of their O\...TI communities 
they have begun to share those experiences with other~ less experienced communities. 
The horizontal mentoring networks that have formed at the local level as a result of 
Project Impacf clearly demonstrate the unique adaptability of this initiative. New and 
innovative id~us for creuting sustainuble disaster-resistant communities arc being shared 
among (0(;01 jurisdictions without needing to llow back through the federal and state 
emergency management structures. This free flow of skills and technical resources are 
bringing new partners into the effort While previously perceived as a possible threat to 
the control state and local emergency managers have on disaster planning nnd resources, 
the ability to collaborate across jurisdictional lines is now recognized as a beneficial way 
to help create a stronger America. 

In lisenl 2000, Project Impact was allocated $25 million. approximafely 9 percent of the 
total FEMA budget for prc~disaster emergency management planning and assistance. 
However, Project Impact represents .02 percent of the $l.2 billion average annual 
appropriation FEMA receives tor disa~.ter relief. Each community nominated by their 
state to be a Project Impacf community receives {<seed money" in the amount of 
$300,000 to grow the initiative focally. 

In the spirit of partnership and cooperation, Project Impact communities arc trained on 
ways 10 be-ncr approach and assess their local risks, and given instruction on developing 
Dnd fostering strategic partnerships to bring external funds"to support local activities. [n 
1999. it was determined Ihilt Projecf Imp(lct communities had leveraged over $3.50 for 
evef'}' dollnr they received in seed money from FEMA. With the billions of dollars that 
insurance companies, businesses and local. state and the federal government have saved 
by taking ~teps to become disaster-resistant. Project Impact represents an extraordinary 
return on such a relatively small public investment . 



PREPAREDNESS, TRAINING, AND EXERCISE 

Mission Shift to an All-Hazards Disaster Response 

Describe how your office's mission and functions have evolved since FEMA changed 
its focus to an all-hazards disaster response. Describe the evolution of your 

division's mission and functions from 1992-2000. 

As the foundation of emergency management, the Preparedness directorate is in the 
forefront of tribal, local, state, national and international partnership and outreach in 
developing proactive emergency planning, training and higher education, and exercise 
technology and techniques. Building the emergency management profession into one in 
which the current complexities, hazards, and challenges can be met and resisted. 
The preparl!dness mission is to work in close partnership with and provide extensive 
expertise, guidance and assistance to help federal, state, local, and Indian tribal 
governments establish, mainlain, improve, and ensure the success of the national 
comprehensive'emergency management system, Preparedness, Training, and Exercises 
directorate (PTE) activities develop the capability to prepare for, mitigate against, 
respond to, and recover from emergencies and disasters through the implementation of 
programs in the broad functions of emergency planning, training, exercising, partnership, 
and olltreach. These activities include developing all-hazards emergency operations 
plans, partnerships, and outreach; conducting training and exercise programs; identifying 
resources to carry out responses; developing warning and communications systems, etc, 
The Preparedness, Training, and Exercises directorate also has responsibility for carrying 
out a variety of specific emergency preparedness programs focused on: earthquakes; 
hurricanes; flooding; nuclear power plant emergencies; chemical weapons stockpile 
emergenci($; hazardous materials incidents; dam safety; the fire service; community and 
family preparedness; and emergency food and shelter, 
The emergency management system in the United States is large and complex. At the 
state and local level, there are over 7,000 emergency managers operating in more than 
3,000 jurisdictions throughout the country, FEMA provides up to 50 percent of the 
funding necessary to support these individuals, Preparedness, Training, and Exercises 
directorate staff get to know government officials because they work with them daily, 
They form a partnership and friendship that pays offin'a disaster because they are 
working with people they know and trust, and who know and trust them, Effective 
emergency management programs require coordination among many different 
organizations at the local level: fire departments; law enforcement; emergency medical 
services; public health; public works; utilities; voluntary organizations; schools and 
businesses, Partnership with the private sector is especially important because the private 
sector helps and provides resources in disaster responses, Partnership with volunteer 
organizations is also important because they can provide sheltering, food, clothes, 
counseling, and clean up in disasters, 

Emergency preparedness is important for several reasons: 



L Simply" stated, it works; 
2, It helps lessen the threat of litigation; 
3. It helps prevent devastating health, safety. economic, and political problems; and 
4. In the United States, it is a federal requirement. 
S. It is the foundation of emergency management; 
6. It builds the profession of emergency management. 

This is a far different mission than its historic one. 

During th<: Cold War, the states and local jurisdictions were provided funding under me 
Federal Civil Defense ACI of1950 to prepare for the nuclear attack threal posed by tl,e 
Soviet Union. Despite the focus on nuclear attack preparedness during the Reagan 
military buildup of the 198051 civil defense-funded emergency managers had. since the 
19705, been allowed by Congress to address all-hazards i~sues as long as they did not 
detract from national security requifl:ments. However, with the end ofthe Cold War and 
the collapse of the Soviet Union. it was clear that there was no longer a need to focus so 
much eiTort on nuclear attack preparedness, 
Congress recognized this shift with the all~hazards amendment to the Federal Civil 
Defense Act 0/1950, as amended. FEMA Director James Lee Witt then codified this 
formal change in the civil defense program in his May 3, 1994, memorandum to the 
FEMA regional din..'Ctors that directed that, "SUIte nnd local recipients muy now usc 
funding under the Act to prepare for and provide emergency assistance in n..'Sponsc to all 
hU7..ards bused on thcjurisdlctions' assessment of hazard vulnerabilities". Also. at that 
lime, thc President and the director nominated to become as..'iociatc Director for 
Preparedness Kay C. Goss, who had been the President's liaison to fire services and 
emergency management in the governQr's office in Arkansas. and who, after being 
eonfinned by the U.S. Senate, brought a stale and local perspective to our programs and a 
customer service orientations to our delivery. This was a major step forward in efforts to 
efficiently and efTeetivety utilize scarce resources for all types of emergencies by 
aHowing the state and local governments to use the funds where mey determined the most 
critical requirements existed, . 
A comprehensive ageney~wide review and update of all guidance and implementation 
documents in the Civil Defense arena was accomplished. As a result, all of the old attack 
prcpart-dness guidance was rescinded or replaced with new guidance stressing the all 
hazards approach. Most notable in this area is the Slate and Loc(!1 GUide/or AU-Hazard 
Emergency Operations Planning (SLG· 101) published in September 1996 (eepy 
attached). 
Within the then-extant State and Local Preparedness Division (SLPS), the movement had 
already begun toward the first consolidation of all non-national security exercise program 
requirements: under one umbrella. FEMA's November 1993 reorganization reflected this 
movement toward a risk.based, aU~hazards emergency management program involving 
four basic operations; mitigation, Radiological Emergency Preparedness (REP), response, 
and recOVCTy. As part of this reorganization, the responsibility for FEMA's exercise 
aetivities was consolidated in the Preparedness, Training l and Exercises directorate. 
Exercise;; division, The Exercises division's mission was to''' ... improvc thc ability of 
federal departments and agencies, state and locall;;ovemments. and private sector and , 



