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Objectives: 

At the conclusion of this session, the students should be able to
8.1 Describe the process of planning

8.2 Discuss basic planning concepts 

8.3 Describe and discuss the technique of strategic planning

8.4 Discuss the role of planning in the use of organizational resources

8.5 Apply planning concepts to emergency management

8.6 Describe and discuss emergency operations planning

________________________________________________________________________

Scope

Overview of the process of planning, basic planning concepts, and selected planning techniques, including strategic planning. Planning is discussed in organizational terms, with some attention to the relationship between planning and policymaking since the passage of the Government Performance and Results Act of 1993. Examples are drawn from the strategic planning process for the Federal Emergency Management Agency. The discussion does not cover land-use planning, which will be discussed in Session No. 11.  
________________________________________________________________________

Readings

1. Required student readings:

Michael K. Lindell, David J. Whitney, Christina J. Futch, and Catherine S. Clause, “The Local Emergency Planning Committee: A Better Way to Coordinate Disaster Planning” in Disaster Management in the U.S. and Canada: The Politics, Policymaking, Administration, and Analysis of Emergency Management, 2nd ed., Richard T. Sylves and William L. Waugh, Jr., eds. (Springfield, IL: Charles C Thomas Publisher, Ltd., 1996).

Federal Emergency Management Agency, “Partnership for a Safer Future: Strategic Plan for FY 1998—FY 2007,” including documents on the planning process (http://www.fema.gov/library/).

2. Instructor readings:
“Planning,” in Grover Starling, Managing the Public Sector, 5th ed. (Fort Worth, TX: Harcourt Brace, 1998). Or a similar chapter on planning from a public administration introductory text.

John M. Bryson, “The Role of Strategic Planning in Public and Nonprofit Organizations,” in John M. Bryson, Strategic Planning for Public and Nonprofit Organizations: A Guide to Strengthening and Sustaining Organization Achievement (San Francisco: Jossey-Bass Publishers, 1988). Or a similar chapter on strategic planning.

Federal Emergency Management Agency, Guide for All-Hazard Emergency Operations Planning, State and Local Guide (SLG) 101, September 1996 (http://www.fema.gov/library, in Response and Preparedness room).

3. Background readings for instructor (optional):

John M. Bryson, Strategic Planning for Public and Nonprofit Organizations (San Francisco: Jossey-Bass Publishers, 1988). (Rest of book.)

Jim Schwab, “Policies for Guiding Planning for Post-Disaster Recovery,” “The Planning Process,” and “A Planner’s Tool Box,” in Jim Schwab, Planning for Post-Disaster Recovery and Reconstruction (Chicago: American Planning Association, 1998).

Nicholas Henry, Public Administration and Public Affairs, 7th ed. (Upper Saddle River, NJ: Prentice Hall, 1999), pp. 212-234.

________________________________________________________________________

Comments  

The literature on planning in the public and nonprofit sectors is very similar to that in the private sector. However, an important difference is the amount of external input and review of public and nonprofit organizational plans. Public participation should be a central theme in the discussions of planning processes. Constituent groups are critical sources of funding and political support; and in some cases manpower and consensus on goals and objectives can be critical for success.

Suggested questions and examples are based on college and university planning issues because students are not likely to have other common administrative experiences. If students do have a common reference point, i.e., if they work for the same agency or similar agencies, other examples may be more useful. Firefighters, for example, should have a general idea of the major issues facing fire departments locally, regionally, and nationally.

Session No. 10 deals with land-use planning issues specifically. This session focuses on organizational (administrative) and operational planning. Planning issues are also covered in the sessions on recovery, mitigation, and response. 

________________________________________________________________________

Objective 8.1


Describe the process of planning
The last two decades have been described as a period of great turbulence for public, nonprofit, and private organizations. Rapid social and economic change is requiring that organizations plan “strategically” to ensure that they can cope with the change (Bryson, 1988: 6).

Planning is all the more important because organizations are finding that they cannot control their environments. This is a time of “shared power,” in which organizations have to negotiate, compromise, and adapt to the interests of other individuals, groups, and organizations (Bryson, 1988: 6).

Because of the sharing of power among governmental and nongovernmental organizations, planning networks develop as planners coopt other agencies and influential individuals and develop constituencies for their plans (Lindell et al., 1996: 238-239).

Cooptation is the process of developing a close relationship with an organization or group or individual who can provide political, financial, or other support. 

Public organizations frequently coopt influential legislators and their committee staffs, interest groups, and powerful elites who can support the agency politically and provide needed resources.

Cooptation (or “cooption” in some texts) is the process by which “iron triangles” are created. Strong links are developed among public agencies, interest groups, and the legislative committees that fund the agencies.

The process of planning begins with the selection of general decision criteria and the goals that the agency hopes to achieve. For example: 

Organizational planning might begin with decision criteria or premises such as

· the agency budget for the fiscal year, including any supplemental funds that may be made available;

· the human resources available, including numbers of personnel, skill levels, and training needs;

· the mandated functions or services that the agency has to deliver by law;

· the values of the planners or administrators (e.g., efficiency, equity, participation, etc.) (Starling, 1998: 210); and

· the expected amount of discretion in implementing new programs. 

Evacuation planning might begin with criteria such as

· the necessary speed of evacuation (before the disaster strikes); 

· the available transportation, such as private car or commercial airplane; and 

· the available routes, such as highways, away from the disaster area.

Planning for an emergency response might begin with criteria such as

· the specific needs of the disaster victims;

· available personnel, including those with medical skill and those with other skills; 

· access to the disaster area; and

· the budget for the operation.

The rational planning model includes the following steps:

1. identification of the problem or opportunity to be addressed (i.e., the need to act); 

2. a search for alternative courses of action (i.e., the means);

3. the selection of the best course of action (i.e., the means that best achieves the goals);

4. the development of an implementation plan for the chosen course of action; and

5. the implementation of the action and the evaluation of outcomes (Starling, 1998: 209). 

The process model is linear (i.e., step-by-step), but planning is normally done with some idea of what is and what is not possible or desirable. 

For example, planners generally know the resource constraints, what kinds of actions might be considered appropriate or inappropriate by society, and are familiar with the personal preferences of the planners or other influential parties. (See the decisionmaking literature on the limits of rational planning).

________________________________________________________________________

Questions to ask students:

1. If your family was developing a plan in case of a house fire, what criteria or objectives would guide the planning process?

Suggested answers:

· Safety of family members, particularly young children 

· Safety of pets

· Protecting important papers

· Protecting valuable pieces of art

· Protecting family pictures and other irrepaceable memorabilia

· Protecting computer disks

· Protecting favorite compact disks or books

2. Would you expect your family plan to change if you had adequate insurance coverage to replace all personal possessions?

