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Thisreportsummarizesour observationson theFederalEmergency
ManagementAgency’s(FEMA)performanceplanfor fiscalyear1999,which
wassubmittedto the Congressin February1998.As you know,the
GovernmentPerformanceandResultsAct of 1993(theResultsAct) requires
federalagencies,beginningwithfiscalyear 1999,to prepareannual
performanceplanscoveringtheprogramactivitiessetforthin theirbudgets.
To analyzeFEMA’splan,we condensedtherequirementsin theResultsAct
intothreebasicquestions: (1) To whatextentdoestheagency’s
performanceplanprovidea clearpictureof intendedperformanceacrossthe
agency?(2) Howwell does theperformanceplandiscussthestrategiesand
resourcestheagencywilluse to achieveitsperformanceplan?(3) To what
extentdoes theagency’sperformanceplanprovideconfidencethatits
performanceinformationwiUbe credible?l

IThesequestionsarebaaedon criteriain the ResuksACLtheOfficeof
ManagementandBudget’s(OMB)guidanceto federalagencieson developing
theirplans,anda December1997letterto OMBfromeightcongressional
leadersregardingtheirexpectationsfor theseplans.
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In summary,we foundthatFEMA’sfiscalyear1999performanceplan
providesa partialpictureof intendedperformanceacrossthe agency;does
not fullyportrayhow FEMA’sstrategiesandresourceswillhelpit achieve
theplan’sperformancegoals;andcouldmorefullyprovideconfidencethat
the informationFEMAwilluseto assessitsperformancewillbe accurate,
complete,andcredible. Amongitsstrengths,FEMA’sperformanceplanhasa
clearstructure,reflectstheagency’smissionstatementandis well-linkedto
the strategicgoalsoutlinedin theagency’sstrategicplan,includesannual
performancegoalsor indicatorsthatarequantifiable,includesoutcomegoals
whenpossible,andbrieflydescribestheagency’sstrategiesfor accomplishing
its performancegoals.

To be moreusefulfor thepurposesof theResultsAct, theplanshouldmore
thoroughlydiscussFEMA’seffortsandplansto coordinatewithother
agencieswhoseprogramsandactivitiescomplementFEMA’s,identifymore
of theexternalfactorsthatcouldaffecttheagency’sabilityto achieveits
performancegoalsanddiscussactionsthatFEMAcan taketo mitigatethe
effectsof thesefactors,moreexplicitlylinktheannualperformancegoalsto
programactivitiesin FEMA’sbudget,discusswhetheranysignificant
limitationsaffectthe credibilityof theagency’sdatathatwillbe usedto
measureperformance,andmorefullydescribeFENLA’sproceduresfor
verifyingandvalidatingperformancedata

We foundthatthequalityof FEMA’sperformanceplancloselyreflectsthe
qualityof the agency’sstrategicplanissuedon September30, 1997. For
example,FEMA’sstrategicplanalsofocusedon a few strategicgoalsthatare
generallyresults-orientedandwell-linkedto theagency’smission. However,
likethe strategicplan,theperformanceplandoes not fullyidentifythe
externalfactorsthatcould affecttheagency’sabilityto achieveits
performancegoalsor discusshow achievingthegoalscouldbe influencedby
thesefactors. Thereis also littleevidencethatFEMAcoordinatedthe
performanceplanwiththoseagencieswhoseprogramsandactivities
complementFEMA’s.Additionally,theperformanceplandoes not discuss
the specificresourcesrequiredto developtheproposedmeasurement
processesanddata,raisingtheissueof whetherFEMA’sfinancialand
informationmanagementsystemswillhavethecapacityto generate
sufficientlyreliableinformationto monitortheagency’sprogresstowardits
goals.

EnclosureI presentsour detailedobservationson how wellFEMA’sannual
performanceplanaddressesthethreequestions.
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AGENCYCOMMENTS