volunteer organizations to respond to and recover from all types of emergency and 
disaster situations through the implementation ofa comprehensive aH~hazard em;;:rgency 
management exercise program," 
The November 1993 reorganization ulso combined several separate exercise programs 
including the national ~urhy exercises, legislatively mandated exercises (REP and 
Chemical and Stockpile Emergency Preparedness Program), and other natural, 
technological, and man-made disaster exercises into FEMA's Comprehensive Exercise 
Program (CEP), This led to the development and issuance of FEMA's Comprehensive 
Exercise Program Policy Overview in July 1995. This document delineated the 
overarching policy needed to build a disciplined structure for designing, developing, 
conducting, and evaluating exercises, The Comprehensive Exercise Program Policy 
Overview was updated in January 1998. ; 
During 1998, the occurrence of several terrorist incidenL,> rrused the emergency 
management community's awareness of the increasing potential for terrorist inciul,.;nts 
with catastrophic or potentially catastrophic results, These incidents included the: 19<)3 
bombing of the World Trade Center in New York City, the release of Sarin gas into the 
Tokyo subway system in March 1995, and the bombing of the Alfred P. Murrah F",..aeral 
Building in Oklahoma City in April 1995. These and other incidents, plus numerous 
threats ane false alanns in recent years, have significantly increased the threat of terrorist 
weapons of mass destruction incidents involving nuclear/radiological j biological, and 
chemical agents as well as conventional explosives, Consequently, FEMA)s 
ExcrcisesfReadincss diviSion has become actively engaged in recent years with the 
federal departments and agencies, stale and local governments, and volunteer 
organizations and the private sector as n participant in a number of exercises simulating 
terrorist incidents involving weapons of mass destruction. Some examples include the 
following: ILL WIND Exercise Series in 1996-1997; KEYSTONE 2-98 Exercise in 
September 1998; ELLIPSE ALPHA Exercises in June 1998 and August 1999; VAIL, 
COLORADO, Exercise in September 1998; WESTWIND Exercise in February 1999; 
and TOPOFF and National Capitol RegioH Exercises in May 2000. 
In February 1999, FEMA's associate director for the PTE directorate reorganized the 
din~ctorate. The Exercises division was renamed the Readiness division. Its mission was 
redefined h) " ...effectively facilitate the assessment and improvement of the emergency 
management community's REP and readiness to mitigate, respond to and recover ~rom 
natuwl and technological disasters and incidents involving weapons of mass destruction." 
Second. the responsibility for REP exercises was shifted to the newly formed Chemical 
and Radiological Emergency Prepart.,.dness Branch. Thlrd, the responsibility for FEMA's 
Capability Assessment for Readiness (CAR) program was assigned to the Rendjness 
division. 
In recent years, FEMA and its federulltribaVstatellocal partners in exercise planning, 
conduct, and evaluation have begun to consider foregoing large-scalc command post and 
field exercises such as CATASTROPHIC 97 and RESPONSE 98 in favor of smaller, 
regionally oriented, functional and tabletop exercises and seminars. Limited exercise 
resources "viH be devoted to the support of sl'lIaller, regionally oriented exercises 
impacting specific functions and issues identified from previous exercises, This will 
become a greater emphasis as part of the Comprehensive Exercise Program in the future 
as well as st~eking more creative ways to conduct exercises such as using more computer 



simulation:> and the Internet. 
In 1992 FEMA's training efforts through the Training division and the Emergency 
Management Institute (EMf) focused primarily on state and local emergency 
management officials, as well as FEMA employees, Although this training was 
ostensibly intended to be all-hazards or-as was said at the time-<iual use, there was 
stiH an overriding concern with REP for strategic nuclear attock. Civil defense, 
radiological defense, and shelter operations, for example, comprised a significant portion 
of the Institute curriculum, 
The changt~ in the disaster response focus, combined with the unmistakable lessons 
learned from Hurricanes Hugo and Andrew, profoundly reshaped not only the EM) 
curriculum but also the entire purpose of FEMA'5 emergency management training 
effort. Hands·on response.to.disaster tmining become preeminent, plus the audience and 
focus of EMI 's efforts shifted from dealing cxclm:ively with slate and local officials to 
include aggressive efforts to train FEMA's own personnel regarding their disaster 
response roles, 
Another significant change has been the tremendous growth in ha7..ard mitigation. In 
1992, with the exception of two Nationa' Flood Insurance Program courses. EMf offered 
only 10 truining courses in the area of mitigation. Over the past eight years, and in 
keeping with the director's emphasis on disaster resistance and resilience. EMI has 
doubled to more than 20 mitigation courses, and the number continues to grow, 
The training bas become more sophisticated in the last few years, including a higher 
education component, known as the Higher Education Project (also see PTE Standard 
Essay Topic 10,. Training), a distance learning system, the Emergency Education 
Network. independent study on the Internet, as we1l as in~residcnce training, 
Through the international affairs programs, emergency management exchange programs 
and Mcmomndums of Understanding (MOU) with other nalions have greatly increq.sed, 
Over 1,000 international visitors come to FEMA each year and MOUs and protocols have 
been signed with several nations, including Rus~ia and Japan, 
The shift to an all-hazards approach had a considerable impact at the Mt. Weather 
Management division, The use ofMt Weather as a fixed facility supporting the ;]11
haz,1rds response has been furthered through the use ofMt. Weather by other FEMA 
activities, disaster peTIlonnd, disaster finance. the agency logistics center. and thc 
conference and training center. 

Management Reorganization 

Describe how your office's senior management was reorganized in 1993. Have 
majur changes in your office's manngcment structure occurred since then? Usn, 

wh~t was changed and why was it changed'! 

Prior to November 1993. FEMA's exercises program, now centered in the Ri.-~djness 
division, was concentrated in the National Preparedness Office (national security 
exercises) and the Office of Technological Hazards:: (Radiological Emergency 
Preparcdl1c~;s and Chemical Stockpile Emergency Preparedness prognun exercises). 
Partly as <1 result of the 1993 reorganization. FEMA's exercises program was formally 
centralized within the PTE directorate) Exercises division though movement in this 



direction had commenced much earlier. Specifically, the division was divided into three 
branches. 

• Policy, Development. and Conduct branch 
• Evaluation and Corrective Action bmnch 
• State and Local Regulatory Evaluation and Assessment branch (REP exercises) 

With the agency reorganization in 1993, the Officc of Technological Hazards was 
dissolved and its Radiological Emergency Preparedness (REP), Chemical Stockpile 
Emergency Preparedness (eSEP) and Hazardous Malenais (HAZMAT) programs were 
split between the newly formed Exercises and State and Loca! Preparedness divisions and 
the Regulatory Services Coordination Unit (RSCU). In 1999, all three organizations 
were dissolved and the programs combined under one of the newly formed divisions 
under PTE1 the Chemical and Radiological Preparedness Division (P1'~CR). Associate 
Director Kay. C, aoss combined the progrnms under onc division in order that they might 
be better integrated> eross~cutting issues and activities better managed, and economies of 
scale realized. whlle combining technological hazards preparedness programs that could 
provide synergy and support terrorism preparedness. Four new divisions - Partnerships 
and Outreach) Readiness, Training~ and ML Weather Maf)agcmcnt, were created along 
with four units - Emergency Food and Shelter, International Affairs, Customer Service 
and Support Services - to carry out the functtons of the directorate. 
As a result of that reorganization, the Exercises division' was renamed the Readiness 
division. Specificany, the Readiness division is now divided into two branches. 

• Program Development branch 
• Analysis: and Assessment branch 

The rationale for renaming the Exercises division as the Readiness division was twofold. 
FirSt. the primary purpose of exercises is to test and evaluate the preparedness and 
readiness of [he federal, trihal, state. and local governments/sectors of the emergency 
management community to respond to and recover from all~hazard disasters and 
emergencies in II cost-effective and timely manner. Thus. it was the general consensus of 
the division's management and staff that <'readiness" more accurately reflected the 
division's responsibility of assessing the emergency management community's ovcnill 
preparedne5s and readiness for disaster/emergency response llnd recovery. Second, the 
addition of the Capability Assessment for Readiness Program to the division significantly 
enhanced the "readinessl

' component of the division's overaU responsibility, allowing 
combination with corrective actions after exercises and "utter action" reports after 
disasters, to build an agenda for the future activities. 
EMf became the basis for a comprehensive new Training division that was tormed us part 
of thc new PTE directorate. The Training division consolidated virtually all FEMA 
training, except for the National Fire Academy, into a single organizational entity. Three 
major components were added to EMf to form the Training division: the Employee 
Development functjon that had formerly been part of the Personnel office, the Emergency 
Education Network, which was fonnerly part of the U.S. Fire Administration, and the Mt. 
Weather training which had fonnerly been part of the Nution'al Preparedness directorate, 



The new Partnerships and Outreach division was assigned responsibility for outreach to 
the tribes, states and regions; tribal policy; terrorism preparedness; school emergency 
preparedness and violence; outreach to minority communities. with emphasis on African 
Americans and Hispanics. 
With the inclusion of other FEMA activities at Mt. Weather under the all-hazards 
approach, the Management division director gained additional responsibility as the senior 
resident manager for the facility. In addition to reporting to the associate director for 
PTE as her division director, the senior resident manager reports directly to the FEMA 
director. 
Another example of cost efficiencies can be found in the REP program. The program 
assists state and local governments in the development of off-site radiological emergency 
plans and preparedness within the emergency planning zones of Nuclear Regulatory 
Commission (NRC) licensed commercial nuelear power facilities. Prior to 1994 the REP 
program was funded through the nonnal appropriations process; however, beginning in 
1994 the direct and indirect REP program costs have been gradually shifted to the nuclear 
utility industry. Today user fees arc collected to recover 100 percent of the costs to 
provide radiological emergency planning, preparedness, response, and associated 
services. 

