Session No. 43

Course Title: Disaster Response Operations and Management

Session Title: Preparing for Response Operations and Management

Time: 50 minutes

Objectives: 

43.1
Define the concept of preparedness and acknowledge the benefits of preparatory measures for improved disaster response operations and management. 

43.2
Understand how to develop emergency management ordinances in the community and establish a preparedness council.
43.3
Be aware of the need to assess hazards and vulnerability, and recognize how to create an emergency operations plan.
43.4
Identify methods for acquiring resources for the emergency management program as well as requirements for mutual aid agreements with neighboring jurisdictions.
43.5
Be familiar with training, exercise and public disaster education programs.
Scope:
In this session, the professor discusses what disaster preparedness implies and highlights its importance for effective response operations.  After discussing how emergency management ordinances serve as the foundation for emergency management, the session focuses on the need for and steps to complete hazard and vulnerability assessments, emergency operations planning, resource acquisition, mutual aid agreements, and training, exercises and public education programs.  The goal of this session is to help students understand that effective response operations largely result from pre-disaster preparatory measures.
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3. Handouts:
Components of Emergency Ordinances

Plan Components

Sample Emergency Management Grants

Types of Exercises

Components of Exercises

Exercise Participants

Supplementary Considerations:

1.
Students are typically excited and enthusiastic about post-disaster operations and management.  However, it is imperative that the professor reiterate that the most important activities in emergency management typically happen before the disaster strikes (i.e., mitigation and preparedness measures).  In fact, the steps taken for mitigation and preparedness are strong determinants of reduced disaster impacts and the success of response and recovery operations.
2.
The professor is encouraged to search local, state and federal emergency management websites to acquire additional information for this session.  A great deal of information can be obtained about planning, training, exercises and other pre-disaster initiatives for emergency managers and first responders.  For instance, the FEMA Independent Study courses listed above are very helpful.  State emergency management agencies will also have ample and informative training materials. 
3.
The professor may wish to bring this discussion to life by obtaining and bringing to class copies of emergency management ordinances, hazard and vulnerability analyses, emergency operations plans, budgets, approved grants and mutual aid agreements.

4.
The professor should emphatically stress that writing a plan is only one component of preparedness.  New Orleans had a plan before Hurricane Katrina, but it appears that this community did not build capabilities to implement the plan (e.g., coordinate with school bus drivers to evacuate the city).

5.
If desired, the material in this session can be broken into numerous class periods.

6.
Possible guest speakers for this session may include fire chiefs, local emergency managers, public health officials, state emergency management personnel, FEMA employees, or others from DHS, EPA, CDC, etc.

Objective 43.1
Define the concept of preparedness and acknowledge the benefits of preparatory measures for improved disaster response operations and management. 

Present the following information as a lecture:
I.
Preparedness has been described as one of the twin foundations of emergency management (Kreps 1991, 31).  Ironically, there is little agreement on what preparedness actually means (see McEntire and Myers 2004).
A.
Mileti states “preparedness includes such activities as formulating, testing, and exercising disaster plans; providing training for disaster responders and the general public; and communicating with the public about disaster vulnerability and what to do about it” (1999, 215).
B.
Other scholars see preparedness as “planning, resource identification, warning systems, training, simulations, and other pre-disaster actions taken for the sole intent of improving the safety and effectiveness of a community’s response during a disaster” (Gillespie and Streeter 1987, 155).
C.
Some view preparedness as “actions taken in advance of an emergency to develop operational capabilities and to facilitate an effective response in the event an emergency occurs” (Godschalk 1991, 136).
D.
An alternate perspective regarding a goal of preparedness is that it helps to foresee problems and project possible solutions (Kreps 1991, 34).

II.
In spite of this disagreement about meaning, most everyone recognizes the value of preparedness.
A. “The purpose of preparedness is to anticipate problems in disasters so that ways can be devised to address the problems effectively and so that the resources needed for an effective response are in place before hand” (Mileti 1999, 215).
B. “Effective preparedness  . . . activities help save lives, reduce injuries, limit property damage, and minimize all sorts of disruptions that disasters cause” (Mileti 1999, 239).

C.
Preparedness increases the possibility of improvisation in disaster responses (Kreps 1991, 34).

D.
Communication and coordination are improved when preparedness is emphasized (Auf der Heide 1989, 39).

E.
Preparedness facilitates assignment of roles and responsibilities among emergency management organizations.

F.
It also identifies important functions to be performed after a disaster and helps to acquire human and material resources to ensure that they can be implemented when needed (Auf der Heide 1989, 39-41).

