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Let me say at the outset that my comments reflect my personal views and not the views of any organization or business that I am associated with.   I mention that because what I am going to say this morning is controversial.  But as our friend, the late Lacy Suiter, used to say, "When something needs to be said, say it."
It is time to admit that we made a serious mistake when we created a mammoth new bureaucracy to fight a nimble, adaptive terrorist threat. 

As long as the Department of Homeland Security is afflicted with multiple, conflicting priorities, it will have trouble performing any priority well. 

Homeland Security should be about preventing terrorist attacks. 

It was a mistake to combine consequence management with that high priority requirement. 

What doomed this unfortunate reorganization in the first place was the policy decision that the combined organization could cost no more than the sum of its parts. 

For God's sake, we had just been attacked!  What a morally corrupt policy. 
Something had to give.  And we all know what it was.  It was the part that did not belong in DHS in the first place. 

So, when Hurricane Katrina occurred, the new department was focused on terrorism. 

Then, when the response went bad, consequence management began to consume DHS headquarters. 

After the attacks on September 11, we did not need a massive new bureaucracy. 

What we needed was interagency leadership, collaboration, and coordination. 

Once the DHS Act became law, however, Lacy and I and many others in this room worked hard to make the marriage work. 

In the aftermath of Hurricane Katrina, I felt the failure was a failure of leadership. 

I realize now it was much more than that.  It was also a failure of dysfunctional organization. 

So, now that DHS exists, what should it be?

It should be a temporary agency that will sunset some day as the terrorist threat subsides. 

In the meantime, DHS should be resized to be a prevention and protection agency. 

The National Strategy for Homeland Security should continue to be a strategy of terrorism prevention. 

Separately, a national strategy of all-hazard preparedness should be drafted to build emergency management capacity at the State, local and Federal level, in the private sector and with the American people. 

Currently at DHS, it is like requiring the Department of Defense to do both war-fighting and diplomacy. 

While soldiers often have to be diplomats, they will not win wars if they lose focus on defeating the enemy on the battlefield. 
The missions of the Department of State and the Department of Defense could never be combined.   Neither should have crisis and consequence management. 

Consequence management, including emergency management, is only related to homeland security when prevention fails.  Otherwise, it should stand on its own as a separate high priority of government.   Emergency management is an enduring mission.
That mission should not compete for resources with what should be a temporary mission - reducing the threat of violent, radical extremism. 

I do not agree with those who say that today’s terrorist threat will always be with us.

The threat today is being fueled by a corrupt, criminal ideology that is appealing to existing frustrations and fears. 
With the right leadership and the right policies, we can contain, limit and, yes, defeat the ideology of Al Qaeda. 

The same official dealing with that large task should not have the time to also deal with a hurricane building in the Atlantic.  

Nor does the Administrator of FEMA need a cabinet secretary looking over his shoulder or another operations center second- guessing every decision.

Now, I understand what the critics will say.  They will say we've had enough reorganization. I couldn’t agree more.  But we've had the wrong reorganizations.  Let's don't perpetuate mistakes by clinging to a dysfunctional, understaffed, underfunded and unnecessary bureaucracy. 

Second, the criticism that FEMA can no longer stand on its own. 

That, too, is correct.  FEMA can no longer stand on its own. 

But FEMA has been depleted on purpose so it has to rely on DHS for support. 

The next administration must stand up to its own Office of Management and Budget and make clear that sufficient funds and personnel will be provided to support FEMA as a cabinet-level agency. 
Third, that FEMA needs the synergy of DHS to provide the most effective response and recovery. 
Why?

FEMA has the Stafford Act. 

It lays out the responsibilities of the Federal interagency. 

It doesn't matter, for instance, whether the Coast Guard and FEMA are in the same bureaucracy or not.  

An independent FEMA could select the right capabilities from the entire government, not just from other agencies inside DHS.
What I am recommending is about much more than revitalizing federal emergency management. 

Federal emergency management was not broken until we broke it when we buried one of history’s most effective agencies inside a bureaucracy.

Soon we will have a new administration in the White House. 

Let us "speak truth to power" and insist it is time to correct that mistake.
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