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The Renewal of the Federal Emergency Management Agency. ... .' " " ' 

Government is a contn'vance of human wisdom to provide for human wants. 
Men have a right that Iheir wants should be provided for by Ihis wisdom. 

Edmund Burke (1790) 

What do people want? 

. " 	They want food, shelter, good health, a chance to earn a living. and a sense of security and 
stability. It is a terrible truth that disasters can rob people of each and every one of these 
basic human needs. 

Yet, this does not have to be. Many think that disasters, especially natural disasters sucb as 
hun'icanes, floods, and tornados. are overwhelming events and nothing can be done to 
minimize the,onsequences. This is not the case. 

There is a l<?t that can be done by governmentst organizations, and individuals to prevent 
or r"duee disa~ter losses and corresponding human suffering. For example, people can learn 
the proper action to take when disaster strikes, bUildings can be located. and constructed 
properly, and emergeney management and relief organizations can be trained and equipped 
to help people and protect property rapidly and effectively. These examples illustrate lbe 
bask components of comprehensive emergency management: mitigation. preparedness. 
response, and recovery. 

IfWt~ know how to significantly reduce the consequences of disasterst why have we not done 
so? 

It is nOt because all of the solutions are 100 complex. Saving a life can be as simple as 
knowing where to go when a tornado warning is issued. It is nol because all of lbe solulions 
are too expensive. A 25-cent bolt can keep a bookcase from falling on a child during an 
earthquake. 

People are suffering unnecessarily from disasters because there has been a lack of 
erne 'geney management leadership at the national level. The need to provide that leadership 
is driving the renewal of the Federal Emergeney Management Ageney (FEMA). 

. 	 , 

!Vision 

A renewed FEMA is needed to generate the enthusiasm and energy, as well as,.t~ provide 
guidance and support, to achieve a nationwide commitment to improve signifkantly the 
protection of our citizens from all natural and manmade hazards. FEMA, through the 
rene'Nal process. is demonstrating its commitment; other federal agencies, state and local 
governments, and private and volunteer orgariIzations must do the same, 
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With this shared commitment, our Nation
will ; have-- ' 	 . '. 

a public educated on what to do 
before~ during, and after adisaster 
to protect themselves, their families, 
their homes, ~,nd, their businesses; 
structure. located out of harm'. way 
and built 	 according to, improved 

'.':." 	 codes; governments and private 
organizations with proven effective 
pl~, necessary resources. and rig
orous training for disaster response; 
and COmlnupity plans, prepared in advance, for recovery and reconstruction 

.',' I' 

This is the vision for the renewal of FEMA' 

Mission 	i 

The first step in the renewal process was to 
establish a new mission for FEMA-one 

which realistically incorporates all risks and threats and the corresponding probabilities of 
occurrence. 

The mission ofthe Federal Emergency 

Management Agency is to provide tile 

leadership Dad SUppOI1 to reduce the 

loss of Iif.' aDd property and protect 

our institutions from all types of haz

ards throughout a comprehensive, 
risk-based, all hazards emergency 

managemem program of mitigation, 

preparednesst response, qnd, recovery. 

The mission stresses that FEMA has a leadership and management role that foCllscs on 
reducing risks and helping the victims of disasters, regardless of the cause, This leadership 
and support role applies to state and local governments and private organizations involved 
in disaHer relief, as well as to disaster victims who receive assistance directly from~FEMA 

The milsion denotes that FEMA's leadership and support will focus on the most likely risks, 
e,g" hurricane. earthquake, or hazardous materials, that a jurisdiction faces. Through' 
developing the capability to respond to specific risks, emergency management capabilities 
exist fo: any hazard, 

I 

after a 
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... ,This is the mission of the renewed Federal 
Emergency Management Agency, 

Organization 

As part of the renewal process. FEMA has 
reviewed its- fundamental mission and em
braced a new statement of mission, which is 
supported liy major policies presented in 
the' oext section, 

" 

To nore ef!ectiv~ly.and efficie'!U>: exe,cute this mission and implement the major policies. 
a ne'~?orgaruzatiOna1 structure was necessary. The'new organiza~o'n ,,!3S developed using 
an,oJlen proc,ess;providing opportunities for participation by all of FEMA,'. employees, The 
pro...". involved two major components: (1) requesting input from ,everyone in FEMA; and 
(2) analyzing the recommendations included in the'numerous reports and studies of FE~,' 
Som1' spe~ificJre~ewal activities include: ::', .' : . I I . 

Inviting aU employees to submit recommendationS, either in writi~g or in person~

." 
" 

Convening a pia~ning retreat of senior managers, followed by continuing meetings 
of a representative group with the Director as organizational options were developed; 

• 

, B~ging repre~entatives cfeach of the FEMA umons to Washington for a planning 
meeting;' 

Involving regional employees in these meetings, and'scheduling a special meeting of 
regional secretari.al" staff i'1 Washington to solicit their input and ensure their 
oppo~~p.itY !Q"J~~nmbute; , . ' . . . . 

'u,,· .. ··,' .".~) . 
",aequ'esting existing ad,hoccommittees that, had studied the recommendations of 

outside groups to provide 'the benefit of their analysis and re~mmendations, 

Using this input, a nev/organizational structure for FEMA, based on the mission and goals 
of the Agency, was develop~d, 

The n~w orga.ni.;ationa~ structure: 

'. Sup~orts the new ~ssion. goals, policies, and priorities of the ~gency; 

Aligns resources to achieve more effectively the mission and goals; 

Integrates program activities to coordinate related functions; 

http:secretari.al


-- - --

__ 

__ 

I ---,~ 
, --"""'- I······ 

ottI«..,o;:.__WMoIn 

lltIIo,.ofF~.,.....--
_of~~ 

om-",-, _.-.-

; 
; 
; 

f 

.... ., - 1..... '--'-I-
,-"" 
- .."......~ .~f'IoO>""'" .T""""",".- .-	 ..('-..~ ·~T_ .- . 

~ ,.-- .-- ."", 
._~n..- ·T-.oo.IAoo<.--	 .-.......-.If... 
·I_~ 
.T"""""a..;o....." 

·T""""""'~.0l000_ 
.-~.

."", .""'" ...,.-.--	 ........, ."'" .""---	....",. 
.~ 	 .~hp
•c.a...;,.. __ _t/DIl.P. 

.. 

. .~ 

~ 

Federal Emergeflcy Management Agency 

I --..6 ..........7 


'-- .....- 
_~_-"""'Aoo<·_AIa,-'"._"" ..~~ '''''' .""" 
.$t.~ 

.~,'1Iq:-"""""'".~l_ ...,.- .-..- .-,~s.-"r .",, .....",. .w.m 

Office of the Dircctor 
Dlrutor 

Deputyllir«tM 
Olr.• Progrmn Coordinalioo, 

'f~ 
I r:::.== I - :::.....,Op....,... 

.-.~a$\.Q .~_~q. --__.C'-_"
_WYOllot.tt<o. ,-~'''''" 

" Ooid'_¢I!Iioor 
·~of '"' '""ClXlf'S. ~"'~ 


C$El'P • u.....o...I~l'arapq~ 


~-
E£NEr.~ "~ .~-I'I-. .. 

~ .~~~~ 
.~~"",-"" - ~~CtoootsI 

~ "" .""'01-=-~ 
~"'T·'-.~ 
I~· 1I.....u".,.._
!!M)US.. · 	 ... _ l~~T"..._ 

tIo:bf_Sot><yA« 

, 	
, 

·····1 Ilt11octof"",.,.-('.-.! 

.  ""'"' 
QInn."I .,-"'.. )(..

•t-- QIIb""~~ 

~.of",,~--'" 
'- om.."'I(.ocI_~ 

" ,Ao_._ --~---.-1 

..~ 

.l'Ir<f"""" ...."'I 	 .m', 
.IfM:lJ\A.-.

" T <dWIi<:oI ....,. 
·~r_.... 

"",,-c-..I,"'".0... • ......",.. .. 
.~-

.~ 

,. ._.....1-''''''- I.-- .~...........-
.""..;ry "~~ 
'.~M_~ 

•T..,.s.".1ooo.-- .-.T./I;W 
--....... .
-r_s.u........ '$r-~ 


·r.......k" .$4..",->"

.'--- .~Io!~ 


• ')1""'1',., .,= 
.~~ 

'!W'~s.w-

.L<gLnd 
MArrs· __ "'"'1__ 1".... ".0 

MBU,_~ ..._~ 
N'tO; .1<_~s....PM1~ 
N!t:III\P. N-..J~<lw_II;"""'" 
-
""-HEre • ~......"Ul.........,.T,........<"_ 


~, .1<....... ,..•• .......,."", 


WMS • H .."-I1'lIiooow ~ '1'''';' 

UtIUoI • l'lI:l\.otof .............. *'--__ 

1t.Wt1'" II;........"""~ 
~ .~~7'~... . 1H,_,... ·,__w ....... 
1J5A1I; U_s-v._I1_ 
Oll-'..... le ••• _.., 
wn•. w.,.. y_o...'_l 

. 
"''''''"IIr-.~~-~·~. ,. .. 

http:n..-�T-.oo


Centralizes common or redundant functions to achieve greater efficiency m 
operations; 

Aligns resources to enhance FEMA's operational role in disaster response; 

Simplifjes the structure to support better regional office delivery of programs; 

Maintains organizations specifically required by statute; 

Shifts the use of national security capabilities to domestic disasters; 

Reflects the recommendations of external and internal reports that analyzed the 
Agency after Hurricane Andrew; 

Requires no legislative changes to implement; 
<' • 

Maintains ability to respond, if necessary, to the consequences of national security 
emergencies. 

'The process for implementing the reorganization will continue to be open and involve an 
FEMA employees. Employees were informed of the overall organizational structure after 
coorclnation with congressional representatives and the Vice President. The initial 
organizational structure wilt be in place by October 1, 1993. Personnel, budget, and 
progra.lD adjustments will be made throughout fiscal year 1994 to reach the ultimate goal 
of having a completely reorganized FEMA by the beginning of fiscal year 1995. Through 
the implementation process, centralized management systems~ improved program delivery 
capabHities, and integrated functional capabilities will be realized. 

Major Policies 
, 

• Act:omplish the Renewal of FE1\1A in Cooperation \\-ith the Vice PresIdent's National 
Pe.formance Review (NPR) 

The re:1ewaJ process will be consistent with 
the prj Jdples of reinventing government 

• En,ur. FEMA Employee Participation 
in t be Renewa.l Process 

The Director stressed that all FEMA em
ployees would have the opportunity to 
contribute idea~ on redefining FEMA.'s 
mission and organization, and how the 
Agency can do a belter job of supporting 
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state and local e:nergency management .~gen~ies and helping disaster victims. FEMA 
employees were informed that any reorganization would be implemented in a manner that 
ensures the most effective delivery of assistance to d.isaster victims in coordination with our 
colleagues at the state and Inc.llevels. It also must be consistent, however, with the best 
inter<;sts of the dedicated employees who provide such assistance. Employee participation 
will continue p"rmanently. 

Several employee suggestions have already been Implemen\ed, or are In the development 
process. Examples of ideas already adopted include: 

. .',. 
Establishing an arbitration process for resolving disputes; 

Appointing an Agency Ombudsman; 

Making available to all employees copies of the Director's speeches and congres
sional testimony; and .. , 

Establishing a policy whereby aU employees wit! participate in an office staff meeting 
on a periodic basis, <?r at least once each month. 

• 	 Establish a Nationwide Culture of People Helping People 

A primary goal of the renewal process was for the Agency to rccognize and be more 
responsive to its customers-from state and local governments to the single disaster victim. 

• 	 Establish and Maintain a National Emergency Management Partnership 

FEMA. has initiated a new partnership with 
state and local governments, private organi~ 
zations, and other federal agencies. This 
partnership will improve FEMA's opera
tions, the capabilities of partner organiza
tions, and the delivery of services directly to 
disaste:: victims. 

• 	 US" the Rlsk~Based, All Hazards Emer
geney Management Concept 

The all·hazards philosophy, using the Inte
grated Emergency Management System 
concept, will be the basis for FEMA's 
program and for the nationwide emergenCy 
management system. This philosophy speci
fies that comprehensive emergency manage
ment functions (mitig~tion., preparedness, 
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re'l'onse, and re~overy) will focus on natural ~d technological hazard" including the 
consequences of terrorist or foreign attack~' Programs within FEMA will now conduct their 
activities to meet the risk-based, all-ha:l.ard concept. 

• Establish Mitigation as the Foundation of Emergency Management 

Mitigating disaster losses is now the prlma~ 
ry goal of FEMA The entire Nation needs 
to make the commitment now to invest in 

·'.:r the long term payoff of mitigation, and 
FEMA will provide the leadership to ac
complish this effort. FEMA personnel will 
work closely with its constituencies to pro
vide cost~effective tools and incentives to 
encourage mitigation at allleveIs of govern
ment and in the private sector. There are 
several programs at FEMA which currently, ,. 
emphasize mitigation-there is a need to 
build on these programs, especially at ,tate 
and local levels, 

• C reate an EffeoUve Response and Reoovery Capability 

FEMA will develop and maintain a rapid 
and effe<:tive disaster response and recovery 
capability in cooperation with partner organi.. 
zadOIS. This capability will be based on 
conti,rued development of the Federal Re· 
spons" Plan (FRP) in cooperation with part
ner organizations. 

• U,e All Reasonable Options for Preposl
tinning Resources for an Anticipated 
D:isaster 

When a potential disaster can be: anticlpat~ 
ed with sufficient advance warning, FEMA 
will use every opportunity to preposition 
resources to permit rapid deployment aftei 
the event has occurred. 
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• 	 J)evelop and~Mainlain Ihe Capabilitylo Rapidly Collect Disaster Situation Assessment 
Information 

A fl(:W situation assessment process has been designed in cooperation with appropriate 
federal, state, local, and private organizations. This process will use aerial surveillance and 
ground asse.liSment teams to provide fast, accurate, and complete situation assessment 
information. 

• 	 Maintain Close Working Relationships With Other Federal Agencies in All Phases of 
Comprehensive Emergency Management 

For effective disaster response recovery, it is critical to plan." train, and work closely with the 
members of the Catastrophic Disaster Response Group. This interagency group is the focal 
point for coordination within the Federal Government for planoing and responding to a 
majo!' disaster 

" • 	 Mainta!n Close Working Relationships With Other Federal Agenmcies in All Ph.ses~f " 
Comprehensive Emergency Management 

For 	effective disaster respon."Ie and recovery, it is critical to plan, traing, and work closely 
with the members of the Catastrophic Disaster Response Group. This interagency group 
is the focal point for coordination within the Federa! Government for plaruuug and 
responding to a major disaster. Effective federal response requires a commitment of the 
senio" managers of the other federal agencies. 

• 	 DIOnne and Clarlli:' Internal and External Roles and Responsibilities 

In any program that requires the cooperation and coliaboration-indeed, the joint action-of 
26 separate agencies, each with its own major mission, staff, and budge~ misunderstandings 
with regard to roles and responsibilities nre endemic. FEMA is committed to refine, 
streamline, and oxercise the Federal Response Plan sufficiently to ensure that the roles of 
the signato!)" participating response and recovery agencies are clearly understood and 
exerci!! ed. ' 

Given the reorganization of FEMA, internal roles also must be clearly communicated to all 
emplo;:ees as weli as FEMA's customers, cooperating agencles, and other 'publics." 

• 	 Establish and Maintain Working Relationships With Slates 

FEMA is currently working with each state and territory to negotiate a model agreement 
that defines how FEMA and each state and territory will work logether in the event of • 
major disaster, These agreements will be especially useful during the critical period 
immediately after an event so that the states will understand what they can expect of FEMA 
and vice versa. The first agreemen~ with the State of Florida, has been completed. 
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FEM'I. el)lployee~ have been assigned to work wit~ tbe governor and emergency 
manatgeroent director at the state-emergencY 'operations center immediately upon occurrence 
of a <.isaster warning or event. This relationship is being used in the states affected by the 
flooding .Iong the Mississippi River. 

Head:juarters and Regional personnel will spend as much time as possible working with 
state dnd local organizations. This practice will enable FEMA personnel to become better 
acquainted with their counterparts at the state and local levels, and to better understand the 
e!.D"rgency management organizations, policies and procedures. used by these agencies. It 

'.'" willi'so lead to the'kind of teamwork that we need to have working at a disaster seene. 

FEM'I. is encouraging the states and territories to adopt an interstate compact as a mutual 
aid agreem~nt. This tool ~U! be extremely useful in dealing with multistate emergencies and 
wi).l rusis~ in es~ablishing a uniform level of~tate eq1ergency management capabilities across 
the N .tion. To assist the states and territories in adopting such an agreement and having 
it rati'ied by Congress, FEMA has prepared a model Draft Interstate Compact. 

, 
• 	 Mlnlmtze the Administrative Burden on State and Local Emergency Management 

Alieneies Receiving FEMA Funds 

States will have the flexibility to develop their own programs and priorities based on the 
speciEc risks that they face. FEMA's 
on 	program ,accomplishments, In general, 
FEMA will work with state and local gov
ernments on a more functional rather than 

progrunmatic approach. Definitive require

ments imposed on state and local govern

ments for use. of emergency management 

assistance have been replaced by guidelines 

that ate broader and more flexible. 


will be and focused 

• 	 Establish an Administrative Dispute Resolution Program to Resolve Quickly Disputes 
Ce.ncerning Individual and Public Assistance Claim, 

Dispules with governments and individuals can be quickly resolved with fairness and without 
the ag~ravation and cost associated ....ith prolonged disputes and legal action. 

• 	 Consciously Look for Opportunities to Evaluate FEMA'. Accomplishment or Its 
MIssion 

. 
FEMA will continually evaluate its activities, operations, and services to ensure that they 
are being accomplished effectively and efficiently. FEMA must be in touch with consensus 
expectations df the public and political institutions at the federal, state, and local levels: 
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InstiMiooatired :feedback loops" must be act[v~ly maintained to allow for the necessary 
monitoring and evaluation and;dentificaiion of corrective measures. 

• 	 Strengthen State and Lecal Emergency 
Managemenl Programs 

FEMA will do everything possible to make 
sure that state and local emergency man
agement agencies receive the maximum 

..... 	 possible support. State and local agencies 
must bave adequate resources for the risks 
they face. They must have suffiCient per
sonne l, qualified for their assignments, who 
receive frequent training and opportunities 
to pruticipate in reaUstic exercises. 

-~':e'!"!"'~~ . ter response and recovery. 

. 

• 	 Pi'Omote Comprehensi\fe Training and Disllster F..xercise Programs that Involve All 
u:vets of Governm~nt and Private Agencies and Organizations 

FEMA. will use every opportunity to support rigorous training and realistic disaster exercises. 
Training and exercises are :.ital for testing plans to make sure that they work, and then to 
train personnel who will be USing the plans. It is important that training courses and 
exerci:;es are n:alistic; they must accurately represent the risk. and incorporate the 

real-world difficulties associated with dis",
It is important, 

therefore, that all appropriate personnel, 
including representatives of federal, state, 
local. volunteer) and private organizations. 
participate in training and exercis.es. 
Among the participants must be manage.. 

ment and administrative personnel who will be involved in a disaster but who rarely find the 
time to participate in an exercise. 

• 	 Empower Employeos With Responsibility and Authority 

FEMA employees will be given greater authority and responsibility to perform their jobs. 
Deeisionmaking will be transferred down to the lowest reasonable level. Delegation of 
authority will be commensurate with grade level and responsibility. 

• 	 EnJ!()urage Employees to Experiment With New I,deas and Concepts 

Emplo;'.e; will 1>, encouraged to develop new programs and better ways of performing re·. 
quired functions. If reasonable guidelines are followed, employees will be praised for trying 
new cOllcepts. even if they do not prove to be successful. They will be criticized only if they 
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do not seek innovative and creative ways .of doing their jobs, Supervisors will be expected 
to ensure that ideas are given-serious conSideration. " 

•Th'lSe are some of tlie policies which will help build FBMA into the capable organization 
it vIlIS intended to,be, . 

.. 
, , , I'EMA Renewal Iliitlatives 

, 
As a small· ageney with,wide-reaehlng responsibilities, FBMA is an excellent reinvention 
laborato1Y test site, ,Its panners and clients cover a wide spectrum: fede~al, state, and local 
governments; private arid volunteer organizatioru; and individual victims of disasters, A 
major effort to overhaul,its prRcesses,management systems, and delivery of services is a 
critical'parfof the reorganization thai'will begin to'be implemented by October I, 1993, 
Thelitifude :and remOval, of' encumlirances offered through the reinvention laboratory 
pro.:e's are critical to FEMA's success and ability to complete its renewal, 

, ' 
."~ ,. 

The initiative, included in this report are ,o;1ly • ,sample of the ideas that could tie 
imp:I,emented as FEMA' is Qverhimled; The Director is committed to finding innovative 
mechanisms to improve use of resources and provide better delivery otour services. 

! '. ': " 

ISSUE: 'The, ma"'a'ge,nenl }:.~ at F:EMA" needs;f~r !"or. flexibility to manage its 
. . tesourtes to accomplish ils mission errectively for results at reduced <oSI and, 

! at' the' same:ttme, finiince agency;renewal efforts. Initiatives 'undertaken wilt 
'greatly'reduce'lhe.'dysfunctliinal micromnnagement of the Ageney by external 

I .\ forces.' :'I~ .• ,-' .- '. ~~... . . 
,-,', ",• I' • 

~., ,~, ;,lIr'jr 
.~ , , - . 

Mom flexibilitY regardiilg tlie use of resources and the cbanges in the way the Office of 
Mamgeinent and Buagefand'the Congresi,ovefliee FBMA budge.t fO~]lla.ti~n, appropria
tions' and exe(.'Utioii""New'flexi~ilityand delegation"iif authority to lower levels of 
marulgemen'l will rerjiiihi'sigrli(ieant enhance,ment.in ma'1agement and financial systems for 
interhaJ}rontroiJana' for improVed financial information' for inanag~rs. 