Objective 43.2
Understand how to develop emergency management ordinances in the community and establish a preparedness council.
Present the following information as a lecture:

I.
Perhaps the first step to promote preparedness is to develop an emergency management ordinance or law in the community to give the program legitimacy and authority.
A.
Such ordinances illustrate the community’s commitment to preparedness and these laws typically include a number of sections:
1.
Justification.  This section illustrates why emergency management is needed. 
2.
Organization.  This section denotes how the emergency management functions will be distributed among leaders and various departments.
3.
Powers and duties.  This section indicates who is in charge of emergency management in terms of approving plans or declaring local disasters.
4.
Joint operations and mutual aid.  This section permits agreements with other jurisdictions in case outside assistance is required after a disaster.
5.
Expenditures and contracts.  This section describes who can make purchases and for what purposes.
6. 
Relation to state and federal law.  This section reiterates that the local ordinance will comply with state and federal statutes pertaining to emergency management.
7.
Violations and penalties.  This section outlines the enforcement of emergency management laws and regulations.
II.
Once or while the legal foundation for emergency management has been or is being set forth, it is recommended that a preparedness council be established.
A.
This may include a number of individuals, departments, agencies and organizations:
1. 
The mayor, city manager and emergency manager.

2.
The leaders of departments in the local government.

3.
Representatives from hospitals, public health agencies, utilities, industrial facilities, insurance companies, universities, the FBI, nursing home units, etc.

4.
Others from the American Red Cross, Salvation Army, churches, and non-profit groups.

B.
Sometimes these councils may be called Local Emergency Planning Committees (LEPCs) (see Lindell 1994), but they may also be given other names as well (in Denton, Texas, it is known as the Denton Emergency Preparedness Advisory Council [DEPAC]).

C.
There may even be multiple committees in each community based on the hazards threatening the community, functions to be performed, needs to be addressed, and organizations to be involved.

Objective 43.3
Be aware of the need to assess hazards and vulnerability, and recognize how to create an emergency operations plan.
Present the following information as a lecture:

I.
With the advice of the preparedness council, it will be necessary to assess the threats facing the community and the capabilities for dealing with them.  Labeled as hazard and vulnerability analyses or risk assessments, these evaluations should explore:  
A.
All natural, technological and civil hazards and rank them according to their potential predictability, speed of onset, magnitude, duration, seasonality, etc.

B.
The location of the community and its buildings and property.

C.
The status of building codes and a measure of their enforcement.

D.
Demographic patterns (including race and ethnicity, age, income levels, etc.).

E.
Potential impact of a disaster (in terms of lost lives, injuries, monetary losses) and expected needs, problems and functions to be performed.

II.
After the hazards, vulnerabilities and risks have been identified, the emergency manager should work with others to create the emergency operations plan (EOP).  EOPs should address all hazards, actors and functions pertinent to disaster response operations.  Typical sections include: 
A.
Authority.  This section describes the legal basis of emergency management and the plan.  It may cite laws, decrees or other documents.

B.
Purpose.  This section discusses the objectives of the plan.  This part of the plan will often mention the four phases of emergency management.  It may also state that the plan is an overview of who does what, where, when, how and why.

C.
Situation and Assumptions.  The situation part of the plan discusses what hazards the unit is faced with and the potential disruption, injuries, deaths and damages that can result.  It may also discuss how one hazard can interact with another.  The assumptions part of the plan mentions things such as: a continued presence of hazards, the unpredictability of certain hazards, how officials will recognize and respond to the hazard, that some difficulties may arise, and that proper implementation of plans may minimize the disaster and help protect life, property and the environment.

D.
Concept of Operations.  This section discusses who will do what and how.  It may mention that departments will respond based on their areas of expertise and daily non-emergency management functions that are also similar to emergency functions.  It is somewhat broad and less detailed than the section below.

E.
Organization and Assignment of Responsibilities.  This section breaks down roles from the top officials to each responding department.  It is very specific (while the concept of operations is more general).

F.
Direction and Control.  This section discusses how the whole operation is managed.  It may mention the role of the top official and those in the EOC.

G.
Plan Development, Maintenance and Implementation.  This section describes how the plan will be updated and revised and who will do it.  It may also discuss who gets copies of the plan.  There may be one person involved at the emergency management level, but each department will also have someone involved.

H.
Other possible sections may include increased readiness conditions, and administration and support.  

I.
Note: the professor may want to show students a copy of a plan he/she has obtained or encourage them to search for emergency operations plans in their city or state.