TheDirectorof FEMAprovidedus withwrittencommentson a draftof this
report(see enc. II). TheDirectorgenerallyagreedwithour observations,
notingthatthereportwouldbe helpfulin FEMA’seffortsto revisevarious
aspectsof itsperformanceplan. TheDirectoralsonotedthatFEMA
includedinformationon (1) itseffortsto coordinatewithotheragenciesand
(2) externalfactorsthatcouldaffectitsabilityto achieveitsperformance
goalsin its September30, 1997,strategicplanandin theinterestof brevity
did not repeatthisinformationin theannualperformanceplan. TheDirector
statedthatFEMA’sperformanceplanreflectsallof theagency’s
appropriationsandactivitiesin its budgetstructure,buthe acknowledged
thattheplandoes not specificallylinktheagency’sprogramactivitiesin its
budgetto itsannualperformancegoals. TheDirectorcommentedthat
addingthislinkagewoulddetractfromtheannualperformanceplan. We
believethat,becausethe ResultsAct specificallyrequiresannualperformance
plansto cover eachprogramactivityin thebudget,it is importantto make
thislinkageexplicit. TheDirectoralsostatedthata heavyrelianceon
outsideauditsandthe independentverificationof performanceinformation
wouldincreasethecost andtimerequiredfor measuringFEMA’s
performance.Weagreethatvalidationandverificationmayentailsome
costs;however,aswe notedin thereport,FEMAcould takeadvantageof
existingprocesses,suchas theannualindependentauditof itsfinancial
statements,to validatesome of itsperformancedata.

Weconductedourwork fromFebruarythroughApril1998in accordance
withgenerallyacceptedgovernmentauditingstandards.Wearesending
copies of thisreportto theappropriatecongressionalcommittees,the
Directorof FEMA,andtheDirectorof theOfficeof ManagementandBudget.
EnclosureIIIlistsa GAOproductrelatedto thisreport.
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Pleasecallme on (202)512-7631if you or yourstaffhaveanyquestions.
Majorcontributorsto thisreportwereDaveWoodandR. TimBaden.

Director,HousingandCommunity
DevelopmentIssues

Enclosures-3
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OBSERVATIONSONTHEFEDERALEMERGENCYMANAGEMENTAGENCY’S
ANNUALPERFORWCE PIAN

Thefollowingpresentsour detailedobservationsregardinghow welltheFederd
EmergencyManagementAgency’s(FEMA)annualperformanceplanfor fiscalyear1999
addressedthreebasicquestionsinherentin theResultsAct andrelatedguidancefor
implementingtheact: (1) To whatextentdoes theagency’sperformanceplanprovidea
clearpictureof intendedperformanceacrosstheagency?(2) Howwelldoesthe
performanceplandiscussthestrategiesandresourcestheagencywilluseto achieveits
performanceplan?(3) To whatextentdoes theagency’sperformanceplanprovide
confidencethatitsperformanceinformationwillbe credible?

FEMA’SPERFORMANCEPLANPROVIDESA PARTIAL
PICTUREOFINTENDEDPERFORMANCEACROSSTHEAGENCY

FEMA’sstrategicplanincludesthreestrategicgoalsfor a lo-yearperiod,fiscalyear
1998throughfiscalyear2007. Theplanestablishesfor eachof thestrategicgoalsa
numberof &yearoperationalobjectives(a totalof 38 objectives). To helpachievethese
objectives,FEMA’sperformanceplanestablishes60 annualperformancegoalsfor fiscal
year1999.Foreachannualperformancegoal,theplanincludes(1) proposedindicators
to measureor assessperformance,(2) a discussionof meansandstrategiesto achievethe
performancegoal,and(3) a discussionof methodsto verifyandvalidatethemeasured
values.

FEMA’splanreflectsthe missionstatementandstrategicgoalssetforthin the
agency’sstrategicplan,generallyprovidinga clearlinkbetweenstrategicgoalsandthe
plan’s60annualperformancegoals. Theannualperformancegoalsaregenerally
objectiveandmeasurable;whilesome of thegoalsarenot expressedin quantitative
terms,theyaregenerallymeasurablein thattheyincludequantitativeperformance
indicators.However,some aspectsof theplanlimititsabilityto providea complete
pictureof theagency’sintendedperformance.For example,someannualperformance
goalsdo not appearreadilymeasurable.Additionally,thelargenumberof performance
indicators-over150-and,for some of them,thelack of quantifiedbaselinelevelsof
performanceandtargetedlevelsof performancefor fiscalyear1999,couldaffectFEMA’s
abilityto assessitsperformance.Also,whileFEMA’sperformanceplanlinkstheplan’s
operationalobjectivesto FEMA’sbudgetaccounts,it does not explicitlylinktheprogram
activitieswithinthoseaccountsto FEMA’sperformancegoals. Finally,whileFEMA’s
plansometimesrecognizesthatotheragenciesandstakeholdershavemissionsand
activitiesthatcomplementFEMA’s,andacknowledgesthatFEMAmustworkcloselywith
theseentitiesto achieveits goals,theplangenerallydoes not discussFEMA’seffortsto
coordinateitsactivitieswithotheragencies.
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DefiningEmected Performance

