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THE WAR ON TERRORISM: HOW PREPARED IS
THE NATION’S CAPITAL?—PART 11

WEDNESDAY, MARCH 29, 2006

U.S. SENATE,
OVERSIGHT OF GOVERNMENT MANAGEMENT, THE FEDERAL
WORKFORCE, AND THE DISTRICT OF COLUMBIA
SUBCOMMITTEE,
OF THE COMMITTEE ON HOMELAND SECURITY
AND GOVERNMENTAL AFFAIRS,
Washington, DC.

The Subcommittee met, pursuant to notice, at 2:35 p.m., in room
SD-342, Dirksen Senate Office Building, Hon. George V. Voinovich,
Chairman of the Subcommittee, presiding.

Present: Senators Voinovich, Warner, and Akaka.

OPENING STATEMENT OF SENATOR VOINOVICH

Senator VOINOVICH. The hearing will please come to order.

Gentleman, you don’t have to stand up for us. I thought maybe
you were standing up to get sworn in. Since you are standing I will
swear you in. [Laughter.]

Do you swear that the testimony you are about to give this Sub-
committee is the truth, the whole truth, and nothing but the truth,
so help you, God?

Mr. Lockwoob. I do.

Mr. REISKIN. I do.

Mr. CroucH. I do.

Mr. SCHRADER. I do.

Mr. JENKINS. I do.

Senator VOINOVICH. One thing that many people are not aware
of regarding this Subcommittee, is that we spend significant
amount of time on issues dealing with the District. The issue be-
fore us today is one that is very important.

Today we meet for the second time this Congress to examine the
collective ability of the governments and responsible authorities of
the National Capital Region (NCR) to respond to a catastrophic
event, be it a terrorist attack or a natural disaster. As the seat of
the Nation’s Government, the National Capital Region is a prime
target for a terrorist attack.

We must do all that we can to prevent another attack to this re-
gion and the Nation, but as Hurricane Katrina demonstrated, we
must also be prepared to respond to all types of hazards.

Since September 11, the NCR has received significant resources
for equipment, training, planning, and other preparedness efforts.
As the Senate Subcommittee that has authorizing jurisdiction over
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all matters relating to the District, it is our responsibility to pro-
vide effective oversight to ensure that this region, which houses the
Federal Government and is the symbol of freedom to the world, is
well prepared to respond.

In addition, the full Committee and this Subcommittee have been
involved in the development and refinement of the Department of
Homeland Security and have worked closely with Secretary
Chertoff in that regard. The Subcommittee has closely tracked the
Secretary’s Second Stage Review, offering assistance wherever pos-
sible. Last year, I cosponsored S. 21, Senator Collins’ legislation, to
help State and local governments and first responders receive
Homeland Security resources in an efficient and timely manner
and create a means of ensuring that essential capabilities required
are met. We want to ensure the National Capital Region is a model
of preparedness for the entire Nation.

The National Capital Region faces many unique challenges in its
preparedness efforts. Because the region consists of Federal, State,
and local jurisdictions, there is no single person or office in charge
with the authority to order preparedness activities across the re-
gion. As a former governor and mayor, I understand the difficulties
in bringing together many different players with limited resources
to accomplish a common goal.

To address these challenges, the Office of National Capital Re-
gion Coordination with the Department of Homeland Security was
established in the Act. The office was created to oversee and coordi-
nate Federal programs and preparedness initiatives for State, local,
and regional authorities. We need to ensure that this office and the
other responsible governments of the region are effectively using
their resources and adequately executing their responsibilities.

In June 2004, the General Accounting Office, the Government
Accountability Office released a report which recommended that
the Office of National Capital Region Coordination work with local
jurisdictions to develop a coordinated strategic plan to establish
goals and priorities, monitor the plan’s implementation, and iden-
tify and address gaps in emergency preparedness. It also rec-
ommended a mechanism to evaluate the effectiveness of expendi-
tures by conducting assessments based on established standards
and guidelines. I look forward to learning how the NCR has re-
sponded to the GAO recommendations.

I am pleased to hear that the Office of Homeland Security, with-
in the District, has developed a web-based tracking system or pro-
gram to manage and monitor the region’s Urban Area Security Ini-
tiative grants. However, I do have concerns with the lack of infor-
mation of non-UASI funding in this database.

In joint response by Virginia, Maryland, and the District to a
question from the last hearing regarding the progress made on
tracking Federal funds, the response was that the NCR is abso-
lutely committed on coordination of all resources. I look forward to
hearing how this program is working and if the region fully plans
to implement the recommendations of GAO to track all grant fund-
ing.

Furthermore, I look forward to learning of the progress made
with regard to the National Capital Region’s strategic plan. In our
first Subcommittee hearing in July 2005, Mr. Lockwood testified
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that a final draft of the strategic plan had been circulated to key
stakeholders and that it would be released in September 2005.
Eight months later, and 6 months since the proposed release date,
the region has yet to release a final version of the strategic plan.
This is unacceptable, and we would like to know why the delay.

It is both urgent and critical that the National Capital Region
develop an effective strategic plan to establish goals and priorities
for the region. It is contrary to good management practices to pro-
ceed with large expenditures without a strategic plan. This delay
has to be explained. Additionally, I strongly recommend that in the
final development of the plan, the region officials take advantage
of the assistance of GAO. The cooperation between the Office of
Management and Budget and GAO on developing strategic plans to
address high-risk programs can serve as a model in this regard.

Finally, I would like you all to provide the Subcommittee with
a date for the completion of this plan and stick to it. I assure you
that I will continue to monitor your progress, as well as Senator
Akaka.

After the poor response to Hurricane Katrina, we saw the impor-
tance of establishing a clear chain of command before a cata-
strophic event occurs. Because the NCR has multiple entities in-
volved with the security, it is imperative that we know who is in
charge. I am interested in hearing how the NCR is addressing this
issue as well as if you have assigned ownership of programs and
response within your strategic plan.

Before concluding my remarks, I would like to recognize the hard
work and dedication of those individuals who are collaborating be-
tween all levels of government, the private sector, and the non-
profit community to improve the safety of this region. I do not want
anything said here today to say that we do not appreciate the hard
work that all of you are doing.

As I stated in the last hearing, I offer whatever assistance I can
to ensure you have the necessary resources to get the job done. If
there is something standing in the way, something in terms of
homeland security, we want to know about it. Don’t we, Senator
Akaka?

Senator AKAKA. Yes.

Senator VOINOVICH. I now yield to my good friend, Senator
Akaka, for his opening statement.

OPENING STATEMENT OF SENATOR AKAKA

Senator AKAKA. Thank you very much, Chairman Voinovich. It
is a pleasure to work with you on this Subcommittee. Today we fol-
low up on the National Capital Region hearing that the Sub-
committee held last July.

I would like to welcome our witnesses back to the Subcommittee,
and also looking at those who are attending this, I want to welcome
all of you, too. And, Mr. Crouch, you are the only new face here
today, and we are happy to have you representing the Common-
wealth of Virginia.

As you know, the security of the National Capital Region, which
includes the District of Columbia and the surrounding counties in
Maryland and Virginia, became a heightened priority after the at-
tacks of September 11, 2001. To address this concern, Congress cre-
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ated an Office of National Capital Region Coordination in the De-
partment of Homeland Security to oversee and coordinate Federal
programs and domestic preparedness initiatives for State, local,
and regional authorities within the National Capital Region. Co-
ordinating so many jurisdictions and levels of government is an im-
mense challenge, yet we must ensure the NCR is able to function
as a cohesive body in times of crisis.

Last July, I expressed my hope that the NCR will serve as a
model for other urban areas as the country moves towards a more
regionalized preparedness model. We saw during Hurricane
Katrina the chaos and suffering that can result from insufficient
coordination between different levels of government. Conversely,
residents of Hawaii witnessed government coordination at its best
over the past few weeks as Federal, State, and local officials
worked together to mitigate flooding on the Island of Kauai.

The NCR presents far greater intergovernmental coordination
challenges than anywhere else in the country because of the strong
Federal presence in the District. Who responds, how they respond,
and who is in charge of the response are questions that should be
answered long before disaster strikes.

The lack of coordination between DHS and the D.C. Government
was demonstrated by the handling of a breach of D.C. airspace by
a small plane on May 11 of last year, and I think the Chairman
alluded to that. Mayor Williams was not notified of the incident
until it was almost over, approximately 40 minutes after DHS
began tracking the plane.

At our last hearing, Mr. Reiskin testified that DHS and the Dis-
trict were working on communication protocols for major security
incidents in the District. I am eager to hear how these protocols
have been implemented and whether coordination has improved.

We should not forget that one of the reasons the DHS Office of
National Capital Region Coordination was created in the first place
was to facilitate Federal, State, and local communications in the
NCR. Mr. Lockwood, you represent the Federal piece of the NCR,
and it is your job to ensure Federal agencies work with the State
and local authorities. I see this intergovernmental facilitation as
one of the primary reasons DHS is part of the NCR.

I understand that NCR has conducted numerous planning ses-
sions and meetings as a region, and I commend you for that co-
operation. However, this Subcommittee has been concerned over
the lack of having a Homeland Security Strategic Plan for the
NCR.

Operational planning is good, but it needs to be guided by a stra-
tegic blueprint. I am disappointed that 4% years after September
11 the NCR still does not have a strategic plan that all Members
endorse.

GAO first alerted the NCR to the importance of developing a
strategic plan almost 2 years ago, and at our July 2005 hearing
each of you testified that a draft strategic plan was complete and
a final version would be ready by September 2005. Today, 6
months after that deadline lapsed, a final strategic plan has yet to
be completed. The people who live here, no question, deserve better
than that.
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I also would like to take this opportunity to discuss the NCR’s
ability to track homeland security spending by its member govern-
ments. The NCR needs to know what investments have been made
in its region—this includes Federal and State funding—so as not
to be duplicative with its Urban Area Security Initiative funds.
This is not simply a bookkeeping exercise. I believe the NCR has
made progress towards this goal, but it is my understanding that
this capability has not yet been achieved.

I would like to thank each of you for your service. I recognize
that your workload and responsibilities have increased significantly
in recent years and your offices are all understaffed. However, I
know you agree that ensuring the security of our Nation’s capital
must be top priority.

I look forward to your testimony and to continuing to work with
all of you. Thank you very much, Mr. Chairman.

Senator VOINOVICH. I would like to point out to the witnesses
that Senator Akaka and I did not coordinate our opening state-
ments. But the fact that they were so much alike underscores our
mutual concern about the planning.

We look forward to hearing what you have to say, and we are
very fortunate today to have Thomas Lockwood, who is the Director
of the Office of National Capital Region Coordination at the De-
partment of Homeland Security; the Hon. Robert Crouch is the As-
sistant to the Governor for Commonwealth Preparedness for the
Commonwealth of Virginia; the Hon. Dennis Schrader is the Direc-
tor of the Maryland Governor’s Office of Homeland Security; Ed-
ward D. Reiskin is the Deputy Mayor for Public Safety and Justice
for the District of Columbia; and, finally, William Jenkins is the
Director of Homeland Security and Justice Issues at the Govern-
ment Accountability Office.

Mr. Lockwood, we will start with your testimony. I would like
you to understand that we would like you to complete your testi-
mony within 5 minutes. Your entire statement will be inserted in
the record, and we are glad to have you here.

TESTIMONY OF THOMAS LOCKWOOD,! DIRECTOR, OFFICE OF
NATIONAL CAPITAL REGION COORDINATION, U.S. DEPART-
MENT OF HOMELAND SECURITY

Mr. LockwooD. Thank you all, and thank you for the oppor-
tunity to update you on the work that we have done since we
talked to you in July.

Since July, we have made great strides in strategic planning of
where we are and where we are going. Several times today you are
going to hear the phrase either “partners” or “teammates.” The re-
gion is diverse, and includes Maryland, Virginia, the District, the
Executive, Legislative, and Judicial Branches, regional authorities,
the private sector for profit and not-for-profit, and our international
participants. We have made an active effort to integrate and bring
these parties together.

1The prepared statement of Mr. Lockwood with attachments appears in the Appendix on page
33.
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Our plan, the 2005 National Capital Region Strategic Plan! ad-
dresses this challenge by defining the priorities and objectives for
the entire region without regard to any specific funding mecha-
nisms, provides strategic guidance to the application and allocation
of all homeland security and preparedness grants throughout the
region, and provides input to the future internal planning, pro-
gramming, and budgeting processes of the NCR jurisdictions.

The NCR homeland security partners have been absolutely dedi-
cated to building a strategic plan. As a starting point, we have de-
cided on and we have leveraged the foundational work from Sep-
tember 11 through today. This includes a 2002 Regional Emer-
gency Coordination Plan; the Eight Commitments to Action in 2002
through the Governor and Mayor, and Advisor Ridge; the 2003
UASI Strategic Plan; the recommendations from the Chief Admin-
istrative Officers in 2004; and, again, working with the practi-
tioners of the emergency support functions, even in 2005.

Additionally, the Federal documents that were foundational to
our strategic plan were: The National Strategy for Homeland Secu-
rity, the Department of Homeland Security Strategic Plan, Home-
land Security Presidential Directives, the National Incident Man-
agement System, the National Response Plan, various templates,
and various grant guidances. We have used these as an integrating
framework between national and regional initiatives to build our
framework.

From August 2004 to June 2005, we went through a detailed con-
sensus-building phase. Through this phase, we decided to take an
all-hazards approach. This was an extensive discussion. The leader-
ship at all levels agreed that this should be an all-hazards ap-
proach.

One of the key foundational principles that we came to was
strengthening regional coordination among all partners to gain syn-
ergy without weakening jurisdictional autonomy. That is a founda-
tion for what we do in the NCR. How do we coordinate but recog-
nize the organizational or jurisdictional distinctions between us; to
prepare for all-hazards, to advance safety, to foster a culture of col-
laboration, respect, innovation, mutual aid amongst all of the part-
ners, and to adopt best practices. These guiding principles help
shape the vision, which is working together toward a safe and se-
cure National Capital Region. Using these principles to guide plan-
ning within the context of the overall mission and vision, the lead-
ership could then gain agreement on the high-level goals and objec-
tives.

That initial development took place between June and Novem-
ber. Once the overall framework was established and agreed to
during the NCR-wide strategic planning in June, we continued to
work together through multiple groups. There were four core goal
groups. Participants in these groups included Federal, State, local
representatives, regional representatives, representatives of core
practitioner groups, not-for-profits, civic groups, and private sector
representatives.

1The “2005 Update to the National Capital Region Homeland Security Strategic Plan” ap-
pears in the Appendix on page 40.
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We have continued to mature those goals through the Katrina
time period and through the events that we had in the fall. These
were framed out. In fact, having worked with these groups and tar-
geting the November time frame so that the work was done prior
to this grant cycle, we aligned priorities against the core capability
task lists to define our priorities prior to this grant cycle. Those
priorities align with both the national priorities and the regional
priorities. Deputy Mayor Reiskin’s section will explain in detail,
how these priorities and initiatives were foundational for the proc-
ess now and moving forward.

Our update, which has been available since, I believe, October on
the Council of Governments web page, will contribute to the NCR’s
success by providing numerous important related benefits such as
a more efficient allocation of resources throughout the region,
transportation and funding priorities, and increased communica-
tion and interaction with our coordinating stakeholders.

This region has been actively engaged to develop out and to ma-
ture a strong framework across the multiple partners.

Thank you, sir.

Senator VOINOVICH. Thank you. Mr. Schrader.

TESTIMONY OF DENNIS R. SCHRADER,! DIRECTOR, GOVER-
NOR’S OFFICE OF HOMELAND SECURITY, STATE OF MARY-
LAND

Mr. SCHRADER. Mr. Chairman, Mr. Ranking Member, thank you
for having us here today. I am going to focus on the strategic plan
implementation and how we have gone about that.

Strategic Goal No. 1 talks about a collaborative culture for plan-
ning, decisionmaking, and implementation across the NCR, and
there are six objectives within that goal that focus on risk assess-
ment, identification of priorities, and gaps in the enhancement of
our project delivery process to ensure accountability.

For the past 2 years, the NCR has focused on improving its exe-
cution of projects to create tangible outcomes, which you will hear
from Mr. Crouch here in a minute. And the key to this is effective
regional decisionmaking. There are probably 200 or 300 key stake-
holders that we are coordinating with throughout the region, which
at the meetings we held, there were probably 60 to 80 people at
any one of these facilitated meetings. So effective regional decision-
making and program management are keys to implementing this
plan, which has multiple initiatives, programs, and objectives, of
which 16—we have 45 initiatives that were identified—are key ini-
tiatives that are focused on as priorities in the grant process which
Mr. Reiskin will talk about.

The Senior Policy Group has the responsibility for oversight of
homeland security grant funding for each of the individual States
and the urban areas on a day-to-day basis, so myself and John
Droneburg from Maryland, as is the same in the other jurisdic-
tions, we have day-to-day responsibility, and we track the overall—
in Maryland, for example, we have $369 million in all categories,
and then, of course, we have the $171 million from the NCR.

1The joint prepared statement of Messrs. Schrader, Reiskin, and Crouch appears in the Ap-
pendix on page 45.
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In that vein, we have directed our State administrative agents to
get together to start comparing information. That is happening.
And then the States have to coordinate their programs together
with the Federal Government and the local jurisdictions. And we
do that working closely with the chief administrative officers and
their practitioners through the Washington Council of Govern-
ments. But the other thing we have done since the last time we
spoke to you which is very important, is we have created these re-
gional program working groups, which are our people in the State
enterprise who are doing this work on a day-to-day basis. So, for
example, the key priorities, like critical infrastructure protection,
intelligence, information sharing, interoperability, we have work
groups that are organized that are accountable back to us so that
we are getting integration between the State dollars that are being
spent and the NCR dollars.

Moving on to program management, we are continuously improv-
ing our process to implement the strategy through the program
management function that has been established. As I said, we have
got $188 million in UASI, which includes a $13 million regional
transit grant. We are paying particular attention to the expendi-
ture rate as a first priority. The last time we talked to you, we had
a 17.6 percent expenditure rate on the total dollars. It is now 39.5
percent, so we have put a lot of focus on driving that program proc-
ess.

We believe that improving the project management process is
critical to the implementation of the plan, and we are very focused
on that.

I would like to also mention on these regional program working
groups, that they have representatives from our States. So, for ex-
ample, the individual who runs the critical infrastructure protec-
tion program in Maryland is the same person who is on the NCR
group, so they are tied together. My colleagues in the District and
Virginia have done the same thing, and it has led to things like,
for example, WEBEOC, which is an incident management product
that we piloted in Maryland. It is now being migrated into all the
jurisdictions so we are able to talk to each other and integrate our
operations centers. So there are very tangible outcomes.

Finally, the Office of National Capital Region Coordination has
facilitated a working relationship with Joint Forces Command here
in the NCR, which has been very productive. The Joint Forces
Command is helping to coordinate the DOD and NCR capabilities.
We are trying to figure out how to exercise together, and there are
monthly meetings now hosted by the Joint Forces Command with
Federal, State, and local officials to create visibility and
pri(l){ritization of all the exercises in the NCR, which is no small
task.

Finally, on the airspace incursion, I think Mr. Reiskin will talk
about this, but since we have met last, the Domestic Events Net-
work monitoring stations have been installed in the District in a
couple of places, as well as the HSOC, and there has been signifi-
cant improvement in that over the last year—or almost a year.

So I will stop there, and I would just say that we believe that
program management, which is a hallmark of DOD program man-
agement and strategy implementation, is our objective, and we are
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going to drive to continue improving that process to satisfactorily
meet our expectations.

Thank you, Mr. Chairman.

Senator VOINOVICH. I will now call on Mr. Reiskin.

TESTIMONY OF EDWARD D. REISKIN,! DEPUTY MAYOR,
PUBLIC SAFETY AND JUSTICE, DISTRICT OF COLUMBIA

Mr. REISKIN. Thank you, Mr. Chairman and Ranking Member
Akaka.

You heard from Mr. Lockwood about the extensive strategic plan-
ning process that we went through both before and subsequent to
the last hearing, and that did get us to a point by last fall where
we had a consensus on a vision, mission, goals, objectives, and pri-
ority initiatives.

You also heard from Mr. Schrader, who described how we ma-
tured our processes and relationships such that all stakeholders—
State, regional, local, Federal—leverage and complement each
other to support the intensive program management structure
needed to manage such a significant enterprise, which is what Mr.
Schrader just referred to in his closing.

So to pick up from where they left off, I want to bring you for-
ward to the present to explain how our work in recent months fol-
lows from and supports our strategic plan.

We met with members of your staff last December shortly after
having received the fiscal year 2006 homeland security grant pro-
gram guidance. Although the guidance was developed for a specific
set of grant programs, it did contain an element designed to look
more broadly beyond the grant program. The enhancement plan,
which was a part of the application process, as I understood it
when we met with your staff, would provide for enhancing our ca-
pabilities, not limited to single grant funding sources or a grant
performance period. While it did take that broader perspective, as
we went through the process, it did not get us to the level that
GAO recommends, and that we are striving for in terms of specific
outcomes, milestones, and performance measures for each of the
program areas.

That process, the enhancement of the planning process, started
with the identification of priority capabilities for the region that we
added to national priorities that were designated by the Depart-
ment of Homeland Security. Using our recently completed strategic
plan as a guide, the State and local leadership of the region identi-
fied six capabilities that represented the region’s priorities, so those
came directly from the strategic plan.

We then tasked regional working groups with undertaking capa-
bility reviews of each priority capability, which led to the comple-
tion of the enhancement plan. That plan, while rich in depth with
regard to our capabilities, is not an implementation document. In
other words, again, it does not specify outcomes, milestones, and
performance measures, nor does it identify the implementing par-
ties, specifically. It did, however, serve its purpose as a basis, that

1The joint prepared statement of Messrs. Schrader, Reiskin, and Crouch appears in the Ap-
pendix on page 45.
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was framed by the strategic plan for the leadership, allowing them
to develop its proposal for the 2006 grant applications.

As Mr. Crouch will discuss, we are now refining work in each of
those priority capability areas—we have 14 of them—which we will
fold back into the implementation aspect of the strategic plan. So
the enhancement plan work will support the broader need, in other
words, beyond the current UASI grant, and will help flesh out
many, though not all, aspects of the strategic plan.

Our written testimony provides a lot of detail on the process, and
we have provided the outcomes of that process to your staff. But
before turning it over to Mr. Crouch, I do want to summarize
where we were and where we are.

We had been undertaking our strategic planning process with all
the key regional stakeholders for some time when the Department
of Homeland Security issued strategy guidance last summer. We
then endeavored to adjust our process to come in line with that
guidance.

Then in December, just 2 weeks after we had completed the first
major phase of our strategic planning process, the Department
issued its grant guidance, which, while not completely unexpected,
represented a significant departure from previous guidance and the
processes needed to support them.

The new guidance was firmly grounded in the National Pre-
paredness Goal, which is a good thing and something that we in
the region very much support. It did, however, cause us to reorient,
because although our strategic plan was developed fully mindful of
the National Preparedness Goal, it did not use that goal as its
framework.

So using our strategic plan to provide the strategic direction, we
then had to begin a completely different process in order to execute
the grant application in order to align with the priority capabilities,
which then led to the development of the enhancement plan that
I referenced. That plan did flow from our strategic plan and was
worked essentially by the same people, those folks in the room that
Mr. Schrader referred to. More or less the same people who worked
on the strategic plan are the ones who then worked on the en-
hancement plan. The enhancement plan, however, is a very dif-
ferent orientation than the four goals of our strategic plan.

But with the enhancement plan now, we have gone a level deep-
er and with a different orientation that we will now fold back into
the maturation of our strategic plan into an implementation docu-
ment, as Mr. Crouch will now describe.

Senator VOINOVICH. Thank you. Mr. Crouch.

TESTIMONY OF ROBERT P. CROUCH, JR.,! ASSISTANT TO THE
GOVERNOR FOR COMMONWEALTH PREPAREDNESS, OFFICE
OF COMMONWEALTH PREPAREDNESS, COMMONWEALTH OF
VIRGINIA

Mr. CrRoUCH. Thank you, Mr. Chairman and Ranking Member
Akaka.

1The joint prepared statement of Messrs. Schrader, Reiskin, and Crouch appears in the Ap-
pendix on page 45.
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Mr. Reiskin spoke to where we have been and where we are now,
and as the newest member of this panel, it is my pleasure to speak
of the direction in which we are going. I think it is significant, as
the Chairman noted, that both the Chairman and the Ranking
Member made reference to the National Capital Region serving as
a model for the Nation. It has impressed me in the 2% months
that I have been in my current position that commitment strongly
exists among all of the participants at the local, State, and Federal
level involved in the National Capital Region efforts.

Certainly critical to that is our finalization of a strategic plan. I
have been asked by my colleagues to share with the Chairman and
the Ranking Member that it is our intention to have that final
strategic plan completed no later than August of this year. Incor-
porated into that final strategic plan, which we will use as our
guide for the coming years in working with our local, State, and
Federal partners, will be several efforts that are ongoing currently.
One is a detailed, rigorous assessment of preparedness levels by
our local partners and State partners entitled the “Emergency
Management Accreditation Program.” This reviews emergency op-
erations at all levels. It is a nationally accredited plan, one in
which only eight States have actually received accreditation, and
we will be applying the results of that exercise in the final strategic
plan, which we will have complete by August.

Additionally, we will also fold into the final strategic plan the re-
sults of the President’s and Congress’ direction for a nationwide
plan review. That effort will be completed in time to be rolled into
the strategic plan as well.

We would like to share with you some of the tangible accomplish-
ments that have occurred within the National Capital Region since
this group met with you last in July 2005. We have begun building
an interoperable communications platform, which will provide se-
cure, non-commercial, restricted access to critical region commu-
nications networks for both high-speed fiber optics and wireless
broadband mobile communications. This platform will ensure that
the infrastructure is in place for facilitating real-time, any-time
data communications within the National Capital Region. The first
stage of this effort, which will incorporate all the jurisdictions out
to the Beltway, will be completed by January 2007.

We have developed an electronic surveillance system called ES-
SENCE for the early notification of community-based epidemics.
ESSENCE uses both traditional and non-traditional data such as
a hospital emergency room chief complaints, military outpatient en-
counters, physician office visit claims, and over-the-counter medica-
tion sales to display potential epidemiological anomalies.

We have completed the National Capital Region Surge Capacity
Concept of Operations Plan to determine the available hospital
beds throughout the Maryland, Virginia, and District of Columbia
hospitals that would be available in the event of a critical event,
again, applying our all-hazards approach to these issues.

We are currently linking, as Mr. Schrader indicated earlier, all
emergency operation centers within the National Capital Region
and installing a common communication/emergency operation soft-
ware—WEBEOC.
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Each jurisdiction within the National Capital Region has been
supplied with an electronic citizen notification system, and we have
purchased a second round of turn-out gear for all firefighters with-
in the National Capital Region, thus allowing the individual fire-
fighter to continue to function, even if the first round of gear is con-
taminated during an incident.

