CASE STUDY - 07

Turning Institutional Knowledge Into
Reliable Operating Procedures

Federal Emergency Management Agency (FEMA) - Program Analysis & Evaluation / Joint Field Office Operations

ROLE: PROCESS DOCUMENTATION & SOP DEVELOPMENT CONSULTANT

THE CHALLENGE

When disaster response organizations activate, experienced personnel often know exactly how work
gets done—but that knowledge exists only in the heads of people who have done it before. My work
at FEMA was about transforming that institutional knowledge into documentation that could be
understood, taught, and applied consistently by teams operating under demanding conditions.

The challenge was not simply writing procedures—it was accurately capturing how work was
actually performed, identifying dependencies and decision points, and translating complex
operational knowledge into documentation that could be applied consistently across Joint Field
Offices nationwide.

THE APPROACH

Worked directly with program leadership and subject matter experts across multiple functions—
focused on how work was actually performed, not idealized versions. Structured interviews and
collaborative review sessions uncovered real operational practice: variations, exceptions, approval
paths, and coordination across teams.

Documentation developed included standard operating procedures, process documentation, job
aids, training materials, workflow guidance, roles and responsibilities frameworks, and supporting
reference documentation—each designed to be clear and usable by personnel with varying levels of
operational experience.

KEY CONTRIBUTIONS

- Conducted structured interviews with subject matter experts to capture institutional knowledge

- Translated complex operational practices into standardized written procedures

- ldentified process inconsistencies and clarified decision points across operational teams

- Documented cross-functional workflows involving multiple disciplines and coordination points

- Developed onboarding and training documentation to support faster personnel integration

- Created repeatable documentation templates to improve standardization across functions

- Collaborated with leadership to validate procedures before implementation

OUTCOMES

Improved consistency in operational execution across disaster recovery teams, reduced reliance on
undocumented institutional knowledge, and supported faster onboarding of new personnel.
Increased clarity around roles, responsibilities, and workflow expectations—with documentation
designed for long-term operational use.

Recognized with FEMA's Process Improvement MVP Award for contributions to documentation
and process improvement efforts.
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CASE STUDY - 07 - OPERATIONAL DOCUMENTATION

From Undocumented Practice to Standardized, Executable Procedures

BEFORE — AFTER

BEFORE

Critical operational knowledge held only by experienced staff

Inconsistent execution across disaster response teams and
Joint Field Offices

Onboarding dependent on extended mentorship from
experienced personnel

Decision points and approval paths left undocumented

Institutional knowledge at risk as staff rotate between
assignments

CONSULTING PROCESS

Operational Discovery
Identify scope, key functions, and subject matter
experts

Structured Interviews
Capture how work is actually performed, including
variations and exceptions

Process Mapping
Document workflows, dependencies, and cross-
team coordination points

Documentation Development
Create SOPs, job aids, training materials, and
reference guides

Review & Validation
Collaborate with leadership to validate accuracy
and usability

Integration Support
Embed documentation into onboarding, training,
and ongoing operations

Evergreen Advisory LLC - Cindy Jeffrey, MA, PMP,

AFTER

Clear SOPs accessible to all personnel, regardless of
experience

Consistent, standardized execution across operational
teams

Structured onboarding supported by practical reference
documentation

Decision points, exceptions, and approval paths clearly
documented

Institutional knowledge preserved in durable, long-term
documentation

CLIENT VALUE DELIVERED

Operational Consistency

Improved uniformity in execution across disaster recovery teams, reducing
variation and supporting quality outcomes regardless of which office was
responding.

Knowledge Preservation

Reduced reliance on undocumented institutional knowledge—making
expertise permanent and transferable so operations don't depend on who
happens to be in the room.

Faster Onboarding

New personnel supported by accessible, structured documentation rather
than extended mentorship alone—reaching operational effectiveness more
quickly.

Role & Workflow Clarity
Clear documentation of responsibilities, decision points, exceptions, and
coordination requirements across operational functions and disciplines.

Recognized Impact
FEMA Process Improvement MVP Award for contributions to documentation
and process improvement across disaster recovery operations.
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"In disaster operations, there is no time to improvise from scratch. My work at FEMA was about

ensuring that institutional knowledge didn't leave when experienced personnel did—so teams
could execute consistently, regardless of who was in the room.”
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STRUCTURAL CLARITY™

Helping organizations improve execution through better systems, governance, documentation, Al-

enabled workflows, and operational design.

"The gap between vision and results is rarely effort. More often, it is the absence of a structure

capable of turning strategy into execution."

AREAS OF PRACTICE

Program & Project Management

Designing the structures, reporting, and governance that allow
complex programs to execute with clarity.

Process Improvement & SOP Development

Standardizing how work gets done so execution quality doesn't
depend on who's doing it.

Grants Management & Program Delivery

Designing and sustaining grant-funded programs with the
compliance, documentation, and operational rigor they require.

Cindy Jeffrey, MA, PMP, LSSGB

Al-Enabled Operations

Building practical Al workflows, prompt libraries, and documentation
systems that teams can actually use.

Executive Reporting & Decision Support

Creating the visibility infrastructure that helps leadership make faster,
better-informed decisions.

Organizational Diagnostics

Identifying the structural patterns—not surface symptoms—that slow
execution and limit organizational performance.

cindyjeffrey.com

Program Management - Process Improvement - Al-Enabled Operations - Organizational Diagnostics
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