Generally,FEMA’splanincludesgoalsthatareobjectiveandmeasurableandthat
havequantitativeperformanceindicators.However,someannualperformancegoalsdo
not appearreadilymeasurablebecausetheyarenotexpressedin quantitativetermsor
lack clearlydefinedperformanceindicators.Forexample,one annualperformancegoal
for theNationalFlood InsuranceProgram(NFfP)is “tocompleteformulationof various
programrevisionproposals,developmentof a decisionmodelandidentificationof ‘best’
alternatives.”Theindicatorfor thisgoalis “approvaVacceptanceof keyproducts,e.g.,
subsidyreductionstudy,coverageandpricingalternatives.”Theplandoes not discuss,
for example,whethertherearea finitenumberof proposalsthatalreadyexistor whether
some areto be developed. AnotherNFIPannualperformancegoal is to “receivepositive
financial,customer-service,andotherevaluationreports,includingunqualifiedaudit
reports.” Theperformanceindicatorfor thisgoalis “iinancial,customer-serviceandother
reports,includingauditreports.” Thisperformanceindicatorcould be improved,for
example,by indicatingthattheagencywillreceiveanunqualifiedopinionon its fiscal
year1999agencywidefinancialstatements.

In addition,some performanceindicatorsdo nothaveanytargetlevelsof
performancefor fiscalyear 1999or theylackbaselinelevelsof performanceagainst
whichto compareFEMA’sfiscalyear1999performancegoals. For example,the
performanceindicatorsfor FEMA’seffortsto providea safeandsecureenvironmentfor
FEMAandits emergencymanagementpartnersatfixeddisasterfacilitiesinclude
“reductionsin securityrisksandthreatsatFEMAdisasterfieldfacilities,”“greatersecurity
awareness,”and“greateroccupationalsafetyandhealthawareness.”Additionally,the
agency’seffortsto supportnationalsecuritypolicyandprogramswillbe measuredagainst
baselinesestablishedbeginningin fiscalyear1999.FEMAhasacknowledgedthatit does
not havethe systemsin placeto captureperformancedatafor manyof its 5-year
operationalobjectivesandannualperformancegoals,notingthatit will setprioritiesfor
itseffortsto capturedataandestablishbaselinesin fiscalyear1998to helppreparefor
fiscalyear 1999. Presentingtrendandbaselinedata,if available,is importantto provide
congressionalandotherdecisionmakerswithconfidencethatperformancetargetsare
realistic.

Moreover,a numberof performanceindicatorsin theplanassociatedwithFEMA’s
strategicgod of ensuringthatthepublicis servedin a timelyandefficientmannerappem
to be more in thenatureof strategiesto achievetheperformancegoals,ratherthan
indicatorsor measuresof progresstowardthegoals. Forexample,theplanliststhe
followingas performanceindicators:“ApprovaVaccepta.nceof keyproducts,e.g. subsidy
reductionstudy,coverageandpricingalternatives;“ ‘cost-effectiveuse of information
resourcesby closer operationwithFEMApartners;”and“promulgationof hardwareand
softwarestandardsto promotean enterpfie [informationtechnology]architecture.”
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Theseindicatorsdo not clearlyconveywhatexactlywillbe measuredor anytargetlevel
of performance.

The Officeof ManagementandBudget’s(OMB)CircularA-n recommendsthat
performanceplansstrikea balancebetweentoo few andtoo manymeasuresof
performance. (FEMA’sperformanceplanrefersto thesemeasuresas performance
indicators.) FEMA’sperformanceplanlistsover 150performanceindicators.2While
providinga widearrayof measuresthatFEMAcanuseto manageitsprograms,the
numberof measuresmaybe overwhelming.For example,FEMA’sthirdstrategicgoal
includesa 5-yearoperationalobjectiveof improvingefficiencyandreducingcosts by 3 to
5 percenta yearin theareaof logistics(one of severalareasmentioned).Theannual
performancegoalunderthisobjectiveincludesstressingthe “continuedenhartcementof
logisticsoperationsandagency-wideautomatedlogisticsinventorycontrolandproperty
accountability.”Therearesome 19performanceindicatorslistedunderthisperformance
goal, includingtheseindicatorssolelyfor theareaof logistics: (1) feedbackfrom disaster
after-actionreports,(2) cost avoidanceas shownby propertytransferreports,(3)
predeploymentsuccessandon-timedeliveriesas shownby resource-trackingreports,(4)
successfulrecoveryof assetshorncloseddisasterfieldoffices, (5) refinementand
amplificationof theagency’sautomatedpropertymanagementsystem,and(6) expanded
serviceby AutomatedInventorySystempersonnelin operationsto startandclose out
disasterfield offices.