Objective 43.4
Identify methods for acquiring resources for the emergency management program as well as requirements for mutual aid agreements with neighboring jurisdictions.

Present the following information as a lecture:

I.
Without resources an emergency manager will not be able to maintain an emergency management program and increase the chances for successful disaster responses.  Emergency managers should identify resources that can be obtained in a disaster, and seek funding from internal and external sources (see McEntire and Myers 2004).
A.
Emergency managers should identify human and material resources that can be deployed in a disaster by creating a mater resource list.

1. Such a list should include resources that are available on a 24-hour basis.

2. Names, phone numbers (business, home, cell), fax numbers, physical addresses, e-mail addresses and a description of the service to be provided can be recorded on a spread sheet.

3. This may include city officials, department leaders, private sector companies and non-profit organizations involved in debris management, vehicle towing, sand bagging, generators, sheltering, mass care, etc.

4. An inventory of government vehicles and heavy equipment would also be useful.

5. The Emergency manager may need to negotiate pre-approved contracts with vendors.

6. Resource lists should be updated at least on an annual basis.

B.
Another method to ensure the availability of resources is to aggressively seek a large annual operating budget.
1. 
For instance, funding from city council may help to acquire computer decision support systems, upgrade warning systems, or improve dispatch and emergency operations centers. 
2.
Budgets are typically requested and approved on an annual basis.  

3.
While denials will be common, emergency managers should not give up on their efforts to obtain internal funding.

C.
Funding can also be sought from outside agencies that provide emergency management grants.

1.
Some grants, such as the Emergency Management Performance Grant (also known as the Emergency Management Preparedness Grants) fund portions of or the entire salary for emergency managers.
2.
Other grants help jurisdictions acquire equipment or fund support special programs.  Examples include:
a. 
National Urban Search and Rescue Response System
b. 
First Responder Counter-Terrorism Training Assistance
c. 
Fire Suppression Assistance
d. 
Pre-disaster Mitigation Grants
e. 
Chemical Stockpile Emergency Preparedness Program
f. 
Assistance to Firefighters Grant

g. 
State and Local All-Hazards Emergency Operations Planning
h. 
Metropolitan Medical Response System
i. 
Interoperable Communications Equipment, Port Security Grants
j. 
State Homeland Security Grant Program (SHSGP)
k. 
Community Emergency Response Teams (CERT) Grants
l. 
Law Enforcement Terrorism Prevention Program
m. 
Urban Area Security Initiative Program (UASI)
n. 
Information Technology Evaluation Program (ITEP)  
3.
Most of these grants are available from the Office of Domestic Preparedness.
4. 
Emergency managers should be aware that certain grants have match requirements (the city may have to fund 25% of the grant in order to obtain funding).
5. 
Application requirements, use of funds, and reporting procedures should be followed with care.

II.
Another way to improve the probability that resources can be used in response operations is to develop mutual aid agreements with surrounding jurisdictions.
A.
A mutual aid agreement is an accord which stipulates if and how jurisdictions will assist one another in times of disasters.

B.
The benefit of mutual aid is that it overcomes personnel and equipment shortages, and augments the possibility that specialized personnel or equipment can be utilized when a disaster outstretches the capacity of any single jurisdiction. 
C.
Because serious disagreements can arise as to command and control, communication channels, equipment expenses, salaries, death benefits, and other issues pertinent to multi-jurisdictional responses, emergency managers must ensure approval of mutual aid agreements with political leaders and city attorneys. 
Objective 43.5
Be familiar with training, exercise and public disaster education programs.
Present the following information as a lecture:

I.
Training, exercises and public education programs are other logical strategies to prepare communities for disaster response operations.
A.
Training involves a review and practice of emergency procedures.
1.
Training is important as it compensates “for the limited opportunities available for acquiring actual disaster response experience” (Jackson and Paton 2002, 115 as cited in McEntire and Myers 2004, 148).

2.
Examples of training include ensuring: fire fighters can don and doff appropriate bunker or hazardous materials gear, department leaders understand the incident command structure, EOC personnel are familiar with their roles and responsibilities in disasters, city officials know how to assess damages, declare a disaster and seek federal disaster assistance.

3.
Training can be conducted at the local level, across multiple jurisdictions, by the state, or through FEMA (e.g., at the Emergency Management Institute in Emmitsburg, Maryland) and other agencies (e.g., public health agencies or the FBI).

