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Letter from the Director
It is my pleasure to present the National Urban Security Technology 
Laboratory (NUSTL) Strategic Plan for Fiscal Years 2021-2026. 
This strategic plan outlines the high-level goals and strategies that 
NUSTL will pursue to keep pace with evolving first responder needs 
as it works to address emerging threats across the nation. 

While 2020 has been a challenging year, it has also proved our 
resilience as a nation. Our communities have rallied to support 
businesses and neighbors hit hard by the pandemic, while our 
science and innovation community has worked with great urgency 
to fight the COVID-19 pandemic. From paramedics responding to a 
record number of 9-1-1 calls regarding individuals with COVID-19 
symptoms to police officers charged with enforcing pandemic-
related restrictions, emergency responders have continuously risked 
their lives to save ours throughout this national crisis. The state and 
local responders our Lab serves have worked tirelessly to meet the 
many challenges posed by the pandemic, and our NUSTL team continues to support them during this unprecedented 
time. Now, more than ever, it is critical for NUSTL to keep driving towards success, because our success enables 
federal, state and local first responders to better serve their missions safely and effectively.  

NUSTL’s success continues to be driven by our ability to come together with our first responder customers and 
partners to tackle their greatest challenges. We share a common purpose with the first responder community in 
keeping our nation safe and secure, and this strategic plan outlines how NUSTL will grow and evolve to ensure 
continued alignment with our customers. We will continue to mobilize our workforce, advance the Lab’s culture, 
modernize technology and focus our energy to meet this shared mission. Guided by our organizational values—
integrity, quality, customer engagement, agility, and diversity and inclusion—we will advance the success of our first 
responder partners. Our passion for serving the first responder community is what sets us apart and defines us 
as NUSTL. 

We are proud of our long history and the strong foundation we have built, and we look forward to our continued 
success with the ongoing support of national policymakers, our colleagues across the Department of Homeland 
Security (DHS) Science and Technology Directorate (S&T), and those throughout DHS and allied agencies. Above all, 
we look forward to growing our existing relationships with the state and local first responders who we serve. 

Thank you to our first responder partners, for the work that you do and for your dedication to carrying out our 
shared mission. 

Sincerely,

Alice Hong

Director
National Urban Security Technology Laboratory
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Section I: Executive Summary 

The National Urban Security Technology Laboratory 
(NUSTL) developed this Strategic Plan for Fiscal Years 
2021-2026 to help grow our major strengths and 
maximize our contributions to the first responder 
community and the Department of Homeland Security. 
This plan highlights our mission, vision, values and goals 
as illustrated in the following graphic. 

More than that, we reinforce our commitment to our 
first responder partners, ensuring that all our work 
helps them achieve their mission of keeping our 
communities safe. 

This strategic plan reflects NUSTL’s cognizance of 
responder operational needs and the evolving threat 
environment, which guide our long-term strategies as 
well as our everyday work. We will achieve our goals by 
pursuing specific, actionable objectives aligned closely 
with our stakeholders’ most important requirements. 
We look forward to growing our partnerships as we work 
together to achieve success. 

https://www.dhs.gov/science-and-technology/national-urban-security-technology-laboratory


STRATEGIC PLAN
FISCAL YEARS 2021-2026

MISSION Evaluate technologies and provide tools and guidance to help state and 
local first responders safeguard our communities

VISION Be a trusted partner and premier scientific and technical resource for first 
responders nationwide

VALUES Integrity: Provide assessments, guidance and recommendations with 
objectivity based on facts, scientific and technical expertise and a deep 
understanding of the homeland security mission

Quality: Seek excellence in our work and products and maintain 
processes to ensure quality

Customer Engagement: Proactively engage our customers to shape, 
conduct and disseminate our work to be of the greatest value

Agility: Be highly adaptable to the changing threat environment and 
priorities of our customers and strive to anticipate their emerging needs

Diversity and Inclusion: Be inclusive of diverse thought, 
perspectives, geographies and backgrounds of our workforce, customers, 
and project assignments to drive teamwork and innovation

GOALS 1 Impact: Increase the overall impact of NUSTL’s work 
within the first responder community

2 Visibility: Increase stakeholder awareness of NUSTL’s products, 
services and value through enhanced communications

3 Growth: Enhance programs and services to help first 
responders meet evolving operational needs

4 Organizational Excellence: Continuously pursue 
organizational excellence
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Section II: Introduction to NUSTL

Introduction
The National Urban Security Technology Laboratory 
(NUSTL), a national laboratory within the Department of 
Homeland Security’s Science and Technology Directorate 
(S&T) Office of Innovation and Collaboration, Office of 
National Laboratories, is dedicated to providing our 
nation’s first responders with tools, technology and 
guidance to perform their jobs safely and effectively. 

NUSTL is the only federal laboratory focused primarily on 
serving state and local first responders with technology 
expertise, supporting their efforts to make the nation 

more secure and resilient to terrorism and catastrophic 
incidents while maintaining the capability to respond to 
routine emergencies. NUSTL serves first responders and 
emergency managers throughout the most populous 
metropolitan areas in the country, solving the complex 
challenges faced by urban responders and protecting 
American communities at large. Located in New York 
City, with a satellite office outside of Chicago, Illinois, 
NUSTL brings scientific rigor and a long record of 
excellence to provide trusted advice and operational 
tools for public safety agencies throughout the nation.

https://www.dhs.gov/science-and-technology/national-urban-security-technology-laboratory
https://www.dhs.gov/science-and-technology
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NUSTL provides research, development, testing and 
evaluation (RDT&E) and technical assistance. Our 
products and services inform first responders about 
technologies relevant to their operations and training 
on how to use our products and services to address 
homeland security threats and hazards. We field test 
prototype and commercial off-the-shelf equipment; 

develop guidance and tools for response to and recovery 
from catastrophic incidents; support research and 
development that leverages our unique expertise in the 
radiological and nuclear domain; and offer a variety of 
scientific and technical advisory services. 

