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The Renewal of the Federal Emergency Management Agency

e

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

Edmund Burke (1790)
What do people want?

' They want food, shelter, good health, a chance 10 earn a living, and a sense of seourity and
stability. It is 2 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 such as
hurricanes, Boods, and tornados, are overwhelming events and nothmg ¢an be done o
minimize the consequences. This is not the case. ,

S
There is a lot that can be done by governments, organizations, and individuals to prevent
or reduce disaster losses and corresporiding human suffering, For example, people can learn
the proper action to take when disaster strikes, bmiémgs 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,
response, and recovery.

If we know how to significantly reduce the consequences of disasters, why have we not done
s0?

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 not because all of the solutions
are 100 expensive. A 25-cent bolt can keep a i)(}okcasc from falling on a child during an
eartiiquake,

People are suffering unnecessarily from disasters because there 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 (FEMA).

! : g

; Vision

! .
A renewed FEMA is needed to generate the enthusiasm and energy, as well as_to provide
guidiince and support, to achicve a nationwide commitment to improve significantly the
protection of our citizens from aill natural and manmade hazards. FEMA, through the
renewal process, is demonstrating its commitment; other federal agencies, state and local
governments, and private and volunteer organizations must do the same,




et =
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a public educated on what to do
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1o protect themselves, their families,
their homes, and.their businesses;
structures located out of harm's way

g
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organizations with proven effective
plans, necessary resources, and rig-
orous training for disaster resporise;
and cz}zmnumty 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 carreﬁpondmg probabilities of
oeeurrence,

The rission of the Federal Emergency
Management Agency is to provide the
leadership and support fo reduce the
loss of life and property ard protect
our institutions from all types of haz-
ards throughowt a comprehensive,
risk-bused, wll havards emergency
management program of mitigaiion,
preparedness, response, and recovery.

The mission stresses that FEMA has a leadership and management rele that focuses on
reducing risks and helping the victims of disasters, regardless of the cause. This leadership
and support role applies to state and loeal governments and private organizations involved
in disacter 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, hurricane, carthquake, or hazardous materials, that a jurisdiction faces. Through'
developing the capability to respond to specific risks, emergency management capabilitics
exist fa, any hazard.




. This is the mission of the renewed Federal
enis Aod Emergency Management Agency.
: hﬁ_ :cahseqnen' Sall hazards,
a5 {he! Beﬁi‘é’i plishaall . Organization
itfre‘span : i,

As part of the renewal process, FEMA has
reviewed its fundamental mission and em-
biraced a new statement of mission, which is
supported by midjor policies presented in
the next sactzon

To rore effamveiy am& efﬁacnt}y execute this mission and implement the major pofzczes
a new organmamnai structure was necessary. The'new organization was developed using
an o)yen Process. prwzdmg opportunities for partxczpatwﬁ by all of FEMA $ empiayees The
procass involved two major components: (1) reqzzestmg input from everyone in FEMA,; and
(2) analyzing the recommendations included in the' mzm&raus rcpvri:s and studies of FEM4. -
Some specific renswal activities include: 0

Pt

+ Inviting all employees 10 submit recommendations, either in writing or in person;
> F M

Gt Vi

Convening a planning retreat of senior managers, followed by continning meetings
of a representative group with the Director as organizational options were déveloped:

- Brmgmg repreﬁcntaiwcs of cach of the FEMA unions to Washington for a planning
mesting;

~. lavolving regional employzes in these meetings, and scheduling a special meeting of
regional secretarial, staff in Washington to sai;c;: their input and ensure their
opi}artﬁmty 10, conmbate

Coflmge, - PR
. chuastmg existing ad:hoc commiitiees that had stud;ed the recommendations of
outside groups to provide the benefit of their analysis and recommendations.
Using this input, a ne?v‘b'rg'aaizaiianai structure for FEMA, based on the mission and goals
of the Agency, was developed,

The new organizationai structure:
L. B ) W7 [ e " 2 3 - -
* Supports the new mission, goals, policies, and priorities of the Agency;
- Aligas resources to achieve more effactively the mission and goals;

+ Integrates program activities to coordinate related functions;
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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 support better regional office delivery of programs;
Maintains organizations specifically required by statute;
Shifis the use of national security capabilitics to domesiic disasters;

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

- Requires no legisiative changes (o implement;

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

The process for implementing the reorganization will contimie to be open and involve all
FEMA employces. Employees were informed of the overall organizational structure after
coordination with congressional representatives and the Viee President, The initis]
organizational structure will be in place by October 1, 1993, Personne], budget, and
program adjustments will be made throughout fiscal year 1994 19 reach the ultimate goal
of having a completely reorganized FEMA by the beginning of fiscal year 1995, Through
the implementation process, ceniralized management systems, improved program delivery
capabilities, and integrated functional capabilities will be realized.

Major Policies

+ Accomplish the Renewal of FEMA in Ceopersztign with the Vice President's National
Performance Review {(NPR)

The rexewal process will be consistent with Ao TS st e e
the priacipies of reinventing government, A R

»  Ensure FEMA Employee Participation
In the Renews! Process

The Director stressed that all FEMA em-
ployees would have the opportunity to
contribute ideas on redefining FEMA's
mission and orpanization, and how the
Agency can do a better job of supporting
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state and local emergency management agenc;eg and helping disaster victims. FEMA
emplayees were informed that any reorgafiization would be zmplememed in & manner that
ensures the most effective delivery of assistance to disaster victims in coordination with our
colleagues at the state and Jocal levels, It also must be consistent, however, with the best
interests of the dedicated employees who provide such assistance. Employee participation
will continue permanently,

Several employee suggestions have already been implemented, or are in the development
process, Examples of ideas already adopted include:

Establishing an arbitration process for resolving disputes;
Appointing an Agency Ombudsman;

Mzking available to all employees copies of the Director's speeches and congres-

sional testimony; and

+ Establishing a policy whereby ali employees will participate in an office staff meeting
on a periodic basis, or at least once each month,

+ Establish a Nationwide Culture of People Helping Peaple

A primary goual of the renewal process was for the Agency to recognize and be more
responsive to its customers—irom 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 pariner organiza-
tions, and the delivery of services directly to

digaste: victims, %
%» SaTisa e
(Stste and ef_gm
»  Us¢ the Risk-Based, All Hazards Emer. ucie??a re eing “a&kedﬁz g}éow

alls }iazatds ‘eme ené“&?méaa 7o :
gency Management Cofieept Wi?t'%h e :‘Sh'z_? 1anag

The all-hazards philosophy, using the Inte- ;
grated Emergency Management System
concept, will be the basis for FEMA's
prograr and for the nationwide emergency
management system. This philosophy speci-
fies that comprebensive emergency manage-
ment functions (mitigation, preparedness,




response, and recovery) will focus on natural and technological hazards, including the
consequences of terrorist or foreign attack! Programs within FEMA will now conduct their
activities to meet the risk-based, all-hazard concept.

+ Establish Mitigation as the Foundation of Emergency Management

” o = S . Mitigating disaster losses is now the prima-
Wigation mustbecome a recognized: ry goal of FEMA. The entire Nation needs
i?icri‘wthégghzl% B ¢ to make the commitment now to invest in
391 the long term payoff of mitigation, and
FEMA will provide the leadership o ac
complish this effort, FEMA personnel will
work closely with i3 constituencies to pro-
vide cost-effective tools and incentives to
g : ¢ s encourage mitigation at all levels of govern-
ess?ﬁem%ﬁm §§€9mmic‘ﬁgf§$§g ,_,',,,;,j . ment and in the private sector. There are
’ed“"“%@ég@“"‘“ ' T several programs at FEMA which currently,
emphasize mitigation—there is a2 need 1o
build on these programs, especially at state
and local levels.

+  (reate an Effective Response and Recovery Capability

FEMA will develop and maintain a rapid
and effective disaster response and recovery
capability in cooperation with pariner orgari.
zatiors, This capability will be based on
contir: aed devc‘lopmezzz of the Federal Re-
sponse Plan (FRP) in cooperation with pari-
ner organizations.

« Use All Reasonable Options for Preposi-
tioning Kesources for anm Anticipated
Diszaster

When a potential disaster can be anticipat-
ed with sufficient advance warning, FEMA
will use every Qppertunity to preposition
resources to permit rapid deploymenz after
the event has occurred.




il
+  Develop and Maintain the Capabxlitv to Rapidly Collect Disaster Situation Assessment
lnformatwn
A new situation assessment process has been designed in cooperation with appropriate
federal, state, local, and private organizations. This process will use aerial surveillance and
grouad assessment teams to provide fast, accurate, and complete situation assessment
information.
E

Lo Maintain (“iese Working Relationships With Other Federal Agexzcws in All Phases of

C'omprehensive Emergency Management

For effective disaster respezxse 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
;:aomt for coordination within the Federal Government for planning and responding to a
maja: disaster

. hitaizztain Close Working Relationships With Other Federal Agenmcies in All Phases of
Comprehensive Emergency Management

For effective disaster response 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 Federal Government for planning and
responding to a major disaster. Effective federal response requires a commitment of the
senior managers of the other federal agencies,

+ Define and Clarify Internal and External Roles and Responsibilities

In any program that requires the cooperation and collaboration—indeed, the joint action—of
26 separate agencies, each with its own major mission, staff, and budget, misunderstandings
with regard to roles and responsibilities are endemic. FEMA is committed to refine,
streamline, and exercise the Federal Respornse Plan sufficiently to ensure that the roles of
the szgnatory purticipating response and recovery agencies are clearly understood and
exercis cd

Given the reorganization of FEMA, internal roles also must be clearly communsicated to ail
emplovees as well as FEMA's customers, coopserating agencies, and other "publics,”

« Establish and Muintain Working Relationships With States

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 together in the event of a
major disaster. These agreements will be especially useful during the critical period
immed:ately after an event so that the states will understand what they can expect of FEMA
and vice versa. The first agreement, with the State of Florida, has been completed.

3
A
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1
FE!‘&% employees have been assigned to work with the governor and emergency
management director at the statcemergendy operazxms center zmeéza:ely upon OCCUITENCE

of a Cisaster warning or event, This relationship is being used in the states affected by the
flooding along the Mississippi River,

Headjuarters and Regional personnel will spend as much time as possible working with
state and 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
emergency management organizations, policies and procedures used by these agencies. It

" will aiso lead to the kind of teamwork that we need to have wcrkmg at a disaster scene.

FEMA is encouraging the statcs and territories 1o adopt an interstate compact as a mutual
aid agreeznerzt 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 territodes in adopting such an agreement and having
it ratiied by Congress, FEMA has prepared a model Draft Interstate Compact.

o2 :

+ Minimize the Administrative Burden on State and Local Emergency Manag&ment‘
Agencies Recelving FEMA Funds

States will have the flexibility to develop their own programs and privrities based on the
specific risks that they face. FEMA's requirements will bc perfarmaac&based and focused
ont program accomplishments. In general,
FEMA will work with state and local gov-
ernments on 4 niore functional rather than
programmatic approach, Definitive require-
ments imposed on state and local govern-
ments for use of emergency management
assistance have been replaced by guidelines
that are broader and more flexible.

»  Establish an Administrative Dispute Resolution Program to Resolve Quickly Disputes
Concerning Individual and Public Assistance Claims

Dispures with governments and individuals can be quickly resolved with fairness and without
the agaravation and ¢ost associated with prolonged disputes and legal action.

« Cansciously Look for Opportunities to Evaluate FEMA's Accomplishment of Iis
Mission .

FEMA, will continually evaluate its activities, operations, and services 1o ensure that they

are being accomplished effectively and efficiently. FEMA must be in touch with consensus

expectations of the public and political institations at the federal, state, and local levels.

4




" possible support. State and local agencies

&

Institutionalized "feedback loops” must be actively maintained to allow for the necessary
monitoring 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-
agement agencies receive the maximum

must bave adequate resources for the risks
they sace. They must have sufficient per-
sonnel, qualified for their assignments, who
receive frequent training and opportunities
1o participate in realistic exercises,

« Promote Comprehensive Training and Disaster Exercise Programs that Involve All
Levels of Government and Private Ageacies and Organizations

FEMA will use every opportunity 1o 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 ;mrsannci who will bé 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 with disas-

“ter respense and recovery. It is important,
. therefore, that all appropriate personnel,
including representatives of federal, state,
local, volunteer, and private organizations,
participate in traim‘z}g and  exercises.
Among the participants must be manage-
ment and administrative persannel who will be involved in a disaster but who rarely find the
time to participate in an exercise,

»  Empower Employees With Responsibility and Authority

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

» Encoarage Employees to Experiment With New I(deas and Concepts
Employees will be encouraged to develop new programs and better ways of performing re-

quired functions. If reasonable guidelines are [ollowed, employees will be praised for trying
new concepts, even if they do not prove to be successful. They will be criticized only if they

10
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do not seek innovative and creaiwe ways of doing their jobs. Supervisors wili be expected
to snsure that ideas are given serious consideration.

+Thase are some dof the policies wh:ciz will help build FEMA into the capable organization
it was intended toibe. -

i b ] . ¥

F_EM{'& Renewal Initiatives

t

3 1 L t

.-
As a small agency with-wide-reaching responsibilities, FEMA is an excellent reinvention
laboratory test site. - Its partners and clients cover a wide gpectrum: federal, state, and local
governments; private and voluhteer organizations; and individual victims of disasters. A
major effort to overhaul its processes, mapagement systems, and delivery of services is a
criti¢al 'part “of the reargamzatmn that will begin to be implemented by October 1, 1993,
The iaumde and removal, of encumbrances offered through the reinvention laboratory
prouess aze cntzcai to ?EMAS success and ability to complete its renewal,

The initiatives included in this report are only & sample of the ideas that cimki be
implemented as FEMA is ovérhauicd The Director is committed to finding innovative
mechanisms to improve use of Fesources and provide better delivery of.our services.

L
%

ISSUE: - ‘The managemer:: tezm at FEMA" needs fnr more flexibility to manage its
resources to aceempizsh its mission effectiveiy rm- results at reduced vost and,
1at the sime time, finance agency Trenewal efforts. Initiatives undertaken will
‘greatly rédice’ ihe dysf‘mzcticmal micmmanagemem of the Agezwy by external
i« forces, ) Lo
g ‘} MRRIERR RS {180 LV R

More ﬂexzbihty rcgarﬁmg thé yse of FesOurces azzd ihe changes in the way the Office of
Man,agcment and Bidget ‘and the Congress oversee FEMA budget formulation, appropria-
tions’ and execution!"New 1f‘iexszhty and deiegatwn of Zuthority o lower levels of
mmngﬁm::m will require’ sigmﬁc&nt enhancement in management and financial systems for
mwmaifcomm‘f«and for 1mprmd financial information for mnagers

FEMaA Renewa! Initiatives:
HA ;{', .

FEMA will pursue obtaining the budget flexibility to empower managers to produce results
through the concept ‘of "Managmg»to&uégaz, This appmach will give FEMA leadership
more: flexibility fo ‘miake décisions’on the mi)st ‘effective way to use its resources to
acconiplish its mission thfough ‘Tetults-oriented budgeting. N

Key Initiative Features: Through siipport from the Office of Management and Budget and
the Congress, the following changes will be made in the way FEMA's budget is managed:

i

E
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Slmpizfy the FEMA budget by reducing the oumber of program activities and
program »ﬁi‘cments into afew broad,eazegorws Some progress has been made in
recent years in thxs area. bzzt ‘much more szmphﬁcatzon can be accomplished,

Ceiiapse the two rzza;;or ?‘EMA appropriati{ms (S&E and i&MPA) into one

nnnnnn

“barrier, "This will alse provide managczz‘zexzt flexibility to better deal with the shors-
term costs associated with reorganizing and petennal dmmszzmg

Eizmmate the work-year authc:rizatwn zmd allow, ezﬂy the avaziabzhty of funding to
cnnstram zhe lcvei and chamcter of employment. .

+ Raise the reprogramming authority from the current $250,000 up to $1,000,000 with

+

congressional potification.

