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MEMORANDUM FOR: Members of the Disaster Operations Directorate
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Assistant Administrator for Disaster Operations

SUBJECT: Thoughts from an Old New Guy

I am proud to rejoin the FEMA family. I know that in the last three years there has been a great
deal of dedicated work accomplished in our Directorate, as well as in the other FEMA
Directorates, to improve the way the Agency does business in many important areas. In joining
the DOD team, I recognize that we will be building upon your outstanding efforts.

There are some of you I have known for years, and others I have yet to have the opportunity and
pleasure to work with. I look forward to spending time with each of you. For those who do not
know me, I have attached a brief bio, for your information.

The purpose of this memo is to provide you my initial thoughts regarding how I intend to
approach my responsibilities as Assistant Administrator for Disaster Operations. I have also
attached a list of my “Top Priorities” as we prepare for this year’s hurricane season and any other
event. You will find them to be consistent with those Administrator Fugate discussed on May
20" during his all hands session.

My background is listed in the bio, but you will see that I spent about 30 years as an Army
Special Forces and Infantry Officer and almost 10 years with FEMA as Director, Pacific Area
Office, Region IX and Federal Coordinating Officer. My approaches to my responsibilities as
Assistant Administrator are founded on the experiences of those 40 years. My priorities are,
simply stated in the old adage: Mission, Members of the team, and me, in that order. Our
immediate mission is to prepare to change, in a positive way, the outcomes for the survivors of
the next large response operation.

Some thoughts:

a. Lead by personal example and live the “Golden Rule” - treat everyone as you would
like to be treated.

b. Take care of yourself and your fellow team members - be loyal to them and they will

almost always return the loyalty. This includes establishing a realistic and sustainable
operational tempo that recognizes the urgency of what we do but also establishes clear
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priorities. Not everything can be the number one priority. We must also ensure that our
folks take care of themselves and their families.

Encourage initiative and innovation. “Fear of failure” is a debilitating malady that we
cannot succumb to. It is time to move forward and carve out a new legacy for FEMA 2.0
and ourselves. Good ideas usually come up from those closest to the issues. I intend to
seek out your ideas, when possible. Loyalty is a two way street and does not mean “blind
obedience.” I, and no one I know, have a monopoly on good ideas. I will expect
discussion and initiative, up until the point at which, consistent with my responsibilities,
decisions are made. We will then proceed forward as a team.

Trained and ready teams which have shared experiences and mutual trust make for
success in combat or in disaster operations (note: to me they are much the same). This
means one DOD team, with me as the responsible team leader. There are many teams
within the DOD community. Each will have an assigned team leader and members who
have trained together and will deploy as one unit to provide support to our state and local
partners. Having coherent, trained teams is our goal. In the near term, we must be
prepared to be called upon to manage the Federal response to a large scale event. For this
reason, we will select the most experienced individuals from across FEMA to form two
provisional teams, based on the existing members of the two national teams. These teams
will exercise together and prepare for the next major disaster.

Leadership and transparency are not mutually exclusive. Our mission and obligation
at Headquarters DOD is to provide clear doctrinal guidance and measurable standards of
performance, in collaboration with the field. We must articulate the “who, what, where,
when.” Regions and the field have the difficult task of figuring out “how” they will
successfully achieve their missions and articulating requirements to Headquarters in order
for us to provide the appropriate support.

Clear chains of authority and responsibility. We will review existing “chains of
command” for both steady state and disaster operations. Roles and responsibilities must
be simple and clearly understood. Candidly, from my experience, there are far too many
bosses for those in the field who are at the “point of the spear.” I strongly believe no
operations down at the state and local level can be successfully managed and led from
Washington. Only those who can smell and feel the disaster scene, and are designated by
the President for a specific disaster, should be responsible for leading operations in the
field. At Headquarters our obligation is to support those responsible in the field to enable
them to be successful, which I define as assisting state officials to be successful.
However, Headquarters must provide clear, concise guidance on expectations and
standards based on established doctrine and operating procedures.