As we move forward with our completed strategic plan seeking
to be the model of the Nation, our goal is to demonstrate that in
the complicated layering of government—Ilocal, State, and Fed-
eral—across jurisdictional lines in the National Capital Region,
perhaps unparalleled elsewhere in the Nation, that if we can get
it right here, our comrades throughout the country can also use
this as a template to approach their efforts and cooperation.

We also, as we move forward, appreciate the resources that this
Committee and others have extended to us and would like to reit-
erate the continuing need particularly for Emergency Management
Preparedness Grant funds to supply the resources we need to do
this work. Thank you, gentlemen.

Senator VOINOVICH. Thank you. Mr. Jenkins.

TESTIMONY OF WILLIAM O. JENKINS, JR.,! DIRECTOR, HOME-
LAND SECURITY AND JUSTICE ISSUES, U.S. GOVERNMENT
ACCOUNTABILITY OFFICE

Mr. JENKINS. Chairman Voinovich and Ranking Member Akaka,
I appreciate the opportunity to be here today to discuss the status
of strategic planning for emergency preparedness in the National
Capital Region. Effective strategic planning is essential for setting
clear goals and priorities, guiding the effective use of resources,
and measuring success and achieving targeted levels of prepared-
ness for all types of major emergencies, including catastrophic
events, whether the result of nature, accident, or deliberate action.

A well-defined, comprehensive strategic planning for the NCR is
an essential part of assuring that the region is prepared for the
risks it faces. The Office of National Capital Region Coordination
has worked closely with NCR member States, local jurisdictions,
and nongovernmental entities to establish collaborative working re-
lationships and processes for assessing emergency preparedness
needs and developing a strategic plan for the region. Such collabo-
ration and stakeholder input and buy-in is important. However,
there is still not a completed strategic plan for the region, and ac-
cording to the NCR, completion of the plan will require integrating
information and analyses from other documents, which the other
witnesses have described, that are completed or nearly complete.

A November 18, 2005, NCR presentation describes the NCR’s vi-
sion, mission, goals, objectives, and priority initiatives. This docu-
ment contains some elements of a good strategic plan, including
some performance measures, some target dates, and some cost esti-
mates.

On March 14, the NCR provided us with copies of additional doc-
uments that officials said were to be incorporated into the strategic
plan. Not yet available was the completed assessment of the NCR

1The prepared statement of Mr. Jenkins appears in the Appendix on page 62.
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and its individual jurisdictions using the Emergency Management
Assessment Program criteria.

The majority of the documents provided to us were developed in
response to DHS requirements such as the National Preparedness
Goal and in support of the NCR’s fiscal year 2006 homeland secu-
rity grant application. NCR’s investment justification in support of
its fiscal year 2006 grant application includes 12 of the NCR pri-
ority initiatives as identified in the November 18 core planning doc-
ument. These investment justifications include such initiatives as
mass care and citizen preparedness and participation. However,
not all of the 12 individual investments in the grant application
were among the region’s priorities.

For example, strengthening interoperable communications is a
national priority, and a regional priority, but it was not included
in the 16 priority initiatives that the NCR identified in November
2005. It is important and necessary, of course, that the NCR ad-
dress national priorities and goals in its strategic plan, but it is
equally important and necessary that a final strategic plan clearly
integrate national goals, priorities, and requirements with regional
goals, priorities, and requirements.

The plan should be based on an assessment of the risks the re-
gion faces and the capabilities needed to reduce those risks. The
documents we received have no discussion of those two elements.

A completed strategic plan that builds on the November 18 pres-
entation should review, strengthen, and clarify the following core
elements of a strategic plan: It should clearly identify initiatives
that will accomplish the objectives of each strategic goal; include
performance measures and targets that indicate how the initiatives
will accomplish the objectives; include milestones and target dates
for accomplishing individual initiatives; include specific information
on the resources and investment for each initiative; and it should
also clearly identify organizational roles and responsibilities for co-
ordination, integration, and implementation of the plan, including
clear assignment of accountability for implementing specific initia-
tives.

It is also important that the NCR plan identify how it relates to,
and leverages, the efforts and resources of the District, Maryland,
Virginia, and individual local member jurisdictions. We appreciate
that a regional approach to emergency preparedness has not been
the historic norm in the NCR or elsewhere. Emergency prepared-
ness has largely been approached as the responsibility of individual
local jurisdictions supplemented with mutual aid agreements.

We also recognize that a strategic plan, once initially completed,
is a living document that requires continual reassessment as risks,
capabilities, and resources change. But before the plan can be fully
assessed, it must first be completed.

Senator VOINOVICH. Thank you very much.

Mr. Reiskin, you are the deputy mayor in charge of prepared-
ness, correct? You are appointed by the mayor?

Mr. REISKIN. That is correct.

Senator VOINOVICH. The District is going to have an election in
November.

Mr. REISKIN. That is correct.
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Senator VOINOVICH. You are knowledgeable about the NCR. I
think all of you should recognize that if there is a change in leader-
ship, Mr. Reiskin may not have his job. It is important that you
take advantage of the fact that we have got some time, but not a
whole lot. I just bring that up.

Mr. Crouch, you have been in your job for 2%2 months?

Mr. CROUCH. Yes, sir.

Senator VOINOVICH. Your predecessor is now working for the De-
partment of Homeland Security.

Mr. CROUCH. Yes, sir. My predecessor, George Foresman, is now
Under Secretary for Preparedness for the Department of Homeland
Security, yes, sir.

Senator VOINOVICH. Obviously recognized for his background. We
welcome you to the team.

Mr. Jenkins, a very simple question is: Do you think that it is
possible for the NCR to effectively manage Federal homeland secu-
rity funds and be adequately prepared for a catastrophic event
without a collaboratively written final strategic plan?

Mr. JENKINS. In a word, no.

Senator VOINOVICH. If we had a natural disaster or terrorist at-
tack today, the NCR would be at a disadvantage because the stra-
tegic plan is not in place?

Mr. JENKINS. Well, I think it is hard to say how disadvantaged.
In a sense, I think it is a question knowing in what way they
would be disadvantaged. As I said, the real issue is identifying the
risks that you face and the capabilities that you need to be able
to address those risks. And in the documents that we have got,
there is very little discussion of the risks that are faced or the ca-
pabilities that are needed. There is a lot of discussion of particular
initiatives, of particular activities, of particular projects, but it is
not easy with the documents we have to figure out what they add
up to.

Senator VOINOVICH. So it is risks and capabilities. Those of you
that are charged with the responsibility of coordinating the NCR,
do you understand those things that GAO says are missing? And
are you responding to them? In other words, Mr. Jenkins, have you
communicated to the NCR what GAO thinks should be in the plan?
I encourage the NCR to use GAO as a valuable resource in devel-
oping their plan.

Mr. LockwooD. Mr. Chairman, if I may?

Senator VOINOVICH. Yes.

Mr. LockwooD. The working group here between Maryland, Vir-
ginia, the District, and DHS has worked collaborately—we have
worked together as a matter of course, just building out the docu-
ments, but we have also opened up the process to GAO to share
all of the documents we have. It is not as though we are providing
finished, copied, or camera-ready documents to GAO. We have
opened up our internal working process and our internal working
documents to GAO, which show exactly what we are doing.

GAO has been very open with the things that they expect to see
in a strategic plan to help us shape our requirements and our
phases as well. We have asked GAO to provide recommendations
of what they see or what they want to see in strong, guiding stra-
tegic plans.



15

Senator VOINOVICH. Can you give us a date as to when you be-
lieve that you will be able to announce that the plan is completed?

Mr. REISKIN. In our testimony, Mr. Chairman, we reference Au-
gust of this year, August 2006, as when we believe that we will
have the strategic plan done to the level that both we—and we do
agree with the GAO, that we are comfortable with in terms of hav-
ing adequate specificity in terms of milestones, performance meas-
ures, accountable parties. Of our strategic plan, we have identified
16 priority initiatives, and all of those by August will be developed
with all of those elements as prescribed by the GAO. And as we
have discussed with GAO, we welcome their input as we continue
to develop this.

Senator VOINOVICH. I should point out that you did not give GAO
the documents until March 14.

Mr. Jenkins, do you think that this August date is reasonable?

Mr. JENKINS. It is a little bit difficult for us to say. They do have
these other documents that they need to meld into it. I think they
do need an overarching statement of risks and capabilities that
they are aiming for, and at least in the documents that we got, that
seems to be missing. And I think that is an important component
of the plan that is not in there now.

Senator VOINOVICH. Do you understand that, that he wants risks
and capabilities? That is a big area.

Senator Akaka.

Senator AKAKA. Thank you very much, Mr. Chairman.

I would like to note that I am directing my questions on the stra-
tegic plan to Mr. Lockwood because his testimony focused on the
plan. However, I would like to invite any of the NCR representa-
tives to answer the following questions as well.

Mr. Lockwood, I want to clarify a few things in your testimony.
First, you mentioned that you are working on an update to the
NCR-HLS strategic plan. To me, this implies that a strategic plan
exists. I want to make sure we are clear. The document entitled
“NCR Plenary Session,” dated November 17, 2005, is this the docu-
ment that you are referring to as the strategic plan?

Mr. LockwooD. On the website in September, we published the
visions, the goals, and the guidelines. The document that you see,
the November document, is a much more detailed level, including
the accountability, the goals, and the measures.

One of the things that the region felt very strongly about was
their strategic plans, even though they did not meet the GAO cri-
teria, they continued to build upon and leverage the previous
agreements that they came to. The region agreed that this should
be an update of the regional strategic plan.

Three core pieces need to be folded in and we made the decision
to hold off until these three pieces were done:

One, the national review following Katrina, the review of the cat-
astrophic planning indexes needed to be done by the State, terri-
tories, District of Columbia, and all 75 major urban areas. That is
taking place now. Two, the enhancement review that you saw
through the Urban Area-Security Initiative and SHSGP money, is
also taking place.
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Last, the EMAP assessments, as we look at those core major
foundational projects, they will have much more detailed level that
need to be shaped and integrated into the strategic plan itself.

Senator AKAKA. One question about the document previously
mentioned, Mr. Lockwood. Is there a reason the document is not
labeled “Draft NCR-HLS Strategic Plan”?

Mr. LockwooD. The document that you have in front of you is
actually from the plenary session, where we had a host of Federal,
State, and locals, to review work that the individual groups worked
on from July through November and to agree on the framework
points for the UASI section, the next session. That document will
continually be updated. That document was also a core reference
point for driving the priorities for this year’s grant process.!

Senator AKAKA. When you appeared before the Subcommittee in
July 2005, you testified that the NCR had completed a draft stra-
tegic plan. Can you tell me how that document differed from the
NCR Plenary Session document?

Mr. LockwoobD. The vision, mission, goals, objectives, the guiding
principles have been consistent. The framework that we had hoped
to publicly announce and we had released on the websites back in
September, in fact, was done. The detailed levels to guide the
spending, the performance levels, the roles, the responsibilities,
target milestones, the key content that GAO is looking for in a
strategic plan, was not matured enough, and it took us several
weeks and several comprehensive meetings just to break out the
pieces that you see in that November plenary session.

Senator AKAKA. As I looked through your testimony, I found your
timeline for the strategic plan development confusing. You said
that the consensus-building phase lasted from August 2004
through June 2005, and the initiative development phase lasted
from June 2005 to November 2005. Yet when you testified before
the Subcommittee in July 2005, you said that you had completed
a draft strategic plan and that the final plan would be done in Sep-
tember 2005. When did your timeline change? And why?

Mr. LockwooD. There are a couple of key pieces in this. Again,
the vision, mission, goals, objectives, principles have been fairly
consistent as we were boiling these down and driving consensus
across those. By summer, those were pretty well completed. The
core problems that we have is at the detailed level and detailed
agreement on who has which responsibilities, who are the sup-
p}(l)rting organizations, what are the resources required to deliver
those.

The consensus process around the details takes much longer to
do. The other complicating fact is that the people that are exe-
cuting the programs are also doing the strategic planning. Thus if
there is a major event or if there is a major break in the workload
to do an event, we stop the strategic planning.

Senator AKAKA. Yes, well, my time is up, Mr. Chairman, but let
me ask one question of the rest of you, and you can give me a one-
word answer. Will you commit to keep the Subcommittee updated
on the status of the plan?

1The “FY 2003 Urban Area Homeland Security Strategy, National Capital Region,” October
22, 2003 appears in the Appendix on page 80.
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Mr. REISKIN. Yes.

Mr. CROUCH. Absolutely.

Mr. SCHRADER. Yes.

Senator AKAKA. Thank you. Thank you, Mr. Chairman.

Senator VOINOVICH. I would like to have you submit for the
record how you are going about keeping the Subcommittee up-to-
date on the plans so we have something in writing.

I am very happy to have Senator Warner here. Senator Warner
is the senior Senator from Virginia. This NCR plan has enormous
impagt on your constituents. Senator Warner, do you have a state-
ment?

OPENING STATEMENT OF SENATOR WARNER

Senator WARNER. Thank you, Mr. Chairman. I will ask unani-
mous consent to put my prepared statement in the record.

Senator VOINOVICH. Without objection.

[The prepared statement of Senator Warner follows:]

PREPARED STATEMENT OF SENATOR WARNER

Mr. Chairman, thank you for calling this hearing today to look at the prepared-
ness of the Nation’s Capital. I, unfortunately, was not able to attend your first hear-
ing on this topic last summer and very much appreciate your continued efforts in
this arena as it is of the highest importance.

After the September 11 attacks, the National Capital region’s congressional dele-
gation worked together to create the Office of National Capital Region Coordination
(ONCRQC). In the legislation creating the Department of Homeland Security we in-
serted a provision that created the office we have represented today. The ONCRC
has the mission to “oversee and coordinate Federal programs for, and relationships
with Federal, State, local, and regional authorities in the NCR.” While that doesn’t
sound terribly clear, the intent of the Members of Congress who created this office
is unified—we expect this office to help the region identify, plan, and prepare for,
and respond to potential homeland security incidents and to provide a coordinating
entity within DHS for that effort. To date much has been done but there is still
much more to do.

The NCR Office was intended to be a model of regional cooperation and I believe
that the Senior Policy Group (SPG) has fostered a strong relationship among the
local and state governments. However, the lack of a strategic plan guiding the day-
to-day efforts and long-term planning of the ONCRC is a glaring shortcoming. As
I have told the Office since 2003, the first step is for you to “define where you are
going so you know what the next step will be.”

I feel the lack of a plan and inadequate funding from the Department and the
Congress have left the Office with inadequate staffing levels or authority within the
Department. Each year I work to increase the staffing of the Office but we have
not been successful. Fortunately this year the President’s budget request includes
funds to hire one additional person and I hope this can be a sign of things to come.
We, in the Congress, have to help the ONCRC gain the resources necessary to get
the job done and I pledge to you to continue in that effort.

It is imperative not only for this region’s security but also as a model to the rest
of the Nation. The NCR has been pointed to by the Department as the type of entity
that should be mirrored in administering the Urban Area Security Initiative (UASI)
grants in 2006. Essentially, we are the only UASI area that has followed the re-
gional model in the past and others must now learn from our experience.

I look forward to hearing from our witnesses about the progress of the Office and
also to working with the Members of this Committee to continue to improve the re-
gion’s and the nation’s homeland security.

Senator WARNER. Mr. Chairman, I had a chance when the DHS
bill was on the floor to put in the provisions establishing the Office
of the National Capital Region, and I would like to first inquire of
Mr. Lockwood. I see there is a $1 million increase for the staff.
That is on top of what is the base sum today in last year’s budget.
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Mr. LockwooD. The current budget calls for five people in the
office, and the total budget to pay for staff is $892,000.

Senator WARNER. So the million then is practically a doubling?
You got another million? Is that it?

Mr. LockwooD. That would be correct, sir.

Senator WARNER. That is pretty good. Now, how did you lobby
that through? [Laughter.]

Mr. LockwooD. By working a strategic planning process that
showed the value.

Senator WARNER. Well, then, I am not trying to be critical. I am
very pleased, because having had a hand in establishing this office,
I just want each of the witnesses to describe how effective it is
going and whether or not we here in Congress could give you as-
sistance. The budget is getting more satisfactory. How many people
do you have working now on the current budget you have?

Mr. LockwooD. Currently, we have three onboard. We have a
few detailees, and with the half-year funding, we will be hiring two
more.

Senator WARNER. I see. Well, that is very helpful.

Then I would ask Mr. Crouch, from the Commonwealth of Vir-
ginia, how effective do you feel this arrangement has been thus
far? And does it need any improvements, statutorily or otherwise?

Mr. CROUCH. Your last question first, Senator Warner, I am not
aware of any statutory change that is needed at the present time.
My impression, as you are aware, Senator, I joined Governor
Kaine’s administration in this capacity following George Foresman.

Senator WARNER. George Foresman served with great distinction,
and we know that, all of us.

Mr. CROUCH. Yes, sir. My view from my observations over the
past 2%2 months in this regard is that it is working very effectively.
There is a great deal of communication between the two States and
the District, with Mr. Lockwood’s office. Mr. Lockwood’s office has
been extremely responsive to—speaking for Virginia. I cannot
speak for Maryland or the District, but to a variety of activities and
events that we have been participating in regarding preparedness
and, again, in the all-hazards approach, and I would say in that
regard that the office has not limited its focus on the National Cap-
ital Region alone, but also viewed the rest of Virginia as an exten-
sion of that, participating in our recent pandemic summit in Rich-
mond as well as working with us as we continue to develop our In-
telligence Fusion Center at Virginia State Police Headquarters in
Richmond. So I am looking forward to our continued relationship
and believe that the concept is a sound one.

As we discussed earlier in testimony, the National Capital Re-
gion presents challenges that may well be unique in the Nation in
terms of, one, we are the seat of the Nation’s Government, but also
we have two State jurisdictions as well as the District of Columbia,
multiple local jurisdictions in Northern Virginia and in the Mary-
land suburbs. And if we can get it right here—and we have a duty
and obligation to get it right here—then certainly folks elsewhere
in the Nation can get it right as well.

Senator WARNER. Well, it is imperative. This is the Nation’s cap-
ital. Putting aside all politics and everything else, our three con-
stituencies—Virginia, Maryland, and the District of Columbia—
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have to frequently act as a greater metropolitan area serving the
Nation’s capital. So this is why we put this together, and I judge
your report to be satisfactory.

I would like to have the Maryland perspective, Mr. Schrader.

Mr. SCHRADER. Yes, Senator. We are very pleased with the work-
ing relationship. I know Tom very well. He was actually on Gov-
ernor Ehrlich’s staff when he was still in the Congress, and I had
the privilege of Tom being my deputy in Governor Ehrlich’s office
before he came to the National Capital Region. So he is very well
aware of the imperatives at the State level. His leadership on driv-
ing the development of the strategy was very important. He basi-
cally decided well over a year and a half ago that we were going
to get this done, and it was his dogged determinedness that we
were going to get it done. And we are continuing to work in a col-
laborative manner with him.

Clearly, the States and the District of Columbia have a responsi-
bility with driving the preparedness efforts within our jurisdictions
in collaboration with the NCR, and so we have a major responsi-
bility for facilitating and making sure that effort is successful. And
Tom, with very limited staff, we believe has—or I believe has done
an excellent job of facilitation.

Senator WARNER. He has achieved something that many would
be envious of, doubling his budget. [Laughter.]

However, we are aware that there is still work on that front to
sustain it.

Mr. SCHRADER. Yes, sir.

Senator WARNER. Mr. Reiskin.

Mr. REISKIN. Thank you, Senator Warner. I would echo the senti-
ments of my colleagues. I would add also that here in the District
in particular, but in the region, because of the significant Federal
presence, what’s the most challenging thing for us to deal with is
coordination with the Federal Government. It is not coordination
across State lines. It is coordination with the various Federal agen-
cies.

What we look to from Mr. Lockwood’s office is coordination across
the Department of Homeland Security, across the Executive
Branch, and then across the entire Federal Government. And that
is something that is a pretty awesome task for five people to do.
So I think that increased staffing is probably well warranted. The
examples that the Chairman and the Ranking Member gave in
their opening statements about the airspace incursion and other co-
ordination issues, the airspace incursion was the FAA, it was the
Department of Defense, it was the U.S. Capitol Police. So this is
spanning many agencies and two branches of government, and it
is very difficult for us at the State and local level to coordinate
independently with all those different entities, and that is great
value that the Office of National Capital Region Coordination has
brought to us here in the District and the region.

Senator WARNER. With the Chairman’s indulgence, I would like
to have one more question.

Senator VOINOVICH. Certainly.

Senator WARNER. All of us remember where we were on Sep-
tember 11, and I was here with my colleagues in the Senate, and
later that afternoon I decided that I would go over to the Depart-
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ment of Defense, where I spent 5 years of my life working there—
I will never forget it—and joined the Secretary of Defense and oth-
ers, went out to the crash site on that facade of the building that
was struck, and witnessed just the magnificent performance of all
levels of fire, police, security, Red Cross, just coming together to
work. And being an old communicator in the military, I have al-
ways been interested in communications, and I would like to
know—and I have followed this through these ensuing years. Do
we now have a network of communication between our fire and our
police and other rescue workers in this National Capital Region
that meets the criteria that you presumably have settled among
yourselves? And are the recipients of the funds, individual police
and fire and rescue services, satisfied and join you in your opinion
as to what the situation is?

Now, who would like to lead off? Why don’t you talk, Mr.
Lockwood, and then I will get to the other three quickly.

Mr. LOCKWOOD. Sure. Just to create the framework for coordina-
tion between the multiple jurisdictions within the NCR, the mul-
tiple jurisdictions, we were able to bring a number of the CIOs to-
gether to look at how they are investing within their State enter-
prise or local enterprises and start integrating. We used some seed
money from DHS, some monies or resources that were available
through the local tax base, to start coordinating the actual net-
works themselves, then to integrate in the operation, the operators,
the migration of databases, the maturation——

Senator WARNER. My time is going to run out. I just simply want
to know: Do they have in their hands the equipment today in the
fire and rescue and police and other services to handle a catas-
trophe if it hit this afternoon?

Mr. LockKwoOD. They are better today than they were on Sep-
tember 11. We still have a long way to go.

Senator WARNER. That is not too good after all these years, I
have to tell you, gents.

Mr. Reiskin.

Mr. REISKIN. I would say in terms of voice interoperability, we
are fairly interoperable between police, fire, emergency medical,
and between the different jurisdictions. We are better than we
were in 2001. We have, additionally, purchased and deployed at the
suggestion of the responders a regional radio cache that we have
put into use and will put into use during disasters that adds an
additional 1,250 radios that are fully interoperable across all levels.

Senator WARNER. Wait a minute. Where are we? What is existing
togayz If it happened this afternoon, what have you got in hand
today?

Mr. REISKIN. Well, all of the responders have radios that are
largely interoperable with each other. We also have these caches
that exist today that we would deploy. We have a protocol for de-
ployment. We have a protocol for implementation. We would kick
in that protocol and get those additional 1,250 radios out to folks
so that we could communicate across the entire region.

Senator WARNER. I am having a tough time digging through this
testimony to figure out where we are. Give it a shot, Mr. Crouch.

Mr. CROUCH. Yes, sir, Senator. I think what Mr. Reiskin is trying
to say is that we have made great progress, that by and large our
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local fire/emergency responders throughout the region do have com-
munications interoperability capability today that they did not——

Senator WARNER. It is the “by and large” that worries me. I tell
you what. I will let you gentlemen put this in for the record. But
anything, Mr. Schrader, you want to add to this?

Mr. SCHRADER. Nothing additional, sir.

Senator WARNER. Just tell me what is in place today, and if it
does not meet your objectives, what is the timeline which you need
to get the objectives? And do you need further funding specifically
directed by the Congress or Homeland Security or wherever the
deep pockets are to bring you up to speed? Because, gentlemen, if
another crisis hits in this community and we are all running
around like we were on the afternoon of September 11, the people
of this community should chuck us all out.

Senator VOINOVICH. Thank you, Senator. The question you asked
was going to be the first question I asked, and while you are here,
I think it is real important that I have tried this last time around
to get more money for the EMPG grants, and I would like you to
let Senator Warner know how important that is, because my col-
leagues do not seem to understand that if you do not have the re-
sources at the State level to have the people that can get the job
done, you cannot get it done.

Would somebody comment before we go to vote?

Mr. SCHRADER. Senator, it is vital for the local jurisdictions live
and die on EMPG grants. Without that money, we cannot keep
these programs going, and a lot of the local

Senator VOINOVICH. What are EMPG grants?

Mr. SCHRADER. The Emergency Management Program Grant
funds. They are absolutely essential, and they are matching grants,
and our local jurisdictions, which is where our programs live and
die, need those dollars. There is no question. We could not operate
without them, and it is a very difficult process.

Senator VOINOVICH. The budget right now is absolutely inad-
equate to get the job done?

Mr. SCHRADER. Right.

Senator WARNER. Then we need a line item to change it.

Senator VOINOVICH. Well, why don’t the two of us work on it and
put it in the budget.

Senator WARNER. It is not that I am trying to get added protec-
tion for Members of Congress. But we do have the responsibility
here in the Nation’s capital of literally millions of tourists at any
time of day or week. We do have the three branches of the govern-
ment collocated here, with the heads of the respective branches col-
located here, and the functioning of our government is highly de-
pendent on the interoperability of the three branches of govern-
ment in a time of crisis. That in turn is dependent on the infra-
structure that can react to a crisis and give us the means by which
to continue to function as a government.

I guess we do not have it in place this day. Is that about right?
Maybe a little voice communication?

Mr. CroucH. I think we have extensive voice interoperability.

Senator WARNER. You do? Then I do not want to underestimate
it.

Mr. CRoucH. We will get documentation of that for you.
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Senator WARNER. Well, what I would like to do is have a docu-
ment signed by all of you saying this is our consensus of where we
are today, where we need to go, and what are the mechanics,
money or otherwise, to get there.

Mr. CROUCH. Yes, sir.

Senator VOINOVICH. Senator, I am also going to ask Mr. Jenkins
what—you can answer. He is from the GAO. He is looking at this.
What is your answer to this question, Mr. Jenkins?

Mr. JENKINS. You mean the interoperability?

Senator VOINOVICH. Yes, sir.

Senator WARNER. Today.

Mr. JENKINS. I would agree with what they said; that is, there
is partial interoperability but not complete, and they have asked
for money in their grant to buy radios for Prince George’s County,
for example, who is not totally compatible with everybody around
here. So if they had to bring in Prince George’s County, you prob-
ably would have some communication problems.

Mr. CroUCH. If I may, Mr. Chairman, respond also to your ques-
tion regarding the Emergency Management Preparedness Grants,
I think it is significant that in fiscal year 2006 there was $183 mil-
lion appropriated for that. The National Emergency Management
Association has asked for $270 million, and the President’s budget
currently has $170 million in there. So we certainly appreciate the
Chairman’s support.

Senator VOINOVICH. We were able to get $10 million last year,
but maybe with Senator Warner’s help and a few others, we can
get additional funds to take care of your situation.

Mr. CROUCH. Yes, sir.

