Session No. 27


Course Title: Hazards Risk Management

Session 27:  Monitor and Review











Time: 1 hour


Objectives:

Objective 27.1 
Discuss the Process by Which Project Monitoring and Review is Conducted Throughout the Planning Process

Objective 27.2 
Discuss Evaluation in the Planning and Implementation Phases

Objective 27.3 
Discuss Ways in which Project Plans are Revised

Scope: 

Sessions 22 - 27 describe the communication and consultation involved in the Hazards Risk Management process.  The reasoning and methodology of public participation were described in Session 22, while the theory behind risk communication was described in Session 23.  In Session 24 the methodology of the risk communication process was explained and in Session 25 the building of public private partnerships was discussed.  Session 26 examined the elements involved in marketing risk mitigation management and actions.  

This session will examine the use of evaluation tools to monitor and review the planning and implementation processes of a risk management strategy and how to revise the original plan based on these evaluations.  


Readings: 

Student Reading

Federal Emergency Management Agency. August 2003. Bringing the Plan to Life: Implementing the Hazard Mitigation Plan.  State and Local Mitigation Planning: How-To Guide #4 (FEMA 386-4). http://www.fema.gov/fima/planning_howto4.shtm.

 Instructor Reading:

Federal Emergency Management Agency. August 2003. Bringing the Plan to Life: Implementing the Hazard Mitigation Plan.  State and Local Mitigation Planning: How-To Guide. #4 (FEMA 386-4).  http://www.fema.gov/fima/planning_howto4.shtm.


General Requirements:

The instructor will lead a discussion of the rationale and merits of ongoing monitoring and review of the planning process followed by examination of the various evaluation tools available for the monitoring and review of the planning and implementation phases, the communications efforts and the risk reduction actions implemented and how the results of the evaluation can be used to revise the plan.

Power point slides are provided for the instructor’s use, if so desired.

Handout 27-1  Progress Report Worksheet

Handout 27-2  Evaluating Your Planning Team Worksheet

Handout 27-3  Evaluate Your Projects Results Worksheet

Handout 27-4  Revisit Plan Worksheet

Handout 27 – 5 Revise the Plan Worksheet
It is recommended that the modified experiential learning cycle be completed for objectives 27.1 – 27.3 at the end of the session.

Objective 27.1: Discuss the Process by Which Project Monitoring and Review is Conducted Throughout the Planning Process

Requirements:

Discuss the rationale and merit of ongoing monitoring and review of the risk management planning process.

Remarks: 

I. “The Planning team must continuously monitor and document the progress of the plan’s recommended actions.  This documentation is essential for determining the progress made on the hazard mitigation initiatives.” (FEMA 2003) (Power Point Slide 27-1)
II. Monitoring and reviewing the work conducted over the course of the project is critical.  This effort helps maintain the focus of the process on the stated goals and objectives and ensures that all information and data is complete and timely.

III. The length of the planning process and implementation phase will vary but it is not unreasonable to expect the planning process to take 18-24 months and the implementation phase several years.

IV. For example, the planning process for the Napa (CA) flood control project took 2 years and resulted in the development and implementation of a 20-year implementation phase.

V. The Monitor and Review effort also accounts for the myriad of possible changes that can occur over the course of the planning process.

VI. Ask the students to identify potential changes that could occur over the course of the planning process.  Possible answers could include the following:

a. Information gathered and analysed – for example, new and more sophisticated technologies can result in new information becoming available, as could new methods for analyzing new and existing data.

b. Changes in the make-up of the community – for example, new commercial and residential developments could bring new populations to a community or business failures or closures could cause a community to lose population.

c. Changes in land and community development – for example, new commercial or residential development in hazard areas or the closure or destruction of commercial facilities or residents located in the hazard area.

d. Changes in the political scene – for example, election results could remove supportive political leaders from office and replace them with political leaders who question or do not support the mitigation strategy.

e. Changes in funding sources – for example, prior to 1997 and the implementation of FEMA’s Project Impact, FEMA was seen as the principal source of hazard mitigation funding.  Project Impact communities successfully expanded the mitigation funding base by leveraging FEMA funds with funds from other Federal and state government agencies and the private sector.

f. Changes in public safety and emergency management policies – for example, significant disaster events such as the 1993 Midwest floods, 1994 Northridge Earthquake, and the September 11 terrorist attacks each brought about changes to hazard mitigation policies and funding practices.

g. Regulatory changes – for example, in the past 15 years FEMA’s Hazard Mitigation Grant Program (HMGP) has changed its funding match from 50% Federal/50% State/Local to 75% Federal/25% State/Local back to 50% Federal/50% State/Local.

h. Changes in community perceptions of vulnerability – for example, prior to the September 11 attacks, most communities including New York and Washington, DC believed that they were not highly vulnerable to a terrorist attack.

i. Changes in staffing and partner support for the process – for example, private sector partners can close their facilities in a community and withdraw from the planning process.  Professional staffs change frequently in all professions including planning and community development.

