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DRAFT


Concept Paper
Establishing a National Hurricane Response Program “Tiger Team”

Problem:  How can interagency planning for hurricane response be improved in order to streamline and hasten the provision of emergency support? 
Bottom Line: FEMA should consider establishing a Tiger Team to design a National Hurricane Response Program.

Discussion:  Perceptions exist that the disaster response to Hurricane Katrina could have been significantly improved at all levels of government:  local, state, and federal.  Perceived shortfalls before and during the incident appeared to reflect the lack of a common understanding regarding:

   --Capabilities and gaps at each level of government and across the Emergency Support 
Functions (ESFs)
   --Appropriate means to heighten readiness in anticipation of pending requirements

   --Procedures for requesting and providing resources, particularly DOD support

   --Coordination of response efforts to avoid gaps and unnecessary duplication

   --The current situation, especially emerging and unanticipated requirements 
A National Hurricane Response Program could ameliorate the shortfalls by bringing together the key stakeholders to accomplish the following:
   

   --Assess response capabilities in high hurricane threat areas 

   --Develop a plan to identify capability gaps and fill them as required (this particular task could be accomplished by, or in collaboration with, the Interagency Planning Group proposed in a separate concept paper) 
   --Review, revise, and expand as necessary the National Exercise Program to validate and rehearse response plans
   --Review, revise, and expand as necessary existing programs to educate emergency managers at all levels on the interagency processes for hurricane response

An important aspect of this concept is the development of a program, rather than a plan.  It should take a holistic approach to hurricane response as well as foster relationships among the agencies and individuals whose collaboration is necessary for effective disaster response.  

Key requirements for the National Hurricane Response Plan concept should include:

 

   --Integration of national (to include Department of Defense), state (to include National Guard), and local resources

   --Incorporation of the FEMA regional headquarters

   --Buy-in from all the key stakeholders

FEMA could revise the content of the existing annual National Hurricane Conference to focus upon obtaining a common understanding of the National Hurricane Response Program.  Subsequent sessions could provide updates on the program, executive-level sessions, and working group breakouts as necessary to identify new issues or the need for changes to the program or plans.   

To develop the proposed National Hurricane Response Program, FEMA could establish a Tiger Team to design the program in detail, establish milestones, and write an implementation plan.  Tiger Teams (or to use Total Quality Management terminology, Process Action Teams) are formed for a definite duration to accomplish a specific task.  They are not permanent, standing organizations.  For tasks that are recurring or require a long-term, indefinite length of time, FEMA should consider establishing an Interagency Planning Group on a permanent basis.  (A proposal for this is addressed in a separate concept paper.)

If there are additional short-term tasks to be performed or different programs to develop, separate Tiger Teams should be established.  Otherwise, there is a risk of losing focus and delaying progress on the task originally assigned.  The Tiger Team established to design the National Hurricane Response Program might or might not carry over from program design to also have a role in execution, and should address this consideration in their recommendations.

While the team should be limited to a reasonable size, representatives from the key stakeholders must participate in the Tiger Team in order to ensure consideration of diverse perspectives and information relevant to all levels of government as well as the full spectrum of hurricane response.  

The Tiger Team may decide to establish working groups or otherwise organize itself to most effectively accomplish its charter and will likely evolve during the life of this project.  Further, its frequency of meeting may change but will probably require several weeks of full attention by its members when first established. 

A steering committee such as the Emergency Support Function Leadership Group (ESFLG) should be assigned to provide oversight and guidance to the Tiger Team.  Additionally, there should a single point of contact within FEMA who is tasked with responsibility for the Tiger Team, to include ensuring that required information technology, work space, supplies, and administrative support is provided.  The Director of the FEMA Response Division would be a logical choice for this task.

While the program described in this paper would focus on hurricane response as an initial and immediate step, the concept could be subsequently expanded to address All-Hazards based upon each of the fifteen Homeland Security Council Scenarios.  As time and other resources allow, FEMA may decide to create additional Tiger Teams.
Way Ahead:
--Obtain concept approval by leadership of FEMA and other appropriate agencies or departments
--Identify key stakeholders to provide representation to the Tiger Team; arrange for members to be assigned to the team for the duration necessary to complete this task
--Form Tiger Team with members provided by key stakeholders

--Tiger Team’s initial meetings develop a draft charter for ESFLG (or other selected steering group) approval; validates that the initial membership adequately represents all the appropriate stakeholders and obtains additional participants as needed

--Tiger Team organizes internally as necessary: identifies a team leader, determines meeting times, locations, and procedures, creates working groups and/or sub-teams if required

--Tiger Team develops draft milestones for program development and tentative meeting schedule; back-briefs ESFLG and obtains approval or additional guidance as necessary

--Tiger Team develops National Hurricane Response Plan, conducting In-Process Reviews with ESFLG as required; meets with and briefs other stakeholders as appropriate
--Upon completion of plan and related tasks per charter, and acceptance of plan by ESFLG and other appropriate leadership, Tiger Teams dissolves 
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