Customer Service Improvements 

How has your office implemented FEMA's customer service policy? Please cite 
~pecific 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 hu~iness as a result ofthe research and surveys that were done. Finally, give 

examples of specific improvements in the way your office has serviced its customers 
since 1992. 

Under Executive Order 12862, the mandates of the National Perfonnance Review (NPR) 
and directives from FEMA Director James Lee Witt, the customer services initiative, 
later customer services unit, was created under the leadership of the office of Policy and 
Regional Operations. Its purpose was aimed at transfonning FEMA into a customer
rocused organization committed to errective and ~mcient service to all of its customers, 
both internal and external. 
To accomplish this goal, FEMA adopted standard private sector ddinitions of customer 
service and implemented a survey/research operation to measure customer satisfaction 
levels. Simultaneously, training became a significant component of the initiative aimed 
at "establishing a common language among FEMA employees, creating a baseline of 
skills and behaviors, and developing a uniform understanding of customer service within 
the agency." All agency stafTwere required to attend a mandatory, two-day customer 
service training program. 
Currently, the customer service unit resides in the PTE directorate and is chargcd with a 
two-fold responsibility. The unit develops training to inform, enlighten and continuously 
improve ancVor change behavior and performance agency-wide. The unit is also 
responsible for supporting the FEMA customer satisfaction survey research operation 
involving the analysis, interpretation, reporting and monitoring of statistical data. 



FE:v1A has a highly regarded customer service training program as evidence by its high 
score in lhe 1999 NPR federal employee survey and will continue to aggressively pursue 
higher clmtomcr satisfaction levels as part of the agency strategic plan. 
Since its inception in 1993, FEMA's PTE directorate has always placed great emphasis 
on the importance of providing high quality service to both its internal (within FEMA) 
nod external (other federal departments and agencies, state, local, and trihal govemmenL:.;, 
volunteer organizations, private sector entities, special interest groups, etc.) custOmers. 
The associate director for PTE included every employee in the process of reorganizing 
the directorate in February 1999. Their opinions and concerns were the foundation of the 
reorganization. 
While there has nol been all encompassing specific research and/or surveys completed by 
the Exercises/Readiness division rcTative to customer service. the division has 
implemented and undertaken a number of initiatives during the 1993-2000 lime period 
that reflect FEMA's customer service pol icy. For example. participants have always had 
the opportunity to provide feedback on the exercise and process following major 
exercises. Such initiatives have and continue to provide the division's customers/partners 
with pertinent information aoo\ll ongoing division programs and solicit input from these 
customers/partners relative to the design and implementation of specific division project 
and progrllm activities, A brief description of a number of these initiatives follows. 

Comprehensive Exercise Program (CEP) work group conference calls 
This is a standing work group~ which holds regular. monthly conference calls to discuss 
and provide assistance in the formulation and implementation ofeEP on a nationwide 

,basis. Thi!;; work group's membership consists of one representative from each FEMA 
Region's Preparedness, Training, <md Exercises division. one state exercise/training 
officer from each FEMA region, and. when appropriate. one representative each from 
pertinent fhderal departments and agencies. 

Emergency management exercise reporting svstem 
The emergency management exercise reporting system (EMERS) was originally 
designed and developed by FEMA for usc by stale and local emergency managers to 
track response activities to (a) state and local jurisdictions' exercise acti vi ties and (b) real 
life disasters and emergencies in i 993, During the 1993~2000 time period. EMERS has 
l:x..~n enhanced significantly and numerous state ilnd local jurisdictions nave successfully 
used it to accumulate invaluable infonnation and data for a variety of programs. 
Specifically, the basic infomlatl0n and data collected through E'MERS is used to assess 
readiness capability, determine state and/or national hazard trends, facilitate strategic 
planning, identify fundtnglbudgetary priorities. and develop more rocused future 
eX(''Tcises. Since 1999, the Readiness division has been working closely with an EMERS 
work group consisting of emergency management personnel from seven states (six state 
and one local) to facilitate the overall development and fine-tuning orthe EMERS 
system. 

FEMAlNorth Atluntlc Treaty Organization exerci$c coordination 

Since 1996, FEMA has coordinated and worked closely with the North Atlantic Treaty 




Organi7Attion (NATO) in the anllual planning and conduct of a joint NATO~Western 
European Union (WEU) crisis management exercise. The purpose of these exercises is to 
practice and validate WEU and NATO crisis management procedures and the 
consultative arrangements between WEU and NATO in the event of a WEU-Ied 
operation using NATO assets and capabilities, including the interaction between each 
organi;t.ation's headquarters and the WEU nutionsfNATO nations. 

FEMA region terrorism preparedness fact finding meetings 
During the spring of 1997. the fanner Exercises division met with each of the 10 FEMA 
regions to discuss each region's assessment orits relative preparedness to deal with a 
terrorist incident and the support required to enhance their preparedness and ability to 
respond to the needs of the rcgionls customers. The information gained through these 
meetings provided the basis for designing the makeup and content of the Phase I FEMA 
region terrorism consequence management orieotationlscminurs, 

Federal Response Plan exercise planners work group meetings 
This is a slanding work group that meets once every month 10 discuss and provide 
assistance in the [onnulation and implementation of the Comprehensive Exercise 
Program on a nationwide basis. This work group's membership consists orone 
representative from each signatot)', Le" federal department and agency. to the federal 
Response Plan. 

Federal and slale capability assessment for readiness customer feedback workshops 
These workshops are scheduled foHawing the conclusion of the Capability Assessment 
for Readiness (CAR) survey and are designed to refine and enhance the CAR process, 
instrument, and supporting materials based on experience gained in the just-concluded 
survey, 111e initial workshops were held in San Francisco. Chicago and Washington. 
D.C., following the conclusion ofthc 1997 state CAR survey. . 

Federal/state/local coordination 
The PTE directorate coordinates and works dosely ¥\-;th both the National Emergency 
Management Association (state: governments) and 1nternttlional Association of 
Emergcncy Managers (local governments), National As.<:ociation of Counties, National 
League of Cities, International Association of Fire Chiefs, International Association of 
Pire Fighters. Minority Emergency Prcpan,-dnc$s tnfonnation Partncrships and many 
other organizations through participation in these groups' annual meetings, involvement 
of these gmups in occasional "focus groups" a.bout specific directorate projects and 
programs. During CATASTROPHIC 97, for example, the Exercises division worked 
closely with the Central United States Earthquake Cansortiym. In developjng the 
response to the National Security Council's Policy Issue 6 (Assisting and Planning with 
Multiple Jurisdiction Metropolitan Areas for Weapons of Mass Destruction). the 
Readiness division coordinated closely with the International Association of Fire Chiefs. 
At the federal level, the Readiness division coordinates with and is a member Qfthc 
following interagency groups that oversee interagency terrorism exercises: (a) 
interagency work group on domestic/international counter terrorism exercises subgroup, 
(b) Presidential Decision Directive 62 contingency planning and exercises subgroup, and 



(e) Multi-agency task force on Nunn-Lugar-Dnmcnici exercises" 

Local and Nati~~..A!!1ericanltribal capability assessment for readiness survey 
develop:ment 
Since i999, the Readiness division has been working with the National Emergency 
Management Association, International Association of Emergency Managers, National 
Association of Counties, National League of Cities, U,S, Conference of Mayors, and 
International City/County Management Association to develop a local Capability 
Assessment for Readiness survey instrument Similarly, the Capability Assessment for 
Readiness (CAR) staff has been coordinating closely with PTE directorate, tribal policy 
stuff) the National Congress of American Indians, and the tribal governments to explore 
the development of an appropriate CAR survey instrument for the American Indian and 
Alaska Native tribal governments. Both the National Congress of American indians and 
tribal governments have expressed significant interest in developing and implementing a 
CAR SUfWY process and instrument for the tribal governments. 