One might assume that family members would be less concerned with saving items with high monetary value alone and more concerned about irreplaceable items, such as family pictures and important papers, if they had adequate insurance coverage. 

An interesting exercise might be to ask students which possessions they would save first if a fire, hurricane, earthquake, or other disaster threatened, and why.

3. Does your family have a plan for emergency evacuation? What does it include?

Personal or family evacuation plans might include the following:

· Sufficient gasoline in automobile for emergency travel

· Designation of a location, such as a relative’s home, for family members to meet

· Designation of a person to act as the communication hub for telephone messages

· Sufficient food and water to sustain the family for a period of time (e.g., a week)

· An emergency medical kit

· An evacuation route (particularly if they live in the mountains, on an island, or in some other location with limited egress)

· Identification of possible hazards (from which they may have to flee), such as a chemical plant, floodplain, wildfire area, or shoreline prone to storms

· Cages or carrying cases for pets

· Flashlights, candles, blankets, sleeping bags, tents, radios (battery, solar, or manually powered), and other emergency equipment

· Money (cash and credit cards) for gasoline, food, and other necessities while the family is away

· A method of hiding or securing valuables that cannot be carried with the family, to prevent their being lost to looters or destroyed in the disaster

________________________________________________________________________

Objective 8.2


Discuss basic planning concepts 

Organizational planning involves developing a course of action based upon assumptions about the future and includes assumptions about the environment and the organization itself.

The future cannot be predicted perfectly, although it can sometimes be anticipated with a relatively high degree of accuracy. Prediction becomes more difficult as the timeframe lengthens—i.e., it is far easier to predict events next week than next year, next year than five years hence, etc.

Predictions are statements that something (X) will occur. 

Plans are more often based upon forecasts which are probabilistic statements that X will occur while recognizing that X may not occur (Starling, 1998: 236). 

Organizations frequently use expert forecasting, such as the Delphi Technique, to anticipate threats, opportunities, and other changes in their task environments. 

The Delphi Technique is a consensus-building exercise in which experts are asked to forecast future events and give their reasoning anonymously. The forecasts are summarized and given back to the individual experts for assessment. The process may be repeated one or more times until the experts arrive at a consensus (Starling, 1998: 236-7).

Trend extrapolation may be used when events can be measured quantitatively (Starling, 1998: 239). A statistical technique, such as a simple moving average, can be used to project trends into the future. However, the technique is based on the assumption that trends will continue.

Graham T.T. Molitor has suggested using leading indicators to forecast policy change. Analysts monitor events, the actions of elites, the literature, etc., to identify the first stages of policy change. Policy innovation is most common in California, Florida, Washington, Colorado, and Connecticut (particularly the first two states). Other states generally follow the trends (Starling, 1998: 239). 

Assessment of the secondary effects of events also is used to anticipate change. The process of impact assessment examines the effects of policies or other actions. 

Technology assessment examines the effects of technological change (Starling, 1998: 240).

The choice of forecasting method usually depends upon the investments being made in technologies and the potential financial and human resource costs of failures to anticipate events adequately. 

High-priced experts are brought in when the costs of failure may be catastrophic or the timeframe is very long (i.e., ten to twenty years).

Technological changes, fluctuations in funding levels, the frequency and magnitude of disasters, and other factors may well change from the time a plan is adopted until it is implemented. 

For example, one of the most common problems during major disasters has been the disruption of the communications systems. The expansion of cellular telephone networks has made it possible to communicate from even the most devastated disaster areas. 

Also, the use of cellular modems in laptop computers has made it possible for on-site decision makers to send and receive data, use decision support software, and do many of the tasks that previously had to be done in emergency operations centers or even in headquarters facilities far removed from the disaster area.

For most public, private, and nonprofit organizations, long-range planning may be as short as five years into the future (and possibly shorter if their task environment is uncertain or changes rapidly). 

As the life of a plan lengthens, the chances of significant changes in the environment increase. It will be more likely that the people implementing the plan will encounter circumstances that were not anticipated when the plan was made.

Long-range planning by organizations is often associated with master planning, although writing master plans usually involves identifying goals and developing work plans to achieve them rather than dealing with broader issues of change (Bryson, 1988: 7).

Strategic planning, unlike other forms of long-range planning, involves analyzing an organization’s internal and external environments systematically to identify strategic issues and to develop action plans to address those issues (Bryson, 1988: 7).

__________________________________________________________________

Questions to ask students:
1. What will personal or home computers be like in five years? Ten years? Should you invest thousands of dollars in a state-of-the-art personal computer now?

In light of trend extrapolation, one might expect the cost of personal computers to continue to decrease (hence buying a very expensive model now might not be a good idea). Software changes, new technological innovations, and changing personal needs may also suggest not investing a lot of money now. Students are likely to differ significantly on how they use computers and how much capacity or speed they need now.

The point of the question is that we do not know what computers will be like in five or ten years. Agencies investing in computer technologies face the same problem.

2. How should colleges and universities ensure that their students have access to the latest computer technologies? (This is a hot planning topic on campuses now.)

a. By providing state-of-the-art computer labs for all students?

Personal computer labs are very expensive to set up and maintain; they tend to become out-dated very quickly; and they require extensive and expensive user services to answer student questions.

b. By requiring that all students buy their own computers, with the university specifying what kinds of software the computers should run (to assure compatibility with programs being run in classes)?

Some students cannot afford to buy a personal computer, although the requirement is getting to be more common on campuses. But many students have access to computers in their workplaces and are permitted to use them for academic work. Compatibility with other college or university programs may be a problem if students do not buy the recommended kind of computer, however.

c. By buying the kind of computers the university wants the students to have and then leasing machines to the students?

The college or university can buy the computers and ensure that they have sufficient capacity to operate the programs students will encounter in classes, but the machines will still become outdated in two to three years and have to be replaced. Leasing the computers to the students has high administrative costs, including the costs to insure the machines against theft or loss.

d. By arranging to have a major computer manufacturer lease computers to the students?

Letting students lease the computers directly from the manufacturer shifts the administrative costs, involves less investment of college or university resources, and makes it easier and less costly to replace the machines periodically. 

________________________________________________________________________

Objective 8.3

Describe and discuss the technique of strategic planning

The strategic planning process usually begins with a determination of what the plan should achieve and who should participate. The process involves the following tasks (see Rosenbloom, 1998: 353; Bryson, 1988):

1. Developing a “vision of success” for the organization (i.e., what the agency hopes to achieve or what it should look like in five to ten years);

2. developing a “mission statement” that briefly describes what the agency does and plans to do;

3. outlining the agency’s mandates (i.e., what it is required to do under law);

4. conducting environmental scans to identify threats and opportunities internally and externally;

5. surveying internal resources and capabilities;

6. identifying “strategic issues” for the agency;

7. developing long-term (i.e., for up to five years) goals;

8. developing short-term (i.e., often for one year or less) objectives and prioritizing them in annual action plans;

9. evaluating progress in achieving goals and objectives;

10. reevaluating goals and objectives, as well as reexamining the internal and external environments, each year (at least);

11. repeating this process after most goals and objectives are met or circumstances change.