Remevc zht: hmnatlcm on zrave! funding to allow ag&zlcy managers to decide the \
most effective strategy for accomplishing mmissions, S

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 process and more time to adjust to.major changes resulting from
FEMA's renewal efforts, changes in iegzsiatwn, ané potential dawnszzmg require-
zzzen:stn e ‘ | <

Authorize thc"Aggﬁé%’ to si:»é'rid up 1o one percent of its total operating bu{%gez on
employee training rather than budgeting a Specﬁ“ ic amount in a sp&e;ﬁc line item,

Azzth{}nze 'the agezz(:y to spend u;; to one pcrmnt of its.total c;aperatmg budget on
1mzzatzvas assema:eé wzth agency renewal efforts,

&uthanze zhe use of np o, §ﬂ ];;ercenz {}f f:nd-of-yea: funds that wezz%é ordinarily
iapse to bz: avaliablc nmxi ; expended for the purpose of improving financial
management or administrative systems,

" Authorize the rewrzthz cf 50 percent of the progzam savings that result from
improved efficiency or lower-cost methods in an Agency trust fund to be used for
support 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 oparations.

Remove all restrictions on using resources from any budgeted FEMA acimty 10 assmt
in Fﬁ?wm disaster response and recaovery operations.,

12



" i+ »Establish éredtive funding s mechamsms "Such as trust funds, revolving funds, user fees,
a0 insdrance surchazge& and costasbare zevenues to hc used to fund Ag&ncy activities
in drder to reduce ‘the dependence on appropriated fands.

N oo v DA h

______

F

I capabiiizies in emergeacy managemeut satuatiens.. .

FEMA Renewal Znitiafive. The Agency will seek the necessary legislative authority to enter

,or  intetcooperative” agreétnents Wwith nonpwﬁz orgamz&tzons designated under the Older

Americans Act to assist the Agency il its emergency mahagemeént work requirements.
Key Initiative Features:”

+ Would use the skills and talents of mdmdu als 55 years of age or older to assist the
-~ Agency in meeting its emergcncy managcmg:nt mission requirements in mmgatzpn.
and preparedness, as well ds response’ and recovery.

Wz}uid not :equire separate appro;maticns or ﬁmdmg

1 Wozxid not- reqmre an admmtstratweiy burdens&me proccss 10 1mplemwt

1
Would not increase the Agﬁncy s FTE; participants would not be federal employees
and wi}zxid not perform the umque responsibilities of federal employees.

I ¥

s A .
[ i : 4

ISSUE: To ’r&invent’ ifself, FEMA will need to zmderge an agency-wide rwz-ganizatien
¢ iieﬁzganizatiens frequently reqalre the applicaiion of’ redncﬁomin«ferce
; procedures, which can be Both draconian and lengthy. &dditionai!y, they create
; organizational dysfunction, FEMA, on the other hand z;ee:is the personnel and
© )+ organizatiopall ﬂex}}ziilty fo make its reorganizatizm | positiwe reinvention
* Y processithat leads t5'a wnstituenz-oneme& cnszomer-based z}:*gamzntwn

FEML& Renewal Initiatives: In partaership with the Office of Personnel Management,
establish FEMA as a "model" reinvention iabozatc}ry 6 zmpiement reinvention strategics
whick: facilitate an'Agency-wide reotganization.

Key Inltiative Features: 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 empioyees
without loss of pay or rank

Use a voluntary, early-out/buy-out bomus, particularly in areas impacted by national
security downsizing.

13
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ISSUk:  The current system of employee performance and evaluation requires a complete
) reizzveﬁtio;z, as doeg. the met}wd by which poor performance is objectively
ideniiﬁeﬁ and adjndicated and exceptinnnl performance is mcognized.

Fﬁim Kezzmi Izzitiatwes‘ In parmershlp with its cxcluswe barga:mng representatives and
the Office of Personnel Management, FEMA will establish a "model” performance system
for bouth identifying exceptional performers and adjudicating or correcting marginal
performance within the Agency.

Key Initiative Features: Flexibilities 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,

Fhep .
o

ISSUE: I"i‘:MA needs to streamline the procedums for conducting damage assessments
in the wake of major catastmphes such as Hun’iaaue Andrew:

FEMA i{enewal Hnitiati\fes To enable, FEMA sta.ff o makc rapid, initial émaga A55L85
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,
tests will be conductcdfto verzfy that zm;}ravﬁmgfz:s 1o zhe process of assessing damages
warrant their,use. - : :

Kéy Initiative Features:

Io 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
dam}agad 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
preatly facilitate the paparwork of individual disaster assistance applications,
Cvy fgm . H

Wlth ‘the restoration c}f power foiicmzzg a ,major disaster, pmperty damage
assessmerzts made by computer, using local tax assessment mfarmancm, would be far
more accurate than current assessments, :

ISSUE: m n&é& nperatwnai aﬁ'ice space immediately after, and sometimes durmg,
a major disaster in the local disaster area.
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FEMA Renewsl Initigtives: The U.S. Department of Agriculture (USDAY} currently has an
extension office that serves every county in the Nation. The feasibility of entering into a
couperative agreement with USDA that’ would allow FEMA 1o use the local USDA
extension office faciiities, telephones, and other equrpzzwnz for a stated period of time
fﬁizewmg % majer disaster will he explored.

Kev Initiative Features:

It is difficult at best to work out of a 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 government-owned facilities would be far less than public
facilities.

ISSWE:  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
incentlves to-undertake mitigation, Incentives, combined with enactment and
enforcement of risk-reducing building codes and land use ordinances, will
ensure a safer bullt environment as well as reduce the pofential federal and
state outlays for future disasters,

FEMA Renewal Initlatives: QCne 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 penod of
time, models of safety. A comprehensive plan would be dcszgned for each zone, using 2
combination of existing federal and state programs and incentives.

Key I'nitiative Features:

Remove regulations and restrictions o allow communities to combine funds from

multiple federal programs in the community into one fund to support the enterprise
. zone pro;ect

Propose ieglsiancn 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 1o add 100

percent of the costs to their losses for the year.

Work with loan guarantors, e.g., SBA, HUD, Freddie Mag, and Fannie Mée‘: to offer

< special terms and conditions, such as reduced inicrest rates, extended repayment
terms, or deferred initial loan payments,-to applicants for loans to cover mitigation
Costs.

15



ISSUE:  Problems of compliance with the elevation requirements under the National
' Flood Insurance Program (NFIP) often result from the increased cost of
censtmctiﬁa to.the homeowner when'the flood-damaged house must be elevated
; or changed 'to meet the current code,” Currently, these increaséd costs must
come from the homeowner’s pocket as they are not covered under a homeown-

_er's flood insurance policy.

FEMA Renewal Initiatives: FEMA proposes 10 seek legislative authority to provide for the
increcsed cost,of construction as part of the standard policy and to establish mitigation
insurance as an additional coverage to the basic flood insurance policy. Mmgauon insurance
- would cover ciaims for repetitive or substantial flood damage and imminent erosion damage.

i

ISSUX:  Employees are given limited financial incentives to improve systems or realize
substantial cost savings. They must compete for limited funds available
through incentive awards programs when 1t s acicxzewledged thelr actions hme}, .
resulted an cost savings. Managers and employees Know that if they do nof:
s;;emi ﬁmds aiiacated to them for prejects, the funds will be reallocated and

‘; reduced in future years.

FEMA Renewal Imtzatives* Maka available to-managers and employees a percentage of

cost savings when well~def‘mezi pra;acts arg completed under ‘mzdget By realizing that they

will benefit financially, managers and employees have an incentive to find 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 savmgs to share up to twenty-five percent of the fmoney not
spent,

The remainder of the cost savings would be directed to an Agency trust fund or
ro-year revolving account for renewal initiatives.

b

ISSUE:  Previous disasters, such as the Loma Prieta sarthquake, have proved that
taking appropriate mitigation actions before an event happens will reduce the
cost 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 currenily is dependent primarily npon i‘unds that
become available after a presidential disaster declaration. :

FEMA Fenewal Initiatives: FEMA proposes that legislation be sm:ght to establish a
Natural Hlazards Mitigation Trust Fund (NHTF) that will support mitigation activities .
indepencent of a presidential disaster declaration,
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Key Initiative Features:

-
£l

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

Seek authority to put up to $20 million annually from the National Ficcd 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 ermergency 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.

I8SUE: Disaster Relief funds are limited and must be replenished through congres-
stonal appropriatiens at the time of need, which impacts the federal budget
deficit or availability of funds for other intended purposes. A Disaster Reliel
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 relief programs without conflict with programs and contributions to the
American Red Cross and other charitable organizations.

Key Initiative Features: Establish mechanisms for people and organizations 1o contribute
to a Disaster Relief and Recovery Trust Fund through:

. Creating a first class U.S. Postal Stamp that symbolizes emergency management and
disaster relief, with one cent for each stamp purchased going to the Digaster Reljef
and Recovery Trust Fund and one cent going to the Matural Hazards Mitigation

~ Trust Fund.

Asking Congress to consider adding to the IRS Form 1040 {Individua! Tax Return}
a box for people to check to contribute $1 of their 1ax refund to the Disaster Relief
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 o be involved in emergency management programs,
especially in response to a disaster of nationwide impaci such as Hurricane
Andrew or the Great Fiood of 1993. Contributions to federsl emergency
management and disaster relief programs by private sector and commercial
organizations are limited or prohibited by povernmental rules and regulations,
Mechanising need to be sought before disaster strikes to make use of private
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sector resources and capabilities in an organized manner. The private sector
should have a major role in mnmbmmg to a nationwide emergency marzage»
ment capability.

Key Initiative Features: As part of the partership, FEMA will peruse ways to bring the
privats 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 t0 emergency management programs-eg., current licensing

requirements for radio statiens to donate air time {or public service announcements.

In lieu 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 pmmotmg self-preparedness of employees or 1mtzaf;mg
emergency management campaigns,

+ Ways to use commercial assets, eg, satellite links or techaology, without cost 10 the
government,

Competitive practices that involve the private sector in emergency management
campaigns and programs.
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The Director’s Letter

Dear Friends and Employees,

The weeks since my confirmation as FEMA
Director have been exciting, eventful, and busy,

The: Mississippi floods, coming so soon after
my arrival at FEMA, saw to it that my orienta-
tion at the Federal level was complete and
quick. As the response and recovery processes
go forward, I continue to be astonished and
pleased! at the competence and commitment of
FEMA employees everywhere —at headquarnt-
ers, in the regions, and in the field ~who are
dealing with this catastrophe. I believe that you
are doing an outstanding job but Twant to chal
lenge vou to do more, I can se¢ through the
- scope of damage and terrible tragedy that some
things ¢an be improved but, overall, T want to
comgend you with deep sincerity for your ex-
cellent work. This applies to you who are desk-
bound, planning for the next disaster, as well as
those who are on the front line of response,

The first commitment I made when I ac-

cepted the job as FEMA Director was to you.1

comuriii to you to revitalize the Agency to make
a better FEMA; 0 improve employee morale;
- to keep open the communication to and from
my staff and associates; 1o distribute my tes-
timony and speeches to ali staff; to maintain the
"open door” sessions on Tuesday mornings: and
to continue to solicit - and listen —to your ideas
and suggestions.

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 same on board have been valuable. In-
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deed, I view them as critical to the renewal of
FEMA. 1 would like to share with you what I
gain from participating in such meetings with
staff and constituent groups, congressional
hearings, and major conferences. I believe this
newsletter will give you some insight into the
directions I take and the decisions and commit-
ments I make,

An ad hoc newsletter is only one medium
through which I expect to keep you informed
about what we are doing and report to you the
commitments we make and how we expect to
fulfill them. This first newsletter focuses on the
priorities I have set and how we are addressing
thase 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 o
then give me their views whether or not they
agree with mine.

I honestly believe that we can turn 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. Cur 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 sarn 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 avery
personal impact on each of us. So I ask for your
understanding if I can’t participate in your
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meeting or address your conference because of

a congressional priority. Over the long run, we
“will find that improved relationships are a sig-

nificant asset. |

I challenge you 1o view positively the chan-
ges we are now going through. It is a time of
renewal -a time of opportunity to create an
atmosyhere in which new ideas and different
approaches flourish, Make your ideas known,
Join with me in being a part of the exciting new
Administration, arenewed FEMA, and abetter
served American public,

James Lee

Renewal

“Renewing FEMA,” the Director’s short
phrase for his vision and goals for the Agency,
began when James Lee Witt stood in the lobby
and greeted headquarters employees as they
reportad for work the morning after his confir-
mation. It continued with the announcement of
the open-door policy. This policy is best de-
scribed as the way Director Witt plans to keep
open the lines of communication to and from all
employees. It is a means by which employees
can bring 1o his attention their viewpoints on
any subject of concern. Most of all, it is the
Director’s way of creating a partnership with all
levels of his staff.

Anather element of the renewal process is
Director Witt’s recognition that FEMAs em-

ployees are its greatest asset. He values the .

apinioas of employees and has demonstrated
his comrmitment {0 ensuring that their ideas and
suggestions are cunsidered.

involvement of Employees

In uddition to the open-door policy, visits to
~regiomal offices, and "brown bag" lunches, the
Director asked employees to submit ideas and
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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 persenal attention
by the Director,

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

« Establish an arbitratien process for resolv-
ing disputes

« 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 employees and
associates in the renewal became clear when
regional secretariecs and clerical employees,
who normally have few, if any, opportinities to
interactwith high-level headquarters staff, were
invited to meet with the Director while attend-
ing a training session in Washington. Other re-
gional emplayees are being mvxted to
participate in renewal meetings when' they are
in Washington, and a representative, of each
FEMA bargaining unit has been asked to par-
ticipate in discussions and provide suggcstzeas
for the renewal process.

On July 21, & meeting was held with the
presidents {or their representatives) of each of
the bargaining units in FEMA. The purpose
was to involve the union in renewing FEMA and
to solicit its views on reorganization, The Direc-
tor clearly recognizes the importance of incor-
porating into the renewal process the people
and ideas the union represents,
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Invoivement of Senior Managers

Inthe very early stages of renewal, managers
of program offices were requested to submit
issues for consideration in rebuilding FEMA
and creating anational emergency management
system that the citizens of this country expect
and deserve. Senior managers also participated
in the renewal process at a planning retreat,

The Director formed & review team to study
FEMA's organizational structure and recom-
mend changes to improve effectiveness and ef-
ficlencs. The team is also looking at the findings
of FEMA task forces, external organizations,
and other review teams 1o study the feasibility
of instituting their recommendations.

in the Wider World

Renewing FEMA is centainly iimely as it fits
so well with the broader Administration goal of
reinverting government, Both President Clin-
ton andl Vice President Gore are focusing on a
“govermment for our tOMOITows, 10t Our yes-
terdays.” The National Performance Review
(NPR) team, working with and reporting to
Vice President Gore on “reinvention” issues, is
gatheriag information about FEMA, The team
will work with FEMA as it redefines its role,
restruc:iures the organization, and generally
continues its renewal.

Many people in FEMA have talked with
representatives of the NPR and have worked
with them 10 understand FEMA's importance

within the federal system. It is, after all, one of

only a fow agencies that really touches all levels
of socigty and can bave a positive impact on
society “hrough its activities.

Our interaction with the NPR team 1 sig-
nificant because it will report on the Agency to
Vice President Gore, At the same time, FEMA
will submit a companion report to the Vice
President on renewal. Our report will include
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our plans to reorganize 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-
ges.

The renewal of FEMA is an important com-
ponent of the 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 Aungust 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-
ncunced by the Vice President by September 7,
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 aiready 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. Likewise, itwill take time for renewal,
Information must be analyzed, problems iden-
tified and resolved, alternatives and options ex-
plored, costs considered, priorities identified,
recommendations formulated, and difficult
decisions made.,

As we address these difficult tasks, we are
carefully studying organizational 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,
ultimetely, the victims of disasters.

Fer success with the renewal, each of us also
must 3¢ willing to accept—perhaps even wel-

come and participate in making - changes. We-

must prepare for changes in systems and in op-
erations. More important, we must be prepared
to change ourselves - how we do our work, how
we werk with others, perhaps even how we be-
have. .Some of us may also need to look at
changing our attitudes, our commitment to our
- work :md to the mission of the Agency.

During renewal, we need to anticipate the
long-term achievements of a more efficient and
effective FEMA:

+.Can we provide more timely and respon-
swe emergency management services Lo
America?

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

» Canwe exceed what our “customers” —the
public — expect of us?

» Can better service be provided at reduced
©costs?

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

» Canr wz help to'build stronger emergency
management at the state and local levels?

We all know what ¢can be gained in this rehewal
of FEMA: quality services that our customers
expect and deserve, and respect and recognition
that we deserve for our performance.

Events

Activities and events related to the FEMA renewal *
are being added each day. Planned activities are listed below.