Whilecertainof theplan’sperformancegoalscouldbe viewedas outcomes,the
performancegoalsgenerallyfocus on outputs.However,theannualperformancegoals
arewell-linkedto FEMA’s5-yearoperationalobjectives,some of whichareoutcome-
oriented. For example,the5-yearoperationalobjectivesinclude“throughNFIPinsurance
andfloodplainmanagementactivitiesreduceexpectedannualflood disasterlosses by $1
billion”and “throughplanning, tzaining,andexercising,improveby 25 percentthe Federal
Government’scapabili~to augmentStateandlocal responseto disasters.”

ConnectimzMission.Goals,andActivities

The60 annualperformancegoalsin theperformanceplanareclearlylinkedto
FEMA’sstrategicgoalsand5-yearoperationalobjectives. OMBCircularA-n statesthat
the annualperformanceplanshouldalsoshowhow speciiicperformancegoalsare

2FEMA’splandoes not consistentlynumberindividualindicators,andin some cases,the
languageof theplandoesnot clar@ whethermorethanone specificindicatoris intended
for a particularperformancegoal. Furthermore,in some cases,thesameperformance
indicatorsare listedundermorethanone performancegoal. Thus,theestimateof 150is
intendedto conveyrelativemagnituderatherthanan exactcount,
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relatedto thespecificprogramactivitiescontainedin the agency’sprogramandfinancing
(P&F)schedulesin thePresident’sbudget.

FEMA’sperformanceplancontainsa budgetcrosswalkthatallocatesFEMA’sfiscal
year1999fundingrequestamongits threestrategicgoalsanditsoperationalobjectives.3
ThecrosswalkspecificallyidentifiesthebudgetaccountsthatFEMAintendsas the
fundingsourcefor itsoperationalobjectives. FEMA’splanappearsto cover allprogram
activitiesbecausethebudgetrequestis completelyallocatedamongthegoals. However,
becausethecrosswalkdoes not identifyspecificprogramactivities,thelinkageis not
explicit. (Someof theoperationalobjectivesarelogicallylinkedto specificprogram
activities-forexample,two operationalobjectivesconcernreducinglossesfromfires,and
FEMA’sbudgetincludesa programactivityfor “firepreventionandtraining“-but theplan
doesnot makethislinkageexplicit.) As a result,FEMA’splandoes notprovidesufficient
informationto easilyandfullydetermine how specificperformancegoalsin theplanare
relatedto programactivities.Also,FEMA’splandoes not identifythemethodologythat
FEMAusedto allocatethefundsamongits threestrategicgoals.

LimitedRecos!ru“tionof CrosscuttirwEfforts

Witha few exceptions,FEMA’splandoes not recognizethatfederalagenciesand
stakeholdershavemissionsandactivitiesthatcomplementFEMA’sandthatFEMAmust
workcloselywiththeseentitiesto achieveits goals. For example,theportionsof the
performanceplanthatpertainto FEMA’sresponseandrecoveryprograms-programsthat
representa significantportionof FEMA’sinteractionwithotherfederalagencies-donot
generallydiscussFEMA’seffortsto coordinateits activitieswithotheragencies. Because
otheragencies’programscaninfluenceFEMA’sabilityto meetsome of itsperformance
goals,theperformanceplancouldbe improvedby acknowledgingthepotentialeffect of
theseprogramson theplan’sgoals. Onesuchexampleis FEMA’sstrategicgoalof
reducinghumansufferingandenhancingtherecoveryof communitiesafterdisaster
strikes-amissionsharedby numerousfederalagenciesinvolvedwithdisasterrelief. Two
of FEMA’sperformancegoalsunderthisstrategicgoal discussimprovingmobile
operationsandplarmingresponsecapabilities,enhancingcommunityrecoveryandthe
deliveryof humanservicesandpublicassistanceprograms,andacceleratingthecloseout
of disasters.However,neitherof the “meansandstrategies”sectionsunderthesegoals
discusseshow FEM.Awillcoordinatetheseactivitieswithotheragencies. FEMAcould