4.
Training should be seen as a process in order to maintain certifications and guarantee response capability.

B. 
An exercise is a simulation of a mock crisis, emergency or disaster that has the purpose of improving response operations in an actual event.
1. There are a number of reasons why exercises are beneficial.  Exercises:
a.
Help all responders become familiar with the emergency operations plan (and therefore serve as a novel training technique).

b.
Test the plan to ensure that no functions or assignments have been overlooked.

c.
Provide an opportunity to verify the availability and utility of equipment and resources.

d.
Provide a non- or less-threatening atmosphere to hone skills and practice disaster response operations.
2.
According to FEMA (see An Orientation to Community Disaster Exercises Independent Study Manual), there are five types of exercises.
a.
An orientation is an informal introductory meeting to familiarize people about the plan and motivate active participation in response operations.  It covers policies and procedures in addition to roles and responsibilities.  It is typically geared to new agency representatives and lasts about 1 hour in an office setting.  It does not involve any equipment and it does not create stress for the participants.
b.
A drill is a small and limited exercise to improve a single function in response operations.  It typically includes first responders in the field to test their use of equipment.  A drill may last one or two hours and produces limited stress.

c.
A table top is an informal discussion of a hypothetical emergency in order to improve problem solving and facilitate coordination.  Table top exercises usually involve department leaders in an office or EOC setting.  Table tops are usually a few hours in duration, and may or may not involve equipment.  These types of exercises lead to low stress among the participants.
d.
A functional exercise is a moderately sized drill to test a limited number of response capabilities.  Functional exercises may involve one or a few agencies and occur at the EOC, in the field, or at both locations.  These types of exercises will often test the use of equipment.  They may take up to a half day and evoke a medium degree of stress among those involved.

e.
A full-scale exercise is a very large simulation which tests nearly all response capabilities.  It requires the inclusion of most organizations and incorporates dispatch, field, and EOC components.  Full-scale events utilize equipment to an impressive degree, last nearly an entire day, and create a significant degree of stress since they appear to be real-life incidents.

3.
A great deal of planning should go into exercises.  It will be necessary to:

a.
Review the EOP and current capabilities to determine what should be exercised.

b.
Schedule far in advance the date for the exercise as well as the location, equipment and personnel.

c.
Decide upon the purpose, objectives, narrative, events, expected actions, messages, evaluation criteria, and enhancements for the exercise.

· The purpose identifies the functions to be tested, the agencies to be involved, the type of exercise, the simulated hazard and location of the event.
· The objective of the exercise is a statement of what will be tested and according to what simple, clear, achievable and measurable standard.

· The narrative is an introduction of the event, and often covers where, when and why the hazardous event took place.
· The events portion of the exercise lists the problems or challenges all participants will face as they respond to the hypothetical emergency or disaster.  Events may be labeled as major (such as an explosion) or minor (such as the need for fire suppression and medical care due to the explosion). 
· Expected actions list how participants will react to the problems or challenges that they encounter in the exercise.
· Messages describe the problems or challenges to be encountered and evoke expected actions.  Messages include the source of the message, the content and means of transmission, and the designated recipient.
· Evaluation criteria may include a list of things to assess along with forms to verify compliance with emergency management policies and procedures.
· Enhancements are the props needed to bring realism to the exercise (e.g., a collapsed building, scattered debris, or smoke).
4.
Participants in the exercise may include the design team, players, victims/simulators, controller, and evaluators.
a.  
The design team helps to develop the purpose, objectives, narrative, events, expected actions, messages, evaluation criteria, and enhancements
b.  
The players are the the responders or department leaders that are evaluated in the exercise.
c.  
The victims and simulators provide opportunities to test the players’ knowledge and skills.
d.  
The controller runs the exercise by starting the events and distributing messages to be acted upon.
e.  
The evaluators determine if the players responded to the exercise effectively and in accordance to established policies and procedures.
5.
Exercises require a significant amount of follow up.

a.
Paperwork should be completed and sent to state and federal emergency management agencies to illustrate compliance with exercise requirements (note: funding may be tied to the number and type of exercises undertaken in a given year).
b.
The recommendations of after-action reports need to be acted upon in order to improve response operations for actual disaster events.
6.  
Strong exercise programs have the following characteristics:
a.
They are progressive, meaning that a current exercise builds upon the strengths and corrects the weaknesses of prior exercises.

b.
They are programs, implying that they are carefully planned and conducted to meet goals and objectives.

c.
They involve the community, suggesting that all other organizations should participate (not just first responders and the emergency manager).