" July 28-30. Seminar for regional secretar-
. ies and clerical employees

« Jiuly 29. Brown bag lunch with the Director

-for randomly selected employees

‘.Augkusz 2. Senior Managers’ Working
Ciroup

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

» August 13, Director meets with Vice Presi-
dent Gore to discuss NPR repont

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

You are the key to making a difference. We must work together to institute change.

James L. Wit

Tuly 1943
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Federal Emergency Management Agency
Washington, D.C. 20472 ‘

Septenmbey 14, 18837

MEMORANDUM FOR: f\l h FW

b

FROM: T ks W
Director

SUBJECT: "All Hands" Meeting with Vice President Gore

I am plsased to anpounce that Viece President Al Gore will
participate in an YAll Hands® meeting of FEMA employeess on Friday,
Septenmber 17th starting at 1:00 PM. The meeting will take place in
the Department of Health and Human Resources Auditorium. 2Access to
thz auvditerium 1is provided at the € $5t. entrance to the HHS
building.

Washington area employees are invited to attend the meeting on a
firest come ~ first serve basis. The auditorium holds approximately
500 seats plus some room for standimg. Please ke in place by 12:55
PM and bring your FEMA identification badge for admission to the
anditorium.

I have asked the Office of Information Resources Management Lo make
arrangements to broadcast the meeting to as many Regional Offices
ané. DFO's as possible. The meeting will alse be broadcast on-
FEMA's Channel 6 at headguarters for those employees unabkle to
attend in person. Also, those pergons who can not attend the
naeting in person but would like to submit a gquestion to Vice
President Gore or Director Wittt should FAY their guestion to George
Haddow at ({202) 646-3895 no later than 10:00 AM on Friday,
September 17th. '

Pistribution: RIA1TBersHnFid)



Federal Emergency Management Agency
Washington, ID.C. 20472

November 24, 1993

MENORANDOUM FOR: All FEMA Employees

FROM: James L. Witt &é’ ” _‘%z‘
: Director 7 2
SUBJECT: \ implementation of FEMA Recrgénization

I am pleasad to anncunce that our new organizational structure will be officially
implemented on November 2B, 1883. With the support and cooperation of all of you,
we arce able to move forward with the new FEMA earlier than anticipated.

| warnt o express my appreciation 10 the Office of Human Resources Management
{OHRMI, 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 arganizationst structure by
your new supervisor., As we implement the reorganization, we will have 10 work
ciosely to assure transition of functions and programs from the old structure 1o the
new. |am counting on your understanding and cooperation over the next few weeks
as we continue to work thraugh the details. Also, in the coming weeks, | will be
providing you with the details of our FY 1894 operating plan and how this will affect
the new organization,

! made two promises during our meeting on October 18, 1983, One was 1o visit each
of you to talk about the reorganization and the future of FEMA. | have started this
process ang ! plan 10 spend as much time as possible in the next few weeks visiting
each crganization. { have aisg had the opportunity to visit several of our Regions and
will centinue 10 do s0. The second was 10 have a process whereby employees could
request reassignment under the new reorganization, OHRM is designing a process snd
we hope to have something to announce after January 1, 1984,

Once again, | want 1o express my sincere thanks 1o easch of you whe participated in
the reorganization effort. ) want to encourage you to continue to provide me with
your iceas and suggestions as we fine-tune the structura in the coming year.

On November 28, we embark on a new era at FEMA, Qur new organization provides
opportunities and challeniges for each of us. Opportunities and challenges to improve
emgrqency management, improve our operations and our workplace and better serve
our customers, the American people. | know with leadership, commitment and
teamwork we will meet these ¢halienges,

Distribution: K{A1)1PersHoFld}
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Office of the Director

Federal Emergency Management Agency

Washington, D.C. 20472

Nov 24 1983
MEMKORANDIM FOR: Ell FEMA Enmployees
FROM: -~ James L. Witt aﬂ M
' Director {2tk -
SUBJECT: ' FEMA Senior. nagement Appointments

[

Izm pleased to anncunce three individuals who have been nominated
by President Clinton to senior positions at FEMA:

% Carrye Burley Brown £¢ be the Administrator for the
U.S5. Fire Administration

* Elaine A, Kéaeyﬁvlés to be Administrater for the Federal
Insurance Administration

* Richard T. Moore to -be Associate Director for the
Mitigation Diractorate

The nomination of gach of these individuals will be forwarded to
the appropriate Senate committee for a confirmation hearing and
eventual confirmation vote by the full Senate. We anticipate that
these -activities will ocecur when the Senate returns from its
heliday -break -in January 198%4. ®e hope t0 have these individuals
on hoard at FPEMA within the first 2-3 nonths of next year.

In wddition, I have appointed Richard W. Erimm to be the Associate
Director far the Response and Recovery nireatarate‘

Ezch of thesa individuals. bringa 2 wealth 34 peraona} and
prefessional experience to their designated positions. I am
confident that they will provide the leadexship FEMA will need to
neet: the challenges of the conming years.

Carrye Burley Brown has worked with FEMA for several years as a
proftessional staff member of the Subcommittee on Science, House -
Committee of Sclience, Space and Technology. She hag served as the
lead staff for FEMA fire programs such as the Fire Administration
Authorization aAct of 15%2 and the Federal Fire Prevention and
Control Act. She will bring extensive budget knowledge and
experisnce for FEMA fire programs. .

Distribution: H{Al1ParsHoFid)
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MEMORANDUM
Page 2,

£laine McCReynoelds will join us from the State of Tennesses where
she currently serves as the State’s Commissioner of Commerce and
Insorance. In this yole, Elaine has supervigsed a 500 person staff
regulating over 1,500 insurance companies, $35,000 insurance agents,
30,300 securities Dbrokers, 1,000 securities firms, and
approximately 3 billion dollars in investment offerings. Elaine
worked with the American General Life and Accident Insurance
Comaany'for 15 years priar to jaining state government.

Richard Moore has served in the Magﬁachusatts state legislature
since 1977 -and’on the Board of Selectmen of his hometown of
Hopsedale, HMA from 1970~77. As an elected official, My. Mcore has
a direct understanding of the financial, social and pelitical
realities state and local cofficials encounter. This experience
will be invaluable to FEMA’s" efforts in promoting a national
rmitigation strataqy to state and local officials around the
country. T

Many of you have weorked for or know Dick Krimm. Dick first came to
Washingten ¢¢ serve as the Assistant Administrator for Flood
Insurance at, the Department of Housing and Urban Development. He
joined + FEMA in> 1879 .and most recently ‘served as the Deputy
Asgsocilate Director  for the 'State: and Local Programs and Support
Directorate. As the Associate Birector, Dick will enable us to
maintain the ¢continuity and nomentum FEMA’s response and recovery
amtjv1ti&$ have gain&d in the past sev&ral months.
e e

Thete four individuals will bring many years of public sarvice aﬁd
private sector experience directly relevant to the positions they
will hold. I look forward te working with them in the years to
comeE., .
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Federal Emergency Management Agency

Washington, D.C, 20472

Employees
s 2

Director

- October 18, 1993

FROM:
SUEBJECT: ' Reorgapization Anpouncement

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

Several important accomplishments are achieved in FEMA's new organizational structure.
We have a structure that will improve our ability to work together, because we are dependent
on each other to accomplish our agency’s mission. We have reduced at least one level of
mamigement 3t headquarters, so that the decision making process is streamlined. We have
consistent headquarnters and regional structures, 'We have increased the manager to employee
ratio to mee! the Clinton Administration’s guidelines. Most importantly, our new -
organizational structure allows us to make the changes that Congress expects, and that we all
know/ are necessary 1o survive as an agency.

- Concerns have been expressed about the intended grades in the new organizational structure.

Let e again reiterate that FEMA's reorganization is not intended to benefit anyone by
increased grade or pay, nor is it irtended to impart anyone by reduced grade or pay. Some
Division Director positions have been designated as GS-15 positions, Consistent with the
Administration’s goal 10 reduce the pumber of senior management positions, no one should
expest that Division Diirector positions will al some point in the future be graded at 3 higher
icvel

Manv more Que:stmns and concerns need to be answered during the next phase of our
reorganization. I assure you that we will move forward as quickly as we can to put people
into positions in their new organization. This will be done fairly and equitably. After the
reorganization is in place, we will also implement 2 process to give consideration to those of
you who want t0 learn a new area or be reassigned.

Marny of you have participated in the reorganization process. 1 urge you to continue to work
with me, and the new management team, to make the changes that | bave outlined. T am
compaitted to making these changes, and I ask for your support and comunitmeant to change.
Working together, we can create a professional and meaningful work environment that
supports innovation and meets the mission and goals of the new FEMA.

Attachments
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A STEPS FOR REALIGNMENT OF
| THE FEDERAL EMERGENCY MANAGEMENT AGENCY

OBJECTIVES:

0 Effect the reglignment of FEMA employess to the new organization structure
as expsdiously as possible

0 Assure that all employoes ars placed In a pasition st thelr same grade and
without any loss of pay |

0 Effact the realignmaent all at once rathar than in sogments

STEFS:

1. Director, FEMA will mest with appointed Directorate and Office Heads to
digeuss the realignment procass

2. Reslignment process ig discussed with Unlon representatives and Joint
Partnership Council is formed

3. Personnel actions freeze is enacted to facllitate complation of the
organizational realignment,

" 4, OHRM bullds new organization structure in the parsonnel system
5. Appuinted Diractorate snd Office Heads identity and submit to OHRM
crossaalk of positions to ba renligned from the old FEMA structure to the naw FEMA
structure
€. Realignment actions are reviewad and employess are notified by personnel
actlon of thelr realignment

GOAL FOR COMPLETION QF THE FEMA REALIGNMENTY: Approximately 45 DAYS



October 18, 1993
SUMMARY OF THE NEW FEMA ORGANIZATION

During the pericd since September 7, 1993, when the new FEMA organizational
structure was announced, many views and issues have been considered. The following
outlinres the Dirvector’s decision or perspective on some of the key issues and changes
that have been fncorporated into the new organizational structures. This summary does
not sttempt to address all issues and questions that were identified through this phase of
the reorganization process, Rather, it emphasizes those that are of the most interest to
the rajority of FEMA people. Mission and function statements, which will be released
in the near future, have been drafted for each of the Offices, Directorates, and
Administrations that comprise the new FEMA,

The Dffice of the Director: The position of Director of Program Coordination previously
annovnced will not bc cmmd The position of Chief of Staff will be maintained with
respounsibilities 10 support the Office of the Director. The Deputy Director will serve as the
Agency Chief Operating Officer as required by Executive Order.

: Ombndsman: The position of Ombudsman still needs to be created and the
respo nstbz}ztxes of the position defined. The need exists for someone o negotiate and resolve
complaints both internally and externally, which could result in the Ombudsman being
assigred functions which do not interfere with but rather supplement existing eomplaint
resolution mechanisms, The General Counsel has been asked to provide advice as to the role
and responsibilities of the Ombudsman.

Execitive Board: The Board membership will be primarily senior political managers,
including representation of Regional Directors, but will include other selected managers
depeniding on specific issues and matters brought before the Board. The Board will meet at
least cuarterly to review the agency’s overall direction, performance, and policies, Other
meetings will be scheduled as recommended by Board members or the Senior Policy
Advizor, or as requested by the Director.

Qftice of Policy and Assessment: The Office of Policy and Assessment will have a major
role fc: support the Director and senior agency managers through nuanagement and oversight
of agency policy development, strategic planning, perfonmance standards and assessment,
innovetion, and organizational development. Staffing of the Office will be supplemented by
. details and rotational assignments, In the fisture, consideration will be given to establishing
. two competitive positions for one.year developmental assignments for agency employees at
the GE-12 through GS-M4 fevel.

Because of the Director's emphasis on revising and establishing agency policy, the Office

will be: actively involved in defining agency policy and ensuring that subordinate level
policies and priorities are consistent with agc:zx:y paizcy and direction. To ziiastrate the
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relationship between agency and subordinate policy, the Office of Policy and Assessment has
been assigned the function to “provide a system for identifying and monitoring status of
majer actions to be taken to correct deficiencies and shortfalls in agency programs and
operations.” Each staff office, Directorate, and Administration will be required to identify
and maintain their own evaluation and corrective actions program consistent with the overall
agency program.

Overall responsibility for the agency’s environmental impact and assessment functions have
been assigned to the Office of Policy and- Assessment, with technical assistance to be
ﬁmv::ied by other parts of the argamzatmn

Office of the Inspector General: The Inspector Gcnnra} participated in FEMA's
reorganization process, and has made changes in the Office consistent with the FEMA

Director's guidetines. The QOffice of the Inspactor General will be integrated into FEMA
agency activities with the objective of working together t0 improve management processes
and delivery sysiems as they are being developed. Except for the independent investigations
conducted by the Office, the Office will be included as part of the FEMA management team.

Qffic: of the General Counsel: The Office established a new Divisional structure and
realigned resources. A priority responsibility assigned to the Office is a review of agency
authorities and recommendations to the Director for delegations consistent with the new
organ’zationa! structure. The Office of the General Counsel wil! continue to be the only
source: in the agency for legal advice and services.

| Sexx ator: Responsibilities of the National Security Coordinator are
ass1g:z:d a8 a coilawrai duty 0 the Chief of the Special Projects Unit aligned in the Response
and Recovery Directorate. In the capacity of National Security Coordinator, the individual
will be responsible to the Director for cnsurmg FEMA’s national security mqmwmcnts are
fulfilled and representing the Director in national security policy matiers,

Office of Congress and Governmental Affairs: In addition to focusing on ongoing
Congrussional and !cglsiaim: activities, this Office will have increased responsibility for
intergovernmental and external activities. Emphasis will be placed on providing information
to Congress and constituency groups. Preparedness and exercise activities associated with
NATO and the Canadian agreement, and personne! responsible for these activities, were
transfered to the Preparedness, Training, and Exercise Directorate.

: 1ECEene .. ation: This Office will be the focal point for
release of all pubhc mfmncn and mcrgeacy preparedness materials designed for use by
the public, Each Directorate and Administration will be expectad to coordinate their hazard
specific: public information and education materials with the Office of Emergency and Public
Informiation so that materials releaged by FEMA have 2 consistent message. The eniire
television studio capabilities at the Special Facility will not be transferred to the QOffice of
Emergency and Public Information. Osly those positions in the Visual Communications


http:Emerg".cy

Section will be transferred to this Office. A decision will be made during the 45-day
implementation process as to how the technical capabilities of the Visual Communications
and Broadcast Support Branch will support the headquarters studio (Recovery Channel)
wh;ch is being built.

f Eq ; ty: The Office of Equal Opportunity will actively revamp the
agenc:y 5 afﬁmzanvz: actions pmgram and strive 10 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,

Offic: ; es Management: A major area of responsibility aligned with the
Office of Human ?.escumc Mzmgcmem is the overhaul and management of the agency’s
Disaster Assistance Employee (DAE) and Special Disaster Assistance Temporary Employee
(SDATE) programs. Three additional positions will be assigned to this Office to revise DAE
and SDATE program policies and implementation. The Office has also been given

respc nsibilities to staff emergency assignments and activate people to fulfill those
assignments,

The jocal Ares Network (LAN) administrator supporting the Office will be detailed from the
Operations Support Directoraie to the Office of Human Resources Management for 120 days.
This will ensure the Personnel systems are supported during the changes in organizational

_ assignments. 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 have 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 have
a role in outlining the requirements for the agency’s executive development program.

" anagement: The Director of the Office of Financial Management wilt
serve 25 FEMA 5 (:hief Financial Officer, A priority of this Office will be to develop an
integrated financial system through which all FEMA budget and financial matters will be
managed, The Office of Financial Management will be held accountable to the Director for
maintaining up-to-date financial information, including the management and status of the
Disaster Relief Fund, Responsibility for Financial Assistance Agreements (Cooperative
Agreements and Grants) will be consolidated in the Office. The Office of Financial
Manapemant will be the primary point of contact with the Office of Management and Budget,
and will provide oversight and guidance on all financial and budget matters to all FEMA
entities, .

A tamporary Financial Systems Development Project Team will be formed irmmediately to

. completely revamp the agency’s financial management systems.  Within six months, this
Team will be expected to develop and implement a centralized system that provides the
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Director and all managers with the mechadisms for accountability and financial management.
The Project Team will be supplemented by people from other patts of thc organization
detailzd to provide specialized expertise and support.