VII. Claire Reiss, author of the Public Entity Risk Institute publication “Risk Identification and Analysis: A Guide for Small Public Entities,” writes, “implementation of the action plan is ordinarily an ongoing process, and the team leader generally has primary responsibility for monitoring implementation and ensuring that the ongoing work of the team (and of operational areas) occurs in accordance with schedule.

VIII. The publication continues, “The risk team should meet at least semiannually to keep abreast of these developments…At least annually, the team should submit a report to the governing body and upper management, noting any changes in risks or strategies and reporting on the losses for the previous year” (Reiss, 2001).  The Hazards Risk Management team will need to determine for themselves what schedule for meeting to discuss changes such as those listed above is appropriate to their local context.


Supplemental Considerations:

The University of Illinois, Urbana-Champaign has developed a training module entitled “Teamwork Module: Project Management”.  A lesson included in this document describing the monitoring and controlling the projects is presented below as an example of two key processes for reviewing a planning process: scheduling and monitoring (UIUC, N/D).
Monitoring and controlling the project

Having a good project plan by itself won’t insure that your team works effectively.  Unforeseen problems arise, some members have trouble completing assignments, schedules get changed, plans have to be revised.  The further a team gets into its project, the less relevant its initial plan can seem.

It is very important to continue to monitor and control the team to keep it on track and on schedule.  Without good monitoring and controls, the scope of the project can begin to enlarge bit by bit, or a crucial subtask can fall behind schedule and delay other subtasks, or a fundamental mistake can be ignored until it becomes extremely costly to fix.

The purpose of this lesson is to provide some basic tools and strategies for controlling the project.  They fall in two categories:

· Scheduling

· Monitoring

Scheduling

It is critical to develop and keep a realistic schedule for the project.

In developing the schedule for the project, keep the following considerations in mind:

· Use a systematic design approach with phased activities

· Develop a project profile to understand better what staff, tools, and techniques are needed

· Beware of unproven technology, increased complexity and dangerously short timescales

· Beware of large scale-up or scale-down factors from previous design work

· Work out the ideal functional roles and team roles needed for each phase of the project

· Match roles needed with staff available for each phase of the project as closely as possible

· Use the most appropriate tools and techniques for the job in hand

· Use phase diagrams to help overlap phases and compress project timescales

· Use phase diagrams as a means to assess percent completion

· Develop review meetings or product integrity boards for continuous design assessment

Your team will need to create a document that summarizes its schedule.  One good way to do this is to create a bar chart (often called a Gantt chart) that graphically displays key subtasks and their deadlines.

Monitoring

Monitoring is the evaluation of project status at key points along its schedule.  Effective monitoring provides a number of benefits:

· It improves project performance together with the management of the project.

· It ensures that quality of project work does not take a back seat to schedule and cost concerns.

· It reveals developing problems early so that action can be taken to deal with them.

· It identifies areas where other projects (current and future) should be managed differently.

· It keeps client(s) informed of project status (this can also help ensure that the completed project will meet the needs of the client).

· And, it reaffirms the organization’s commitment to the project for the benefit of project team members.

Projects should be monitored regularly to ensure that they are on schedule and within plan boundaries.  At a minimum, each subtask should be monitored as its deadline approaches to determine how well performance has matched the plan.

Project status should be reviewed informally on an ongoing basis and may be reviewed more formally at key checkpoints.

Regular status reports:  The team should hold regular meetings, and at each meeting it should take some time to discuss overall progress on the plan.  The agenda for this discussion should address the following issues:

· What has been done so far?

· How far along are we on certain tasks?

· How much of our budget have we used?

· How much time have we spent so far?

· How much of our outline have we accomplished?

Project profile checklist:  The Project Profile checklist (see below) provides a more formal and comprehensive agenda for review of a project.

Project Profile Checklist




   Contributing

Influences

       Factors


     Questions to Ask




1. magnitude


1. is project too big/small?