History of NUSTL
NUSTL and its predecessor organizations have 
served key roles in ensuring the safety and security 
of the American people for over seven decades. The 
Laboratory’s origins lie in the Manhattan Project, the 
massive research effort to develop the atomic bomb. 
We were formed in 1947 in the Medical Division of the 
Atomic Energy Commission, concerned with the health 
and safety of uranium miners. During the Cold War, as 
the Health and Safety Laboratory, we became a world 
leader in environmental radiation measurements. 
Through an expanding network of monitoring stations, 
the Lab assessed radioactive fallout from nuclear tests. 

In 1977, the Lab’s name was changed to the 
Environmental Measurements Laboratory (EML). 
Aligned to the newly formed Department of Energy 
(DOE), EML focused on measuring environmental 
contamination, decommissioning, decontamination 
and remediation at U.S. weapons production facilities 

and following radiation incidents worldwide. Over the 
next decade, EML was instrumental in measuring the 
impact of the nuclear accidents at Three Mile Island and 
Chernobyl, and it originated many of the technologies 
and chemical analysis methods that are routinely used 
today for measuring radiation and radioactivity in the 
environment.

In 2003, when the Department of Homeland Security 
(DHS) was created in the wake of the September 11, 
2001, terrorist attacks, EML became part of S&T 
and was given a broader mission with additional 
responsibilities supporting state and local responders. 
Reflecting that change, in 2009, the Lab was renamed 
as the National Urban Security Technology Laboratory. 

While much has changed over the years, the heart of 
NUSTL’s mission of protecting the safety and security of 
the American people remains.

NUSTL: A 70+ Year History of Service To The Nation

1947 2010s2000s1990s1980s1970s1960s1950s 2020s

https://www.energy.gov/manhattanproject
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Stakeholders
NUSTL’s primary stakeholders are state and local 
responders.  We work with a broad range of first 
responders across all public safety disciplines, including 
police, fire, HAZMAT, emergency medical services and 
emergency management. Our first responder partners 
are actively engaged in all our work, including hands-on 
participation in programs, cooperative research, focus 
groups, technology demonstrations and tests, technical 
information exchanges and many other Lab activities. 

Our stakeholders have benefited significantly from 
the Lab’s location in the largest metropolitan area 
in the country. NUSTL’s home in downtown New York 
City allows us to continuously partner with world-class 
public safety agencies in the New York metro area. 
Additionally, these partnerships enable NUSTL to use 
New York City as a test bed. All parties benefit from this 
longstanding relationship: NUSTL gains operational 
knowledge from some of the world’s largest and most 
advanced first responder agencies with the resources 
to rapidly adopt new tools and technologies; New York 
area response agencies are able to demonstrate and 
pilot new technologies alongside NUSTL; and the fruits 
of this partnership are scaled to the larger public safety 
community by sharing test results, lessons learned, 

actionable guidance and other products with first 
responder agencies across the Nation.  Nationwide, 
NUSTL has collaborated with almost 200 state and 
local agencies and regularly seeks new partners for 
operational experimentation events, focus groups and 
technical information exchange.

Beyond the public safety space, NUSTL has both 
customers and partners across the federal government. 
The Lab collaborates with almost 200 federal agencies 
and offices, and works extensively within S&T and with 
other DHS operational and support components. Our 
additional federal partners include agencies and offices 
within the Departments of Defense (DOD), Energy (DOE), 
Justice, Health and Human Services, Interior, Labor 
and Transportation, as well as the General Services 
Administration and the Environmental Protection Agency. 
We have particularly valuable collaborations with several 
other national laboratories from DHS, DOE and DOD. 
Through the DHS S&T Office of National Laboratories 
(ONL), we leverage the entire national laboratory network 
as needed to bring expertise to meet customer’s 
requirements. Our network of subject matter experts 
extends even further with partners from academia and 
international governments.  

https://www.dhs.gov/science-and-technology/office-national-laboratories#
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NUSTL Builds Partnerships Across the Map
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Programs and Services
NUSTL’s programs, services and products are directly targeted to meet the needs of our first responder and federal 
customers. Our offerings are grouped in the areas of test and evaluation (T&E), research and development (R&D) 
and technical assistance. 

TEST &
EVALUATION

RESEARCH &
DEVELOPMENT

TECHNICAL 
ASSISTANCE

SAVER TEST &
EVALUATION

NUSTL’s System Assessment and Validation for 
Emergency Responders (SAVER) program tests and 
evaluates the performance of commercially-available 
equipment that responders use for their missions. 
Using a Consumer Reports-style format, SAVER equips 
responders with knowledge products including focus 
group, market survey and assessment reports that 
enable them to select tools and technologies that best fit 
their operational needs. SAVER evaluates technologies 
on the DHS Federal Emergency Management Agency’s 
(FEMA) Authorized Equipment List, a list of approved 
equipment categories that public safety agencies may 
purchase using awards from FEMA’s Preparedness Grant 
Program. As state and local agency budgets are limited, 
it is critical that decision-makers have the information 

they need to make informed technology investments. 

SAVER supports these decision-makers by offering 
a valuable combination of technical and operational 
expertise, including conducting market surveys, 
designing and conducting realistic tests, and assessing 
whether these technologies meet operational needs. 
Our unbiased evaluations and side-by-side comparisons 
allow public safety agencies to select the most suitable 
technologies for their requirements without having 
to conduct their own tests with multiple vendors, do 
time-consuming research or identify technical experts 
to assist the process. Over 2,280 responders have 
participated in SAVER assessments of 677 products 
since 2004.

Operational Field Assessments TEST &
EVALUATION

NUSTL conducts operational field assessments (OFAs) 
of S&T-developed prototype responder technologies 
before they are transitioned to the commercial market. 
During OFAs, participating emergency responders use 
a technology under realistic conditions to assess its 
capabilities and operational suitability, and NUSTL 
verifies that the project requirements, identified by 
end users, were met. OFAs are a core part of S&T’s 
technology development process for first responder 
solutions, helping validate the research and development 
investment, identify needed improvements, and give 
S&T-funded technology developers direct access to end 
users and their feedback. 