The vision should be realistic and should convey a positive, action-oriented image of the agency that will appeal to employees and external constituencies.

The mission statement should be a relatively brief statement of purpose that employees and external constituents can remember and identify with.

The mandates are usually requirements under law, such as delivering a service or responding to a social need, but may include historical expectations that are not likely to change significantly (i.e., political mandates rather than legal ones). 

The scan of the internal environment should include human and financial resources, technologies, and other factors that may pose threats, such as resource limitations or skill deficiencies, or opportunities, such as highly skilled workers or slack resources.

The survey of internal resources and capabilities is largely to reaffirm the obvious resources, such as budget and personnel, but the aim should be to anticipate demands on the organization and assess such things as physical space (e.g., is there room to house new programs and personnel?) and technologies (e.g., do the computer networks have enough capacity for new functions?).

The scan of the external environment should include constituencies that support the agency’s programs or need its services, as well as those who may oppose the agency or support its competitors. 

The external scan should also include societal and economic factors that may pose problems or opportunities for the agency. For example, when the government is experiencing revenue shortfalls, it is generally not a good idea to propose new programs. However, new programs that can save money may be very well received. 

After the process has developed descriptions of where the agency is now (i.e., the status quo) and where it wants to be (i.e., the vision), the strategic issues can be identified. If new job skills will be required, training (internal resource development) or hiring (extracting external resources) may be such an issue. If new technologies will be required, technology will be such an issue.

After the strategic issues are identified, strategic goals to address those issues should be developed. For example, if technology is a major issue, the planners may identify the kinds of computers or other technologies that will be required.

To operationalize the longer-term goals, measurable objectives should be developed. 

For example, if an agency seeks to develop or expand capabilities to do spatial analysis (a popular analytical approach in emergency management), the objectives might be to acquire a certain number of geographic information system workstations each year until there are enough to accomplish the agency’s goal. 

Other objectives might be to train a certain number of people and to hire personnel with skills in communications or logistics or the Spanish language.

The success or failure of strategic planning usually depends on the level of support from senior officials in the agency and “constant effort to keep the planning exercise on track, time, and realism” (Rosenbloom, 1998: 353).

Strategic planning is an on-going process that requires periodic review of progress in implementing the goals and at least annual updates of the action plans. All assumptions about the environment also should be reviewed periodically to ensure that the plan is still realistic.

While strategic planning is a popular management technique, it can also be a powerful political tool. For example, redefining an organization’s mission can change its budgetary and operational priorities. As a result, some units within the organization may get larger budgets and more personnel and others may lose resources. Political interests, rather than legitimate management objectives, such as greater effectiveness and efficiency, may guide the decisions on priorities (see, e.g., Waugh, 1998).

Strategic planning is also a political process, and organizations can cultivate friends by including them in the deliberations and addressing their concerns and interests. (Likewise, excluding them from the process suggests that their interests are unimportant to the agency.)

_______________________________________________________________________

Questions to ask students:
1. What factors does or might your college or university include in its “vision of success?”

Suggested answers:

· Accessibility for low-income students

· Quality teaching

· Service to the community, state, region, nation, and/or the world

· Basic research

· Applied research

· “Student-friendly” atmosphere

2. What environmental factors are likely to have an impact on your college’s or university’s development over the next five or ten years?

Suggested answers:

· Competition with another institution for students

· Increasing or decreasing state budget allocations 

· Increasing or decreasing enrollments

· Crowded classrooms

· Problems updating computer technologies

· Too little parking

· Expansion of graduate programs

· Creation of law or medical or engineering school

3. What might be your college’s or university’s strategic issues?

Suggested answers:

· Enrollment—recruitment and/or retention of students

· Physical space—quantity or quality

· Technology (see earlier question)

· Student services—quantity or quality (customer service)

· Security or safety

· Programs—creating new ones and/or eliminating old ones

________________________________________________________________________

Objective 8.4


Discuss the role of planning in the use of organizational resources

Administrators and agencies are required to accomplish their tasks within the constraints of their resources, which necessitates a reasonable allocation of resources to each task. Planning is the means to achieve such an allocation.

At the turn of the century, before the development of cost accounting, it was common for public and private organizations to perform tasks without knowing how much they cost. Private companies often found themselves bankrupt with very little warning.

Even today, public and private organizations sometimes get into the middle of tasks and realize that they do not have the resources to complete them. (And it is still not uncommon for organizations to perform functions without knowing even roughly what they cost.) 

Planning encourages the determination of costs, manpower needs, and time requirements and the comparison of different courses of action. 

To be effective, administrators have to understand what tasks need to be accomplished, how many and what kinds (skills) of people are necessary to complete each task, how much time (man-hours) will be required, and what each will cost. To accomplish tasks requires good planning in the allocation of resources.

To be efficient, administrators have to achieve the lowest ratio of input (resources or costs) to output (products or services), which necessitates good planning.

(Note that it is possible to be efficient without being effective, and vice versa. Efficiency may also conflict with other values, such as equity or fairness in the delivery of services.)

Government budgeting is increasingly based upon performance criteria. That is, funds are allocated for the accomplishment of specified tasks (e.g., delivering services to a defined group of clients, launching a space vehicle, or providing educational programs for a defined population of students) and agencies are held accountable for their performance.

Under the Government Performance and Results Act of 1993 (GPRA), federal agencies are required to develop performance goals (i.e., results) and action plans to achieve those goals. There is an expectation that those results will guide the agencies’ allocations of current financial and human resources and their future budget requests.

An increasingly important planning and decisionmaking tool is program evaluation. The “reinvention” movement of the 1990s, including GPRA, has encouraged more attention to the measurement of program results. 

The measurable goals set in the FEMA strategic plan are examples of the integration of evaluation and planning.

During the 1970s and 1980s, program evaluation tended to focus on input, such as manhours or financial costs, rather than output, i.e., the results. 

Program evaluation can be conducted for a variety of reasons, from improving program effectiveness and efficiency to assigning blame for failures or inefficiencies (Henry, 1999: 212-214).