FEM' Renewn! Initiatives: 

FBMA. wlll pursue obtaining the budget flexibility to empower managers 10 produce results 
thtoughthe concept 'of 'Managihgito,Budget.' 'Ais,appr.oach will give FBMA leadership 
Iriore'~ flexibility to :make de~isionS"'oh the mbs~ .effective way to use its resources to 
accomplish its mission through"reSults,oriented budgeting, 

. '0- . . . ," 
Key Illltiatlve Features: Through SUpport from the 'Office of Management and Budget and 
the Clngress, the following changes will be made in the way FBMA's budget is managed: 

, . 
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Simplify the I'EMA budget by reducing the number of program activities and 
, tprograrn ere~eiitS into a.few proad cilt~gorie~." Some progress has been made in 

recent'years in this 'area ,but :mu~h milre simp1\fication can be accomplished. 
" 

Collapse the two major FEMA appropriations (S&E and EMPA) into one 
app~ol!,ria,~.~n,\~,p~ovi~~th~ a,biljty to shif! fundu;g,~cross a peretofore ~mpenetrable 

'bamer. ThIS Will ill.so prOVlde managemellt fleJUbihty to better deal With the sbort
term cosu; associated With reorganizing and potential downsizing. 

:. , ' Eliml.naiethe~9rk-~ear ~utho~tion ~d allo';::nJy'~e a~;';l~hility of funding to 
,. constciin' the level and character of employmenL , 

" ,'" •• _\"C , _ 	 ' 

Raise the reprogramming authority from the current $250,000 up to $1,000.000 with 
congressional notification. 

,,!. 	 ~e.ni~ve:'Jlie li~ta;ions' on travel ful'ding to all~w agen,,),' managers to decide the , 
most effective strategy for accomplishing mlssioris. ,:;: " 

Move to a two-year budget cycle to make resource leve,ls more dependable over a 
longer period of time. ThiS will allow for more rational strategic planning in the 
budget formulation pr,,!,,,,s~ ~nd, more time to adjusl to,major changes resulting from 
FEMA's renewal efforts, <lianges in legislation, and potential downsizing require

me~ts:." . "'" It 	 ... 

''\ . ''''fI, ."J': 	 ' 
Authorize the 'Agency to spend up to one percent of its total operating budget on 
employee training rather than budgeting a specific amount in a specific line item, 

.. . " 
'>, ,',"'i' t ",' , , , 

Authorize the ,~gency tq spend up to one percent of it5.!otal operating budget on 
,ini~,ti;7s as,~~jt\~ed~~t~ *g~n9' ren~wal efforts., 
"'·"·'I'''\·''''l~''·· '''''/' ;~", , ", ,

,\uth6iiz~.,t~e. use'of,up IO,SOpereent of , end-of-year funds that would ordinarily 
lap~e',.t,!l. b~:,!,~I*b!6;:,u'!ii~1 i expe~ded for the putpose of improving financial 
managemcmt or adnurustratlve systems. 

+ J, ' I .. •• '; - , , • 	 , 

A.uthorize the retention,9f 50 percent of the pro8!'am savings that result from 
improved efficiency or loWer-cost methods in an Agency trust fund to be used for 
lUpport of new program initiatives. 

Authorize more liberal use oftbe Disaster Relief Fund to fund the total Agency costs 
"soeiated with disaster response and recovery operations. 

c ' . 

Remove all restrictions on using resources from any budgeted FEMA activity to assist 
:in FEMA disaster response and recovery operations, 



, ,i: J ~tilblish~Cr:~tiv:. funding !l'ec6~n.isms'foUcb <9' tru;;t funds, revolving funds. use~ fees, 
" ' . tnSUrance surcbarges, and cost-share revenues to be used to fund Agency aCtivities 

in order to reduce 'the dependence on appropriated fUnds,' , 
, , 

, ! 

ISSUE!'" "FEMAneeCls an expeditions ~ethod to"anilinent lis core personnel resource 
, , ,il' capabliltles'hi emergency management situailons., . 

'I', '.. ."., r"~" " t 
, . It .• , " " 

FEIM Renewal Inltl~tlve: The Agency will seek the n!"cessal}' legislative authority to enter 
,,' 	 intl:c!cooperative' agreementS With no!iprofit'organizati6ns' designated tinder the Older 

Americans Act to assist the Agency il\ its emergenCy management .Jork requirements, 

Key, Inlt!at!ve F ••tureS:~ 

• Would use the skills and talents of individuals 55 years of age or older to assist tbe 
• 	Agency in meeting its emergency'mamlgemimt miSsion requirements in mitigatipn, 

and preparedness, as well ""'esponSe'and recovery, '. , 

Would not require separate appropriations or funding, 
;" 	 !, .;, ;"': ",' ,I 

" Would not reqUire ari'administratively burde~ome'~r?C!:ss to'implem~Dl. 
. I' . 

Would not increase the Agency's F\'E; participants would not be federal emplpyees 
and would not perfo"" th<; unique responsibi\itjes of federal employees. -... . 

, 

ISS{lE, To 'rein.ent' ilself, FEMA will need to undergo an agency.wide reorganization, 
.' 	 Roorganlultlons' frequently requ!,relii. apP,liCa!\oF" ~r' i:edu~ilon-!n.rorce 

proc.du...., which can be both draconian and l.ngthy. Addltionaliy, they create 
organizational dysfunction. FEMA, on the olher hand, needs the personnel and 

, "',"' .' - .. \, ..", ,:',' "" '(0 , t, 'J'-, .d" •

org"nizatlona!,OeXlbUlly to make ;11' reorganization a positive reinvention ." 
\ 	 process ,that 'Ieads t';' aei>h,tltllent:orienled, cu~tomer·based organiZation,

.', ., d" , 

FEM~ Renewal Initiatives: In partnership with the Office of Personnel Management. 
establish FEMA as a 'mOdel' reinvention ,laboratory to implem.mt reinvention strategies 
whicL facilitate an'~gencY.wide reorganization. ' 

Key Initiative F.atures: Examples of the types of flexibilities sought would include giving 
the Agency the authority to: . 

'Band' existing grade levels into fewer bands to facilitate the movement of employees 
without loss of payor rank. 

Use a voluntal)'. early-outJbuy-out bonus. particularly in areas impacted by national 
security downsizing. 

http:implem.mt


IS8m:, The currenl system ofemployee performance and evalu.tlon requires a complele 
,:riiln~e11I!onr as .do.... Ille .m~lhod' by' which poor peifonnance is objectively 
. \dentlliedand adjudicated and exceptional performance I. recognized. 

FEMA Renewallnlllatlves: In partnership with its exclusive bargaining representatives and 
the Office of Personnel Management, FEMA will establish a "model" performance system 
for bc,th identifYing exceptional performers and adjudicating or correcting marginal 
perfonnance within the Agency. 

, \ ... Key In ltIaUve F.ah,res: Flexibilities sought would include the broad authority to: 

Use savings Ihat result from management and administration productivity initiatives 
to recognize employee perfonnance. eohance employee skills, and/or make 
workplace improvements. 

Address poor performance and take corrective actions, 

'r 
ISSUE: 	 FEMA ne.tds to streamline the procedures for conducting damage assessments 

hlithe wake of major catastrophes sucb as Hurricane Andrew: 
. '., ',: "".., ',' 

FEMA. Renewal Initiatives: To enable FEMA staff to make rapid, initial damage assess
ments,·the fea.~ibility of accessing county property t""records immediately after a disaster 
in vulnerable orelLS will.be studied, If using county records is determined to be feasible, 
tests will be conducted,to .verify that improvements to the process of assessing damages 
warr~t w.eiri~' 

, ) .'
Key Initiative Features: 

In an initial damage assessment, the areas damaged and the percentage of damage 
can be marked on a local area map, The property tax records, if accessible. could 
identify the. street,addresses, owners, type of, structure, and' assessed value of all 
dBItJaged prop~rty. A pre-event printout·o! pertinent·inforrnation.that is not subject 
to privacy regulations (assuming no electricity after the disaster) cOuld be used to 
greatly farililate the paperwork onndividual disaster assistance applications, 

"I',' .!' 'Y 	 ., :,,,, 

With the,restol1l![on of power following a ,maJor disaster, .property damage 
assessme!l~~ m!l~e by computer, using local tax assessment information, would be far 
more accurate than current assessments. 	 .. 

,.' , , 
ISSUE: 	 FEMA needs operational office space immediately after, and sometimes during, 

a ml\Jor disaster In Ihe local disaster area. 
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FEMA Renewallnlt!.!!v ... The U.S, Deparun~nt of Agriculture (USDA) currently has an 
eXtension office'that serves every counti' in the Nation. The feasibility of entering into a 
cooperative agreement with USDA thaI' would allow FEMA to use the local USDA 
extension office facilities, telephones, and other equipment for a stated period of time 
foliowing a maior disaster will be explored. 

Ke;1 Initiative Features, 

It is diffieult at best to work out of a hotel room in an unfamiliar town, The 
'.':" 	 cooperation of an emting federal unit could greatly increase the speed ..ith which 

FEMA could set up shop locally. 

The cost of working out of government-owned facilities would be far less tban public 
facilities. 

" ,
ISS1(JE, 	 Ta reaeh an acceptable level of risk reduction, the Federal Government niust 

take the lead and provide to state and local governments and the private seetar 
incentives to· undertake mitigation. Incentives, combined with enactment and 
enforcement or rlsk.reducing building codes Bnd land use ordinances, win 
ensure a sarer built environment as well as reduce the potential rederal and 
state outlays ror Mure disasters. 

FEMA Renewnl Inltlstlv." One mitigation' mechanism is to establish risk·reduction 
enterprise zoo"s in Communities at high or moderate risk from natural disasters. The goal 
of the enterpri,e zone would be to make its buildings and Infrastructure, oYer a period of 
time, models of safety. A comprehensive plan would be desigoed for each zone, using a, 
combination of existing federal and state programs and incentives. 

Key Jnillative Features: 

Remove regulations and restrictions to allow communities to combine funds from 
multiple federal programs in the community into one fund to support the enterprise 
zone project, " " 

Propose legislation to offer tax deductions for materials used in retrofitting existing 
,buildings for business purposes, allowing businesses'to deduct 100 percent of their 
retrofitting expenses from their profits for one year, or allowing businesses to add 100 
percent of the costs to their losses for the year. 

Work with loan guarantors, e,g., SBA, HUD, Freddie Mac, and Fa';"e ~e'; to offer 
special "'nus and conditions, such as reduced interest rates, extended repayment 
tenus, or deferred initial loan payments,-to applicants for loans to cover mitigation 
costs. 
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ISSl'E, Problems of co~plianc(! with the ~Ievation requirements under the National 
Flood Insurance -Program '(NFIP) onen resull from lb. increased cosl of 
construction 10Jhe homeowner when'the flood-damaged house musl be elevated 

'1' 1'1.,',' , ..;. 
or changed 10 meet the currenl code. Currently, Ihese Increased costs must 
come trom the homeowner's pocket as they are not covered under a homeoun

. ers no~d in$~rance policy. . . 
FEMA RenewallniU.liv.s: FEMA proposes to seek legislative authority to provide for the 
increaed cost..of CORS!ruction 1lS part of the standard policy and to establish mitigation 

, ',' .." insurance as an 'additional coverage to the basic flood insurance policy. Mitigation insurance 
. would co~er .cla~ms, fo~ ,repe,titive or substantial flood damage and imminent erosion damage, 

" . 

IS5m:: 	 EmplQyees are given limited financial Incentives to improve systems or realize 

substantial cost savings_ They must compete for limited funds available 
through in~ent!ve awards programs when It is acknowledged Ihelr actions hav'~'.. f . 
.re~ulled.. ln cost savings. Managers and employees know that if they do not" 
'spend funds allocated to them forprojeets, the funds will be reallocated and 

; reduced i~ future years. ' 
I, 

, . 

•-EMA Renew.1 Iniliatlves: Make available to· managers and employees a percentage of 
cost s.'';ngs when well-defm,d projects are completed under budget. By realizing that they 
will benefit financially. managers and employees have an incentive to fmd cost-cutting 
measures that will not impact future budgets or power bases. This initiative would result 
in: 	 .., . 

An incentive awards bonus program that would provide for participants in a project 
that results in a cost savings to share up to twenty-five percent of the money not 
fpent. 

The remainder of the cost sa\ings would be directed to an Agency trust fund or 
t o·year revolving account for renewal initiatives. 

ISSUE, 	 Previous disasters) such as the Loma Prieta earthquake, have proved that 
tnking appropriate mitigation nctions before an event happens will reduce the 
cost of lhe disaster after it has occurred. There are few incentives or sources 
of tundingf however, available to state nnd local governments to undertake 
mitigation. Mitigation currently is dependent primarily upon funds that 
become avnllable oner a presidential disaster deelaratlon. , . 

FEMA Renewal InitiativeS! FEMA proposes that legislation be sought to establish a 
Natural Hazards Mitigation Trust Fund (NHTF) that will support mitigation activities. 
indepene ent of a presidential disaster declaration. 
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Key Initiative Features: 

Seek authority to put five percent of the annual appropriations to the President's 
Disaster Relief Fund into lhe Trust fund. 

Seek authority to put up to $20 million annually from the National Flood Insurance 
Fund into the Trust fund. 

Seek authority for tax deductibility of all private contributions to the fund. 

Create a first-class U.S. postage stamp that symbolizes emergency management and 
disaster relief, with one cent of the cost of each stamp going to the NHTA and one 
cent going to the Disaster Relief Emergency Fund. 

ISSUE: 	 Disaster ReHef funds nre limited and must be replenished through congl;'es~ 
sional appropriations at the time of need, which impacts the federal budget 
deficit or availability of funds (or other intended purposes. A Disaster ReHef 
and Recovery Trust Fund could be built up over time, with contributions 
through many sources. This fund would be used to finance the cost of federal 
dis,aster reUefprogrums without conflict with programs and contributions to the 
American Red Cross £!.nd other charitable organizations~ 

Key InitiatiYe Features: Establish mechanisms for people and organizations to contribute 
to a Disaster Relief and Recovery Trust Fund through: 

Creating a first class U.S. Postal Stamp tbat symbolizes emergency management and 
disaster relief. with one cent for each stamp purchased going to the Disaster Relief 
and Recovery Trust Fund and one cent going to the Natural Hazards Mitigation 
Trust Fund. 

Asking Congress to consider adding to the IRS Fonn 1040 (Individual Tax Return) 
a box for people to check to contribute $1 of their tax refund to the Disaster ReHef 
and Recovery Trust Fund, 

Pursuing similar avenues that would allow people and organizations to contribute to 
fundlng future disaster relief commitments. 

ISSUE~ 	 The private sector wants to be involved in emergency management ,pI:0gramsj 

especially in response to a disaster of nationwide impact such as Hurricane 
Andrew or the Great Flood of 1993. Contributions 10 federal emergency' 
management and disaster :relief programs by private sector and commercial 
organizations are limited or prohibited by governmental rules and regulations. 
Mechanisms need to be sought before disaster strikes to make use of private 

---~~~-----------~-----

17 




sector resources and capabilities in ,an organized manner. The private sector 
sbouid have a major role in contributing to'a nationwide emergency manage~ 
men! capability. 

Key Initiative Fe.ture" As part of tbe partnership, FEMA will peruse ways to bring the 
privat,e sector into a nationwide emergency management capability. The initiative 'Will 
peruse! such avenues as: 

Relief from governmental regulations which specify restrictions or requirements that 
could be redirected to emergency management programs-e.g .• current licensing 
requirements for radio stations to donate air time (or public service announcements. 
In li.eu of these free announcements, the station could pay its costs for maintaining 
status as an Emergency Broadcast Station. 

Advertising mechanisms that allow commercial entities to support emergency 
management, either through promoting self-preparedness of employees or initiating 
emergency 'management campaigns. " ' 

Ways to use commercial assets, e.g., satellite links or technology, without cost to the 
government. 

Competitive practices that involve the private sector in emergency manage men! 
campaigns and programs. 
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FEMA NEWS BRIEF 

Vol. I, Issue 1 

The Director's letter 

Dear Friends and Employees, 

Th" weeJcs since my confirmation as FEMA 
Director have been exciting. eventful. and busy, 

The' Mississippi floods, cooting so soon after 
my arrival at FEMA, saw to it that myorienta
tion at the Federal level was complete and 
quick, As the response and recovery processes 
go forward. 1 continue to be astonished and 
pleased at the competence and comntitment of 
FEMA employees everywhere-at headquart
ers. in the regions. and in tbe field - who are 
dealing with this catastrophe, I believe that you , 
are doiog an outstanding job bull want to chal
lenge You to do more, I can see through the 
scope of damage and lerrible tragedy that some 
things ,:an be improved but, overall, I want to 
conypend you with deep sincerity for your ex~ 
cellent work, This applies to you who are.desk· 
bound. plarnting for the next disaster. as well as 
those who are on t.he front line of response, 

, 

The first commitment I made when I ac
cepted ·:he job as FEMA Director was to you. I 
comntit to you to revitalize the Agency to make 
• be.!!e! FEMA; to improve employee morale; 
to keep open the communication to and from 
my staff and associates; to distribute my tes
timony .md speeches to all staff; to maintain the 
"open d:J.or" sessions on Thesday mornings; and 
to continue to solil:it-and listen - to your ideas 
and sug~estions, 

The: nature of my management style is to 
consult with as many people as I can before 
making decisions that affect those people. The 
ideas and suggestions you have given to me 
since 1 ,:arne on board have been valuable. In· 

July 1993 

deed, I view them as critical to the renewal of 
FEMA I would like to share with you what I 
gain from participating in such meetings with 
staff and constituent groups~ congressional 
hearings. and major conferences, 1 believe Ihis 
newsletter win give you some insight into the 
directions I lake and the decisions and comntit
ments I make, 

An ad hoc newsletter is only one medium 
through which I expect 10 keep you informed 
about what we are doing and report to you the 
commitments we make and how we expect to 
fulfllllhem. This first newsletter focuses on the 
priorities I have set and how we are addressing 
those priorities. For you to contribute to our 
mutual future, it is important that you under
stand where we are headed and how, The 
newsletter also can facilitate communication to 
me. If a constitutent group or person is over· 
looked in my consultations on a decision that 
appears in the newsletter, I encourage them to 
then give me their views whether or not they 
agree with oline, 

I honestly believe that we can tum FEMA 
around, and we have already begun to do so, 
The Agency can and should be an enjoyable 
place to work and you can and should be proud 
to work here. Our mission is vital to the 
American people and we have the strong sup
port of the White House to carry it out. To
gether*with congressional support~ we can and 
will continue to build the capability and earn the 
respect that FEMA deserves. 

1 am spending a lot of my time on improving 
our congressional relationships. Congress can 
help to make changes and obtain funds to 
achieve our goals. and its actions can have a very 
personal impact on each of us, So I ask for your 
understanding if [ can't participate in your 
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meeting or address your conference because of 
a congressional priority. Over the long run, we 

...ill find that improved relationships are a sig
nificant asset. 

I cnallenge you to view positively the chan
ges we are now going through. It is a time of 
renewal-a time of opportunity to create an 
atmos:?here in which new ideas and different 
approaches flourish. Make your ideas known. 
Join ..ith me in being a part of the exciting new 
Administration, a renewed FEMA, and a better 
served American public. 

James Lee 

Renewal 

"Renewing FEMA," the Director's short 
phrase for his vi,ian and goals far the Agency, 
began when James Lee Wit! stood in the lobby 
and gleeted headquarters employees as they 
repomd for work the morning after his confir
mation. It continued with the announcement of 
the o,en-door policy. This policy is best de
scribe<las the way Director Wit! plan.. to keep 
open the Hnesof 4:ommunication to and from all 
empla:!ees. It is a means by which employees 
can bring to his attention their viewpoints on 
any subject of concern. Most of all, it is the 
Direcllr's way of creating a partnership With all 
levels of his staff. 

Another element of the renewal process is 
Direct.)r Will'S recognition that FEMXs em
ployees are its greatest asset. He values the 
OpiniolS of employees and has demonstrated 
his commitment to ensuring that their ideas and 
sugges tions are considered. 

Involvement 01 Employees 

In nddition to the open-door poUt)', visits to 
regional offices. and "broWll bag" lunches. the 
Director asked employees to subn:it ideas and 

suggestions for better ways to do what FEMA 
does: help people. The response was over
whelming. Suggestions were submitted in 
numerous ways-indirectly through supervis~ 
ors, directly, anonymously, and confidentially. 
Recommendations piled up two feet high. Each 
one was nevertheless given personal attention 
by the Director. 

Examples of suggestions submitted by em
ployees that have already been, or are being. 
implemented are as follows: 

• Establish an arbitration process for resolv
ing disputes . 

M• Distribute the Director's speeches and tes
timony to employees 

• Consider appointing an ombudsman for 
FEMA 

• Develop a credo for FEMA. 

The seriousness of the Director's commit~ 
ment to involve all levels of emplayees and 
associates in the renewal" became clear when 
regional secretaries and clerical e~ployees, 
who normaliy have few, if any, opportU'nides to 
intemct with high-level headquarters staff, were 
invited to meet with the Director while attend
ing a training session in Washington. Other re
gional employees are being in~"ited to 
participate in renewal meetings whenilthey are 
in Washington, and a representative .. of each 
FEMA bargaining unit has been aske~ to par
ticipate in discussions and provide suggestions 
for the renewal process. . 