Following a field assessment, we analyze the feedback 
and data we gathered to produce a report. Our OFA 
reports provide independent and unbiased evaluations 
of how the technology performed during the assessment 
based on the comments provided by first responder 
participants. The reports offer recommendations to help 
the technology developer improve their product prior 
to commercialization. The primary audience for OFA 
reports is the S&T project manager and the S&T-funded 
technology developer, although the wider first responder 
community may also find the reports valuable. If there 
is no security-sensitive information contained in the OFA 
report, S&T publishes them on the public S&T website. 

https://www.dhs.gov/publication/st-operational-field-assessment-fact-sheet
https://www.dhs.gov/science-and-technology/first-responders-technologies
https://www.dhs.gov/science-and-technology/saver
https://www.fema.gov/grants/guidance-tools/authorized-equipment-list
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Test & Evaluation Management and Support TEST &
EVALUATION

To assist S&T programs, NUSTL provides a broad 
range of Test & Evaluation Management and Support 
(TEMS) services addressing various phases of the 
system development life cycle, including test planning, 
execution, data analysis and results documentation. 
The Lab also supports project management and 
administrative aspects of T&E activities, including 
coordinating test sites, addressing regulatory and 
compliance requirements, overseeing performers and 
managing the resources needed to execute a test event. 
By offering a technical performance capability as well as 
programmatic, regulatory and administrative support, 
we enable S&T programs to expedite the deployment of 
technology solutions into field operations. 

Through TEMS, NUSTL serves mission areas beyond 
programs targeted for first responder customers. The Lab 
integrates TEMS capabilities with domain subject matter 
experts to provide research and advice in emerging 
threat areas. One example is our work with S&T’s 
Counter-Unmanned Aircraft Systems (C-UAS) program. 
With the rapid proliferation of unmanned aircraft, federal 

agencies and first responders are increasingly concerned 
about their potential use as adversarial threats, and 
the ability to counter such threats has become a high 
priority. S&T’s C-UAS program was established to meet 
this evolving threat, and S&T requested NUSTL’s support 
to facilitate T&E of C-UAS.

The Lab is responsible for conducting T&E activities for 
C-UAS solutions deployed by DHS Components, from 
test design and execution to analysis and reporting. We 
conduct performance tests of commercially available 
and developmental C-UAS technologies to detect and 
interdict nefarious Unmanned Aircraft Systems (UAS), 
and we provide federal oversight of tests of C-UAS 
systems for DHS. With special expertise in UAS and 
C-UAS capabilities, our experts have released numerous 
knowledge products and contributed to development 
of standard protocols for C-UAS testing. Beyond C-UAS, 
NUSTL has served as the dedicated test agent for 
several substantial programs evaluating communications 
interoperability and vulnerabilities. 
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TEST &
EVALUATION

RESEARCH &
DEVELOPMENT

TECHNICAL 
ASSISTANCE

Radiological/Nuclear Response & Recovery RESEARCH & 
DEVELOPMENT

The detonation of a radiological dispersal device 
(a “dirty bomb”), a nuclear detonation or even an 
accidental release of radiological material would have 
severe consequences for individuals and families, the 
economy and national security. NUSTL’s Radiological/
Nuclear Response & Recovery (RNRR) Research 
& Development program supports state and local 
emergency responders, who are first to arrive at the 
scene of a radiological or nuclear incident before any 
federal responders are available. 

Through this program, we work with federal, state 
and local stakeholders to identify and prioritize their 
requirements; fund and manage R&D projects to meet 
those requirements; and coordinate with FEMA in 
addition to state and local agencies to distribute the 

resulting guidance, knowledge products and tools. The 
R&D projects seek to increase responders’ capability 
to characterize complex and catastrophic incidents; 
improve their ability to save lives during initial response 
operations; minimize community and economic impacts 
through incident stabilization, radiological clean-up and 
recovery; and integrate our technology and knowledge 
products into preparedness and response activities. 
Program achievements include publishing guidance 
for the first 100-minutes of response to a radiological 
dispersal device, supporting the development of a new 
emergency response position called the Radiological 
Operations Support Specialist (ROSS) and enhancing 
modeling tools for initial decision-making.  

Advisory Services TECHNICAL
ASSISTANCE

NUSTL provides first responder agencies with guidance 
and expertise on technology needs, issues and 
questions. These ad-hoc requests range from technology 
briefings, to an on-site assessment of an erroneously 
alarming radiation detection system, to assistance 
incorporating emerging technology into a field exercise, 
to quick-turnaround assessments of a technology an 
agency is considering for purchase. We provide  
public safety agencies with access to our subject  
matter experts. 

NUSTL has long been known for expertise in the area 
of radiological/nuclear threats. The Lab’s competence 
in this area spans more than seventy years, and we 
maintain this unique competency with a team of experts 
that provide advice to state and local agencies; develop 

and test technologies related to radiation detection; 
and produce tools for response to and recovery from 
radiological or nuclear emergencies.

NUSTL routinely fields requests from first responder 
agencies for our expertise and capabilities. If the 
Lab does not know the answer to a question, we will 
connect the requester with another research partner 
who can help. In this role, we act as independent, 
objective advisors working on behalf of the first 
responder community, without any bias or ties to 
technology vendors. This, in combination with NUSTL’s 
responsiveness, has gained the Lab the reputation of 
being a trusted advisor and honest broker for the first 
responder community.

https://www.dhs.gov/publication/st-rnrr-fact-sheet
https://www.dhs.gov/publication/st-rnrr-fact-sheet
https://www.dhs.gov/publication/st-rnrr-fact-sheet
https://www.dhs.gov/publication/st-frg-rdd-response-guidance-planning-first-100-minutes
https://www.dhs.gov/publication/st-frg-rdd-response-guidance-planning-first-100-minutes
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Section III: Strategic Plan for FY21-26

Overview
NUSTL’s strategic plan for the next five years is the 
product of extensive consultation with the Lab’s leaders, 
workforce and key stakeholders. We conducted a series 
of individual interviews and focus groups with NUSTL’s 
current and past leadership, staff at every level, and 
colleagues from S&T, other DHS components, federal 
partners, academia, and a selection of NUSTL’s long-
standing partners in the first responder community. 
They were asked about the Lab’s programs, past 
performance, mission impact and recommendations on 
every area of NUSTL’s work. This was the basis for the 
development of the four goals presented in this plan and 
the strategies for each.  