The Evaluation Research Society lists six types of program evaluation:

1. front-end analysis to gauge the probability of success for specified policy choices;

2. evaluability assessment to judge the reasonableness of program objectives or whether the program can reasonably achieve its stated objectives;

3. process evaluation to assess the impact of the program on clients or the effect of program management on implementation or other discrete processes;

4. effectiveness or impact evaluation, which assesses whether the program is accomplishing what it is supposed to be accomplishing;

5. program or problem monitoring to provide continuous information on programs or problems; i.e., data over time is used to assess changes in the programs or policy problems; and

6. meta-evaluation or evaluation synthesis to assess what has been learned in two or more evaluations. (Henry, 1999: 214-217).

The evaluation process involves

1. “defining the nature and scope of the problem” (what is to be evaluated);

2. “determining valid objectives” (what the program is supposed to do); and

3. “specifying comprehensive measures” (what are indicators of effectiveness).

(Henry, 1999: 217).

There will be side effects or impacts that were unintended and impacts that were expected but not considered part of the program.

Program evaluation can have problems in terms of 

1. methodology, e.g., validity and measurement, measuring the “unmeasurable” (such as the value of a human life or the cost of human injuries), and research design;

2. administrative and political issues, e.g., who should do the evaluation and conflicts between administrators and evaluators;

3. ethical and moral issues, e.g., the privacy of individuals and confidentiality of information due to the public purposes to which the information may be put by the evaluators or policymakers and the morality of experimental designs in evaluation research involving human subjects or designs in which subjects have not given their informed consent to participate (including the use of the information).

There is some debate among public administrators and those who study public administration concerning whether program evaluations are actually used by policymakers to change programs, particularly to change programs for the better (Henry, 1999: 233-234).

Program evaluation can be useful in terms of program and policy planning, if designed and conducted well.

__________________________________________________________________

Exercise for students:

Ask the students to develop a set of objectives for a mass evacuation program (e.g., designation of person to make the decision on mandatory evacuation, time from warning to complete evacuation, procedures for dealing with residents who do not wish to evacuate, and procedures for preventing looting).

Next, ask students to develop a set of measures for each objective. 

1. Which measures are easily quantified and which are not?

2. What are the priorities? (rank order objectives based on student responses)

3. How would they measure success—accomplishment of all objectives without deviation, 90% evacuation of residents, 90% evacuation within specified time frame, etc.? 

4. How would such an evaluation likely be used? To improve evacuation times, to punish officials in charge of the evacuation, to decide not to evacuate or to delay evacuation?


__________________________________________________________________

Questions to ask students:

1. Is it more important for public agencies to be efficient in their operations than it is for them to be equitable (fair) in the delivery of services?

This is fundamentally a political question, and students may differ significantly in their answers. Cost efficiency is one of the dominant values in public and private administration today. Cost cutting is often valued over effective service to the public. In fact, the negative impacts of cost cutting are becoming major concerns for public administrators. In some cases, agencies do not have the resources to perform the missions mandated by law and officials have to choose which responsibilities their agencies should fulfill and which they simply cannot fulfill.

[Advanced students, particularly those who have worked in public agencies, should be invited to discuss the impact of budget cuts and other cost-cutting measures. During the 1980s, agencies were asked to get a “bigger bang for the buck,” meaning that they should operate more efficiently and be more productive. During the 1990s, the more common slogan has been “doing less with less,” meaning that officials are having to choose what they can and cannot do with the available resources and, as a result, some programs have suffered. In some cases, the choice is whether to do all of the mandated tasks poorly or to choose to do some well and others not at all.]

2. How should public agencies be rewarded if they accomplish their performance goals? How should they be punished if they do not?

This is a political question, as well, and students answers may differ significantly. One of the suggestions being made for encouraging efficiency in public agencies is to let them keep a large percentage (maybe all) of the money saved so that they can expand and improve their programs. 

Cutting funding for inefficient or ineffective agencies is a problem because it is likely to make them even less efficient and less effective. The use of performance-based bonuses for officials whose agencies do well has been one option to encourage high performance and efficiency. Letting agencies carry over budget surpluses realized through greater efficiency into the next budget cycle, rather than punishing them by taking away the money, has also been suggested as an option to encourage efficiency. 

________________________________________________________________________

Objective 8.5 

Apply planning concepts to emergency management

Emergency management agencies have the same organizational imperatives to plan as other organizations. To ensure that they are prepared for the future, they have to plan. To ensure that they justify their budgets, they increasingly have to demonstrate that they are meeting their performance goals.

It is impossible to identify all aspects of organizational planning because techniques range from simple “to do” lists, with or without identified priorities, to sophisticated strategic management programs with performance measures tracked on spreadsheets.

Emergency management organizations typically plan for a variety of disaster scenarios, including

· evacuation,

· warning systems,

· training programs,

· public education,

· EOC operations,

· shelter programs,

· emergency food programs, and

· emergency medical services. 

Under the Integrated Emergency Management System (IEMS) model (see Session No. 3), emergency management agencies assess program strengths and weaknesses and develop plans to address the weaknesses.

Under the IEMS model, agencies develop priorities for program improvements and allocate new resources on the basis of those priorities.

The Emergency Planning and Community Right to Know Act of 1986 or SARA (Superfund and Amendments Reauthorization Act) Title III mandates that communities establish local emergency planning committees to plan for potential releases of hazardous materials. 

Planning effectiveness is very closely related to past experience with disasters, community support, representation of agencies on the LEPC, its organization and activities, and its resources (Lindell et al., 1996: 240-241).

A “superior planning process,” including a professional staff and good administration, can help the LEPC overcome resource limitations and external constraints (Lindell et al., 1996: 244).

A community consensus on the need to act is also essential to effective planning and the implementation of the local disaster plan (Lindell et al., 1996: 246).

Under the Government Performance and Results Act (GPRA) of 1993, FEMA is required to identify performance goals or results and develop action plans to achieve those results. The strategic plan reflects the agency’s compliance with GPRA.

The FEMA strategic plan for Fiscal Years 1998 to 2007, Partnership for a Safer Future, identified the following strategic goals or results (from FEMA Web site):

1. Over ten years, to reduce by 10 percent the “risk of loss of life and injury from hazards”;

2. Over ten years, to reduce by 15 percent the “risk of property loss and economic disruption from hazards”;

3. Over five years, to reduce by 25 percent “human suffering from the impact of disasters”;

4. Over five years, “through facilitated restoration of eligible public services,” to “increase by 20 percent the speed with which individuals, businesses and public entities are enabled to recover from disasters”; 

5. Over ten years, to improve by 20 percent the efficiency with which FEMA delivers its services; and

6. Over five years, to “achieve 90 percent overall customer satisfaction, internal and external, with FEMA services.” 

Each of the strategic goals has been redefined as an activity that can yield measurable results:

· “Loss of life and injury from hazards” measured by lives lost from earthquakes, fires, floods, hurricanes, and tornadoes;

· “Property loss and economic disruption” measured by comparison of property damage during presidentially declared disasters and assessment of state and local capabilities;

· “Human suffering” defined as “loss of control over one’s physical and economic state” and measured as average hours without safe shelter, food, water, and electrical and telephone service (with the standard being 72 hours);

· Speed of recovery measured by the rates of recovery for key activities in presidentially declared disasters, including debris removal and repair of roads, bridges, and utilities; payment of flood insurance claims; delivery of assistance checks to individuals and state governments; and the reopening of medical facilities, businesses, and schools;

· Efficiency measured by the reduction in unit cost of two to three major functions—operating costs, technical requirements, and personnel and equipment costs;

· Customer satisfaction measured by surveys of employees and individuals outside of the agency, employee absentee rates, equal rights and union complaints, employee rating of supervisors, critical media reports, congressional inquiries, etc.