Offic: of Replonal Qpercations: The Office will have a more prominent role in overseeing
regional activities including management and budget matters, and will serve as the first point
of contact for Regional Directors, The Director of the Office of Regional 0peratzons will
repretent the regions in headquarters deliberations when regional representation is not
possitle, will ensure headguarters policies and directions are consistently implemented, and
will ensure that FEMA pohcics, programs, and admmmtrat:vc and management guidance are
soord’nated throughout all regions,

Regionat Offices: Simulaneously with defining the headquarters structure, the Office of
Regioaal Operations and the reorganization project coordinators and team have been working
with tae regional offices to establish a regional structure consistent with headquarters.
Aligrunemt of functions in the regions will be consistent with functional alignment at
headgnarters.

All FEMA 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
whether the structure is called a Branch or a teams.  Branch chiefs will have official
supervisory responsibilities; team Jeaders may have supervisory responsibilities, but their
grades are based on program or functional knowledge or expertise, not supervisory
authorities.

Directirates and Administrations:

Each Directorate will have a Support Services Liaison Staff that coordinates the Directorate
management and administrative activities, such as budget formulation and execution,
persomel and human resources matiers, information management requirements and
implemenation, technical analysis, action and correspondence tracking, administrative
guidance and procedures, ete, . The Staff will have liaison responsibilities to the Office of
Financial Management, and the Operations Support Directorate, to ensure requirements are
identifizd and fulfilled, and then will orchestrate their implementation within their own
Directorate. The Staff will also serve as the initial point of éntry into the Directorate for
staff offices when program specific or other established relationships do not exist.

setorate: The original name of Support Services was changed to be
consisien mth the pwfc:rre:d name of Opemtmns Support at the regional level, This does not
in any ‘vay diminish the importance of the premise of "service” to the entire FEMA
organization. To achieve this purpose, and 10 avoid creation of duplicate systems, the
Directorate has established a "Help Desk” concept where requirements for support can be
requested, whether hardware, software, communications, or logistics.



The agency has oot fulfilled its regulatory responsibilities to develop and implement a viable
safery program. The MERS Safety Officer, currently assigned to the Response and Recovery
Directorate, will be detailed for 120 days to the Associate Director of Operations Support to
develop a FEMA safety program and 2 plan for its implementation. The plan will propose
resoarces necessary to implement the safety program and its functional aligrment within the
orgasization,

A Laogistics Division has been created 10 provide for the agency the type of logistics system
which currently exists only 10 support the specialized needs and equipment of the MERS
Detahments. The staff previously responsible for the MERS will form the core group in the
new Division, but will be supplemented by other resources. The Division will continue 10
have responsibility for the MERS logistical requirements. A major priority of the Division
will be to inventory and establish mechanisms for accounting for all agency property and
equirment,

The Security Division will refocus its emphasis on the broader responsibilities to the
orgarization rather than on national security and classification issues. The mission and
functions of the Security Division will be reviewed 1o determine those which should be
emphasized and where the resourses should be aligned. Part of this review will consider the
appropriate alignment of the computer and communications sscurity responsibilities included
in the Information Systems Policy and Oversight Division. )

The Ceneral Counsel has boen asked to review the requirements of the Suitability Program,
and recommend to the Divector whether program management should be maintained in the
Security Division, or transferred to the Office of Human Resources Management. The
review will aiso consider the resources necessary to fulfill the reguirements of the program.

Mitigztion Directorate: Emphasis will be placed on developing 2 national mitigation
strategy that has as its objective programs, mechanisms, delivery systems, and funding to
reduce the impact of disasters, repardiess of the cause. Creativity and new ways of
gecomplishing preventive measures will be expected.

The agency focus for Geographical Information Systems and related requirements for
databanes, systems, and sutomated assessment capabilities will be driven by the Mitigation
Directorate as part of the Hazard Identification and Risk Asssssment Division. The
Resporse and Recovery Directorate and other users will identify their requireraents to the
Mitigation Directorate. The Operations Support Directorate will provide the design and
development support to meet the needs anticulated 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 Hazand Identification and Risk Assessment
Divisio will be transferred 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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Hredne : is¢s 1. Dirgctorate: Various programs have been
zzzzcgmed thrnghaut the Dmraw to focus on building an all-hazards capability. This
inchucled consolidation of Federal, State, local, and regulatory exercises under one
organizational unit. Because of standing agreements and the reimbursable aspects, 2
Reguiatory Services Coordination Unit was established to provide a single point of contact
for coondinating the overall Radiological Emergency Preparedness program and Chemical
Stocksile Emergency Preparedness Program. This mechanism will ensure that the
expec:ations of the Department of Defense and the requirements of the nuclear power plant
reguli tory process are maintzined within FEMA, without maintaining hazard-specific
functizns which duplicate other FEMA functions.

A maior emphasis of the PTE Directorate will be on building capabilities and supporting
State and local emergency management programs. PTE will coordinate development of
guidelines and requirements for State and Jocal planning. The Disaster Preparedness
Improvement Grant program previously aligned in the Mitigation Directorate will be
realigned in the PTE Directorate.

A compiete review of the functions presently defined for the Mobilization Preparedness -
progrem, aligned under the Resources Preparedness and Capability Division, will be
undertaken by the National Security Coordinator and the PTE Deputy Associats Director.
Input #ill be sought from other FEMA officials, as well as the National Security Council and
_ other appropriate depariment and agency officials, The Deputy Associate Director will
identify those critica} functions that must be performed until the review is completed, and
align 1esources accordingly.

The National Disaster Medical System (NDMS) function listed on the September 7 !
organizational chart under Response and Recovery will be performed in the PTE Directorate.
NDMS is defined in Emergency Support Function #8 under the Federal Response Plan, and
is primarily a capability development function until it is operationally integrated into an
overall Federal response.  Additional resources curremtly allocated to Mobilization
Preparzdaess will be assigned to FEMA's responsibilities under KDMS, which includes
arranging the antual NDMS conference i 1994, The NDMS function will be aligned in the
State and Local Preparedness Division, Preparedness Policy Branch.

The Stecial Facility Engineering and Plans Branch previously aligned with the Operations
Suppott Directorate will remain with the Special Facility Management Division. However,
the engineering capability now aligned with PTE will have responsibility to support agency-
wide fucility engineering requirements, not just the rcquimmzs of the Special Facility,

ectorate: The word Operations was dropped from the title to
¢Hminz fe cenfusmn as to it hemg pnmaniy an operationzl entity. It will be the primary
Directorate responsible for defining operational requiremnents, but all parts of FEMA will
have responsibilities to build operational capabilities and implement them when required.
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This ircludes responsibilities for working with the other Federal departments and agercies ©
build capabilities described in Emergency Support Funciions under the Federal Response
Plan. Just as responsibilities for NDMS have been assigned to the PTE, responsihility for
buildirg capabilities in other Emergency Support Functions will be realigned to other parts of
the orgamization, ¢.g., #7 Resources Support, 1o the Operations Support Directorate,

Some uestions were asked about the Federal, regional, and State and local planning
functions listed on the original chart. The Response and Recovery Directorate will have
respomibility to design the operational system into which afl planning is integrated. Full .
integration of the changes necessary to ¢liminate some of the previous duplication between
respomiie and recovery responsibilitics will continue during the implementation process.

The MERS Detachments will continue fo report io headgquarters. However, a review will be
conducted to define responsibilities to support daily activities that the MERS employees can
perforra beyond those currently assigned. This review will also determine if there are
efficiercies and cost savings by consolidating similar functions performed to support the
MERS facilities and the Federal Regional Centers.

Primary responsibility for situation assessment will reside in the Response and Recovery
Dirsctcrate. The function will be supplemented by resources and capabilities in the
Mitigation, Preparedness, Training, and Exercises, and Operations Support Directorates.

The Ctief, Special Projects Unit, will have responsibilities for overseeing national security
emergency planning and ensuring that guidance related to national security is incorporated
into the overall agency planning and opesting structures:

U.S, Eire Administeation: Although the Fire Administration remains a separate
Administration, it will be more fully integrated into FEMA activities, A Iarger rofe will be
defined for the Fire Administration in the area of {{}rban Search and Rescue, so that the Fire
Administration assists in building the capabilities 0f the fire services in this operational ares.
The Administrator will also carry the title of Assocmtc Director, U S. Fire Administration.

The Fire Cmréinamr position in the regions will not be filled until the functions for this
position: have been defined and the detcmnnathz has been made as 1o availability of
resourc:s to support the functions.

Federa! Insy stration: No major issues surfaced as the Administration was
restruzz&wé eﬁnmstcm wzﬁx the Director’s guxdelmes The Administrator will also carry the
title of Associate Director, Federal Insurance Adm;mstmzmn
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MEMORANDUM FOR: yy %
FROM: [ RS 22

Director

November 5, 1993

SUBIECT: : Qrga:‘ziza{imzzl Structire and Management

Ye hzwe now accamphsized ano:}lcr step in :aomg forward toward implementing PEMA’s -
new organization, Beranch Chiefs and other key managammz positions Bave-now been filled,
and we have an-approved strocture for the new argamaun, Attached is & packape of

organizational structures, along with the names of those people appointed to specific
izesiti(rns '

Smcr: my announcement to you o October 18, 1993 the fcllawmg fuansgement assxgnments
have, teen changed: s

i
1

© Bzil Tidball’s soie raspﬁaslbmty will bc Chief of Staff in thc (}fﬁce of the Dmctcr .

. © Gary Johpson has been demj}eﬁ effective immediately, to the position of Director
of the Office of Financial Menagement. In this capacity, be is responsible for preparing the
FY 94 pperating plan and the FY 95 budget. Gary will retain his position as Deputy
Associate Director for the Mitigation Directorate,land will be involved in the deveicpment
and implementation of this new Directorate. .

Directorate.

\ ,
o Larry Berenson has imen appolnted as the Director, Secirity Division, Operazxous
Support I)imctomt&. in lieu of Iac:v: 1illey, w}m Has retired.

¢ Bob Volland i is desxgnated as ﬁ:ze Actmg Deputy Associate Director, M:agatmn

o Uzmi Eﬁi Jones returns fmm his asszgnmcm to the Iadusmai Gellege of the Armed ‘

Porces, Homer Hervey is designated as the Amﬁg Director, Special Facility Management
Division. _ ‘

The Office of Human Resources Management (OHRM) has completed the initial stages of
building; the personnel mzoagement system in linelwith the new organizational structure.

Part of this process is ensuring that every person.is assigned to 3 specific Office or
Directorate, which is now complete. I have asked our new management team to align people
within 1heir organization consistent with agency priorities. This critical part of the process
will be completed in draft by November 12, 1993, | have encouraged managess to share their

&
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ﬁtafﬁﬂg plans with the bargaining unit tepresentatives afier they have been reviewed by
the CHRM. We hope to finalize organizational assignmeants to meet a goal of late November
fet inplementetion of the new organization,

Ikaowmnyefyouhavemum:hatyaabeasmgneéwothaxpa:tsof:heorgamzaum, '
ormmesgmczﬁmﬂytawezkfmaparﬁmﬁaxmdim&uﬁ The current phase of the
reorganization must be based on appropriate alignment of functions and resources, not
persooal preferences. I believe we need to maintain this approach to ensure that cur new
a:gauimﬂnnxs:mpi&mmas faidy as possible. As I have stated previously, the OHRM is
developing & mechanism to allow people to express their preferences for reassignment,
i:{owevez,ﬁusmﬁanismwﬁinmheinsﬁmwdmﬁiaﬁetwcha%ha{imoppmmaﬁytzz
seftle into the new organization. -

Ysm should know that the OHRM has been working diligently to completz all of the
necesiary Steps to convert the personnel and p&ymﬁ systems to the new organization. My
thaoks to all of the people in OHRM for meeting’ ‘the deadlines and sortiog dut all ofthe
details that must be resolved in such & major rco:gamzatmn

T also kmow that many 0f ymz are looking fomard to the new organization and the a)ﬁt:zmng

opportugities it gives us to make a.difference in emergency management. I encourage those
of you who have found this period of change difficult (o think sbout how you can help
contritute to the new FEMA, Fot this new organization to succeed, we need o all work

together to mess the challenges thiat we contimually face as emergency managers.
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Federal Emergency Management Agency
Washington, D.C, 20472

September 28, 1993

MEMORANDUM FOR: All Employces

FROM: oo Utz T
‘r ) Director
SUBJECT: Status of Reorganization

1

}
Progress 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.

|
Senior managers designated to coordinate development of substructures at headquartcrs have
been working diligently to design proposed sublevel structures. Each region has also
proposed substructures for how their region should be organized. These proposals undergo
change frequently as people work together to define missions and functions, find 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 forward to our new organization. This is the
imiportant part of the process that will make FEMA's new organization work!

I Inow that ] had told you that we would begin implementation of the reorganization by
October 1, 1993, It is more important to us that we take the time to make sure we have the
most 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
mieting 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
input to final proposals for structures that are consistent between headquarters and the
rezions.

I will begin meeting with headquarters reorganization coordinators on September 29 to
discuss 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 mmake 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
]
|
H

When I announce the agency organization, it will inchide identification of those people who
will be in acting management positions down to the Division Jevel until permanent
assignments are made, These acting officials will work with me, the reorganization project
teem, the Office of Human Resources Management, and others who will be responsible for
fmalizing the reorganization. My intent is o have the transition to the new organization,
incinding all personnel actions, completed within 45 days after the agency (}rgamz,atlon is
aproved, -

During the 45-day period, people will be transfarred to positions consistent with the new
staffing patterns and their currently assigned responsibilities. As appropriate staffing
assignments zre determined, details to the new organizational structure may be approved.
N¢ permanent transfers can be made until personnel and accounting systems areé revised to
actommodate the pew organizational structure; ali personnel actions must be effective the
sarae date ©© make sure all employees are paid on schedule. Employees will be transferred
to ~heir new organization without change in their current grade or pay. All personnel rules
aml rights of the bargaining units will be followed as we go through the transition process.
I know many people have expressed thefr intergst in making carger changes in the new
prganization. These interests are often consistent with the changes that FEMA must go
thraugh in realigning resources, validating the functions that we perform, and prioritizing
those cbjeciwas that must be accomplished in the short and long term, After the new
organization is in place, existing personnel mechanisms and procedures will be used for
corsideration of personnel reassignments and actions. I support the idea of peo;;i&: working
in areas consistent with their interests, capabilities, and agency needs. !

b
Many of the details agsqeiated with reorganization and its implementation are being sorted
out and will be finalized in the coming weeks. This will include aligning all employees
agatnst pogitions in the new organization structure.  Assignments will be based on gxisting
functions and responsibilities to the extent possible. ;
Everyone 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 o our programs and responsibilities. Your ideas and suggestions have been
important to the organizational structure that is evolving. I epcourage 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 changes that will benefit all of us an? the public
WEe Serve.

|

H
:
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Federal Emergency Management Agency
Washington, D.C, 20472 ‘

. AB1ThHhn
' MEMORANDUM FOR: FEMA E.mployec&
| FROLE*I: Iames L
SUBJECT: Pmpomé Reorganization of FEMA

On Friday, August 13, 1993, I met with Vice President Gore to-discuss plans for the renewal
of FEMA as part of the National Performance Review (NPR). My mesting with the Vice
President was very productive and he and the President are very supportive of the direction
and priorities outlined for the renewal. ;

A critical component of the renewal s a ;irbposed reorganization framework for the Agency,
Duriny the meeting, the Vice President requested that the proposed reorganization of FEMA
be included as part of the announcement of the NPR initiatives he will make on Seplewber
7, 1993, 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, 1943, Between now and September 7, 1 plan to continue to meet with Congressional
represantatives of m 5 committees 0 seek their views and support for our renewal
activities. i

We have much to occupy us in the next few weeks as the bard work of recovery begins in
the Midwest and we contimue to face the potential for damaging hurricanes. I am proud of
the work you have done and the dedication you have shown in helping families and

comm anities rebuild their lives. T request your continued support as we rebuild our Agency,

Distribution: H{AllPersHgFld)

e e e e &



Federal Emergency Management Agency
Washington, D.C. 20472

-

JUN 23 toa

. MEMORANDUM FOR: i FEMA Employees

FROM: M\gﬁﬁgg % E’f‘ZZ

Director .

i

SUBJECT: Organizational Review ;

!

H
In my testimony to Congress, I have commitied to a renewal of
FEMA. As part of thig renewal I have outlined ny pricorities and
management philosophy in my menmorandum of June 21, 1893, I believe
thege pricorities will result in & stronger and more: effective
emargency management program for this Natlon. ;
I am extremely pleased with the caliber of your ideas and
responses on how we can improve FEMA and our programg. They have
been thoughtful and exceptionally helpful. In fact, many of your
suygestions warrant further discussion which we will ke pursuing.