Senator WARNER. You know, it is amazing, Mr. Chairman. The
budget which I have under my jurisdiction, as Chairman of the
Armed Services Committee. The Department of Defense’s budget is
nearly half a trillion dollars. And the Pentagon is part of the net-
work and could again be the target. We just simply—we will get
to the bottom of it. Thank you very much. But give us that analysis
as quickly as you can.

Senator VOINOVICH. My problem around this place is that we
have silos all over, this appropriation, that appropriation. As a
former mayor and governor, it bothers me to sit back and see that
the big picture is not being considered. We should consider the type
of relationships that the DOD and the NCR have, and whose pro-
grams we fund. We could respond to it in a very constructive fash-
ion.

Let me get back to the interoperability. When I was governor, I
got chewed out by a lot of people because we appropriated $270
million to go to 800 megahertz radio system. I would really like you
today to tell the Subcommittee where you are with the voice and
where you are with data communication? How much have you
spent on it so far in terms of additional dollars? How much money
do you need in terms of the dollars that are being allocated to the
region and then to your respective States? Which portion of those
dollars have you allocated to support this communications set-up?

Mr. Lockwood, as I mentioned in my opening statement, Hurri-
cane Katrina taught us the importance of a clear chain of com-
mand, and in the event of a natural catastrophe or major terrorist
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attack in the District or other regions in the NCR, is there any sin-
gle official in charge who would have command authority over all
of the resources in the region at the Federal, State, and local level?
And if not, should there be?

Mr. LockwooD. If there is an event, whether it is in the National
Capital Region or any other region of the United States, the Na-
tional Response Plan and the National Incident Management Sys-
tem will be utilized. If it takes place in the District, the District
is going to be accountable. Our region will be supporting the D.C.
Government. If national resources are required, they will be pro-
vided through an emergency management structure that will sup-
port our local governments.

The coordination we are trying to do on a daily basis with the
Federal family in the NCR is where those activities occur in the
first few hours so that we do not, through protective measures and
through protocols, mis-position ourselves. That is an ongoing chal-
lenge we work with.

Senator VOINOVICH. I am going to recess the hearing to go vote.
I would ask Senator Akaka when he comes back to take over and
continue with his questions.

[Recess.]

Senator AKAKA [presiding]. The hearing will be in order. I want
to thank you again for your testimony. This question is for any
member of the NCR. Your joint testimony stated that the NCR web
portal allows you to share regionally relevant data. Can you tell me
what “regionally relevant” means? Specifically, does it include in-
formation on how each individual jurisdiction spends its own local
and homeland security funds? Mr. Reiskin.

Mr. REISKIN. I can try to respond. First, this portal was estab-
lished as a workspace to give all the stakeholders or the relevant
stakeholders in a region visibility into various programs, not just
spending, but other aspects as well. With regard to spending, the
data that is there now is the regional homeland security dollars,
the UASI grants from all grant years. It also has some of the State
homeland security fund data. It does not have local fund data from
any of the government sources.

As Mr. Schrader pointed out, the people who are responsible for
the State and local homeland security spending in the respective
jurisdictions are the same people, the people here, and the local
level folks that we work with, the chief administrative officers.
They are the same people who are doing the regional planning. So
whereas, we don’t have a single place where we could go where you
could see how much my police department is spending out of local
funds towards preparedness—it is a significant amount—I am at
the table and making the State decisions and making the regional
decisions, and we are coordinating and leveraging.

As an example, as we have developed the radio network that we
were just talking about, and built up the radio interoperability, we
have invested at different levels in different jurisdictions based on
where they were, what investments had already been made. Many
local jurisdictions had gotten themselves the 800 megahertz. In
some circumstances we used regional funds to fill gaps in order to
get everybody up to the same level.
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So we do make all decisions very much mindful of where the re-
gional, State, and local spending investments have been made and
will be made.

Senator AKAKA. I look upon what you said as representing the
group of you here.

Mr. Jenkins, would you care to comment on this issue? Do you
agree with that definition of regionally relevant information?

Mr. JENKINS. I think our perspective on this is—I know that the
last time we had a hearing, our position was described as a book-
keeping exercise, and I certainly do not agree with that. The basic
issue here is that UASI is a regional source of money, and to be
used effectively it has to leverage the money that is being spent
elsewhere. So that it is an enhancement to money that is being
spent elsewhere. It is not duplicative and it is not supplanting that
money, it’s not being used to displace local funds, and therefore,
you do at the very least need to know what the money is being
spent on, for what purpose. I think it is better to know where the
dollars are coming from and how much you can leverage, but at the
very least you need to know what the money is being spent on, for
what purpose, and in what way that UASI can be leveraged? It is
supposed to complement and leverage these other monies.

Senator AKAKA. To any member of the NCR, in 2005 DHS con-
ducted an exercise in New Orleans called Hurricane Pam to test
Federal, State, and local emergency response capabilities at that
time. How many similar exercises has the NCR conducted?

Mr. LockwoobD. In the NCR, we do a number of events, including
State funerals and special events. We look at every event in the
National Capital Region. As an event, we look at the hot washes
of the event to see what we did well and what we would like to
do better. This is in addition to the major exercises that are played
in the National Capital Region.

One of the challenges that we have had with the different Fed-
eral activities and State or local activities, is how do we start inte-
grating the lessons learned from the exercises to the resource
spending or into operations themselves? That has been a challenge,
and that is part of the focus in the partnership with the Military
District of Washington, where we are trying to coordinate those
Federal exercises and activities so we don’t have multiple exercises
overlapping on similar objectives. That is a challenge.

Senator AKAKA. Mr. Reiskin, at the July hearing, you testified
that DHS and the District were working on an improved commu-
nication protocols for major security incidents in the District. Can
you please tell us if those protocols have been implemented, and if
communication between the District and DHS has improved? Spe-
cifically, can you provide us with an example of incident that oc-
curred in the District since last July and describe the coordination?

Mr. REISKIN. We did develop protocols. We developed generic pro-
tocols, although it did stem from that airspace incursion incident,
and I can tell you that we have had a number of airspace incur-
sions since then, and the protocols have worked as drafted. We get
notification now through multiple paths, including through the De-
partment of Homeland Security, but also directly from the FAA. So
I believe that issue, which was certainly a problem for us, that par-
ticular one, has been addressed.
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There are other areas of notification that we are still working on,
frankly, and as I mentioned previously, the challenge of Mr.
Lockwood’s office, I believe, is not just to coordinate with the De-
partment of Homeland Security—and our coordination with them,
I would say, is excellent—but across the rest of the Federal Gov-
ernment, including the Legislative Branch.

Mr. Lockwood’s office is currently convening a multi-agency
group including Defense, Health and Human Services, Justice, and
State and locals in this area to deal with bio-events. We solved the
airspace incursion and similar events to that. We are now moving
to bio-events, such as some of the false readings of anthrax that we
have had at the Pentagon in the last years or so.

So we have made very good progress in terms of airspace and
some other incidents. In other areas, it is still a work in progress.

Senator AKAKA. Mr. Reiskin, September 11 demonstrated the
challenges of evacuating the District. The Metro stopped running.
The main bridges and roads through Maryland and Virginia were
gridlocked, and emergency response personnel trying to cross the
city just made traffic worse at that time. What has the District
done to improve evacuation capability since September 11?

Mr. REISKIN. After September 11, we developed an evacuation
plan and communicated that plan. We did a mailing to households
in the District. We did that, I think, a couple of times. We devel-
oped signal timing capacity so that we could essentially flip a
switch and time all of our outgoing signals to stream the traffic
outbound on evacuation routes that we labeled. We established an
intersection control program where we deployed people to make
sure that the traffic is moving in the downtown area to clear people
out. We deployed closed circuit television cameras all around the
District, so that within the Transportation Management Center,
which we stood up after September 11, we can monitor in real time
what is happening on the streets, and then we can divert or send
intersection control or other resources accordingly.

We also—I think we discussed at this hearing last year—have
exercised our plan. We exercised on July 4. It was an actual quasi-
real exercise where we put the plan into place, and although it
wasn’t during an emergency situation, it did provide us some valu-
able information.

Last year with our homeland security funds, we funded the de-
velopment of a regional walk-out plan so that we can plan for, as
practically happened, such on September 11, the facilitation of peo-
ple leaving the District on foot as well as and safely in coordination
with the people leaving in cars. We have purchased emergency gen-
erators for our downtown intersection signals, so that if we lose
power, we don’t lose the traffic signals. We are also investing in
some scenario planning that we will exercise to see how different
kinds of events would impact our evacuation flow. And we brought
home the message of shelter in place, versus evacuation, tried to
do that strongly through our educational awareness campaign.

We have, since Hurricanes Katrina and Rita hit, been reevalu-
ating our plan. We're currently in the process of updating our evac-
uation plan. We are looking specifically at the issues surrounding
people with special needs and people without their own vehicles.
Our plan did contemplate having buses available to move people
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who don’t have the ability to move themselves. But what we are
doing now, is we are doing a little bit finer-grain analysis, looking
at census data, looking at DMV data, to make sure and update
where folks are that don’t have cars so that we can deploy our
buses in the right places, and make sure that people in those
neighborhoods are aware of where they need to go should they be
required to evacuate.

We are also looking at expanded rail and water-based modes of
transportation to enhance. So we have done, I think, a significant
amount, and we feel fairly confident that we could move a signifi-
cant amount of people out of downtown in a relatively short period
of time, notwithstanding what you see on a normal rush hour when
that is not our goal to just get people out.

But I do want to add that we see a scenario whereby we would
have to evacuate the entire downtown or a large part of the Dis-
trict as being a very unlikely scenario, and we continue to push the
message that in most cases and in most types of events, the best
course of action, the safest course of action, will be to stay where
you are.

Senator AKAKA. Mr. Chairman, let me finish by asking Mr.
Schrader and Mr. Crouch, has Maryland and Virginia been in-
volved in evacuation planning?

Mr. SCHRADER. Absolutely. Since Katrina, we have actually gone
back as part of the National Plan Review, and pulled all of our
States and 26 jurisdictions, together, and are developing a detailed
evacuation plan for Maryland, which will then be coordinated back
with the National Capital Region. Of course, Montgomery County
and Prince George’s County are in the National Capital Region.

Our policy is to have—our programs are statewide programs, and
then we coordinate them with the NCR.

Senator AKAKA. Thank you.

Mr. CrROUCH. Yes, Senator. Virginia’s efforts are very similar to
Maryland’s in that regard, and they have included discussion
among all of our jurisdictions. Most recently in the National Cap-
ital Region there was also a meeting of the chief administrative of-
ficers of all the counties and cities of the Virginia jurisdictions in
the National Capital Region with their counterparts in outlying
counties and cities, to discuss the capacity of the outlying counties
to anticipate and care for a surge of evacuees from the National
Capital Region.

So these efforts are ongoing, and to some extent existed before
Katrina and Rita, but certainly, have been reexamined and
strengthened since that time.

Senator AKAKA. Thank you very much for your responses. Mr.
Chairman.

Senator VOINOVICH [presiding]. Thank you, Senator Akaka.

Mr. Reiskin, sometime ago, we talked about the issue of law en-
forcement agencies, and their communications with each other and
coordinating their resources in the event of a terrorist attack. Are
you getting the kind of cooperation that you should? Is this part
of your strategic plan?

Mr. REISKIN. Yes. There are actually 35 different law enforce-
ment agencies that operate within the District of Columbia. So it
is somewhat of a challenge, but the major agencies, such as the
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Capitol Police, the Park Police, the Secret Service, we work every
day with them at the Metropolitan Police Department. Just a cou-
ple of hours ago we had a suspicious package at 15th and E, right
by the White House. That is something that is jointly managed be-
tween the Secret Service and the Metropolitan Police Department.
We have actually deployed Metropolitan Police Department officers
into the command centers of the Capitol Police and the Secret Serv-
ice on a regular basis, and certainly any time we have an event,
we have their folks in our command center as well.

For every major event, and for things as small as the National
Marathon this past weekend, we jointly develop our plans with all
of the law enforcement agencies in the District, and often in con-
junction with those in the region. So I would say largely our coordi-
nation within the law enforcement community is very strong.

Last year, in addition, we invested some of our UASI funds to-
ward the development of a law enforcement data sharing network,
which was more on the prevention side, perhaps, than the response
side. This will help significantly in terms of information sharing
across the region between all of our law enforcement agencies.

Senator VOINOVICH. So you think that there has been a signifi-
cant improvement from what it was?

Mr. REISKIN. Absolutely, on a daily basis, I can at least say for
the major ones. There are some very small law enforcement agen-
cies, but I don’t think they’re really a significant issue.

Senator VOINOVICH. It is my understanding that if something
happened in Maryland or Virginia, or the District, Maryland would
be in charge, or Virginia would be in charge, or the District would
be in charge. Mr. Reiskin, if an event happened in the District you
would have the job of accessing all the resources. You would be
able to access Virginia or Maryland to help you to get the job done?

Mr. REISKIN. That is absolutely correct.

Senator VOINOVICH. Mr. Lockwood, where would you fit into the
picture? Would you be sitting there next to them in the chair or
would you be in communication with them because of your respon-
sibilities?

Mr. LockwooD. Yes, sir. Typically for most of the event plan-
ning, I coordinate across different operation centers. I coordinate
physically with several of my partners. In the event of an emer-
gency, I will go to the inter-agency group that is trying to coordi-
nate the Federal Government to provide——

Senator VOINOVICH. Do you have a command center?

Mr. LockwoobD. Yes, sir. The Inter-Agency Working Group is at
the Nebraska Avenue Complex under the Operations Division. Dur-
ing the event of an emergency, that group, whether the emergency
is here in the National Capital Region or any other place in the
United States, it will surge representatives of various Federal
agencies, including the Legislative Branch, to integrate our re-
sponse to the State and local governments.

Senator VOINOVICH. Good. I really want all of you to tell me what
needs to be done to complete the strategic plan. What is the
timeline and milestones? I would like it in writing, and sent to Sen-
ator Akaka, as well. I want our staff to be able to monitor your
progress. I would also like a full picture on where you are in terms
of communication. How much money have you put in, how much
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additional money would you need to take it to where it should be.
In my State, I put 250 million into it, the next governors put addi-
tional money into it. We are in pretty good shape relative to the
rest of the country.

I would also like to know your EMPG needs. I would like to
share that with Senator Warner and my other colleagues. Mary-
land and Virginia should make sure your two Senators understand
how important EMPG is. I am going to try and get additional
EMPG funds because I know how important it is to you.

Mr. Jenkins, you have had a chance to listen to this testimony
here today. Are there any thoughts that you have, comments about
some of the answers of some of the witnesses, and wrap it up from
your point of view at GAO?

Mr. JENKINS. I would say it is certainly our view that this group
sitting at this table and the region as a whole has definitely estab-
lished a cooperative working relationship that is very important for
being able to accomplish what they need to accomplish.

I think our concern still remains—and this is the thought I
would like to leave—is that the documents that we saw are task
and project oriented, and what we were having trouble looking at
them and understanding is task and project oriented to what end?
What is it that you want to accomplish? And it comes back, as I
said, from my perspective, to the risk and capabilities, what do you
want to get?

When you look at the things, for example, it says “immediate” as
the sort of measure, and immediate has to have an operational
measure. In other words, what do you mean by “immediate” in
terms of being able to evacuate people? So it really needs, from our
perspective, to have—it should be a road map, and that road map
should say when I get there, what is it that I want to be able to
accomplish, and what is it that I want to be able to do, and how
can I best do that with the resources I have? Because you will
never have all the resources that you need, so you inevitably are
going to have to make tradeoffs, and then on what basis are you
making those tradeoffs?

And we would like to see that in the plan because that is how
you can then understand where you are trying to go and how you
are going to get there. Right now these documents have a lot of
very useful information in them, but it does not really tell you very
much about the destination.

Senator VOINOVICH. Senator Akaka.

Senator AKAKA. Thank you, Mr. Chairman.

Mr. Reiskin, I know that the District uses text messages and e-
mails to alert residents to emergency conditions in the District.
How many of the one million people who live and work in the Dis-
trict can be contacted through the current emergency alert system?

Mr. REISKIN. I can’t tell you how many can be. Right now of the
roughly 580,000 residents in the District, we have about, I believe,
18,000 who have registered for the text alert system, and that real-
ly is one of four means that we have to reach people during an
emergency, but it is a significant one. One of the goals that I have
tasked our emergency manager with is a significant increase in
that number, getting up towards over 100,000 people, working also
with some local private sector folks to help us on the outreach ef-
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forts towards that goal, because the real-time awareness of an
emergent issue is something that we believe is very critical, and we
think that we need to take it to a much higher level.

We have, in the region, invested in this text alerting capability
across the entire National Capital Region, and I don’t have the
numbers, but we can certainly get you the numbers for across the
whole region how many people we have signed up to date, and both
in the District and the National Capital Region we’re working to
get those numbers up.

Senator AKAKA. Besides the text messages and e-mails to alert
the people, do you believe that the District needs a siren system,
and if so, are there plans to do that?

Mr. REISKIN. We are currently piloting—again, this is a regional
project—we’re piloting a siren project that the District, frankly, has
gone back and forth quite a bit on the siren issue. I think that gen-
eral consensus has been that sirens are not very helpful in an
urban environment.

Our primary means of communication during an emergency, we
have the text alert system, we have the emergency alert system,
which is akin to the old emergency broadcast system, where we can
take over the airwaves, radio and TV, to get messages out. We
have, of course, our emergency portal on our website, and we have
a reverse 911 telephone system, where we can call out to the entire
District or certain neighborhoods. We think that those four compo-
nents give us pretty good reach in terms of getting messages to
people on an urgent basis.

We are, however, as part of the region, taking part in the pilot
of the siren system. We are also looking—I mentioned that we are
putting emergency generators in place, or will have the ability to
do so at our downtown intersections. The electronics that are asso-
ciated with a modern traffic signal system actually would give us
the capability to send messages out in a very localized way, not
just sirens, but actual voice messages. So we're also looking at that
system as a way to deal with the outdoor warning system.

Senator AKAKA. Mr. Chairman, let me ask Mr. Lockwood.

There are more than 150,000 Federal employees who work in the
District, a portion of which are critical personnel, who support Fed-
eral Continuity of Operations, and Continuity of Government Re-
sponse Plans that are activated during an incident in the NCR. In
the event of a major disaster within the NCR, there is no doubt
that considerable confusion will exist, including traffic jams, power
outages, and major disruptions of public transportation.

I am concerned that Federal employees with COOP and COG re-
sponsibilities will be immobilized in this confusion and unable to
execute COOP and COG plans in a timely fashion. My question to
you is, what has been done to coordinate Federal COOP and COG
plans with the District emergency evacuation plans?

Mr. LocKwOOD. In our region, we have over 300,000 Federal em-
ployees. A significant number of employees are not COOP/COG, but
we have critical personnel that need to get to where they need to
go to support continuity of government and continuity of oper-
ations. For the coordination of this, one of the key efforts that we
have been looking at is how do we credential people, pre-identify
people so that we don’t walk into where we were on September 11,
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12, and 13, when people couldn’t get to where they needed to be.
This is the interoperable identity management piece that we have
been looking at for leveraging the Federal framework of FIPS 201.
This region is probably the first region in the Nation that is looking
at how to coordinate first responders and critical support people to
cross through lines.

Additionally, from the Federal side, we have programs under
way to look at how we rally people and get them to where they
need to be. They will be integrated into the testing scheduled that
occurs every year. So those are actively engaged. But one of the key
things that the Federal Government, State and locals, the identity
management piece, where we are integrated is really a priority for
the Federal Government to complete.

Senator AKAKA. Thank you. Mr. Reiskin.

Mr. REISKIN. If T could add one thing that Mr. Lockwood didn’t
mention, but that he’s really been instrumental in doing, is inte-
grating the NCR State and local governments into the Federal
COOP/COG exercise process. So while we're fairly confident right
now with our ability to move people out of the downtown in the
event of an emergency, integrating us into their exercise process
will give us some better visibility into what kind of impacts there
are. As Mr. Lockwood said, it’s not all 150,000 employees who need
to get out, but we do need to make sure that the ones who do need
to move, can move, and by integrating us into that exercise, I think
that will give us the visibility to determine whether we are there
yet or what we need to do to fix it if we’re not.

Mr. LockwoOD. A key piece of this was in previous cycles, local
governments, State governments, were not represented within
these discussions. They were simulated. It think it’s important, and
I believe that the Secretary thinks it’s vitally important, that we
include our State and local partners in this discussion. Further-
more, as we look at these exercises and events, if there is some-
thing that’s going to force a COOP action with the National Capital
Region, there also needs to be a way to have an integrated Federal
response. That integrated Federal response does require joint oper-
ations space, and we are actively looking at that with regard to our
exercise strategies as well. For each exercise we want to make sure
that the mix of Federal, State, and locals have an understanding
of where they need to go in the event of an emergency, to integrate
the response to support local government.

Senator AKAKA. Thank you for your responses. As you can tell,
the Chairman and I are vitally interested in knowing what you've
done thus far, and look forward to those kinds of documents.

I would like, Mr. Chairman, to close by associating myself with
the comments you made about the EMPG grant funding while I
was gone. I understand you spoke about that for about 5 minutes.
Rest assured, we are committed to increasing EMPG funds.

Thank you very much, Mr. Chairman.

Senator VOINOVICH. Thank you, Senator Akaka.

Again, for the record, I would like to have the written plan, and,
Mr. Jenkins, I am going to ask you to look at it. Mr. Lockwood, I
expect that Senator Akaka, and I will spend some time with you
as we have along with the plan.
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Senator Akaka, I think it might be very worthwhile to schedule
a hearing in September. If the plan is to be complete in August,
gou can come back in September, and brag about what you have

one.

This is a technical question for Mr. Jenkins. Is it necessary to
include the Katrina after action report, the enhancement plan, and
EMAP into the strategic plan?

Mr. JENKINS. Well, I think certainly with regard to—the real
issue out of Katrina is not a “normal major emergency, it’s a catas-
trophe, a catastrophic event.” That is defined by DHS as basically
being a event that almost immediately overwhelms the capacity of
State and local governments to respond. In other words, it turns
the normal process in which State and local governments are the
first responders and they ask for help further up the line, it turns
that upside down essentially on its head, where the Federal Gov-
ernment then needs to be more proactive. And so I think that is
clearly something that needs to be considered, is what happens to
normal planning if there is a catastrophic event that really over-
whelms State and local responders in the region? So I think it’s im-
portant to incorporate that into it. I think that’s very important.

Senator VOINOVICH. If something would happen in the region, it
would be a way out of anything that you could

Mr. JENKINS. Way out of anything, and it would affect—as it did
in Katrina—affects communications, affects transportation, affects
the ability of the first responders to get to where they need to go,
or be able to do what they need to do because their equipment is
incapacitated. And so Katrina really is more of an issue of a cata-
strophic event. As horrible as the events of September 11 were in
both New York and here in Washington, they were essentially
local, non-catastrophic events. That is, they were events that were
largely managed by State and local first responders who had the
equipment and the ability to respond. So they were very different
from Katrina in that regard, both in terms of—Katrina was much
larger in terms of geographic scope and the degree and scope of the
destruction, that is, the variety of things that it destroyed and its
ability, therefore, for State and locals to respond.

So I think that getting in and thinking about what would happen
if there were a catastrophe—and that’s where you need to think
about the risk. The risk is not very high here for an earthquake,
and so you need to think about what the risks are that you face.
Think about the capacity that you need, and what would happen
under different sets of assumptions, and what does that mean in
terms of the capacity that I have and what I need and what peo-
ple’s roles and responsibilities are.

So it is important, I think, particularly for the Katrina reports,
for people to look at what the lessons are learned from Katrina,
and what they mean for emergency preparedness in this region,
particularly a region as high a risk as this region is for something
pretty horrible to happen.

So those are, I think, the most important things. And as I said,
the other thing is really getting at the risk and therefore the capa-
bilities that you need, whatever those risks are and then the capa-
bilities that you need, and where are you with regard to those ca-
pabilities and where do you need to go in what priority order.




32

Senator VOINOVICH. Thank you.

Mr. Lockwood, who oversees the evacuation of Federal buildings?
We have several evacuation plans for our offices. We have a lot of
other Federal agencies around here. Who is responsible to ensure
that Federal agencies are prepared to evacuate and ensure that ev-
erybody knows where they are supposed to go?

Mr. LockwooD. Through the Joint Federal Committee, we try to
make sure people are aware of some of the planning activities. One
of the key planning activities has been protective measures. In the
event of an emergency, a fire, in adjacent buildings, even if they
are different branches of government within the Executive Branch,
we have to sort out the planning, the immediate planning around
those buildings. Each building has an occupancy plan. What we are
doing now is looking at the clusters of Federal buildings within the
National Capital Region. Essentially, there are 13 major clusters.
We are looking in detail at one cluster right now to say, when was
the last time the occupancy plans were updated? Have they been
coordinated with their neighbors? Have they sorted through, if it’s
inclement weather or the different threat types that you might be
working.

We're doing a detailed piece on one of the clusters right now, and
as we understand the conflicts and the deconflicts that we need to
do, we’re going to then walk through the other clusters.

Senator VOINOVICH. You are in charge of it? Is there someone in
the Administration that says to Mike Leavitt or to some of the
other secretaries of agencies, “Have you guys recently checked to
see whether or not your folks know what they’re supposed to do
and where they’re supposed to go?”

Mr. LocKwooD. The guidance originally is through OPM and
GSA, and that would be the driving guidance right now. The exe-
cuting arm of this is the Federal Protective Service across the Ex-
ecutive Branch. One of the pieces of this office, is the coordination
across the groups. Again, it’s coordination. I do not have authority
over Secretary Leavitt or the other

Senator VOINOVICH. But the fact is, if I want to find out when
was the last time that they did a drill of some sort, who would
have that information?

Mr. LockwooD. I would have to work with FPS to understand
that, and I could get back to you.

Senator VOINOVICH. OK. I would just be interested in it. It is one
of those things, how often is anybody thinking about it?

Mr. LockKwoOD. Again, this goes back into the criteria of these
occupancy plans and updating those plans.

Senator VOINOVICH. This has been a good hearing. I think you
know how interested we are. Our goal is to have the plan by Au-
gust.

We thank you very much. This meeting is adjourned.

[Whereupon, at 4:37 p.m., the Subcommittee was adjourned.]
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(Remarks as Prepared)

Intro

Thank you for the opportunity to update the Subcommittee on the progress the
National Capital Region (NCR) has made in the area of strategic planning to
enhance the safety and security of our region since our meeting last July. The
NCR has made great strides over the past eight months towards producing the
nation’s first integrated and comprehensive regional homeland security strategic
plan.

Background

During the period from January- November 2005; leveraging work already done
in the Region, including the FY 2003 Strategy focused on the Urban Area Security
Initiative (UASI) grant program as well as planning activities throughout the
2004 calendar year, the NCR homeland security partners! worked tirelessly to
further develop a regional strategic plan that establishes preparedness priorities
and objectives for the entire Region.