2. complexity


2. is project too complex for time?




3. production quality

3. effect of novelty?

DESIGN TASK
4. production quality

4. suitable for facilities?




5. technical risk

5. within acceptable limits?




6. time constraints

6. possible to complete on time?




1. expertise


1. team competent to do work?




2. experience


2. team experienced enough?




3. role balance


3. acceptable team balance?




4. cooperation


4. are team members cooperative?




5. commitment

5. real commitment to project?

DESIGN TEAM
6. motivation


6. is team motivated?




7. morale


7. effect of difficult times?




8. negotiating ability

8. team able to meet needs?




9. negotiating power

9. team able to hold its own?




10. user involvement

10. team/customer contact OK?

1.  effect of using systematic

1. systematic approach
    approach?




2. formal design method
2. effect of using formal design




3. intuitive design method
    methods?




4. communication

3. effect of using intuitive design

DESIGN TOOLS
5. project control

    methods?




6. computer design 

4. communications methods OK?




    Methods


5. is there an effective system?




7. computer aids

6. are these used to their capability?




8. codes and standards

7. general facilities OK?








8. Are relevant codes and standards









incorporated?

TEAM


1. productivity


1. efficient use of time?

OUTPUT

2. quality of work

2. acceptable quality of work?


Objective 27.2: Discuss Evaluation in the Planning and Implementation Phases

Requirements:

Discuss the procedures and tools used to evaluate the planning and implementation phases of a risk management strategy. Facilitate discussions with students about these mechanisms.  

NOTE: The following materials are adapted from the FEMA State and Local Mitigation Planning how-to Guide entitled “Bringing the Plan to Life: Implementating the Hazard Mitigation Plan.”

Remarks:

I. Monitoring 
A. For monitoring purposes, the planning team may decide to ask the agencies, departments, organizations or people with duties identified in the mitigation strategy to periodically submit a work progress report on those projects being implemented.  If there is a problem with a project or program, the planning team will be better able to pinpoint where the problem lies.

B. Ask the students to identify the types of information that should be included in a regular monitoring report.  Student responses may include the following types of information:

1.
The hazard mitigation action’s objectives.

2. Who the lead and supporting agencies responsible for implementation are.

3.
How long the project should take, including delineation of the various stages of work along with timelines (milestones should be included).

4.
Whether the resources needed for implementation, funding, staff time, and technical assistance are available, or if other arrangements must be made to obtain them.

5.
The types of permits or approvals necessary to implement the action.

6.
Details on the ways the actions will be accomplished within the organization, and whether the duties will be assigned to agency staff or contracted out.

7.
Current status of the project, identifying any issues that may hinder implementation.

C.
Requiring the responsible parties to explain exactly how and when the project or programs will be carried out helps determine the extent of the project’s progress. It also helps break down the implementation process into smaller, more manageable tasks.

II. Evaluating the planning process
A.
The evaluation step of the planning process allows the Hazards Risk Management planning team to review their plan, the planning process, and the results of the implemented actions.

B.
The evaluation can help them to assess whether the planning process and actions have been effective, if the community’s goals are being reached, and whether changes are needed.

C.
Regular evaluation keeps the community informed of the plan’s status, and ideally, keeps those responsible for implementing the mitigation actions motivated.

D.
Evaluation Procedures and Techniques (Power Point Slides 27-2 and 27-3)

1. Evaluate the effectiveness of the planning process
a.
Reconvene the planning team – The Hazards Risk Management team responsible for planning should meet at least semiannually to review the progress of the mitigation efforts.  At these meetings, they may want to consider inviting new stakeholders who have been identified in the interim to participate. 

b.
Review your planning process – review key elements planning process – Key elements of the planning process that should be reviewed periodically include (among other elements):

i.
Building the Planning Team

ii.
Engaging the Public

iii.
Data Gathering and Analysis

iv.
Coordinating with other Agencies

c.
Evaluate the effectiveness of your actions – If the Hazards Risk Management team’s plan required strategies that carried relatively short implementation time frames, the overall success of these strategies can be evaluated once they have been completed.   Most mitigation projects, however, are done gradually, as resources and conditions allow. For these projects, any progress ‘to date’ can be evaluated by reviewing whether the project is on time, in line with budget, and moving ahead as planned.

d.
Review the goals and objectives of your plan to ensure that they are still appropriate and accurate.

e.
Determine the cost-effectiveness of actions proposed and taken -   The Hazards Risk Management team must constantly reassess whether or not their projects will result or did result in the reduction of potential losses.

f.
Document actions that were slow to get started or were unable to be implemented.