The FEMA performance goals include effectiveness and efficiency measures.

Some aspects of the FEMA plan and its implementation reflect problems dealing with hazards and disasters, most notably the ten-year timeframe. Disasters are not regular events. While some disasters are cyclical, like hurricanes and earthquakes, the cycles are generally longer than ten years. In the case of earthquakes and volcanoes, the cycles may be thousands of years in length.

Another example of problems encountered by emergency managers dealing with the infrequency of major disasters are the terms “hundred year flood” and “five hundred year flood.” Communities often do not understand that they can experience several “hundred year floods” in a matter of weeks or even days. 

The measurement of disaster losses also presents problems. Not all disaster losses are documented. In fact, some losses may not be fully recognized for years following the disaster. To ensure measurable data, FEMA is focusing on disasters for which presidential disaster declarations have been issued. By doing so, FEMA has better documentation of the nature and monetary value of the losses and some means of comparing losses from one major disaster to another.

FEMA is also being responsive to the politics of the time with its attention to customer satisfaction and “best practices in business.”  

The FEMA strategic plan also makes explicit the necessity of “partnership” with state and local governments as well as nonprofit and private organizations. 


__________________________________________________________________

Questions to ask students:

1. How would you make the case for community plans to plan for a volcanic eruption that only occurs every 200 years or so, such as St. Martinique in the Caribbean?

Suggested answer:

This is a fundamental problem of emergency management. The need to invest time and money in emergency planning when the probability of a disaster is relatively low is a difficult issue, but it is an issue that emergency managers face frequently.

2. If you were the head of an emergency management agency, who would you include in your strategic planning process?

Suggested answers:

· Agency employees;

· Elected officials (especially those responsible for approving your budget);

· Representatives of other government agencies involved in hazard and disaster management (e.g., the EPA, the Department of Defense, the Public Health Service, and the U.S. Army Corps of Engineers);

· Representatives of professional organizations in the field (e.g., the International Association of Emergency Managers, the International Association of Fire Chiefs, the National Association of Flood Plain Managers, and the National Emergency Management Association);

· Representatives of other federal, state, and local emergency management agencies with which your agency interacts;

· Representatives of related industries (e.g., disaster software companies);

· The public at large (i.e., taxpayers);

· Representatives of international emergency management agencies and organizations (e.g., the UN);

· Prominent consultants in the field; and

· Academic researchers. 

3. Under the current FEMA strategic plan for Fiscal Years 1998–2007, the agency is expected to “reduce the risk of loss of life and injury from hazards” by 10 percent, reduce the “risk of property loss and economic disruption” by 15 percent, and reduce “human suffering from the impact of disasters” by 25 percent. Each of these goals be turned into measurable objectives, but what factors may make it difficult to measure each?

Suggested answer:

According to FEMA planning documents (http://www.fema.gov/), “loss of life and injury from hazards” will be measured in terms of the lives lost from earthquakes, fires, floods, hurricanes, and tornadoes. Because of the variation in the severity and frequency of disasters from year to year and the lack of comparability of seemingly similar disasters (e.g., category 5 hurricanes), measuring the lives “saved” may be a problem.

“Property loss and economic disruption” will be measured in terms of both property loss during presidentially declared disasters (which is generally well documented as part of the application process) and assessments of state and local capabilities. Here, too, the tremendous variation in disaster losses may make it difficult to compare one disaster with another and one year with another. Also, because presidential disaster declarations are based on a number of factors in addition to the amount of damage and lives lost comparing losses during declared disasters over time may be a problem.

“Human suffering from the impact of disasters” being measured as “the feeling of loss of control over one’s physical and economic state”: Some communities are far more resilient than others and recover much more quickly. Some communities are closer to the sources of emergency assistance and receive aid much more quickly, thus reducing the level of suffering and speeding the recovery process. For example, rural communities with older populations will generally be less able to recover quickly than urban or suburban communities with more affluent and younger populations.

4. The chapter from Lindell et al. describes the operation of LEPCs and the value of having professional planners, community involvement, and a well-run administrative process. Why can’t LEPCs simply put together emergency plans for their communities and let the public know what they should do if a disaster occurs?

Suggested answer:

Community involvement and commitment ensures compliance with the regulations and plans, support for the LEPC itself and its work, and better morale and commitment from the members of the LEPC. 

________________________________________________________________________

Objective 8.6

Describe and discuss emergency operations planning

FEMA’s Guide for All-Hazards Emergency Operations Planning (SLG 101) describes emergency operations plans (EOPs) as documents that

· assign responsibility for accomplishing tasks to organizations and individuals;

· define organizational relationships in terms of lines of authority and the coordination of actions;

· describe what should be done to protect people and property during emergencies and disasters;

· identify resources, including people, equipment, and facilities, available within the jurisdiction and through mutual aid and other agreements; and

· outline procedures for addressing mitigation opportunities during disaster operations (SLG 101, p. 1-1).
The EOP may also make clear the laws and regulations underlying the document’s recommended actions and the assumptions on which the actions rest.

EOPs and other planning documents provide guides for action and provide continuity in action over time. Agencies are not dependent upon past experience, i.e., institutional memory, to guide action, because they have a document that details what needs to be done and why.

EOPs, like other kinds of planning documents, are not the sole source of guidance during an emergency or disaster. They typically have to be adapted to circumstances when they are implemented.

FEMA recommends that the planning process take advantage of prior plans, plans borrowed from other agencies and governments, and the experience of those involved in the process. 

Emergency operations planning is a team process that should involve 

· political leaders (including the chief administrative officer and chief executive), 

· emergency response and public safety agency representatives, 

· other planning agencies (e.g., public works and community development departments), 

· the hazard mitigation coordinator,

· local emergency planning committee (LEPC) members,

· social service agency representatives,

· volunteer organization (e.g., the American Red Cross) representatives,

· hospital and medical services representatives,

· educational administrators,

· the public information officer (PIO),

· local media representatives,

· large industry and government installation representatives, including military base representatives,

· public authority representatives (e.g., airport authority and mass transit authority representatives),

· the chief financial officer (CFO) and chief operations office (COO),

· the legal counsel,

· animal care organization representatives,

· emergency management, public safety, and emergency response representatives from neighboring jurisdictions (particularly if mutual aid agreements are in effect or needed), and

· state and federal emergency management representatives (SLG 101, pp. 2-1 to 2-2).