Focus on supporting leaders in the field. It is also our obligation at Headquarters to do
all we can to minimize the distractions for the folks in the field. Again, from my
experience the distractions sometimes outweigh the support. This must change. The
leaders in the field are the ones who will make the Agency successful in its core mission.



We can support them, minimize distractions, and, at the same time, remain successful in
maintaining outstanding levels of situational awareness.

h. Establishing strong, viable partnerships, both within the intergovernmental and
interagency environments are key to our ability to support states in providing assistance
to survivors. At Headquarters we will seek to enhance our relationships within the
interagency community and will make support to Regional efforts to strengthen
partnerships with states and RISC memberships a priority for resources

i. Enhance readiness through rigorous evaluated exercises. Administrator Fugate has
already spoken of “no-notice” exercises. We are both firmly committed to the concept
that we must be tested during “peacetime” to be able to be successful in actual large
disaster operations. These will be a major priority for DOD, and resources will be re-
prioritized to enable us to conduct such exercises. They will involve calling out teams at
all levels, IMATs (Regional and National), MERS Detachments, RRCC’s, and the NRCC
shifts periodically to determine actual levels of readiness and develop action plans to
address identified areas that need improvement. Lessons learned will be captured and
form the basis for future training and exercises, and resource requests and allocation. The
exercises will be simple at first, but will evolve over time into more complex and difficult
events that will directly relate to “typing” of teams and shifts, as well as advancement.
They will be scenario based and be led by teams of experienced mentors. These efforts
will be coordinated with Regional Administrators and the National Preparedness
Directorate, the Logistics Management Directorate and others, and will be focused on the
DOD community and those who are directly responsible for assisting our state partners in
providing for survivors.
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j-  An important part of team building is the professional development of individual
team members. We will review DOD related courses to ensure they fit together and
support doctrinal standards (many yet to be established). Individual skills and training
courses must support team missions and responsibilities and be consistent with ICS
principles. The new Response Operations II Course is an excellent example of what I
view as an outstanding training. The course clearly states the tasks, conditions, and
standards individuals and teams must achieve in order to successfully complete the
course.

Again, I look forward to working with each of you who are an important part of the DOD team.
This not only means full time folks and consultants at Headquarters, but those of you in the field
in the critical positions that make it possible for FEMA to be successful in the future.
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May 28, 2009

MEMORANDUM FOR: W. Craig Fugate
Administrator

FROM: William L. Carwile, III %d/&&@%

Assistant Administrator for Disaster Operations

SUBJECT: Near Term Priority Issues for Disaster Operations
Directorate

The purpose of this memorandum is to outline for your review and approval our
immediate priorities for the Disaster Operations Directorate (DOD). These priorities are
intended to be consistent with and will complement the overall priorities you have
established for FEMA. We are prepared to immediately begin implementing our
priorities, listed below, upon your approval:

1. Immediately prepare two fully operational teams to deploy and manage large
scale disasters - the first team will be based on the National Incident Management
Assistance Team (IMAT)-West. It will draw upon all full-time FEMA employees, in
the short term, as required. The second team will be the National IMAT- East. It will
also draw upon all available FEMA personnel, as required.

2. As part of our overall efforts to enhance preparedness, it is important to
establish and implement a sustainable operational tempo (OPTEMPO) —
balancing quality of life for DOD team members and their families with capacity to:
maintain high levels of situational awareness; and surge human, when required, and
other resources to manage Headquarters’ responsibilities for disaster preparations and
operations.

3. Review requirements and available FEMA resources within the response (DOD)
community, including personnel vacancies and hiring actions, budgets, etc. and
prioritize based on established missions to enhance readiness for the next large scale
disaster.

4. “Power Down” - we need to effectively coordinate with the Regions to devolve
appropriate responsibilities and authorities to the lowest possible levels through
mutual understanding of roles and missions and accountability — Headquarters, DOD,
will, in consultation with Regions and other stakeholders, establish doctrine and
standards. Regions and field elements will implement policies, with Headquarters
support, as required.
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