Also during January- November 2005 the Preparedness Directorate and the
position of Under Secretary for Preparedness were created as part of Secretary
Chertoff’s Second Stage Review. The Office for National Capital Region
Coordination (ONCRC) was integrated into the Preparedness Directorate. The
efforts of the National Capital Region-Homeland Security (NCR-HLS) strategic

! The NCR homeland security partners is a group that the Federal Government neither created,
nor sets the agenda. Rather, for purposes of the NCR homeland security partners, DHS is one of
many homeland security partners at the table. Other “homeland security partners” refers to the
region’s local, state, regional, and other federal agencies, citizen cc ity groups, private
sector, non-profit organizations, and non-gov 1 organizations. The product of the NCR
homeland security partners is not advice directed at DHS or the Federal government as a whole,
and the group does not make recommendations that DHS or any other Federal agency fund
certain types of grants.

(33)
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planning group fell in line with the overall Preparedness goal to coordinate a full
range of capabilities to prevent, protect against, and respond to terrorism and
other catastrophic events. The Preparedness Directorate encourages HLS
partners and the American pubic at large to view preparedness as a culture rather
than isolated activities. This approach to preparedness is supported and
reflected in the NCR-HLS strategic planning process.

The 9/11 terrorist attacks initiated an era of new threats to homeland security for
the nation and for the National Capital Region. The need to meet such threats
with integrated efforts across the Region poses a unique challenge involving 12
jurisdictions, a State, a Commonwealth, the District of Columbia, all three
branches of the Federal Government, over 2,000 non-profit organizations, myriad
private sector interests, and over four million Americans. The 2005 National
Capital Region Homeland Security Strategic Plan addresses this challenge by:

» Defining priorities and objectives for the entire Region without regard to
any specific funding mechanisms

s Providing strategic guidance to the application and allocation of all
homeland security and preparedness grants throughout the Region

¢ Providing input to the future internal planning, programming, and
budgeting processes of NCR jurisdictions

Foundation

The NCR homeland security partners understand that securing the homeland is
a process that must be continually reevaluated and redirected to cope with
unexpected events. With that in mind, we approached the process to develop
the NCR-HLS Strategic Plan with a commitment to continue and build upon past
accomplishments.

As a starting point, the NCR partners decided to leverage the solid work done
within the Region post 9/11, as well as existing planning efforts. At the state and
local level, multiple strategic plans existed to support the needs of the District of
Columbia, the State of Maryland and Commonwealth of Virginia, and the local
jurisdictions. These plans provided a jurisdictional perspective, but did not take
into account overall regional needs.

Our goal in coordinating development of the NCR-HLS Strategic Plan was to
integrate the state, local, and federal plans with the Region’s mission, vision,
goals and objectives. At the regional level, five distinct regional planning efforts
served as a foundation for the NCR-HLS Strategic Plan goals and objectives:
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s Regional Emergency Coordination Plan (2002) - an effort immediately after
9/11 to coordinate continuity of government plans across the NCR develop
through the Metropolitan Washington Council of Governments (COG)

s Eight Commitments to Action (2002) - a joint statement developed in
cooperation with the Advisor to the President for Homeland Security and
the three regional government executives - the Governor of Maryland, the
Governor of the Commonwealth of Virginia, and the Mayor of the District
of Columbia - to improve coordination in preventing, preparing for, and
responding to a terrorist incident. ‘

o UASI Strategy (2003)

o Chief Administrative Officers (CAO) - Senior Policy Group (SPG) Priorities (2004)

s Regional Emergency Support Functions (R-ESF) Plans (2005)

Additionally, for the region to be integrated and coordinated with federal efforts,
several federal planning documents also contributed content to developing the
foundation for our strategic plan. These included:

2002 National Strategy for Homeland Security

Department of Homeland Security Strategic Plan
Homeland Security Presidential Directives (HSPDs) 5, 7, and 8
National Incident Management System (NIMS)

National Response Plan (NRP)

Guidance templates for the National Preparedness Goals
DHS State and Urban Area Grant Guidance

® 9 & ¢ o

Process

The process thus far for developing the 2005 NCR-HLS Strategic Plan has
involved two general phases, one (Consensus Building: Aug '04 - Jun'05) leading
up to agreement on the basic framework, and a second (Initiative Development:
Jun’05 - Nov ‘05) designed to identify and develop specific initiatives to support
the achievement of the overall goals and objectives.

Consensus Building: Aug '04 - Jun’05

During the Consensus Building phase, the NCR leadership sought agreement on
the mission, vision, guiding principles, and draft goals for the strategic plan.
Using insight gained from the reference documents already mentioned and
interviews with homeland security partners throughout the Region, the NCR
leadership drafted a mission statement to: Build and sustain an integrated effort to
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prepare for, prevent, protect against, respond to, and recover from “all-hazard”’ threats

or events.

After extensive discussion, the leadership agreed that although it was important
to highlight the importance of terrorism, it was essential that the plan used an
“all hazards” approach, to include preparedness for domestic terrorist attacks,
major disasters, and other emergencies.

We recognized upfront that to gain synergy among the various stakeholders and
jurisdictions involved in HLS planning, it was key to have agreed upon Guiding
Principles to guide the overall framework. These principles include:

1. Strengthen regional coordination among all pariners to gain synergy without
weakening jurisdictional autonomy.

2. Implement homeland security policies and programs without undermining our
constitutionally-based society, particularly the civil rights and civil liberties of the
NCR’s diverse population, including persons with disabilities.

3. Prepare for all hazards, including man-made and naturally occurring disasters.

4. Advance the safety and security of the National Capital Region in ways that are
enduring, relevant, and self-sustaining.

5. Foster a culture of collaboration, respect, innovation, and mutual aid among all
homeland security partners across the National Capital Region.

6. Adopt best-practice, performance-based approaches to staffing, equipping,
training, and exercising first responders and others engaged in homeland
security.

7. Strive for an optimal balance of preparedness capabilities across the NCR that
recognizes differing circumstances and leverages mutual aid agreements.

These Guiding Principles helped shape the Vision, which is: Working together . . .
towards a safe and secure National Capital Region. Using these principles to guide
planning within the context of the overall agreed Mission and Vision, the NCR
leadership was able to gain agreement on the high-level goals and objectives that
would guide the detailed initiatives developed later in the process.

Initiative Development: Tun’05 - Nov “05

Once the overall framework was established and agreed upon during an NCR-
wide Strategic Planning Plenary in mid-June 2005 (see Annex A), we were able to
focus on developing initiatives to support our strategic goals. A series of four
facilitated working groups (based on the four Goals) involving representatives of
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key HLS stakeholders throughout the Region were held over the summer to
finalize the goals and objectives, and to begin developing the detailed initiatives.
The products of this effort were reviewed and discussed at a second NCR-wide
Plenary in September 2005, during which time the NCR leadership agreed to
finalize the Mission, Vision, Guiding Principles, and Strategic Goals for public release
on the Metropolitan Washington COG website. (see Annex B).

During the September Plenary, the NCR leadership decided to continue the Goal
Working Groups as a means to further the development of the initiatives, with a
goal of presenting to the November Plenary a recommended prioritized listing of
initiatives in sufficient detail to enable decisions regarding priorities. During the
period Sept - Nov ‘05, the groups developed for each of the initiatives a
description, identified the desired result/ outcome, estimated the
timeframe/cost/and status (if currently underway), identified key tasks and
programs associated with the initiatives, and determined, where possible,
performance measures that could be used to assess the overall effectiveness of
the initiative.

In addition, in advance of the November Plenary, an integrated Review Group
consisting of representatives of each of the groups met to review the full menu of
initiatives; to determine how well the initiatives addressed regional

weaknesses/ gaps as well as how well they incorporated both the seven National
Preparedness Goals and the 37 Target Capability Areas (TCAs); and to develop a
prioritized list for consideration by the Plenary. The "priority”initiatives will be
considered first-in-line for implementation and funding (whether from UASI or
any other funding source). As funding streams become available that may
exceed the near term needs of those designate “priority” - those in the remaining
group will be brought forward for funding consideration.

As a result of the facilitated Goal Working Groups, during the November
Plenary the NCR leadership reviewed a set of 45 proposed initiatives, agreeing
that 16 warranted “priority” designation (see Annex C). This designation meant
that these were going to be the priority initiatives for implementation as the
jurisdictions approached the FY06 HLS Grants cycle and upcoming annual
budget processes.

Conclusion and Next Steps

The 2005 Update to the NCR-HLS Strategic Plan will contribute to the NCR’s
success by providing numerous important and related benefits, such as: (1) more
efficient allocation of resources throughout the Region; (2) transparency in
funding priorities; and (3) increased communication, interaction, and
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coordination among stakeholders. With a single coordinated and integrated
strategic plan, the NCR will be able to effectively and consistently direct the
spending of emergency management resources throughout the Region and better
assess their impact on regional preparedness.

The NCR leadership and homeland security partners have made significant
progress since last July. We have developed the framework of the 2005 Update to
the NCR-HLS Strategic Plan, which includes the Mission, Vision, Guiding Principles,
Strategic Goals, Objectives, and Initiatives. By studying gap analyses and self-
assessments, we have agreed to designate 16 of the 45 initiatives as “priority”,
granting them primary status as we have approached the 2006 HLS Grants cycle.
In the coming months we plan to invest in maturing the 45 initiatives, focusing
on the development of performance measures and timelines to ensure the
effective implementation of these inijtiatives.

Throughout this rigorous strategic planning process, the NCR leadership and
HLS partners are aware of the novelty of the project and welcome the
responsibility that comes with designing, building, and now implementing the
first regional strategic plan of its kind in the Nation. We are proud of the
progress we have made thus far and are prepared to continue developing the
initiative details, performance measures, and projected milestones that will make
this strategic plan a truly guiding document for securing the National Capital
Region.
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Annex A: NCR-HLS Strategic Plan Framework
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Annex B: 2005 Update to the NCR-HLS Strategic Plan
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Annex B: 2005 Update to the NCR-HLS Strategic Plan
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2005 Update to the NCR-HLS Strategic Plan




Annex B: 2005 Update to the NCR-HLS Strategic Plan

Strategic Goal 3

An enduring capability to protect the NCR by
preventing or mitigating "ali-hazards” threats

or events.

Objectives

Develop and sustain commeon, mull disciplinary
standards for planning, equipping, training,
operating, and {cr sdictional) exercising lo
maximize prevention and mitigalion capabilities
across the NCR.

Strengthen the gathenng, fusion, analysis, and
exchange of mulh-thscipline strategic and tactcal
formabion and data for shared situational
awWareness

Employ a performance- and risk-based approach to
critical infrastructure prolection acoss the NCR,
{argefing resources where the threat, vulnerability,
and impact are grealest.

Strategic Goat 4

A sustained capacity to respond to and recover from
“ali~hazards” threats or events across the NCR.

QObjectives

Deveiop, adopt, and implement integrated
plans, policies, and standards to facilitate

response and recovery.

Ensure the capacity to operate multidevel

coordinated response and recovery.

Ensure adequate and effective shanng of
resources

Comprehensively wenbify long-term recovery
issues
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Annex C: NCR-HLS Strategic Initiatives

r1.1,1 Regional Strategic Planning & Decislon-Making

Priority Initiatives
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1 5.2 Project Management & Performance

2.1.3 Enhance “Special Needs® Communications
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2.2.2 Engage the Media

4 1.1 Corrective Action Program
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2.4.1 Civic Involvement

4.2 1 Develop Notfication Protocols
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[ 3.1.1 Develop Prevention/Mtigation Framework

4 4 1 Modet and Exercise 15 DHS Scenarios
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4.3.1 Develop Resource Management Procass

1.6.1 Ensure Resources for Mult-Year Capabiibes
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Mr. Chairman, Mr. Ranking Member and members of the Committee thank you for the
opportunity to appear today to discuss the important topic of preparedness in the National Capital
Region (NCR) ' It is an important discussion and a topic of added significance in light of the
catastrophic events related to Hurricane Katrina.

We have submitted our joint written testimony for the record. As stated in our written testimony
associated with the July 14, 2005 hearing, it is in the continuing spirit of cooperation between
Virginia, Maryland and the District of Columbia that we opted for joint written testimony. We
share goals, ideals and most importantly an intense commitment to the safety and security of the
NCR that transcend the political boundaries defining the geography of the NCR.

We have four goals today. First, we want to provide a synopsis of the planning framework and
process, including key considerations and challenges used in the development of the National
Capital Region Homeland Security (NCR-HLS) Strategic Plan, that have occurred since the last
hearing, and discuss the results of our efforts. The regional strategic plan integrates pre-existing
federal, state, local, regional, and practitioner-level planning documents into one unique strategic
plan for the region, while also infusing newly identified goals and priorities for regional
preparedness. Second, we want to help this Committee better understand the enhanced
collaborative actions we have taken since July 2005, to achieve higher levels of regional
coordination to prevent attacks and, if necessary, to respond. We have implemented the vision
set forth by the National Preparedness Goal and developed a Homeland Security Program in the
NCR to cover the full spectrum of activities necessary to address the entire range of threats and
hazards. Our collaborative actions allow us to place our collective work in the NCR into a
broader perspective with the development of our FY 06 Homeland Security application. Third,
we would like to present our collective vision for regional preparedness utilizing the FY 06
Homeland Security Grant Program Guidance. This Guidance is a significant evolution in the
way we approach preparedness within the NCR. Fourth, we want to articulate our progress by
pointing to measurable steps taken that are currently underway to improve the readiness of public
and private sector and our residents across the region.

NCR Strategy

Please refer to Mr. Lockwood’s testimony submitted under separate cover by DHS

Regional Collaboration and Decision-Making

As stated in our July 14, 2005 testimony, the coordination challenge we face in the NCR is
driven by our adherence to the principles set forth in the formation of our nation. There is no
single person, office, level or branch of government vested with the ability to direct the full range
of preparedness activities across all others in the region because the region comprises multiple

| - Cosw
Title 10, United States Code. Section 2674 (£)(2) provides the following definition:
The term “National Capital Region” means the geographic area located wihm the boundaries af (A} the District of Columbia, (B}
Monigomery and Prince Georges Counties in the State of Maryland, (C) Atfmgton Fairfax, Loudoun, and Prince William Counties

and the City of Al iria in the C Ith of Virginia, and (D) afl cifics aud other wnits of government within the geographic
areas of such Districy, Counties, and City.
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sovereign jurisdictions. We must collaborate and coordinate to achieve our public safety
objectives. America’s decentralized structure of government, requires the NCR to operate as a
collaborative enterprise to achieve increased levels of readiness that correspond to the priorities
of all of its stakeholders.

The leadership of the District of Columbia, the State of Maryland, the Commonwealth of
Virginia, and the Department of Homeland Security’s Office for National Capital Region
Coordination are working in partnership to reduce the risk faced in the NCR from all hazards.
We recognize the evolving character of the threat and the need for new types of collaboration in
strategic planning, spending, and execution of grant dollars among local, State, Federal, and
private sector communities.

Any major event in the NCR, especially terrorism, will invariably have cross-geographic
consequences and impact. Federal grant dollars were allocated to the NCR to assist in building
capabilities for any major event The NCR’s priority in expanded regional collaboration
highlights the need for embracing partnerships across our jurisdictions, regions, and States in
building capabilities, planning strategically and executing cooperatively.

The importance of federal/state/local jurisdictional collaboration cannot be stressed enough.
Although regional collaboration is crucial in the NCR, the District of Columbia, Maryland, and
Virginia are still sovereign jurisdictions. Maryland is made up of 26 local jurisdictions and
Virginia has 134. Out of the 26 local jurisdictions in Maryland, only two, Prince George’s
County and Montgomery County, are part of the NCR. In Virginia, only nine local jurisdictions:
Fairfax County; Fairfax City, Manassas, Manassas Park, Arlington County; Prince William
County, the City of Alexandria, the City of Falls Church, and Loudoun County, are part of the
NCR.
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While the NCR is often the higher-profile region, the Maryland and Virginia jurisdictions that
make up the NCR (with the District of Columbia) are just a fraction of the jurisdictions that
make up the states as a whole. It is the role of the Maryland and Virginia SPG members to
coordinate and synthesize the interaction with the NCR jurisdictions as it relates to the rest of the
state. For example, the NCR cannot support a critical infrastructure program the states as a
whole do not support. Likewise, the NCR states cannot support a program in the NCR that the
local jurisdictions do not support. The NCR SPG has engaged the Regional Programmatic
Working Groups (described in more detail below) to ensure this state to regional collaboration
continues. By having the same experts participate in their respective states as well as in the
NCR, not only is the region strengthened, the states individually are strengthened as well.
Ultimately, the SPG membership ensures policy, program, and fiscal coordination between the
region and the states to ensure optimal leveraging and synchronization.

Prior to 9/11, efforts existed to prepare individual jurisdictions in the NCR to counter the terrorist
threat. These efforts, while laudable, did not enjoy overarching regional focus, instead they
relied on the traditional nationwide approach, which was more jurisdictionally independent. To
provide that needed coordination, on August 5, 2002, in cooperation with the Advisor to the
President for Homeland Security, the three regional government executives—the Governor of the
State of Maryland, the Governor of the Commonwealth of Virginia, and the Mayor of the
District of Columbia—signed a joint statement to pursue Eight Commitments to Action to
improve coordination in preventing, preparing for and responding to a terrorist incident.

By endorsing the Eight Commitments, the Governors of Maryland and Virginia, the Mayor of the
District of Columbia, and the Advisor to the President for Homeland Security established an
NCR Senior Policy Group (SPG) to provide continuing policy and executive level focus to the
region’s homeland security concerns through fulfillment of the Eight Commitments. The SPG
also was designed to ensure full integration of NCR activities with statewide efforts in Virginia
and Maryland. Its membership was and is comprised of senior officials of the four entities, each
with direct reporting to the principals. The SPG was given the collective mandate to determine
priority actions for increasing regional preparedness and response capabilities and reducing
vulnerability to terrorist attacks.

The creation of the Senior Policy Group was a function of necessity to further decision making
and coordination between local and state governments, the federal government, and the private
sector. The SPG works extensively with local governments through the Chief Administrative
Officers (CAO) committee. This evolving partnership allows for mutual responsibility and a
persistent commitment to enhance emergency preparedness and response capabilities in the
NCR. The SPG is the final adjudicator for decisions, relying on extensive input and advice from
the CAO Committee.

Strategic Plan Implementation

Since the July 14, 2005 testimony to this committee, the NCR leadership has remained
committed to enhancing and strengthening the coordination among stakeholders at the local and
jurisdictional levels.

(S
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As stated in previous testimony, the Office of Homeland Security within the District, which acts
as the NCR Grants and Program Management Office, was created to serve the region’s needs.
The purpose of the Office is to provide, by agreement with all participants, comprehensive grant
and program management oversight at the regional level. We have made it the priority of this
Office to make certain that all UASI grant funds are expended within the timeframes of the
grants and currently issued extensions. This office is the reliable source of information on the
amount of first responder federal grant funds available to each NCR jurisdiction, budget plans,
and criteria used to determine spending priorities and actual expenditures

The establishment of a program management function is a mechanism to effectively manage the
large-scale complexity of issues and changes that arise during program implementation and
project execution. The Office guides the implementation of the NCR Strategic Plan, and
measures the performance toward achieving the Plan’s goals and objectives, through the
management of the multiple initiatives, programs and projects funded through the HSGP-
approved investments.

The key benefits of this function include:

Providing focus on goals, objectives, and critical success factors,
Ensure fiduciary responsibility.

Managing timelines and dependencies across multiple projects.
Facilitating greater senior executive involvement.

Enabling aggressive management of cost.

Tracking and monitoring deliverable realization.

Monitoring and mitigating risk.

The mission and scope of the program management function are derived from Strategic Goal 1
of the NCR Homeland Security Strategic Plan: “A4 collaborative culture for planning, decision-
making, and implementation across the NCR” and the six objectives under that goal:

¢ Eghance and continually adapt the framework for regional strategic planning and
decision-making to achieve an optimal balance of capabilities across the NCR;

* Design and fmplement an integrated and iterative performance and risk-based regional
planning process that engages appropriate NCR homeland security partners;

* Establish an NCR-wide assessment process to identify and remedy gaps in regional,
jurisdictional, and sector preparedness;

* Develop a requirements generation and prioritization process to effectively utilize
available public and private homeland security resources to satisfy NCR regional,
Jjurisdictional, and sector preparedness;

¢ Enhance the oversight and accountability process that coordinates, tracks, and evaluates
the implementation and effectiveness of regional decisions; and

¢ Adopt a lifecycle cost and investment approach to generate enduring and sustainable
preparedness across the NCR.
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Program Management

To further enhance the overall administration and management of the specific tasks associated
with the NCR homeland security grant funding the SPG has created a Program Management
function within the NCR Grants and Program Management Office. The program management
mission is to provide effective program level management of the projects associated with the
Homeland Security Grant funding and to develop and implement the necessary processes,
methodologies and tools to ensure projects are completed on schedule and within budget and
scope. The Office works directly with the RPWGs and communicates with the NCR senior
management team (i.e., the SPG and CAO committee) and other regional stakeholders, such as
the NCR Emergency Preparedness Committee. The Office is held accountable for meeting the
performance measurements set forth in Enhancement and Investment Plans developed as part of
the NCR UASI application.

The program management function has been integrated with the grants function in the NCR
Grants and Program Management Office. The benefits of such a partnership are reflected in the
dramatic increase in expenditures and obligations associated with the current NCR Homeland
Security Grant funds.

One of the clear directions that came out of the NCR strategic planning process was the
necessary growth and empowerment of the Regional Programmatic Working Groups (RPWGs).
The RPWGs are outcome-driven, accountable working groups that develop and oversee
programs and the associated projects within the NCR. Each RPWG is made up of state
representatives, local representatives, and in some cases, representatives from the private sector,
The state and local representatives of the RPWGs are the same individuals who are responsible
for driving these programs in their respective states. The intent of the RPWGs is to build,
sustain, and share capabilities among the states and the jurisdictions that comprise the NCR and
develop performance measures to allow us to gauge our preparedness within the Region. The
RPWG strengthens our ability to plan and execute programs while taking advantage of pre-
existing capabilities and programs within the States and localities. This has equated to increased
cost efficiency across all projects by allowing us to leverage and complement grant programs.
This collaboration is exemplified with the development of our NCR interoperability program.

The lack of interoperable wireless communication systems is an issue that continues to affect
public safety agencies in communities across the country. In many cases, agencies are unable to
communicate or share critical voice and data information with other jurisdictions or disciplines
during major events or even day-to-day operations. Communications interoperability underpins
the ability of Federal, State, and local entities to work together effectively to prevent, protect
against, respond to, and recover from terrorist attacks, major disasters, and other emergencies.

The Interoperability RPWG was established to provide oversight in the development of a
secure/private technology infrastructure required to facilitate interoperability for voice, data, and
video across the NCR, as well as interconnecting emergency operation centers, public safety
communication centers (911 operations), other public safety/emergency management offices and
first responder field/mobile operations. The program includes several projects such as:
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interconnecting fiber “I-Nets” and other jurisdiction networks; providing a NCR wide
interconnected broad-band wireless infrastructure facility; and developing a Web based, neutral
host data-exchange standards and tools utilizing WebEOC.

Interoperability is one of the priority initiatives within our strategic plan which the NCR has
already invested approximately $18 million.

As outlined in Table 1, the Office is currently managing five Department of Homeland Security
grants totaling $188 million dollars for the NCR.

Table 1
Effective Award Perio
Grant Date Perfu‘rrga{:lrce Grant Award
03 Urban Areas Security Initiative 12/30/2003 6/1/03 - 11/306/05  $18,081,000
03 Urban Areas Security Initiative II 12/30/2003 7/1/03 - 6/30/06 $42,409,851
04 Urban Areas Security Initiative 3/29/2004 12/1/03 - 5/30/06  $31,921,361
05 Homeland Security Grant Program 3/1/2005 10/1/04 - 3/31/07  $82,000,000
05 Transit Security Grant Program 7/18/2005 7105 - 12/31/07 813,600,000

Total Current Grant Programs administered by NCR SAA: $ 188,012,212

The UASI grant program provides direct financial assistance to address specific regional needs.
Of the total $188 million UASI grant funds that have been allocated to the NCR since FY 03,
approximately 99.1% of the funds have been either expended or obligated (refer to Table 2
below).

Table 2
Grant Grant Amount Amount Remaining
Award Expended Obligated* Balance
03 Urban Areas Security Initiative1 | $18,100,000 $17,930,373 $150,620 $6
03 Urban Areas Security Initiative Il | $42,409,851 $37,883,960 $4,525,891 $0
04 Urban Areas Security Initiative $31,921,361 $15,271,694 $15,130,653 $0
05 Homeland Security Grant R
Program $82,000.000 $3,204,083 $77,298,371 $1,497,546
05 Transit Security Grant Program $13,600,000 $0 $13,450,000 $150,000
TOTALS  $188,012,212 $74,290,110 $106,555,535 $1,647,546

* The 03 Urban Areas Security Initiative Parts I and H have been extended through November 30, 2005 and June 30,
2006, respectively.
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The NCR expenditure rate in July 2005 was approximately 17.6 percent, per the United States
Office of Management and Budget. Since then, the NCR has increased its expenditures to
approximately 39.5 percent even with an additional award of $13.6 million associated with the
FY 05 Transit Security grant. And as the foregoing table indicates, virtually all of the funds have
been programmed and obligated.

We, the SPG, have the responsibility of monitoring the homeland security grant funding for each
of their individual States and Urban Areas on a day-to-day basis. The decisions are based on
what is being accomplished with the multitude of grant funds ranging from CDC funding for the
bioterrorism, other Federal funding sources, as well as the more than $500 million annually that
the state and local jurisdictions contribute to a variety of preparedness activities, such as law
enforcement, fire, or emergency medical services.

To further enhance coordination and visibility among funding streams, the State Administrative
Agents from the District, Maryland, and Virginia have begun to collaborate regarding the
numerous projects associated with the different funding streams. The NCR has also developed a
secure web portal that serves as an information management tool for accessing and sharing
regionally-relevant data, to include comprehensive information on the availability and spending
of homeland security grant funds in the NCR, and regional priorities for determining future
spending of those funds. Having the information readily available for our NCR partners to
review has allowed us an increased level of visibility and transparency.

We also, during this period, enhanced and matured our everyday coordination and cooperation of
our response capabilities. It is important to make sure that people who are responding to an
incident have the necessary skills and equipment to properly and safely do their job, and that the
NCR has the mechanisms in place for appropriate coordination and decision making consistent
with the National Incident Management System and the National Response Plan.

Examples of our enhanced, everyday coordination and collaboration is demonstrated with the
increased communications between Federal, State, and local authorities since the May 11, 2005
airspace incursion and the partnership that has been developed with General Guy Swan of the
Joint Forces Command (JFC). Domestic Events Network (DEN) monitoring stations have been
installed within local agencies’ emergency operation centers to warn of airspace violations via
direct communication from the FAA. We have cross-deployed personnel in operations centers to
enhance real-time information sharing and situational awareness across the region and with our
federal partners. Through alert systems and WebEOC, our operations centers are virtually
linked, which helps ensure seamless and timely communications.