On July 21, a meeting was held with the 
presidenls (or their representatives) of each of 
the bargaining units in FEf',,!A. The purpose 
was to involve the union in renewing FEMA and 
to solicit its views on reorganization. The Direc
tor dearly recognizes the importance of incor
porating into the renewal process the people 
and ideas the union represents.. 
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Involvement 01 Senior Managers 

In Ihe very early stages of renewal, managers 
of pro~am offices were requested to submit 
issues for consideration in rebuilding FEMA 
and cnoating a national emergency management 
system that the citizens of this country expect 
and de ,erve. Senior managers also participated 
in the renewal process at a planning retreat. 

Tht: Director formed a review team to study 
FE~·1A:s organizational structure and recom
mend <:hanges to improve effectiveness and ef
ficienC:l. The team is also looklng at the findings 
of FEMA task forces, external organizations, 
and od,er review teams to study the feasibility 
of instituting their recommendations. 

In the Wider World 

Renewing FEMA is cenainly timely as it fits 
so well with the broader Adntinistration goal of 
reinver,ting government. Both President Clin
ton and Vice President Gore are focusing On a 
"government for our tomorrows, not our yes.. 
terdays," The National Performance Review 
(NP~) team, worklng with and reporting to 
Vice President Gore on "reinvention" issues, is 
gatherillg information about FEMA. The team 
will work with FEMA as it redefines its role, 
restruc~ures the organization. and generally 
continues its renewaL 

MallY people in FEMA have talked wi th 
representatives of the NPR and have worked 
with th.,m to understand FEMl':s imponance 
within the rederal system. It is, after aI!, one of 
only a f,)W agencies that really touches all levels 
of soci!,ty and can have a positive impact on 
society ·:hrough its activities. 

Our interaction with the NPR team is sig
nificant because it will report on the Agency to 
Vice Pr,,,ident Gore. At the same lime, FEMA 
will submit a companion report to the Vice 
President on renewal. Our repon will indude 

our plans to reorganlze FEMA to be more sup
portive of the Director'S goals. 

The Director will meet with key congres
sional leaders to keep them apprised of our 
progress and to seek their support for the chan
gos. 

The renewal of FEMA is an important com
ponent ufthe Administration's work of improv~ 
ing government. As part of this effort, we must 
outline the new structure sooner than we had 
hoped. The basic structure is now scheduled to 
be ready for inclusion in the August 6 report to 
the Vice President. A period of negotiations will 
follow, after which we hope 10 have the renewal 
and the reorganization approved and an
nounced by the Vice President by September7, 
1993. Development of the details of the or
ganization and its implementation strategies, 
however, will continue as we work toward 
having the new organization in place as soon as 
possible. 

The new organization will set the tone for 
the new FEMA. 

looking Ahead 

Much work has already been done by in
dividuals and groups of employees but much 
remains to be done. FEMA. created from many 
separate parts, took a lot of time to come 
together. Ukewise, it wi!! take time for renewal. 
Information must be analyzed, problems iden
tified and resolved, altematlves and options ex~ 
plored, costs considered, priorities identified, 
recommendations formulated, and difficult 
decisions made. 

As we address these difficult tasks, we are 
carefully studying organlzational issues and 
analyzing how we can do our jobs more effec
tively and efficiently. We see the Agency not as 
stagnant, but as an evolving structure for the 
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support of our state and local customers and. 
ultimately, the victims of disasters. 

Fcr success with the renewal. eacb ofUS also 
must 'x: willing to accept - perhaps even wel
come and participate in making-changes. We 
must prepare for cluing'sin systems and in op
erations. More importani, we must be prepared 
to change ourselves '"'how we do our work, how 
we wtrk with others, perhaps even how we bo
have, ,Some of us m.ay also need ,to look at 
changing our attitudes"our cominitmerit to our 

, work :Old ,to the mission of the Agency. 
, 

During renewal. w.e need to anticipate the 
long~:erm a~hievements of a more efficient and 
effective FEMA: 

•. Can we provide more timely and respon~ 
s';ve emergel1CY. management services to 
J.,merica? 	 ' 

• Will disaster victims be helped by our fu
ture response and recovery efforts? 

'" Can weex~edwhatourHcustomers" -the 
public - expect of us? 

• Can better semce be provided at reduced 
_. costs? 

'" Can we reduce the number of victims and 
the cost to the federal treasury through 
enhanced mitigation efforts? 

• Can we help to'build stronger emergency 
management at the state and local levels? 

..' 
We all know what can be gained in this' renewal 
of FEMA: quality services that our customers 
expect and deserve, and respect and recognition 
that we deserve for our-p~rformance, 

Events 
Activities and events related'to the FEMA renewal 


are being added each day, Planned activities are listed below.
. 
, 

•J;dy 28-30. Seminar for regional secretar
, i"s and clerical employees 

•.My 29. Brown bag lunch with the Director 
,for randomly sel~cted employees 

,.August 2. Senior Managers' Working 
Group 

, 

, 

.August 6. Director submits organizational 
structure and NPR report input 

• August 13. Director meets with Vice Presi
dent Gore to discuss NPR report 

• September 	7. Announcement of the 
FEMA renewal plan by the Vice President 

lVu are the key to making a difference. II;, must work together to institule change, 

James L. Will 
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Federal Emergency Management Agency 
Washington, D.C. 20472 

D!R 

September ~4# 1993 

MEMORANDUM FOR: tIl FEMAYJl9r~ 
FF:OM: .1'"7 ~!t;Ut!w~ 

~ Director 

SUBJECT: ItAIl Handsl! Meeting with vice President Gore 

I am plE~ased to announce that Vice President Al Gore will 
participate in an "All Hands" meeting Of FEMA employees on Friday.
September 17th starting at 1:00 PM. The meeting will-take place in 
the Department of Health and Human Resources Auditorium. Access to 
th:! auditorium is provided at the C St. entrance to the MRS 
building. 

Wal:lhinqton area employees are invited to attend the meeting on a 
fi::st come - first serve basis. The auditorium holds approximately 
501) seats plus some roolTl for standing. 'Please be in place by 12:55 
PM and brlnq your FEMA identification badge for admission to the 
auditoriu1tl. 

I have askad the Office of Information Resources Management to make 
arrangements to broadcast the meeting to as many Regional offices 
anc, DFO I S as possible. The meeting will also be broadcast on· 
FEr-!A's Channel 6 at headquarters for those employees unable to 
attend in person. Also, those persons who can not attend the 
meeting in person but would like to submit a question to Vice 
president Gore or Director Witt should FAX their question to George 
Haddow at (202) 646-3895 no later than 10:00 l\M on Friday, 
September 17th. 

ristri but1on: H(All PerSHoFld) 



Federal Emergency Management Agency 
. Washington, D.C. 20472 

, !)i r 
November 24, 1993 

MEMORANDUM FOR: All FEMA Employees 

FROM: J~mes L. Witt .--l".'~L~ ~ I I);t/:
Orrector V_~ 0\' (..(/.. 

5UB.IECT: Implementation of FEMA Reorganization 

I am pleased to announce that our new organizational structure will be officially 
implemented on November 28. 1993. With the support and cooperation of all of you, 
we a'!"e able to move forward with the new FEMA earHer than anticipated, 

I want to express my appreciation to the Office of Human Resources Management 
(OHRM), our bargaining unit representatives and the new management team for their 
hard work in making this happen. As a part of our implementation plan, each of you 
has been notified of your individual placement in the new organizational structure by 
your new supervisor. As we imprement the reorganization, we will have to work 
closely to assure transition of functions and programs from the old structure to the 
new. I am counting on your understanding and cooperation over the next few weeks 
as WEI continue to work through the details. Also, In the coming weeks, I will be 
provicling you with the details of our FY 1994 operating plan and how this will affect 
the m!w organi.zation. 

I mad':l two promises during our meeting on October 18, 1993. One was to visit each 
of YOLI to talk about the reorganization and the future of FEMA, I have started this 
proceHS and J plan to spend as much time as possible in the naxt few weeks visiting 
each Nganization. 'have also had the opportunity to visit several of our Regions and 
will continue to do so. The second was to have a process whereby employees could 
raque!>! reassigrlment under the new reorganization. OHRM is designing a process and 
we hope to have something'to announce after January 1, 1994. 

Once (lga[n, I want to express my sincere thanks to each of you who participated in 
the reorganization effort. J want to encourage you to continue to provide me with 
your ic'eas and suggestions as we fine~tune the structure in the coming year. 

On NO'lember 213. we embark on a new era at FEMA. Our new organization provides 
opport'Jnities and challenges for each of us. Opportunities and challenges to improve 
emergency management. improve our operations and our workplace and better serve 
our customers. the American people, I know with leadership, commitment and 
teamwork we will meet these challenges. 

Distribution: l-l(fl.llPersHqFld) 



Office of the Director 

Federal Emergency Management Agency 
Washington, D.C. 20472 

Dir , NOV 24 I!m 

MEl40RANIlUM FOR: 	 All FEMA Employees 

FROM: James t" Witli~" J..L? / " J
Director ~ i 0\" W~ 

SUllJECT: 	 FEMA senior"" nage.ment APPointments 

" 
I 8.m pleased to annO'unce three individuals who have been nominated 
by President Clinton to' senior positions at FEMA: 

~ Carrye Burley 8rown to be the Administrator for the 
u.s~ Fire Administration 

• 	 Elaine.A. McReynolds to be Administrator for the Federal 
Insurance ~dminis~ration 

* Richard T~ 'Moore to·ba AssO'ciate Director for the 

Mitigation Oirectorate 


The nomination.of each of these individuals will be forwarded to 
the a.ppropriate Sen~te committee for a confirmation hearing and 
eventual conf~rmation vote by the full Senate. We anticipate that 
these ·activities will occur when the senate returns from its 
hollaay ·break ·in January 1994 .. We bope to have these individuals 
on j:1oard ,at tEMA within the first 2-3 nonths of next year. 

In Hddltiol't, I have appointed Richard W. Krimm to be the Associate 
Dirnctor for t:h~ Response and Recovery Direotorate. 

. . 	 . 
• ' w I

E'.ell of these inaivlduals. bring" a wealth of personal and 
prc-J:essional experience to their designated positions. I am 
eonl'ident tbat they will provide the leadership FEMA will need to 
meet: the challenq~s of the coming years a 

Carlye Burley Brown has worked with rENA for several years as a 
pro.fessional staff member of the Subcommittee on Science, House " 
Co1lUt;ittc.e of Science, Space and TechnologYa She has served as the 
lead staff for FEMA fire programs such as the Fire Administration 
It.uthQrization Act of 1992 and the Federal Fire Prevention and 
Control Act.. She will bring extensive budget knowledge and 
experi~nce for FEMA fire programs~ 

Distribution, H(Al1?ersHqYldl 
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Elaine MCReynolds will join us from the State of Tennessee where 
she currentl'y serves as the state/s Commissioner of Commerce and 
Insurance. In this %'ol'e, E-laine has supervised a 600 person s-taff 
regulating over 1,500 insurance companies, 55,000 insurance agents, 
30 / 000.' SEtc:urities brokers', 1,000- securities firms, and 
appC'oximatoly 3 billion dollars in investment offerings. Elaine 
wor:k.ed with the American General Life and Accident Insurance 
Com:?anytffor 15 .years prior. to jO;i"ni~9 state government. 

,, 
Richard Moore haa served in the Massachusetts state- legislature 
5inl:& 1977 ..'and" on the Board of selectmen of- his hometown of 
Hop.!!dale, MA from 1970-77 ~ As an' elected official, Mr. Moore has 
a direct understanding of the financial, social and political 
rea11ties state and local officials encounter. This experience 
will be invaluable to FEMA's', efforts in promoting a national 
mitiqation strateqy to state and local officials around the 
country • '~ " 

Many of you have worked for,or know Dick Krimm. Dick first came to 
Washington to serve as the Assistant Administrator for Flood 
Insurance at, the Department 'of Housing 'a'nd Urban Development. He 
joined \:PEMA"' dn:> \.1.979 ·and most recently "served as the Deputy 
Associate Director 'for the·'·state· and- Local Programs and support 
Dir.,ctorate. As the Associate Director, Dick will enable us to 
mairltainl the continuity and momentum' FEMA/s response' and recovery 
actl.vities have gained in the past several months. 

' .. ,- ;t.: ',' ' i 

TheE.e four individuals will bring many years of public service and 
private sector experience directly relevant to the positions they 
will hold. I look forward to working'with them in the years to 
comE.• 

, 
\ 
\ 

r: ' 
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Federal Emergency Management Agency 
Wuhington, D.C. 20472 

. October 18, 1993 

MEMORANDUM FOR~. EmpIOyee~r. d1tt.~/f1)
FROM: . rame. w.Wf, 

; Director 

SUE·JECT: Reorganization Announcement 

Today I will speak to all FEMA employees about our new organization and the exciting 
opportunities it offers us to make a real impact on emergency management in this country. I 
am pleased to provide you with the organizational structures that have been developed in the 
past rew weeks as we functionally realign our resources and responsibilities. 

Several importml accomplishments are achieved in FEMA's new organizational·structure. 
We ;jave a structure that will improve our ability to work together, because we are dependent 
on e,eh other to accomplish our agency's mission. We have reduced at least one level of 
management at headquarters, so that the decision making process is stteamIined. We have 
eonsistent headquarters and regional structures. We have increaSed the manager to employee 
ratio to meet the Clinton Administration's guidelines. Most importantly, our new 
orgallizational structure' allows us to make the changes thaI Congress expects, and that we all 
know are necessary to survive as an agency. 

. CoOt.:rns have been expressed about the intended grades in the new organizational structure. 
Let me again reiterate that FEMA's reorganization is not intended to benefit anyone by 
in.,.ased grade or pay, nor is it inteodad to impact anyone by reduced grade or pay. Some' 
Divi:;ion Director pOSitions have been designated as GS-1S positions, Consistent with the 
Administration's goal to reduce the number of senior DUlnagement positions, no one should 
expe>;t that Division Director positions will at sorne point in the future be graded at a higher 
level. 

Man:' more questions and conce,!", need to be answered during the next phase of our 
teOl'l!anization, I assure you that we will move forward as quickly as we can to put people 
into I>o.ilion. in their new organization. This will be done fairly and equitably, After the 
reorganization is in place, we will also implement a process to give eonsideration to those of 
you who want to learn a new area or be reassignad. 

Man,' of you have participated in the reorganization process. I orge you to continue to work 
with me, and the new management team, to make the changes that I have outlined. I am 
eomnitted to making these changes, and I ask for your suppon and commitment to change, 
Worl:ing together, we can create a professional and meaningful work environment that 
supports innovation and meets the mission and goals of the new FEMA. 

AtUlchments 
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STEPS FOR REALIGNMENT OF 

THE FEDERAL EMERGENCY MANAGEMENT AGENCY 


OBJI:CTlVES: 

o Effect the realignment of FEMA employees to the new organization atructure 
a. el<pedlously as possible 

o Asaure that all employee. are placed In a posftlon at their .ame grade and 
wlthtlut any loss of pay . 

o Effect tha realignment an at once rather than In segments 

STEPS: 

1. Director, FEMA wRi meet with appointed Directorate and Office Haads to 
discuss the realignment process 

2. Realignment process Is discussed with Union representative. and Joint 
Parto ershlp Counen Is formed 

3. Personnel actions freeze Is enacted to facDltate completion of the 
organi>:atlonal realignment • 

. . 4. OHRM buDds new organization atructure In the personnel system 

5. Apptllnted Directorate and Office Heads Identify and submit to DHRM 
crosswalk of positions to b. realigned from the old FEMA structure to the new FEMA 
atrueture 

6. Realignment actions are ravlewed and employees ara notIDed by personnel 
action of their realignment 

GOAL FOR COMPLETION OF THE FEMA REAUGNMENT: Approximately 45 DAYS 



October 18, 1993 

SUMMARY OF THE NEW FEMA ORGANIZATION 

Duri ng the period since September 7, 1993. when the new FEMA organizational 
stru!!ture was announced, many views and Issues have been considered. The following 
outllues the Director's declslon or perspective on some of the key issues and changes 
that have been Incorporated Into the new organizational structures. This summary d_ 
not ,,!tempt to address all issues and questions that were identified through this phase of 
the reorganization process. Rother, It empbaslzes those thst ore of the mosI interest to 
the rlll\lority of FEMA people. MIssion and function statements, which will be released 
In the near future, bave been drafted for each of the Offices, Directorates, and 
Administrations that comprise the new FEMA. 

IIiIl..:i)ffice lit tlle.plrector. The position of Director of Program Coordinstion previously 
1Ulll00meed will not be created. The position of Chief of Staff will be maintained with 
responsibilities to support the Office of the Director. The Deputy Director will serve as the 
AgenOJ' Chief OPerating Officer as required by Executive Order. 

QffIl:e of Ibe Ombpdsman. The position of Ombudsman still needs to be created and the 
respo llSibilities of the position defmed. The need exists for someone to negotiate and resolve 
complaints beth internally and externally, which could result in the Ombudsman being 
assigned functions which do not interfere with but rather supplement existing complaint 
resolt.tion mecilltnism~. The General Counsel has been asked to provide advice as to the role 
and n:sponsibilities of the Ombudsman. 

E!.m!tlIe Bom:d: The Board membershiP will be primarily senior political managers, 
including representation of Regional Directors, but will include other selected managers 
depeojing on specific issues and matters brought before the Board. The Board will meet at 
least quarterly to review the agency's overall direction, performance, and policies. Other 
meetillgs will be scl1edulud as recommended by Board members or the Senior PolicY 
Advlslf, or as requested by the Director. 

QIDg, of Polk:! and Assessment: The Office of Polley and Assessment wUl have a major 
role te' support tbe Director and senior agency managers through management and oversight 
of ageoey policY· development, strategic planning, performance staudards and assessment, 
innov,tion, and organizational development. Staffing of the OfflCC will be supplemented by 

. details and rotational assigmneuts. In the fu1llre, consideration wUl be given to establishing 
. two ce,mpetitive positions for one·year developmental assigmuents fur agencY employees at 

the m~12 through GS-14 level. 

BeCau,e of the Director's emphasis on revising and ....blishing 'gooey polley. the Office 

will hi, actively involved in defming ageoey policy .and ensuring that subordinste level 

policies and priorities are consistent with ageoey policY and direction. To illustrate the 
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~ 	 relationship between agem;y and subordinate policy, the Office of Policy and Assessment has 
been assigned the function to 'provide a system for identifYing and monitoring status of 
major actions to be taken to correct deficiencies and shortfalls in agency progmms and 
open,tions.· Each staff office, Directorllte, and Administration will be required to ideotifY 
and maintain their own evaluation and corrective actions program consistent with the overaU 
agen'}' progrnm. 

Ovenll responsibility for the agency's environmental impact and assessment functions have 
been assigned to the Office of Policy and·Assessment. with tecbnical assistance to be 
provided by other parts of the organization. 

~e oftbe Jnmector General: The Inspector General participated in FEMA's 
reorganization process, and has made changes in the Office consistent with the FEMA 
Director', guidelines. The Office of the Inspector General will be integrated into FEMA 
agency activities with the objective of working together to improve management pro;:esses 
and delivery systems as they are being develOped. Except for the independent investigations 
oondrcted by the Office, the Office will be included as part of the FEMA management team. 

Qffio: of the General Counsel: The Office established a new Divisional structure and 
relIIig aed resources. A priority responsibility assigned to the Office is • reView of agency 
authOlitles and recorrunendations to the Director for delegations consistent with the new 
organ'zational structure. The Office of the General Counsel will continue to be the only 
SOUI'!;(' in the agency for legal advice and services. 

lilltii!lll!l SesylitI Coordinator: Responsibilities of the National Security Coordinator are 
assign l<l as a collateral duty to the cruef of the Special Projects Unit aligned in the Response 
and RJ:covery Directorate. In the capacity of National Security Coordinator, the individual 
will bl! responsible to the Director for ensuring FEMA's national security requirements are 
fulfill,d and representing the Director in national security policy matten;. 

Qffi~ of Con[ll"l'SSlonai and Governmental Affplrs: In addition to focusing on ongoing 
Congn,ssional imd legislative activities. this Office will have increased responsibility for 
intergc.vemmental and external activities. Emphasis will be placed on providing information 
to Congress and ,:onatituency groups. Preparedness and exercise activities associated with 
NATO and the Canadian agreement, and personnel responsible for these activities, were 
transfemed to the Preparedness, Training, and Exercise Directorate. 

OffiC!lof Emetl)llllCY IlIld l'ubllcJnfoppatlon: This Office will be the focal point for 
release of all public information and emergency preparedness materials designed for use by 
the puHlc. Each Directorate and Administration will be expected to coordinate their hazard 
specifu: public information and education materials with the Office of Emergency and Public 
Iofonmtion so that materials released by FEMA have a consistent message. The entire 
television studio capabilities at the Special Facility will not be transferred to the Office of 
Emerg".cy and Public Information. Only those positions in the Visual Communications 
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Section will be transferred to this Office. A decision will be made during the 4S-day 

implementation process as to how the technical capabilities of the Visual Communications 

and Broadcast Support Bnmch will support the beadquarters studio (Recovery Channel) 

whie h is being built. 
, 
QfIi;e of Equal ODoortnnity: The Office of Equal Opportunity will actively revamp the 
agency's affirmative actions program and strive to improve our cultural diversity, particularly 
in higher grades and management positions. The Office will support the Director's Equal 
Opportunity Committee, which has recently been rechartered 10 include wider agency 
membership at different grade levels. 

QI'.!ij:e of Human Resourses Manruremem: A major area of responsibility aligned with the 
Office of Human Resource Management is the overhaul and management of the agency's 
DIs""ter Assistance Employee (DAB) and Special Disaster Assistance Temporary Employee 
(SDATE) programs. Three additional poSitions will be assigned to this Office to revise DAB 
and ::DATE prognlm policies and implementation. The Office has also been given 
respcnsibilities to staff emergency assignments and activate people to fulfill those 
assig:ll1lents. 