3ThecrosswalkdistributesFEMA’sregularfiscalyear 1999fundingrequestof $831million
amongtheoperationalobjectivesand,for FEMA’sOfficeof InspectorGeneral,among
sevenannualperformancegoals. FEMAalsorequesteda contingentemergency
appropriationof about$2.3billion;thecrosswalkdistributesthisamongthe strategic
goals,butnot theoperationalobjectivesor annualperformancegoals.
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maketheplanmoreusefulby morethoroughlydiscussingitseffortsandplansto
coordinatewithotheragencieswhoseprogramsandactivitiescomplementFEMA’s.

FEMA’SPERFORMANCEPIANDOESNOTFULLY
PORTRAYHOWTHEAGENCY’SSTRATEGIESAND
RESOURCESWILLHELPACHIEVEITSGOALS

Theplanincludesa discussionof strategiesfor allof FEMA’sperformancegoals.
Generally,the strategiesareclearandappearreasonableandlogicallyrelatedto the
annualperformancegoals. Howeverjin somecasesthestrategiesarenot specific. The
planalso discusseshow elementsof it willcontributeto solvingthe 10major
managementchallengesidentifiedby theFEMAInspectorGeneral.Thesechallenges,
includinggrantsmanagement,financialmanagement,andinformationmanagement
systems,could affecttheagency’sperformance.However,theplandoes not explainhow
FEMA’sperformancewillbe positivelyor negativelyaffectedby factorsexternalto the
agency.

‘l’heplanallocatesFEMA’sfiscalyear1999fundingrequestamongtheagency’s
threestrategicgoalsandits operationalobjectivesandI.istasome of theskillsand
technologiesneededto achieveeachgoal. Theplanalso allocates“workyears,”which
appearsto be a quantitativemeasureof humanresourceneeds. However,theplandoes
not fullydiscusshow informationtechnologywillhelpFEMAachievespecific
performancegoalsanddoes not comprehensivelyidentifyspecifichumanskillsor
technologyresourcesthatFEMAwillneedin fiscalyear1999to achievetheplan’sgoals.

ConnectingStratcxziesto Results

FEMA’sperformanceplangenerallydiscussesthestrategiesor theactionsthatthe
agencyplansto taketo accomplishtheperformancegoalsin theplanandprovidesa
stronglinkagebetweenthestrategiesandgoals. Forexample,one performancegoalis to
increasethenumberof “ProjectImpact”communitiesin eachstateby at leastone.4 The
strategiesfor achievingthisgoalincludeworldngwiththestatesandfederalagenciesto
identifycandidatecommunities,providinggrantsas seedfunding,providingtechnical
information,andmonitoringprogress. However,in a few cases,thestrategiesarenot
entirelyclearor specific. For example,undertheannualperformancegoal of “continue
to increasecreditcardusagefor as manyAgencyacquisitionsas possible,”thestrategy
notesthatFEMAalreadyusescardsfor a varietyof purchasesandstatesthat“FEMA
expectsto continueto use thesecardsfor as manyacquisitionsas practical.”Thereis no
discussionof specificactionsFEMAmighttaketo increasecreditcardusage.

4ProjectImpactis a FEMAprogramdesignedto promotepre-disastermitigation.
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Furthermore,FEMA’sperformanceplandoes not adequatelyrecognizethata
numberof externalfactors,suchas theeconomy,thepossibilityof additionalcatastrophic
disasters,or supportfrom otheragencies,could affecttheagency’sabilityto achieveits
performancegoalsduringfiscalyear1999.Theplanrecognizesotherfactors,suchas the
role of theCongressin influencingthecosts of disastersthroughlegislationthatdeiines
disasterbenefits.5Theplanalso does notdiscussactionsthat‘~~ could take
mitigateor use externalfactorsthatmightaffectitsabilityto meetitsannual
performanceandstrategicgoals.