Throughout the process, stakeholders, leadership and 
employees consistently conveyed their appreciation of 
the value of NUSTL’s products, services and mission 
impact. As a result, this strategic plan recommends 
ways to build upon the solid foundation that NUSTL has 
established, taking what is already valuable, finding 
ways to grow its impact and preparing for its customers’ 
emerging needs. Further, the plan reinforces the Lab’s 
organizational values and its vision to be the premier 
scientific and technical resource for first responders 
across the country. 
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Mission
Evaluate technologies and provide tools and guidance to help state and local first 
responders safeguard our communities.

NUSTL’s purpose is to support first responders by providing them with effective capabilities and knowledge to help 
them successfully execute their missions. The Lab’s scientific and engineering capabilities, provided through a 
portfolio of programs, products and advisory services, support both critical acquisition and operational decisions. 
While focused on state and local first responder organizations, especially those serving the nation’s major 
metropolitan areas, NUSTL’s work also is shared with DHS components and other federal agencies. We develop our 
test and evaluation, research and development, and technical assistance agenda in close collaboration with our 
partners and customers. 

Vision
Be a trusted partner and premier scientific and technical resource for first 
responders nationwide.

NUSTL has a well-established reputation for excellence in its capabilities and products, objectivity in its technology 
assessments, unique expertise in RNRR, deep knowledge of T&E, and responsiveness to responder organizations’ 
evolving operational needs and capability gaps. We constantly strive to maintain the quality of our work, strengthen 
our ties to our customers and partners, and to increase our reach throughout the first responder community. This 
plan outlines goals and strategies to expand NUSTL’s impact, capabilities and service to its stakeholders. 

Organizational Values
NUSTL holds a strong set of values and fosters an organizational culture embodying them in behaviors and 
interactions between its workforce, customers and partners, and the public:

• Integrity
  Provide assessments, guidance and recommendations with objectivity based on facts, scientific and  

technical expertise, and a deep understanding of the homeland security mission.

• Quality 
Seek excellence in our work and products and maintain processes to ensure quality.

• Customer Engagement 
  Proactively engage our customers to shape, conduct and disseminate our work to be of the greatest value.

• Agility
  Be highly adaptable to the changing threat environment and priorities of our customers and strive to  

anticipate their emerging needs.

• Diversity and Inclusion
  Be inclusive of diverse thought, perspectives, geographies and backgrounds of our workforce, customers,  

and project assignments to drive teamwork and innovation.
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Strategic Goals

Increase the overall impact of 
NUSTL’s work within the first 

responder community

IMPACT

GOAL
1

Increase stakeholder awareness 
of NUSTL’s products, services 
and value through enhanced 

communications

VISIBILITY

GOAL
2

Enhance programs and services 
to help first responders meet 

evolving operational needs

GROWTH

GOAL
3

Continuously pursue 
organizational excellence

ORGANIZATIONAL 
EXCELLENCE

GOAL
4

Overview of Goals
These four strategic goals provide a path to pursue 
NUSTL’s mission and reach our vision. These goals build 
upon the successful foundation of NUSTL’s current work 
and organizational strengths and seek to augment our 
ability to deliver impactful products and services to first 
responders. The following section of the plan describes 
each goal and outlines strategies to achieve them. Goal 
3 contains specific strategies for each of our T&E, R&D 
and Technical Assistance efforts. 

These goals target a five-year planning horizon, to be 
refined in annual plans. A key component of the strategy 
is balanced implementation of mission, operations and 
outreach to achieve the maximum impact for NUSTL’s 
stakeholders.
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Increase the overall impact of 
NUSTL’s work within the first 
responder community 

IMPACT GOAL
1

With more than 3 million first responders in the United 
States, NUSTL’s potential customer base is substantially 
larger than the set of first responders that currently use 
the Lab’s products and services. Those who already work 
closely with us appreciate our value and seek our advice 
and products. To have even greater impact, the Lab 
will expand our reach to a broader set of stakeholders 
across the nation while continuing to nurture our existing 

partnerships. Over the next five years, we will consolidate 
our many programs and activities into a portfolio focused 
on best serving our growing community of stakeholders 
and to gather data that will help demonstrate our 
mission impact.  

To reach Goal 1, we will pursue the following strategies: 

1.1  Consolidate and catalogue products  
and services

Create a catalogue of NUSTL products and services to 
better communicate what we offer to our customers, 
with clear instructions on how to access or use the Lab’s 
offerings. Consolidating related activities into a set of 
better-defined services will make the mission of the 
Lab clearer to new customers and focus the work of the 
NUSTL workforce. This will strengthen the Lab’s brand 
identity and reach.

1.2 Prioritize work intake by its strategic value

We will structure NUSTL’s acceptance of work requests 
and give priority for services that provide the maximum 
benefit to our first responder customers. While some 
products are developed to meet a specific agency’s 
needs and may not be broadly applicable, many of our 
products and services can serve a wide audience with 
minor adaptations, as demonstrated by the SAVER 
program. With growing demand and limited resources, 
we will prioritize work on products and services that can 
be repeated and shared with customers from diverse 
regions and disciplines.   