Now, it is8 time for us to take your ideas and gsynthesize these
sugygestions and issues along with the independent raports on FEMA,
and begin to determine how we can most efifectively achisgve these
priorities. We need to look more closely at ocur programs and our
operations and the changes we need to make to achieve the new FEMA,
To assist me in this effort I have asked Jane Bullotk ‘to lead a
staff effort o review the FEMA organization. This review will
provide background and dinformation for decision making on
grganizational changss that might be necessary to accomplish the
Aguncy’s priorities. Working with Jane will be Mel Presgraves and
Eick Shivar. 1 have artached a brief description of what their
project will encompass.

I want to reagsure everyone that thia will be an open process
ancl that sach employee hasg a contribution to make toward the futures
success of this Agency. However, 1 think it is imperative that, as
an Agency, we decipively move forward to embrace the changes thau
are necessary to improve the effectiveness andé efficiency of the
Agency. The timetable for this effort is short. I have asked
Jare, Mel and Rick to complete their effort by August 15, 15832,
After coordination  with Congress, my intent is t©¢o begin
implementation of a reorganization by Ootober 1, 1833. Therefore,
I am asking for your Cooperation, your support and your patience as
we procesd through the process. :

i

1

Artachment

Distribution: H (AliParsHqFld)



Organizational Review !
Backoropund

In order to accomplish the mission of the ARgency and the priorities
the Director has established, we must first examine where we are
todday and then identify what needs to be done to move forward to
gfiiect each of these priorities. The intent of this paper is to
degeribe the basic approach that will provide a hasgis for decision-
maizing on the organizacvional changes that may be necessary to more
effecrively and efficliently accomplish the Agency’s mission.

Te review the Agency’s organizational and programmatic framework
for the purpose of asgessing whethey the programs are aligned in &
marmer that most effectively and efficiently meets pricrities and
ageomplishes the Agency mission.

APEXQach

The approach will be for a small group of individuale to undertake
a review ¢f the current programs and functions of the Agency. This
review will result in a review paper for the Director by August 15,
1883, The conduct of the review will be agcomplishsd through
interviews with staff; at all Jlevelg of the FEMA corganization
{headguarters and regionst, participation in  appropriats
pregrammatic meerings, assimilation of budgets, reports and
ieqgislative directions on FEMA programs and operations, input
received during the trangition process, and regponses Lo the
?irector’s merno of request for ideas and additional trangition
saues, .

The folloewing 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
parspectives: organization, functions . and progranms. Each
perspective should inciude, to the extent possgible, estimates of
regource levels for personnel and funding.

Pevzlop, and seek agreement f{rom managemgnt on the fpn&timnal
comsonents of mitigation, preparedness, respomnse and recovery.

Mee: with representatives of the appropriate task £forces that
already exist and have analyzed FEMA programs and functions, such
88 the Volland and the Campbell task {orces.

Analyze transition materials, issue papers, etc, both new and old.
Conduct headguarters program interviews.

Conduct reglonal program interviews.



Federal Emergency Management Agency
Washington, D.C. 20472

JIN 21 a0n
MEMORANDUM FOR: Al FEMA Employees
s 2o
FROM: ame W ;
" Director 5
SUBJILECT: FEMA Goals and Management Philosophy :

t

Many of you may have read some or all of my recent speeches and Congressional IZe.stimany.
So tha: we all understand the common goals and management philosophy I have set for FEMA,
1 want to summarize them in this memorandum to you. [ believe the overall mission of FEMA
1s to provide the leadership and support for a comprehensive, all-hazards emergency managcmen:
program. To accomplish our mission, 1 have set the following priorities: ;

}
I. Create a national emergency management parinership of FEMA, other Federal dé;mtmants
and agencies, State and local cmergezz:::y managermeni agencies, and volunteer and private
organizations. : d
Each persan in FEMA has a critical role in developing the partnership that virill
make pogsible a comprehensive nationwide emergency management system. Iask
cach of you to consider our leadership and coordination responsibilities as you
wark with our parmers in Federal, State, and local government, in volunteer
organiza:ians, and in private industry, We must take the lead to build 2 "ground-
up” capabikty based on defined roles and rcsponsxbihzzcs relationships, and

expectations. i

2. Devzlop, through this parmership, a comprehensive, risk-based, all-hazards nationwide
emergency management sysiem that includes preparedness, mitigation, response, and 'recovcry.

I have announced that FEMA will establish an all-hazards approach to emergency
management. We can no longer afford 1o have different systems and responses
for different types of threats or emergencies. The system we build wiil be based
on a functional approach, with provisions for faciors or requirements wuqucim
a specific hazard. An all hazards approach allows State and local governments
to plan and prepare for any risk that may affect their communities. 1 believe that
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 a truly comprehensive all-
hazards emergency management program, we must continue to seek support for
those specific risks that are most likely o ocgur,



At the National level, we must adapt to changing needs and priorities, maintain
strong base for responding to the hazards we face, and concentrate on reducing
the 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
attack. 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.

JFEMA's primary mission will be to do everything reasonably possible to mitigate
the 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
the impact where they cannot be prevented. We need to develop cost effective
techniques as well as incentives which will support State, local, and private
organizations to undertake mitigation measures. Many aspects of mitigation can
e conducted 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
structure which is correctly located and built to code, or modified, is one less
building 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
opportunity to build mitigation into your program activities.

4. Prerare, in cooperation with other members of the partnership, to respond effectively to, and
recover from, any disaster. y

‘The expectation of the public and Congress is that FEMA will be involved in
i:mergencies, as they are developing and immediately after they occur. We have

an obligation to provide a strong, immediate response when requested by the :
States to make available nationwide and unique Federal resources. This is r
sonsistent with 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

our deployment of resources in the pre-event and immediate post-event
imeframe, and provide advice and technical assistance to the States before and
Juring the emergency. National programs and capabilities can be brought into

this process so that we make use of our assets for an all-hazards approach, and

still protect national interests.

5. Strengthen State and local emergency management programs.

State and local governments obviously have the "first responder” and overall
emergency management responsibilies. I have told the Congress that a strong



State and local emergency management capability, supported and fostered by the
Federal 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 providing 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 how the States use the funds
.available to them through the Comprehensive Cooperative
Agreement {CCA}

Through the FY 1994 Director's Emphasis paper, 1 have given the State Directors
guidelines on FEMA's priorities and how they will be applied through the CCA
process. T have emphasized increased accountability for the funding provided and
streamlined reporting processes.

In the time since I have been at FEMA, 1 have expressad these goals and my philosophy during
Congrsssional testimony and ' in my speeches to other groups involved in emergency
management. My mandate is to work with you, and the rest of our partners, 1o make these
priorities a reality. 1 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 1 have testified, the people of FEMA are its most valuable asset. 1 am counting on your
commitment to the future success of the Agency and our ability to achieve these goals.

Distribution: H{AliPersiqpld)



Federal Emergency Management Agency
Washington, ID.C. 20472
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MEMORANDUM FOR:

I F’EMWS

FROM: ’,\ mes it
Director
SUBJECT: Review of FEMA'’s Mission and Crganization

As many of you are aware, several recent reports included recommendations coNnCarning
redefining FEMA's mission and organization, During my confirmation | made a
commilment to review these recommendations and dstermine if the mission and
organization needs o be ravised. And, if revisions are nesded, to develop a new
missior: statement and organizational structure.

This activity has just been initiated, and | wanted you to know that it is in process.
Furthermore, | will seek ideas and suggestions from you, Marvey Byland will be the
peint of contact for this activity.

it is expected that the process of reviewing the mission and organization, and
determining what changes are needed will take about 90 days. | will keep you informed’
of progress on this activity through occasional memos.

It is impordant for you to know that | am dedicated 1o the well-heing of FEMA's
employsas.  Any reorganization will be done in a way 1o ensurs the most effective
delivery of assistance to disaster victims in coordination with our colleagues at the State
and local level. HMowever, it must also be consisient with the best interests of the
dedicated employees who provide such assistance.

ISTRIBUTION: M{AlPergHaFid)
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The Renewal of the Federal Emergency Management Agency

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

Edmund Burke (1790}
What do people want?

They want foad, 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
bas’c human needs.

Yet, this does not have 1o be. Many think that disasters, especially natural disasters such as
hurcicanes, floods, and tornados, are overwhelming evenis and nothing can be done 1o
minimize the consequences. This is not the case.

There is a lot that can be done by governments, organizations, and individuals to prevent
or rxduce 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,
reésponse, and recovery,

If wz know how to significantly reduce the consequences of disasters, why have we not done
507

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 bookease from falling on a child during an
garthquake. »

People are suffering unnecessarily from disasters becanse there 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 (FEMA),

Yision

A renewed FEMA is needad to generate the enthusiasm and energy, as well as to provide
guidance and support, 10 achieve a nationwide commitment to improve significantly the
protection of our citizens from all natural and manmade hazards. FEMA, through the
renewal process, is demonstrating its commitment; other federal agencies, state and local
governments, and private and volunteer organizations must do the same,




;
With this shared commitment, our Nation
will have—

a public educated on what to do
before, during, and after a disaster
to protect themselves, their families,
their homes, and their businesses;
structures located out of harm's way ement;

and built according to improved dministration S itmenis made &

codes; governments and private 7 Bress.gur mwf c4 firmationﬁpmgess and
organizations with proven effective 7~ ]
plans, necessary resources, and rig-
orous {raining for disaster response;
and community plans, prepared in advance, for recovery and reconstruction
after a disaster,

Tats is the vision for the renewsa] of FEMA.

&§ F W.{ 7 3
W@B;gﬁ}:}w{:edums nd msklng._. _ Mission

e R R e
anges as.néede

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
GCCITENCE,

The mission of the Federal Emergency
Management Agency is to provide the
leadership and support to reduce the
loss of life and property and protect . entompassesal
our institutions from all types of haz
ards throughout a comprehensive,
risk-based, all hazards emergency
management program of mitigation,
preparedness, response, and recovery.

gizes for; nawrﬁ?ﬁ”" Cfo
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The :mission strasses that FEMA has a leadership and management role that focuses 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 disaster relief, as well as to disaster victims who receive assistance directly from FEMA,

The raission 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 for any hazard.




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 statermnent 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 polictes,
a new organizational structure was necessary. The new organization was developed using
an epen process providing opportunities for participation by all of FEMA's employees. The
process involved two major components: (1) requesting input from everyone in FEMA,; and
(2) analyzing the recommendations included in the numerous reports and studies of FEMA,
Somie specific renawal 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 sclicit their input and ensure their
gpportunity 1o contribute;

 Requesting existing ad soc committees that had studied the recommendations of
outside groups to provide the benefit of their analysis and recommendations.

Usirg this input, a new organizational structure for FEMA, based on the mission and goals
of the 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 activitics to coordinate related functions;
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+  Centralizes common or redundant functions to achieve greater efficicncy in
operations;

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

- Simplifies the structure to suppont 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 10 implemeny;

+ Maintaing ability to respond, if necessary, o the consequences of national security
emergencies.

The process for implementing the reorganization will contimue to be open and involve all
FEMA employees, Employses were informed of the overall organizational structure after
coordination with congressional representatives and the Vice President. The initial
organizational structure will be in place by October 1, 1593, Personnel, budget, and
program adjustments will be made throughout fiscal year 1994 1o reach the ultimate goal
of having a completely reorganized FEMA by the beginning of fiscal year 1995, Through
the irplementation process, centralized management systems, improved program delivery
capabilities, and integrated functional capabilitics will be realized.

Major Policies

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

q'he f{lﬁewai ;}recess Will be CﬂﬂSiSteﬁz W’i{h . ——, .~ S i ererr ]
the principles of reinventing government, 3 :

¢« Ensure FEMA Employee Participation
in the Renewal Process

The Director stressed that all FEMA em-
ployces would have the opportunity to
contribute ideas on redefining FEMA's
missiornt and organization, and how the
Agency can do a better job of supporting




state and local emergency management agencies and helping disaster vietims. 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 gur

colleagues at the state and local levels. It alse must be consistent, however, with the best

interests of the dedicated employees who provide such assistance. Employee pammpa:zzm
will continue permanently.

Sevzral employee suggestions have already been implemented, or are in the deveiopment
process. Examples of ideas already adopted include:

Establishing an arbitration process for resolving disputes;
+ Appointing an Agency Ombudsman;

Making available 10 all employees copies of the Director’s speeches and congres-
sional testimony; and

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

* Lstablish a INationwide Culture of People Helping Peopie

A primary goal of the renewal process was for the Agency to recognize and be more
responsive o its customers—from state and local governments to the single disaster vietim.

» 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 orgarziuu
tions, and the delivery of services directly to
disaster victims.

« 1Jse the Risk-Based, All Hazards Emer-
gency Management Concept

The all-hazards philosophy, using the Inte-
grate¢ Emergency Management System
concept, will be the basis for FEMA's
progrem and for the nationwide emergency
manag ement system. This philosophy speci-
fies that comprehensive emergency manage-
ment Runctions (mitigation, preparedness,




response, and recovery) will focus on natural and technological hazards, including the
consequences of terrorist or foreign attack. Programs within FEMA will now conduct their
activities to meet the risk-based, ail-hazard concept.

+ Establish Mitigation 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 mitigation, and
FEMA will provide the leadership to ac-
complish this efforl. 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 a2 need to
build on these programs, especially at state
and local levels.

« {reate an Effective Response and Recovery Capability

FEMA will develop and maintain a rapid
and effective disaster response and recovery
capability in conperation with partner organi-
zaticns, This capability will be based on
continued development of the Federal Re-
sponse Plan {FRP} in cooperation with part-
ner urganizations.

+ Lige Al Ressonable Options for Preposi-
tioning Resources for an Anticipated
Lisaster
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When a potential disaster can be anticipat-
ed with sufficient advance warning, FEMA
will use every opportunity to preposition
resources to permit rapid deployment after
the gvent has occurred.




*  Develop and Maintain the Capability te Rapidly Cellect Disaster Situation Assessment
Information

A new situation assessment process has been designed in cooperation with appropriate
federal, state, local, and private organizations, This process will use aerial surveillance and
groand assessment teams to provide fast, accurate, and complete situation assessment
infcrmation. -

*  Maintain Ck}se Working Relationships With Other Federal Agcncaes in All Phases of
Comprehensive Emergency Management

For effective disaster response recovery, it is critical to plan, train, and work closely with the
metnbers 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
major disaster

+  Maintain Close Working Relationships With Other Federal Agenmcies in All Phases of
Comprehensive Emergency Management

For effective disaster response 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 Federal Government for planning and
responding to a major disaster, Effective federal response requires a commitment of the
senior managers of the other federal agencies,

o Define and Clarify Internal and External Roles and Responsibilities

In any program that requires the cooperation and collaboration—indeed, the joint action—of
26 separate agencies, each with its own major mission, staff, and budget, misunderstandings
with regard to roles and responsibilities are endemic. FEMA is committed to refine,
strezmline, and exercise the Federal Response Plan sufficiently to ensure that the roles of
the signatory, participating response and recovery agéncies are clearly understond and
exercised.

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

= [Establish and Maintain Working Relationships With States

FEMA. is currently working with each state and territory to negotiate a model agreement
that -Jefines how FEMA and each state and territory will work together in the event of a
major disaster. These agreements wiil be especially useful during the critical period
immaodiately after an event so that the states will understand what they can expect of FEMA
and vice versa. The first agreement, with the State of Florida, has been completad.




FEMA employees have been assigned to work with the governor and emergency
management director at the state emergency operations center immediately upon occurrence
of 1 disaster warning or event. This relationship is being used in the states affected by the
flooding along the Mississippi River.

Headquanters and Regional personnel will spend as much time as possible working with
state and 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
emergencey 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,

FEIMA 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 rztified by Congress, FEMA has prepared a model Draft Interstate Compact.

»  Minimize the Adminisirative Burden on State and Local Emergency Management
Agencias Receiving FEMA Funds

St&tss will have the flexibility to develop their own programs and priorities based on the
specific risks that they face. FEMA's requirements will be performance-based and focused
on program accomplishments, In general,
FEMA will work with state and local gov-
ernrients on a more functional rather than
programmatic approach. Definitive require-
ments imposed on state and local govern-
ments for use of emergency management
assistance have been replaced by guidelines
that are broader and more flexible,

« iistablish an Administrative Dispute Reselution Program to Resolve Quickly Disputes
Concerning Individual and Public Assistance Clalms

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

¢ (onsciously Look for Opportunities to Evaluate FEMA's Accomplishment of Its
Mission

FEMA will continually evaluate its activities, operations, and services to ensuré that they
are being accomplished effectively and efficiently. FEMA must be in touch with consensus
expentations of the public and political institutions at the federal, state, and local levels.