National Emergency Management Association capability assessmenl,for readiness work 
grouJ2 
Since the jllcepttOn of the Capability Assessment for Readiness (CAR) process in 1996, 
this group has worked closely with the division'5 CAR staff to strntegi1.e, plan, 
imptemcnt, evaluate. and modify the CAR process, instrument. and results. The 
c1o~i(:ness of this working relationship is evidenced by the 100 percent participation oCulI 
slatcs and territories in the t 997 CAR survey. The \\tork group is composed of eight state 
emergency managers. The CAR proviues lor u self-assessment by the sl;.ltcs nno 
territories oftbcir capabilities in preparedness, mitigation, response and recovery. 

National exercise schedule 
A national exercisc schedule is maintained by the Readiness division's Analysis and 
Assessment branch staff pat1nering with a task force consisting of representatives from 
10 rederal dep'-lrtments and agencies. On a quarterly basis. the task force representatives 
review and update the schedule in accordance with pre-established criteria to ensure that 
it contains all currently scheduled national and/or rcgionallevei federal exercises as well 
as any other exercises with significant fcdcml involvement, at either the interlintra
department or agency level. This updatcd schedule is then distributed to the 27 Federal 
Response Plan signatories for their review and input. as appropriate, of additionul 
exercise information, Following this review and modification~ the updated schedule is 
provided to the federal, st3te, and local emergency management communities for their , 
use. 

ISational e~.~rcise/training officers conference . 
Tbis is an annual conference brings together the state excrci.se/training officers from each 
of the 50 states with the Readiness division staff to discuss and refine exercise and 
training related project and program activities under the Conso!idaroo Exercise Program, 
During this conference, the attendees receive updates on other PTE directorate activities 
such as the Comprehensive Hazardous Materials Emergency Response Capabilily 
Assessment Program. Daily workshops address pertinent emergency management issues 



such as school violence, terrorism, pets/animals in disasters l managing training and 
exercise programs. building and maintaining a training cadre. and emergency 

,
management exercise reporting systems. 

Ph~.~ 1 FEMA region terrorism consequence management orientation/seminars 
During the period from September 1997 ~ February 1998, the former Exercises division 
conducted thc Phase I FEMA region terrorism consequence: management 
orientation/seminar in each FEMA region. The goal of these orientation/seminars was to 
increase the region's awareness and understanding ofthe interagency concept of 
operations for responding to a terrorist incident and discuss the concept's application to 
facilitate the regional officials identification ofrcqulfcments for planning, training. 
exercises, and equipment. 

Readiness division liaisons to the FEMA regions 
Program development branch staff members have been assigned as liaisons to the FEMA 
regions to provide assistance that might be required on pertinent exercise related 
activities and other Consolidated Exercise Program actlvities, 

Stundard exercise report format 
During the 1994-1995 time frame, the Exercises division coordinated and guided the 
development of the Radiological Emergency Preparedness Standard Exercise Report 
Format that was Issued in October 1995. This document was developed through ajoint~ 
coordinated process involving those federal, state, and local entities that participate in the 
preparation ()f the Radiological Emergency Preparedness exercise reports. The standard 
exercise report format facilitates preparation of REP- exercise reports in a timdy manner 
with greater unifonnity in the content and organization. 

United. States/Canada emergency management coordination 
In accordance with the Agreement Bctween the Government of the United Stutes of 
Americn and the Government ofCanada on Cooperation in Comprehensive Civil 
Emergency Planning and Management dated April 28, 1986, FEMA and Emergency 
Preparedness Canada coordinate on a continuing hasis with various United States and 
Canadian civil cmergency planners and working groups to enhance bilateral cooperation 
and participation in civil emergency preparedness exercises, This: coordination occurs 
through the United States/Canada (a) consultative group oa comprehensive civil 
emergency planning and management and (b) civil emergency preparedness exercise 
working group. 
As trainers, most Training division personnel wcre already quite sensitive and committed 
to providing excellent service to the wide variety of indivjduals, both inside and outside 
the agency, who comprise our customers. Nevertheless, the Training division 
recommitted itself to this function and worked hard to find ways to continuously improve 
its perfonnallce. fn i 994, the Training division revised its student opinion survey to 
capture information on the actual success of the training provided in changing behaviors 
llnd not just on how the students liked the training. In 1997, the Training division 
implemented a 100 percent survey of the long~term results of its resident training courses, 
A comprehensive strategic review of the Radiological Emerg~ncy Preparedness (REP) 



program was initiated in 1996 to factoring in ne<..~s and concerns of that community_ The 
results of the review were iniplemented beginning in 1999. During the preparations for 
the Year 2000 transition. multiple surveys were conducted offEMA's state and local 
emergency management partner organizations to assess their needs and capabilities. The 
REP and Chemical Stockpile Emergency Preparedness programs conduct or participate in 
conferences throughout the year to solicit feedback from program participants. 
The most significant change in customer service at Mt. Weather Management division 
has been through the use ofcustomer surveys given to each attendee at all conference and 
training activities. These survey responses receive in~dcpth attention by all branches 
within the division and have resulted in dramatic improvements in the surveys over the 
last five years. 
The customer care branch in ule Mt. Weather Management division was created solely to 
take care of customer needs at ML Weather and in fact the overall mission at Mt. Weather 
is built around satisfYing the customer, Throughout the PTE directorate there arc many 
examples of the focus of the programs on customer needs. For example, the 
comprehensive strategic review of the Radiological Emergency Preparedness (REP) 
Program was undertaken in direct response to customer requests and recommendations. 
In the Training division, overall goals have been more closely aligned with the agency's 
initiatives Hnd priorities. The board of visitors at the Emergency Management lnstitute in 
Emmitsburg, Md" is comprised of representative from across the spectrum of FEMA's 
customers, including state. local, and tribal officiats, as :well as representatives from 
academia and the private sector. In selecting students for training programs, everything 
possible is done to accommodate applicants from the stnte level and r.:pn:scntatives from 
tribal governments arc gi ',len priority sfatus for admission, Each year a higher education 
conference is convened at the Emergency Management institute to further develop the 
program and design course delivery. Over the years the Employee Development branch 
has increased (heir focus on satisfying the needs of internal. as well as extcm~1.1 customers 
of the agency. 

Cost Reduction 

Give examples ofyour office's efforts to reduce costs from 1993 to 2000. Highlight 
specific successful efforts ;md be specific about where costs were actually reduced. 