The NCR is currently working with General Swan, Commanding Officer of the NCR JFC to
improve the coordination between Department of Defense and the NCR on providing military
forces and capabilities during an event, providing an opportunity to exercise together, and
allowing the NCR and the JFC to begin to merge intelligence. The NCR JFC is engaged in our
strategic planning process, hosts monthly exercise coordination meetings, serves on the NCR
Emergency Preparedness Council, and generally works in partnership with us and other
stakeholders throughout the region to mutually strengthen our capabilities.
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With each incident that happens, each activity that occurs in the region, we try to learn from
those activities and fold the lessons learned back into our day-to-day operations. The lessons
learned from May 11, 2005 have already been incorporated. A key piece of this process is active
coordination and communication with our partners. We are now similarly working across all
levels of government to enhance coordination and notification with respect to potential
bioevents.

As stated earlier, we are significantly enhancing regional management and planning by utilizing
a continuing regional strategic planning process. The current regional strategic plan integrates
pre-existing Federal, State, local, regional, and practitioner-level planning documents into one
unique revised strategic plan for the NCR, while also infusing newly identified goals and
priorities for regional preparedness. Such a plan serves as our guiding framework, and will
include measures of performance against which we can evaluate ourselves as a region.

Our successful regional collaboration allows for a multi-jurisdictional and multi-disciplinary
approach to build capabilities for all four mission areas within our Strategy, spreading costs, and
sharing risk across geographic areas. This approach has increased opportunities to create
efficiency and leverage capabilities and funds (Federal, State, and local) across the NCR.

FY 06 Grant Application Process

We understand the interest of this Committee in wanting to see a plan that includes specific
outcomes, milestones, and performance measures. We, of course, share that interest. We did
reach a milestone in terms of the development of our strategic plan, as previously discussed, and
as we indicated we would when we last testified. At that milestone, we did have a consensus
plan in terms of vision, mission, goals, objectives, and initiatives to support those objectives, but
did not fully develop the remaining elements for all initiatives. We met with your staff in
December 2005, shortly after having received the FY 2006 homeland security grant guidance,
and indicated that the grant application process would lead to the development of a plan that
would have those elements by this month. In the intervening months, we have undertaken a
process, described below, which while valuable and intensive, did not get us to the point where
specific outcomes, milestones, and performance measures were in place.

On March 31, 2003, the Department of Homeland Security issued the Final National
Preparedness Goal (The Goal). The Goal establishes a vision for a National Preparedness
System, while the accompanying National Preparedness Guidance provides an introduction to
several of the key building blocks for that system, including the National Planning Scenarios,
Universal Task List Target Capabilities List, and seven National Priorities. The Strategy
Guidance issued on July 22, 2005, provided follow-on guidance in placing preparedness efforts
within the context of this new doctrine. This guidance has allowed the NCR to update our
Homeland Security Strategy to ensure that we support the Goal and reflect the seven National
Priorities. The FY 2006 Homeland Security Grant Guidance has allowed the NCR to define the
resources needed to support the Goal and our Strategy.
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The Goal establishes an emphasis upon all hazards, capabilities-based planning that creates
baselines for operational missions and tracks resources allocation towards achieving them. The
Goal defines capabilities-based planning as, “planning, under uncertainty, to provide capabilities
suitable for a wide range of threats and hazards while working within the economic framework
that necessitates prioritization and choice.” The capabilities-based planning approach
encourages all levels of government to collaborate seamlessly in order to identify critical gaps,
develop strategies to address those gaps and deficiencies, track and report on progress towards
resolution, and aggregate this information to better understand our level of preparedness. This
approach also assists the NCR leaders to allocate resources systematically to close capability
gaps, thereby enhancing the effectiveness of preparedness efforts. This approach will ultimately
provide the NCR a means to answering the following three fundamental questions: “How
prepared do we need to be?” “How prepared are we?” and “How do we prioritize efforts to close
the gap?”

InFY 2006, DHS has adopted a common risk and needs-based approach to allocating funds for
the UASI program to strengthen national preparedness. Risk has been determined at the Federal
level using a risk formula developed by DHS in conjunction with other Federal entities. The
need was determined as an output of the Program and Capability review that we undertook for
the region within the context of our strategic plan. Through the review process, the NCR
developed two key submissions for the FY 2006 grant application:

1. Program and Capabilities Enhancement Plan, which is a multi-year global program
management plan for the entire NCR homeland security program that looks beyond
homeland security grant programs and funding; and

2. Investment Justification, which identified specific initiatives from the Enhancement Plan
for which the NCR proposed to use FY 2006 UASI funding.

From Jannary 9" through March 2, 2006, the NCR implemented the NCR FY 06 grant
application process, based on the FY 2006 Homeland Security Grant Program — Program
Guidance and Grant Application Kit released in December 2005. The following paragraphs
outline the NCR process and the results it produced.

On January 9-11, 2006, the NCR held the Homeland Security Target Capabilities Workshop, a
collaborative meeting with the Regional Emergency Support Functions (RESFs) from its
member jurisdictions, to assess the NCR’s current homeland security program capabilities and
future program needs. This meeting was designed to complete the Program and Capabilities
Review required under the 2006 Homeland Security Grant Program.

Under the DHS Program and Capability Review, states are requested to focus on seven @)
National Priorities and eight (8) specific Priority Capabilities that flow from them. Under the
DHS grant provisions, assessment of the (8) Priority Capabilities is mandatory for all
Jjurisdictions.

1. Information Sharing and Dissemination;

2. Law Enforcement Investigation and Operations;

3. Interoperable Communications;
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CBRNE Detection;

Mass Prophylaxis; and
Medical Surge

90NN

In addition, based on the priority areas identified in the strategic plan, the NCR elected to address

Explosive Device Response Operations;
WMD/Hazardous Materials Response and Decontamination;

the following six additional capabilities in its review, for a total of 14 capabilities:

9. Citizen Preparedness and Participation;

10. Citizen Protection: Evacuation and/or In-Place Protection;

11. Critical Infrastructure Protection;

12. Critical Resource Logistics and Distribution;
13. Mass Care (Sheltering, Feeding and Related Services); and

14. Planning.
The table below shows the relationship of the 14 NCR Priorities to the 7 National Priorities
which they support.

7 NATIONAL PRIORITIES 14 NCR PRIORITY CAPABILITIES

Implement the National Incident

Critical Resources Logistics and

Management System and National Distribution

Response Plan v’ Planning

Expanded Regional Collaboration v Mass Care

Implement the Interim National v' Critical Infrastructure Protection
Infrastructure Protection Plan

Strengthen Information Sharing and » Information Sharing and
Collaboration Capabilities Dissemination

v

Law Enforcement Investigation and
Operations

Strengthen Interoperable
Communications Capabilities

Y

Interoperable Communications

Strengthen CBRNE Detection, » CBRNE Detection
Response and Decontamination » Explosive Device Response
Capabilities Operations
» WMD/HazMat Response and
Decontamination
Strengthen Medical Surge and » Mass Prophylaxis
Mass Prophylaxis Capabilities »  Medical Surge
v' Citizen Preparedness and
Participation
¥" Citizen Protection : Evacuation

and/or In-place Protection

v NCR added priority

During the January 9-11, 2006 session, Regional Emergency Support Function (RESF)
representatives reviewed their assigned target capability summary sheets. Tl hey reflected on

10
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whether or not the National Capital Region has the ability to meet the desired outcomes of the
Target Capabilities, citing “strengths™ or “weaknesses” in the regional capability. Each RESF
representative identified regional resource needs to meet or maintain the target capabilities. The
resource needs were identified by the following five resource categories: People; Equipment;
Training; Exercises/Evaluation; and Plans, Policies and Procedures.

The responses from the RESF representatives were consolidated in a Summary Report of
Discussion Topics and Issues that served as the basis for development of Concept
Papers/Initiative Plans in a prescribed format, to identify specific projects that were supportive of
sustaining/maintaining current strengths or correcting identified weaknesses and supporting
strategic priority initiatives. The RESF representatives submitted these Concept Papers/Initiative
Plans to the NCR Grants and Program Management Office on January 27, 2006 for an
eligibility review and prioritization.

On February 9th, 2006, another session was conducted to review and rank the 100+ Concept
Papers/Initiative Plans submitted. Individuals representing the 16 RESFs and the 15 Regional
Program Working Group members evaluated the concept papers based upon each of the
following five factors:
1. How well the Concept Paper/Initiative Plan addressed the identified strengths and
weaknesses of the 14 NCR Priority Capabilities
2. How well the Concept Paper/Initiative Plan addressed the identified strengths and
weaknesses if the 3 overarching national priorities
3. How appropriate the funding level is to the proposed deliverable proposed by the
Concept Paper/Initiative Plan
4. How beneficial the concept paper will be in addressing regional strategic plan
initiatives
5. How important it is to implement the Concept Paper/Initiative Plan in FY 2006.

The outcome of this practitioner-level evaluation was complied for use by the SPG/CAOs ina
workshop held on February 15, 2006 at which we determined the target funding amounts for
each investment justification that we would submit in our application. We determined the target
cap on the overall FY 2006 package was determined by reviewing the strengths and weaknesses
associated with the capabilities review and understanding what can be practically accomplished
within a two-year grant timeframe. The senior leadership of the NCR also considered the use of
FY 2005 funding and the level of maintenance of current projects and other factors to inform
final decisions. The proposed allocation of FY 2006 UASI grant resources as a result of the
process is as follows.

Investment Area Allocation
CBRNE Detection $5.25M
Critical Infrastructure Protection $26.25M
Citizen Preparedness and Participation $10.00M
Citizen Protection $11.00M
Critical Resource Logistics and Distribution $21.00M

Explosive Device Response $9.45M

11



57

Testimony of the National Capital Region

Subcommittee on Oversight of Government Management, the Federal Workforce, and the District of Columbia
Public Hearing on the Homeland Security in the National Capital Region

March 29, 2006

Intelligence/Information Sharing/Dissemination  $10.05M

Interoperable Communications $42.00M
Law Enforcement Investigation & Operations $11.55M
Mass Care $5.00M
Mass Prophylaxis $3.67M
Medical Surge $6.30M
Planning $15.22M
WMD/Hazardous Materials Response & Decon  $11.50M
Total $188.24M

The NCR Grants and Program Management Office developed the grant application package that
was submitted to DHS on March 2, 2006.

Between March 2 and the FY 2006 grant award in May, the NCR Grants and Program
Management Office is developing individual program plans and charters for each of the RPWG,
and each RPWG will assume ownership for the investment areas associated with-our FY 2006
UASI application. The charters allow us to define the RPWG and have the appropriate
representation from the State and local perspective. The program plans will give the RPWG and
the NCR senior leadership a picture of:

+ How the program will implement initiatives of the strategic plan.

+ How the work will be done.

*  How much funding is needed and where it will come from (e.g., state revenues or federal

programs).

+  Where the connections are across projects.

» What integrated capabilities will be developed in each phase.

*  How to assess whether the program is on track and achieving its stated objective.

RPWGs will provide planning and program management for implementation of the strategic plan
initiatives, including those that will be funded via the region’s FY 2006 UASI grant award,
which is expected in May 2006.

Further sessions of the SPG/CAOs have also been scheduled in April to establish a process that
will be used for selecting specific projects for the upcoming grant award, develop and assign
action items for activities that need to be performed in advance of the decision meeting to have
the data necessary for making decisions, and to finalize project decisions.

Enhancements/Moving Forward

Related to the strategic framework is the creation of integrated, multi-jurisdictional performance
measures to effectively monitor and assess execution of the regional strategic plan. In addition to
integrating guidance from DHS national efforts such as HSPD-7 Critical Infrastructure
Identification, Prioritization and HSPD-8 National Preparedness, the region is also undertaking a
more detailed assessment, entitled Emergency Management Accreditation Program (EMAP) and
currently undergoing a review of our emergency operation plans through the National Plan review
process initiated by the President and Congress following Hurricanes Katrina and Rita.

12
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The EMAP process combines a self assessment, documentation, and peer assessment to provide an
independent evaluation of a jurisdiction’s disaster management capabilities and a roadmap for
continuous improvement. Standards found in EMAP are consistent with the NFPA 1600 Standard
on Disaster/Emergency Management and Business Continuity Programs, 2004, which was
recommended by the 9/11 Commission as the national preparedness standards. EMAP will measure
the status of current capabilities in the NCR relative to established EMAP standards, assist in
identifying and prioritizing future improvements, and enhance strategic framework measures for
resource allocation.

Following Hurricanes Katrina and Rita in August and September 2005, the President and
Congress directed DHS to undertake an immediate review, in cooperation with State and local
counterparts, of emergency operation plans in all States and territories and the 75 largest urban
areas prior to the start of the next hurricane season on June 1, 2006. They also directed the
Department of Transportation (DOT) and DHS to jointly review and assess Federal and State
evacuation plans for catastrophic hurricanes and report the findings and recommendations. To
address these requirements, DHS and DOT have coordinated a two phased Nationwide Plan
Review. The first phase involved a self assessment and certification of plans by the NCR. Phase
one was completed and submitted into DHS on January 17, 2006. The second phase involves
peer-led site visits to validate the self assessments and assist the NCR in identifying our specific
requirements for Federal planning assistance. Phase two is scheduled to occur on April 20 -21,
2006. Both phases focus on efforts to identify, prioritize, and correct execution critical
deficiencies.

The resuits of both processes — the EMAP Assessment and the National Plan Review — will be
integrated into a final strategic plan that will serve the region for the next few years. This
version of the plan will include specific outcomes, milestones, and performance measures, and
will thus serve as a complete, implementation-oriented plan to which we will hold ourselves
accountable. We plan to complete this final version of the current plan by August 2006.

We have continued to make good progress on many fronts in parallel with our strategic planning
efforts and have achieved tangible results. These achievements range from interoperable
communications to virtual emergency operation linkages. The following are examples of our
accomplishments:

* We have begun building an interoperable communications platform which will provide
secure, non-commercial, restricted access to critical regional communications networks
for both high speed fiber optics and wireless broadband mobile communications. This
platform will ensure that the infrastructure is in place for facilitating real time, anytime
data communications within the NCR. These advancements will increase data
interoperability for all first responders within the region and allow the NCR to better plan
for and respond to NCR emergencies and disaster events. The NCR is profoundly
changing the manner in which incidents and day-to-day interactions. The ability for real-
time data exchanges (video conferencing, video, maps, sensor data etc.), whether to/from
the Emergency Operations Center (EOC) or on scene in the field, will be possible not

13
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only on a textual basis, but also for pictures, video and GIS information. The ability to
effectively deploy, manage and track resources (personnel as well as inventory) across
the entire region will also be made possible. All of which significantly prepares the
region to efficiently and effectively respond to and manage regional disasters.

o We have developed an electronic surveillance system (ESSENCE) for the early
notification of community-based epidemics. ESSENCE uses both traditional and non-
traditional data such as hospital emergency room chief complaints, military outpatient
encounters, physician office visit claims, and over the counter medication sales to
displays potential epidemiological anomalies.

s We have completed the National Capital Region Surge Capacity Concept of Operations
Plan. The role of this plan is to enhance inter-agency and inter-jurisdictional response
coordination and communication during a paturally occurring or man-made event that
results in the potential for significant health impact, including, but not limited to large
number of casualties requiring acute inpatient care, home care, quarantine, and isolation,
mass prophylaxis or behavioral health care or causing large numbers of deaths, This
document pulls together existing plans and seeks to identify and link those common
regional planning steps with applicable local response activities.

* We are currently linking (via hardline cable) all emergency operation centers (EQC)
within the NCR and installing a common communication\emergency operation software
(WEBEOC). This will allow all EOCs to communicate seamlessly during an incident
and not dependant on commercial means of communications.

o Each jurisdiction within the NCR has been supplied with an electronic citizen notification
system which allows for free text-alert notification of emergency and incident-specific
messages to citizens by email or cell phone. If citizens sign up for the alert notifications
they will be given specific information on what to do and what not to do during an
incident.

* We have also just completed the purchase of a second round of turn-out gear for all fire
fighters within the NCR. This will allow an individual firefighter to continue to function
even if the first round of gear is contaminated during an incident.

There has been significant activity across the NCR since the last hearing, These efforts have
resulted in better-prepared communities in both the public and private sectors. Most notably the
awareness of the threat of terrorism permeates policy discussions at all levels of government, in
the private sector, and with our residents.

The NCR is the Model for the Nation

Multi-state and multi-jurisdiction efforts, such as the development of RPWGs and the
§evelopment of interoperable communications systems, continue to place the NCR at the
forefront of emergency preparedness. The NCR’s achievements, including unprecedented

14
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coordination across states, jurisdictions, and committees at all levels, allowed us to lead the
Nation in our level of emergency preparedness. We built on a foundation of shared leadership
and responsibility to secure our region by limiting the impact of disasters before they occur; we
are prepared to respond quickly and effectively when disasters occur with well trained and
equipped teams; and continue to address gaps in hazard preparedness within the NCR.

To date, our accomplishments are significant:

¢ We developed the framework of the 2005 Update to the NCR-HLS Strategic Plan, which
includes the Mission, Vision, Guiding Principles, Strategic Goals, Objectives, and
Initiatives. In the coming months we plan to invest in maturing the 45 initiatives,
focusing on the development of performance measures and timelines to ensure the
effective implementation of these initiatives.

e We continue to enhance a collaborative culture for planning, decision-making, and
implementation across the NCR.

e We are evolving our homeland security programs (State and local) to capabilities/
performance-based approach and so we can identify critical gaps and adjust our strategy
to address those gaps and deficiencies.

*  We are developing an enduring capability to protect the NCR by preventing or mitigating
“all-hazards” threats or events.

e We continue to strengthen a sustained capacity to respond to and recover from “all-
hazards” events across the NCR.

That said, the costs of simply maintaining this level of preparedness are significant, and the NCR
requires continued funding for its efforts. With the proper financial support, personnel,
management, and coordination, the NCR will be able to remain a national leader in emergency
preparedness; allowing it to successfully protect the citizens, workers, and visitors in the
National Capital Region from risks of all kinds.

The leadership of the NCR has developed comprehensive plans for public safety data
interoperability. In doing so, we have discovered issues requiring regional focus and resources
and that are dramatically enhanced with support from our Federal partners. Broadband wireless
operations in 700 MHz spectrum is a significant example of such a need.

The NCR has developed a plan to build the nation's first regional seemless interoperable wireless
broadband network of networks in 700 MHz. The NCR requires your assistance in accelerating
the FCC waiver process to operate such a network in a highly targeted region to provide a robust,
reliable, broadband wireless communications for public safety capable of withstanding power
outages and unaffected by commercial cellular use.

Additionally, in order to complete this build-out, we require $80 million to finish coverage
beyond the beltway to the entire region and to provide sufficient quantities of subscriber devices
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to equip the region and make available embedded wireless solutions that are public safety grade.
Finally, we request Congressional consideration for a Digital Television pilot program in the
National Capital Region that would clear broadcasters from the 700 MHz band quicker than the
current 2009 date and provide the FCC and Congress valuable lessons learned before a national
implementation. This request would result devices, infrastructure, and capacity that supports
streaming video, overhead pictometry, and other bandwidth intensive applications throughout the
National Capital Region.

Another issue is the lack of Emergency Management Preparedness Grant (EMPG) funds needed
to provide personnel to address the weakness identified in our FY 06 grant application process.
This process allowed us to define our strengths and weakness against capabilities. Personnel are
needed to allow the NCR to better prepare our jurisdictions and citizen in time of a disastet.

We thank you for this opportunity to appear before you today on this important issue and are
available for any questions that you may have,
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The Status of Strategic Planning in the
National Capital Region

What GAO Found

Among its other statutory responsibilities, the Office of National Capital
Region Coordination is charged with coordinating with NCR agencies and
other entities to ensure adequate planning, information sharing, training, and
execution of domestic preparedness activities among these agencies and
entities. In May 2004 and again in July 2005, we recommended that the
ONCRC coraplete a regional strategic plan to establish goals and priorities
for enhancing first responder capacities that could be used to guide the
effective use of federal funds.

Although work has continued on a NCR strategic plan for the past 2 years, a
completed plan is not yet available. According to NCR officials, completion
of the plan requires integrating information and analyses from other
documents completed or nearly completed, and a plan may not be available
before September or October of 20086.

The NCR's strategic planning should reflect both national and regional
priorities and needs. The majority of the individual docunents ONCRC
provided to us as representing components for its strategic plan were
developed in response to Department of Homeland Security fiscal year 2006
grant guidance to support the NCR's fiscal year 2006 grant application. It is
appropriate and necessary that the NCR address national priorities, but the
NCR’s strategic plan should not be primarily driven by these requirements. It
should integrate national and regional priorities and needs.

A well-defined, comprehensive strategic plan for the NCR is essential fos
assuring that the region is prepared for the risks it faces. A November 18,
2005, NCR PowerPoint presentation describes the NCR's vision, mission,
goals, objectives, and priority initiatives, That presentation includes sorae
elements of a good strategic plan, including some performance measures,
target dates, and cost estimates. A completed NCR strategic plan should
build on the current elements that the NCR has developed and strengthen
others based on the desirable characteristics of a national strategy that may
also be useful for a regional approach to homeland security strategic
planning. As it completes its strategic plan, the NCR could focus on
strengthening (1) initiatives that will accomplish objectives under the NOR
strategic goals, (2) performance measures and targets that indicate how the
initiatives will accormplish identified strategic goals, (8) milestones or
tirmeframes for initiative accomplishment, (4) information on the resources
and investments for each initiative, and (5) organizational roles,
responsibilities, and coordination, and integration and implementation plans.
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Mr. Chairman and Members of the Committee:

T appreciate the opportunity to be here today to discuss the National
Capital Region's (NRC) strategic planning. The NCR is an area comprising
the District of Columbia and surrounding counties and cities in the states
of Maryland and Virginia. The NCR is the only area in the nation that has a
statutorily designated regional coordinator—the Office of the National
Capital Region Coordination (ONCRC) under the Department of
Homeland Security (DHS).

One ONCRC mandate is to coordinate with NCR agencies and other
entities to ensure adequate planning, information sharing, training, and
execution of domestic preparedness activities among these agencies and
entities. We reported on NCR strategic planning, among other issues, in
May 2004 and September 2004, testified before the House Commiittee on
Government Reform in June 2004, and testified before your committee in
July 2005.! In our previous work, we provided recommendations regarding
NCR strategic planning and the preparation of a strategic plan.

My statement today provides our preliminary observations on documents
provided by ONCRC that describe current NCR strategic planning efforts.
Specifically, I will comment on corapletion of the strategic plan, the
impact of federal homeland security grant program requirements on NCR
strategic planning, and observations on strengthening any plan that is
developed.

We have only recently received new documentaticn related to the NCR's
strategic plan and its development from the ONCRC and have not had an
opportunity to review them fully. Consequently, my remarks are
necessarily preliminary and are based on our limited review and analysis
of the documents. We did our work in accordance with generally accepted
government auditing standards.

' GAO, Homeland Security: M t of First Re der Grants in the National
Capital Region Reflects the Need for Coordinated Planning and Performance Gouls,
GAO-04-433 (Washington, D.C.: May 28, 2004); Homeland Security: Coordinated Planning
and Standards Needed to Better Manage First Responder Grants in the National Capital
Region, GAO-04-004T (Washington, D.C.: June 24, 2004); Homeland Security: Effective
Regional Coordination Can Enhance Emergency Preparedness, (GAO-04-1000
(Washington, D.C.: September 15, 2004); Homeland Security: Manag:ny First Responder
Grants to Enhance Emergency Preparedness in the National Capital Rogion,
GAOG-05-889T (Washington, D.C.: July 14, 2005).
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Summary

In May 2004 and again in July 2005 we recommended that the Secretary of
Department of Homeland Security work with the NCR jurisdictions to
develop a coordinated strategic plan to establish goals and priorities to
enhance first responder capacities that can be used to guide the use of
federal emergency preparedness funds—a recommendation that the
department agreed to implement. Although work has continued on a NCR
strategic plan for the past 2 years, a completed plan is not yet available to
guide decision making such as assessment of NCR's strategic priorities
and funding needs and aid for NCR jurisdictions in ascertaining how the
NCR strategic plan complements their individual or combined efforts.
ONCRC officials have explained that integration of additional information
such as from an Emergency Management Accreditation Program (EMAP)
assessment has delayed completion of a strategic plan.? ONCRC officials
provided us several individual documents that they stated constituted the
basic elements of the NCR's strategic plan. According to the ONCRC, one
of the docurnents, a November 18, 2005, NCR Pienary Session PowerPoint
presentation (updated from a November 15 document), contains the core
elements of the NCR's strategic plan—the mission, vision, guiding
principles, long-term goals, and objectives. According to ONCRC officials,
an initial strategic plan will not be available until at least September or
October 2006.

NCR strategic planning should reflect both national and regional priorities
and needs. The November 18 PowerPoint presentation presents the NCR’s
goals, objectives, and initiatives, including those considered priorities. If
the NCR’s homeland security grant program funding documents prepared
for DHS are used extensively in NCR strategic planning, a NCR strategic
plan might primarily reflect DHS priorities and grant funding—national
priorities—and not regionally developed strategic goals and priorities. The
majority of the individual documents ONCRC represented as the basic
elements of the NCR's strategic plan were developed in response to DHS
homeland security grant program funding. Under the DHS funding
guidance, the homeland security strategy of applicants for funding must
incorporate DHS’s National Preparedness Goal and related target

* The Emergency Management Accreditation Program is a voluntary assessment and
acereditation process for state/territorial, tnibal. and local government emergency
management programs. Among other things, EMAP is intended to provide a structure for
identifying areas in need of improvement and 4 methodology for strategic planning and
Justification of resources. EMAP uses national emergency management standards along
with peer assessment teams to evaluate a program’s activities. These standards are based
on the National Fire Protection Association 1600 standard covering functional areas such
as program management and hazard identification and risk assessment.
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capabilities. According to DHS, the strategy is to provide a strategic plan
for the use of related federal, state, local, and private resources within a
state and/or urban area before, during, and after threatened or actual
domestic terrorist attacks, major disasters, and other emergencies. NCR
initiatives developed to implement NCR's strategic goals and objectives
presented in ONCRC documents are not all addressed in the DHS grant
program funding documents and would require implementation and
funding by NCR jurisdictions acting individually or in combination with
others, Qur preliminary work did not include an assessment of
jurisdictional efforts to implement the NCR initiatives.

A complete NCR strategic plan based on the November 18 PowerPoint
presentation should build on current elements and strengthen others
based on our six characteristics for a national strategy that may be useful
for a regional approach to homeland security strategic planning. These
include characteristics such as goals, objectives, activities, and
performrance measures; resources, investrnents, and risk management; and
organizational roles, responsibilities, and coordination. Our limited review
indicates that as the ONCRC fleshes out the November 18 PowerPoint
presentation that contains the core elements of the NCR’s strategic plan,
such strengthening could address: (1) initiatives that will accomplish
objectives under the strategic goals, (2) performance measures and targets
that indicate how the initiatives will accomplish identified strategic goals,
(3) milestones or time frames for initiative accomplishment, (4)
information on the resources and investment for each initiative, and (5)
organizational roles, responsibilities, and coordination, and integration
and implementation plans.