The planning steps should include:

Research:

· review laws, existing plans, and mutual aid agreements affecting emergency operations;

· conduct a hazard analysis or risk analysis to identify needed emphases and resources; and

· take an inventory of the resource base.

Development:
· draft a basic plan with function-specific information in annexes and hazard- or disaster-specific information in appropriate appendices;

· hold planning meetings with key officials;

· involve the CEO;

· use committees to polish drafts of each section;

· produce a final draft with appropriate graphics; 

· develop and discuss implementation strategy;

· discuss the final draft with all organizations and individuals with operational roles (or potential roles);

· present the EOP to elected officials for endorsement; and

· distribute copies of the EOP.

Validation:
· check the final document for conformity with regulations and standards, and

· conduct a “table top” exercise or “walk through” to test the plan.

Maintenance:
· use “lessons learned” from exercises and actual emergency operations to identify weaknesses or omissions in the EOP and make needed revisions, and

· ask each organization with a role in the EOP to develop procedures to implement the plan (SLG 101, pp. 2-11 to 2-13).

FEMA recommends that EOPs have the following format:

· Purpose—statement of what the plan is to do;

· Situation and Assumptions—what hazards are to be addressed, the jurisdictional situation, and information on which the plan is based;

· Concept of Operations—overall approach in terms of what should happen, when it should happen, and who is responsible;

· Organization and Assignment of Responsibilities—chain of command and the responsibilities of each actor;

· Administration and Logistics—support resources, including mutual aid agreements and use of volunteers, and the financial management and recordkeeping responsibilities;

· Plan Development and Maintenance—planning process and procedures for review and revision; and

· Authorities and References—legal basis for operations and delegation of responsibilities and the limits of authority (SLG 101, p. 3-4, 4-1 to 4-17).

Functional annexes and disaster-specific appendices provide essential information that addresses specific kinds of emergencies but may not be needed in every emergency.

The functional annexes should include the following:

· Direction and Control,

· Communications,

· Warning,

· Emergency Public Information,

· Evacuation,

· Mass Care,

· Health and Medical Services, and

· Resource Management (SLG 101, p. 5-2).

One of the decisions regarding Direction and Control is whether the EOC should function as a centralized management center, with the jurisdiction’s CEO or his or her representative directing all activities, or as an on-scene control system, whereby the incident commander (or equivalent) directs disaster operations from the field and the EOC serves as a coordination and support mechanism—or as some combination of the two systems. 

Increasingly the Incident Command System (ICS) is used as an on-scene control system with the incident commander directing operations. [See Session No. 5 for a detailed discussion of ICS.]

Where responsibility for operational control is located depends upon the kinds of decisions that are being made and the nature of the emergency. For example, the chief executive officer (highest elected official or administrative official) should make decisions with broad political implications, such as ordering large-scale evacuations. 

Some functions may require resources that exceed those typically found in local governments, and the annexes should address those needs.

The hazard-specific appendices should 

· describe the nature of the hazard,

· define the risk area, and

· focus on the unique aspects of dealing with the hazard and other regulatory requirements (SLG 101, p. 6-2). 

Some state and local EMAs make their EOPs available to the general public through their web sites. See, for example, the Florida Division of Emergency Management provides an electronic copy of the state EOP on its web site at <http://www.dca.state.fl.us/fdem/dem/DOCUMENTS/ CEMP/ cemp2.htm>.

Some state EMAs also provide model plans for local governments. For example, the Alaska Division of Emergency Services provides a model community disaster response plan on its web site at <http://www.ak-prepared.com/plans/model.htm>.


__________________________________________________________________

Exercises for students:

1. Ask students to discuss the unique aspects of local hazards that might be included in a disaster-specific appendix. SLG 101 provides examples of appendices for earthquakes, flooding and dam failure, hazardous materials accidents, hurricanes, lethal unitary chemical agents and munitions, radiological hazards, and tornadoes.

2. Ask students to compare state and local emergency operations plans with the guidelines provided by FEMA in SLG 101. Electronic copies of state and local EOPs can be downloaded from the links provided on the FEMA GEMS (Global Emergency Management System) web site at <www.fema.gov/gems/> or directly through the homepages for the state and local emergency management agencies. 

As of January 2000, FEMA’s GEMS provided links to the following state EMA web sites:

Alaska <http://www.ak-prepared.com/>

Arizona <http://www.state.az.us/es/>

Arkansas <http://www.oes.state.ar.us/>

California <http://www.oes.ca.gov/>

Colorado <http://www.state.co.us/gov_dir/loc_affairs_dir/oem.htm>

Delaware <http://www.state.de.us/dema/index.htm>

Florida <http://www.floridadisaster.org/>

Georgia <http://www.state.ga.us/gema/>

Idaho <http://www.state.id.us/bds/bds.html>

Illinois <http://www.state.il.us/iema>

Indiana <http://www.ai.org/sema/index.html>

Iowa <http://www.state.ia.us/government/dpd/emd/index.htm>

Louisiana <http://199.188.3.91/>

Maine <http://www.state.me.us/mema/memahome.htm>

Maryland <http://www.mema.state.md.us/>

Massachusetts <http://www.magnet.state.ma.us/mema/homepage.htm>

Michigan <http://www.msp.state.mi.us/division/emd/emdweb1.htm>

Minnesota <http://www.dps.state.mn.us/emermgt/>

Missouri <http://sema.state.mo.us/semapage.htm>

Nebraska <http://www.mebema.org/>

New Hampshire <http://www.nhoem.state.nh.us/>

New Mexico <http://www.dps.nm.org/emc.htm>

New York <http://www.nysemo.state.ny.us/>

North Carolina <http://www.dem.dcc.state.nc.us/>

North Dakota <http://www.state.nd.us/dem>

Ohio <http://www.state.oh.us/odps/division/ema/>

Oklahoma <http://www.onenet.net/~odcem/>

Oregon <http://www.osp.state.or.us/oem/oem.htm>

Pennsylvania <http://www.pema.state.pa.us/>

Rhode Island <http://www.state.ri.us/riema/riemaaa.html>

South Carolina <http://www.state.sc.us/epd/>

South Dakota <http://www.state.sd.us/state/executive/military/ 
military.html> 

Tennessee <http://www.tnema.org/>

Texas <http://www.txdps.state.tx.us/dem/>

Utah <http://www.ps.ex.state.ut.us/cem/cemhome.htm>

Virginia <http://www.vdes.state.va.us/>

Washington State <http://www.wa.gov/mil/wsem/>

Wyoming <http://132.133.10.9/>

Washington, DC <http://www.fema.gov/dc-oep/>

[The list of state EMA web sites will be used again in an exercise in Session No. 14, “Technology Issues in Emergency Management,” and it may be helpful for students to have a handout with the web addresses or be familiar with the links through the FEMA web site.]