&




Institutionalized "feedback loops" must be actively maintained to allow for the necessary
monitoring and evaluation and identification of corrective measures.

» Strengthen State and Local Emergency
Management Programs

;ST L T e e

sure that state and local emergency man- "‘»;;%ig"""“m ats
agement agencies receive the maximum :

posiible support. State and local agencies
mu:t have adequate resources for the risks
they face. They must have sufficient per-
sonnel, qualified for their assignmenis, who
receive frequent training and opporiunities
1o participate in realistic exercises,
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FEMA will do everything possible to make 2 er_v!ceseare geaemlly provided hysst_;ut and ¥
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+ Promote Comprehensive Training and Disaster Exercise Programs that Involve All
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 thea 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 assoeiated with disas.
ter response and recovery. It is important,
therefore, that all appropriate personnel,
including representatives of federal, state,
lncal, volunteer, and private organizations,
participate  in  tralning and exercises.
Among the participants must be manage-
men; and administrative personnel who will be involved in a disaster but who rarely find the
time 10 participate in an exercise.

»  LEmpower Employees With Responsibility and Authority

FENMA employees will be given greater anthority and responsibility to perform their jobs.
Decisionmaking will be transferred down to the lowest reasonsble level, Delegation of
authority will he commensurate with grade level and responsibifity,

« Encourape Employees to Experiment With New [deas and Concepis
Empioyees will be 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 concepts, even if they do not prove to be successful. They will be criticized only if they

10



do not seek innovative and creative ways of doing their jobs. Supervisors will be expected
to =nsure that ideas are glven serious consideration,

These are some of the policies which will kelp build FEMA into the capable organization
it v/as intended to be.

FEMA Renewal Initiatives

As a small agency with wide-reaching responsibilities, FEMA is an excellent reinvention
laboratory test site. Its partners and clients cover a wide spectrum: federal, state, and local
governments; private and volunteer organizations; and individual victims of disasters. A
maijor effort w overhaul its processes, management systems, and delivery of services is a
critical part of the reorganization that will begin to be implemented by October 1, 1993,
The latitude and removal of encumbrances offered through the reinvention laboratory
process are critical to FEMA's success and ability to complete its renewal,

The initiatives included in this report are only a sample of the ideas that could be
implemented as FEMA is overhauled. The Director is committed to finding innovative
mechanisms to improve use of resources and provide better delivery of our services.

ISSUE:  The management feam at FEMA needs far more flexibility to manage its
resources to accomplish its mission effectively for results at reduced cost and,
at the same time, finance agency renewal efforts, Initistives vndertaken will
greatly reduce the dysfunctional micremanagement of the Agency by external
forces.

More flexibility regarding the use of resources and the changes in the way the Office of
Management and Budget and the Congress oversee FEMA budget formulation, appropria-
tions and execotion, 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 Renewsl Initiatives:

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

Key Initiative Features: Through support from the Office of Management and Budget and
the Coungress, the following changes will be made in the way FEMA's budget is managed:

11



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 msjor FEMA appropriations (S&E and EMPA} into one
appropriation to provide the ability to shift funding across a heretofore impenetrable
barrier. This will also provide management flexibility to better deal with the short-
term costs associated with reorganizing 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 accomplishing 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 process 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 percent of its total operating budget on
employee training rather than budgeting a specific amount in a specific ling item.

Authorize the agency 1o spend up to one percent of its total operating budget on
initiatives associated with agency renewal efforts,

Authorize the use of up to 50 percent of end-of-vear funds that would ordinarily
lapse 10 be awvailable until expended for the purpose of improving financial
management or administrative systems.

Authorize the retention of 50 percent of the program savings that result from
improved efficiency or lower-cost methods in an Agency trust fund 1o be used for
support 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 aszy budgeted FEMA activity to assist
in FEMA disaster response and recovery operations.

12
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Establish creative funding mechanisms such as trust funds, revolving funds, user fees,
insurance surcharges, and cost-share revenues to be used to fund Agency activitics
in order to reduce the dependence on appropriated funds.

ISSUE: FEMA needs an expeditious method to ﬁugment its core personnel resource
capabilities in emergency management situations.

FEMA Renewal Initiative: The Agency will seck the necessary legislative authority to enter
inta cooperative agreements with nonprofit organizations designated under the Older
Antericans Act to assist the Agency in its emergency management work requirements,

Key Initiative Feafures:

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 FTE; participants would not be federal employees
and would not perform the unique responsibilities of federal employees,

ISSUE:  To “reinvent® itself, FEMA will need to undergo an agency-wide reorganization.
Reorganizations freguently 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
organizational flexibility to make its reorganization a positive reinvention
process that leads to a constitvent-oriented, customer-based organization,

FEMA Renewal Initiatives: In parinership with the Office of Personnel Management,
estublish FEMA as a “model” reinvention laboratory to implement reinvention strategics
which facilitate an Agenecy-wide reorganization.

Key Initiative Features: 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 pay or rank, '

Use a voluntary, early-out/buy-out bonus, particularly in areas impacted by national
security downsizing,
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ISHUE:  The current system of employee performance and evaluation requires a complete
reinvention, as does the method by which poor performance is obiectively
identified and adjudicated and exceptional performance is recognized.

FEMA Renewal Initiatives: In partnership with 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 the Agency.

Key Initiative Features: Flexibilities snught would include the broad authority to:

Use savings that result from management and administration productivity initiatives
t0 recognize employee performance, enhance employee skills, and/or wake
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 Andrew,

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,
tests will be conducted to verify that improvements to the process of assessing damages
warsant their use.

Key Initiative Features:

* In an mnitial damage assessment, the areas damaged and the percentage of damage

- can be marked on a local area map. The property tax records, if aceessible, could
identify the street addresses, owners, type of structure, and assessed value of all
damaged property. A pre-event printout of pertineat information that is not subject
10 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,
-# major disaster in the local disaster area.
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FEMA Renewal Inittatives: The U.S. Department of Agriculture (USDA) currently has an
exiension office that serves every county in the Nation. The feasibility of entering into &
couperative agreement with USDA that would allow FEMA 1o use the local USDA
extension office facilities, telephones, and other equipment for a stated period of time
foliowing a major disaster will be explored.

Key Initiative Fea;ums:

- It is difficult at best to work out of a 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 government-owned facilities would be far less than public
facilities.

ISSUE:  To reach an ncceptable level of risk reduction, the Federal Government must
take the lead and provide to state and Jocal governments and the private sector
incentives to undertake mitigation, Incentives, combined with enactment and
enforcement of risk-reducing buillding codes and land use erdinances, will

! ensure 3 safer built environment as well as reduce the potential feders!l and
state outlays for future disasters.

FEMA Renewal Initiatives: One mitigation mechanism is to establish risicreduction
enterprise zones in communities at high or moderate risk from natural disasters. The goal
of the enterprise zone would be 10 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 state programs and incentives.

Key Initiative 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 1o 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 complignce with the elevation requirements under the National
_ Fleod Insurance Program (NFIP) often result from the increased cost of
comstruction to the homeowner when the flood-damaged house must be elevated
or changed to meet the current code. Currently, these increased costs must
come from the homeowner's pocket as they are not covered under 8 homeown-

er's flood insurance policy.

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.

ISSUE:  Empleyees are given limited financial incentives to improve systems or realize
substantial cost savimgs. They must compete for limited funds available
through incentive awards programs when it is acknowledged their actions have
resulted in cost savings, Managers and employees know that if they do not
spend funds allocated to them for projects, the funds will be reallocated and
reduced in future years, -

FEMA Renews! 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
measures that will not impact future budgets or power bases, This initiative would result
in

Axn 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
spendt. '

The remainder of the cost savings would be dirceted to an Agency trest fund or
no-year revolving account for renewal initiatives,

ISSUE: Previous disasters, such as the Loma Pricta earthquake, have proved that
: taking appropriate mitigation actions before an event happens will reduce the
} cost of the disaster after it has oecurred. There are few incentives or sources
X of funding, however, available to state and loeal governments to underiake
mitigation. Mitigation currently is dependent primarily upon funds that

become available after a presidential disaster declaration.

FEMA Renewal Initiatives: 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,

5
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K¢y Initiative Features:

i - Seek authority to put five percent of the annual appropriations 1o the President's
" Disaster Relief Fund into the Trust fund,

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

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

Create a first-clags ULS. 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 Relief funds are limited and must be replenished through congres-
sional appropriations at the time of nced, 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 relief programs without conflict with programs and contributions to the
American Red Cross and other charitable organizations,

Key Initiative 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 that 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 10 consider adding to the IRS Form 1040 (Individual Tax Return)
a box for people to check to contribute 31 of their tax refund to the Disaster Relief
and Recovery Trust Fund.

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

ISSUE:  The private sector wants to be invelved in emergency management programs,
especially in response to a disaster of pationwide impact such as Hurricane
Andrew or the Great Flood of 1993, Contributions to federal emergency
management and disaster reliefl 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 uwse of private
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sector resources and capabilities in an organized manner. The privale sector
shoold have a major role in coniributing 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
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 for public service announcements,
In Heu of these free announcements, the station could pay its costs for maimaining
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, &.g., satellite links or technology, without cost to the
government.

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

AB 2 1895
TO: All FEMA Employees
FROM:  Martha S. Braddock W &MM
Director

Office of Congressional and Govermmental Affairs

Si}BIECT Attached House Appropriations Committee Language

I would Like 1o provide each of you with an opportunity o read what Congress has to say

about FIMA. Actached vou will find remarkably gracious language praising the work of our

agency ‘yhich was included in the VA, HUD, and Independent Agencies Appropriations

committae report that was marked up on July 21, 1995. It is no doubt that the Oklahoma

City bornbing was a trying time for all Americans, but our agency provided an inspirational
“leadership role and pas;izveiy demonstrated what the fedéral gavemmnt can do. While there
vis still a long way'to"go in’the appropriations process, 1 feel that thé continuing exemplary

. work of this agency has us faring better than most: Again, congratulations for your efforts.
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. 104TH Cononres Reposy
X 28t Session } HOUSE OF REPRESENTATIVES { 164201

DEPARTMENTS OF VETERANS AFFAIRS AND HOUSING
AND URBAN DEVELOPMENT, AND INDEPENDENT AGEN-
CIES APPROPRIATIONS BILL, 1886

JuLv 21, 1995 ~Committed 10 the Comanitten of the Whels House on the Siate of
the Union snd ordered tn be printed

Mr. LEwts, from the Commitiee on Appropristions,
submitted the following

On April 19, 1995, at 9:04 am., an explosive device contained
within a rented truck was detonated outside the Alfred P. Murrah
‘Pederal Building in Oklahoma City, Oklahoma, thereby killing 168

individuals and injuring another 467, Within minutes of this disas-

ter, FEMA personnel were actively engaged in structuring the Fed-
eral response which, coupled with the response of the State and
local governmental entities, business and chari? ups through-
out the -area and the country, and thousands o (ifahamans and
others {rom throughout the United States, represents 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 efficiently in place and beginning the difficult job of respond-
ing to this devastating event. Starting with FEMA’s Director and
on down the chain of command in FEMA and numerous other de-
partments and agencies, everyindividual 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
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July 2, 1993

MEMORANDUM FOR:  Associate Directors
Administrators
Office Directors

FRIOM: _ Iafrzes L. Witt O/ QR omcd. aﬁ w‘f

Director

SURIECT: ’ Senior Managers Meetings

The meeting [ announced for July 7, 1993, has been scheduled at 4:00 p.m. in the EIDA, I
woidd like for each of you to plan to attend because of the importance of your involvement in
the reorganization process. The purpose of this meeting is 1o ensure you undersiand my
objuctives for the FEMA reprewal process, to outline how you and your staff will participate in
the organtzational review, and to discuss a follow-on meeting.

I have scheduled an all-day meeting for July 15, from 8:30-4:30, at a location still to be
determined. 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 crganzzanonai
structure, We will kwp the meeting structured 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 be available, you should designate a representative who will be able to speak on your behalf,
You know that the timeframe is short for outlining a revised FEMA organizational structure, so
it in critical that you work with me in defining an effective reorganization that will not only
enssre FEMA's survival, but will make FEMA an effective and respected organization.



Federal Emergency Management Agency
Washington, D.C. 20472

July 7, 1983

MEMORANDUM FOR: Agsociate Directors
Bdministrators
Chief of Staff
Assigtant Associate Dirsctors
Gffice Direciors
Chief Financial iceyr

FROM : J‘c’%‘{f&%g m

Director

SUBJTECT: Clarification of Attendance at Senlor Managers
- Meetings

To vlarify our discussion at this morning’s senior staff meeting,
I an attaching the names of the individuals that I would like to
have participate in the meetings on reorganization. The meetings
are scheduled for tomorrow, July 7 at 4:00 PM in the EIDA and
Thuraday, July 18, 8:30 - 4:30 PM, The purpose of the July 7
meeting will be to provide nmy input to this process, to describe
what needs te be done and to answer any guestions you might have.
The purpoese of the July 15 meeting will be to get your input to how
wa can best achieve FEMA’s goals and priorities from a mission and
grganizational perspective.

Te the extent possible, I would certainly like te have the same
individuals attend both mestings but recognize that schedules may
preciude this from happening. If further clarification is
necessary, please contact Jane Bullock at 646-3436.

Attachment
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william Tidballv”

Robert Boyer

Wesley Mogre v

Gail' Kercheval ¥

Dennis Owens v

Jack Lilley+”

Russ Asher v

Spence Parry 3&57»%,
Liz DiGre;gorio&L

Ed Wall - pheve

Steve Hill

Jim Coyle

Roger Lanahan

John Hart.

Fon Face

Brucs Marshall

Richard Krimm v

Craig Wingo w

Dennis Kwiatkowski

John McKay

Gary Johnson v

Laura Buchbinder «
Martha Braddock v

Morriz Goodman
Mark Folgy
William Jonesv
Ed Kernan
Joseph Morsiand
Jim Kelleft v~
Homer Hervoy
Bruce Campbell {T¢&
George Lovelace v
Frank Riley

Ed Pasterickv

Don {ollinsv”

Jim Taylor v~

John Matticks «
Frank Thomas

*"“”‘*'%3 i@w@a




Thinking/Talking Points for Sr. Managers Meeting ~ August 3

Purpose of the neeting 1is to bring them up to date on
reorgaihlzation process and get their input and reactionz to
proposed organizational structure.

S8ince their meeting on July 22, additional greoups have had
input to the recrganization process: {1} union
representatives; (2) brown bag lunches with 63 and GM senior
gtaff and the SES; and (3) Regional secretaries.

Additionally, senior managers have provided their thoughts to

. Director and reorg team Iin writing, and the team met with

several managers and organizations at their request.

Goal was to make sure gyeryone who wanted to contribute had
the copportunity.

The tream ~ Mel, Rick, Dianne and Jane - using all the input
from you and the various groups, plus the analysis of the
various reports - NAPA, GAQ,IG - gcollectively develaped
saveral preposais foy organizational structuraes.

Thelr proposals were then combined with the input Harvey and
Chile had received in confidential form from peopls in the
Agency . '

What emerged from this part of the process wag 3 proposed
organizational styuctures., ~ Proposals 1, 2, and 3 you sge on
the walls.

fast Friday, 1 sat down with the team including Harvey and
Chile and George { JLW - maybe yvou need to introduce George)
and went over the three proposals.

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

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

We alsoe discussed the things that were unanimously agreed to
by the reoryg team - such as the creation of an Offige of the
Oxbudsman and a separate 0ffice of Bgual Opportunity. Both of
which came from employee suggestions.

These are detailed on the sheets you have been glven.
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After discussions - and with ny input - we developed Proposal
4.

What I want to do teoday is seek your input on how we can make
proposal 4 work - what needs to be refined = what preblems do
you see.

After we get that done, I want your input and ideas on the
secongd level structure for each of these “"hoxes",

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

I alsc belisve that this organization reflects my goals and
priocrities for the Agency and the needs of our clients — State
and local govermments and the public.

Before we get inte the discussion ~ let me give you some of my
thoughts s you know where I'm coming fromn.