1.3  Develop impact indicators and gather 
customer feedback on products and 
services at regular intervals

More detailed customer feedback on the use and 
outcomes of assessments, reports and services will 

provide NUSTL with the metrics needed to prioritize work 
with the biggest strategic impact, and to demonstrate 
that impact more clearly to leadership and policymakers. 
Defining outcome and mission impact metrics is 
challenging, as NUSTL’s mission effects often are 
indirect, with many occurring over a long period of time, 
and some include planning and preparedness activities 
against threats that do not materialize. Therefore, we will 
continue to document impact based on customer stories 
and estimates from participants and experts. However, 
more rigorous impact data may be obtainable, such as 
the overall funding value of stakeholder procurement 
decisions based on use of SAVER reports, even if 
such data is only obtained through periodic studies or 
outreach. NUSTL will work to identify, collect and 
analyze a combination of anecdotal and data-based 
impact indicators. 

Regular feedback will be gathered regarding the quality, 
accessibility and ease of use of NUSTL’s products by 
customers, as well as statistics on open/download/
read/click-through rates on communications. We will 
evaluate programs and projects to identify which metrics 
are most appropriate to measure impact, and how 
often those metrics should be collected and analyzed 
to determine outcomes. Doing so enables the Lab’s 
delivery of high impact products to the customer.

https://www.dhs.gov/sites/default/files/publications/First_Responder_Market_Overview_Synopsis_2017_508C.pdf
https://www.dhs.gov/sites/default/files/publications/First_Responder_Market_Overview_Synopsis_2017_508C.pdf
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Increase stakeholder awareness of 
NUSTL’s products, services and value 
through enhanced communications

VISIBILITY GOAL
2

As we work to increase NUSTL’s impact, we will also 
pursue a related set of communications strategies to 
raise the Lab’s visibility within and outside of S&T, and 
to strengthen connections with first responder agencies 
across the country. While NUSTL is well known and 
highly respected among first responders in the New York 
metropolitan area and several other major cities, general 
awareness of NUSTL’s name and capabilities outside its 
existing partners is limited.

Stakeholder feedback confirms that NUSTL’s knowledge 
products are recognized as high quality, and our 
workforce is regarded as approachable and responsive 

to inquiries. The Lab’s communication and outreach 
efforts are constrained by restrictions on website 
content, design and accessibility, and sometimes by 
the process of review within S&T. We can broaden 
awareness of NUSTL’s name, products and services and 
promote greater accessibility and timeliness through 
several methods. We will continue to investigate and 
experiment with diverse formats, lengths and media 
channels to promote success stories and knowledge 
products in order to reach a broader target audience. 

To reach Goal 2, we will pursue the following strategies:

2.1  Strengthen NUSTL and SAVER 
brand identification

NUSTL is well-positioned to expand stakeholder 
awareness of the Lab, particularly targeting outreach 
to geographic areas where responders may be less 
familiar with our products, services and opportunities to 
collaborate. The NUSTL name must remain prominent 
and identifiable in communications and publications 
related to the Lab and its accomplishments, and stress 
the Lab’s independent, impartial role in conducting 
assessments and evaluations. 

We also seek to build a separate but linked brand 
identity for the SAVER program, perhaps our most widely-
used product although not yet a “household name” in 
most public safety agencies across the country. The Lab 
will explore alternate means to build recognition among 
the target responder audience. A communications 
study of public safety respondents will identify a 
baseline of brand awareness and recommend more 
effective methods for NUSTL to reach this audience by 
understanding how they access information. This would 
also help us measure improvements in outreach.

As a starting point, we will address known 
communications barriers, such as navigability of the S&T 
website. Many stakeholders and partners state that they 
have given up looking for a NUSTL product because it 
was too difficult to locate on the S&T website.

Working with federal partners, we will find opportunities 
to direct users to the SAVER library, such as integrating 
links to the SAVER website in partner content where 
they will be most relevant (e.g., FEMA AEL pages, 
InterAgency Board Standardized Equipment list). 
Additionally, developing a way for users to subscribe to 
updates, such as via the built-in GovDelivery mechanism, 
could increase open/download/read/click-through 
rates on a variety of NUSTL knowledge products. The 
SAVER webpage will be made more searchable, include 
Frequently Asked Questions (FAQ), and offer a way for 
users to send NUSTL correspondence directly, such as 
questions about a report or suggestions for a future 
topic. The long-term plan is to provide dynamic and 
focused SAVER results in a web-based format that 
is concise, easily digestible and provides dynamic 
comparisons based on each individual first responder 
needs. Critically, the solution must allow results to be 
published in a rapid timeframe that is responsive to 
customer needs.
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2.2 Utilize multi-media communications  
methods and vehicles

To expand SAVER’s reach, we will explore the use 
of video reports to supplement written ones and 
reach additional stakeholders. Such reports may be 
particularly engaging for more technology-savvy first 
responders viewing S&T social media pages on popular 
platforms. Further, video formats may more clearly 
illustrate to state and local policymakers the nature 
and severity of threats and hazards they face, as well 
as the high-quality technical assistance and guidance 
that NUSTL can provide to first responders. This tactic 
was particularly successful in the Radiological Dispersal 
Device 100-minute guidance videos that both illustrated 
the threat and provided clear recommendations for 
response and recovery operations. We will explore other 
print opportunities, such as coordinating with FEMA to 
include SAVER information in the documentation for 
FEMA grant applications and conducting direct mailings 
to public safety agencies with information about 
SAVER products.

2.3 Leverage virtual conferences and 
networking events to expand outreach 

Learning a lesson imposed by COVID-19 travel 
restrictions, we will continue and expand our use of 
video conferences and virtual engagements to bring 
together stakeholders for presentations and discussions 
without the time and expense of travel. This approach 
facilitates broader stakeholder participation—expanding 
NUSTL’s visibility with responders across the country and 
allowing more agencies to become both customers of 
and contributors to the Lab’s work.

Our existing New York Area Science and Technology 
(NYAST) forum is being conducted virtually throughout 
the pandemic and may continue to use video 
conferencing as a permanent feature to enable more 
responders to participate. Similar forums may be easier 
to establish virtually within other metropolitan areas 
and across broader regions, with specific disciplines, or 
around trending topics such as lessons learned from 
COVID-19, artificial intelligence technologies for first 
responders or workforce resilience. 