ConnectirwResourcesto Strategies

to

OMB’SCircularA-n statesthatannualperformanceplansshouldbrieflydescribe
thehuman,capital,information,funding,andotherresourcesrequiredto achievethe
performancegoalsandmeasures.FEMA’splanshowshow theagency’sfiscalyear1999
fundingrequestandwor~ears willbe apportionedamongFEhlA’sthreestrategicgoals
anditsoperationalobjectives. However,theplandoes not specificallyiden~ thehuman
or technologicalresourcesthattheagencywillneedto achievetheplan’sannual
performancegoalsor discusstheresourcesthatmaybe requiredto developtheproposed
measurementprocessesanddata.

FEMAnotesthroughouttheperformanceplanthattheapplicationof information
technologyis partof theagency’sstrategiesto achieveitsannualperformancegoals. The
planalsocontainsa broaderdiscussionof theapplicationof informationtechnologyin an
appendix.Thesediscussions,however,do not showhow informationtechnologywillbe
usedto helpachievetheperformancegoals.

FEMA’sperformanceplandiscussestheactionsplannedto resolveits year2000
computerproblems. Thisdiscussionprovidesusersof theplanwithanunderstandingof
FEMA’sgoalsandstrategiesfor ensuringthatcriticalbusinessprocessesandcomputer
systemsarebeingaddressedandwillfunctionproperlyin thenew millennium.

FEMA’SPERFORWCE PLANCOULDMOREFULLY
PROVIDECONFIDENCETHATTHEAGENCY’S
PERFORWCE INFORMATIONWILLBECREDIBLE

FEMA’sperformanceplanidentifiesthe sourcesof informationthe agencyplansto
usein assessingprogresstowardeachannualperformancegoal. However,it does not
describetheprocessesandmanagementcontrolsthatwillbe usedto verifyandvalidate

%e performanceplanmentionsFEMA’seffortsin “pursuingrevisionsto defineeligibility
[fordisasterbenefits]morestrictlythroughregulation.”
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performancedataanddoes not recognizethelimitationsthatexistwiththeinternal
sourcesof dataintendedto assessperformance.Theplanidentifieschangesto existing
financialandmanagementinformationsystemsandbrieflydiscussessomeof theresulting
implicationsfor assessingtheachievementof performancegoals. Theplanrecognizes
thattheagencywillneeddatafrom externalsourcesto helpmeasureperformance;
althoughtheResultsAct does not requirethatperformanceplansdiscussthelimitations
of externaldatasources,sucha discussioncouldimproveFEMA’splan. Theplan
acknowledgesthattheagencydoes not havesystemsin placeto captureperformance
datafor manyof its &yearoperationalobjectivesandannualperformancegoalsand
discussesFEMA’seffortsto expandthe use of informationsystemsto capture
performanceinformationthatwillhelp it manageitsprograms.

Verifvh-wandValidatirwPerformance

FEMA’sperformanceplanidentifiesthesourcesof informationit intendsto usein
assessingprogresstowardeachannualperformancegoalandincludesdiscussionsof the
validationandverificationof the information.However,thesediscussionsdo not deal
solelywiththemethodsfor ver@ing andvalidatingperformanceda@ instead,the
“verificationandvalidation”sectionsin theplansometimesappearto be discussingthe
sourcesof thedatafor themeasures.Withlimitedexceptions,thereis littleclear
discussionof methodssuchas outsideauditsor independentverificationof the agency’s
samplingor surveyinformation.For example,FEMA’splancould havenotedthat
FEMA’sannualperformancegoalto “increasethenumberof NFIPpolicies-in-forceby am
averageof 5 percentper year”andthe relatedfiscalyear1999performanceindicatorare
currentlyverifiedthroughauditsof FEMA’sfinancialstatements.Wenoteda few other
indicatorsin FEMA’splanthatare,or could easilybe, verifiedthroughthefinancial
statementaudit. Moreover,usersof theplancould benefitfroman assurancethat
FEMA’ssystemsaresecurehorn risks,suchas tampering,thatcould affectthereliability
andavailabilityof performancedata.