Background

Strategic plans developed by regional organizations can be effective tools
to focus resources and efforts to address problems. Effective plans often
contain such features as goals and objectives that are measurable and
quantifiable. These goals and objectives allow problems and planned steps
to be defined specifically and progress to be measured. By specifying goals
and objectives, plans can also give planners and decision makers a
structure for allocating funding to those goals and objectives. A well-
defined, comprehensive strategic plan for the NCR is essential for assuring
that the region is prepared for the risks it faces.

Page 3 GAO-06-559T
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The Homeland Security Act established the Office of National Capital
Region Coordination within the Department of Homeland Security’ The
ONCRC is responsible for overseeing and coordinating federal programs
for and relationships with state, local, and regional authorities in the NCR
and for assessing, and advocating for, the resources needed by state, local
and regional authorities in the NCR to implement efforts to secure the
homeland. One of the ONCRC mandates is to coordinate with federal,
state, local, and regional agencies and the private sector in NCR on
terrorism preparedness to ensure adequate planning, information sharing,
training, and execution of domestic preparedness activities among these
agencies and entities.

In our earlier work, we reported that ONCRC and the NCR faced three
interrelated challenges in managing federal funds in a way that maximizes
the increase in first responder capacities and preparedness while
minimizing inefficiency and unnecessary duplication of expenditures.
These challenges included the lack of

« aset of accepted benchmarks (best practices) and performance goals
that could be used to identify desired goals and determine whether firs.
responders have the ability to respond to threats and emergencies with
well-planned, well-coordinated, and effective efforts that involve
police, fire, emergency medical, public health, and other personnel
from multiple jurisdictions;

« acoordinated regionwide plan for establishing first responder
performance goals, needs, and priorities, and assessing the benefits of
expenditures in enhancing first responder capabilities; and

« areadily available, reliable source of data on the funds available to first
responders in the NCR and their use.

Without the standards, a regionwide plan, and data on spending, we
observed it would be extremely difficult to determine whether NCR first
responders were prepared to effectively respond to threats and
emergencies. Regional coordination means the use of governmental
resources in a complementary way toward goals and objectives that are
ruutually agreed upon by various stakeholders in a region.’ Regional
coordination can also help to overcome the fragmented nature of federal
programus and grants available to state and local entities. Successful

6 U.S.C. 462,
P GAQ-4-1000.
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coordination occurs not only vertically among federal, state, and local
governments, but also horizontally within regions. The effective alignment
of resources for the security of communities could require planning across
Jurisdictional boundaries. Neighboring jurisdictions may be affected by an
emergency situation in many ways, including mgjor traffic or
environmental disruptions, activation and implementation of mutual aid
agreements, acceptance of evacuated residents, and treating casualties in
local hospitals.

NCR Has Not
Produced a Strategic
Plan

Although work has continued on a NCR strategic plan for the past 2 years,
a completed plan is not yet available to guide decision making such as
assessment of NCR's strategic priorities and funding needs and aid for
NCR jurisdictions in ascertaining how the NCR strategic plan
complements their individual or combined efforts. In May 2004, we
recommended that the Secretary of DHS work with the NCR jurisdictions
to develop a coordinated strategic plan to establish goals and priorities to
enhance first responder capacities that can be used to guide the use of
federal emergency preparedness funds, and the department agreed to

impl £ this recc dation. A related recommendation—that DHS
monitor the plan’s implementation to ensure that funds are used in a way
that promotes effective expenditures that are not unnecessarily
duplicative—could not be implemented until the final strategic plan was in
place. In July 2005, we testified that, according to a DHS ONCRC official, a
final draft for review had been compieted and circulated to key
stakeholders. The plan was to featuce measurable goals, objectives, and
performance measures.

ONCRC officials state that past references to a NCR strategic plan reflect
availability of the core elements of the NCR strategic plan—the mission,
vision, guiding principles, long-term goals, and objectives, but not a
complete plan. They told us that these core elements, along with other
information, will need to be compiled into a strategic planning document.
ONCRC officials said that NCR leadership had elected to make the core
elements available but to concentrate on preparing other planning and
justification documents required for the fiscal year 2006 DHS grant
process. NCR planning timelines indicate this decision was made in
September 2005,

Because a strategic plan was not available, ONCRC officials provided us
with several documents, which they have said that taken as a whole,
constitute the basic elements of NCR's strategic plan. These documents
include
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« aNovember 18, 2005, NCR Plenary Session PowerPoint presentation
containing information on NCR strategic goals, objectives, and
initiatives;

« a February 1, 2006, National Capital Region Target Capabilities and
NCR Projects Work Book;

= the March 2, 2006, District of Columbia and Nationai Capital Region
Fiscal Year 2006 Homeland Security Grant Application Program and
Capability Enhancement Plan;

» the March 2, 2006, National Capital Region Initiatives; and

« the Fiscal Year 2006 NCR Homeland Security Grant Program Funding
Request Investment Justification, submitted to DHS in March 2006.

According to ONCRC officials, a complete strategic plan is awaiting
integration of additional information that in some cases is not yet
complete. These include an Emergency Management Accreditation
Program (EMAP) assessment of all local jurisdictions in the NCR and
regional-level activities, which, according to the ONCRC, is completed but
will not be available until sometime in April; the peer review of the status
of state and urban area emergency operations plans after Hurricane
Katrina, whose completion is anticipated in April 2006; and the fiscal year
2006 homeland security program grant enhancerent plan for funding,
which was completed in early March 2006. ONCRC officials estimate that
after April 2008, it will take approximately 90 more days to integrate these
documents and the core framework of the strategic plan, plus
approximately 60 days for final review and coordination by the NCR
leadership. Thus, an initial strategic plan will not be available until at least
September or October 2006.

NCR Strategic
Planning Should
Reflect Both National
and Regional
Priorities and Needs

NCR strategic planning should reflect both national and regional priorities
and needs. ONCRC officials have said that the November 18, 2005, NCR
plenary session PowerPoint presentation represents the vision, mission,
and core goals and objectives of the NCR's strategic plan. If the NCR’s
homeland security grant program funding documents prepared for DHS
are used extensively in NCR strategic planning, a NCR strategic plan might
primarily reflect DHS priorities and grant funding-—national priorities—
and not regionally developed strategic goals and priorities.

NCR's current goals and objectives are shown in table 1.
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Table 1: NCR Vision, Mission, Goals, and Obj from the 18, 2005, NCR Plenary Session PowerPoint
Presentation
Vision Mission
Working together towards a safe and secure  Build and sustain an integrated effort to prepare for, prevent, protect against, respond
National Capital Region | to, and recover from “all-hazards” threats or events
Goals Obijectives for each goat
1. A coliaborative culture for planning, 1. Enhance and continually adapt the framework for regionai strategic planning and
decision making, and implementation decision making to achieve an optimal balance of capabilities across the NCR
across the NCR 2. Design and implement an integrated and iterative performance and risk-based
regional planning process that engages appropriate NCR homeland security
partners
3. Establish an NCR-wide assessment process to identify and remedy gaps in
regional, jurisdictional, and sector preparedness
4. Develop a requirements generation and prioritization process to effectively utilize
avaitable public and private homeland security resources fo satisfy NCR regional,
jurisdictional, and sector preparedness
5. Enhance the oversight and accountability process that coordinates, tracks, and
tuates the impl itation and effectiveness of regional decisions
6. Adopt a life cycle cost and investment approach to generate enduring and

sustainable preparedness across the NCR

2. Aninformed and prepared community of 1.
those who live, work, and visit within the
region, engaged in the safety and security 2
of the NCR i

Deliver timely, coordinated, and targeted emergency information across the NCR
before, during, and after emergencies

Raise the level of preparedness across the NCR by utitizing and enhancing
public awareness and education campaigns

Strengthen public-private-nongo Mal ¢ ization parinerships and
communication through increased sharing of information and resources, and
expanded participation in preparediizss planning across the NCR

Engage those who live, work and visit within the region in emergeicy
preparedness across the NCR

3. An enduring capability to protect the NCR 1.
by preventing or mitigating “ail-hazards”
threats or events

Develop and sustain common, multidisciptinary standards for planning,
equipping, training, operating, and (cross-jurisdictional) exercising to maximize
prevention and mitigation capabilities across the NCR

Strengthen the gathering, fusion, analysis, and exchange of multidiscipline
strategic and tactical information and data for shared situational awareness
Employ a performance and risk-based approach to critical infrastructure

protection across the NCR, targeting resources where the threat, vulnerability,
and impact are greatest

2.

3

4. A sustained capacity to respond to and 1.
recovery from “ali-hazards” events across

the NCR 2

3.

4.

DBevelop, adopt, and implement integrated plans, policies, and standards to
facilitate response and recovery

Ensure the capacity to operate multifeve! coordinated response and recovery
Ensure adequate and effective sharing of resources
Comprehensively identify jong-term recovery issues

Source: NCR Plenary Session Fresentation, November 18, 2005.
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The other four documents that ONCRC represents as constituting the NCR
strategic plan were developed in response to federal requirements under
the National Preparedness Goal and to support the NCR's federal funding
application. Required by Homeland Security Presidential Directive 8, the
National Preparedness Goal is a national domestic all-hazards
preparedness goal intended to establish measurable readiness priorities
and targets. The fiscal year 2006 Homeland Security Grant Program
(HSGP) integrates the State Homeland Security Program, the Urban Areas
Security Initiative, the Law Enforcement Terrorism Prevention Program,
the Metropolitan Medical Response System, and the Citizen Corps
Prograr. For the first time, starting with the fiscal year 2006 HSGP, DHS is
using the National Preparedness Goal to shape national priorities and
focus expenditures for the HSGP. According to DHS, the combined fiscal
year 2006 HSGP Program Guidance and Application Kit streamlines efforts
for states and urban areas in obtaining resources that are critical to
building and sustaining capabilities to achieve the National Preparedness
Goal and implement state and urban area homeland security strategies.

All states and urban areas were required to align existing preparedness
strategies within the National Preparedness Goal’s eight national
priorities.” States and urban areas were required to assess their
preparedness needs by reviewing their existing programs and capabilities
and use those findings to develop a plan and formal investment
Jjustification outlining major statewide, substate, or interstate initiatives for
which they will seek funding, According to DHS, these initiatives are to
focus efforts on how to build and sustain progrars and capabilities within
and across state boundaries while aligning with the National Preparedness
Goal and national priorities.

It is, of course, important and necessary that the ONCRC, and other
regional and local jurisdictions, incorporate the DHS's National
Preparedness Goal and related target capabilities into their strategic
planning. The target capabilities are intended to serve as a benchmark
against which states, regions, and localities can measure their own

* Those priorities are (1) implement the National Incident Management System and
National Response Plan; (2) expand regional collaboration; (3) implement the interim
National Infrastructure Protection Plan; (4) strengthen information-sharing and
collaboration capabilities; (5) strengthen i perable e ications ¢ itities; (6)
strengthen chemical, biological, radiotogical/nuclear, and explosive detection, response,
and decontamination capabilities; (7) strengthen medical surge and mass prophylaxis
capabilities; and (8) review emergency operations plans and the status of catastrophic
pianning.
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capabilities. However, these national requirements are but one part of
developing regional preparedness, response, and recovery assessments
and funding priorities specific to the NCR. The NCR's strategic plan should
provide the framework for guiding the integration of DHS requirements
into the NCR's overall efforts.

While the NCR strategic plan is not complete, our preliminary review of
the NCR initiatives developed to irmnplement NCR’s strategic goals and
objectives presented in ONCRC documents indicates they are not
completely addressed in the DHS HSGP documents. Using the November
18, 2005, PowerPoint presentation as our primary framework, we
identified whether the NCR’s 39 individual regional initiatives were
specifically supported in whole or in part by programs or investments in
the fiscal year 2006 HSGP documents (enhancement plan and investment
justification) prepared for DHS. Our prelirninary analysis indicates that
regional initiatives defined under NCR strategic goals and objectives have
some coverage—individual programs or projects—in the NCR documents
prepared for DHS HSGP funding, but not complete coverage. We found
that of the NCR’s 16 priority initiatives, 10 were partially addressed in the
enhancerent plan and 12 were partially addressed in the investment
Jjustification. Of the other 23 NCR initiatives, 8 were partially addressed in
the enhancement plan and 12 were partially addressed in the investment
Jjustification.

Implementation of regional initiatives not covered by HSGP funding likely
would require NCR jurisdictions acting individually or in combination with
others. Qur preliminary work did not include an assessment of individuai
Jjurisdictional efforts to implement the NCR initiatives to determine if
uncovered initiatives, particularly those considered priority initiatives,
might be addressed by one or more of the NCR jurisdictions. Further work
would be required to determine to what extent, if any, the NCR initiatives
are addressed in other federal funding applications or individual NCR
Jjurisdictional homeland security initiatives.

As I stated earlier, ONCRC officials told us a complete NCR strategic plan
is awaiting information from the EMAP assessment, DHS’s peer review of
the status of emergency operations plans in the aftermath of Hurricane
Katrina, and the fiscal year 2006 homeland security grant program
enhancement plan for funding. This information may further emphasize
federal priorities in the regional planning process. However, information
from these sources should complement the region’s own assessment of
preparedness gaps and the development of strategic goals, objectives, and
initiatives. Officials from the District of Columbia, Virginia, and Maryland
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ernphasized this point when they testified before this committee in July
2005. At that time, they said that the regional strategic plan would be a
comprehensive document that defined priorities and objectives for the
entire region without regard to any specific jurisdiction, discipline, or
funding mechanisms. In our view, a NCR plan should complement the
plans of the various jurisdictions within NCR. In the aftermath of the
September 11, 2001 terrorist attacks and the creation of the ONCRC, we
would have expected that the vast majority of this assessment work
should have been completed. The NCR is considered a prime target for
terrorist events, and other major events requiring a regional response can
be anticipated, such as large, dangerous chemical spills.

A Completed NCR
Strategic Plan Could
be Strengthened in
Several Ways

A complete NCR strategic plan based on the November 18 PowerPoint
presentation could be strengthened in several ways. In earlier work we
have identified characteristics that we consider to be desirable fora
national strategy that may be useful for a regional approach to homeland
security strategic planning.® The desirable characteristics, adjusted for a
regional strategy, are

* purpose, scope, and methodology that address why the strategy was
produced, the scope of its coverage, and the process by which it was
developed;

+ problem definition and risk assessment that address the particular
regional problems and threats the strategy is directed towards;

+ goals, subordinate objectives, activities, and performance measures
that address what the strategy is trying to achieve, steps to achieve
those results, as well as the priorities, milestones, and performance
measures to gauge results;

* resources, investments, and risk management that address what the
strategy will cost, the sources and types of resources and investrments
needed, and where resources and investments should be targeted by
balancing risk reductions and costs;

« organizational roles, responsibilities, and coordination that address
who will be implementing the strategy, what their roles will be

* GAO. Combating Terrorism: Evaluati of Selected Characteristics in National
Strategies Related to Terrovism, GAO-04-108T (Washington, D.C.: Feb. 3, 2004).
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compared to those of others, and mechanisms for them to coordinate
their efforts; and

« integration and implementation that address how a regional strategy
relates to other strategies’ goals, objectives and activities, and to state
and local governments within their region and their plans to implement
the strategy.

According to the ONCRC, the November 18 PowerPoint presentation
contains the core elements of the NCR's strategic plan—the mission,
vision, guiding principles, long-term goals, and objectives. Our preliminary
review of the presentation indicates it reflects many of the characteristics
we have defined as desirable for a strategy. The presentation includes
some material on the purpose, scope, and methodology underlying the
presentation; what it covers; and how it was developed. For example, the
presentation contains a detailed timeline of key activities in the execution
of the strategic plan and how initiatives were prioritized. Particular
regional problems and performance gaps are described, including a
section on regionwide weaknesses and gaps such as the lack of a
regionwide risk assessment framework and inadequate response and
recovery for special needs populations. These gaps are cross-referenced to
priority initiatives. Specific goals, objectives, and initiatives are in the
presentation, cross-referenced to the regional gaps. Some initiative
descriptions identify if a cost is either high, medium, or low with more
detailed cost information summarized in other places.

QOur preliminary review indicates that as the ONCRC fleshes out the
November 18 PowerPoint presentation into an initial, complete strategic
plan, improvements might be made in (1) initiatives that will accomplish
objectives under the strategic goals, (2) performance measures and targets
that indicate how the initiatives will accomplish identified strategic goals,
(3) milestones or time frames for initiative accomplishment, (4)
information on the resources and investment for each initiative, and (5)
organizational roles, responsibilities, and coordination, and integration
and implementation plans. A discussion of how these elements could be
strengthened follows.

Initiative Development to
Match Goal Objectives

A NCR strategic plan could more fully develop initiatives to accomplish
objectives under the strategic goals. For example, the presentation
contains several objectives that have only one initiative. A single initiative
may not ensure that objectives are accomplished, and it may merely be
restating the objective itself. For example, there is only one injtiative
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(regional strategic planning and decision making process enhancernents)
for Goal 1's first objective {(enhancing and adapting the framework for
strategic planning and decision making to achieve an optimal balance of
capabilities across the NCR). The initiative in large part restates the
objective. This initiative might be replaced by more specific initiatives or
the objective restated and additional initiatives proposed. Other objectives
in the November 18 PowerPoint presentation provide a more complete
picture of initiatives intended to meet the objective. For any future plan,
these initiatives should be reviewed to determine if the current initiatives
will fully meet the results expected of the objectives.

Performance Measure and
Target Improvements

A NCR strategic plan could more fully measure initiative expectations by
improving performance measures and targets. First, in some cases, the
performance measures will not readily lend themselves to actual
quantitative or qualitative measurement through a tabulation, a
calculation, a recording of activity or effort, or an assessment of results
that is compared to an intended purpose. Additional measures might be
necessary. For example, Goal 1, Objective 1, Initiative 1 (regional strategic
planning and decision-making process) includes measures such as (1) the
decision-making system is well understood by all stakeholders based on
changed behaviors and (2) time and resources required of stakeholders in
the region to participate in the decision-making process is more efficient.
These could be either refined for more direct measurement or additional
measures posed, such as specifying behaviors for assessment or what
parts of the process might be assessed for efficiency. Other measures in
the document might serve as examples of more direct measutement, such
as those that assess accomplishments using percentages in Goal 2,
Objective 4, Initiative 1 (increasing civic involvement in all phases of
disaster preparedness).

Second, a strategic plan could be improved by (1) expanding the use of
outcome measures and targets in the plan to reflect the results of its
activities and (2) limiting the use of other types of measures. ONCRC
officials said that the performance measures in the November 18
PowerPoint presentation had a greater emphasis on tracking outcormes,
rather than inputs. They stated that as programs and projects are funded
and implemented, a rore thorough effort to develop associated measures
for each will be undertaken, With regard to revising measures to reflect
funded programs and projects, we would suggest NCR officials focus on
measuring outcomes of programs and projects to meet strategic goals and
objectives.
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Our preliminary analysis indicates that several measures are outcome-
oriented, such as those for Goal 2, Objective 4, Initiative 1 (increase civic
involvement in all phases of disaster preparedness) that has outcome
measures such as the percentage of the population that has taken steps to
develop personal preparedness and the percentage of the population
familiar with workplace, school, and community emergency plans.
However, the majority of the presentation’s performance measures and
targets are process- or output-oriented and may not match the desired
result of the initiative. For example, the Goal 1, Objective 4, Initiative 2
(facilitating practitioner priorities into the program development process)
desired outcomes are (1) an easily understood process for participation
and feedback of the practitioner stakeholder communities to influence
programmatic initiatives and priorities defined in Goal Groups 2, 3, and 4
and (2) an awareness and increased participation in the range of resource
opportunities. Measures for this initiative include communication across
Emergency Support Functions (ESFs), an accountability chart, and
governance guidance document show the feedback loop between ESFs
and Senior Policy Group/Chief Administrative Officer (SPG/CAQ) and
Regional Working Groups. Such measures identify completed activities or
tasks, not how well understand the process is. A fourth measure for this
initiative—understanding/agreeing on roles, responsibility, and
accountability—might closer to measuring the desired outcome.

Third, many initiatives do not have performance targets. For example,
targets are missing for all or some measures for initiatives under Goal 1,
Objectives 1, 3, 4, and 5. Other targets are unclear. For example, one
measure for both Goal 1, Objective 3, Initiative 1 (tasks and capabilities [ox
the NCR) and Goal 1, Objective 3, Initiative 2 (gap analysis,
recommendations, and appropriate actions) is the progress toward closing
the gap between baseline and target capabilities. The target is “what we
think we need to accomplish in HSPD 7/8."” Any targets such as this would
require clarification if progress toward results is to be assessed.

Timeframes

A future NCR strategic plan could also be strengthened by including more
complete time frames for initiative accomplishment, including specific
milestones. In some cases, the time frame description is missing or is
inconsistent with timeframes provided within performance measure
descriptions that generally cover activities or tasks. For example, Goal 3,

” HSPD stands for Homeland Security Presidential Directive.

Page 13 GAO-06-559T



77

Objective 1, Initiative 1 (region prevention and mitigation framework) has
a time frame for fall 2006, but measures include targets in 2007. In several
instances, measures of tasks or activities include milestones, but an
overall time frame is not indicated. For example, Goal 3, Objective 3,
Initiative 1 (critical infrastructure and high-risk targets risk assessments)
and Goal 4, Objective 1, Initiative 1 (corrective action program for gaps)
do not have timeframes identified, but measures have dates extending into
2007 and 2009 respectively.

Time frames should also match the initiative. In some cases, it is unclear if
the initiative description should be expanded to encorapass activities that
appear outside the scope of the initiative as written, but result in the time
frame for the overall initiative. For example, Goal 3, Objective 1, Initiative
3 (health surveillance, detection, and mitigation functions plan) has an
overall time frame of December 2010, but the 2010 date reflects
implementation of a patient tracking system. In the list of measures, the
plan itself is targeted for December 2008. Either the initiative description
could be changed to include the system or the patient tracking system
measure could be removed or revised,

Resources and
Investments

A future NCR strategic plan could provide fuller information on the
resources and investments associated with each initiative. For example,
each initiative in the November 18 PowerPoint presentation has a section
for cost and cost factors. However, there is not an explanation in the
document as to what cost categories of high, medium, or low mean in
terms of dollar ranges. ONCRC officials told us that these descriptions
should be considered more notional in nature, with a low usually meaning
well under $1 million and those rated high in the tens of millions. In many
cases, the categorization of cost for an initiative is missing from the
November 18 PowerPoint presentation initiative sections. More specific
cost information by initiative, such as the funded and unfunded grant
information that is provided in a summary format, would facilitate
decision making in comparing trade-offs as options are considered. A plan
also could be improved by including the sources of funding for the
anticipated costs, whether federal, state, or local, or a combination of
multiple sources.
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Organizational
Contributions and
Integration and
Implementation Planning

Last, any future NCR strategic plan could expand on organizational roles,
responsibilities, coordination, and integration and implementation plans.
Organizational roles, responsibilities, and coordination for each initiative
would clarify accountability and leadership for completion of the
initiative. The plan might also include information on how the plan will be
integrated with the strategic plans of NCR jurisdictions and that of the
ONCRC and plans to implement the regional strategy.

Concluding
Observations

There is no more important element in results-oriented management than
the effort of strategic planning. This effort is the starting point and
foundation for defining what an organization seeks to accomplish,
identifying the strategies it will use to achieve desired results, and then
determining how well it succeeds in reaching results-oriented goals and
achieving objectives. Establishing clear goals, objectives, and milestones;
setting performance goals; assessing performance against goals to set
priorities; and monitoring the effectiveness of actions taken to achieve the
designated performance goals are all part of the planning process. If done
well, strategic planning is not a static or occasional event, but rather a
dynamic and inclusive process. Continuous strategic planning provides the
foundation for the most important things an organization does each day,
and fosters informed communication between the organization and those
affected by or interested in the organization’s activities.

We appreciate the fact that strategic plans, once issued, are living
documents that require continual assessment. There is an understandable
tempiation to delay issuing a strategic plan at some point in the ongoing
strategic planning process until the plan is considered perfect and all
information has been collected, analyzed, and incorporated into the plan,
However, failure to complete an initial strategic plan makes it difficult for
decision makers to identify and assess NCR's first strategic goals,
objectives, priorities, reasures, and funding needs, and how resources can
be leveraged across the region as events warrant. We continue to
recormend that the Secretary of DHS work with the NCR jurisdictions to
guickly complete a coordinated strategic plan to establish regional goals
and priorities.

That concludes my statement, Mr. Chairman. [ would be pleased to
respond to any questions you or other members of the Committee may
have.
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FY 2003 URBAN AREA HOMELAND SECURITY STRATEGY
NATIONAL CAPITAL REGION (NCR)

Introduction

On September 11, 2001 and again on October 4, 2001 the National Capital Region' (NCR)
experienced, firsthand, terrorist attacks. Since that time much has been done to improve our
security and better prepare the NCR for the continuing threats facing its communities and
citizens. Significant efforts to prepare individual jurisdictions in the NCR to counter the terrorist
threat existed prior to the tragic events in 2001. These efforts, while laudable, did not enjoy
comprehensive and coordinated regional focus and resource support. Today there is better
resourcing for local needs, improved regional coordination and an unparalleled commitment
from all levels of officials. However, much work remains.

In recognition of the significant work that remains, particularly in large urban areas, the
Congress and the Administration have dedicated substantial resources through the Urban Area
Security Initiative (UASI) Grant Program to selected urban areas across the country including
the NCR. The UASI Program’s purpose is to provide direct financial assistance to urban areas
to address their special needs. The Program’s intent is to create a sustainable national model
program whereby urban areas can share the lessons learned and best practices with other urban
areas around the nation, This program also includes a jurisdictional assessment and a strategy
development component.

Urban Area Homeland Security Strategy for the NCR

This document is the first Urban Area Security Strategy for the National Capital Region. The
purpose of the Strategy is to identify a strategic direction for enhancing regional capability and
capacity to prevent and reduce vulnerability of the NCR from terrorist attacks. This is an
exceedingly complex mission that requires coordination, cooperation and focused effort from the
entire region — citizens, local, state and federal government, as well as the private and non-profit
sectors.

This Strategy was developed based on the results of the NCR assessment completed by
communities in July 2003 — the first region in the nation to do so. The assessment included a
comprehensive risk, capabilities, and needs assessments. The results of the assessment provide
insight into the requirements of the region. The assessment included all of the region’s twelve
local governments incorporating data for ten primary disciplines with emergency response
duties.

.. N . .
Title 10, United States Code, Section 2674 (£)(2) provides the following definition:

The term "National Capital Region” means the geographic area located within the boundaries of (4) the District
of Columbia, (B} Montgomery and Prince Georges Counties in the State of Maryland, (C) Arlington, Fairfax,
Loudoun, and Prince William Counties and the City of Ale {ria in the C ith of Virginia, and (D) all
cities and other units of government within the geographic areas of such District, Counties, and City.
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In addition to the assessment three additional sources were instrumental in developing the
Strategy. These sources include the National Strategy for Homeland Security, the Eight
Commitments to Action for the NCR and the State Template published by the Homeland Security
Council. Matrices validating the content of the strategy with these sources are provided in the
sections that follow.