The Local Area Network (LAN) administrator supporting the Office will be detailed from the 
Oper.llions Support Directorate to the Office of Human Resources Management for 120 days. 
This will ensure the Personnel systems are supported during the changes in organizatiollJll 

. 	assigmnents. In the next 45. days, the Operations Support Directorate will develop a 
recommended policy. on agency LAN administration. 

The Office of Human Resources Management will no longer bave primary responsibility for 
employee and executive development programs, but will provide advice to the Preparedness: 
Training, and Exercise Directorate. The Executive Review Board will also continue to bave 
• 	role in outlining the requirements for the ageoey's executive development program . 

.Q!Ii!): of Ji}n!l!l#al Manaf!!l.!!l&!!t: The Director of the Office of Financial Management will 
serve as FEMA's Chief Fimmcial Officer. A priority of this Office will be to develop an 
inregr,ted fmanei.1 system through which all FEMA budget and financial matters will be 
mananed. The Office of Fimmcial Management will be bald accountable to the Director for 
maintaining up-to-date f1!l3.llCial information, including the management and statuS of the 
DisaS1er Relief Fund. Responsibility for Fimmcial Assistance Agreements (Cooperative 
Agreements and Grants) will be consolidated in the Office. The Office of Financial 
Management will be the primary poim of contact with the Office of Manngement and Budget, 
and will provide oversight and guidance on all fmancial and budget matters to all FEMA 
entities, 

A temporary Fimmcial Systems Development Project Team will be formed inunediately to 
completely revamp the agency's f1!l3.llCiai management systems. Within six months, this 
Team win be expected to develop and implement a centralized system that provides the 
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-'" 	 Director and all managers with the mecbanisms for accountability and fmancial management: 
The J'roject Team will be supplemented by people from other parts of the organization 
detail~ to provide specialized expertise and support, ' 

lllIk: of Re2lonal O!lerati!)n~: The Office will have a more promiru:nt role in overseeing 
regional activities including management and budget matters, and will serve as the ftrst point 
of contact for Regional Directors, The Director of the Office of Regional Operations will 
"'Pre.en! the regions in headquarters deliberations when regional "'Presentation is not 
possiHe, will ensure headquarters policies and directions are consistently implemented, and 
will ensure that FEMA policies, programs, and administrative and management guidance are 
coord'nated throughout all regions, ' 

Re2Il!nal OffiC!!!i: Simultaneously with deftning the headquarters structure, the Office of 
Regia,," Operations and the reorganization project coordinators and team have been working 
with tle regional offices to establish a regional structure consistent with headquarters, 
Alignment of functions in the regions will he consistent with functional aligoment at 
headquarters , 

All FIlMA regional offices will be consistently organized, with four Divisions and the same 
Branch or team titles within those Divisions, The number of people assigned' will determine 
wheth"r the structure is called a Branch or a team, Branch chiefs will have official 
supervisory resp.:,nsibilities; team leaders may have supervisory responsibilities, but their 
grades are based on program or functional knowledge or expertise, not supervisory 
authotties. 

DIrect'nates and Adntinistrations: 

Each Dimclorate will have a Support Services Liaison Staff that coordinates the Directorate 
management and administrative activities, such as budget formulation and execution, 
personnel and buman resources matters, information management requirements acd 
implememation, technical analysis, action and correspocdence tracking, adminiStrative 
guidal!l:e and procedures, etc" The Staff will have liaison respoIlSibilities to the Office of 
Financial Management, and the OperatiOIlS Sopport Dimclorate, to ensure requirements are 
identift:d and fulfilled, and than will orchestrate their implementation within their own 
DirectClrate, The Staff will also serve as the initial point of emry into the Directorate for 
staff olrces w)len program speciftc or other established relationships do not exist. , 

0perat10!!!! SIl!!!lOl1 DIrectoraIll: The original name of Support Services was changed to be 
consisu>tlt with the preferred name of Operations Sopport at the regional leveL This does not 
in any way diminish the buportaneli of the prentise of "service" to the entire FEMA 
organiz.tion, ,To achieve this putpose, and to avoid creation of duplicate systems, the 
Directorate has established a "Help Desk" concept where requirements for suppon can be 
requesbld, whether hardware, software, communications, or logistics, 
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The agency bas nOI fulfdled its regnlatory responsibilities to develop and implement a viable 
safe:y progrnm. The MERS Safety Officer. cummtly assigned to the Response and Recovery 
DirtCiorate. will be detailed for 120 days to the Associate Din:ctor of Operations Suppon to 
de""lop a FEMA safety progrnm and a plan for its implementation. The plan will propose 
reso = necessary to implement the safety progrnm and its fimctional alignment withln the 
organization. 

A Logistics Division has been created to provide for the agency the type of logistics system 
which currently exists only to support the specialized needs and equipment of the MERS 
Deta:bments. The staff previously responsible for the MERS will fonn the core group in the 
new Division. imt will be supplemented by otber resources. The Division will continue to 
bave responsibility for the MERS logistical requirements. A major priority of the Division 
will he to inventory and establish mechanisms for aecounting for all agency propertY and 
equi~'ment. 

The ~;ecurity Division will refocus its emphasis on the broader responsibilities to the 
orgar,ization rather than on national security and classification issues. The mission and 
fimc~ons of the Security Division will be reviewed to determine those which should he 
emphasized and where the resources should be aligned. Pan of thls review will consider the 
appropriate alignment of the computer and communications security responsibilities included 
in the Information Systems Policy and Oversight Division. 

The General Counsel has been asked to review the requirements of the Suitability Program, 
and "commend to the Director whether progrnm management should be maimained in the 
Security Division, or ttansferted to the Office of Human Resources Management. The 
review will also consider the resources necessary to fulfill the requirements of the program. 

Miti",tiQ!l DirWn!1e: Emphasis will be placed on developing'. national mitigation 
strategy that bas as its objective progrnms, mechanisms. delivery systems, and funding to 
reduce the impact of disasters. regardless of the cause. Creativity and new ways of 
accomjllishing poeventive measures will be expected. 

The agency focus for Geographical Infonnation Systems and related requirements for 
datab",:es. systems. and automated assessment capabilities will he driven by the Mitigation 
Direcwrate as pan of the Hazard Identification and Risk Assessment Division. The 
Response and Recovery Directorate and other users will idemilY their requirements to the 
Mitigation Directorate. The Operations Support Directorate will provide the design and 
develol'ment support to meet the needs articulated by the Mitigation Directorate. 

The Hazard Identification and Capability Assessment system currently aligned in the 
Preparedness. Training. and Exercise Directorate will be evaluated. and that portion of the 
system appropriate to be integrated into the Hazard Identification and Risk Assessment 
Divisio.l will be transferted later. Guidance will be provided to the regions as a result of the 
evaluation as to their responsibilities and alignment of the function in the regions. 
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frml!l'edll§$, Trainlna. Md El<erciseslPIEl Directorate, Various programs have been 
integIaled IhroughOUI the Directorate 10 focus on building an all-hazards capability. This 
included consolidstion of Federal, State, local, and regulatory exercises under one 
organizational Illlit. Because of standing agreements and the reimbursable aspects, a 
Regulatory Services Coordination Unit was established to provide a single point of contact 
for C(ordinating the overall Radiological Eme;&ency Preparedness program and Chemical 
Stoc",ile Emergency Preparedness Program. This mechanism will ensure that the 
expecilltions·of the Department of Defense and the requirements of the nuclear power plant 
regulaory process are maintained within FEMA, without maintaining hazard-specific 
functbns which duplicate other FEMA functions. 

A major emphasis of the PTE Directorate will be on building capabilities and suppOrting 
State ,red local emergency management programs. PTE will coordinate developmem of 
guidelines and requirements for State aad local planning. The Disaster Preparedness 
Imptovement Grant program pteviously aligned in the Mitigation Directorate will be 
realigned in the PTE DirectOrate. 

A complete review of the functions presently defmed for the Mobilization Preparedness 
prognm, aligned uader the Resources Preparedness aad Capability Division, will be 
undenaken by the National Security Coordinator and the PTE Deputy Associate Director. 
Input ·"ill be sought from other FEMA officials, as well as the National Security Council aad 
other appropriate deparrment and agency officials. The Deputy Associate Director will 
identify those critical fUnctions that must be performed umil the review is completed, and 
align lesources aecoidingly. 

The National Disaster Medical System (NDMS) function listed on the September 7 
organiUltiOnai chan under Response and Recovery will be performed in the PTE Directorate. 
NDM1: is defined in Emergency Support Function #8 uader the Federal Response Plan, and 
is primarily a capability development function uotil it is operationally integrated into an 
overall Federal n".spGnse. Additional resources currently allocated to Mobilization 
Prepl!1':dness will be assigned to FEMA's responsibilities under NDMS, which.includes 
arranging the annnal NDMS conference in 1994. The NDMS function will be aligned in the 
State and LoeaI Preparedness Division, Preparedoess Policy Branch. 

The S~""ial Facility Engineering and Plans Branch previously aligned with the Operations 
Suppal! Directorate will remain with the Special Facility Management Division. However. 
the e!)!:ineering capability now aligned with PTE will have responsibility tll support agency
wide f"cility engineering requirements, not just the requirements of the Special Facility. 

ResJl9l'se and Rrmcry Dim;torat\l: The word Operations was dropped from the title to 
elimim.re confUsion as to it being primarily an operational entity. II will be the primary 
Directc,rate responsible for defining operational requirements. but all parts of FEMA will 
have nsponsibilities to build operational capabilities and implement them when required. 

6 
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This ulcludes responsibilities ror working with the other Federal departments and agencies to 
build capabilities described in Emergency Suppon Functions under the Federal Response 
Plan. lust as responsibilities for NDMS bave been assigned to the PTE. responsibility for 
bolIdirg capabilities in other Emergency Support Functions will be realigned to other parts of 
the O'lionization, e.g .• #7 Resources Suppon. to the Operations Suppon Directorall:. 

Some I(UCSliOns were asked about the Federal. regioruU, aed State aed local planning 
functions listed on the original cbert. The Response aed Recovery Directorate will bave 
respo",dbility to design the operational system into which all planning is integrated. Full 
integra !ion of the cbanges necessary to eliminate some of the previous duplication between 
respo""e aed recovery responsibilities will continue during the implementation process. 

The MERS Detachments will continue to report to headquantrs. Rowever. a review will be 
couducted to define responsibilities to suppon daily activities that the MERS employees can 
perfOttl beyond those currently assigned. ntis review will also determine if there are 
effICiencies aed cost savings by consolidating similar functions performed to suppan the 
MERS facilities and the Federal Regional Centers. 

Primarl' responsibility for situation assessment will reside in the Response aed Recovery 
Directcrate. The function will be supplemented by resources and i:apabilities'in the 
Mitigation, Prepatedness, Training. aed Exercises. aed Operations Suppon Directorates. 

The CHef. Special Projects Unit. will bave responsibilities for overseeing national security 
emergency planning and ensuring that guidance related to natioruU security is incorporated 
into th" overall agency planning and opealing structures, 

u.s. F:l'e AdministratIon: AJthougb the Fire Administratinn remains a separate 
Administration. it will be more fully integrated into FEMA activities. A larger role will be 
defined for the Fire Administration in the area of \Urban Search and Rescue. so that the Fire 
Administration .sr.iSlS in building the capabilities of the fIre services in this operational area. 
The Administrator will also carry the title of Asadciate Director, U. S. Fire Administration. , . 

The File Coordinator position in the regions will not be filled until the functions for this 
position bave been defined aed the determination bas been made .. to avaUability of 
resourc,. to support the functions. . I 
Fcdera'! InsurllD£e AdmInIstration: No major issues surfaced as the Administration was 
re'truet=<! consistent with the Director', goidelitles. The Administrator will also carrY the 
title of Associate Director. Federal iOSUIllIlCC AdMinistration. 
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Federal Emergency ManagementA,gency 
" WOIlbl!'8l,m; D.C. 2M72 

November S, 1993\ 

MEMORANDUM FOR:{]~~b~ 

FROM: . ~g.u 


Direotor 

SUBJECT: Organizational SIrU~tiIre and Management 

I 
Webllv. now aceomplished another step in moving forward toward implementing FEMA's . 
new organization, Branch Chiefs and other key lnanagement positions have·now been filled, 
arid we have anajiproved &ti:uetilre for the new organization. Altlched is. package of 
organizational SlrUctures, along with the names of those people appointed to spoeific 

positions. . , \ . . 

Since my announ<:emenl to you on'October 18,1993, the following managemelJt assigninents . 
have teen changed: , . : . 
. , 

i . 
o Bill Tidball's sale responsibility will be Chief of Staff in the Offi .. of the Director •. 

l 
o Gru:y Johnson has b<ien detailed, effeetil. immediately, to the poSition of Director . 

of the Office of Financial ManagemelJt, In thls cOpaeity, he is respensible"for preparing the 
FY 94 operao)lg plan and the FY 95 budget, Galy will retlin his position as Deputy . 
Associ"" Director for the Mitigarion Directornte,\ and will be involved in the development 
and implementation of this new Directorate. " . . . 

, 
, . 

a Bob Volland is designated as the Acting Deputy Associate Director, Mitigarion 
Direct<;rate, .. ' . .,' . \ ". . 

" 0 Larry Berenson has been appointed as the Director, secUrity Division, Operations' .". 

SuPPOrt Directorate, in lieu of Jack·LilIey, who blts retired. . " .' 


. 0 Un~Rill Jones returns from his assiJ- to the lridmttial College of the Armed . 

Forces., Homer Hervey is designated as the Actln8 Director, SPecial Facility Management 
 -' 
Division, 

i 
The Office of Human ResOUICeS Management (OHRM) has completed the initial stages of 

buildin:i the personnel management system in line!with the new organizational structure, 

Part of this process is ensaring that every person.;" assigned to • speeific Office or 

Directora"" which is now complete. I have asket\ oor new management team to align people 

within their organization consistent with agency priorities, This critical pan of the process 

will be completed in draft by November 12, 1993, 
 I heve encouraged managers to share their 



,. 

<iraft staffing plans with Ibe bargaining WIit ~tives aftu meY hawi been reviewed by 
Ibe OHRM. We hope In finalize organizatInnalassignmenta II) meet a goal of late November 
for iinplemenlR1ion of Ibe new orgmdzation. 

I la!ow IIIllII;' of you have requested that you be assigned In other paxts of the organization, 

or mill'. sPecifically In work for a paIlieularindividwll. The =nt phase of Ibe 

reorganization must be based on appropriate allgnment of l.i.Intdons and resourees, not 

pemonal preferences. I bellow we need In maln!aln this approach In ensure that our new 

organization is implCmenmd as faidyasposslble. As I have stated previously. the OHRM is 

devel,)ping a mechanism lnaUow people In expIeSS lbelr prefmnees for reassignment. 

However, this mechanism will'n\)t be instituted WlIil after we have bad an opportnnlty to 

setlie into Ibe new organization. . ' , : 

You .'ould know that Ibe OHRM has been working diIlgently to complete aU of the 

Ilec"wuy Steps to convert the pel80nnel and payroll systems toth. new organization. My 

tbank> to aU of too people in OHRM for meetingith.'deadllnes and sorting out aU of the 

details that must be resolved In such a msjor reorganization. 


• 
I . 

,I also know that many of you are looking forwaro to tha new organization and the exciting 

oppoltllllities it gives.lIS to maI<e a,<IU'ferenee in =rgeney manageroenL I encourage those 

of you who have found this period of obnnge difficult to think 'bout how you can help 

contritute to the new FIlMA. FQt this new organlza!ion:to su=d, we need to all work 

togeth(:r to meet 1he cbaUenges tliat we continnaUy face as emergency managers. 


Atmchment 

•, 

.' 
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Federal Emergency Management Agency 
Washington, D.C. 20472 

DrR 

September 28, 1993 

M~MORANDUM FOR): All Employees 

. {f1W1~{
FROM: " . Tames t:.Witt 

\~ ~,Director 
I 

SlmJECT: Status of Reorganization 
'1 

'1 
PIOgress on the next steps of reorganization continues. I know many of you have been 
involved in the process, but I want.to make sure that everyone is aware of what has been 
happening the past few days and what is planned to implement the new organization. 

:1 
Senior managers designated to coordinate development of substructures at headquarters have 
been workini~ diligently to design proposed sublevel structures. Each region has also 
piJPosed substructures for how their region should be organized. These proposals undergo 
change frequently as people work together to define missions and functions, fmd better ways 
to align resources, and look at the most effective way to organize to achieve our new mission 
and goals: I am impressed with what has been going on: people are working ,together, 
participating in the process, and·looking forwaro to our new organization. This is the 
irrlportant part of the process that will make FEMA's new organization work! 

I l:now that] had told you that we would begin implementation of the reorganization by 
Oc:tober 1, 1993. It is more important to us that we take the time to make sure we have the 
ffii)st effective organization than to meet this deadline. We cannot do this without 
headquarters and regional discussions and input on how each level should be organized. A 
ml:eting between the Regional and Acting Regional Directors and headquarters reorganization 
coordinators is being held on September 27-28. The outcome of this critical meeting will be 
inrmt to final proposals for structures that are consistent between headquarters and the 
re;~ions. 

I will begin meeting with headquarters reorganization coordinators on September 29 to 
di:;cuss their complete proposals, which include mission and function statements and 
organizational structures. Once I have received and reviewed all proposals, I will be 
pr::pared to make the final decision on FEMA's complete organizational structure, for 
headquarters and the regions. My target date for this decision is October 15,1993. 

'I'. 



Wb-en I announce the agency organization. it will indude identification of those people who 
will be in acting management positions down to the Division level until permanent 
as:;jgnments Rre made, These acting officials win work with me. the reorganization project 
te~rn, the Office of Human Resources Management, and others who will be responsible for 
fInalizing the reorganization. My intent is to have the transition to the new organization, 
including all personnel actions, completed within 45 days after the agency organization is 
approved. 

Drring the 45-day period, people will be transferred to positions consistent with the new 
staffing paUel11S and their currently assigned responsibilities, As appropriate staffing 
as£ignments are determined, details to the new organizational structure may be approved. 
Nc permanent transfers can be made until personnel and accounting systems an! revised to 
act: ommodate the new organizational strucrure; all personnel actions must be effective the 
sane date to make sure all employees are paid on schedule, Employees will be transferred 
to ::heir new organization without change in their current grade or pay. AU per~onnel rules 
alld rights of the bargaining units will be followed as we go through the transition process. 

I know many people'have expressed their interest in making career changes in the new 
ol'l]anization. These interests are often consistent with the changes that FEMA must go 
thrJugh in realigning resources, validating the functions that we perform. and prioritizing 
these objeerives that must be accomplished in the short aud long term, After the new 
organization is in place, existing personnel mechanisms and procedures will be used for 
cor sideration of personnel reassigntnents and actions, I support the idea of people working 
in areas consistent with their interests, capabilities, and agency needs. I 

, 
Many of the details assQCiated with reorganization and its implementation are being sorted 
out aud will be finalized in the coming weeks. This will include aligning all employees 
against positions in the new organization structure. Assignments will be based on existing 
fun:tions and responsibilities to the extent possible. ' 

Ev'ryone in FEMA and every program is important. Even though the scope of the 
reo::ganization is extensive, we must transition as smoothly as possible to minimize 
disruptions to our programs and responsibilities. Your ideas and suggestions have been 
UnJ:ortant to the organiiational structure that is evolving. I encourage you to continue to be 
involved through the next few weeks as the reorganization becomes a reality. FEMA needs 
your support and commitment to make the change. that will benefit all of us and the public 
we serve. ! 

I 

Distribution: H{Al1PersHoFldl 
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Federal Emergency Management Agency 
Washington, D.C. 20472 

MEMORANDUM POR:. FBMA Employeesl 
FROM: n,!f:f1fJ:: hi16

U Director 

SUBJ:SCT: 	 Proposed Reorganization of FBMA 

On Fliday, August 13, 1993, I met with Vice President Gore to'discuss plans for the renewal 
of PllMA as part of the National Performance ~iew' (NFR). My meeting with the Vice 
!'resicent was very productive and he and the President are very supportive ,!f the direction 
and pliorities outlined for the renewal. 

A critical component of the renewal is • proposed reorganization liamework for the Agency. 
~. 	 Durin.; the meeting, the Vice President requested that the proposed reorganization of FBMA 

be included as part of the announcement of the NPR initiatives be will make on September 
7, 19!(l. Therefore, as I noted in my memorandum of August 9, 1993, I will provide you 
with' etailed information after the Vice President has issued the NPR Report on September 
7, 1993, Between now and September 7, I plan to continue to meet with Congressional 
repres~ntatives of FBMA'Ii committees to seek their views and support for our renewal 
activities. 

We bave much in occupy us in the next tew ~ as the bard wolk of recovery begins in 
tbe Midwest and we continue to face the pOtential for damaging burricanes. I am proud of 
the w,,1k you have dooe and the dedication you have sbown in belping familles and 
comm .nioes rebuild their lives, I request your continued support as we rebuild our Agency, 

Distribution: H(AI 1PersHqFl d) 



Federal Emergency Management Agency 
Washington, D.C. 204i2 ! 

, 

JUN 23 1993 

, MEMORANDUM FOR: 

FROM: 

SUBJECT: Organizational Review 

, 
In my testimony to Congress, I have committed to a renewal of 

FEYA. As part of this renewal I have outlined my priorit!es and 
management philosophy in my memorandum of June 21, 1993. I believe 
these priorities will result in a stronger and more' effective 
emergency management program for this Nation. 

I am extremely pleased with the caliber 'of your ideas and 
re:3ponses on how we can improve FEMA and our programs. They have 
be'im thoughtful and exceptionally helpful. In fact f many of your 
sU!jgestions warrant further discussion which we will be pursuing . 