Insomecases,theplanproposesa typeof verificationor validationtechnique,
suchas “survey”and“sampling,”but does not providedetailson how FEMAwillveri@
andvalidatethedata. For example,underthestrategicgoalof ensuringthatthepublicis
servedin a timelyandefficientmanner,one of FEMA’sperformancegoalsis to consider
andincorporate,whereappropriate,customerinputandrecommendationshornformal
andinformalcustomersurveysin programplarminganddecisionmaking.Theplan
providesthatperformancewillbe verifiedandvalidatedthrough“formalandinformzd
customersurveys.”Anotherperformancegoalis to receivepositiveresponsesto the
NFIPassessmentinstruments.Thesingleperformanceindicatorfor thisgoalis the
measurementof awarenessandsupportof keyNFIPconstituencies;theplanindicates
thatperformancewillbe verifiedandvalidatedusing“datacollectionmechanismsthat
willbe definedandimplemented”as partof a flood insurancepromotionalcampaign.
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Thissectioncould benefitfroma morespecificperformanceindicator,suchas having90
percentof floodplaininhabitantsawarethatflood insuranceis available;datafor the-
indicatorcould be determinedthroughsurveys. Theplancouldthenprovidemore
specificinformationabouthow thesurveydatawouldbe verified. For example,an
independentresearchgroupcouldbe askedto conductitsown surveysampleof
individualslivingin designatedfloodplainsfor comparisonagainsttheresultsof the
FEMAsurveys.

FEMA’splandoes notein a few instancesthatindependentverificationand
validationof theagency’sinformationis expected. For example,FEMA’sstrategyto
ensurethatthepublicis servedin a timelyandefficientmannerincludesanannual
performancegoalto “[p]utsystemsin place to capturethe costs of conductingbusiness
selectedactivitiesanddocumentimprovedoperationalefficiencyof 2 percent.”The
performanceindicatorincludesidentificationof unitcosts, servicetime,andquality

in

measures.Thevefication andvalidationsectionunderthisgod includesan“auditof its
methodologyby theInspectorGeneral[’soffice] or throughcontractassistance,”andan
“independentreviewof findingsthroughinteragencyassistance.”

FEMA’splanrecognizesthattheagencywillneed datafkomextwmdsourcesto
helpassessitsperformance.For example,the strategicgoal of ensuringthatthepublicis
servedin a timelyandefficientmannerincludestheannualperformancegoalto
“[implementtheTreasuryOffsetProgramandenhanceddebt collectiontoolsand
techniques,andimprovedebtcollectionthroughimplementationof newregulations.”The
plannotesthatdatawouldbe obtainedfrom othersources,includingthedepartmentsof
TreasuryandJustice,andtheInternalRevenueService. AlthoughtheResultsAct does
not requhethata performanceplandiscusstheaccuracyandreliabilityof thedatafkom
externalsources,sucha discussioncould improveFEMA’splan.

Reco-g DataLimitations

WhileFEMAplansto relyextensivelyon internalsourcesof data-suchas the
agency’sNationalEmergencyManagementInformationSystem(NEMIS)anda new
integratedfinancialmanagementinformationsystem(IFMIS)-tohelpmeasureits
performance,theplandoes not discusswhethertherearelimitationson theuseof data
fromthesedatasources. Forexample,a numberof annualperformancegoalsunder
FEMA’sstrategicgoalof “ensuringthatthepublicis servedin a timelyandefficient
manner”proposeto use datafrom NEMISor IFMISas a sourceof, or meansof verifying,
performanceindicatordata. Weandothershavepreviouslyidentifiedproblemswiththe
qualityof thedatain FEMA’smanagementinformationsystems. For example,theaudit
of FEMA’sfiscalyear1996financialstatementsindicatedthatIFMIShadnotbeenfully
implemented;thedataconversionfromthe legacysystemto IFMIShadbeeninsuf%ciently
documented,tested,andapproved;andFEMAhadno writtensecuritypoliciesand
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proceduresfor portionsof the system. Also, FEMA’sfiscalyear1997FederalManagers’
FinancialIntegrityAct reportidentifiedseveralconcernswiththeagency’sfinancial
system,includinga lack of systemintegrationanddocumentation.Theannual
performanceplanindicatesthatIFMISand NEMISarenotyet fullyoperational;theplan
notes,for example,thatthesesystemswillbe usedto capturedataconcerningFEMA’s
grantsmanagementgoal “whenappropriatesystemsmodulesbecomeoperational.”Users
of FEMA’sperformanceplanwouldbenefitfroma cleardiscussionof thereliabili~of
performancedata-suchas a cleardiscussionof whetheror not significantdatalimitations
willaffecttheaccuracy,completeness,andavailabilityof performancemeasurementdata.