The Strategy focuses on four areas: planning, training, exercise and equipment. For each area
specific goals, objectives, implementation steps and metrics are described. It is important to note
that focus of the Strategy and the resources available through the UASI program is developing
regional capability — capability that benefits across the NCR, not simply a particular jurisdiction.

Guided by this Strategy, the NCR will apply the resources available from the Department of
Homeland Security (DHS) through the Office for Domestic Preparedness (ODP) to address
unique planning, training, exercise and equipment needs to assist in building an enhanced and
sustainable capacity to prevent, respond to, and recover from threats or acts of terrorism.

Strategic Objectives

This Strategy establishes three strategic objectives based on those established in the National
Strategy for Homeland Security:

= Prevent terrorist attacks within the National Capital Region
« Reduce the National Capital Region’s vulnerability to terrorism; and,
= Minimize the damage and recover from attacks that do occur.

Further supporting the regional foundation, this Strategy embraces the concept of a national
incident management system that defines a common terminology for all parties, provides a
unified command structure, standards and qualifications and is scalable to meet incidents of all

size.

In August 2002 at the NCR Homeland Security Summit Maryland, Virginia, and the District of
Columbia agreed upon Eight Commitments to Action as a framework to achieve the strategic
objectives. The Commitments to Action focus on the following eight areas:

1. Terrorism Prevention
- U.S. Attorneys for the judicial districts within the NCR will work with the FBI to
enhance coordination and information sharing through their respective JTTFs and
ATTFs.
2. Citizen Involvement in Preparedness
- Utilize mechanisms for regional cooperation in endorsing and implementing
Citizen Corps programs within the NCR.
3. Decision-Making and Coordination
-  Work in partnership to utilize a coordinated process for decision-making for
significant incidents or emergency situations in the NCR.
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4. Emergency Protective Measures
- Work in partnership to define and develop a common set of emergency protective
measures to protect the health and safety of the public in the event of a major
emergency event in the NCR.
5. Infrastructure Protection
- Work in partnership with the private sector to jointly identify and set protection
priorities and guidelines for infrastructure assets and services in the NCR.
6. Media Relations and Communication
- Work in partnership to develop a Joint Information System for the NCR during
response to a major emergency or disaster event.
7. Mutual Aid
- Utilize EMAC and pursue resolution of existing responsibility, reimbursement,
and liability issues related to implementing mutual aid agreements in the NCR.
8. Training and Exercises
- Work in partnership to coordinate plans for terrorism and security-related training
and exercises across the NCR that are inclusive of ali levels of government as
well as schools and universities, health care institutions, and other private and
non-profit partners as appropriate.

Additionally, this Strategy draws upon the guiding principles and other information in the
Statewide Template Initiative developed by the President’s Homeland Security Advisory Council
in March 2003.

PLANNING

Goal

Ensure preparedness planning efforts across the NCR, including the public, business and
nonprofit sectors, are fully coordinated and appropriately integrated so that preparedness
activities are consistent, non-duplicative, efficient and effective.

Objective

Establish a coordinated preparedness planning mechanism for the NCR, including the public,
business and nonprofit sectors, which clearly defines roles, relationships, processes and actions
with deadlines.

Implementation Steps

1. Build upon efforts involving the Eight Commitments to Action, other existing working
groups, agreements and objectives.

2. Engage the Urban Area Working Group2 (UAWG) to provide a forum and convene, recorc
and support the coordination of regional preparedness planning efforts across the spectrum
of NCR homeland security activities. Specifically, draw together regional associations and

% The NCR Emergency Preparedness Council (EPC) serves as the UAWG for the NCR.
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groups to synchronize existing efforts that address evacuation planning, bio-detection and
epidemiological surveillance planning, and citizen preparedness planning within the NCR.

Develop and coordinate detailed operations plans that address a strategy for interoperable
(operational) communications (data and voice) among all relevant response personnel in
the NCR with appropriate protocols and rules of operations, regional emergency
connectivity and other planning initiatives. Address impediments to coordinated decision
making resulting from communications gaps among numerous legacy systems that exist
within the NCR.

Engage the public non-profit community to identify and coordinate their roles in support of
regional response and recovery efforts.

Lead and coordinate Critical Infrastructure Protection activities in the NCR.

Develop a self-assessment tool to assist the business and nonprofit sectors and entities in
determining their vulnerability and readiness.

Implement a preparedness curriculum in NCR schools and coordinate and address the
concerns of educators and caregivers of children who need additional methods to help
children cope in uncertain times.

Implement a regional citizen education/awareness campaign,

Engage special needs populations to discuss and address preparedness, response and
recovery issues faced by citizens with special needs.

Metrics

Chart the completion of Planning Implementation Steps to ensure that planning efforts are
finalized and integrated into respective strategies. Key focus areas are:

* Interoperable Communications
« Quarantine/Isolation
* Hospital Surge Capacity

*  Protective Actions (Evacuation and Shelter-in-Place)

= Mutual Aid

Pl
r

ing Validation Matrix

Implementation
Step

NCR Assessment

Eight Commitments

National Strategy

State Template

1. Comumtments to
Action

Results from the July 2003
comprehensive risk,
capabilities, and needs
assessments give a clear
picture of the requirements
for the NCR. Identified needs
in planning, training,
equipment, and exercise are
addressed by present and
future efforts to satisfy the

NCR Commutments to Action
are fully consistent wath the
strategic objectives and
priorities of the National
Strategy.

Gurding Principles 10 the

State Template include:

= Maximize collective
efforts to prevent tervorist
attacks, reduce risks, and
respond effectively to
attacks that do occur.
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Planning Validation Matrix

Implementation
Step

NCR Assessment

Eight Commitments

National Strategy

State Template

Esght Comnutmenis 10 dcuon

2. Regional Planming
Ceordination

Results from the July 2003
comprehensive risk,
capabilities, and needs
assessments revealed the need
to engage in additional
planning efforts to address
response capabilities such as
terrorism incident response
and isolation/quarantine.

Decision-making and
Coordination dictates that
NCR jurisdictions work in
partership to utilize a
coordinated process for
decision-making for
significant incidents or
erergency situations. This
includes developing and
implementing methods for
coordination between
operational entities as well as
sentor decision-makers in
locat, State and Federal
governments as well as the
private sector.

Emergency Protective
Measures dictates that NCR
jurisdictions work in
partnership to define and
develop a common set of
emergency protective
measures to protect the health
and safety of the public. Such
measures are to include
standardized emergeney
protection guides, protocols,
and procedures.

Natwonal Strategy suppurts
regional planning through the
concepts of:
Mutual Aid
National Incident
Management System

Guiding Principles m the

State Template include:

v Maximize collective
efforts to prevent terrorist
altacks, reduce risks, and
respond effectively to
attacks that do occur.

»  Assure the efforts are
State based but locally
focused and driven

= Empower state and local
official hemeland security
efforts, leveraging
existing emergency
preparedness and
response programs and
capabilities

3. Operational Plans
B

Results from the July 2003

(Inter rehensive risk,
o capabilities, and needs

G nication show that al

Connectivity, Etc.) NCR ions both

Decision-makiog and
Coordination dictates that
NCR jurisdictions work in
partnership to wtilizea
dinated process for

receive and provide mutual
aid, highhighting the need for
enhanced planning
coordination.

decision-making for
significant incidents or
emergency situations. This
includes developing and
implementing methods for
coordination between
operational entities as well as
senior decision-makers in
tocal, State and Federal
governments as well as the
private sector,

Mutuat Aid directs NCR
Jurisdictions to pursue
resolution of existing.
responsibility, reimbursement
and liability issues related to
implementing mutual aid
agreements in the NCR.

National Strategy supports
regional operational planning
through the concepts of:
* Mutual Aid
* National Incident
Management Systern
* Establishment of national
communication protocols

Guiding Principles in the

State Template include:

*  Promote interoperable
and reliable
communications

4. Public Non-profit
Engagement

“The assessments were stient
on this topic. However, with
over 2,100 non-profit
organizations in the NCR,
each with a strong desire to
make a positive impact on the
response and recovery
capabilities of the
community, clearly better
orgamzation of regionat
engagements is to be desired.

Decision-making and
Coordination dictates that
NCR jurisdictions work in
partnership to utilize 2
coordinated process for
decision-making for
significant incidents or
emergency situations. This
includes developing and
implementing methods for
coardination between

Guiding Principles in the

Siate Template include:

*  Promote citizen
participation in state,
local, private seetor and
regional homeland
security efforts through
volunteer service
activities, preparedness,
education and

AWATCILSS .
operational entities as well as
senior decision-makers in
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Pl g Validation Matrix
Implementation NCR Assessment | Eight Commitments | National Strategy State Template
Step
tocal, State and Federal
goverments as well as the
private sector.
Infrastructure Protection
dictates that NCR
Jurisdictions work in
partnership with the private
sector to jointly identify and
set protection priorities and
guidetines for infrastructure
assets and services.
5. Critical According to the assessment Infrastructure Protection Protecting our Critical Guiding Princip}es in the
data, NCR jurisdictions have dictates that NCR Infrastructure is a critical State Template include:
Inﬁ“astr}xcmre requested assistance with Jjurisdictions work in mission area wdentilied in the v Enable the government
Protection identification, execution of partnership with the private National Strategy and private sector at alf
vuinerability assessments, and | sector to jointly identify and levels the ability to
training regarding the conduct | set protection priorities and carry out its Homeland
of site-specifi it idelines for i Security responsibilities
assessments, assets and services.
6. Seif- ding to the Protection The National Strategy Guiding Principles in the
Tool data, NCR jurisdictions have dictates that NCR identifies the following major | State Template include:
.

requested assistance with

identification, execution of

valnerability assessments, and

training regarding the conduct
i 5 il

Jurisdictions work in
partnership with the private
sector to jointly identify and
set protection priorities and

initiatives in protecting our

critical infrastructure:

*  Build and maintain a
complete and accurate

o
assessments.

for
assets and services.

of critical
infrastructure and key
assets

Enable effective
parmership with state and
tocal government and the
private sector

Enable the government
and private sector at all
levels the ability to
carry out its Homeland
Security responsibilities

7. Preparedness
Curricnlum

The assessments were silent
on this topic. However, there
is a clear need to involve in
citizens in prevention and
preparedness efforts, which
will allow first responders to
perform essential dutics,

Citizen Invelvement in
Preparedness directs NCR
jurisdictions work in concert
with volunteer and citizen
organizations 1o empower
individuals to take care of
themselves, educate them
about what emergency
proteciive measures and raise
awareness regarding ways to
help.

Emergency Protective
Measures dictates that NCR
Jjurisdictions work in
partnership to define and
develop a conwmon set of
emergency protective
measures to protect the health
and safety of the public.

Guiding Principles in the

State Template include:

*  Promote citizen
participation in state,
focal, private sector and
regional homeland
security efforts through
volunieer service
activities, preparedness,
education and awargness.

8. Citizen
Preparedness
Campaign

The assessments were silent
on this topic. However, there
is a clear need to involve in
citizens in prevention and
preparedness efforts, which
will allow first responders to
perform essential duties.

Citizen Involvement in
Preparedness directs NCR
Jjurisdictions work in concert
with volunteer and citizen
organizations to empower
individuals to take care of
themselves, educate them
about what emergency
protective measures and raise
awareness regarding ways to
help.

Emergency Protective
Measures dictates that NCR
jurisdictions work in

Information sharing is one of
the four foundations of
Homeland Security identified
in the National Steategy.

Guiding Principles in the

State Template include:

*  Promote citizen
participation in state,
Tocal, private sector and
regional homeland
security efforts through
volunteer service
activities, preparedness,
education and awareness.
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Planning Validation Matrix

Implementation
Step

NCR Assessment

Eight Commitments

National Strategy

State Template

partnership fo define and
develop a comynon set of
emergency protective
measures to protect the health
and safety of the public.

9. Addressing Special
Needs

“The assessments were silent
on this topic. However, there
is a clear need to involve
special needs communities in
preparedness efforts, which
will altow first responders to
perform essential duties.

Citizen lavelvement in
Preparedness directs NCR
Jjurisdictions work in concert
with volunteer and citizen
organizations 10 empower
individuals to take care of
themselves, educate them
about what emergency
protective measures and raise
awareness regarding ways {0
help.

Emergency Protective
Measures dictates that NCR
Jurisdictions work in
partnership to define and
develop a comnmon set of
emergency protective
measures to protect the health
and safety of the public.

Guiding Principles in the
State Template include:
Promote citizen participation
in state, local, private sector
and regional homeland
security efforts through
volunteer service activities,
preparedness, education and
awareness,

TRAINING

Goal

Provide coordinated, consistent, standardized training to meet regional homeland security

training requirements for responders, government officials, schools and the public.

Objective

Coordinate and track the training requirements and delivery of terrorism and security related
training that are inclusive of all levels of government, as well as schools and universities, health
care institutions, and other private and non-profit partners.

Implementation Steps

1. Develop a training strategy and coordinate the actions of all training academies and
institutions in the NCR, track course delivery and monitor responder training requirements.

a.

C.

Work with regional training academies and institutions to conduct basic training

in various specialties.

Develop pathways for progress for select first responder specialties that encourage

certification and other recognition programs.

Maintain consistency with State agency training strategy, guidance and direction.

2. Develop and institutionalize a dialogue between regional public information officers (PI0s)
and the region’s media professionals on how best to respond to and communicate with the
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region’s citizens during emergencies, including the steps needed to maintain public
communications facilities and capabilities in the face of new and challenging threats.

Metrics

Chart the completion of Training Implementation Steps to ensure that training/education
strategies are finalized and implemented. Key focus areas are:

»  NCR Public Safety Community
« NCR Citizens
»  Select Professional Groups

Training Validation Matrix

Implementation Assessment Eight Commitments National HS State Template
Step Strategy
T Trammg Strategy | NCRjunsdictions \dentified | Training and Exercises The National Strategy calls | Guiding Prmeiples m the
the need to focus on directs NCR jons o for the D of State Template mclude.
determining training needs, work in partnership to national training system, *  Promote intograted and
identifying training resources | coordinate plans for terrorism collective training,
and evaluating locaily and security related training exercises and
developed training courses, and excrcises across the NCR evaluation,
The assessment data indicates | that are inclusive of all fevels
that emerg: pond: of . as well as
require training at all schools and universities,
response levels. The majority | health care institutions, and
of training is needed at the other private and non-profit
awareness and performance- partners as appropriate. This
defensive levels. includes training and excrcise
program development,
implementation and
maintenance including
regionsl agreement to
standards and implementation
of corrcetive actions.
2. PIO & Media The assessments were sitent Media Refations and Guiding Principles in the
Training on this topic. However, clear, | Communication dictates that State Template include:

consistent and authoritative
communication is essential
duriag any event,

NCR jurisdictions work in
partnership to develop a
comrunications process for
the NCR during response to a
major emergency or disaster
to achieve the goal of a
coordinated vaice for the
public and media. In
addition, the Commitment
identifies the need to educate
the media 1o enable effective
risk communication and
emergency protective
measure instruction.
Emergency Protective
Measares dictates that NCR
Jurisdictions work in
partaership to defing and
develop a common set of
emergency protective
measures {o protect the health
and safety of the public,

3. Promote citizen
participation in state,
local, private sector and
regional homeland
security efforts through
volunteer service
activities, preparedness,
education and
awareness.
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Goals

89

Regularly exercise NCR response capability to ensure continued improvement through a
rigorous cotrective action program, measure current capability and provide realistic training to

area responders, government officials, business and nonprofit sectors and the public.

Objective

Establish a comprehensive program to include a calendar for terrorism and security-related
exercises across the NCR that is inclusive of all levels of government, as well as schools and
universities, health care institutions, and other private and nonprofit partners as appropriate.

Implementation Steps

1. Develop and conduct, with maximum local input and participation, annual full-scale
exercises to test readiness, response, coerdination and mutual assistance capabilities.

2. Develop a methodology to document and implement lessons learned from actual
emergency events and exercises, and reflecting national training and exercise standards and
strategy requirements to the extent possible. Develop methodologies to communicate and
implement corrective actions.

3. Support various regional exercises by jurisdiction or discipline as appropriate and as

highlighted by the Assessment.

Metrics

Chart the completion of Exercise Implementation Steps to ensure that exercise development and
implementation strategies are finalized and implemented. Key focus areas are:

= NCR Exercise Calendar
» Engagement of all Jurisdictions and Sectors
« Completion of 61 Excrcises

Exercise Validation Matrix

Implementation
Step

Assessment

Eight Commitments

National HS
Strategy

State Template

1

Exercise Conduct

Assessment data indicate that
NCR jurisdictions require
assistance to plan, exceute
and evaluate tabletop,
functional and full-scale
exercises. Al required
exercises include at least one
CBRNE hazard type.

Training and Exercises
duwects NCR junsdicuions W
work in partnership to
coordinate plans for terrorism
and security related training
and exercises across the NCR
that are inclusive of all levels
of government, as well as
schools and universities,
health care institutions, and
other private and non-profit
pariners as appropriate. This
includes fraining and exercise

The Natiopa! Strategy support
the development of a national
exercise program designed 10
educate and evaluate coailian
response personnet af a
tevels of government.
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Exercise Validation Matrix

Implementation
Step

Assessment

Eight Commitments

National HS
Strategy

State Template

prograrm development,
implementation and
maintenance including
regional agreement to
standards and implementation
of corrective actions,

2. Corrective Action
Planning

Training and Exercises
directs NCR jurisdictions to
work in partnership to
coordinate plans for terrorism
and security refated training
and exercises across the NCR
that are inclusive of all levels
of government, as well as
schools and universities,
health care institutions, and
other private and non-profit
partners as appropriate. This
includes training and exercise
pragram development,
mplementation and
maintenance including
regiona) agreement to
standards and implementation
of corrective actions.

The National Strategy calls
for a rigorous Jearning and
corrective action plan
component in the national
exercise program.

3. Exercise Support

Assessment data indicate that
NCR punsdictions reguire
assistance to plan, execute
and evaluate tabletop,
functional and full-scale
exercises. All required
exercises include at least on
CBRNE hazard type.

Training end Exercises
directs NCR jurisdictions to
waork in partnership to
coordinate plans for terrorism
and security related training
and exercises across the NCR
that are inclusive of all levels
of government, as well as
schools and universities,
health care institutions, and
other private and non-profit
partners as appropriate. This
includes training and exercise
program development,
tmplementation and
maintenance including
regional agreement to
standards and implementation
of corrective actions.

The National Strategy support
the development of a national
exercise program designed to
educate and evaluate civilian
response personnel at al
Tevels of government.

EQUIPMENT

Goal

Capitalizing on the regional nature of the grant, acquire, allocate, standardize and manage
equipment and systems to enhance preparedness, response and recovery efforts of responders in
the NCR. Ensure that the public safety community is properly equipped to perform during

incidents resulting from terrorism or use of weapons of mass destruction (WMD).

Objective

Develop a regional equipment program that augments NCR jurisdiction equipment programs so

that area responders have necessary equipment to protect the region and themselves.

NCR Urban Area Homeland Security Strategy
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Implementation Steps

1.

Provide a regional equipment quartermaster capability that allows jurisdictions within the
NCR to augment their current equipment to ensure that personal protective equipment is
available to all NCR public safety personnel enabling them to face new challenges.

Purchase necessary hardware to establish an immediate baseline voice and data
communication capability that covers the entire NCR public safety community. Planning
and protocols for uses of systems are addressed in the Planning Implementation Steps.

Provide equipment to ensure maximum notification and communication with the public in
times of emergency. Planning and protocols for uses of systems are addressed in the
Planning Implementation Steps.

Provide equipment to support hospital surge capacity in the NCR. Ensure that this effort is
integrated and supportive of initiatives coming out of the United States Department of
Health and Human Services.

Provide aircraft tracking devices to permit emergency vehicles to operate during times of

emergency when air space restrictions apply.

Metrics

Chart the completion of Equipment Implementation Steps to ensure that resource acquisition,
allocation and management strategies are finalized and implemented. Key focus areas are:

« Efficiency and Effectiveness of a Quartermaster Equipment Management System
= Intra-regional Communications: voice and data

»  Effective Notification:

percentage of population
= Elimination of TFR Violations by Emergency Aircraft

tests and surveys to tract effectiveness of communication by

Equipment Validation Matrix

Implementation Assessment Eight Commitments National HS State Template
Step Strategy

1. Regional Equipment | Asscssment findings show Decision-mahing and The National Strategy calls Guiding Prnciples n the
Quartermaster that NCR emergency Coordination dictates that for substantial support for our | State Template include:

- in alt discipt NCR jurisdi work in first responder to ensure they Maximize cotlective
require equipment. Data partnership to utifize a are equipped to respond to all efforts to prevent
collected stresses the coordinated process for terrorist threats and attacks. 1errorist attacks, reduce
importance of adequate decision-making for risks, and respond
equipment levels and significant incidents or effectively to attacks

i ] y situations. This that do ocour
maintenance. includes developing and
implementing methods for
coordination between
operational entities as well as
senior decision-makers in
focal, State and Federal
governments as well as the
private sector.

2. ¥ able findings show Terrorism Prevention ‘The Nationa! Strategy calls Guiding Principles in the
Commnmunications that NCR emergency directs the coordination for scamless communication State Template include:
Eaqui 0 in alt disciplis i ion sharing among amang all responders. 5. Promote interoperable

quipment sequire equipment, regional law enforcement and and refiable
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Equipment Validation Matrix

Implementation
Step

Assessment

Eight Commitments

National HS
Strategy

State Template

other public safety agencies
Decision-making and
Coordination dictates that
'NCR jurisdictions work in
partnership to utilize a
coordinated process for
decision-making for
significant incidents or
emergency situations, This
includes developing and
fmplementing methods for
coordination between
operationat entities as well as
senjor decision-makers in
Tocal, State and Federal
governments as well as the
private sector.

COMMURICALONS

3. G
Equipment

Alert

A findings show
that NCR emergency
in alf disci

Citizen Involvement in
Preparedness directs NCR
jurisdictions work in concert

require equipment,

with volunteer and citizen
organizations to empower
individuals te take care of
themselves, educate them
about what emergency
protective measures and raise
awareness regarding ways to
help.

Emergency Protective
Measures dictates that NCR
jurisdictions work in
parmership 1o define and
develop a common set of
emergency protective
measures to protect the health

and safety of the public.

4. Hospital Surge
Capacity

Assessment findings show
that NCR emergency

in al] disciplir

The National Strategy
identifies the following
information sharing and
systems priorities:

* Integrate information
sharing across state and
local governments,
private industry and
citizens
rmprove public safety
communication

.

Guiding Principies in the

State Template include:

*  Enable the government
and private sector at all
levels the ability to carry
out its Homeland
Security responsibilities

Emergency Protective
Measures dictates that NCR
jurisdictions work in

require equipment. The
health care discipline requires

parinership to define and
develop a common set of

the most of all
disciplines.

gency p
measures to protect the health
and safety of the public.

The National Strategy calls

for:

v Preparing our health care
providers for catastrophic
terrornism

*  Augmenting America’s
pharmaceutical and
vaccine stockpiles

Guiding Principies in the

State Template include:

= Maximize collective
efforts to prevent terrorist
attacks, reduce risks, and
respond effectively to
attacks that do occur

*  Enable the government
and private sector at all
Tevels the ability to carry
out its Homeland
Securi ibitities

5. Aircraft Tracking
Devices

The assessments are silent on
this topic.

Terrorism Prevention
directs the coordination
information sharing among
regional law enforcement and
other public safety agencics.

Guiding Principles in the

State Template include:

*  Maximize collective
¢fforts to prevent terrorist
attacks, reduce risks, and
respond effectively to
attacks that do occur

NCR Utrban Area Homeland Security Strategy
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workforce, and the District of Columbia Subcommittee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 28, 2006
National Capital Region Director Thomas Lockwood

Questions from Senator Voinovich

1. Mr. Lockwood, will the strategic plan address what entities will be responsible for
implementing the strategic plan, what their roles will be compared to others, and the mechanisms
for coordinating their efforts and assessing success?

Response:  The strategic plan will address the entities responsible for implementing the
strategic plan. With regard to “Organizational Roles, Responsibilities, and Coordination,” the
National Capital Region (NCR) is following the Government Accountability Office’s gnidance
in the 2004 report Combating Terrorism - Evaluation of Selected Characteristics in National
Strategies Related to Terrorism. The report will include performance measures. As emphasized
during congressional testimony, this is not the Federal government’s or DHS’ strategic plan for
the National Capital Region, rather it is the region’s strategic plan that was developed with the
involvement of the twelve local jurisdictions in the NCR, Maryland, Virginia and the District of
Columbia, private and nonprofit stakeholders, and Federal executive, legislative, and judicial
representatives.

2. Mr. Lockwood, do you have the resources, people, and authority you need to effectively fulfill
the responsibilities of the Office of the National Capital Region Coordination?

Response:  Current requirements outpace the Fiscal Year (FY) 2006 appropriation for the
Office of National Capital Region Coordination (ONCRC), which includes 4 Full Time
Equivalents and 5 Full Time Permanent positions and $883,000 (including $700,000 for salary)
after the government-wide rescission of one percent. Some adjustments are included in the FY
2007 budget request, which asks for the addition of two Senior Coordinator positions (each half
year funded) in light of ONCRC’s coordination and liaison role.

3. Mr. Lockwood, as I mentioned in my opening statement, Hurricane Katrina taught us the
importance of a clear chain of command in the event of a catastrophe. In the event of a natural
catastrophe or major terrorist attack in the District or other regions in the NCR, is there any
single official in charge who would have command authority over all of the resources in the
region at the federal, state and local level? If not, should there be? Why not?

Response:  In the event of a natural catastrophe or major terrorist attack in the District or other
region in the NCR, there is not a single official in charge who would have command authority
over all of the resources in the region at the Federal, State and local level. Separation of powers
implications include those within the Federal government (executive, legislative, judicial),
between Federal and State governments, and separate constitutions between a State (Maryland)
and a Commonwealth (Virginia) and their respective county and municipal governments.

Our national response framework, the National Response Plan (NRP) and the National Incident

Management System is based on recognition and respect for the authority of local jurisdiction(s)
in which a natural catastrophe or major terrorist attacks might occur. Those jurisdictions have

Unless otherwise stated all .rsn0onses e current as of the date of the hearing. Page 1 of @
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workforce, and the District of Columbia Subcommities
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2006
National Capital Region Director Thomas Lockwood

the responsibility for first response. The NRP and National Incident Management System
(NIMS) are companion documents designed to improve the Nation’s incident management
capabilities and overall coordination. Together, the NRP and the NIMS integrate the capabilities
and resources of various governmental jurisdictions, incident management and emergency
response disciplines, non-governmental organizations, and the private sector into 2 cohesive,
coordinated, and seamless national framework for domestic incident management.

The NRP is built upon the premise that incidents are typically handled at the lowest jurisdictional
level. The NRP facilitates coordination among tribal, local, State, and Federal governments and
the private sector without impinging on any group’s jurisdiction or restricting the ability of those
entities to do their job. In situations where there is more than one agency with incident
jurisdiction or when incidents cross political jurisdictions, something which is inherent in the
National Capital Region, the NRP and NIMS applies the unified command structure, the
NIMS/Incident Command System (ICS) to coordinate and facilitate response efforts.