First - it was clear from Sen. Mikulski & Glenn, Cong. Stokes,
- and others, that the rescurce foous of the Agency had £ be on
- eivilian emergencies not national sacurity,

It's important fo maintain our national security capabkilities
and responsibilities but we pmust and can integrate thess
reguirenents into our overall response and recovery readiness.,
Az long ag thers is top level leadership and control - ths
unigque capabilities will always exist to perform our nat’l.
security responsibilities.

Second -~ we needed to consolidate our resources to be a more
psfficlent and effective Agency. For example, this Agency hasn
4 or 5 gdifferent systems for Keeping track of funds and
regsources - and in many cases the people maintaining thesse
asystems have no background in what thelr doing. We simply
cannot afford this anymore. It's lnefficient and confusing.

Third +« +there are political rgalities and legislative
reguirements, Politically <« we have to have & Fire
Administrator. And by statute we have €O have a FIA
Administrator. Both of these positions must be headed by a
PAS. .

Frankly, I may try to change these statutes in the future to
not include those reguirements. But that's why you see those
organizations as separate entities.

We moved haz mat and ENETT cut of Fire because it really is a
State & local capability development activity.



And we moved flood plain management out of FIA because it
belongs with the rest of the nmitigation programs so we can
pegin to implement an all-hagards mitigation approach to State
and loval govermments., HNow 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 I expeact
ongoing coordination between all the functions.

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

With thogse as preliminaries, I 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 bay with the
BES at noon,

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

I want to be honest with yon -~ this is my preferred structure
but 1T am still very open to changes., My final decisions will
not be made until I have heard from you, until I talk with
Sen. Mikulskl and Cong. Stokes and we have a final legal
review of the proposed gtructurs.

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

The functions and programs balow the line are pretty evident ~

it night be worthwhile to briefly desmcribe some of changes
and functions of the proposed Staff offices above the line -
and also the Executive Board.

I*1l ask the reorg tean to do that.
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FEBERAL EMERGENCY MANAGEMENT ASENCY
- Senlor Executive Positions of Record
i June 30, 1993

Office of the Director {1177 filled)
Tidball, William C. § **Chief of Staff
Ryland, Harvey @. 3 Senior Pelicy Advisor
MoQuillan, Thomss R. : Senlor Palicy Adviscor
2

Vagant general Coungsel

Perry, Spence V. Deputy General Counsel

Vacant {Lo be cancelled} Executive Director, Gffice of
] Management Servides

Vacant {Owens Actling) ’ Director, Office of Human

Rescurces Management

Lilley, John R. II 4 **Director of Security

Boyer, Robert R. 2 *xDirector, Gffice of Acqguigition
Management

Asher, W. Russsll \ 32 #*Chief Financial QIificer

{New) . **Deputy (hief Financial Officer

Cifice of the Ingpector General {373 filled)

Partridge, william R. 4 **Deputy Inspector General

Skinner, Richard L. 2 *+*Aggistant Ingpector General for
Auditing

Lilliis, Faul J, 2 **Azsistant Inspector General for
Investigations ‘

External Affairs Directorate (271 f£illed)

Braddock, Martha Stapp 3 Director of Congressional Affairs

Vacant - Deputy Assoclate Directox

National Preparedness Directorate {13712 filled)

Jones, wWilliam ¥.¥9. § *+Deputy Associate Director

Powers, John R. (detalled 4 ** 3Jenior Policy Advisor

Reglonal Director Reglon Vi

Kernan, Edward ¥. 4 **AAD, Qfffice of Analysis and
Support -

Hervey, Homer V. 4 **xAaD, Office of Uperations

Hellister, G. Clay 3 BaaAD, office ¢f Operations

.ight, Catherine H. 2 Chief, Special Programs

Campball, Bruce J. 5 AAD, Qffice of Info Hesources

Management

Fullerton, Goxdon D. 1 DAAD, Office of Info Resources Mgmt,

Kellett, .James C, 4 ~+zAD, Gffice of Systens
Engineering

Vacant ’ 4 DAAD, Cffice of Systems

Engineering
Fehlberg, William T, 4 ++ 8a, for Architecturs and
Technology

Hwang, John D, *«z2D, Office of Facilities
Management

Moreland, Joseph A, & **aaD, Cffice of Mobilization
Preparedness

** Caree)r Reserved S[SES Position

Xy



PROPOSED JLW THOUGHTS FOR REGIONAL MEETING - 9/27/28

! appreciate every one coming her for this meeting, it's good to see you all
again.

Wa have some very important work to do and_oniy ashorttime to doitin, The
discussions and decisions that vou will consider over the next two days will
help us set the Tocus and organization for this Agency for the future,

The success of this reorganization rests on two things:

First - the involvement of our empioyees in building the new organization - so
each one can feel they have a stake in it; and second, the leadership of the
managers 10 make it work.

| recognize that we are trying o build a very different FEMA than has existed
before. This new FEMA looks 1o its employees for ideas, seeks to make State
and loca! governments egual partners and strives to provide better delivery of
our programs &l the way down to the individual recipient,

To achieve this new FEMA requires a cultural change and a different approach
than has existed in tha past.

Most importantly, it will require commitment by each of us and igadership by
each of you.

So this morning | just want to take a few minutes to sharg with you my
thoughts on the organization we are creating. Then this afternoon | will spend
time listening and taiking with you about how we can strengthen our Regions
and improve Regional/Headquarters operations,

{ realize that the functional approach to organization that we are teking requires
more effort. But, 1 believe it has the benefit of making people look at thelr
programs in a different way and encourages paople to talk across program
lines. .

In this way, | believe we will create one FEMA, not 4 FEMA's esch focusing on
 their own programs ., and not 10 FEMA’s sach doing things differently,

' ! have given this a great deal of thought over the past weegks' as the
. organization has bagun to take shape,

I have come to believe that we nesd to work toward a level of consistency in
organization at Headquarters and the Regions, | think this is supported by
many of the conversations | have had during my visits 1o the Regions and in
tatking to various State and local officials,



That is why it was impartant to bring vou all together for these two days.

I think it is critical for the Regions o look at what is being proposed as our
headquarters structure and see if it will help us function better, to identify
probiem areas, to give us their insights because you are cloger to our clients op
a daily basis,

Then | want you to ook at the proposed structure and see if it would work in
the Regions as well.

I know this is a change from what | had asked you o do before. | want to say
that the proposals sent in by the Regions were exceliant. | was impressed by
the creativity and thought that you put into your proposals and 1 certainly
appreciated the hard work behind them.

But, I now recognize that if we are going 10 make the functional alignment
work we must have a level of consistency within the Agency.

I also think it will improve our program delivery 10 our clients. A lacal official
or an individual should be able to talk to our Office in Washington, or New York
or Kansas City and know where 1o go 10 get heip to fund an EQC, check on g
disaster assistance appeal or find out about training courses,

And, - after a while - get the same answer from each of those locations. But,
I recagnize that may take gl 8 years of the Clinton Adminigtration.

| alsa think consistency will be very important as we seek 1o give the Regions
more authority over program implementation.

What | amm  asking is that in the next two days | would like you to work
together 10 propose a organizational structure that will be consistent in
Headqguarters and the Regions. A structure that each of you thinks can work
at both levels and that you are happy { and excited) about.

I also recognize that there are limits to consistency. Some Regions simply
don’t have the staff levels to have b branches in Preparedness, Training and
Exercises or their may be unique reasons why you have to do something
different.

But | would really request that we work toward this goal of developing a
consistency in structure throughout the Agency,

One final point | would fike 1o make - | know everyone believes that this
Agency rises and falls on how well we respond 10 disasters - 0r at lgast how
well the press reports show us responding, This is fact,

&,
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Howegver, it doesn’t measn that one Directorate is any more important than the
other, Or that because someone works in disasters, they have 2 more
important job. 1t is time for all of us 1o work 1o dispel that feeling.

Emergency management is more than response and recovery and we have 10
start getting that message out 1o our employees, to our gonstituernts at the
State and local level and 1o the press.

The Agency we are building - the team we are building will be madse up of equal

partners, | think this is very important .

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

THat's about all | have 10 say right now. | will be joining vou again this
afterncon and will be anxious 10 hers of your prograss.

| am really excited about our new c:ganizafioﬁ and | think the employees are
also. While they are excited, | know there is also anxiety. Each person wants
to know where thay will be and who they will be working for.

That's why [ am counting on you 1o 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 t0 have a fina! structure (o announce on October 15, So let
me stop talking and let you stari working. Questions?

4
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Federal Emergency Management Agency

Washington, D.C. 20472

Gl b [pee
MEMORANDUM FOR: Reqzonaz Directors
FROM:
SUNIECT: . Issues Resolution

Regional Re-Organization

After receiving vour revised structures and comments as agreed to
at the Regiocnal Directors’ meeting of September 27 and 28, 1993, we
discovered that every region, except one, made changes to the basic
crganizational structure. Regional Lialson attempted to analyze
the nine revised regional stiuctures and presented them to the He«
organization Task Foree yesterday afternocon.

Recrettably, it must not have heen c¢learly stated at the
Hesdquarters meeting, but one objective of the meelting was to agree
on titles for the branches/fteams and for the functions, Many of
you. changed titles to reflect program sgpecific functions, which
goes counter to a "functional® alignment.,

As a result of yesterday’s meeting, attached are a list of sone
grcund rules and answers to the issues you raised. Several of vour
issues were cross-cutting and affected a number of you. While
otkers were more specific and c¢ould be handled individuoally. &
nunber of the issues stirred up some very good discussion. All in
all, I think we are in a good position and in strong agreement
towards meeting the desired goals of the Director,

Please bring your final Regional Re~Organization package to the
NEMA Meeting. And be prepare to present your final re-owganization
structure to the Director on Sunday, October 10, 1983. At that
time, any other outstanding issues should be presented as an issue
pager to the Director.

Attachpnents



1)

23

3}

4}

3)

8)

9)

10}

GROUND RULES

Branch/teanm titles, as agreed to at the Regional Directors’
Meeting September 27 and 28, 18593, shall not change, except
for the Planning and Operations Team, which has been changed
to the Operaticons and Planning Team.

The wording or titles of functions under each Division/Branch
shall remain as written.

For regions mnot having responsibility for a particular
fuanction, the function shall still appear on  the
organizational chart as a place hold and for consistency sake.

bivision Chief is responsible for overall supervision and
management of the division,

Staffing guidelines: The ideal branch size is 1 to 15. At
this time, 1 to 10 will apply. Anything less that 10 will be
zalled a "team®. 7The title of the team shall retain the title
of the branch, i.e., it shall be called "... Team" instead of
... Branch” until it reaches the size of a branch.

There will be ne further subdivisions below the branch/team.

There shall be no program specific teams, e.qg., Flood, Hazmat,
Dam Safety, etc.

Only official branches wwill ke headed by a bona fide
supervisor.

Team Leaders are axperts based on theiy program Rnowledge,
i.e., ™they are suppose to know more” and would ke the most
likely to be turned to "to organize and lead the work effort”.

Routine DAE managemeni/supervisory functliong shall not be
listed, since they are implied. The overall DAE personnel
functions, e.g., recruitment, hiring, handling of B8F-1i71s,
etc., shall be handled by the Operations Support Division.



Issue: YProgram Coordinator? does not have any coordination
function. Therefore, title should be changed back to
vEmergency Analyst® or "Special Assistant®. This person
should be given the reigns to operate rather independently.

pDoacision: Change title to Emergency Analyst. However,
position maintains a program coordination function. [NOTE:
The Progranm Coordinator function at the Agency level is likely
to be aliminated:; and Speclal Assistant connotes a political
appointes and is often an "easy target®.)

Tasue: Public Information Officer (PIO) expertise is
necessary in the regions.

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

Mitigation

14”

Isenea: Move Hurricane DProgram Grants from Community
Mitigation Programs to Hazard Identification and Risk

. Agaasenent,

Peciasiont: Ieave Hurricane Program Grants where as a function

of Community Mitligation Program. In reglions where there are
not enough resources to support the regquired {(initially) 1:16
ranager to employvee ratio collapse/streamline the Branches

"inta Teams.

Tague: Move Family Protection Program from Preparedness,
Training and Exerclses, State & ILocal Assistance to
Mitigation, Hazard Identification & Risk Assessment.

Decision: Leave Fanily Protection Program as a function of
PT&E because it Is primarily a preparedness function, alsc it
keeps the Reglions consistent with Headquarters .

Isgua: Add Disaster Preparednass Improvement Grant (DPIG) to
Mitigation, Community Mitigation Programs.

pacigion: Add DPIG to PT&E, State & Local Assistance because
it is primarily a preparedness function, also it keeps the
Reglons consistent with Headogquarters,

Ignua: add technical assistance as a Ffunction for Hazard
Identification & Risk Assessment.

Decision: Technical Assistance function can be added to all
branches and teans.



10.

12.

13.

Yasue: Add the Hazard Identification and Capability
Azsessment {(HICA)} program to Hazard Identification &Risk
Assesament,

Desision: Issue is currently on hold, function is currently
in PT&E. ’

Issun: Add Stafford Act (IA/PA) mitigation assistance to
Comnunity Kitigation Progranms.

Pecisions Function is already there.
Issue: Change Section 400" plans to "409" plans.
Dacision: <Change 400 to 409,

Issusa: Add Praliminary Damage Assessment (PDA) to Community
Mitigation Prograns.

Dacision: Leave PDA function in Response & Recovery because
it is closely tied to the needs assessment and declaration
process.

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,

Iasue! Remove flood mapping distribution from Hagzard

. Identification & Rigk Assessnment,

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

Issua: The HMitigation Division night not have sufficient
resources to staff twoe branches and meet the initial ratio of
1 manager to 10 employees. Some suggest stream-lining the
Division becanse many personnel function across the beard.

Dacision: If therse are not enough rescurces to meet the 1:10
ratio then do not divide the Mitigation Division into
branches, instead dse teams with the Division Chief as the
manager and ne manager/supervisor at the tean level. (See
Ground Rules.)

Issuet Add DAE Management to Community Mitigation Programs,
in addition to its appearance under R&R.

Decision: Decision is on held pending resolution of overall
DAE issue; however, routine management functions not listed
are assumed. See Ground Rules,

2



Issue! Add the following to the COMMUNITY MITIGATION

14.
- PROGRAMS:
a) "Environnental Assessments” as a subfunction to SECT
404 GRANTSE
by PEnvironmental Assessments® as a subfunction to SECT
1362 REIOC
Dacision: RAddA Environmental Assessments as a generic function
of Community Hitigation Programs.
¢} *Project Coordination® and "Project Close-out® to
INTERAGENCY HAZMIT TEAMS
pecigiont Do not add, as proiect coordination and project
clogse~gut are pra&esaa& net functions and these foo are
assuned to ocogur.
d} E.O0. 11990 to E.O. COMPLIANCE (in both branches)
Dacisions Revise chart to show E.O. Compliance withcut
reference to specific E.0.s because the function covers all
‘appropriate E.O.8.
14. Tasues Move the following to the COMMURNITY MITIGATION
PROGRAMS «
aj FIOOD MAPPING DISTR
Decision: Remove funcotion because it is done at National
lavel .
B} IMMIKERT COLLAPSE
becisicn: On hold ~ very ninor function.
Brepuredness
1. Issue: Add CCA Financlal Assistance Officer to State & lLocal
Asaistance.
Dacision: CCA Adeinistration is a function of Operations
Support; the FTE and the function should move to Operations
Support.
Z. Yasue: Move NDER to Response & Recovery (C0G).

Dacision: lLeave NDER in PT&E because the primary function of
the NDER program is training.
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Issve: Move IMA from PT&E to Operations Support Division.

pecisions Since the IMAs primarily support the MERS
communications/technical capabilities move the IMas to
Operations Support.

Issues Add "CCA Coordination and Administration® to Ztate and
Local Planning and "Prograwm Management -~ CCA (SARA, HAZHMAT,
EMT, SL4&R) to Tralning, Exercise & Evaluation.

pecision: Same as No. 1: ensure FTFE and function move to

. Operatiens Bupport.,

Igsuet Combine Hazmat, CSEPP and REP, especially the planning
function acress 81l three programs to better serve and support
the Agency's degsire to be all<hazards oriented.

Decision: Ieave the functions as they ars. This i=s
consistent with the Headguarters structure.

Iasue: Add a new function "FRP Training and Exercises®

Pecision: Add function.

Responge and Recovery

1.