. NOW, it is time for us to take your ideas and synthesize these· 
suqgestions and issues along with the independent reports on FEMA, 
and begin to determine how we can most effectively achieve these 
priorities. We need to look more closely at our programs and our 
op{~rations and the changes we need to make to achieve the new FEMA. 
To assist me in this effort I have asked Jane Bullock 'to lead a 
stnff effort to review the FEMA organization. This review will 
provide background and information for decision making on 
oruanizational changes that might be necessary to accomplish the 
Aguncy's priorities:. Werking with Jane will be Mel presgraves and 
Rick Shivar. I have attached a brief description of what their 
project will encompass. 

I want to reassure everyone that this will be an open process 
and that. each employee has a contribution to make toward the future 
success of this Agency. However, I think it is imperative that, as 
an Agency, we decisively move forward to embrace the changes that 
are! necessary to improve the effectiveness and efficiency of the 
As"ncy. 17he timetable for this effort is short. I have asked 
Jane, Mel and Rick to complete their effort by August 15 1 1993. 
Aft.er coordination. with Congress. my intent is to begin 
implementation of a reorganization by October ~, 1993. Therefore. 
I am askinH for your cooperat.ion. your support and your p~tience as 
we proceed through the process. 

Attachment 

DistrihutioP! H (AllPersHqFldl 



Organizational Review 

I.!ru:kgrounc 

In order to accomplish the mission of the Agency and the priorities 
thB Director has established. we must 'first examine where we are 
to(~y and then identify what needs to be done to move forward to 
ef]:ect each of these priorities. The intent of this paper is to 
deflcribe the basic approach that will provide a basis for decision
ma}:lng on t:he organizational changes that may be necessary to more 
effectively and efficiently accomplish the Agency's mission. 

QJ;t~.ive 

To review the Agency's organizational and progr~~atic frarr.ework 
fOl: the purpose of assessing whether the programs are aligned in a 
manner that most effectively and efficiently meets priorities and 
accomplishes the Agency mission. 

i>m'l:"acll 

ThE' approach will be for a small group of individuals to 'undertake 
a review of the current programs and functions of the Agency. This 
rev'iew will result in a review paper for. the Director by August 15, 
1993. Th!~ conduct of the review will be accomplished through 
interviews with staff; at all levels of the FEMA organization 

.,.! (headquarters and regions} • participation in appropriate 
prcgrammatic meetings. assimilation of budgets. reports and 
legislative directions on FEMA programs and operations, input 
received during the transition process. and responses to the 
Director'S memo of request for ideas and additional transition 
issues. 

The follow~ng is a list of the initial, broad tasks that have been 
identified as necessary to the review: 

Analyze and matrix current FEMA direction from 3 separate 
perspectives: organization t functions . and programs. Each 
perspective should include, to the extent possible, estimates of 
resource levels for personnel and funding. 

Oev!lop. and seek agreement from management on the functional 
com.?onenta of mitigation, preparedness, response and recbvery. 

Mee: with representatives of the appropriate task forces that 
alr,:!ady exist and have analyzed FEMA programs and functions, such 
as ":he Volland and the Campbell task forces. 

Ana1yze transition materials, issue papers. etc. both new and old. 

Conduct headquarters program interviews. 

Co:::duct regional program interviews. 
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Federal Emergency Management Agency 
Washington, D.C. 20472 

JUN 2 I !PO.? 

MEM)RANDUM FOR~ All FEMA Em~e,,, 

FROM:' J= tfw~ 
V Director 

SUBJECT: FEMA Goals and Management Philosophy 

, ,, 
Many of you may have read some or all of my recent speeches and Congressional testimony. 
So that we all understand the common goals and management philosophy I have set for FEMA, 
I want to summarize them in this memorandum to you. I believe the overall mission, of FEMA 
is to provide the leadership and support for a comprehensive. all-hazards emergency management 
program. To accomplish our mission, I have set the following priorities: : , 
1. Create a national emergency management partnership of FEMA, other Federal dt!pattments 
and ~:encies. State and local emergency management agencies, ~d volunteer and private 
organb~ations, 

Each person in FEMA has a critical role in developing the partnership that will 
make possible a comprehensive nationwide emergency management system. I ask 
each of you to consider our leadership and coordination responsibilities as you 
work with our partners in Federal, State, and local government, in volunteer 
organizations, and in private industry. We must lake the lead to build a "ground
up" capability based on defined roles and responsibilities, relationships, and 
expectations. . 

, 
2, Develop. through this partnership, a comprehensive, riSk-based, all-hazards nationwide 
emergtmcy management system that includes preparedness, mitigation, response. and ·recovery., 

, 
I have announced that FEMA will establish an all-hazards approach to emergency 
management. We can no longer afford to have different systems and responSes 
for different type. of threats or ernergercies. The system we build will be bas!:d 
on a functional approach, with provisions for faclors or requirements unique Ito 
a specific hazard. An all hazards approach allows State and local governments 
to plan and prepare for any risk that may affect their communities. I believe thaI 
the best emergency management capability is based on well established, day-to
day relationships. In disaster situations, people tend to use those systems and 
procedures they are familiar with. As we work toward. truly comprehenSive all
hazards emergency managemert program, we must continue to seek support for 
those specific risks that are most likely to oo;ur. 



At the National level, we must adapt to changing needs and priorities, maintain 
"trong base for responding to the hazards we face, and concentrate on reducing 
Ihe risk from those hazards. We will build on the Federal Response Plan to 
prepare for the consequences of any hazard, including terrorism or even foreign 
Httack. Our challenge will be to integrate our mitigation strategies and recovery 
programs into our response mechanisms, thus providing a comprehensive all
hazards capability. 

3. Establish mitigation as the foundation of the system. 

FEMA's primary mission will be to do everything reasonably possible to mitigate 
Ihe effects of hazards. We must take the lead to initiate those actions that will 
prevent injuries, deaths, property damage, and economic losses, and to minimize 
Ihe impact where they cannot be prevented. We need to develop cost effective 
lechniques as well as incentives which will support State, local, and private 
organizations to undertake mitigation measures. Many aspects of mitigation can 
he conducbld with relatively little expenditure of time and money. At the very 
least, we should build on our existing programs in building codes, land use 
practices, and modifications to structures that ensure their safety. Every new 
atructure which is correctly located and built to code, or modified, is one less 
huilding that threatens lives, or requires disaster relief funds, or potentially 
disrupts the economic and social. fabric of a community. I ask you to take every 
'JPPOrtunity to build mitigation into your program activities. 

4. Pre}:are, in cooperation with other members of the partnership, to respond effectively to, and 
Te:C?ver from, any disaster. ~, 

The expectation of the public and Congress is that FEMA will be involved in ,. 
,:mergencies, as they are developing and immediately after they occur. We have 
:m obligation to provide a strong, immediate response when requested by the 
:,tates to make available nationwide and unique Federal resources. This is 
,:ansistent ,vith the intent of the Federal Response Plan, recognizing its immediate 
:response initiatives are in support of State and local governments. I believe we 
must be prepared to take a more rapid and aggressive approach in response to any 
.jisaster'that is beyond the capability of State and local governments. Specifically, 
we need to develop a rapid damage and needs assessment capability, strengthen 
-Jur deployment of resources in the pre-event and immediate post-event 
Iimeframe, and provide advice and technical assistance to the States before and 
during the emergency. National programs and capabilities can be brought into 
this proces.• so that we make use of our assets for an all-hazards approach, and 
still protect national interests. 

5. Sir< ngthen State and local emergency management programs. 

State and local governments Obviously have the "first responder" and overall 
emergency management responsibilities. I have told the Congress that a strong 



, . 


State and local emergency management capability, supported and fostered by the 
Fedetal government, reduces the Federal intervention and disaster relief 
commitment after a disaster occurs. My commitment is to help the State and 
local emergency management agencies receive the maximum possible support and 
make best use of the tax dollars that we provide them. FEMA will help 
strengthen State and local capabilities by providiog guidance and support for such 
priorities as: 

o comprehensive training and realistic exercises, which involve all 
appropriate personnel from all levels of government and volunteer 
and private organizations 
o evaluation and performance standards and mechanisms 
o enhanced mitigation programs 
o more flexibility and discretion for bow the States use the funds 

,available 	 to them through tile Comprehensive Cooperative 
Agreement (CCA) 

Through the FY 1994 Director's Emph....i' paper, I have given the State Directors 
guidelines On FEMA's priorities and how tIIey will be applied through the CCA 
process. I have emph....ized incre3.'led accountability for the, funding provided and 
streamlined reponing processes. 

In the time since I have been at FEMA, I have expressed these goals and my philosophy during 
Congr~sional testimony and' in my speeches to other groups involved in emergency 
management. My mandate is to work with you; and the _ of our partners, to make these 
priorities a reality, I know our job is tough, and we cannot correct longstanding problems 
overnight, But, with these basic premises we can start now to renew FEMA and the working 
relationships we have with our partners. 

As I have testified, the people of FEMA are its most valuable asset. I am counting on your 
commitment to the future success of the Agency and our ability to achieve these goals. 

Distribution: H(AllPersHqfld} 



Federal Emergency Management Agency 
Washington, D.C. 20+72 

M.,•• APR 

MEMORANDUM FOR: UFEMA Emp~s 

FROM: .r-. ~~ 

SUBJECT: Review of FEMA's Mission and Organization 

. ' 
As many of you are aware, several recent reports included recommendations concerning 
redefining FEM,o,'s mission and organization. During my confirmation I made a 
commitment to review these recommendations and determine if the mission and 
organi2ation needs to be revised. And, if tevislons ata needed, to develop a new 
missior, statement and organizational structure. 

This activity has just been initiated, and I wanted you to know that it Is in process. 
Further.nore, I will seek ideas and suggestions from you. Harvey Ryland will be the 
point 01' contact for this activity. 

It is e,:peeled that the process of reviewing the mission and organization, and 
determining what changes are needed will take about 90 days. I will keep you informed' 
of prog ..ess on this activity through occasional memos. 

It is important for you to know that I am dedicated to the well-being of FEMA's 
employ,39S. Any reorganization will be done in a way to ensure the most effective 
delivery of assistance to disaster victims in coordination with our colleagues at the State 
and local level. However, it must also be consistent with the best interests of the 
dedicat"d employees who provide such assistance. 
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The Renewal of the Federal Emergency ~anagement Agency 

Government is a contrivance of human wisdom to provide for human wants. 
Men have a right that their wants should be provided for by this wisdom 

Edmund Burke (1790) 

What do people want? 

Th,y want food, shelter, good health, a chance to earn a living, and a sense of security and 
stability. It is a terrible truth that disasters can rob people of each and every one of these 
b";c human needs. 

Yet, this does not have to be. Many think that disasters, especially natural disasters such as 
hur,.icanes~ floods, and tornados. are overwhelming events and nothing can be done to 
minimize the consequences. This is not the case. 

There is a lot that can be done by governments, organizations, and individuals to prevent 
or r·~duce disaster losses and corresponding human suffering. For example, people can learn 
the proper action to take when disaster strikes, buildings can be located and constructed 
properly, and emergency management and relief organizations can be trained and equipped 
to help people and protect property rapidly and effectively. These examples illustrate the 
basic components of comprehensive emergency management: mitigation, preparedness. 
resJ.'-onsc, and recovery. 

If W~ know how to significantly reduce the consequences of disasterst why have we not done 
so? 

It is not because all of the solutions are too complex. Saving a life Can be as simple as 
knowing where to go when a tornado warning is issued. It is not because all of the solutions 
are too expensive. A 25·cent bolt can keep a bookcase from falling on a child during an 
earthquake. 

People are suffering unnecessarily from disasters because the:re has been a lack of 
emergency management leadership at the national level. The need to provide that leadership 
is driving the renewal of the Federal Emergency Management Agency (PEMA). 

Vision 

A renewed FEMA is needed to generate the enthusiasm and energy. as, well as to provide 
guidance and support, to achieve a nationwide commitment to improve significantly the 
prot'ction of our citizens from all natural and manmade hazards. FEMA, through the 
renewal processj is demonstrating its commitment; other federal agencies, state and local 
governments, and private and volunteer organizations must do the same. 

1. 




Wilh this shared commitment. our Nation 
will have-

a public educated on what 10 do 
before, during, and after a disaster 
to protect themselves, their families, 
their homes, and their businesses; 
structu res located out of harm's way 
and built according to improved 
codes; governments and p~ivate 
organizations with proven effective 
plans, necessary resources, and rlg~ 
arous training for disaster response; 
and community plans. prepared in advance, for recovery and reconstruction 
after a disaster. 

This is the vision for the renewal of FEMA 

Mission 

The first step in the renewal process was to 
establish a new mission for FEMA-one 

which realistically incorporates all risks and threats and the corresponding probabilities of 
occurrence. 

The mission ofthe Federal Emergency 

Management Agency is to provide the 

leadership and SUppOIt to reduce tile 

loss of life and property and protect 

our institutions from all types of ha;;· 

artis throu.ghout a comprehensive, 

risk-based, all ha;;ards eme'!iency 

management program of mitigation. 

preparedness) response, ~ recovery. 


The ,russion stresses that FEMA has a leadership and management role that focuses on 
redudng risks and helping the victims of disasters, regardless of the cause. This leadership 
and support roJe applies to state and locaJ governments and private organizations involved 
in disaster relief. as well as to disaster victims who receive assistance directly from FEMA 

The mission denotes that FEMA's leadership and support will focus on the most likely risks, 
e,g•• l1urricane" earthquake, or hazardous materials~ that a jurisdiction faces. Through 
developing the capability to respond to specific risks. emergency management capabilities 
exist :for any hazard. 
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This is the mission of the renewed Federal 
Emergency Management Agency. 

Organization 

As part of the renewal process, FEMA has 
reviewed its fundamental mission and em
braced a new statement of mission, which is 
supported by major policies presented in 
the next section. 

To more effectively and efficiently execute this mission and implement the major policies, 
a n(\w organizational structure was necessary. The new organization was developed using 
an ('pen process providing opponunities for participation by all of FEMA's employees. The 
pro.:ess involved two major components: (1) requesting input from everyone in FEMA; and 
(2) analyzing the recommendations included in the numerous repons and studies of FEMA 
Some specific renewal activities include: 

Inviting all employees to submit recommendations, either in writing or in person; 

Convening a planning retreat of senior managers, followed by continuing meetings 
of a representative group with the Director as organizational options were developed; 

Bringing representatives of each of the FEMA unions to Washington for a planning 
meeting; 

Involving regional employees in these meetings. and scheduling a special meeting of 
regional secretarial staff in Washington to solicit their input and ensure their 
opponunity to contribute; 

Requesting existing ad hoc committees that bad studied the recommendations of 
outside groups to piovide the benefit of their analysis and recommendations. 

Usirg this input, a new organizational structure for FEMA, based on the mission and goals 
of It. e Agency. was developed. 

The new organizational structure: 

Supports the new mission. goals. policies, and priorities of the Agency; 

Aligns resources to achieve more effectively the mission and goals~ 

Integrates program activities to coordinate related functions; 

:5 
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Centralizes common or redundant functions to achieve greater efficiency in 
operations; 

,. 	 Aligns resources to enhance FEMA's operational role in disaster response; 

Simplifies the structure to suppon better regional office delivery of programs; 

Maintains organizations specifically required by statute; 

Shifts the use of national security capabilities to domestic disasters; 

Reflects the recommendations of external and internal reports that analyzed the 
Agency after Hurricane Andrew; , 

Requires no legislative changes to implement; 

Maintains ability to respond, if necessary. to the consequences of national security 
emergencies. 

The :process for implementing the reorganization will continue to be open and involve all 
FEMA employees. Employees were informed of the overall organizational structure after 
coordination with congressional representatives and the Vice President. The initial 
organizational structure wiU he in place by October 1, 1993. Personnel, budget, and 
program adjustments will he made throughout fiscal year 1994 to reach the ultimate goal 
of having a completely reorganized FEMA by the beginning of fiscal year 1995. Through 
the it'lplementation process, centralized management systems, improved program delivery 
capat.ifities. and integrated functional capabilities will be realized. 

Major Policies 

• 	 Accomplish the Renewal of FEMA in Cooperation with the Vice President's National 
Performance Review (NPR) 

The rt,newal process will be consistent with 
the principles of reinventing government, 

• 	 ED )ure FEMA Employee Participation 
In !:he Renewal Process 

The Director stressed that all FEMA em· 
ployee,; would have the opportunity to 
contribute ideas on redefining FEMA's 
mission and organization, and how the 
Agency can do a better job of supporting 
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stale and local emergency management agencies and helping disaster victims. FEMA 
employees were informed that any reorganization would be implemented in a manner that 
ensures the most effective delivery of assistance to disaster victims in coordination with our 
colleagues at the state and local levels. It also must be consistent, however, with the best 
intereslS of the dedicated employees who provide such assistance. Employee participation 
will continue permanently. 

Sev,,,al employee suggestions have already been implemented, or are in the development 
pro"ess. Examples of ideas already adopted indude: 

Establishing an arbitration process for resolving disputes; 

Appointing an Agency Ombudsman; 

Making available to all employees copies of the Director's speeches and congres
sional testimony; and 

Establishing a policy whereby all employees will participate in an office stuff meeting 
on a periodic basis, or at least once each month. 

• 	 Establish a Nationwide Culture of People Helping Pwple 

A Plimary goal of the renewal process was for the Agency to recognize and be more 
responsive to its customers-from state and local governments to the single disaster victim. 

• 	 E.stablish and Maintain a National Emergency Management Partnership 

FEMA has initiated a new partnership with 
stale and local governments, private organi
.ultiol1s~ and other federal agencies. This 
partn"ship win improve FEMA's opera
tions, the capabiHties of partner organiza~ 
Hans. and the delivery of services directly to 
disast~r victims, 

• 	 U re the Risk·Based, All Hazards Emer· 
gency Management Concept 

The all-hazards philosophy, using the Inte· 
grated Emergency Management System 
concept, win be the basis for FEMA's 
progn.m and for the nationwide emergency 
mana!.ement system. This philosophy speci· 
fies that comprehensive emergency manage
ment functions (mitigation, preparedness. 
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re!ponse, and recovery) will focus on natural and technological hazards, including the 
consequences of terrorist or foreign attack. Programs within FEMA witt now conduct their 
activities to meet the risk-based, all-hazard concept. 

• 	 Establish Mitigallon as the Foundation of Emergency Management 

Mitigating disaster losses is now the prima
ry goal of FEMA The entire Nation needs 
to make the commitment now to invest in 
the long term payoff of ntitigation, and 
FEMA will provide the leadership to a<;:

complish this effort. FEMA personnel will 
work closely with its constituencies to pro
vide cost-effective tools and incentives to 
encourage mitigation at all levels of govern
ment and in the private sector, There are 
several programs at FEMA which currently 
emphasize mitigation-there is a need to 
build on these programs, especiaUy at state 
and local levels. 

• ICreate an ElTective Response and Recovery Capability 

FEMA will develop and maintain a rapid 
and effective disaster response and reoovery 
capability in cooperation with partner organi
zatkos_ This capability will be based on 
continued development of the Federal Re
spon.re Plan (FRP) in cooperation with part
ner organizations. 

• 	 U•• All Re.sonable Options for Preposi
tioning Resources tor an Anticipated 
Ilisaster 

Wben a potential disaster can be anticipal~ 
ed with sufficient advance warning. FEMA 
will use every opportunity to preposition 
resources to permit rapid deployment after 
the event has occurred. 
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• 	 Develop and Maintain tbe Capability to Rapidly Collect Disaster Situation Assessment 
Infonnall.n 

A new situation assessment process has been designed in cooperation with appropriate 
fed"ral, state, lneal, and private organizations, This process will use aerial surveillance and 
gro·md assessment teams to provide fast, accurate, and complete situation assessment 
inf( rmation. 

• 	 Maintain Close Worldng Relationships With Other Federal Agencies in All Phases of 
Comprehensive Emergency Management 

For effective disaster response recovery, it is critical to plan. train, and work closely with the 
members of the Catastrophic Disaster Response Group. This interagency group is the focal 
point for coordination within the Federal Government for planning and responding to a 
malJf disaster 

• 	 Maintain Close Working Relationships With Other Federal Agenmcies in All Phases of 
Comprehensjve Emergency Management 

For effective disaster response and recovery, it is critical to plan~ traing. and work doseIy 
with the members of the Catastrophic Disaster Response Group. This interagency group 
is the focal point for coordination within the Federal Government for planning and 
responding to a majo,r: disaster. Effective federal response requires a commitment of the 
scni,,, managers of the other federal agencies. 

• 	 i).nne and Clarify Internal and External Roles and Responsibilities 

In ally program that requires the cooperation and COllaboration-indeed, the joint action-of 
26 s(:parate aglmciest each with its own major mission, staff, and budget, misunderstandings 
with regard to roles and responsibilities are endemic. FEMA is committed to refine. 
slremuin., and exercise the Federal Response Plan sufficiently to ensure that the roles of 
the :;ignatory, participating response and recovery agencies are clearly understood and 
exerl::ised. 

Given the reorganization ofFEMA, internal roles also must be clearly communicated to all 
einployees as well as FEMA's customers, cooperating agencies, and other "publics." 

• 	 l:stablish and Maintain Working Relationsbips Witb States 

FEMA is currently working with each state and territory to negotiate a model agreement 
that lefines how FEMA and each state and territory will work together in the event of a 
major disaster. These agreements will be especially useful during the critieal period 
imm"diately after an event so that the states will understand what they can expect of FEMA 
and ,ice versa. The first agreement, with the State of Florida, has been completed. 
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FEMA employees have been assigned to work with the govemor and emergency 
management director at the state emergency operations t;enter immediately upon occurrence 
of a disaster warning or event. This relationship is being used in Ihe slales affected by Ihe 
flo<>ding along the Mississippi River. 

Headquaners and Regional personnel will spend as much time as possible working wilh 
state and local organizations. This practice wlll enable FEMA personnel to become better 
acq~ainted with their counterparts at the state and local levels, and 10 better understand the 
emilTgeney management organizations, policies and procedures used by these agencies. It 
will also lead to the kind of teamwork that we need to have working at a disaster scene. 