Every attempt has been mnde to streamline operations and reduce costs in PTE programs 
wherever possible. \V'hile cost reduction was not the primary reason leading to the 
former Exercises division' s development nnd issuance of the standard exercise report 
fonnat, as noted in the response to essay topie 3, cost reduction in the preparation of REP 
exercise reports WdS ecrtainlY'3 by-product of the standard exercise report format. This 
occurred due to a significant reduction from 12~15 months to three months in the average 
time required for the preparation. review, and approval of the REP exercise reports for 
transmittal to the U.S. Nuclear Regulatory Commission. Consequently, the eost 
reductions resulted in reduced FEMA contractor and staff costs, 

Alternatives to the large-scalc command post and field exercises have been considered 
and a shift is undcf\vay 10 smaller, regionally oriented exercises and seminars that can 



result in cost savings to the agency and its participating customers. Large-scale 
command post and field exercises, while still conducted, occur at less frequent intervals, 
resulting in some cost savings. These changes reduced FEMA's contractor and staff 
costs for design, planning, conduct, and evaluation of whatever "mix" of exercises was 
used. 
Results from the Capability Assessment for Readiness (CAR) process provide states and 
the federal government with valuable emergency management data that allows them to 
strategically plan for and budget resources so that they can be used most effectively and 
efficiently. 
The Training division has implemented several cost-saving strategies during the period 
covered. Some, such as the following example, have exploited advances in technology. 
Others have simply used sound management to discover creative approaches, such as 
partnering with other organizations, to reduce costs. 
In 1995, tbe Training division spent more than $850,000 to print training materials for 
distribution to the states. In addition to the $850,000, considerab1e other expenses were 
involved in warehousing and shipping the materials around the country. In 1996, the 
Training division implemented a process to distribute the materials to the states 
electronically via CD-ROM and the Internet. The, transition took more than two years, 
but the result was that EMI's printing budget was reduced by just under 75 percent. In 
FY 2000, despite an increase in the demand for independent study courses that still must 
be printed, the Training division will spend less than $250,000 on printing, and the 
warehousing and shipping costs have been almost totally eliminated. In another example 
the number of Emergency Education Network (EENET) broadcasts has increased during 
this period and the cost per broadcast dropped five-fold. 
The annual technology transfer workshop brings together federal, state, and local 
emergency managers and representatives from the private sector and national research 
laboratories to exchange information and ideas using technology to improve emergency 
management and first response operations to save time, money and lives. The exchange 
of information with other governments has similarly provided lessons learned and 
improvements that have the potential to improve operations that will save lives and 
money. 
During the period of FY 1993 to the present, the PTE directorate has undergone a 
significant downsizing. The funds available for program development, revision and 
evaluation, as well as exercising and technical assistance to state and local governments 
has been reduced by 67.63 percent, from $29,230,000 to the current request of 
$9,461,000, and of the FY 2001 request, approximately 80 percent is for the operation of 
EM!. During the same time the staffing of all preparedness activities has been reduced 
by 59.73 percent. from the FY 1999 actual of 591 employees to the current request of 
238. 
The best example of cost reductions has been the conversion'of Mt. Weather 
Management division from appropriated funds to a working capitol fund. Since the 
implementation of the working capitol fund the division has received no appropriated 
funding for any of its activities, renovations, or capitol improvements and has increased 
revenue by over $5 million. 
Since the creation of the Partnerships and Outreach division, which replaced the State and 
Local Preparedness division after the PTE directorate reorganization, much greater 



emphasis has been placed on partnerships and outreach and supporting our primary 
constituents at the state, local, and tribal level. Several initiativcs illustrate this emphasis. 
Outreach was increased in all programs. As an example. we arc coordinating with the 
African American emergency preparedness and infonnation project (EPIP), a 
public/private partnership established to provide outreach to minority communities in 
emergency preparedness-having materials translated into Spanish and working with 
Hispanic staff in the areas of training; chemical, radiological, and hazardous materials 
preparedness; and customer service. EPIP provides a vehicle for national organizations, 
historically black colleges and other stakeholders to learn about the importance of 
emergency preparedness and incorporate these principles into community action. 
Through enhancements in the community and family preparedness program and 
participation in more conferences and outside activities, the outreach to women, the 
elderly, children, and minorities to spread the emergency preparedness message has been 
greatly expanded. 
Implementation of the agency's American Indian and Alaska Native tribal government 
Policy was assigned to the Preparedness, Training, and Exercises directorate and we have 
been aggressively reaching out to and coordinating with Native-American organizations 
across the country. tribal liaison omcers were designated in each FEMA region and the 
associate director serves as the national level representative. Everything possible is being 
done to help the tribes strengthen their emergency preparedness and to incorporate tribal 
policy principles into existing policies and programs to the maximum extent possible. 
Some examples are: 

I. 	 including the tribes in the REP program strategic review; 
2. 	 conducting training for our tribal liaison officers on the unique and relevant issues 

related to working with tribes; 
3. 	 publishing a new policy on how tribal government public assistance funding will 

be administered directly from FEMA to tribal governments when they choose to 
act as their own grantee; 

4. 	 designating the Eastern Band of the Cherokee as the first tribal Project Impact 
community; 

5. 	 conducting the first tribal integrated emergency management course for the Gila 
River Pima-Maricopa Indian Community in Arizona; 

6. 	 coordinating with the Bureau of Indian Affairs to develop a Memorandum of 
Understanding affinning working cooperatively with the tribes to foster 
preparedness, mitigation, response, and recovery; 1 

7. 	 increasing discussions with tribal colleges to bring more of them into a higher 
education program; and 

8. 	 moving forward with tribal pilot projects to implement our policy. 

Everything in the directorate is geared toward integrating the functional areas of 
planning, training, exercises, partnerships, and outreach in a manner that will provide 
only the best emergency preparedness. In order to "raise the standard" of emergency 
preparedness, these functional areas must not stand-alone and must be fully integrated. 
Training and education are critical linchpins in all preparedness activities. Training and 
education me critical in developing the capability to re~pond to present and future 



challenge:;, no muttcr how great or complex thesc challenges may be. Training and 
education have been a commitment of the PTE directorate management in order to 
maintain and upgrade not only the performance capabilities of emergency managers, but 
also their professlonalism. 
In the higher cducation project, formal degree programs huvc been established in 48 
states, either at the certificate. associate, bachelor, ma'{t\."TS, or Ph.D. leveL In the other 
two states, a program has lx"Cu authorized in one and several emergency management 
courses are available in the other. As ofSeptember 2000, program participation 
continues to grow and 67 colleges and univcrsities participate: 

• 23 schools offer certificates, diplomas or a minor in emergency management 
• 12 oITer a!isociate's degrees 
• Il offer bachelor :\" degrees 
• 16 offer m(.ster's degrees 
• 5 offer doc/oral degrees 

Eighk-Cll additional colleges or universities arc in the process of developing programs or 
looking into our program, As part of this initiative~ prototype bachelors-level courses, a 
prototype associate ofarts degree curriculum. and II college level courses in emergency 
management-relatt......t topics that can be handed otl' to colleges for their use have been 
developed. 
Great emphasis has also been placed on reaching out to and communicating emergency 
preparedness information with school systems and pursuing the incorporation of 
emergency preparedness materials into school curriculums. This initiative was launched 
with the suburban D.C. Bowie, Md., School System and the state of Maryland in 1999, 
including a successful yearlong pilot test in which emergency preparedness. materials 
were in{;orporated into the Bowie School curriculum. The goal is to cxpand this program 
into other Mary]and schools and across the nation. A similar rural pilot project was 
launched in the Yell County, Ark" schools. 
In the longer ternl we want to incorporate hazard awareness and emergency preparedness 
information into school programs. primarily through curriculum materials, and to find 
innovative, no-cost ideas to motivate school kids to get involved in supporting and 
encouraging each other when they have experienced emergencies or disasters, natural or 
through school violence, as well as providing desperately needed resources to teachers. 
As another part of the PTE directorate's increased outreach and focus on helping state, 
local! and tribal constituents, has bcen convening workshops to facilitate the transfer of . 
technology from the national labs and others to the emergency management and first 
response communities. The fifth workshop was hcld in June 2000 with the National 
Renewable Energy Laboratory and Department of Energy in Colorado Springs, Colo. 
These workshops draw federal, state and local emergency management offieials~ 
representatives from the tire servkc nnd law enforcement communities; and 
representatives from" research tabs. Some real practical and interesting technologles have 
been identified in the five workshops t~at have been held, including: 

J. A breathing apparatus for first responders developed using NASA technology; 
2. A communications capability for fire fighters deveJoped using Navy technology; 



3. 	 Ground penetrating mdllr developed by Oak Ridge National Laboratory and used 
by the Virginia State Police; 

4. 	 Aqueous foams developed by the Sandia National Laboratories to decontaminate 
ch\!mical and biological weapons agents. These foams can be rapidly deployed. 
\\turk in minutes, and do not generate toxic byproducts. They are currently being 
commercialized. 