2.
Determine why the actions worked (or did not work) – The Hazards Risk Management team must document why any mitigation action taken either worked or did not work.  If a mitigation activity or project was unsuccessful, it is important to ascertain the reasons why so that more appropriate alternatives can be developed for future projects.  If a mitigation project ends up being only partially implemented, it is important to find the cause of the impartial implementation (such as exceeding the budget for example.)  The team must also be sure to evaluate and document what worked successfully.  Factors they could examine include:

a.
The availability of non-financial resources.
b.
The political or popular support for or opposition to the action.

c.
The availability of funds.
d.
The workloads of responsible parties;

e.
The actual time necessary to implement the actions.

3.
Keep the community updated and involved, and celebrate successes – The Hazards Risk Management team should be sure to keep all stakeholders in the community informed of the progress of their projects.  Ways to engage the community may include staging events to showcase accomplishments or using media opportunities to publicize the completion or significant steps of specific projects.


Supplemental Considerations:
Three worksheets are included in the FEMA State and Local Mitigation Planning how-to Guide entitled “Bringing the Plan to Life: Implementing the Hazard Mitigation Plan” to be used to prepare a “Progress Report”, to “Evaluate Your Planning Team”, and to “Evaluate Your Project Results”, are provided as Handouts 27-1 through 27-3.  These can be distributed to students to illustrate a reporting mechanism for the issues discussed above.

A good example of a Mitigation Monitoring Program (MMP) was developed and implemented by the University California, Davis.  Presented below is the description of the elements of the MMP and one of the completed summary tables.

“CEQA (The California Environmental Quality Act) requires that a Lead Agency establish a program to report on and monitor measures adapted as part of the environmental review process to mitigate or avoid significant effects on the environment. This Mitigation Monitoring Program (MMP) is designed to ensure that the mitigation measures identified in the EIR are implemented.  The MMP, as outlined in the following table describes monitoring and reporting procedures, monitoring responsibilities, and monitoring schedules for all mitigation measures identified in the UC Davis 1994 LRDP EIR.

“The table is organized by topic in the same order as the contents of the DEIR. Less-than-significant impacts are omitted because they do not require mitigation.  Significant and unavoidable impacts are included, if mitigation measures were identified.

“A variety of campus entities have been assigned monitoring responsibilities under this MMP.  All monitoring actions, once completed, would be reported (in writing) to the UC Davis Planning and Budget Office, which would maintain mitigation monitoring records for the proposed project.  The MMP will be considered by The Regents in conjunction with project review and will be included as a condition of project approval.

“The components of this table are addressed briefly below.

“Mitigation Measures:  The mitigation measures are taken verbatim from the DEIR or, when a revision has been made, from the Final EIR.  Mitigation Measures are assigned the same number in the DEIR.

“Monitoring and Reporting Procedure:  Identifies the action that must be completed for the mitigation measure to be considered implemented.

“Mitigation Timing:  Identifies the timing for implementation of each action.  Each entry in the table begins with a two-letter code.  These codes indicate when the mitigation measure must be implemented in the typical project cycle in order to effectively accomplish the intended out come.  The meaning of these codes is as follows:


SS – Site Selection


DE – Detailed project planning or project design prior to project approval


CO – Construction


OC – Occupancy


OP – Operation

“Monitoring Responsibilities:  Identifies UC Davis office responsible for undertaking the required action and monitoring the mitigation measure.  For all construction-related impacts, the UC Davis Office of Architects and engineers is identified as responsible for implementing mitigation measures.  For a very small proportion of new construction projects, other offices (e.g. Facilities, Purchasing, Business Contracts) may be responsible for administering construction contracts including selecting contractors, managing work, and accepting facilities on behalf of the University.  When these circumstances occur these other offices will be responsible for implementation of applicable mitigation measures.

“When more than one office has responsibility, but their roles may be distinguished as major and minor, the names of the offices are separated by a semicolon.”

The following chart is an example of the documentation of mitigation monitoring activities included in this report:

[image: image1.png]4.12 Fire and Police Protection

4.12-1

The Campus shall implement one or more of the following measures in order to maintain current level of
fire protection services:

hire additional firefighters and support staff as necessary to maintain the existing ratio of 3.5
firefighters per 1,000,000 square feet of building area on the UC Davis Campus;

add additional equipment or improve techniques to meet needs of fire protection needs; or

expand mutual aid assistance from adjacent jurisdictions.