FEldA is encouraging the states and territories to adopt an interstate compact as a mutual 
aid agreement. This tool will be extremely useful in dealing with multistate emergencies and 
will assist in establishing a uniform level of state emergency management capabilities across 
the Nation. To assist the states and territories in adopting such an agreement and having 
it «.tifled by Congress, FEMA has prepared a model Draft Interstate Compact. 

• 	 Minimize the Administrative Burden on State and local Emergency Management 
Agencies Receiving FE!'.IA Funds 

Stat"' will have the flexibility to develop their own programs and priorities based on the 

spedfic risks that they face. 

on program accomplishments. In general, 

FEMA will work with state and local gov

emnents on a more functional rather than 
proErammaticapproach. Definitive require
meDts imposed on state and local govern
ments for use of emergency management 
assistance have been replaced by guidelines 
that are broader and more flexible. 

FEMA's requirements will be and focused 

• 	 l<:stablish an Administrative Dispute Resolutlon Program to Resolve Quickly Disputes 
ConcernIng Individual and Public Assistance Claims 

Disputes with governments and individuals can be quickly resolved with fairness and without 
the ,.ggnavatioll and cost associated with prolonged disputes and legal action. 

• 	 Consciously Look for Opportunities to Evaluate FEMA's Accomplishment or Its 
~1isslon 

FEMA will continually evaluate its activities, operations, and services to ensure that they 
are being accomplished effectively and efficiently. FEMA must be in touch with consensus 
expe.:tations of the public and political institutions at the federal, state, and local levels. 
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Ins:itutionalized "feedback loops" must be actively maintained to allow for the necessary 
moaitoring and evaluation and identification of corrective measures. 

• 	 Strengthen State and Local Emergency 
Management Programs 

FEMA will do everything possible to make 
sure: that state and local emergency man· 
age ment agencies receive the maximum 
po~;ible support. State and local agencies 
muM have adequate resources for the risks 
the)' face. They must have sufficient per· 
sOMel, qualified for their assignments, who 
recdve frequent training and opportunities 
to participate in realistic exercises, 

• 	 Promote Comprehensive Training and Disaster Exercise Programs that Involve AU 
Levels of Government and Private Agencies and Organizations 

FEMA will use every opportunity to support rigorous training and realistic disaster exercises. 

Training and exercises are vital for testing plans to make sure that they work, and then to 

train personnel ,who will be using the plans. It is important that training courses and 

exercises are realistic; they must accurately represent the risk, and incorporate the 


real-world difficulties associated wlth di$as~ 


ter response and recovery, It is important. 

therefore, that all appropriate personnel, 

including representatives of federal, state j 


local, volunteer, and private organizations, 

participate in training and exercises. 

Among the participants must be manage


mem and administrative personnel who will be involved in a disaster but who rarely find the 
time to participate in an exercise. 

• 	 I:mpower Employee, With Responsibility and Authority 

FEMA employees will be given greater authority and responsibility to perform 'heir jobs. 
Deci:;ionmaking will be transferred down to the lowest reasonable level. Delegation of 
authority will be commensurate with grade level and responsibility. 

• 	 E,ncourage Employoos to Experiment Witb New Ideas and Concepts 

Employees will be encouraged to develop new programs and better ways of performing reo 
quired functions. If reasonable guidelines are followed. employees will be praised for trying 
new "oncepts, even if they do not prove to be successful. They will be criticized only if they 
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do not seek innovative and creative ways of doing their jobs. Supervisors will be expected 
to !nsure that ideas are given serious consideration. 

These are some of the policies which will help build FEMA into the capable organization 
it 'IllS intended to be. 

f'EMA Renewal Initiatives
• 

As • small agency with wide-reaching responsibilities, FEMA is an excellent reinvention 
laboratory test site. Its partners and ellents cover a wide spectrum: federal. state, and local 
gm'crnments; private and volunteer organizations; and individual victims of disasters. A 
major effort to overhaul its processes. management systerns:-, and deUvery of services is a 
critical part of tbe reorganization tbat will begin tn be implemented by October 1. 1993. 
Th" latitude and removal of encumbrances offered through the reinvention laboratory 
process are critical to FEMA's success and ability to complete its renewal. 

Th" initiatives included in this report are only a sample of the ideas that could be 
impl~mented as FEMA is overhauled. The Director is committed to finding innovative 
me,;hanisms to improve use of resources and provide better delivery of our services. 

ISSUE, The management team at FEMA needs far more flexibility to manage its 
resources to accomplish its mission effectively ror results ot reduced cost and, 
at the same time; finance agency renewal efforts. Initiatives undertaken will 
greatly reduce the dysfunctional micromanagement of the Agency by external 
forces. 

More flexibility regarding the use of resources and the changes in tbe way the Office of 
Ma:lagement and Budget and the Congress oversee FEMA budget formulation, appropria
tions and execution, New flexibility and delegation of authority to lower levels of 
management will require significant enhancement in management and financial systems for 
internal control and for improved financial information for managers. 

FEMA Renewal Initiatives: 

FEMA will pcrsue obtaining the budget flexibility to empower managers to produce resull' 
thrcugh the concept of "Managing-to-Budget." This approach will give FEMA leadership 
mOle flexibility to make decisions on the most effective way to use its resources to 
accomplish its mission through results-oriented budgeting. 

Key InitiaUve Features: Through support from the Office of Management and Budget and 
the Congress, the following changes will be made in the way FEMA's budget is managed: 
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,. 	 Simplify the FEMA budget by reducing the number of program activities and 
program elements into a few broad categories. Some progress has been made in 
recent years in this area but much more simplification can be accomplished. 

Collapse the two major FEMA appropriations (S&E and EMPA) into one 
appropriation to provide the ability to shift funding across a heretofore impenetrable 
harrier. This will also provide management flexibility to better deal with the sbort
term costs associated with reorgani2ing and potential downsizing. 

Eliminate the work-year authorization and allow only the availability of funding to 
constrain the level and character of employment 

Raise the reprogramming authority from the current $250,000 up to $1,000,000 with 
congressional notification. 

Remove the limitations on travel funding to allow agency managers to decide the 
most effective strategy for accompHshtng missions. 

Move to a two-year budget cycle to make resource levels more, dependable over a 
longer period of time. This will allow for more rational strategic planning in the 
budget formulation proeess and more time to adjust to major changes resulting from 
FEMA's renewal efforts, changes in legislation, and potential downsizing require
ments. 

Authorize the Agency to spend up to one pereent of its total operating budget on 
employee training rather than budgeting a specific amount in a specific line item. 

Authorize the agency to spend up to one percent of its total operating budget on 
initiatives asso<:lated with agency renewal efforts. 

Authorize the use of up to 50 pereent of end-of-year funds that would ordinarily 
lapse to be available until expended for the purpose of improving financial 
management or administrative systems. 

Authorize the retention of 50 pereent of the program savings that result from 
improv,~d efficiency or lower-enst methods in an Agency trust fund to be used for 
suppon of new program initiatives. 

Authorize more liberal use of the Disaster Relief Fund to fund the total Agency costs 
associated with disaster response and recovery operations. 

Remove all restrictions on using resources from any budgeted FEMA activity to assist 
in FEMA disaster response and reenvery operations_ 
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Establish creative funding mechanisms such as trust funds, revolving funds, user fees, 
insuranee surcharges. and cost-share revenues to be used to fund Agency activities 
in order to reduce the dependence on appropriated funds. 

IS:;UE: 	 FEMA needs an expedl!lous method to augment Its core personnel resource 
capabllilles In emergency management situations. 

FEMA Renewal Initiative: The Agency win seek the necessary legislative authority to enter 
in.) cooperative agreements with nonprofit organizations designated under the Older 
Americans Act to assist the Agency in its emergency management work requirements. 

Ke.f Initiative Features: 

Would use the skills and talents of individuals 55 years of age or older to assist the 
Agency in meeting its emergency management mission requirements in mitigation 
and preparedness, as well as response and recovery. 

Would not require separate appropriations or funding. 

Would not require an administratively burdensome process to implement. 

Would not increase the Agency's FfE; participants would not be federal employees 
and would not perform the unique responsibilities of federal employees. 

ISS.VE: 	 To 'relnvenl' Itself, FEMA will need 10 undergo an agency-wide reorganization. 
Reorganizations li'equenUy require the application of reduction-In-force 
procedures, which can be both draconian and lengthy. Additionally, they create 
organizational dysfunction. FEMA, on the other hand, needs the personnel and 
organizatlonal flexibility to make lis reorganization a positive reInvention 
pmce.s that leads to a eonstitnenHrlented, customer-based organization. 

FEMA Renewal Initiatives: In partnership with the Office of Personnel Management, 
est"blish FEMA as a "model" reinvention laboratory to implement reinvention slrategies 
which facilitate an Agency-wide reorganization. 

KC) Initiative Featu .... ' Examples of the types of flexlbilities sought would include giving 
the Agency the authority to: 

"Band" existing grade levels into fewer bands to facilitate the movement of employees 
without loss of payor rank. 

Use a voluntary, early-out/buy-out bonus, particularly in areas impacted by national 
security downsizing. 
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IS!:{)E: 	 The current system of employee perlbnnance and evaluation requires a complete 
reinvenllon, a. docs the method by which poor perlbrmance i. objectively 
identified and adjudicated and exceptional performance I. recognized, 

FE'MA Renewal Initiatives: [n partnership willl its exclusive bargaining representatives and 
the Office of Personnel Management, FEMA will establish a "model" performance system 
for both identifying exceptional performers and adjudicating or correcting marginal 
performance within Ille Agency. 

KeJ· Initiative Features: F1exibilities sought would include the broad authority to: 

Use savings that result from management and administration productivity initiatives 
to recognize employee performance, enhance employee skills, and/or make 
workplace improvements. 

Address poor performance and take corrective actions. 

ISSUE: 	 FEMA needs to streamline the procedures for conducting damage assessments 
In the wake of major catastrophes such as Hurricane And..."., 

FEMA Renewal Initiatives: To enable FEMA staff to make rapid. initial damage assess
ments, the feasibility of accessing county property tax records immediately after a disaster 
in vulnerable areas will be studied. If using county records is determined to be feasible, 
test; will be conducted to verify that improvements to the process of assessing damages 
W8.f.:ant their use: 

Key Initiative Features: 

In an initial damage assessment, the areas damaged and the percentage of damage 
can be marked on a local area map. The property tax records, if accessible, could 
identify the street addresses, owners. type of structure, and assessed value of all 

, 	 damaged property. A pre-event printout of pertinent information that is not subject 
to privacy regulations (assuming no electricity after the disaster) could be used to 
greatly facilitate the paperwork of individual disaster assistance applications. 

With the restoration of power following a major disaster. property damage 
assessments made by computer, using local tax assessment information, would be far 
more accurate than current assessments. 

ISSUE: FEMA needs operational office space Immediately after. and sometimes during, 
'a major disaster in the local disaster area. 
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FE MA Renewallnitlatlves: The U.S. Department of Agriculture (USDA) currently has an 
extension office that serves every county in the Nation. The feasibility of entering into a 
cooperative agreement with USDA that would allow FEMA to uSe the local USDA 
extension office facilities, telephones. and other equipment for a stated period of time 
forowing a nlajor disaster will he explored. 

Ke.r Initiative Features: 

It is difficult at best to work out of • hotel room in an unfamiliar town. The 
cooperation of an existing federal unit could greatly increase the speed with which 
FEMA could set up shop locally. 

The cost of working out of govemment-awned facilities would be far less than public 
facilities. 

ISSUE: 	 To reach an acceptable level of risk reduction, the Federal Government must 
take the lead and provide to state and local governments and the private sector 
incentives to undertake mitigation, Incentives, combined with enactment and 
enforcement of risk-reducing building codes and land use ordinances, will 
ensure a safer buill environment as well a. reduce the potential federal and 
stnte outlays for future disasters. 

flEHA Renewal Initiatives: One mitigation mechanism is to establish risk-reduction 
enterprise zones in communities at high or moderate risk from natural disasters. The goal 
of the enterprise zone would be to make its buildings and infrastructure, over a period of 
time, models of safety. A comprehensive plan would be designed for each zone, using a. 
combination of existing federal and stale programs and incentives. 

Key Initiative Features: 

Remove regulations and restrictions to allow communities to combine funds [rom 
multiple federal programs in the community into one fund to support the enterprise 
zone project. 

Propose legislation to offer tax deductions for materials used in retrofitting existing 
buildings for business purposes, allowing businesses to deduct 100 percent of their 
retrofitting expenses from their profits for one year, or allowing businesses to add 100 
percent of the costs to their losses for the,year. 

Work with loan guarantors, e.g.. SBA, HUD. Freddie Mac, and Fannie Mae. to offer 
special terms and conditions, such as reduced interest rates, extended repayment 
terms, or deferred initial loan payments, to applicants for loans to COver mitigation 
costs. 
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ISSUE, 	 Problems of compliance witb Ibe elevation requirements under the National 
, Flood Insurance Program (NFIP) onen result from Ihe increased cost of 

construction to tlte homeowner when th. flood-damaged hOllse muSt be elevated 
or changed to meet Ihe current code. Currently, these Increased costs must 
come from the bo-~eowner's pocket as they are not covered under a homeown .. 
ers llood Insuranee polley. 

FEMA Renewal Initiatives: FEMA proposes to seek legislative authority to provide for the 
increased cost of construction as part of the standard policy and to establish mitigation 
insurance as an additional coverage to the basic flood insurance policy. Mitigation insurance 
would cover claims for repetitive or substantial flood damage and imminent erosion damage. 

ISHUE: 	 Employees are given limited financiallncenUves to improve systems or realize 
substantial cost savings. They must compete for limited funds available 
through inee.tive awards programs when Ills acknowledged their actions have 
resulled In cost savings. Managers and employees know that If they do not 
s),end funds allocated to them for projects, Ibe funds will be reallocated and 
reduced In future years. 

FEI1A Renewal Initiatives: Make available to managers and employees a percentage of 
cost savings when well-defined projects are completed under budget. By realizing that they 
will benefit financially. managers and employees have an incentive to find cost-cutting 
mC:lSureS that will not impact future budgets or power bases. This initiative would result 
in: 

An incentive awards bonus program that would provide for participants in a project 
that results in a cost savings to share up to twenty~five percent of the money not 
spent. . 

The remainder of the cost savings would be directed to an Agency trust fund or 
no-year revolving acoount for renewal initiatives. 

ISSUE: 	 Previous disasters, such as the Lorna Prieta earthquake, have proved that 
taking appropriate mitigation actions before an event happens will reduce the 

\ (:ost of the disaster after it has occurred. There are few incentives or sources 
of funding, however, available to state and local governments to undertake 
mitigation.. Mitigation currently is dependent primarily upon runds that 
become available aner a presidential dis.ster declaration. 

FEUA Renewal Initiative.. FEMA proposes that legislation be sought to establish a 
Natural Hazards Mitigation Trust Fund (NHTF) that will support mitigation activities 
inde pendent of a presidential disaster declaration. 
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K(y Initiative Features: 

Seek authority to put five percent of the annual appropriations to the President's 
Disasl er Relief Fund into the Trust fund. 

-Seek authority to put up to $20 million annually from the National Flood Insurance 
Fund into the Trust fund. 

Seek authority for tax deductibility of all private contributions to the fund. 

Create a first-class U.S. postage stamp that symbolizes emergency management and 
disaster reHef, with one cent of the cost of each stamp going to the NHTA and one 
cent going to the Disaster Relief Emergency Fund. 

ISSUE: 	 Disaster Relief funds are limited Rnd must be replenished through congres~ 
,ional appropriations at Ihe time of need, which impacts the federal budget 
deficit or availability of funds for other intended purposes. A Disaster Relief 
and Recovery Trust Fund could be built up over time, with contributions 
through many sources.. This fund would be used to finance the cost of federal 
disaster relicfprograms without conflict with programs and contributions to the 
American Red Cross and other charitable organizations • 

• 
Key initiatilfe Features: Establish mechanisms for people and organizations to contribute 
to • Disaster Relief and Recovery Trust Fund through: 

Creating a first class U.S. Postal Stamp that symbolizes emergency management and 
disaster reHef, with one cent for each stamp purchased going to the Disaster RelJef 
and Recovery Trust Fund and one cent going to the Natura: Hazards Mitigation 
Trust Fund. 

Asking Congress \0 consider adding to the IRS Form 1040 (Individual Tax Return) 
a box for people to check to contribute $1 of their tax refund to the Disaster ReHef 
and Recovery Trust Fund. 

Pursuing similar avenues that would allow people and organizations to contribute to 
funding future disaster relief commitments. 

ISSUE: 	 The private sector wants to be involved in emergency management programs, 
especially in response to a disaster of nationwide impact such as Hurricane 
Andrew or the Great Flood of 1993. C<>ntributions to federal emergency 
management and disaster relief programs by prilf(lte sector and commercial 
organizations are limited or prohibited by governmental rules and regulations. 
Mechanisms need to be sought before disaster strikes to make use of prh'atc 
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sector resources and capabilities in an organized manner. The private sector 
should have a major role in contributing to a nationwide emergency manage .. 
ment capability. 

KEy Initiative Features: As part of the partnership. FEMA will peruse ways to bring the 
private sector into a nationwide emergency management capability. The initiative will 
pe iUse such avenues as: 

ReHef from governmental regulations which specify restrictions or requirements that 
could be redirected to emergency management programs-e.g .• current licensing 
requirements for radio stations to donate air time for public service announcements. 
In )i,en of these free announcemen~ the station could pay its costs for maintaining 
status as an Emergency Broadcast Station. 

Advertising mechanisms that allow commercial entities to support emergency 
management. either through promoting self-preparedness of employees or initiating 
emergency management campaigns. . 

Ways to use commercial assets, e.g., satellite links or technology, without cost to the 
government. 

Competitive practices that involve the private sector in emergency management 
campa.igns and programs. 
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Federal 'Emergency Management Agency 
Washington, D.C. 20472 

AUG 2 1995 

TO: All FEMA Employees 

FROM: Martha S, Braddock ~().,b~ 
Director 
Office of Congressional and Governmental Affairs 

SUBJECT: Attached House Appropriations Committee Language 

I would like to provide each of you with an opportunity to read what Congress has to say 
about F:!MA. Attached you will fInd remarkably gracious language praising the work of our 
agency which was included in the VA, HUD, .ed Independent Agencies Appropria,ions' 
committee report that was marked up on July 21, 1995, It is no doub' that the Oklahoma 
City bombing was a trying time for all Americans, but our agency provided an inspirational 

• ' 'leadership role'and positively demonstrated what the fedem! government can do. While there 
. 'is still a, long w.t!O'goin:theaPProjlfiations process,' 1 feel that tllOcontinuing exemplary 

, work <!f this agency bas us far,ing hatter than most: Again, congratulations for your efforts. 

I 
:1 



RVoRT104m CONGRESS I I
l.d Su.ion. HOUSE OF REPRESENTATIVES 104-201 

DEPARTMENTS OF VETERANS AFFAIRS AND HOUSING 
AND URBAN DEVELOPMENT. AND INDEPENDENT AGEN· 
CIES APPROPRIATIONS BILL. 1990 

JULY 21, 199$~tuid to tho Committee or th. Whol. House on t.!:wi SI4t¢ of 
the Umon .cd ordered to be: printed 

Mr. LEWIS. from the Committee on Appropriations, 
submitted the following 

.On .April 19, 1995, at 9:94 a.m.,. an explosive device Contained 
within :iI. rented truck was detonated outside the Alfred P. Murrah 
Federal Building in Oklahoma City, Oklahoma, thereby killing 168 

. individuals and injuring another 467. Within minutes of this dili!as
ter, FEM:A. personnel were actively engaged in structuring the Fed
eral . rellponse which, coupled with the response of the State and 
local gC1vernmental entities, business and charity .groups through
out the 'area and the 'country, .and thousands of Oklahomans and 
others from throughout the United States, re]?resents perhaps the 
finest Example of public and private cooperation' during a time of 
crisis as has been observed in many decades. Despite having no 
specific experience with this type of disaster, well, trained personnel 
dealing with virtually every aspect of disaster response were quick
ly and I~fficiently in place and begin,ning the difficUlt job of respond
ing to this devastating event. Starling with FEMA's Director and 
on down the chain of command in FEMA and numerous other de
partments and agencies, every, individual involved with the re
sponse to this disaster deserves the sincere appreciation and grati
tude of this Committee for a job well done. 



Federal Emergency Management Agency 
Washington, D,C. 20472 

July 2, 1993 

MEMORANDUM FOR: Associate Directors 
Administrators 
Office Directors . 

FROM: James L. Witt ,J~ ()(? 4JJ:tt 
DIrector V' 


SUBJECT: Senior Managers Meetings 

Th' meeting I announced for July 7, 1993, has been scheduled at 4:00 p.m. in the ElDA. I 
WOl~d like for each of you to plan to attend because of the imponance of, your involvement in 
the reorganization process. The purpose of this meeting is to ensure you understand my 
objectives for the FEMA renewal process, to outline how you and your staff will participate in 
the organizational review, and to discuss a followwOn,meeting. 

I hive scheduled an a11-day meeting for 1uly 15, from 8:30-4:30, at a location still to be 
dett!rmined. This will be an opportunity for you collectively to express your thoughts on the 
FEMA mission, goals and priorities, and to identify considerations for a new organizational 
sf.nJcrure. We will keep the meeting sf.nJctured to get your input, not to resolve the many issues 
assuciated with reorganization. An independent organizational development consultant will be 
responsible for conducting the meeting. 

Please plan to attend each of these sessions. If for some reason you cannot adjust your schedule 
to I" available., you should designate a representative who will be able to speak on your behalf. 
YOlllmOW that the timeframe is short for outlining a revised FEMA organizational structure, so . 
it b critical tltat you work witlt me in defining an effective reorganization that will not only 
enS'Jre FEMA's survival, but will make FEMA an effective and respected organization. 