2.4 Leverage partnerships for distribution  
of NUSTL products and communications

To expand dissemination of NUSTL information and 
knowledge products, we will engage partners (such as 
public safety professional associations) that have their 
own effective communication networks and request 
that they post or publish NUSTL articles, invitations to 
virtual events, and/or reports on topics of interest to 
their own constituencies. We will ask these partners and 
stakeholders to share NUSTL products through their own 
websites, newsletters and other media. By leveraging 
these partnerships, we can augment the visibility of 
the Lab’s work without expending significant resources, 
while ensuring that products are delivered effectively to 
our target first responder audiences. 

2.5 Grow the stakeholder relationship  
management program

NUSTL has a Customer Relationship Management (CRM) 
program to help track and manage our interactions 
with past, current and potential customers and other 
stakeholders across program lines and personal 
contacts. Longer-term, we seek solutions that meets 
our enterprise needs. A stronger, consistently used 
CRM program will enable us to analyze commonalities 
across customer support requests in order to minimize 
one-off projects, and help identify trends in contacts, 
follow-ups and unmet needs. It will also assist the Lab in 
maintaining connections when workforce or stakeholder 
contact turnover occurs.

https://www.dhs.gov/publication/st-frg-rdd-response-guidance-planning-first-100-minutes
https://www.dhs.gov/publication/st-frg-rdd-response-guidance-planning-first-100-minutes
https://www.dhs.gov/publication/nustl-nyast
https://www.dhs.gov/publication/nustl-nyast
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Enhance programs and services 
to help first responders meet 
evolving operational needs

GROWTH GOAL
3

NUSTL will continue to deliver top-quality T&E, R&D 
and technical assistance to our customers, seeking 
to reach yet more stakeholders with our distinctive 
capabilities. We will refine our knowledge products 
to ensure they are more accessible to responders 
and improve delivery throughout the public safety 
community. The Radiological/Nuclear Response & 
Recovery R&D program will expand contacts with state 
and local emergency management and establish a 
next-generation research agenda. We will grow and 
develop our specialized domain capabilities and apply 

our T&E management and support expertise in areas of 
emerging technological development, such as the rapidly 
expanding fields of C-UAS, enabling UAS and others. In 
close partnership with first responders and S&T, NUSTL 
will routinely evaluate evolving threats and changes to 
the operational environment that may influence NUSTL’s 
programs, services and expertise. 

To reach Goal 3, we will pursue the following strategies, 
organized by program and service area:

SAVER

3.1  Update products and distribution to reach  
varied audiences on a timely basis

NUSTL’s customers find SAVER reports and products 
valuable guides for their procurement decisions. These 
can become even more widely used if reports combine 
high-level, less-technical summaries with in-depth 
technical analysis. This increases usability for leadership-
level responders with minimal technical expertise while 
including the critical scientific rigor of a full evaluation 
needed for procurement officials, meeting the needs of 
two audiences in the same product. The SAVER program 
will develop reports, interactive materials and videos to 
engage both audiences without duplication of effort. We 
will seek feedback from customers about content, formats, 
accessibility and use in practice, and update the SAVER 
templates to meet these needs. 

To ensure that the program is assisting officials who are 
making procurement decisions, SAVER will reach out to 
state and local agency equipment review groups to identify 
the categories of equipment and tools they are planning 
to buy in upcoming procurement cycles. This information 
will help ensure that SAVER delivers new and updated 
assessments in time to inform agency purchase decisions, 
maximizing the impact of these knowledge products. 
Additionally, we will request feedback from partner agency 
equipment review groups to determine how SAVER products 
informed their final acquisition decision and better measure 

the resulting procurements made using these evaluations. 
Specific SAVER strategies include: 

• Produce SAVER products that engage users with 
differing technical expertise to ensure usability.

• Obtain, analyze and incorporate user feedback on 
SAVER products.

• Utilize multi-media formats, including an interactive 
website and videos, and disseminate products  
through diverse channels.

• Strengthen alignment of assessments with state 
and local agencies’ procurement plans.  

OFA

3.2 Expand collaborative planning and testing

NUSTL’s first responder customers and S&T-funded 
technology developers value the unbiased nature of OFAs 
and the opportunity to provide and receive feedback while 
the technologies are still in the prototype stage. We will 
work with S&T project managers to build independent 
operational T&E into more of S&T’s public safety-focused 
R&D projects. We will also pursue opportunities to conduct 
more OFAs with cities across a range of geographic 
regions, both to test products under a variety of relevant 
environmental and operational conditions and to build 
stronger partnerships with agencies across the country. 
Specific OFA strategies include:

• Seek to engage with S&T R&D projects  
as early as possible to facilitate OFA planning,  
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and advocate incorporating clauses that include  
requirements for T&E and performer feedback 
into S&T contracts.

• Broaden geographical range of OFA partners
and venues; develop a living document that lists
potential test facilities and their capabilities.

• Emphasize the independent nature of NUSTL
evaluations in reports, articles and collaborations
with all participants.

TEMS

3.3 Grow capabilities in emerging threat and  
technology areas

NUSTL will continue to develop and grow its capabilities 
in response to emerging threats to homeland security 
and evolving technologies. We will grow our partnerships 
with current and new programs and initiatives to deliver 
outstanding T&E for DHS and first responder missions. 
These growth areas will include not only the Test & 
Evaluation Management and Support services described 
in this plan, but also subject matter expertise in relevant 
domains and other critical technical capabilities as 
resources allow. Specific TEMS strategies include:

• Grow partnerships with S&T program managers to
provide TEMS support to current and new S&T R&D
projects and programs.

• Continue to raise awareness within the first
responder community that we are available to
support their test and evaluation needs.

• Develop subject matter expertise in current and
anticipated domains aligned to emerging threats
and technologies, such as data analytics and
artificial intelligence, data visualization, mobile
communications, data sharing and other digital
technologies.

• Augment staff capabilities to prepare for the
anticipated increase in T&E work with UAS-related
programs at S&T as they expand.