Prior to the construction of new buildings or facilities, the Campus shall determine the water pressure of
the domestic/fire water system serving the site. If the pressure is determined to be below the industry
standard set for fire water flows, then the Campus shall upgrade the domestic/fire water system to provide
the appropriate water pressure and flow to the proposed building or facility site.

The Campus shall implement one or more of the following measures in order to maintain current level of

police protection services:

hire additional sworn-officers and support staff as necessary to maintain the existing ratio of
0.72 sworn-officers per 1,000 daily population;

add additional equipment or improve techniques to meet needs of police protection needs: or

expand mutual aid assistance from adjacent jurisdictions.

4.12-4(a) Implement Mitigation Measures 4.12-1 and 4.12-2 .

4.12-5(a) Implement Mitigation Measure 4.12-3.

Assess fire protection
services. Verify
assessment and document
findings. Review findings
and implement one or
more measures, if
necessary, to maintain
current level of fire
protection services.

OP-Annually.

Determine water pressure
of domestic/fire water
system serving the site.
Review findings and
upgrade the domestic/fire
water system, if
necessary.

DE-Prior to project
approval.

Assess Police protection
services. Review findings
and implement one or
more measures to
maintain current level of
police services, if
necessary.

OP-Annually.

Campus Fire Department

Physical Plant and
Planning & Budget and
Architects & Engineers

Campus Police Department

See 4.12-1 and 4.12-2. See 4.12-1 and 4.12-2. See 4.12-1 and 4.12-2.

See 4.12-3. See 4.12-3.

See 4.12-3.






Objective 27.3: Discuss Ways in which Project Plans are Revised
Requirements:

Lead a discussion of how the results of the evaluation process are used to revise the mitigation plan. Facilitate discussions with students about plan revisions.  

NOTE: The following materials are adapted from the FEMA State and Local Mitigation Planning how-to Guide entitled “Bringing the Plan to Life: Implementing the Hazard Mitigation Plan.”

Remarks:

I. The final step of the mitigation planning process is to determine whether the team needs to make changes to the planning process or mitigation plan.

II. This process involves:

A.
Evaluation of the factual underpinnings of the mitigation strategy: the risk assessments and the capability assessment;

B.
Using the results of the evaluations of the planning process and projects discussed in Objective 27.2.

III. The frequency of conducting plan evaluations depends on changes in the community such as significant growth and frequent and severe disaster events.  The Hazards Risk Management team members must keep in mind that Federal programs such a the Disaster Mitigation Act of 2000 (DMA 2000) require that local plans be updated at least every five years.

IV. Procedures and Techniques (Power Point Slides 27-4 – 27-7) – The Hazards Risk Management team should periodically review the factors that affect their community’s planning context.  These factors include:

A.
Revisit the risk assessment to account for:

1.
Shifts in development

2.
Areas affected by recent disasters

3.
New studies or technologies

4.
Re-estimated losses

B.
Revisit your capability assessment to account for:

1.
Changes in community, state or federal laws, policies, plans or funding

2.
Changes in socioeconomic fabric of the community

3.
Other changing conditions

C.
Analyze your findings and determine whether to revise your planning process or mitigation strategy

1.
Are the goals and objectives still applicable? Have any changes in the state or community (particularly legal and regulatory requirements) made the goals and objectives obsolete or irrelevant?

2.
Do the plan’s priorities correspond with state priorities?

3.
Do existing actions need to be reprioritized for implementation?

4.
Are actions appropriate for available resources?

D.
Incorporate your findings into the plan

1.
Include your most recent findings about the community, tribe or state, your hazards and vulnerabilities, as well as the applicable original actions of the plan, into a revised plan.

2.
Update your description of the planning process to include the steps you took to revise the plan document and how you involved the public.

3.
Update the implementation strategy to identify who will be responsible for the new or revised actions, the time frame, and funding sources.

4.
The revised plan must be reviewed by all stakeholders in the community for its validity, and proceed through a formal adoption process as required by local and state laws. (FEMA, 2003)



Supplemental Considerations:
Two worksheets included in the FEMA State and Local Mitigation Planning how-to Guide entitled “Bringing the Plan to Life: Implementing the Hazard Mitigation Plan” titled “Revisit Your Risk Assessment” and to “Revise the Plan” are provided as Handouts 27-4 and 27-5.  These can be distributed to students as an illustration of the above points.
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