5. 	 A disaster warning and communications system developed by the Mitre 

Corporation, and used by Alaska in remote areas of the state; 


6. 	 And PTE is working with the national Search and R~scue con:munity on a system 
to improve search and rescue for downed pilots and sUfvivors. of boating 
accidents. This :>ystem can give the position of a downed aircraft or a disabled 
ship to within 10 meters, helping to save lives and money in search and rescue 
operations. 

Through an agreemenl with the National Technology Transfer Center at Wheeling Jesuit 
University in West Virginia emergency management and first responder requirements are 
being ass~ssed and technologies and v.,rays to commercialize products and services to 
meet emergcncy management and first responder requirements effectively, rapidly and 
inexpensively arc being identified, The initial focus was on identifying the needs of first 
responders, especial[ y in responding to hazardous materials incidenL<; and an Emergency 
Technology Partnership Council on Ha7..m"dous Materials was appointed to heir in this 
effort. The council is prioritizing a list of needs thai has been dcveloped, ~iOd when 
technology applications 3re identified Of developed, thcy will tcst and evaluate the 
effectiveness of these new applications, 

Rcsults~Oricnted Incentives 

How hus your office adapted new ways of motivating employees and improving 
progrum performance? Specifically, whieh methods of reward or accountability 

practices have been implemented? Cite specific criticism and praise that prompted 
sueb changes in your office, if applicable. 

The Preparedness, Tmining, and Exercises (PTE) directorate has always utilized cash 
and/or time off awards. quality step increases, customer service awards, ccrtificutes, etc. 
to' rccogni1"..c and motivate employees and improve program delivery. The associate 
direetO'r for PTE established a reward system of "OKuyH mugs that were given to' 
employees whO' had displayed extraordinary professlonalism in program ddivcry. 

Staff has always been encouraged to identify requests fO'r lralning and to' seek different 
opportunities for professional devclopmcnt~ but funds available for staff training and 
development are usually very limited. Hence, training opportunities have been limited to 
priority training needs. In the future) additional emphasis will be placed on building 
professional and technical capabiHty of all staff by taking advantage. of many different 
opportunities available such as participation in training provided free by other 
organizations, 



The PTE reorganization 111 1999 was a result of recognizing the need to improve 
organizational performance, morale, and efficiency and all employees were provided 
ample opportunity to participate in the process and be heard. They were invited to request 
reassignments that better suited their skills or interests and numerous requests were 
honored. 
The associate director established a task force on improving internal relations that 
included representatives from each division, and held regular meetings with employees, 
without managers, to identify achievements, issues or concerns to be addressed. 
An annual award was established to recognize and remunerate the employee who has 
done the most to improve internal relations within the directorate. 
Although the agency awards program has received much attention, one recognition 
method that has been especially effective at Mt. Weather is the selection and 
announcement of a "Personality of the month." The individuals selected are proliled for 
their peers and we have seen other staff members begin to emulate the positive elements 
discussed in those profiles. 

Use of Technological Innovations 

Describ(~ 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 introduction and use of advanced computer technologies in the Preparedness, 
Training, and Exercises (PTE) directorate (including the internal office network or 
intranet, access to the worldwide web as a research utility and for external electronic 
mail, external access to the email system from outside the office, and the availability of 
advanced computer programs for performing work) and advanced telecommunications 
technologies (pagers, cellular phones, voice mail, faxing, conference and meet-me calls) 
have significantly improved the ability of staff to complete work on time and to do a 
better job. 
The availability of internal and external electronic mail, with the capability of attaching 
documents, has significantly speeded up distribution of documents and increased the 
efficiency of the coordination of those documents. In addition, it has enabled stafTto 
produce work despite the reduction in secretarial support. The ability to usc conference 
and meet-me calls, along with faxing and electronic mail, has enabled much work to be 
done without having to travel. This has been especially critical with reduced travel 
budgets. II has also enabled staff to be located at different work sites and still perform 
work in a timely and effective manner. 
Early in her work at FEMA, Kay Goss, associate direclor of the PTE directorate, 
suggested that there might be opportunities to incorporale new or existing tcchnologies 
more fully into the emergency management community, thus leading 10 the FEMA 
technology partnership workshops. The goal of thc workshops is to improve emergency 
preparedness and response to disasters, as well as to reduce the loss of life and 
destruction of property. One of the major goals of the workshops is to adapt defense and 
advanced t(~chnologies to modern domestic preparedness, mitigation, recovery, and 
response needs. 



To detcnnine if there was a genuine interest in exchanging infonnation about new and 
existing technologies between the public and private emergency Immagement groups, a 
workshop of representatives from the fire and emergency numagement communities and 
the nation's labomlories was: convened. This workshop was conducted at FEMA's Mt. 
Weather Emergency Assistance Center in November 1996. In attendance were t68 
people. Six co~sponsors funded most of the costs associated with the event that were 
minimal because of the location. I)articipants judged this first workshop to be highly 
suecessfu1 and urged FEMA to hold additional workshops around the country to reach a 
wider audience ofemergency managers, 
FEMA then joined with the Pacific Non.hwest National Laboratory to conduct the second 
annual workshop in Richland, Wash., in September of 1997, Nearly double the size of 
the Mt. Weather workshop, 300 emergency managers and first responders were once 
.again able to layout their needs and seck solutions from the technology community. 
Technology providers from the private sector as well as the national laboratories were 
invited to attend the Richland workshop. At the conclusion of this second workshop. 
participants again encouraged FEMA to conduct future events, 
The PTE directorate then partnered with the Argonne National Laboratory to hold the 
third annual workshop in July 199&. U!llikc the previous workshops, a new feature was 
added - interactive demonstrations. First responders and emergency managers could sec 
first hand demonstrations of new technological applications and how they might improve 
emergency response. About 380 people attended, There were 15 co-sponsors and an 
additional 17 exhibitors. 
Encouraged by the results at Argonne. the Preparedness directorate next co-sponsored a 
workshop with the Oak Ridge National Laboratory in Gatlinburg, Tenn" May 17-20, 
1999. that was attended by about 300 people. Round table discussions were added to the. 
agenda to provide another avenue for direct contact between the first 
responder/emergency manager community and te<:hnology providers from the private 
seelor and the national laboratories, There were I 0 co~sponsors and 17 additional 
exhibitors. 
The workshop CQntinucd in the year 2000, with the National Renewable Energy 
Laboratory hosting the event in Colorado Springs. Colo., June 12~ 15,2000. 
Approximately 450 attended the event, which focused on wildfires, school safety. and 
countcr~terrorism, There were five co-sponsors and an additional 39 exhihitors. 
Each workshop opened many doors for emergency managers and first responders to 
existing and new technologies, For example, new technologies to search for bodies 
provide better warnings of imminent storms and disasters> constructing earthquake~ 
resislant buildings, and identifying chemical/biologic-al agents have been highlighted, 
The next workshop, to be held in partnership with the US. Navy, will take place in San 
Diego, Calif., in the summer 0[2001. 
As with most organi7.3tions, the Training division made significant progress in exploiting 
technology in three primary areas: (1) offic-e automation, (2) instructional technology and 
systems, and (3) training delivery. 

In 19921 tht! Emergency Management Institute (EMf) had one computer laboratory with 
30 workstations. EMI now has so many classrooms: with computers that it is difficult to 
decide what constitutes a computer laboratory. The Training division now has more than 



200 student computer workstations 
In 1992, EMI taught the use of computers themselves to encourage emergency 
management officials to usc this emerging technology in preparing for and managing the 
response to disasters and emergencies. Today, automated systems are such an integral 
part of the emergency management business that almost every subject taught has an 
information technology component. 
The period since 1992 also saw the explosion of the Internet, the worldwide web, and 
universal email which has changed our lives. The Training division worked hard to take 
advantage of all these facilities by, for example, making registration via the Internet for 
EMI independent study courses available starting in 1996 and by posting EM! resident 
schedule information in 1997. EMI offered its first Internet-based course in 1998 and 
now routinely uses the world wide web and email to conduct a· large portion of its 
business. 
In 1994, the Emergency Education Network (EENET) broadcast 17 programs, often 
lasting most of a day at a cost of $50,000 each. Now the EENET broadcasts for two 
hours every Wednesday at 2 p.m. Eastern Standard Time and cost only $10,000 cacho 
The simple increased reliance on electronic communication has shown the greatest 
improvement in efficiency at the Mt. Weather Management division. The ability to more 
rapidly transmit and insure receipt of everything from customer work orders to calendar 
and meeting changes has improved the division's performance. 