Federal Emergency Management Agency 
Washington, D.C. 20472 

July 7, 1993 

MEM;RANDUM FOR, 	 Associate Directors 
Adr.1inistratora 
Chief of Staff 
Assistant Associate Directors 
Off~ce Directors 

~:F::;;;;;YI!icer 

FROt1, 
 ~James ((1IJd1tfU/


Director 

SUB.JECT, 	 Clarification of Attendance at Senior Managers 
Meetings 

TO clarify our discussion at this morning's senior staff meeting, 
I ~~ attaching the names of the individuals that I would like to 
haVE! participate in the meetings on reorganization. The meetings 
are schedul.ed for tomorrow, July 7 at 4:00 PM in :he EIDA and 
ThUl,sday, July 15, 8:30 - 4:30 PM, The purpose of the July 7 
meet.ing will be to provide my input to this process I to describe 
what needs to be dane and to answer any questions you might have. 
The purpose of the July 15 meeting will be to get your input to how 
we can best achieve FEMA's goals and priorities from a mission and 
orga,ni2'!ational perspective. 

To the extent possible. I would certainly like to have the sarr,e 
individuals attend both meetings but recognize that schedules may 
preclude this from happening. If further clarification is 
necessary., please contact Jane Bullock at 646-3436. 

Attac:i1ment 

http:schedul.ed


William Tidball v 

Robert BOyerv

Wee:ley Moore v 

Gail' Kercheval V' 


Dennis Owens V' 


Jacl: Lilley v 

Rus:; Asher V' 


Spence Perry au-~ 

Liz DiGregorio.;
Ed IVall ~ r~ 

Sieve Hill 

Jim Coyle 

Rogur Lanahan 

John Harty' 

Ron Face 

Bruce Marshall 

Richard Krimm v 


Crai'l Wingo.

Dennis Kwiatkowski 

John McKay 

Gary Johnson v 


Laura Buchbinder v 

Martha Braddock v" 


Moni ~ Goodman 

Mark Foleyv' 

Willia m Jones j 

Ed Kmnan v 

Jose"h Moreland 

Jim Kellett./ 


Homer Hervey ~~ A, ') 


Bruce Campbell ~~ 

Geor,19 Lovelace v 

Frank Riley 

Ed P;aslericj< V" 


Don Collins v 

Jim Taylor'/ 

John Matticks v' 