Theperformanceplansetsa numberof performancegoalsthatrelateto
establishingbetterinformationsystems. For example,underFEMA’sstrategicgoalof
reducinghumansufferingandenhancingthe recoveryof communitiesaftera disaster
strikes,theagencyestablisheda performancegoalthatincludescompletingitsremaining
developmentactivitiesfor NEMISandanotherperformancegod thatstressesthe
operationof a logisticsprogramthatprovidestimelyandcost-effectiveresourcesto
supporttheagency’sall-hazardsemergencymanagementmission.
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COMMENTSFROMTHEFEDERALEMERGENCYMANAGEMENTAGENCY

@

,~<~~ %. Federal Emergency Mana~ernent ‘%ncy.$.>- ‘2A-< .-.+ ;$
+, Washington,D.C. 20472

+*-., .. >~

JudyA.England-Joseph
Director
HousingandCommunity

DevelopmentIssues
GeneralAccountingOffice
WashingtonD.C.20548

DearMs.England-Joseph:

As requestecLwe have reviewedthe draft General AccountingOffice(GAO)reporton
theFederalEmergencyManagementAgency’s(FEMA’s)AnnualPerformancePlanfor
f- year 1999.

14

Overall, we are pleasedthatyoufoundtheplantohavea clearstmcmrewelllinkedto the
StGitegiC gods, and SIIUUd pfXfOITUSUICe @S SUd illdictitors that Sre nMlhs-oriented and
quantifiable.Weagreewithyourobsemationsontheneedto strengthenthemeasurability
of someof the@onnance goalsandensurethatFEMA’smanagementinformation
systemscauproduceaccurate,completeandcredible@ormance information.Aayou
know,FEMAhasbeenworkinghardto putinplacereliablesystemsandprocessesto
-~=’==y performancedataandestablishbaselines.Yourreportwillbevery
helpfulas we continuetorefineourperformancegoalsandestablishthenecessary
performanceinformationsystems.

Thedraft reportsuggeststhat theAnnualPerformancePlanshouldmorethoroughly
addressFEMA’seffortsandplanstocoordinatewithotherFederalagenciesandexternal
factorswhichcouldaffecttheAgency’sabilityto achievethegoals. Externalfactorsand
effortsto mitigatetheeffectof thesefmrs andFEMA’sextensivecollaborationwith
otherFederaidqmtmentsandagenciesascoordinatorof theFederalResponsePlanwere
addressedin the Agency’scompanionStrategicPm “Psatnmhipfora SaferFuture”,
issuedSe@wnbez30, 1997.Thatplandescribestheelaborateinteragencycoordination
mechanism in placeto ehinate non-productiveduplication.In theinterestsofbrevity,
thedeauiptionisnotrepeatedin theannualplain

The draft reportsuggeststhat the planidenti specificprogramactivitiesin thebudget
andlinkthemto theannualperformancegoals.Mher thanfocusonthespecificprogram
activitiesin the budget(i.e.,firepreventionandtmining),wchavefbcusedonthe
performancegoalsandthebudgetaccountsandresourcelevelsthatcontibuteto their
achievement.Theplaureflectsallappropriationaandactivitiesinourbudgetstructure.
Weareattemptingto moveawayfromcomplexstove-piped“programs”aimedat

GAO/RCED-9S-207RFEMA’sFiaealYear1999PerformancePlarI



ENCLOSUREII ENCLOSUREII

detailed fimctionsthat continueto be describedin budgetnarrativeaudformallyknown
as“programs”. In our view,linkingspecificprogramactivitiesin thebudgetto the
performancegoals would detract horn, rather than add to, the plan. ASyou suggest,
future iterations of the plan will furtherexplainthemethodologyforarrayingresources
againsttheperformancegoals.

Thedraftreportemphasizestheneedforoutsideauditsandindependentverificationof
theAgency’ssamplingandsurveyinginformationto verifyandvalidatetheperformance
information.Ourapproachhasbeento buildthereportingofperformanceinformation
intoroutineSY- suchastheNationalEmergencyManagementInformationSystems,
to theextentpossible.Heavyreliauceonoutside,hdepden t VdiCdOIIS would
increasethecostandtimerequiredforourperformancemeasurementactivity.

Thankyouforprovidinguswiththeopportunitytocommentonthedraftreport. We
lookforwardto continuingto workwithyouinourGovernmentPerformanceandResults
Actcomplianceefforts.

v~JamesL.Wltt
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REL4TEDGAOPRODUCT

ResultsAct: Observationson theFederalEmer~encvMana~ementA~encv’sDraft
StrategicPlan(GAO/RCED-97-204R,July22, 1997).

(385746)
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