Partnerships 

What groups, organizations, companies 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. 

There are multiple outside groups the PTE directorate coordinates and works with. One 

of the primary partnerships is with the National Emergency Management Association 

(NEMA). NEMA is the association of state emergency managers. The PTE directorate 

coordinates all program activity with NEMA. Others are listed below. 


Terrorism consequence management preparedness assistance 

Terrorism consequence management preparedness assistance partners include state and 

local governments, and the U.S. Department of Justice, National Domestic Preparedness 

Office. Through this partnership, we have conducted preparedness workshops for FEMA 

Regional Terrorism coordinators; developed a Terrorism Annex to the State and Local 

Guide 101; and developed input to FEMA's Terrorism Preparedness Strategic Plan. 


Community and family preparedness program 

Working through a broad coalition of partnerships, the community and family 

preparedness program (CFP) supports disaster public education programs and activities. 

The program's goal is to ensure that all Americans have the necessary information, 




education and skills to protect themselves, their families, their homes, and their 
businesses from disaster and its devastating consequences. CFP partners have either 
signed memorandums of understanding or have agreements in the fonn of Cooperative 
Interagency Agreements. Other partnerships have fomled while working together in 
common efforts for effective disaster public education. The following are our partners in 
this program: 

The International Association of Emergency Managers (IAEM) 
IAEM represents local emergency managers who are the primary partners with the 
community and family preparedness program. They cooperated with FEMA in 
establishing the CFP program-the founders at the grass roots level. IAEM's leadership 
established a family protection task force in the late 1980's. IAEM contributed to the 
case studies and program models promoted in CFP's basic Guide, The Good Ideas Book, 
and in annual CFP conference reports. Local directors in IAEM helped to develop most 
CFP program materials, including the new Disaster Education Organizer's Course. 
IAEM also supports PTE in other program activities such as in Y2K preparations, school 
violence, emergency preparedness curricula, etc. 

NOAAlNational Weather Service (NWS) 
From FEMA's creation, we have worked jointly with NWS, an active member of the 
National Disaster Education Coalition, 10 develop all weather-related public infonnation 
and standard guidance materials. NWS and FEMA are currently working together in the 
development of public awareness and preparedness information materials about drought 
and severe heat. NWS materials that include multi-media materials are excellent for 
classroom use and are promoted in CFP's annual conferences and utilized in CFP's 
curriculum project. PTE works with NWS to develop disaster resistant communities. 
CFP promotes the use of NWS severe weather forecasts, watches and alcrts to improve 
preparedness. NWS reccntly participated in CFP's African American Emergency 
Preparedness and Information Project. 

u.s. Geological Survey (USGS) 
As a community and family preparedness partner, the U.S. Geological SurveyjUSGS) 
provides technical expertise for public disaster education and preparedness on 
earthquake, volcano, tsunamis and landslides, and also works actively with other agencies 
to develop standard answers for disaster preparedness and emergency public information 
for joint publications. USGS is a National Disaster Education Coalition partner. USGS 
has cooperated with FEMA to develop earthquake materials for the tcchnical and 
professional fields, business and industry, school curricula and the general public. 

Centers for Disease Control (CDC)!National Center for Environmental Health (NCEH) 
CFP works with CDCINCEH to coordinate emergency public information and disaster 
education materials. We update FEMA materials based on disaster research findings and 
injury prevention measures, for which CDCINCEH is the lead federal agency. The 
objective is to redevelop joint materials about public and environmental health and 
sanitation. 



C. S. iXpartmcnt of Agriculture (USDA)/Coopcrative State Research, Education and 
Ext.~~.~!.Q!} Service (CSREES) 
This partnership fonned under the Civil Defense Act as part of the evolution of an a!l
hazard system. The extension service role in small \0\\'05 and rural areas was the basis for 
initial partnership. As a result of this partnership, the Texas A&M extension coordinator 
has been an active participant in the community and family preparedness (eFl)) program 
and its annual conferences, and helped in developing the Disaster Education Organizer's 
Course. Through this partnership we strengthened our relationship with USDA 
headquarters, the Internet-based Extension Disaster Education Network (EDEN), and 
linked with the national4~H program. Several extension agents from state iand£grant 
institutions participated in the 1999 community and family preparedness conference, and 
EDEN representatives will assist with the CFP 2000 conference to address youth in 
disaster preparedness and emergency management. The preparedness mission and 
extension agents' roles in damage assessment during response and technical assistance 
through recovery periods are an important segment within FEMA's overall coordination 
responsibilities. USDA and the Cooperative State Research, Education and Extension 
Service arc also members of the National Disnstcr Education Coalition (NDEC). 

National Emergency Management Ass.ociation (NEMA) 

As a result ofour partnership with NEMA. the organization passed a resolution in 1997 

urging states to establish community and family preparedness (CFP) as a required activity 

of local directors. 


National Disaster Education Coalition (NDEC) 

Community and family preparedness (erp) is an active member of the National Disaster 

Education Coalition (NDEC). This partnership evolved from federal departments and 

agencies coordinating emergency preparedness infonnation and events for the 

International day lor natural disaster reduction (IDNDR), NDlle is the infornlUI 

organization through which standard messages and co-Iogoed public information 

materials are developed cooperatively by various federal agencies having lead roles in 

disaster preparedness and other organizations. NDEC is a valuable mechanism for 

coordinating the dissemination ofdisaster infomlation to the public that is technically 

accurate and carries a consistent message. NDEC members coordinated the development 

and production of "Talking About Disaster: Guide for Standard Messages. "NDEC also 

aids FEMA'5 mission to disseminate reliable emergency and disaster preparedness 

materials to our national emergency management system. 


Emergenc',' Infonnation Infrastructure Partnership (EI[P) 

Community and family preparedness) (eFP) partnership with ElIP began in 1997 with 

the development of mailing lists for periodic email newsletters, posting program 

information in the virtual1ibrary. and. in 1998. virtual forum chat sessions, BliP's email 

address and website have become the Internet site used by CFP to distribute information 

and discuss disaster public education topics. EIII' provides CFP the mechanism to reach 

our emcrgt:flcy management constituents, voluntary organizations and agencies interested 

in disaster public information and education. EIIP enables CFP to reaeh audiences 

interested in disaster public education activities and issues, and allows us to promote 




current FEMA and eFP priorities through extensive outreach initiatives to minority 
communities, women and children, 

State and local emergency management data users group: (SALEMDUG) 
SALEM DUG began approximately 15 years ago under sponsorship from FEMA with the 
mission to foster extensive development and use of computer technology to assist flulte 
and local emergency managers and other first responders in the performance of their jobs. 
More recently. SALEMDUG has become an independent, member~~;upported 
organization. The group publishes a quarterly newsletter, sponsors an annual conference 
for emergency managers. and has recently begun sponsorship ofa certification program 
for professionaJ emergency managerS with primary emphasis in information technology 
implementation. 

Firehous(',Com 
The magazine Fire House has an lntcrnct website which features a monthly column by 
Associate Director Kay Gass regarding updates on the Chemical Hazard Emergency 
Response-Capahility Assessment Program, 

Voluntary and Community Organizations 

The Emergency Preparedness and Information Partnership (BPI?) 