Iasues Rename Planning and Operations Team (POT) YOperations
Planning Team”.

pecision: Change the name to "Operations and Planning Teanm”.
Issue: Delete "PDA® or move 1t to the Human Services Branch.

Decision: "PDAY is moved . to Operations and Planning Tean
because it is closely related to the needs asgessment and
declaration process.

Issue: Make the Operations and Planning Tean a staff office
to the Response and Recovery Division Chief (vice appearing
l1ike a Branch}.

pecigion: lLeave it as a line function, Staff offices only
appeay avt the Directer and Reglional Director level.

Izsue: Add "MOB/Prep® to Operations and Planning Tsam.

Decision: Ne change. "MOB/Prep" stays as a function of
Preparedness, Training and Exercises.
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Tasue: Acd PNDMSY™ to Operations and Planning Tean.

Decigion: No changs. UNDMS® stays as a function of
Preparedness, Tralning and Bxercises.

Issue: Add "Reguest Processing” to Operations and Planning
Team.

Decision: Approved, but will be "Declaration Process®

Issue: Add “Donation Management® to Operations and Planning
Teaam.

Pecvision: <Change "Volag" to "Velag/Donations" and leave as a
function in the Human Services Branch.

Issue: Change DAE Managenment In Infrastructure Branch to
SDATE/DAE Coordination.

Decision: See Ground Rules.
Issues Add *"Situation Assessment™ to Infrastrugture Branch.

Daecision: Agree to add “Situation Assessment®, but to the
Operations and Planning Teanm.

10. ZIssue: Add "Hission Assignments® to Infrastructure Branch.

11.
12.
3.

14.

%

bDecision: The content of Mission Assignments gets handled by
every division or branch as appropriate, However, all
administrative functions of DR¥ for any branch or divisicon DFO
are assigned to the Operations Support Division.

Issue: Add YRequest Write-up” to Infrastructure Branch.

Pecision: This is a function of the Operations and Planning
Teamn .

Iasue: Add "Okllgation of DRF" to Infrastructure Branch.
Decision: See 10,

Isaue: Add "Program Evaluation® to Infrastructure Branch,
Pecision: Add to all the Branches in all the Divisions,

Issue: Change "DAE Management® to Y"DAE Coordination®™ in Human
Services Branch.

becislion: Bse Cround Rules.



15.

1.

17,

iB.

19,

20.

i

22‘

Issue: Add DAE/SDATE Program Management to the Human Services
Branch.

Decisions DAE/SDATE administration, including SDATE
recruitment is in Operationg Support.

Igsnet Add "Needs Assessment" to Operations and Planning

! Toam.

Becision: Part of larger situation assessment function which
is in the Infrastructure Branch, See #9.

Isgue: Delete oY Change YRelated ESFs" to "ESF Liaison" or
"Situation Assessment -~ ESPEs®,

Pacision: Change it to "ESF Liaison®.

lszuo: 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.

Decision: Ho changes will be made to the agreed upon branch
titles except the Operation and Planning Tean.

Issue: Add YRMEC® to Gperations and Planning Team.

Decisions RMEC goes to Response and Recovery Operatzana and
Planning Team.

Issue: Add YIMA Coordination" to Operations and Planning
Tean.

pDeciasion: Do not add because it ig a function of the
Operations Support Division.

Tasuer Add “NDMB"™ to Operations and Planning Team.

Decision: Do not add because it igs a function of
Preparedness, Training and Exercise Division.

Issue: Move "NDER"™ 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 xéBj?rep. They all stay together in the
same division.



Gnerations Support
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Isaue:r Move EBS/BSPP to O5.

Decision: TBD, issue still beinyg worked. Need from Regions
mnere rational as to the function of these FIE.

%
Issgar Move PIMA/CPSD Units® teo the Administrative Sexvices

Branch.

Davision: Approved.

3. Issue: Change "Security® to “Physical Security”.
pacision: NRo change, security function encompasses more than
Just physical security.

4. Tasuas Make "Financial Management® and "“Security" staff
functions reporting directly to the Division Chief.
Pecisiont No change. Staff functions are only recognized at
the Director's level.

5. Izsuwe: DAE xanaéement,

Pecision: Day to day management is inherent in every branch.
Overall DAE program management {e.g. SF-171) function lies
with the Operations Support.

Miscellaneous

1Y Tssue: Add a 5th division, the "Paciflc Area Office® and to

mirror the regional structure,

Decision: Area office (Pacific or Caribbean) will be treated
as a Ffifth Division reporting directly %o the Regional
Director,

i it



FEMA SIGRIFICANT ACCOMPLISHMENTS FOR FY 95
11771958

“Increased the comfort level of citizens around the country that
there is un effective disaster managemens agency that can help
them in a disaster.”

Response and Recovery Directorate

* Responded to 29 major disasters, 2 emergencies and 3 fire suppressions; 310,662 applications
taken, 157,835 applicants determined to be eligible and paid $392,666,557 in assistance.

* Completed Overhaul of Application Process

* Nepotiated New Inspection Services Contracts

* Conducted Ongoing Disaster Applicant Survey Program "
Prepinredness, Training and Exercises Directorate

* Executed Response 95

* Bstublished Agency-Wide Mentoring Program

* Estublished the Training Resources Center

Federal Insurance Administration

* Implemented Cover America - ,

* Streamlined P’ioeé Insurance Purchase Process

* Esizblished NFIP Telephone Response Center

Office of Policy and Assessment

* Completed Mationa! Performance Review - Phase Il (NPR2)
* Developed Performance Partnership Agreements (PPA)

* Designed Agency-Wide Strategic Plan

* Established Customer Service Initiative
i.



Inspector General

* Coaducted Review of Disaster Relief Fund

Office of Humun Resources Management

* mS’;imiﬁd Time-Off Awards Program

* i}effelcped Red, White and Blue Emergency Response Teams

Office of Financial Management

* Estublished Disaster Finance Center

* C{}m;ﬁc'md Disaster Closeouts

* Developed and Implemented the Integrated Financial Management Information System
* Est:blished the Disaster Resources Board

Infonnation Technology Services Directorate

* Established National Information Infrastructure Partnership (EIT)

* Conducted Emergency Information Management Systems Conference

* Established World-Wide-Web page "Giobal Emergency Management Systems®
Miﬁgz;zian Directorate

* ﬁamtpleted the National Mitigation Strategy

* Administered Property Acquisition Program

* Established new Map Service Center

Operations Support Divectorate

* Estabilished FEMA's Safety and Health Progmm

* Completed Reduction of Security Clearances per NPR Initiative



Office of Emergency Infermation and Public Affalrs

* Bstablished World Wide Web Site on the Internet

* Expanded Use of Recovery Times and Recovery Channel

* Hired and Trained Regional Public [nformation Officers

Office of Equal Righis

* Daveloped New Concept of Equal Rights Officer Cadre

g Pre::.e'niéé EENET Program on Americans with Disabilities Act and Emergency Management
1.8, Fire Administration

* Bstzblished HUD Partnership on manufactures Housing Fire Safety
* Funded Anti-Arson Programs in Twelve States

* Trained over 75,000 Fire Officials from 4,778 Communities
Regions

* Dev:ioped Community Relations Capability

* Closed Battle Creek

Office of General Counsel

* Expizmﬁed Agency Legal Support in Disasters

* Successfully settled two major class action lawsuits from (1) LA Riots and Hurricane Iniki and
{2) Hurricane Andrew

* Estabslished Partnerships with local legal services and the Young Lawyers Division of ABA
Office of National Security Coordination

* Comleted Emergency Alert System White House xStatcmmi of Requirements

* Conéucted COG/COOP Assessment

* Signed FEMA/White House Agency Memorandum of Agreement

* Conducted National Security Review



Agency Initiatives
* Conducted Strategic Staffing Effort

* Designed New Agency Performance Management Plan

4
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| " HIGHLIGHTS OF ACCOMPLISHMENTS
‘ FEDERAL EMERGENCY MANAGEMENT AGENCY
April 5, 1993 . Present

"FEMA, .. has gone from being a disaseer to helping people in disasters. ™ -- President Clinton’s Siate of
the Urion speech, January 24, 1995,

Leadership

. Overhauled the Agency’s organizational structure {0 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, 1593 and was adjusted on January 22, 1995 1o
consolidate information 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. Inittated continued reinvention and improvement
under NPR Phase .

. Published in December, 1994 the firgt Strategic Plan in the Agency’s history, "Partnership fora
Safer Future”.

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

* Streamlined operations by reducing two layers of management; doubling the supervisor
employee ratio; and initiating a shut down of unnecessary facilities {(Charlottesvilie, VA; Batlle
Creek, MI; and Prove, UT).

. Simplified the budget structure 0 increase flexibility by reducing operating accounts from 47 o
3 separate slements. |

. Re-gngineered the Performance Management System and made avsilable 4 new "time off™ award
i recognize employee accomplishments. ‘

. Reduced internal regulations by 12%, and drafted 4 plan o reduce them by 50% by the end of
7Y 95 -- a year ahead of the requirements of E.O., 12861,

» initiated 4 pilot project under the Government Performance and Results Act io take advantage of
technology to support emergency management functions,

. Initiated the first all-inclusive Agency-wide property inventory that included disaster assets, and
established a comprehensive property management system.



Mitigation

*

Ensured broad pacticipation in the development of a National Mitigation Suategy through 10
Mitigation Forums held across the country, atiended by over 1,600 stakeholders.

Worked with the Administration to gain passage of the Hazard Mitigation and Relocation
Assistance 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
States have been approved.

Demgnstrated Federal leadership in mitigation implementation through the signing by the Prasident
of E,0. 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 cifizens 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 carry out mitigation projects,

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

Preparedness

&*

Completed the study, "Resources Required for the National Emergency Management Partnership”
which identified shortfalls at all levels of government to provide an effective emergency
management capability.

Drafted model State trust fund legisiation to provide an alternative funding source within the States
to help supplement angd cover emergency management Costs.

Restructured and streamlined the Comprehensive Cooperative Agreement, through which
FEMA provides annual funding to State and local govemments.

Shifted the focus to "hands-on/how-t0” emergency management training and utilized innovative
and cost-effective training delivery mechanisms to increase enroliment, Developed and delivered
a Federal Coordinating Officer Fast Track training course to create a cadre of trained FEMA
fficials to effectively manage response and recovery operations.

J3nhanced the National Fire Academy curriculum to include new cultural diversity courses,
management and leadership training for velunteer fire services, and community risk reduction.
initiated development of a National Fire and Rescue Incident Simulation Center.



Response and Recovery

. Effectively responded to 60 Presidentially-dectared major disasters, including the Northridge

Earthquake; floods in the Midwest, Southeast and Texas; and Northwest fires, With each disaster,
put into place better ways to serve victims,

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

Established, staffed and zxaineé three National Emergency Respense 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 arourdd the country,

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

Conducted a review of disaster staffing programs and developed reform options,

Centralized disaster operations by creating 2 new Disaster Finance Center in Berryville, VA; 2
National Teleregistration Center it Denton, TX; and Central Processing Centers in Redwood City,
CA and Berryville, VA,

Reviewed the declaration process and made recommendations for improvement.

Conducted the first survey of disaster applicants; found that alimost 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-Jine disaster assistance
registration; and the Antomated Construction Estimation System (ACE), a 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 Adminisimation and Congress on legislative initiatives to reduce the cost of
disasters.

Streamlined the application and processing of posi-disaster mitigation funding under Section 404
of the Stafford Act,

Developed the concept for regional Centers of Excellence, and established Region Vil asa Cenier
in Community Relfations,

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 quickly reach disaster

victims; the FEMA World Wide Web site on the Internet; Radio Network;and computerized FAX,

3
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el XL
THE OFFICE OF POLICY AND ASSESSMENT!

MISSIGN: To support the Director and senior agency managers threugh managing and
facilitating policy development, strategic planning, performance standards and
assessment, innovation, and organizational development to achigve FEMA's oversill mission,

FUNCTIONS:
Pglicy Development and Analysis

1. Facilitale development and implementation of agency policy
2. ldentify issues and propose resoiutions,

3. Systematioally review and evaluate FEMA policies for relevancy, internal and extemnal
consistency, timeliness, and gffectiveness.

o Initiate 3 review of all existing policies (internal, executive orders, et 2l) to
determing relevancies, recommend revisions, and develop an action plan to

miaet the requirements of Executive Order 12861, Elimination of Onevxaif of
Executive Branch internal Regulations, Sep , 1383,

¢ Coordinate update of appropriate policies to reflect new FEMA organization ‘
and priorities of the Director.

4, Raview and comment on proposed legisiation, Congressionai testimony, general policy
recommendations, and other refated documents that affect agency policies and programs.

o Incorporate policy aspects into draft delegations of authority document.
o Assist in agency preparations for Congressional hearings.

* Ageney Planning and Assessment

H

5 Daevelop and coordinate the agenty strategic planning process.
o initiate and coordinate a strategic planning process that involves all FEMA
organizations and meets the requiraments of the Government Performance and
Rusults Act of 1993 (8. 20},

8. Coordinate the development and use of missions, goals, and ubjectives.

o Establish a process for revision of mission and function statements
developed during the regrganization,

o Review and comment on mission and funciion statements fo ensure
ccnsistency and customer orientation and to resvlve overlaps,

NOTE: Bold text indicates specific tasks that comprise the
curxent work agenda for the -Office '
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12.

consistency and custormer orientation and to resolve overlaps.

¢ Provide support to the Director to consolidate and track organizational
objectives.

Develop mechanisms for establishing standards and svaluating agency performance,

» Coordinate agency customer survey activities to meet Executive Order 12862,
Setting Customer Service Standards, Sep i, 1993,

o Participate in developing baseline and ongoing customer surveys,

Provide a system for identifying and monitoring status of major actions to be taken io
sorrect deficiencies and shortfalls in agency programs and operations,

o Review existing programs and determine mqwmmmw for an agency
sorractive actions program.

3 Propose criteria for actions 1o be identified in agency.wide tracking system
and responsibilities for its implementation.

znsure implementation of FEMA responsibilities under The Government: Performance and
Results Act of 1993,

2 Coordinate participation as a pilot agency to implement S. 20 {if selacted).

2 Design a program for implementing agency performance standards and
svaluation processes,

versse implemsniation of FEMA environmental responsibilities,
> Build 3 respected environmental review capability within the Office.

<3 Determine appropriate alignment of environmental  assessment
egponsibilities in various parts of the organization.

> Review and approve environmental assessmaends,

lnnovation and QOrganizational Development

Facilitate Institutional change and inngvation,

3 Propose mechanisms that enhance integration of budget, procurement, and
serformance evaluation cycles to meet agency objectives.

2 Explore mechanisms to implement a Total Quality Management program, or

the principles of such a program, in conjunction with the principles of
rafnventing government.

‘nitiate and manage special and innovative projects i1 cooperation with program offices.

> Develop strategies for enhanciﬁg FEMA program flexibility inState and local
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13,

14.

15,

16,

17.

amergency management programs.

3 Propose strategies through which State and local governments can fund or
anhance emergency preparedness aclivities,

Promote comporate and private sector involvement in emergency management programs.

*rovide oversight and guidance for FEMA's renewat and participation in the Reinvention
laboratory process.

1 Develop strategies and a proposal for implementing Reinvention Laboratory
processas in FEMA.

Management Support and Coordination

Provide support to the FEMA Executive Board.

. Develop charter, propose agendas, schedule activities, and provide staff
supporl

Suppon the Direcior and *Key management staff in a wide variety of policy, planning,
cevalopmental and assessment agtivities,

« Develop operating cost estimates and identify issues associated with each
FEMA facility and location. '

¢ Participate with the Qfﬂce of Regional Operations in regional study,

o Organize FEMA Advisory Board maeetings, provide staff suppont, and
coordinate involvemant,

¢ Evaluate most cost effective means of accomplishing agency objectives,
vihether through use of contractors, in-house capabilities, or temporary hires
{including Special Disaster Assistance Employees).

¢ Define roles and responsibilities of Ombudsman position.

Fepresent and coordinate FEMA's patticipation in spacial programs and requirements
such as the Nationat Performance Review (NPR) and GAO studies.

‘e Berve as FEMA Liaison to the NPR,

o Coardinate FEMA requirsments to implement NPR recommendations and
participate in NPR activities.

o Serve as FEMA representative to the Small Agency Council and coordinate
FEMA invoivement in Council activitias. :

o Ceordinate completing or fulfilling requirements identified in the FEMA
Streamiining Plan, submitted as direcied by Presidential memorandum, Sep i,
1293,