RNRR

3.4  Maintain unique Radiological/Nuclear  
capabilities and develop robust next  
generation R&D agenda

NUSTL’s more than 70 years of radiological/nuclear 
expertise is a point of pride. The Lab will maintain that 
expertise both in the response and recovery mission and 
through its work with detection, training and exercises. 

The RNRR R&D program has executed more than 25 
projects based on requirements identified in 2014. To 
refresh this portfolio, we will work with stakeholders to 
reexamine priorities for future R&D projects, keeping in 
mind competing emergency management priorities and 
constrained state and local budgets. We will update our 
stakeholder contact lists and reevaluate stakeholder 
requirements to ensure this R&D program continues to 
provide useful and needed capabilities. We will also explore 
opportunities to apply lessons learned from the RNRR 
portfolio to Chemical/Biological Response and Recovery in 
coordination with S&T, FEMA and Countering Weapons of 
Mass Destruction Office. Specific RNRR strategies include:

• Refresh list of state and local RNRR contacts and
customers nationwide through targeted outreach.

• Develop a robust next-generation R&D agenda,
based on a strategic review and customer
needs assessment.

Technical Assistance

3.5  Create and deliver a defined portfolio of  
technical advisory services 

Beyond the established programs, NUSTL offers a wide 
range of technical assistance and advisory services to 
first responder and federal agencies, leveraging our 
team’s expertise, knowledge of operational environments, 
commitment to assist stakeholders and research networks. 
Usually, these services are provided in response to ad-hoc 
requests or as ongoing technical assistance to NUSTL’s 
long-standing partners and customers. Those who are 
aware of the opportunity are highly appreciative of this 
customized help. While maintaining the strong relationships 
this approach has fostered, we will more formally organize 
these advisory services in order to increase the impact of 
Lab activities, use resources efficiently and address the 
needs of a broader set of stakeholders. Specific technical 
assistance strategies include: 

• Link informal advising and other small-scale
technical services into a distinct portfolio of
technical advisory services, with a more
structured process for service requests and
prioritization of response.

• Promote awareness to a broader set of
stakeholders through the First Responder
Resource Group, regional outreach and other
venues.

• Analyze requests to identify under-served  technology
threat and response areas for service expansion.
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Continuously pursue 
organizational excellence

ORGANIZATIONAL 
EXCELLENCE

GOAL
4

Mission support functions are critical to NUSTL’s 
success. These functions provide the people, funding, 
facilities, infrastructure, contracting and information 
technology (IT) support that enable the Lab’s technical 
workforce to provide unparalleled service to the 
homeland security enterprise. We are proud of our 
workforce performing these essential functions and 
seek to maintain their level of accomplishment. We 
will create a Lab-wide workforce development plan to 
ensure we recruit and retain the best people, develop 
their capabilities as their fields evolve, support career 
growth and prepare for succession. As NUSTL requires 

specialized software and IT support, we will modernize 
these capabilities. We will evaluate ways to streamline 
processes to shorten the time between identification of 
a first responder requirement and delivery of a product 
that fills that need. Through all our work, we will maintain 
and refine our signature Quality Management System. 
Our ISO9001:2015  designation sets NUSTL apart and is 
proof of the level of quality the Lab brings to S&T and 
its customers.  

To reach Goal 4, we will pursue the following strategies:

4.1 Establish a workforce development plan to
 maintain critical expertise, expand key  

capabilities and foster career growth

NUSTL’s expert federal and contractor workforce is 
an essential component of our success. To maintain 
our edge, we will create a comprehensive workforce 
development plan that ensures continuity of expertise 
through retirements, turnover and contracting changes; 
expands or adjusts in-house subject matter expertise 
to meet evolving stakeholder priorities; and ensures 
NUSTL cultivates an environment where the federal and 
contractor workforce can grow, learn and achieve their 
career goals. We will use multiple approaches to obtain 
and maintain critical expertise, including workforce 
development; expanded workforce hiring; contractor 
support; internships; and collaboration with ONL and 
other S&T offices, academia, DHS Centers of Excellence 
and key stakeholders. 

4.2  Modernize IT for mission and  
support functions

Through our T&E work, NUSTL acquires and uses cutting-
edge technologies, including both the commercial and 
prototype systems we evaluate and the advanced data 
analytics and visualization tools that help make our 
knowledge products compelling. Often, the Lab requires 

licensing access to more software packages than are 
available via DHS enterprise licenses, and some needed 
systems are not compatible with DHS intranet security 
protocols. While S&T’s Chief Information Office manages 
and provisions IT systems for most of S&T, we currently 
manage our own IT inventory, expending NUSTL’s 
limited staff resources on what could be a centrally 
supported function. We will evaluate ways to ensure 
access to required technologies and software packages 
while seeking S&T support for routine IT management 
responsibilities.  

4.3 Maintain agility by streamlining guidance  
and documentation requirements 

NUSTL is firmly committed to complying with all required 
protocols, including those relating to privacy, compliance, 
human subjects research, legal, security and publication. 
We will work with S&T support offices to streamline 
procedures and develop standardized, blanket 
agreements or documentation that reduce the level of 
effort and required lead-time for similar or duplicate 
activities; to obtain higher thresholds for making Lab-
specific decisions; and to find innovative solutions in 
collaboration with other laboratories and partners. This 
will enable NUSTL to continue to be an agile, responsive 
partner to our responder customers.
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4.4  Maintain and refine the Quality 
Management System 

NUSTL’s ISO9001:2015 Quality Management System is 
emblematic of the Lab’s insistence on quality throughout 
all aspects of our work, which is why our customers 
so frequently hail NUSTL’s work as unrivaled. We will 
maintain this certification and quality-infused workflow 

process. We will also evaluate areas to streamline 
internal review procedures, including increasing 
simultaneous reviews over serial reviews and leveraging 
multi-party editing tools to ensure version control while 
speeding up the overall quality management process.