EP(P is a public/private partnership with FEMA, The EPIP partnership was initiated in 

FY 1999 to communicatc and disseminate emergency preparedness information to 

African American communities and national Black and other ethnic minority 

organizations that are high risk in vulnerability to disasters. In EPIP, three outreach 

techniques are utilized: A website (\.V\\IV\>',cpipgatcway.com), an Internet newsletter, und 

workshops. EPIP has enabled FEMA to encouragc national organizations representing 

African~American communities to learn more about emergency preparedness. 


Women in the National Association for the Advancement of Colored People (NAACP) 

(WIN) 

WIN partllcrship is a new partnership that developed as a result of the first EPIP 

workshop held Oct. 4-5,1999. As a result of this partnership, FEMA PTE directorate 

staff has been invited to present disaster preparedness inforrnation at three t-:AACf' 

regional conterences and was requested to participate in the national r-;AACP conference 

in Bultimorc, Md, 


National Voluntary Organizations Active in Disaster (NOVAD) 

NOV AD is an intermediate partnership that assists CFP in outreach to its members. 

Severnl of thc voluntary organizations have shown an interest in the eFP program. 


The Salv~tjon Anny 

The Salvation Am1Y, a NOV AD member, has. participated in the 1998 and 1999 anmml 

CFP conferences and workshops. eFr program matertals were first furnished to all 

Salvation Anny divisions in the Western Region in 1997 (Portland, Ore., division), 


http:V\\IV\>',cpipgatcway.com


The American Red Cross Community Disaster Education (CDE) 

The partnership with the American Red Cross CDE program was formed in 1980. CFP 

and CDE have coordinated the development of FEMA-funded documents and videos. 


The Society ofSt.Vincent de Paul 

The Society of St. Vincent de Paul, a Catholic Charity and NOV AD member, adopted 

CFP as a national program in their 1997 conference and signed a Memorandum of 

Agreement in 1998. The society focuses on keeping at-risk families together and noted 

the impact of disasters on such families. St. Vincent de Paul modified the first page of 

the Emergency Preparedness Checklist to add their name, and furnished an initial copy to 

every Catholic parish in the United States. 


Church World Services (CWS) 

Church World Services (CWS) has been active with CFP for over a decade. CWS 

volunteers usually represent the West Virginia Emergency Management Agency at CFP 

conferences and have been active in leading conference workshops. CWS helps CFP on 

the isslle~; of promoting and advocating broad-based community coalitions to mobilize 

community resources and leadership to minimize the impact of disasters and implement 

broad-based recovery in ways that will improve preparedness substantially. They have 

contributed to FEMA's overall mission by their involvement in public education 

promoting mitigation practices, supporting the public education about Project Impact, 

and using their extensive involvement in disaster response and recovery to promote 

improved preparedness and mitigation measures with the general public and special 

populations. 


Adventist Community Services 

Adventists are active in NOV AD, assisting disaster victims, and in promoting 

preparedness in their own programs. We provide FEMA materials and occasionally 

participate in their events. Adventists have participated in recent CFP conferences and in 

the new disaster education organizer's course. This year they will furnish two 

instructors for the organizer's course broadening the cadre ofFEMA-trained instructors 

on approaches to developing more elTective community disaster public education 

programs. 


Other Non-Profit Organizations and Associations 


The National Fire Protection Association (NFPA) 

Although founded years ago and well c.stablished as a professional association to promote 

fire safety and protection, the National Fire Protection Association (NFPA) extended its 

fire publi,; education standard to include all hazards. This partnership provides FEMA 

with a strong program at the national level, promoting integration of fire and emergency 

management at the local level in broad based disaster public education for prevention and 

preparedness for all hazards. NFPA and the community and family preparedness (CFP) 

program work cooperatively with NFPA's risk watch and CFP's curriculum project. The 

partnership is currently working together on a pilot project in Prince George's County, 

Md., and rur~l school systems in Yell County, Ark. 




International Association of Fire Chiefs (lAFC) and International Association of Fire 

Fighters (IAFF) 

These groups represent the fire fighters and first responders in the U.S. and PTE 

directorate routinely reaches out to them to solicit their input and participation in 

different PTE programs. 


Institute for Business and Home Safety (lBHS) 

IBHS is a member of the National Disaster Education Coalition and cooperates with 

FEMA in promoting mitigation to the general public and the business community. 

IBHS's vice president for public education participated in the 1999 community and 

family preparedness conferencc and the curriculum development project. 


National Sheriffs Association (NSA) 

NSA's neighborhood watch program was community and family preparedness program's 

(formerly the family protection program's) first partnership. NSA adopted a special 

vcrsion of FEMA's Emergency Preparedness Checklist. 


Youth Organizations and Programs Boy Scouts of America (BSA) 

FEMA and scout officials signed a Statement of Agreement for the Exploring Program in 

the early 1990's. Development of exploring posts in emergency management began 

nearly a decade ago with a draft manual. The final manual was printed by FEMA in 

1995. Merit badges in emergency management were developed in cooperation with the 


,Boy Scouts almost 20 years ago. Through this partnership we are able, working with 

youth, to integrate disaster preparedness and response into a disaster resistant culture and 

community, that fultills FEMA's public education objectives. 


4-H Clubs 

The partnership with 4-H Clubs is under development. The 4-H youth are being 

sponsored by USDA/CSREES extension agents. CFP is involving 4-H youth in the CFP 

Conference 2000. A panel and workshop will include discussion of how to work with 

youth. 


Girl Scouts of the U.S.A. 

A written Statement of Agreement was signed in 1995. The Girl Scouts developed a 

merit badge in emergency management. The merit badge program is an important 

ingredient of FEMA outreach to children and youth in developing a disaster resistant 

community. The Girl Scout program is important to the effort to reach children and 

youth in disaster education and school safety. 


Camp Fin~ Boys and Girls 

Camp Fire Boys and Girls signed a Statement of Agreement in 1995. This partnership 

allows direct contact as part of the effort to reach children through schools and school

related programs. 


Partnerships with Particular tribal/Statellocal Jurisdictions & Programs 




PTE worked with PointL:r Ridge Elementary School in Bowie, Prince George's County, 

Md., to integrate emergency management into existing school curriculum. Faculty 

vohmteered to identify needs, review materials and assess curriculum materials under 

consideration for adoption and/or adaptation to various grade levels. 


Lyndon Hill Elementary 

Capitol Heights, Md., will be the Prince George's County pilot site for implementing and 

evaluating NFPA's Risk Watch™ curriculum. 


Tony Siciliano, Emergency Management Agency Director, Quincy, Mass., 

Instituted one of the most successful Exploring Posts~ The Quincy post recently fonned 

and trained a community emergency response team (CERT). They will participate in the 

community and family preparedness conference 2000 and participate in the youth panels 

and workshop. Winter Park, Fla., is the site of an alternative CERT program, organized 

and trained at a high school rather than from a community agency as an after school 

activity. Representatives will be invited to the CFP conference 2000 to join youth from 

Quincy, Mass., and the 4-1-\ in a panel and in workshops. 


The Georgia Emergency Management Agency (GEMA) 

GEMA developed a legislatively mandated school safety program and led statewide 

implementation. They will participate in the community and family preparedness 

conference 2000 school sarety discussions. 


Ohio School Safety 

Ohio state program in school safety is another model, which focuses on a "safe school 

audit" to identify and recognize school safety programs meeting the safe school criteria. 

The program will be the subject of a workshop session at the community and family 

preparedness conference 2000. 


Maryland Emergency Management Agency (MEMA) 

MEMA is the state emergency management agency partner in the Maryland curriculum 

project, and will participate, supported bia FEMA grant, in the identification and 

adaptation or devc\opment of curriculum materials to meet identi fied needs and 

opportunities. 


Pulaski County (Little Rock), Ark., sickle cell support group 

President Louis Perry retlccts a special application ofpartnering with organizations 

supporting vulnerable populations in disaster preparedness. 


Peace Links 

Peace Links, founded by Betty Bumpers, as well as Youth Links, interface with both our 

school emergency preparedness activities and our international outreach. 


South Carolina African Methodist Episcopal Conference 

A task force on emergency preparedness partnership with FEMA has been established. 