C.
Public disaster education can be considered a concerted effort to inform people about hazards, and encourage them to take steps to protect themselves and know how to respond successfully should a disaster occur.
1.
Public education can be directed toward individuals, school children, community groups, families and businesses.

2.
It may describe what hazards the community faces, what can be done to prepare and how to react should a disaster occur (e.g., the need to store food, purchase a first aid kit, rotate flashlight batteries, pay attention to weather reports, understand the difference between a watch and a warning, turn off gas lines that have potentially been ruptured, board up windows, evacuate an area, seek disaster assistance, etc.). 

3.
Disaster education materials can be obtained from FEMA or the American Red Cross.

4.
Other brochures and pamphlets can be developed by the jurisdiction and distributed at fairs, parades, sporting events, public speaking engagements or in utility bills.

5.
For those jurisdictions that want to include the public in further proactive efforts, Community Emergency Response Teams (CERT) can be established.
a.
CERTs are groups of citizens that have received detailed information and specialized training to improve self-sufficiency in times of disasters. 

b.
Because first responders will be overwhelmed in major disasters and as state and federal assets may not arrive for 72 hours, it has been decided that the public should be able to care for themselves until outside help arrives.

c.
CERTs have been created in cities around the United States and members are taught about potential hazards, disaster preparedness, urban search and rescue, fire suppression, basic first aid, psychological effects of disasters, and appropriate responses to terrorist attacks. 
Questions to be asked:

1.
How would you define the concept of preparedness and why is it important for disaster response operations?

2.
What is an emergency management ordinance?
3.
What is a hazard and vulnerability or risk assessment?

4.
What are the components of an emergency operations plan?

5.
How can emergency managers obtain resources for their community?

6.
Why are mutual aid agreements important for disaster response operations?

7.
Can you provide examples of training, exercises and public education programs?

8.
What are other steps that emergency managers can take to improve community disaster preparedness?

Components of Emergency Management Ordinances
1.
Justification  

2.
Organization
3.
Powers and duties
4.
Joint operations and mutual aid
5.
Expenditures and contracts
6. 
Relation to state and federal law
7.
Violations and penalties
Plan Components

Authority

This section describes the legal basis of emergency management and the plan.  It may cite laws, decrees or other documents.

Purpose

This section discusses the objectives of the plan.  This part of the plan will often mention the four phases of emergency management.  It may also state that the plan is an overview of who does what, where, when, how and why.

Situation and Assumptions

The situation part of the plan discusses what hazards the unit is faced with and the potential disruption, injuries, deaths and damages that can result.  It may also discuss how one hazard can interact with another.

The assumptions part of the plan mentions things such as: a continued presence of hazards, the unpredictability of certain hazards, that officials will recognize and respond to the hazard, the difficulties that may arise, and that the proper implementation of the plan may minimize the disaster and help protect life, property and the environment.

Concept of Operations

This section discusses who will do what and how.  It may mention that departments will respond based on their areas of expertise and daily non-emergency management functions that are also similar to emergency functions.  It is somewhat broad and less detailed than the section below.

Organization and Assignment of Responsibilities

This sections breaks down roles from the top officials to each responding department.  It is very specific (while the concept of operations is more general).

Direction and Control

This section discusses how the whole operation is managed.  It may mention the role of the top official and those in the EOC.

Plan Development, Maintenance and Implementation

This section describes how the plan will be updated and revised and who will do it.  It may also discuss who gets copies of the plan.  There may be one person involved at the emergency management level, but each department will also have someone involved.

Sample Emergency Management Grants

· Emergency Management Performance Grant

· National Urban Search and Rescue Response System

· First Responder Counter-Terrorism Training Assistance

· Fire Suppression Assistance, Pre-disaster Mitigation Grants

· Chemical Stockpile Emergency Preparedness Program

· Assistance to Firefighters Grant

· State and Local All-Hazards Emergency Operations Planning

· Metropolitan Medical Response System

· Interoperable Communications Equipment

· Port Security Grants

· State Homeland Security Grant Program 

· Community Emergency Response Teams Grants

· Law Enforcement Terrorism Prevention Program

· Urban Area Security Initiative Program 

· Information Technology Evaluation Program 

Types of Exercises
· Orientation

· Drill

· Table Top

· Functional

· Full Scale

Components of Exercises

· Statement of purpose

· Objectives

· Narrative

· Events

· Expected actions

· Messages

· Evaluation criteria

· Enhancements

Exercise Participants

· Design team

· Players

· Victims/simulators

· Controller

· Evaluators
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