Strategy Implementation
The goals and strategies described in this strategic plan 
provide a direction and path for NUSTL over the next 
five years. The plan offers a framework to guide our 
decisions and priorities, although specific strategies 
will continue to evolve or complete their purposes. We 
will treat this plan as a “living document,” recognizing 
that changing conditions, mandates, threats and 
opportunities may require strategic updates from time 
to time.

Many of the stated strategies will be initiated quickly 
while others will require preliminary steps or additional 
resources. Based on this strategic plan, we will create 
annual plans for NUSTL with specific objectives 
to establish operating priorities and management 
accountability, and to shape targeted resource or policy 
requests where needed.
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Section IV: Conclusion

We at NUSTL are grateful to our stakeholders, partners 
and colleagues for their commitment to achieving our 
shared objectives. This collaboration allows NUSTL to 
help the nation meet immediate homeland security 
needs while preparing for future threats. The strategic 
goals outlined in this plan will enable NUSTL to increase 
our impact, expand our reach, continue to provide top-
quality technical programs and services, and pursue 
organizational excellence. NUSTL’s ability to make 
an impact on the homeland security mission, while 
continuing to nurture partnerships with first responders 
at all levels and across the nation, is one of the most 
rewarding aspects of this work. Over the next five years, 
NUSTL looks forward to exploring opportunities for 
further collaboration while implementing this 
Strategic Plan.
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Section V: Appendices

Appendix A: Strategic Alignment
The goals and strategies presented in this strategic plan align with the DHS S&T Strategic Plan 2021 and to the 
specific S&T Office of National Laboratories objectives highlighted below:

S&T Strategic Goals 
Goal 1: LEADERSHIP – Become the Driving Force of 
Innovation for the Department of Homeland Security. 

Goal 2: PARTNERSHIP – Engage in deliberate 
relationships with Science, Engineering and Technology 
Communities to equip DHS for success.

Goal 3: CAPABILITY DELIVERY – Become the Authority 
and Trusted Provider of Science and Technology 
Expertise and Solutions.

Goal 4: TOMORROW’S WORKFORCE, TODAY – 
Advance the S&T Team to Assume Leadership, Develop 
Partnerships and Deliver Solutions to the Department.

ONL Strategic Goals
Goal 1: Provide technical expertise and deliver high-
quality, timely RDT&E laboratory solutions.

1.1  Understand customer needs that may  
require laboratory capabilities.

1.4  Ensure the delivery of RDT&E laboratory  
solutions results in customer satisfaction.

1.5  Provide novel scientific discoveries to help  
customers identify needs and solutions.



Appendix B: Strategy Development Process
To develop this strategic plan, we sought input from 
leadership, stakeholders and the NUSTL workforce to 
ensure that NUSTL continues to provide the products 
and services our customers need and to maintain 
alignment with bigger DHS and environmental strategic 
drivers. To facilitate this process, we engaged General 
Dynamics Information Technology (GDIT) to lead a series 
of staff workshops and conduct interviews with our 
internal and external stakeholders. Using an outside 
entity ensured this strategy process was independent 
and unbiased. All meetings took place remotely between 
May and December 2020 due to travel restrictions amid 
the COVID-19 pandemic. In the interviews, stakeholders 
described their working relationships with NUSTL, the 
value that our Lab brings to them, emerging threats that 
they anticipate in their operational environment over 
the next three to five years and suggested additions 
or improvements. In the staff workshops, Lab staff 
discussed, validated and provided context for the 
feedback received from stakeholders, as well as adding 
their own suggestions.

In the first round of interviews, participants included 
DHS leadership that have worked closely with NUSTL, 
including from S&T’s Office of National Laboratories, 
Office of Science and Engineering, Operational 
Requirements and Analysis Division, and NUSTL’s former 
director, now at U.S. Customs and Border Protection. 
The Department of Energy and Stevens Institute, one of 
NUSTL’s academic partners, also shared their insights on 
working with NUSTL.

The next phase of our strategy development process 
consisted of deep-dive discussions between GDIT and 
Lab staff regarding the products and services we provide 
to our customers and areas they prioritized for growth 
or change. These discussions covered: SAVER, OFAs, 
C-UAS, RNRR R&D, Advisory Services, communications 
and outreach, and administration and organizational 
support.

The final round of discussions took place with 
stakeholders from S&T’s C-UAS program, S&T’s Office 
of Mission and Capability Support, the Cybersecurity 
and Infrastructure Security Agency, Federal Emergency 
Management Agency, the First Responder Resource 
Group, and first responders from City of New York Police 
Department, Fire Department of the City of New York, 
the Port Authority of New York and New Jersey, and the 
Metropolitan Transportation Authority’s Metro-North 
Railroad.

The GDIT team analyzed and aligned stakeholder input 
to develop the goals and strategies in this plan, which 
were refined by extensive consultation with NUSTL 
leadership and the staff working group. 
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Appendix C: Acronyms and Abbreviations
C-UAS.................Counter-Unmanned Aircraft Systems

COVID-19...........Coronavirus Disease 2019

CRM...................Customer Relationship Management

CWMD...............Countering Weapons of Mass Destruction Office

DHS...................Department of Homeland Security

DOD................... Department of Defense

DOE................... Department of Energy 

EML................... Environmental Measurements Laboratory 

FAQ.................... Frequently Asked Questions 

FEMA................. Federal Emergency Management Agency

HAZMAT............. Hazardous Materials

NUSTL............... National Urban Security Technology Laboratory

NYAST................ New York Area Science and Technology Forum

OFA.................... Operational Field Assessment

ONL................... S&T Office of National Laboratories

R&D................... Research and Development

RDT&E............... Research, Development, Testing, and Evaluation 

RNRR................ Radiological/Nuclear Response and Recovery

S&T.................... DHS Science and Technology Directorate 

SAVER............... System Assessment and Validation for Emergency Responders

T&E.................... Test and Evaluation 

TEMS................. Test and Evaluation Management and Support

UAS....................Unmanned Aircraft Systems
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