If the resources and capabilities of a jurisdiction are overwhelmed, additional resources and
capabilities are provided by neighboring jurisdictions and/or the State and eventually the Federal
government. To implement a coordinated Federal response under the NRP, the President may
request that the Secretary of DHS (or his/her designee) identify a Principal Federal Official, who
is charged with leadership responsibility for coordinating Federal efforts to support State and
local government.

4, Mr. Lockwood, first responders prepare for and respond to all-hazards. Because of this very
large mission assignment, it is clear that we must ensure that first responders have the
equipment, training and funding that they need to get the job done. Could you please speak to
the importance of the Emergency Management Performance Grant (EMPG) program?

Response:  The Emergency Management Performance Grant (EMPG) program provides
funding the emergency management community. Though EMPG primarily funds State and local
emergency management personnel, it may also support planning, equipment, training, and
exercise support, State and local emergency managers have the flexibility to support their
emergency management mission areas and structure individual emergency management
programs based on their identified needs and priorities for strengthening their capabilities. The
Department is working with EMPG grantees to ensure that this program addresses national
preparedness priorities outlined in the interim National Preparedness Goal and the Target
Capabilities List.

The Department recognizes the crucial role of the emergency management community in the
prevention, protection, response, and recovery efforts necessary when disasters or other incidents
of national significance occur, including the major disasters in 2005, at the State and local level,
and when Federal assistance is needed.

Unless otherwise stated all responses are current as of the date of the heaing. Page 2 of @
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Questions For the Record
1ate Homeland Security & Governmenial Affairs
Government Manag i, Federal Workforce, and the District of Columbia Subcommitiee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2006
National Capital Region Director Thomas Lockwood

Questions from Senator Akaka

1. You testified repeatedly that the National Capital Region (NCR) is working on an update to
the National Capital Region Homeland Security (NCR-HLS) Strategic Plan. Iunderstand that
many separate planning documents exist, but [ am not aware of a comprehensive document titled
NCR-HLS Strategic Plan.

S¢

a. For the record, can you please clarify whether a document titled NCR-HLS Strategic Plan or
Draft NCR-HLS Strategic Plan currently exists?

Response:  As noted in testimony, current efforts entitled, 2005 Update to the National
Capital Region Homeland Security Strategic Plan, represent an update to the strategic plan
provided to the Department of Homeland Security per the Urban Areas Security Initiative
(UASI) grant guidance and requirements in August 2003.

The Update is a top level summary of the strategic planning efforts and serves to integrate
several planning efforts and products. The partners in the National Capital Region (NCR) are
working with the Government Accountability Office’s guidance and input for the development
of its comprehensive plan. As emphasized during congressional testimony, this is not the
Federal government’s or DHS’ strategic plan for the NCR. Rather, the plan is the region’s plan,
developed with the involvement of diverse public and private stakeholders within the NCR.

b. If so, can you please provide a copy of this document to the Subcommittee?
Response: A copy of the document is being forwarded with these responses.

2. You testified that the Final NCR-HLS Strategic Plan will be completed by August 2006.
Please provide the Subcommittee with a detailed timeline of how this will be accomplished,
including specific milestones which will be reported to the Subcommittee.

Response:  Regional homeland security leaders have developed a workplan, with DHS
participation, to complete the NCR-HLS Strategic Plan by August 2006. Key milestones for
completing this plan are below. As the region’s plan, completion of the below items is
dependent upon regional leadership continuing to prioritize and support the planning process
with key personnel and resources, as well as agreeing on the final product.

» End of May 2006 — Completion of first coordinating draft of the full narrative version of
the NCR-HLS Sirategic Plan, incorporating Government Accountability Office
recommendations to the greatest extent possible;

» Early to mid June — Review and comment period;

» End of June 2006 — Completion of adjudication and initial review of the first coordinating
draft of the NCR-HLS Strategic Plan;

» Second Week of July 2006 — Completion of the second coordinating draft of NCR-HLS
Strategic Plan;

Unless otherwise stated all resporses are current os of the date of the hearing. Page 3 of 9
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workforce, and the District of Columbia Subcommitiee
“The War on Terrorism: How Prepared is the Nation’s Capital?
March 29, 2006
National Capital Region Director Thomas Lockwood

» Third Week of July 2006 — Conduct Plenary Session to review/discuss second
coordinating draft of the NCR-HLS Strategic Plan with key homeland security
stakeholders throughout the National Capital Region; and

» End of July 2006 — Completion of final narrative version of the NCR-HLS Strategic Plan,
with individual initiatives’ specific costs and detailed performance measures completed
to the greatest extent possible.

3. Has the National Capital Region contracted with Booz Allen Hamilton to complete the
National Capital Region Homeland Security Strategic Plan? If so, (1) when was Booz Allen
Hamilton retained, (2) how much is the contract worth, and (3) is the contract paid with Federal,
state, or local funding?

Response:  As of April 27, 2006, Booz Allen Hamilton is niot on contract to complete the
NCR-HLS Strategic Plan. However, Booz Allen Hamilton is supporting implementation
activities through a District of Columbia (DC) contract using Urban Areas Security Initiative
(UAST) funds with a current period of performance from December 22, 2005, to December 21,
2006.

A brief history of Booz Allen Hamilton’s support related to the National Capital Region (NCR)
Strategic Planning Process follows:

» Mid March — Mid May 2005 — The Office for National Capital Region Coordination
{ONCRC) of the Department of Homeland Security, using Booz Allen Hamilton staff
under contract to ONCRC, provided support to the NCR to produce the initial framing of
the NCR strategic planning process (approx. $30K effort);

» May - August 15, 2005 — The District of Columbia Government contracted Booz Allen
Hamilton, using UASI funds, through a fixed firm price contract, to continue support of
the NCR strategic planning process (approx. $96K effort);

» August 15 — November 30, 2005 — The DHS Integration Staff and the Office of
Infrastructure Protection, at the request of the ONCRC, provided support to the NCR
using Booz Allen Hamilton staff to support the strategic planning process through the
November 2006 plenary session (approx. $45K effort); and

» December 22, 2005 — December 21, 2006 — The DC Government contracted Booz Allen
Hamilton to support the implementation of NCR strategic plan related activities. Note
that the original period of performance is through December 2006; however the contract
is currently being modified to move up the timeframe for funded activities related to the
strategic plan. ( approx. $486K effort)

4. The President requested a $1.1 million increase for the Office of National Capital Region

Coordinator in FY 07. This represents over a 100 percent increase. Will you please describe
exactly how these funds will be used?

Unless otherwise stated all responses are cunent o of the date of the hearing. Page 4 of 9
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workforce, and the District of Columbia Subcommitiee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2006
National Capital Region Director Thomas Lockwood

Response:  Fiscal Year (FY) 2007 Request: Office for National Capital Region Coordination
(ONCRC)

FY 2007 ONCRC Request:  $1,991,000

Salary Requirement: $918,887
Estimated WCF Contribution: $184,000
Contractor Support; $888,113

Requested Positions
» Two new positions, both half-year funded, bringing total ONCRC Full Time Equivalents to

six and Full Time Permaments to seven.
¢ Senior Coordinator #1
s Coordinate Public Safety and Security (Regional Emergency Support Function (R~
ESF)-13), a major R-ESF with over 40 Federal, State, local, and regional police
departments, and numerous stakeholders, in addition to selected coordination with
other R-ESFs;
* Support review and integration of information sharing processes, practices, and
technologies to the R-ESF-13 community;
¢ Begin coordination of Federal protective measures (groundwork laid in FY 2006);
o Coordinate major drills and events, planned and unplanned (2 dozen/year); and
* Ensure lessons learned are documented and considered with planning and policy
efforts.
e Senior Coordinator #2
¢ Coordinate technology and science related matters, ¢.g., interoperability initiatives in
the National Capital Region;
¢ Support coordination of pandemic flu preparation;
* Support integration of protocols and processes across the multiple, major Chemical,
Biological, Radiological, Nuclear, and Explosive installed systems within the NCR;
¢ Coordinate with other Federal agencies and facilitate their efforts to implement “after
actions,” including enhancements noted from March 2005 anthrax scare;
¢ Coordinate roll-out and implementation of national policy on pandemic flu (DHS’
Chief Medical Officer and the Department of Health and Human Services developed
national policy, ONCRC will implement with regional partners); and
¢ Coordinate selected major drills and events, planned and unplanned.
* Both positions would assist the ONCRC Director in fulfilling other major aspects of
ONCRC’s mission’

! NCRC’s mission under the Homeland Security Act of 2002 (Sec. 882) is to “oversee and coordinate Federal
programs for and relationships with State, local, and regional authorities in the National Capital Region.”
Specifically, NCRC “shall —

(1) coordinate the activities of the Department relating to the National Capital Region . ..

(2) assess, and advocate for, the resources needed by State, local, and regional authorities . . .

(3) provide State, local and regional authorities . . . with regular information, research, and technical support . ..

Unless otherwise stated all responses are current s of the date of the hearing. Page 5 of 9
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Questions For the Record
Senate Homeland Security & Governmental atfans
Government Management, Federal Workforce, and the District of Celumbia Subcommittee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2008
National Capital Region Director Thomas Lockwood

5. The Coast Guard will assume responsibilities for the National Capital Region Air Defense
later this year and will provide helicopters and ground support to the NCR for this vital mission.
As you know, Customs and Border Protection (CBP) used to have this responsibility.

a. As Director of the ONCRC, were you consulted during the debate on shifting these
responsibilities from CBP to the Coast Guard?

Response:  Yes. As Director of the Office of National Capital Region Coordination, I attended
several meetings in which the transfer of the responsibilities of the National Capital Region Air
Defense from Customs and Border Protection (CBP) to Coast Guard was discussed. These
meetings were also attended by the Secretary and Deputy Secretary, the Commandant of the
Coast Guard, and the Commissioner of CBP.

b. DHS requested $62 million in FY 07 to fund the Coast Guard’s new Air Defense mission. My
understanding is that most of this funding will go towards buying new helicopters. What, if any,
additional capabilities will be achieved with the $62 million?

Response:  The DHS FY07 request to support the Coast Guard’s National Capital Region Air
Defense (NCRAD) mission consists of $48.5M AC&I and $13.9 OE funding. The largest
portion of AC&I funds will be used to purchase and mission-ize 5 HH-65 helicopters to Coast
Guard standards. The remainder of the AC&! funding will be used for the following:

Ground Support Equipment (GSE) for NCR assets based at Air Station Atlantic City
Specialized helicopter equipment to support NCRAD mission

The facility expansion at Air Station Atlantic City to support additional personnel and
helicopters

OE funds will be used for the following:

Flight Hours for the 5 HH-65 helicopters

Personnel Costs for the 120 additional personnel required to support the NCRAD mission
Pilot and Aircrew Training

Personal Protective Equipment (PPE)

(4) develop a process for receiving meaningful input from State, Jocal, regional authorities and the private sector . . .
(5) coordinate with Federal agencies . . . to ensure adequate planning information sharing, training, and execution of
the Federal role in domestic preparedness activities;

(6) coordinate with Federal, State, local and, regional agencies, and the private sector . . . to ensure adequate
planning, information sharing, training, and execution of domestic preparedness activities . . .

(7) serve as a liaison between the Federal Government and State, local, and regional authorities, and private sector
entities in the National Capital Region to facilitate access to Federal grants and other programs”

Additionally, NCRC shall “subrmit an annual report to Congress” on the status of homeland security efforts.

Unless otherwise stated all responses are current as of the date of the hearng. Page 6 of 9
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workfores, and the District of Columbla Subcommittee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2008
National Capital Reg:on Director Thomas Lockwood

Office Equipment to outfit additional work spaces at Air Station Atlantic City
Travel Costs

Hangar Lease and Utilities at Washington National Airport

Crew Berthing in the Washington, DC area

The primary capability gained by moving this mission to Coast Guard from CBP is scamless
unity of command with NORAD. Under Title 10 and Title 14 authorities the Coast Guard is
both a military and law enforcement organization. CBP as a civilian law enforcement agency is
not able to take direction from NORAD. The Coast Guard, on the other hand, can operate under
the direction or NORAD.

6. Please name any NCR security exercises that occurred over the past two years involving
federal, state, and local agencies.

Response:  Currently, this office, in conjunction with the Metropolitan Washington Council of
Governments and the Exercise Training Oversight Panel, is working to compile a complete list
of all exercises coordinated among Federal, State, and local agencies in the National Capital
Region (NCR). In the past two years, however, Federal, State, and local agencies have
collaborated on a wide variety of after-action working groups and exercises following incidents
in the NCR, including:

The 2001 Capitol Hill anthrax incident;

Charles County, Maryland tornado — April 28, 2002;
Hurricane Isabel — September 2003;

Gallant Fox Exercises in 2003, 2004, and 2005;
Funeral of President Reagan — 2004;

The May 11™, 2004 overflight of the Capitol;
Dedication of WWII Memorial — 2004;

June 17%, 2004 NCR Senior Leaders Seminar;
September 27" 2004 Command Post Exercise;
TOPOFF 4 CPX and Forward Challenge — January 19-22, 2006;
Winter Fox Exercise — February 23, 2006; and
Ardent Sentry Exercise — May, 2006.

® & & & & & & 5 5 & &

Most recently, the Office of National Capital Region Coordination (NCRC) participated in the
DHS Preparedness Directorate’s TOPOFF 4 Command Post Exercise (June 19-22, 2006). This
functional exercise simulated prevention and protective actions in response to a nuclear threat in
the NCR, and allowed NCRC to exercise the operational and coordination challenges of such a
scenario, such as information sharing and the coordination of evacuation orders with State and
local governments.

Unless otherwise statec all -cuponses ae current as of the date of the hearing. Prge 7 of 8
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Questions For the Record
Senate Homeland Security & Governmental Affairs
Government Management, Federal Workforce, and the District of Columbia Subcommittee
“The War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2006
National Capital Region Director Thomas Lockwood

7. Before the Second Stage Review, the Office of National Capital Region Coordination
(ONCRC) reported directly to the Secretary. Now the ONCRC is under the Preparedness
Directorate and you report to Undersecretary Foresman. Has this added layer of bureaucracy
hindered your ability to coordinate federal programs for the NCR?

Response:  The Department of Homeland Security and the Preparedness Directorate recognize
the critical importance of the Office for National Capital Region Coordination (ONCRC). The
purpose of moving ONCRC to Preparedness Directorate was not to diminish its role, but rather
to enhance its ability to act on and influence many of the functions that will directly protect the
National Capital Region (NCR) and the Capital of our nation. The Department’s recently
published the Nationwide Plan Review, which ONCRC and NCR regional leaders shaped, and
current Preparedness Directorate-ONCRC efforts to boost interoperability and information
sharing among Federal, State, local, regional and private sector partners are just a few examples.
The move to the Preparedness Directorate embeds ONCRC within the national effort to enhance
domestic preparedness, leveraging Federal preparedness programs for the NCR, and to advocate
for the needs of our regional homeland security partners.

8. Mr. Reiskin, Mr. Crouch, and Mr. Schrader testified that “There is no single person, office,
level or branch of government vested with the ability to direct the full range of preparedness
activities across all others in the region.” As Director of the ONCRC, why isn’t this your
responsibility?

Response:  Per the Homeland Security Act of 2002, the mission and function of the Office for
National Capital Region Coordination (ONCRC) is to coordinate and be a liaison with and
among Federal, State, local, private sector and non-profit entities within the National Capital
Region (NCR). The Homeland Security Act of 2002 does not provide the ONCRC the authority
to direct any jurisdiction, organization or entity within DHS, the Federal government, or the
NCR.

Additionally, the NCR uniquely hosts large numbers of Federal first responders and response
support personnel, who fall within the purview of each Federal agency’s statutory authorities and
respective chains-of-command, further complicating coordination within and across practitioner
communities. These separation of powers implications include those within the Federal
government (executive, legislative, judicial), between Federal and State governments, and
separate constitutions between a State (Maryland) and a Commonwealth (Virginia) and their
respective county and municipal governments.

And as noted in the answer to question three above, our national response framework, the NRP
and the NIMS is based on recognition and respect for the local jurisdictions. The NRP and the
NIMS integrate the capabilities and resources of various governmental jurisdictions and
facilitates incident management and emergency response capabilities into a coordinated
framework for incident management. When there is more than one agency with incident
Jurisdiction or when incidents cross political jurisdictions, the NIMS leverages a unified

Unless otherwise stated all responses are current as of the date of the hearing. Page 8 of 9
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Senate Hon.eand Seoudy & Governmenial Affairs
Government Management, Federal Workforce, and the Distnct of Columbia Subcommitiee
“The, War on Terrorism: How Prepared is the Nation's Capital?”
March 29, 2008
National Capital Region Director Thomas Lockwood

command structure through the NIMS/Incident Command System (ICS) to coordinate and
facilitate response efforts.
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Questions for the Record of the National Capital Region ]
Subcommittee on Oversight of Government Management, the Federal Workforce, and the District of Columbia

Readiness in the National Capital Region
May S, 2006

Questions from Senator Voinovich

1. Mr. Schrader and Mr. Crouch, to what extent does your individual state homeland
security strategic plan address the current NCR strategic goals and objectives? Is there a
clear link between the two?

Maryland’s Strategy for Homeland Security and Virginia’s Office of Commonwealth
Preparedness’ (OCP) Strategic Plan do address and are coordinated with the National Capital
Region (NCR) strategic. One of Maryland’s Emergency Preparedness and Response Goals is,
“Facilitate National Capital and Baltimore Metropolitan Region Area Security Initiatives to
develop partnerships and rapidly pursue regional partnerships throughout the state.” Both
Maryland and the NCR focus on DHS’ National Response Plan for prioritizing target
capabilities. Maryland chose 11 priority target capabilities for the FY06 grant application to
DHS. Ofthose 11, 10 target capabilities overlapped with the NCR’s priority capabilities.

The NCR strategic goals and objectives were considered while the OCP Strategic Plan was being
developed. Virginia jurisdictions that are part of the NCR were part of the NCR Strategic Plan
and OCP Strategic Plan development process and will be active participants in the
implementation processes. State Virginia representatives were present at NCR strategic planning
meetings for the purpose of coordinating issues between Virginia and the NCR. Also, Virginia
has included the NCR strategic plan as an appendix to the OCP Strategic Plan.

2. Mr. Schrader and Mr. Crouch, to what extent does your individual states consider NCR
goals, objectives, and capabilities when prioritizing spending and preparedness in
Maryland and Virginia?

Please refer to the above response. Also, to assist in the prioritization of spending within
Maryland and Virginia, Regional Programmatic Working Groups (RPWGs) have been
developed. The RPWGs are outcome-driven, accountable working groups that develop and
oversee programs and the associated projects within the NCR. Each RPWG is made up of state
representatives, local representatives, and in some cases, representatives from the private sector.
The state and local representatives of the RPWGs are the same individuals who are responsible
for driving these programs in their respective states. The intent of the RPWGs is to build,
sustain, and share capabilities among the states and the jurisdictions that comprise the NCR and
develop performance measures to allow the State of Maryland, the Commonwealth of Virginia,
and the District of Columbia to gauge preparedness within the National Capital Region. The
RPWG strengthens our ability to plan, prioritize, and execute programs while taking advantage
of pre-existing capabilities and programs within the States and localities. This has equated to
increased cost efficiency across all projects by allowing us to leverage and complement grant
programs.

Additionally, the Senior Policy Group (SPG) members from Maryland and Virginia are decision-
makers in Homeland Security and Emergency Management, which allows for the seamless
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integration of State and NCR goals, objectives, and priorities while allowing NCR initiatives to
bring innovations to the other areas of the two States.

3. Mr. Schrader and Mr. Crouch, do you believe it is necessary to coordinate non-Urban
Area Security Initiative grants within the NCR? If yes, how do you plan to track and
coordinate these funds? Do you believe they should be included in the website hosted by
the District’s Office of Homeland Security?

We, as members of the SPG, believe it is necessary and have the responsibility of monitoring the
homeland security grant funding for each of our individual States and Urban Areas within our
individual states on a day-to-day basis. The decisions are based on what is being accomplished
with the multitude of grant funds ranging from CDC funding for the bioterrorism, other Federal
funding sources, as well as the more than $500 million anmnually that the state and local
jurisdictions contribute to a variety of preparedness activities, such as law enforcement, fire, or
emergency medical services.

To further enhance our coordination and visibility among funding streams, the grant offices
supporting the State Administrative Agents from the District, Maryland, and Virginia have begun
to collaborate regarding the numerous projects associated with the different funding streams.

The NCR has also developed a secure web portal that serves as an information management tool
for accessing and sharing regionally-relevant data, to include comprehensive information on the
availability and spending of homeland security grant funds in the NCR, and regional priorities
for determining future spending of those funds. Having the information readily available for our
NCR partners to review has allowed us an increased level of visibility and transparency.

The Office of Homeland Security within the District, which acts as the NCR Grants and Program
Management Office, was created to serve the region’s needs. This office is the reliable source
of information on the amount of first responder federal grant funds available to each NCR
jurisdiction, budget plans, and criteria used to determine spending priorities and actual
expenditures. Maryland, Virginia, and the District have given a detailed summary of all grant-
funded State programs to be posted on the OHS website. However, we do not think it is
appropriate to post the accounting and transactional details of each State grant on the NCR
website. However, the State Administrative Agents communicate about funding and spending of
UASI and SHSGP grant money on a regular basis.

Questions from Senator Akaka

1. Mr. Lockwood testified repeatedly that the National Capital Region (NCR) is working on
an update to the National Capital Region Homeland Security (NCR-HLS) Strategic Plan. 1
understand that many separate planning decuments exist, but I am not aware of a
comprehensive document titled NCR-HLS Strategic Plan.

a. For the record, can you please clarify whether a document titled NCR-HLS Strategic
Pian or Draft NCR-HLS Strategic Plan currently exists?
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The response to this question is in coordination with the response developed by Mr. Lockwood
in the Office of National Capital Region Coordination.

As noted in testimony, current efforts entitled, “2005 Update to the National Capital Region
Homeland Security Strategic Plan”, represent an update to the strategic plan provided to the
Department of Homeland Security per the Urban Area Security Initiative (UASI) grant guidance
and requirements in August 2003.

The Update is a top level summary of the strategic planning efforts and serves to integrate
several planning efforts and products. As noted in Q03521, the partners in the NCR are working
with GAQO’s guidance and input for the development of its comprehensive plan. As emphasized
during congressional testimony, this is not the federal government or DHS strategic plan for the
NCR. Rather, the plan is the region’s plan, developed with the involvement of diverse public
and private stakeholders within the NCR,

b. If so, can you please provide a copy of this document to the Subcommittee?
The document is attached.

2. You testified that the Final NCR-HLS Strategic Plan will be completed by August 2006.
Please provide the Subcommittee with a detailed timeline of how this will be accomplished,
including specific milestones which will be reported to the Subcommittee.

The response to this question is in coordination with the response developed by Mr. Lockwood
in the Office of National Capital Region Coordination.

Regional homeland security leaders have developed a workplan, with DHS participation, to
complete the NCR-HLS Strategic Plan by August 2006. Key milestones for completing this plan
are below. As the region’s plan, completion of the below items is dependent upon regional
leadership continuing to prioritize and support the planning process with key personnel and
resources, as well as agreeing on the final product. DHS ONCRC’s continued facilitation of the
NCR regional strategic planning process pends the provision of adequate funding.

» End of May 2006 — Completion of first coordinating draft of the full narrative version of
the NCR-HLS Strategic Plan incorporating GAO recommendations to the greatest extent
possible

» Early to mid June — Review and comment period

» End of June 2006 — Completion of adjudication and initial review of the first coordinating
draft of the NCR-HLS Strategic Plan

» Second Week of July 2006 ~ Completion of the second coordinating draft of NCR-HLS
Strategic Plan

» Third Week of July 2006 — Conduct Plenary Session to review/discuss second

coordinating draft of the NCR-HLS Strategic Plan with key HLS stakeholders throughout
the NCR
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» End of July 2006 — Completion of final narrative version of the NCR-HLS Strategic Plan,
with individual initiatives’ specific costs and detailed performance measures completed
to the greatest extent possible

3. Has the National Capital Region contracted with Booz Allen Hamilton to complete the
National Capital Region Homeland Security Strategic Plan? If so, (1) when was Booz Allen
Hamilton retained, (2) how much is the contract worth, and (3) is the contract paid with
federal, state, or local funding?

The response to this question is in coordination with the response developed by Mr. Lockwood
in the Office of National Capital Region Coordination.

As of 27 April 2006, Booz Allen Hamilton is not on contract to complete the NCR-HLS
Strategic Plan. However, Booz Allen is supporting implementation activities through a DC
contract using UAS] funds with a current period of performance from December 22, 2005 to
December 21, 2006.

A brief history of Booz Allen Hamilton’s support related to the NCR Strategic Planning Process
is below.

» Mid March-Mid May 2005 — The Office for National Capital Region Coordination of the
Department of Homeland Security, using Booz Allen staff under contract to ONCRC,
provided support to the NCR to produce the initial framing of the NCR strategic planning
process (~30K effort)

» May-15 August 2005 — The District of Columbia Government contracted Booz Allen
Hamilton, using UASI funds, through a fixed firm price contract, to continue support of
the NCR strategic planning process (~96K effort)

» 15 August-30 November 2005 ~ The DHS Integration Staff and the Office of
Infrastructure Protection, at the request of the ONCRC, provided support to the NCR
using Booz Allen staff to support the strategic planning process through the November
2006 plenary session (~45K effort)

» 22 December 2005-21 December 2006 — The DC Government contracted Booz Allen
Hamilton to support the implementation of NCR strategic plan related activities. Note
that the original period of performance is through December 2006; however the contract
is currently being modified to move up the timeframe for funded activities related to the
strategic plan. (~486K effort)

4. The District clearly relies on Maryland and Virginia for assistance if DC is evacuated.
What respensibilities will Maryland and Virginia assume in the event of a DC evacuation,
and have you exercised this scenario?

Maryland and Virginia would both support the District if evacuation was necessary. All
emergency response actions in the NCR, to include evacuation, are coordinated through
WebEOC, which can be used by DC, Maryland, Virginia, and all NCR jurisdictions to report and
track evacuation routes. The Maryland Department of Transportation (MDOT) has regional
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traffic plans that support evacuation of the District. This includes a contra-flow plan to direct
traffic out of DC on both sides of highways. Virginia and Maryland have full exchange of traffic
and signal timing information, and, in the event of a District evacuation event, Virginia has a
preset traffic control plan, which includes signal coordination and timing, and use of HOV lanes,
Maryland also supports the District’s shelter-in-place plan by coordinating school closings to
avoid unnecessary traffic if possible. Maryland also assists in the plan for evacuating the
daytime population of the District if an emergency occurs during the day. The region has used
the past Presidential Inauguration and the 4™ of July as chances to test the evacuation plans and a
traffic signal exercise is scheduled for July 2006.
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