Frank Thomas 


~~~' 




'rhinking/Talking Points for Sr. Managers Meeting - August 3 

o 	 purpose of the l\lQeting is to bring them up to date on 
reorgahization process and get their input and reactions to 
prop0i:led organizational structure.. 

o 	 Since their meeting on July 22~ additional groups have had 
input to the reorganization process: (1) union 

" 	 representatives; (2) brown bag lunches with GS and GM senior 
staff and the SESi and (3) Regional secretaries~ 

o 	 AdditionallYI senior managers have provided their thoughts to 
Direct.or and reorg team in writing 1 and the. team me.t with 
several managers and organizations at their request. 

o 	 Goal ';I.'as to make sure e:vg,ryone who wanted to contribute had 
the opportunity. 

o 	 The team - Mel, Rick, Dianne and Jane - using all the input 
from you and the various groups, plus the analysis of the 
various reports - NAPA, GAO, IG collectively developed
several proposals for organizational structures, 

o 	 Their proposals were then combined with the input Harvey and 
Chile had received in oonfidential form from people in the 
Agency. . 

o 	 What emerged from this part of the process wa,s 3 proposed
organizational structures. - Proposals 1, 2/ and 3 you see cn 
the walls. 

o 	 Last Friday, I sat down with the team including Harvey and 
Chile ,~nd George ( JLW - maybe you need to introduce George) 
and went over the three proposals. 

o 	 The discussions focused on the pros and cons of each proposal,
what reports they were responsive to, which included employee 
suggestions, and how they fit in with other organizational 
structures proposed by employees. 

o 	 Discussions were frank - we went over the ugivens" - such as 
there will be a Fire Admin~ and there will be a Federal 
Insurance Administrator. 

o 	 We also discussed the things that were unanimously a9reed to 
by the reorg team - such as the creation of an Office of the 
Ombudsman and a separate Office of Equal Opportunity. Both of 
which came from employee suggestions. 

o 	 These: 1:lre detailed on the sheets you have been given. 
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o 	 After discussions - and with my input - we developed Proposal 
4 • 

o 	 What I want to do today is seek your input on how we can make 
proposal 4 work - what needs to be refined - what problems do 
you seQ~ 

o 	 After we get that done, r want your input and ideas on the 
second level structure for each of these IIboxas ll • 

o 	 I need also to say that I recognize that changing the 
organization won't solve all our problems - you all have said 
that many times - but it will allow us to focus resources in 
those areas that we must give some priority to. 

o 	 I also believe that this organization reflects my goals and 
priorities for the Agency and the needs of our clients - state 
and looal governments and the public. 

o 	 Before we get into the discussion - let me give you some of my
thoughts so you know'whore I'm coming from. 

o 	 First - it was clear from Sen. Mikulski & C;l"enn, Cong. Stokes. 
and others, that the resource focus of the Agency had to be on 
civilian emergencies not national security. 

o 	 It's important to maintain our national security capabilities
and responsibilities but we IlU:l§.t and gn integrate these 
requirements into our overall response and recovery readiness. 
As long as there is top level leadership and control - the 
unique capabilities will always exist to perform our nat'l. 
security responsibilities. 

o 	 Second - we needed to consolidate our resources to be a more 
efficient and effective Agency. For example, this Agency has 
4 or 5 different systems for keeping track of funds and 
resources - and in many cases the people maintaining these 
systems have no background in what their doing. We simply 
cannot afford this anymore~ It's inefficient and confusing_ 

o 	 Third there are politioal realities and legislative 
requirements. Politically we have to have a Fire 
Administrator. And by statute we have to have a FIA 
Administrator. Both of these positions must be headed by a 
PAS. 

o 	 FranklYf I may try to change these statutes in the future to 
not include those requirements. But that's why you see those 
organizations as separate entities~ 

o 	 We movea haz mat and ENETT out of Fire because it really is a 
State & local capability development activity. 



o 	 And WE~ moved flood plain management out of FIA because it 
belongs with the rest of the mitigation programs so we can 
begin to implement an all-hazards mitigation approach to State 
and local governments. Now I know people will say this was 
tried before and didn't work. My answer - this is a very 
different time and different Administration and 1 expect 
ongoing coordination between all the functions. 

o 	 Finally, it was important for us to put more emphasis on 
training and exercises so we have elevated those functions. 

o 	 With those as preliminaries, 1 would like now to hear your 
thoughts. We have set aside most of the day - however I will 
only be with you this morning. I have a brown bag with the 
SES at noon. 

o 	 I would like - however - by the end of the day to have your
thouqhts on substructure as well. 

o 	 I want to be honest with you - this is my preferred structure 
~ I am still very open to changes. My final decisions will 
not be made until I have heard from you, until I talk with 
Sen. Mikulski and Congo Stokes and we have a final legal
review of the proposed structure. 

o 	 As you know our deadline is to include the framework structure 
in the report to Vice President Gore this Friday. 

o 	 The functions and programs below the line are pretty evident 
it might be worthwhile to briefly describe some of changes 

and functions of the proposed staff Offices aboVe the line 
and also the Executive Board. 

o 	 I'll ask the reorg team to do that. 



FEDERAL EMERGENCY MANAGEMENT AGENCY 

Senior Executive Positions of Record 


June 30, 1993 


Office Q,E the Dl.rector (1111 filled) 
Tidball,~Wilnam C. 6 **Chief of Staff 
Ryland, Harvey G. 3 Senior Policy Advisor 
McQuillan, Thomas R. 2 Senior Pollcy Advisor 
Vacant General Counsel 
Perry, Spence W. 2 Deputy General Counsel 
Vacant (1:0 be cancelled) Executive Director, Office of 

Management Services 
Vacant (owens Acting) Director, Office of Human 

Resources Management
Lilley, ~rohn R. II 4 **Director of Security 
Boyer, Robert R« 2 **Oirector, Office of Acquisition 

Management 
Asher, w, Russell 3 **Chief FinanCial Officer 
(New) **Deputy Chief Financial Officer 

Office of the Inspector General (3/3 filled) 

PartridgE~t William R. 4 **Deputy Inspector General 
Skinner, Richard L. 2 **Assistant Inspector General for 

Auditing 
Lillis, Faul J. 2 **Assistant rnspector General for 

Investigations 

External Affairs, Directorate (211 filled) 

BraddocK, Martha Stapp 3 Director of Congressional Affairs 
Vacant Deputy Associate Director 

National Preparedness Directorate (13/12 filled) 

Jones, william P.W. 5 **Oeputy Associate Director 
Powers, John R. (detailed 

Regional Director Reglon V) 
4 ** Senior Policy Advisor 

Kernan , E:1ward W. 4 **AA0 1 Office of Analysis and 

Hervey, Hjmer V. 4 
Support

**AAD, Office of Operations 
Hollister, G. Clay 
Light, Catherine H. 

3 
2 

DAAD, Office of Operations 
Chief, Special Programs 

Campbell, Bruce J. 5 AAD, Office of 
Management 

Info Resources 

Fullerton, Gordon D. 1 DAAD, Office of Info Resources Mgmt. 
Kellett, Sames C. 4 **AAD, Office of Syste~s 

Engineering 
Vacant 4 DAAD, Office of Systems 

Feh1berg, William T. 4 ** 
Engineering 

SA, for Architecture and 
Technology 

Hwang, John D. **AAD, Office of Facilities 

Moreland t Joseph A. 4 
Management 

**AAD t Office of Mobili4ation 
Preparedness 

** Careel; Reserved SES Position 



PROPOSED JlW THOUGHTS FOR REGIONAL MEETING - 9127/28 

o 	 I appreciate everyone coming her for this meeting, it's good to see you all 
again. 

a 	 We have some very important work to do and only a short time to do it in. The 
discussions and decisions that you will consider over the next two days will 
help us set the focus and organization for this Agency for the future. 

o 	 The success of this reorganization (ests on two things; 
First ~ the involvement of our employees in building the new organization ~ so 
each one can feel they have a stake in it; and second, the leadership of the 
managers to make it work. 

o 	 I recognize that we are trying to build a very different FEMA than has existed 
before. This new FEMA looks to its employees for ideas, seeks to make State 
and loeal governments egua! partners and strives to provide better delivery of 
our programs all the way down to the individual recipient. 

o 	 To achieve this new FEMA requires a culturat change and a different approach 
than has existed In the past. 

o 	 Most Importantly, it will require commitment by each of us and leadership by 
each of you, 

o 	 So this morning I just want to take a few minutes to share with you my 
thoughts on the organization we are "reating, Then this afternoon I will spend 
time listening and talking with you about how we can strengthen our Regions 
and improve RegionaliHeadquarlers operations, 

a 	 I realize that the functional approach to organization that we are taking requires 
more effort. But, I. believe it has the benefit of making people look at their 
programs in a different way and encourages people to talk across program 
lines. 

o 	 In this way, I believe we will create one FEMA, not 4 FEMA's each focusing on 
their own programs .. and not 10 FEMA'. each doing things differently. 

o 	 \ J have given this a great deal of thought over the past weeks: as the 
organization has begun to take shape. ' 

o 	 I have come to believe that we need to work toward a Jevel of consistency in 
organization at Headquarters and the Regions. I think this is supported by 
many of the conversations I have had during my visits to the Regions and in 
talking to various State and local officials. 



o 	 That is why it was important to bring you all together for these two days. 

o 	 I think it is critical for the Reglons to look at what is being proposed as our 
headquarters structure and see jf it wlll help us function better. to identify 
problem areas. to give us their insights because you are closer to our clients on 
a daily basis. 

a 	 Then I want you to look at the proposed structure and see if it would work in 
the Re!~ions as well. 

I know this tS a change from what I had asked you to do before. r want to say 
that the proposals sent in by the Regions were excellant. I was impressed by 
the creativity and thought that you put into your proposals and I certainly 
appreciated the hard work behind them. 

o 	 But, J now recognize that if we ar,e going to make the functional alignment 
work we must have a level of consistency within the Agency. 

o 	 I also think it will improve our program delivery to our clients. A local official 
or an individual should be able to talk to our Office in Washington, or New York 
or Kansas City and know where to go to get help to fund an EOC, check on a 
disaster assistance appeal or find out about training courses. 

o 	 And. - after a while - get the same answer from each of those locations. But. 
f recognize that may take all 8 years of the Clinton Administration, 

o 	 I also think consistency will be very important as we seek to give the Regions 
more authority over program implementation. 

a 	 What I am asking is that in the next two days I would like you to work 
together to propose a organizational structure that will be consistent in 
Headquarters and the Regions, A structure that each of you thinks can work 
at both levels and that you are happy i and excited I about. 

o 	 I also recognize that there are limits to consistency. Some Regions simply 
dan't have the staff levels to have 5 branches in Preparedness, Training and 
Exercises or their may be unique reaSons why you have to do something 
different. 

o 	 But I would really request that we work toward this goal 01 developing a 
consistency in structure throughout the Agency. 

o 	 One final point I would like to make - i know everyone believes that this 
Agency rises and falls on how wen we respond to disasters ~ or at feast how 
well. the press reports show us responding, This Is fact. 



o 	 HOW6¥er. it doesn't mean that one Directorate is any more important than the 
other, Or that because someone works tn disasters. they have a more 
important job. It is time for all of us to work to dispel that feeling. 

, 

o 	 'i, Emergency management is more than response and recovery and we have to 
start getting that message out 10 our employees, to our constituents at the 
State and local level and·to the press. 

o 	 f The Agency we are building ~ the team we are building wilt be made up of equal 
partners. I think this is very important. 

o 	 And it is important that as leaders of this team we carry that message back to 
each of our employees. 

o 	 THat's about all I have to say right now. I will be joining you again this 
afternoon and will be anxious to here of your progress. 

o 	 I am really excited about our new organization and I think the employees are 
also. While they are excited, I know there is also anxiety. Each person wants 
to know where they will be and who they will be working for. 

o 	 That's why I am counting on you to work hard over the next two days so we 
can move as swiftly as possible to get this organization in place. With your 
help, my goal is to have a final structure to announce on October 15. So let 
me stop talking and let you start working. Questions? 
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Federal Emergency Management Agency 
Washington, D.C, 20472 

OCT 5 1992 

MEHORAllDUM FOR: 

FR{IM: 

SUlIJECT: 	 Issues Resolution 
Regional Re-Drganization 

Aft:er receiving your revised structures and comments as agreed to 
at the Regional Directors l meetinq of September 27 and 28, 1993, we 
dh:covered that every region, except one, made changes to the basic 
orS"fanizational structure.. Regional Liaison attempted to analyze 
thEi nine revised regional structures and presented them to the Re
or9anization Task Force yesterday afternoon. 

Re~;rettably, it must not have been clearly stated at the 
Hec.dquarters meeting, but one objective of the meeting was to agree 
on titles for the branches/teams and for the functions. Many of 
YOt: changed titles to reflect program specific functions, which 
gOE:S counter to a "functional" alignment~ 

As a result of yesterday's meeting, attached are a list of some 
grc,und rulj~s and answers to the issues you raised. Several of your 
issues were cross-cutting and affected a number of you. While 
oti':ers were more specific and could be handled individually ~ A 
nunber of the issues stirred up some very good discussion. All in 
all, I thi.nk we are in a good position and in strong agreement 
to\\'ards meeting the desired goals of the Director. 

PlEase bring your final Regional Re-Organization package to the 
NIDtA Meeting. And be prepare to present your final re-orqanization 
stzucture to the Director on Sunday, october lOt 1993. At that 
tirre l any other outstanding issues should be presented as an issue 
pa~er to the Director. 

Attachment:; 



GROUND RULES 


1) 	 Branch/team titles, as agreed to at the Regional Directors' 
Meeting September 27 and 28, 1993, shall not change, except 
for the Planning and Operations Team l which has been changed 
to the Operations and Planning Team. 

2) 	 The wording or titles of functions under each Division/Branch 
shall remain as written~ 

3) 	 For regions not having responsibility for a particular 
function, the function shall still appear on the 
organi.zational chart as a place hold and for consistency sake. 

4) 	 Division Chief is responsible for overall supervision and 
management of the division. 

5) 	 staffing guidelines: The ideal branch size is 1 to 15. At 
this time, 1 to 10 will apply. Anything less that 10 will be 
called a "teamn. The title of the team shall retain the title 
of the branch, i.e~1 it shall be called " •.. Team!! instead of 
n. ... 	 Branch" until it reaohes the size of a branch. 

6) 	 There will be no further subdivisions below the branch/team~ 

7) 	 There shall be no program specific teams, e.g., Flood, Hazmat, 
Dam Safety, etc. 

8) 	 Only official branches will be headed by a bona fide 
superv isor. 

9) 	 Team Leaders are experts based on their program knowledge, 
i.e., "they are suppose to· know more" and would be the most 
likely to be turned to "to orqanlze and lead the work effort". 

10) 	 Routine DAB management/supervisory functions shall not be 
listed, since they are implied. The overall OAE personnel 
functions, e.g., recruitment, hirin9t handling of SF-171s, 
etc., shall be handled by the Operations Support Division. 



Qffj ell of the Reqi90al Pirector 

1* 	 Iseue: "Program Coordinator" does not have any coordination 
function. Therefore, title' should be changed back to 
"Emergancy Analyst" or "Special Assistant lt This person• 

should be given the reigns to operate rather independently. 

Deoision: Chango title to Emer9<mcy Analyst~ However, 
position maintains a program coordination function. [NOTE: 
The Proqralll Coordinator function at the Agency level is likely 
to be eli.inated: and Special Assistant connotes a. political 
appointee. and is often an "easy target".] 

2. 	 Issue: Public Information offieer (PIO) expertise is 
necessary in the regions .. 

Deoision: While everyone acknowledges this issue, it remains 
to be resolved at a higher level. 

l1l,ligatioD 

1. 	 Issue: Move Hurricane Program Grants from community 
Mitigation Programs to Hazard Idantification and Risk 

.' Assessment. 

Deoisicn: Leave Hurricane Program Grants where as a function 
of community Mitigation program. In regions where there are 
not enough resources to support the required (initially) 1:10 
manager to employee ratio collapse/streamline the Branches 
.into 	Teams. 

2. 	 Issue: Move Family Protection Program from Preparedness, 
Training and Exercises, State &: Local Assistance to 
Mitigation, Hazard Identification & Risk Assessment. 

Decision; Leave Family Protection Program as a function of 
PT&E because it is primarily a preparedness function, also it 
keeps t.he Regions consistent with Headquarters • 

3. 	 Issue: Add Disaster Preparedness Improvement Grant (OPIG) to 
Mitigation, community Mitigation Programs. 

Deoision: Add DPIG to PT&E, state & Local Assistance because 
it is primarily a preparedness function, also it keeps the 
Regions consistent with Headquarters. 

4. 	 Issue: Add technical assistance as a function for Hazard 
Identification & Risk Assessment. 

Decisio.. ' Technical Assistance function can be added to all 
branches and teams. 

:1 
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5. 	 Issue, Add the Hazard Identification and Capability 
Assessment (MICA) program to Hazard Identification &Risk 
Assessment. 

Decision: Issue is current~y on hold, function is currently 
in PT&E~ 

6. 	 Issue: Add Stafford Act (IA/PA) mitigation assistance to 
Community Mitigation Programs. 

Deoision: Function is already there. 

7. 	 Issue: Chanqe Section "400" plans to "409" plans. 

Decision. Chanqe 400 to 409. 

S. 	 Issue, Add Preliminary Damaqe Assessment (PDA) to Community 
Mitiqation Programs. 

Decision: Leave PDA function in Response & Rec~very because 
it is closely tied to the needs assessment and declaration 
process. 

9. 	 issue: Add the Dam Safety Program. 

Decision: Regions may add it to Hazard Identification & Risk 
Assessment if they currently have a program or as a place 
holder. 

10. 	 Issue. Remove flood mappinq distribution from Hazard 
Identification & Risk Assessment. 

Decision: Remove function since it is handled at the national 
level. 

12. 	 Issue. The Mitigation Division miqht not have suf:ficient 
resources to staff two branches and meet the initial ratio of 
1 manaqer to 10 employees. Some suggest stream-linin9 the 
Division because many personnel function across the board. 

Decision: If there are not enough resources to meet the 1:10 
ratio then do not divide the Mitiqation Division into 
branches I instead use teams with the Division Chief as the 
manager and no manager/supervisor at the team level. (See 
Ground Rules.) 

13. 	 Xssue: Add DAR Management to community Mitigation Programs, 
in addition to its appearance under R&R. 

1 
Decision: Decision is on hold pending resolution of overall 
DAE issue; however, routine management functions not listed 
are assumed. See Ground Rules. 
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14. 	 Issue, Add the following to the COMMUNITY MITIGATION 
PROGRAMS: 

a} "Environmental Assessments" as a suhfunction to SECT 
404 GRANTS 

b) "Environmental Assessments n as a subfunction to SECT 
1362 RELOC 

Deoision: Add Environmental Assessments as a generic function 
of Community Mitigation Programs. 

c) "Project Coordination" and "Project Close-ont" to 
INTERAGENCY HAZMIT TEAMS 

Decision; Do not add, as project coordination and project
close-out are processes not functions and these too are 
assumed to occur. 

d) E.O. 11990 to E.O. COMPLIANCE (in both branches) 

Decision: Revise chart to shOW E.O. Compliance without 
reference to specific E.O.s because the function covers all 

',appropriate E.O.s. 

14. 	 Issue. Move the following to the COMMUNITY MITIGATION 
PROGRAMS: 

a) FLOOD HAPPING DISTR 

Decision: Remove function because it is done at National 
level. 

b) IMMINENT COLLAPSE 

Deoision: On hold - very minor function. 

£I:epm::edn~ss. Training i Exercise 

1. 	 Issue: Add CCA Financial Assistance Officer to state & Local 
Assistance. 

o8oision: CCA Administration is a function of Operationa 
Support; the FTE and the function should move to Operations 
Support. ' 

2. 	 Issue: Move NDER to Response & Recovery (COG). 

Decision: Leave NDER in PT&E because the primary function of 
the NDER program is training. 
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3. ',i 	 Issuet Move INA from PT&E to opera.tions Support Division. 

Deoision, Since the IMAs primarily support the MERS 
communications/technical capabilities move the lMAs to 
Operations Support. 

4. 	 Issue; Add "CeA Coordination and Administration" to state and 
Local Planning and "Program Management - CCA (SARA, HAZMAT, 
EMT, SL&R) to Training, Exercise & Evaluation. 

Deoision, Same as No.1: ensure FTE and function move to 
Operations Support. 

5. 	 Issue: combine Hazmat. CSEPP and REP, especial.ly the planning 
function across 811 three programs to better serve and support
the Agency's desire to be all-hazards oriented. 

Decision: Leave the funotions as they are. This is 
consistent with the Headquarters structure. 

6. 	 Issue: Add a new function "FRP Training and Exercises" 

Deoision, Add function. 

Rm:!ponse and. Recovery 

1. 	 Issue: Rename Planning and operations Team (POT) "Operations 
Planning Team". 

Decision: Chanqe the name to "Operations an€! inanninq Team". 

2. 	 Zssue: Delete "PDA" or mOve it to the Human services Branch. 

Deoision: "PDAU is moved· to Operations and Planning Team 
because it is closely related to the needs assessment and 
declaration prooess. 

3~ 	 Issue: Make the Operations and Planning Team a staff office 
to the Response and Recovery Division Chief (vice appearing 
like a Branch). 

Decision: Leave it as a line function. staff offices only 
appear at the Director and Regional Director level. 

4. 	 Issue: Add "MOB/Prepu to Operations and Planning Team. 

Deoision: No change. "MOB/prep" stays as a function of 
Preparedness, Training and Exercises. 
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5. 	 .Issue: Add "NOMS" to Operations and Planning Team. 

Decision: No change. "NOMS" stays as a function of 
Preparedness, Training and Exercises. 

6~ 	 I.ssue:: Add uRequest Processing" to Operations and Planninq 
Team. 

Deoision: Approved, but will be "Declaration Process" 

7. 	 I.ssue: Add "Donation Management tt to Operations and Planning 
Team. 

Decision: Change tlvolAqU to "VolAg/Donations" and leave as a 
function in the Human Services Branch. 

8:. 	 Issue: Change DAE Management in Infrastructure Branch to 
SDATE/DAE coordination. 

Deoision: See Ground Rules. 

9. 	 Issue: Add "Situation Assessment" to Infrastrugture Branch. 

Decision: Agree to add itsituation Assessment" f but to the 
operations and Planning Team. 

10. 	 .Issuo: Add "Mission Assignments" to Infrastructure Branch~ 

Deoision: The content of Mission ASSignments gets handled by 
every division or branch as appropriate. However, all 
adminiatrative fUnctions of DRF for any branch or division DFO 
are assigned to the Operations Support Division. 

11. 	 .Issue: Add "Request Write-up" to Infrastructure Branch. 

Deoision: This is a function,of the Operations and Planning 
Team. 

12. 	 Issue: Add "obligation of DRP" to Infrastructure Branch~ 

'Decision: See 10. 

13. 	 Issue, Add II Program Evaluation" to Infrastructure Branch. 

Deeision: Add to all the Branches in all the Divisions. 

14. 	 Issue: Change "DAE Management" to "DAE Coordination" in Human 
Services Branch. 

Decision: See Ground Rules .. 
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15. 	 Issue: Add DAE/SOATE Program Management to the Human Services 
Branch. 

Deoision; DAE/SCATS administration, including SDATE 
recruitment is in operations Support. 

16. 	 Issuo; Add "Needs Assessment" to Operations and Planning
Team. 

Decision, Part of larger situation assessment function which 
is in the Infrastructure Branch, See j9~ 

17. 	 Issue: Delete or change "Related ESFs tl to uESF Liaison lt or 
"Situation Assessment - ESP'5". 

Decision: Change it to nESF Liaison"~ 

18. 	 Issue: Much of the focus of the Planning and Operations 
Team's is planning_ This should be reflected in the title; if 
not, operations will take priority over planning. Likewise, 
the other 2 branches are more operational. Shouldn't that 
also be reflected in their titles. " 

Deoision: No changes will be made to the agreed upon branch 
titles except the Operation and Planning Team. 

19. 	 Issue: Add "RMEC" to operations and Planning Tealn~ 

Decision; RMEC goes to Response and Recovery operations and 
Planning Team. 

20. 	 ZeBue: Add "IMA Coordination" to Operations and Planning: 
Team. 

Deoision: Do not add because it is a function of the 
Operations support Division. 

21" 	 Zssue: Add "NOMS" to Operations and Planning Team. 

Deoisicm: Do not add because it is a function of 
Prepar(~dneSS, Training and Exercise Division. 

22. 	 Issue: Move "NDERtt from Preparedness, Training and Exercises 
Division to Response and Recovery, Operations and Planning 
Team. 

Decision: "NDER" stays in the Preparedness, Training and 
Exercises Division. It is funded by the Defense production 
Act Which also funds MOB/Prep. They all stay together in the 
same division. 
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1. 	 Issue, Move EBS/BSPP to OS. 

Decision: TBD, issue still being worked~ Need from Regions 
more rational as to the function of these FTE • 

•
2 ~ 	 ISSt,lfU Move "IMA/CPSO Units" to the Administrative Services 

Branch'. 

Deoision: Approved. 

3. 	 Issue: Change "Security" to "Physical Security",. 

Docision: No change, security function encompasses more than 
just physical security. 

4. 	 Issue: Make "Financial Management" and "security" staff 
functions reporting directly to the Division Chief. 

Decision: No change. Staff functions are only recognized at 
the Director's level. 

5. 	 Issue: DAE Management. 

Deoision: Day to day management is inherent in every branch. 
Overall OAE program management (e.g- SF-171) function lies 
with the Operations Support~ 

~:ellaneous 

1) 	 Issue= Add a 5th division, the "Pacific Area Office" and to 
mirror the regional structure. 

Decision: Area office (pacific or Caribbean) will be treated 
as a fifth 01vision reporting directly to the Regional 
Director. 
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FEMA SIGNIFICANT ACCOMPLISHMENTS FOR FY 95 
11/7195 

"Increased the conifon level oj citizens around the country that 
there Is 011 effective disaster manageme11l agency thm COlI help 
them in a disastl!r. .. 

Respmse and Recovery Directorate 

• Re.ponded to 29 major disasters, 2 emergencies and 5 fire suppressions; 310,662 applications 
taken, 157,835 applicants detennined to be eligible and paid $392,666,557 in assistance. 

• Completed Overhaul of Application Process 

• Neuotiated New Inspection Services Contracts 

• Couducted Ongoing Disaster Applicant Survey Program 

Prepllredness, Training and Exercises Directorate 

• Executed R"'llOnse 95 

• Esulblished Agency-Wide Mentoring Program 

• EsUlblished !hI> Training Resources Center 

FedeJal lnsnrance Administration 

• ImFlemented Cover America . 

• Streamlined Flood Insurance Purehase Process 

• Est; bUshed NFIP Telephone Response Center 

om." of Policy and Assessment 

• Completed National Perfonnance Review - Phase II (NPR2) 

• Developed Perfonnance Partnership Agreements (PPA) 

• De".gned Agency-Wide Strategic Plan 

• Estllblished Customer Service Initiative 



IIlSP'",tor General 

• eo,ducted Review of Disaster Rellef Fund 

omce of Bunum Resourees Management 

• Ins'ilUted Time-Off Awards Program 

• Oe>reloped Red, White and Blue Emergency Response Teams 

Ome. of Financial Management 

• Esll,bllshed Disaster Finance Center 

• Completed Disaster Closeouts 

• De> eloped and Implemented the Integrated Financial Management Information System 

• Esll'blished the Disaster Resources Board 

Infonnatlon Technology Services Directorate 

• Eslllblished National Information Infrastructure Partnership (Ell) 
" 

• Con~ucted Emergency Information Management Systems Conference 

• Established World-Wide-Web page 'Global Emergency Management Systems' 

MiUglIUon Directorate 

• COlt pleted Ole National Mitigation Strategy 

• AdmInlstered Property Acquisition Program 

• Estahlished new Map Service Center 

Operations Support Directorate 

• Esllll,lished FEMA's Safety and Health Program 

• Com,leted Reduction of Security Clearances per NPR Initiative 



om.. of Emergency Infonn.tion and Public Affairs 

• Established World Wide Web Site on the Internet 

• EXl,anded Use of Recovery Times and Recovery Channel 

• Hired and Trained Regional Public [nformation Officers 

Office of Equal RIghts 

• Developed New Concept of Equal Rights Officer Cadre 

• Pre:ented EENET Program on Americans with Disabilities Act and Emergency Management 

u.s. :Flre Administration 

• Est.< blished HOO Partnership on manufactures Housing Fire Safety 

• Funded Anti-Arson Programs in Twelve States 

• Trained over 75,000 Fire Official. from 4,778 Communities 

Regions 

• Dev;loped Community Relations Capability 

• Closed Battle Creek 

orr"", of General Coonsel 

• Exp'lflded Agency Legal Support in Disasters 

• Succ:ssfully settled two major class aelion lawsuits from (I) LA Riots and Hurricane [niki and 
(2) Hurricane Andrew 

• Estahlished Partnerships with local legal services and the Young Lawyers Division of ABA 

Offiee of National Security Coordination 

• Com?leted Emergency Alert System White House Statement of Requirements 

• Concucted COG/COOP Assessment 

• Sigurd FEMAlWhite House Agency Memorandum of Agreement 

• Conducted National Security Review 



Aget1cy initiatives 

• Cmducted Strategic Slaffing Effort 

• De;;igned New Agency Perfonnance Management Plan 



March 7, !99S 
" 
I . HIGHLIGHTS OF ACCOMPLISHMENTS I 
I 

FEDERAL EMERGENCY MANAGEMENT AGENCY 

April 5, 1993 • Present 


"FEMA...has gone from being a disaster to helping people in disasters.' -- President Clinton's Slate 'if 
the U"ion speeCh, January 24, 1995. 

Leadership 

• 	 Overhauled the Agency's organizational structure to align programs and activities along functional 
lines and fully integrate national security assets and capabilities into an all-hazards mission. The 
reorganization became effective November 28, 1993 and was adjusted on January 22, 1995 to 
consolidate infonnation technology services. 

• 	 Received the Vice President's Hammer Award for FEMA's success at reinvention and was 
recognized by the Vice President's National Performance Review (NPR) as one of four agencies 
that have taken the thrust of NPR most to heart. Initiated continued reinvention and improvement 
under NPR Phase II. 

• 	 Published in December, 1994 the first Strategic Plan in the Agency's history, "Partnership for a 
Safer Future-. 

• 	 Improved labor-management cooperation by establishing the FEMA Labor-Management 
Partnership Council in October, 1993. Empowered employees by involving them in renewal 
efforts, improved coffi.munications. and changed the Agency culture to value employees. 

• 	 Streamlined operations by reducing two layers of management; doubling the supervisor to 
employee ratio; and initiating a shut down of unnecessary facilities (Charlottesville, VA; Battle 
Creek, MJ; and Provo, UT). 

• 	 ,simplified the budget structure to increase flexibility by reducing operating accounts from 47 to 
3 separate elements. 

• 	 :Re-engineered the Performance Management System and made available a new "time off" award 
i,O recognize employee accomplishments. ',' 

• 	 Reduced internal regUlations by 12%, and drafted a plan to reduce them by 50% by the end of 
i'Y 95 .. a year ahead of the requirements of B.O. 12861. 

• 	 lnitiated a pilQt project under the Government Performance and Results Act to take advantage of 
technology to support emergency management functions. 

• 	 Initiated th{: first all-inclusive Agency-wide property inventory that included disaster assets, and 
(:stablished a comprehensive property management system. 



M1tigation 

• 	 Ensured broad participation in the development of a National Mitigation Strategy through 10 
Mitigation Forums held across the country, attended by over 1,600 stakeholders. 

• 	 Worked with the Administration to gain passage of the Hazard Mitigation and Relocation 
Assistanc<) Act of 1993, the "Volkmer Bill", and led an interagency "buy·out" program to acquire 
and relocate flood damaged structures. To date, 168 projects involving 7,800 properties in nine 
Stales have been approved. 

• 	 Demonstrated Federal leadership in mitigation implementation through the signing by the President 
of E.O. 12941, Seismic Safety of Existing Federally Owned or Leased Buildings. 

• 	 Launched a campaign to increase the number of flood insurance policies to decrease the cost of 
disaster relief. The campaign involves a national marketing program; insurance company sales 
goals; and encouragement of citizens to insure themselves. 

• 	 Initiated implementation of the National Flood Insurance Reform Act, signed by the President on 
September 23, 1994,- which provided funding mechanisms to """y out mitig.tion projects. 

• 	 Increased public awareness through the "Home Fire Safety!'" campaign and the number of 
communities adopting sprinkler ordinances.. 

Prepaledness 

• 	 Completed the study, "Resource. Required for the National Emergency Management Partnership" 
which id",tified shortfalls at all levels of government to provide an effective emergency 
management capability. 

• 	 Drafted model State trust fund legislation to provide an alternative funding source within the States 
to help supplement and rover emergency management costs. 

• 	 Restructured and streamlined the Comprehensive Cooperative Agreement, through which 
l'EMA provides annual funding to State and local governments. 

• 	 ,Sh.ifted the focus to "hands-on/how-to" emergency management training and utilized innovative 
.md cost-effective training delivery mechanisms to increase enrollment. Developed and delivered 
a Federal Coordinating Officer Past Track training course to create a cadre of trained PEMA 
"fficials to effectively manage response and recovery operations .. 

• 	 Enhanced lhe National Fire Academy curriculum to include new cultural diversity courses, 
management and leadership training for volunteer fire services. and community risk reduction. 
lnitiated development of a National Fire and Rescue Incident Simulation Center. 
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Res~"nse and R"""very 

• 	 Effectively responded to 60 Presidentially-declared major disasters, including the Northridge 
Earthquake; flCKlds in the Midwest, Southeast and Texas; and Northwest fires, With each disaster j 

put into place better ways to .serve victims. 

• 	 Tested the Federal Response Plan and initiated an expansion to cover recovery and mitigation. 

• 	 Established, staffed and trnined three National Emergency Response Teams for deployment during 
large-scale disasters on a rotating basis. 

• 	 Provided Federal leadership and support for formation of 25 Urban Search and Rescue Task 
Forces around the country. 

• 	 Initiated establishment of rapid response teams to provide better assessments immediately after 
the impact of a disaster. 

• 	 Conducted a review of disaster staffing programs and developed reform options. 

• 	 Centralized. disaster operations by creating a new Disas.ter Finance Center in Berryville. VA; a 
National Teleregistrntion Center tn Denton. TX; and Central Processing Centers in Redwood City I 

CA and Berryville, VA. 

• 	 Reviewed the declaration process and made recommendations for improvement. 

.. 	 Conducted the first survey of disaster applicants; found that almost 80% of respondents were 
satisfied or very satisfied with FEMA's help; and developed customer service standards. 

• 	 Used innovative technology to replace paper systems with computerized. on~line disaster assistance 
registration; and the Automated Construction Eslimation System (ACE), • portable computer to 
record home inspection data which improved accuracy of awards by 20-30%, reduced processing 
time by 50% and average yearly costs by about $5.4 million, 

.. 	 Worked with the Administration and Congress on legislative initiatives to reduce the cost of 
disasters. 

• 	 Streamlined the application and processing of post-disaster mitigation funding under Section 404 
of the Stafford Act. ' 

• 	 Developed the concept for regional Centers of Excellence, and established Region VlII as a Center 
in Community Relations. 

.. 	 Uncovered fraud and recovered $18. million ,which was returned to the U.S, Treasury, as of 
September 1994. 

• 	 Significantly improved -communication with the public through innovative means that included: 
creation of Recovery Channel T.V. and Recovery Times newspapers to quickJy reach disaster 
victims; the FEMA World Wide Web site on the Internet; Radio Network;and computerized FAX. 
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THE OFFiCE OF POLICY AND ASSESSMENT' -\ 

MlSSION: To support the Director and senior agency managers through managing and 
facmu,lting polley development, .strategic planning, performance standards and 
assessment, innovation, and organizational development to achieve FEMA's overall mission, 

FUNCTIONS: 
Polis-v Development and Analysis 

1. Facilitate development .~d implementalion of agency policy. 

2, Identify issues and propose resolutions, 

3. 	 Systematically review and evaluate FEMA policies for relevancy, internal and external 

c:msistency, timeliness, and effectiveness. 


o Initiate a review of aU existing policies (internal. executive orders. at al) to 

detennine relevancies, r~commcnd revisions, and develop an action plan to 

meet the requirements of Executive Order 12861, Elimination of One·Half of 

Executive Branch Internal Regulations. Sop II. 1993, 


o Coordinate update of appropriate polieies to reflect new FEMA organization 

and priorities of the Director, 


4, 	 Review and comment on proposed legislation, Congressional testimony, general policy 
recommendations, and other related documents that affect agency pol:cies and programs_ 

o Incorporate policy aspects into draft delegations of authority document. 

o 	 Assist in agency preparations for Congressional hearings. 


" Agency f'Janning and Assessment 


5. 	 DHvelop and coordinate the agency strategic planning process. 

o Initiate and coordinate a strategic planning process that involves all FEMA 

organizations and meets the requirements of the Government Performance and 

Rusults Act of 1993 (S, 20). 


6, 	 Coordinate the development and use of miSSIons, goals, and objectives. 

o Establish a process for revision of mission and function statements 

dEveloped during the reorganization. 


o Review and comment on mission and function statements to ensure 

cc nsistency and customer orientation and to resolve overlaps, 


lNOTE: Bold text indicates specific tasks that comprise the 
current· work agenda for the·Office 



consistency and customer orientation and to resolve overlaps. 

o Provide support to the Director to consolidate and track organizational 
objectives. 

7. 	 Develop rr:echanisms for establfshing standards and evaluating agency performance, 

:) Coordinate agency customer survey activities to meet Executive Order 1286:2, 

Setting Customer Service Standards, Sep If, 1993. 


" Participate in developing baseline and ongoing customer surveys. 


8. 	 Provide a system for identifying and monitoring status of major actions to be taken to 

oorrect deficiencies and shortfalis in agency programs and operations. 


o Review existing programs and determine requirements for an agency 
corrective actions program. 

:) Propose criteria for actions to be identified in agency~wide tracklng system 
,;md responsibilities for its Implementation. 

9, ::nsure implementation ofFEMA responsibilities under The Governmen.t·Performance and 
Results Act of 1993. 

" Coordinat. participation as • pilot agency to implement S. 20 (if selected). 

,) Design a program for implementing age:ncy performance standards and 
.::waluation processes. 

10. 	 'Jvernee implementation of FEMA environmental responsibilities, 

.) B~iJd a respected environmental review capability within the Office. 

" Determine appropriate alignment of environmental assessment 
".sponsibilltie. In various parts of the organization. 


" Review and approve environmental assessments. 


Innovation and Organizational Development 


11. 	 Facilltate institutional change and innovation. 

Q Propose mechanisms that enhance integration of budget, procurement, and 
.,erforrnance evaluation cycles to meet agency objectives. 

'J Explore mechanisms to Implement a Total Quafity Management program, or 
:the principles of such a program, In conjunction with the principles of 
.refnventing government 

12. 	 ~nitiate and manage special and ,innovative projects in cooperation with program offices. 

, Develop strategies for enhancing FEMA program flexibility in State and loeal 



am-:rgency management programs • 

. , Propose strategies through which State and local governments can fund or 
,~nhance emergency preparedness activities. 

13. 	 Promote corporate and private sector involvement in emergency management programs. 

14. 	 Provide oversight and guidance for FEMA's renewal and participation in the Reinvention 
!~aboratory process, 

I) Develop strategies and a proposal for implementing Reinvention Laboratory 
processes in FEMA. 

M~.nagement Support and Coordination 

15. 	 Provide support to the FEMA Executive Board. 

(I Dave-rop charter, propose agendas, schedule activities, and provide staff 
~:upport. 

16. 	 8upport the Director and key management staff in a wide variety of policy, planning, 
c'eve!opmental and assessment activities. 

. , 
(I Develop operating cost estimates and identify issues associated with each 
FEMA facility and tocation. . . 

c. Participate with the Office of Regional Operations In regional study, 

c' Organize FEMA Advisory Board meetings, provide staff support. and, 
coordinat& involvement 

(l Evaluaro most cost effective means of accomplishing agency objectives, 
whether through use of contractors. in-house capabilities, or temporary hires 
(including Special Disaster Assistance employ••s). 

o Define roles and responsibilities of Ombudsman position. 

17, 	 Fiepresent and coordinate FEMA's participation in special programs and requirements 
soch as the National Performance Review (NPR) and GAO studie •.. 	 . 

"0 	Serve as FEMA Liaison to the NPR. 

o Coordinate FEMA requirements to implement NPR recommendations and 
partiCipate in NPR activities. 

o Serve as FEMA representative to the Small Agency Councif and coordinate 
FEMA involvement in Council activities. 

o 'Coordinate completing or, fulfilling requirements identified in the FEMA 
Streamlining Plan, submitted as directed by Presidentiat memorandum, Sep II, 
1£193. 

~l 
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