__________________________________________________________________

Questions to ask students:
1. Why should such a large number of individuals and organizations participate in the development of an EOP?

Suggested answer:

A large and diverse group of participants bring a variety of professional and technical perspectives and a large experience base to the planning process. The participants are also drawn from the agencies responsible for implementing the EOP, and having broad support within the emergency management community and elsewhere within the government and private sectors increases the likelihood that the plan will be implemented and successful.

2. Why should the emergency operations plan have separate disaster-specific and functional sections?

Suggested answer:

Functional and disaster-specific information may not be needed in every emergency for which the EOP is activated. Not all agencies with emergency and disaster responsibilities need to be mobilized every time. The annexes and appendices will identify which agencies should be mobilized. Having a shorter, more concise document to guide all emergency operations will reduce the likelihood of confusion.

________________________________________________________________________
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Appendix 8A

Handout On Fema’s Strategic Planning Process
How We Will Get There: Strategic Management

FEMA’s strategic plan is the cornerstone of its management system. The basic concepts of strategic planning are being integrated throughout all levels of the agency. The purpose of stressing strategic planning is to focus all agency management and evaluation processes and resources—fiscal, technological, and human—on achieving a single set of goals. 

Implementing the Plan

All organizations within FEMA have specific responsibilities to ensure that the Strategic Plan is implemented effectively. The Office of Policy and Regional Operations is responsible for coordinating the agency’s approach to strategic management for the Director. That role includes: 

· Guiding the agency’s managers and staff through a process of strategic planning to obtain commitments on performance requirements of GPRA; 

· Involving our partners in emergency management and major constituency groups in the development and execution of the Strategic Plan; 

· Ensuring that Performance Partnership Agreements with State and local emergency management organizations support the Strategic Plan; 

· Insuring that the plan is communicated within and outside FEMA; 

· Assigning responsibilities in the GPRA process; 

· Monitoring progress of organizations with FEMA that have the lead responsibility for various aspects of Strategic Plan implementation; 

· Overseeing the agency’s program evaluation process and changes to the Plan; 

· Insuring coordination with the Chief Financial Officer to insure that efforts to meet requirements of the GPRA, the Chief Financial Officers Act, the Government Management and Results Act, and the Clinger-Cohen Act are well coordinated; 

· Monitoring efforts to re-engineer FEMA management systems to support FEMA’s strategic management approach; and 

· Controlling changes to the Plan and coordinating changes with all interested parties. 

Communicating the Strategic Plan 

To FEMA Employees

FEMA employees have had the opportunity to contribute in the process of developing the Strategic Plan—both directly as individuals and as part of their respective organizations. Managers normally engaged in the budget formulation process have been informed of the content of the plan and they are now preparing future budget requests (FY 1999 and beyond) to track with the Strategic Plan and the 5-year operational objectives for their respective function. Once the plan is finalized and submitted to Congress, a major effort will be undertaken in the agency to make all employees aware of it and their roles in obtaining the performance sought. The Office of Policy and Regional Operations is responsible for efforts to communicate the plan. This effort includes: 

· Preparing a summary of the Plan in a simplified form; 

· Giving every employee a copy of the Plan; 

· Posting the Plan to the agency’s internal electronic bulletin board; 

· Notifying employees about the Plan in the Director’s Weekly Update (FEMA’s most widely read internal newsletter); 

· Briefing FEMA employees on the Plan in routine staff meetings; 

· Developing a summary training module to be used in conjunction with other employee training; and 

· Videotaping a segment about the plan for use at remote locations. 

To Constituency Groups and the Public 

Throughout the development of the Strategic Plan, FEMA has sought input from our major partners and constituency groups. Interactions have focused most intensely on our other Federal agency partners and our emergency management partners at the State and local level. Through its intergovernmental role for the agency, the Office of Policy and Regional Operations will distribute the final Strategic Plan to Governors of all States and territories and the State Directors of Emergency Services through the National Emergency Management Association (NEMA). Distribution and presentations on the plan will also be made to professional associations such as the National Coordinating Committee on Emergency Management (NCCEM), the National Association of Counties (NACO), the International City Managers Association (ICMA), National Association of Flood Plain Managers (NAFPM), the National Public Works Association (NPWA), and associations representing the nation’s emergency first responders such as fire, emergency medical services, and law enforcement. The FEMA Strategic Plan will be available to the public through the Internet on FEMA’s website. 

Program Evaluation and Monitoring Performance

When FEMA drafted it first Strategic Plan in 1994, a thorough review was made of all program evaluation related documents. These included after-action evaluations identifying problems in disaster responses to Hurricanes Hugo, Andrew, and the Loma Prieta Earthquake. The National Association of Public Administration (NAPA) evaluated FEMA performance after Hurricane Andrew in a 1993 report titled, “Coping with Disaster: Building an Emergency Management System to Meet People’s Needs in Natural and Man-made Disasters.” An internal FEMA Emergency Response Study Group conducted its own evaluation that also summarized the findings of all other evaluations available at that time. The General Accounting Office published a report in July 1993 titled “Disaster Management: Improving the Nation’s Responses to Catastrophic Disasters.” The Congressional Research Service (CRS) summarized evaluations of FEMA in a CRS Issue Brief in 1994 titled “Disaster Management.” These evaluations helped shape FEMA’s reorganization and first Strategic Plan which is updated in this version. In addition to the attention given FEMA programs by outsiders such as the GAO, evaluations are conducted by the FEMA Inspector General and program evaluation is a continuous effort at FEMA. After each disaster operation, evaluations are conducted to identify problems that need to be corrected. FEMA routinely conducts or participates in national exercises or emergency-specific exercises. In the course of these events, after-action reports or a list of remedial actions are generated to highlight and call attention to operational deficiencies and areas needing improvement. Such deficiencies are automatically addressed in due course, before the next exercise cycle. This serves as an automatic, self-evaluating process for program improvement. Evaluation systems for identifying corrective actions for emergency management are an essential part of emergency management doctrine, training and operations. 

In addition to these traditional evaluation methods, FEMA will continue to invest significant effort in the evaluation approach involved in what is commonly known as “Business Process Re-engineering (BPR).” FEMA will use such processes to streamline programs and processes in order to improve customer service, reduce administrative costs, increase management and financial controls, and better comply with Federal laws and regulation. A major training program in management techniques will soon be started. Program evaluations and re-engineering are currently underway in the Disaster Assistance Program (the Public Assistance Grant Program and disaster closeout process), the agency’s grants management activity and the environmental review activity. 

FEMA has attempted to devise objectives that include their own performance statements. The data collected as part of the measurement process will immediately indicate success or failure with little additional analysis. The data will indicate the results and program evaluation will focus on identifying the most cost-effective approaches to getting results. 

Performance of FEMA organizations in implementing the Strategic Plan will be reviewed formally by the Director on an annual basis with the head of each FEMA organization. This will be done in conjunction with the budget formulation process before submission of the budget request to OMB in September of each year. Each Associate Director, Administrator and Office Director will review their organization’s performance at least semi-annually. The results of these reviews will be published in an agency performance report. 

Re-Engineering to Support the Strategic Plan

To support the agency’s concept of strategic management, internal processes are being designed to support and reinforce implementation of the Strategic Plan. The Employee Performance System has been redesigned to more closely connect accomplishment of goals, customer service, work process improvement, and agency values into the performance rating process. The Rewards and Recognition System has been re-engineered. Contribution to FEMA strategic goals and agency values is now the only way to earn a monetary or non-monetary award in the agency. 

Focus will shift to insure that information and financial processes capture performance data that can be related to financial data for audited financial statements. It is anticipated that the Strategic Plan will promote changes in the agency’s account code structure, but no changes are anticipated in the agency’s budget structure. Major changes were made in the budget structure in 1995 to align it with the agency’s organization and strategies for obtaining goals and objectives. 

Updated: October 20, 1997

Source: http://www.gema.gov/spln

Appendix 8B
Handout on Fema’s Vision 

Where We Plan to Go: Vision of a “Partnership for a Safer Future” 

The vision for FEMA is expressed in the title of the agency’s strategic plan: 

Partnership for A Safer Future 

The Nation’s emergency management system is built on a partnership of local, State, and Federal governments, voluntary agencies, business and industry, and individual citizens focused on saving lives and property and reducing the effects of disasters regardless of their cause. 

The vision of an effective “Partnership for a Safer Future” for America is: 

· An informed public protecting their families, homes, workplaces, communities, and livelihoods from the impact of disasters; 

· Communities built to withstand the natural hazards which threaten them; 

· Governmental and private organizations with plans, resources, and rigorous training and exercising for disaster response; and 

· Community plans, prepared in advance, for recovery and reconstruction after a disaster. 

Disasters affect everyone. We all have a role in Emergency Management. 

Values 

FEMA has eight core values that its employees strive to exemplify: 

Quality Work 

We are dedicated to doing the best job possible.

Customer Service

We value our internal and external customers, and strive to meet their needs.

Creativity and Innovation
New ideas and creativity are fundamental to continued growth, continuous improvement, and problem solving.

Teamwork

Each employee has something of value to contribute. By working cooperatively together, we can better achieve the agency’s mission and goals.

Continuous Improvement
Sustained development of personal/professional skills and program delivery is key to better serving our customers.

Public Stewardship
We are committed to prudent management of the taxpayers’ money and dedication to providing the public with the highest quality service.

Diversity

FEMA’s employees are its most valuable resource. The diversity of their backgrounds, experiences, and skills enhances their value.

Partnership

Reaching out and engaging FEMA’s partners collaboratively is essential to our success and enriches our products.

Overview of FEMA’s Strategic Planning Template 

Over the 10-year period FY 1998 through 2007, FEMA will pursue 3 strategic goals. The first two strategic goals are mission-related and the third is organizational. Each strategic goal is supported by two strategic objectives with performance measures. These goals represent performance outcomes sought by the national emergency management partnership that FEMA leads and supports. Achievement of these goals and objectives will depend on many individuals and organizations at local, State, and Federal levels. FEMA is working with its partners at the State and Federal levels to adopt these goals in their own strategic plans and in PPAs. 

To achieve each strategic goal, FEMA has formulated strategies that are implemented through 5-year operational objectives (FY 1998 through FY 2003), which reflect FEMA’s major activities and resources contributing directly to the partnership. Three strategies—mitigation, preparedness, and response/recovery—are aimed at achieving the two mission-related goals. Two strategies—customer service and administrative efficiency—are aimed at achieving the management operations goal. Each 5-year operational objective is listed under the strategy (and Goal) to which it relates. Each also is assigned to a responsible lead organization that is accountable for ultimate performance and development of a 5-year action plan of activities. Activities are achievable when anticipated resources are available. Resources are constrained to the out-year levels provided to the agency by the Office of Management and Budget (OMB). 

An annual performance plan will be prepared for each FEMA budget request to Congress. The plan will illustrate how the annual performance goals (with performance indicators) and requested resources will contribute to 5-year operational objectives supporting a strategy to achieve a specific strategic goal. Resource levels will reflect the President’s budget request to Congress. 

The legislatively mandated programs of the Federal Insurance Administration and the U.S. Fire Administration provide a unique focus within the Federal government for flood and fire programs, respectively. These programs do not appear as separate strategies, but are reflected in multiple mission-related strategies. 

The Federal Insurance Administration, which operates the NFIP, provides flood insurance to accelerate recovery from floods, mitigate future losses and reduce the personal and national costs of flood disasters. 

It contributes to achievement of the mitigation and the response/recovery strategies. The U.S. Fire Administration provides training, public education and research related to fire protection technologies and emergency response procedures. It contributes to achievement of the preparedness and mitigation strategies. 

FEMA’s mission-related strategic goals and associated strategies are: 

Strategic Goal 1: Protect lives and prevent the loss of property from all hazards. 

Strategies—Mitigation (supported by fire and insurance programs), and Preparedness (supported by fire programs); 

Strategic Goal 2: Reduce human suffering and enhance the recovery of communities after disaster strikes. 

Strategies—Response and recovery (supported by insurance programs) 

FEMA’s management operations goal and strategies are:

Strategic Goal 3: Ensure that the public is served in a timely and efficient manner. 

Strategies—Customer service, and Administrative efficiency.

In the sections that follow, each strategic goal is described. Descriptions include (1) associated strategic objectives and their performance measures, and (2) strategies and their associated 5-year operational objectives, shown by lead organization. External factors affecting achievement of the goals and objectives, as well as resources required, are addressed in separate sections of this Plan. The Annual Performance Plan illustrating how goals and objectives will be achieved is a separate document. 

Although legislation is pending that would, if enacted, affect FEMA’s public assistance programs, this plan is necessarily predicated on extant authorities. 

Updated: October 16, 1997

Source: http://www.fema.gov/library/spln_3.htm
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