Session No. 3


Course Title: Hazards Risk Management

Session 3: Hazard Risk Management Context of Today

Time: 1 hr


Objectives:

3.1 Identify and discuss stakeholders in hazards risk management.

3.2 Identify and discuss incentives to hazards risk management.

3.3 Identify and discuss obstacles to hazards risk management.

3.4 Discuss the hazards risk management model.

Scope:

During this session, the Instructor will identify and discuss the stakeholders in hazard risk management and incentives and obstacles to hazards risk management.   Included in the session are three student interactions designed to solicit the students’ knowledge and/or perceptions of who the stakeholders are and what incentives and obstacles they believe exist to hazards risk management.  These activities will lead to a discussion of the hazards risk management model to be studied in this course.


Readings: 

Student Reading:

“Risk Identification and Analysis: A Guide,” Claire Lee Reiss, J.D., ARM, Public Entity Research Institute (PERI), 2001.

http://www.riskinstitute.org/ptrdocs/riskidpdfs/Introduction.pdf
“Emergency Risk Management: Application’s Guide.” Australian Emergency Manual Series. Emergency Management Australia. 2000.   

http://www.ema.gov.au/ema/rwpattach.nsf/viewasattachmentPersonal/052463276B78ED4FCA256C8A001AAD29/$file/EMERGENCY_RISK_MANAGEMENT.PDF   and attached as a handout for this session
Instructor Reading:

“Risk Identification and Analysis: A Guide,” Claire Lee Reiss, J.D., ARM, Public Entity Research Institute (PERI), 2001.

http://www.riskinstitute.org/ptrdocs/riskidpdfs/Introduction.pdf
“Emergency Risk Management: Application’s Guide.” Australian Emergency Manual Series. Emergency Management Australia. 2000.   

http://www.ema.gov.au/ema/rwpattach.nsf/viewasattachmentPersonal/052463276B78ED4FCA256C8A001AAD29/$file/EMERGENCY_RISK_MANAGEMENT.PDFand attached as a handout for this session

General Requirements:

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

It is recommended that the modified experiential learning cycle be completed for objectives 3.1 – 3.4 at the end of the session. 


Objective 3.1 - Identify and discuss stakeholders in hazards risk management. 

Requirements:

Stakeholders were first discussed in Objective 1.6 and the students created a preliminary list of stakeholders.  Further discussion is merited concerning stakeholders. Conduct student interaction requesting that students identify stakeholders in hazards risk management.  Instructor to identify those stakeholders not identified by students.  Discuss role of each identified stakeholder.

Remarks:

I. Stakeholders. In the previous session stakeholders were defined as “those who may affect, be affected by or perceive themselves to be affected by the [hazards] risk management process.
”  The Instructor should list the four general areas where stakeholders reside: government, business community, academia/hazards research community and community groups. 

A.
Government – Elected Officials

1.
Ask the students to list stakeholders among elected officials in government.

2.
Federal elected officials (the President, U.S. Senators and U.S. Representatives) play critical roles in the areas of funding and federal law defining eligibility for Federal disaster assistance.  Federal actions often set the agenda for State and local efforts in hazards risk management.  Also, Federal elected officials can help lead public actions in hazards risk management.

3.
State Governors are critical players in shaping State emergency management and hazards risk management policies and practices and can be significant champions for hazards risk management.

4.
Local elected officials (i.e. Mayors, County Executives, City Council Members, etc.) are key to hazards risk management occurring at the community level.  Ultimately local elected officials make the hazard risk management decisions for their community. These officials drive the community budget process and priorities, regulate land use and zoning in the community and manage local government activities such as community planning, public safety (i.e. fire, police and emergency medical) and local emergency management.  

B.
Government – Agencies and Departments

1.
Ask students to list those Federal agencies and departments involved in hazards risk management.

2.
The Federal Emergency Management Agency (FEMA) and the new Department of Homeland Security (DHS) are the principal Federal agencies involved in hazards risk management.  FEMA manages existing hazards risk management programs (i.e. the National Flood Insurance Program, (NFIP), the National Earthquake Hazard Reduction Program (NEHRP), Disaster Resistant Communities initiative, etc.) and provides significant funds for hazards mitigation efforts through FEMA’s Hazard Mitigation Grant Program (HMGP).  DHS hazards risk management programs and activities for terrorism incidents are being defined.

3.
Other Federal agencies fund and manage programs that support hazards risk management including the Environmental Protection Administration (EPA), the U.S. Army Corps of Engineers, the Department of Defense (DOD), the Department of Energy (DOE), the Small Business Administration (SBA), the Department of Agriculture (USDA), the Department of Transportation (DOT), the Department of Health and Human Resources (HHS) and others.  These agencies are involved in both the Federal government’s disaster response and recovery programs and in hazards mitigation programs.  These agencies are also currently designing new programs to address the terrorism threat that are relevant to hazards risk management.

4.
Ask the students to list the State and local government agencies and departments involved in hazards risk management.

5.
State emergency management agencies manage State government activities in emergency management and hazards risk management.  These agencies are supported by Federal funding from FEMA and the Department of Homeland Security and are also responsible for distributing Federal funding to local communities and regional councils of governments.  These agencies are managed by fulltime emergency managers and their staff size and capabilities vary by state.

6.
There are other State government agencies and departments that are involved in hazards risk management in such disciplines as Natural Resources, Public Works, Transportation, Social Services and Public Health.

7.
The capabilities of local emergency management operations vary among the Nation’s communities.  However, the number of communities with fulltime emergency mangers is rising as the pool of trained emergency managers increases.  These individuals are involved in all aspects of a community’s emergency management activities and can be key to planning and promoting hazard risk management activities.

8. There are numerous other local government agencies that could be involved in hazards risk management including Community Planning, Public Works, Public Safety, Health, Natural Resources, Building, Code Enforcement and others.

Supplemental Considerations - Government – Agencies and Departments

States, and in many cases, local governments, maintain Internet sites describing state and local emergency management organizations, responsibilities, programs etc. An Internet search using any search engine will identify multiple state and local community Web Sites.  The Instructor might consider downloading examples for the students (possibly the Web Site of the community where the University/College is located) or having the students review some of the sites to gain a better appreciation of emergency management organization and programs.  Several of the more complete Web Sites are listed below. 

http://www.floridadisaster.org/
http://www.nysemo.state.ny.us/
http://www.mema.state.md.us/
It may be of interest to assign each student a state Web Site to investigate and in a class discussion compare Web Site content such as the emphasis of the Web Site (mitigation and prevention compared with response) and the nature of hazards included in the site.

C.
Business Community

1.
Large employers have a vested interest in community safety and disaster preparedness activities.  Some large companies take steps to protect their facilities, help their employees to protect their homes and families and get involved in community efforts to protect and secure local infrastructure.  Their stake in hazard risk management is significant but their involvement in community risk management efforts is largely inconsistent around the country. 

2.
Small business owners comprise the economic backbone of most communities and historically have done very little to protect their facilities and businesses from natural and technological hazards.  Involving small businesses in hazard risk management was a priority for FEMA’s Project impact: Building Disaster Resistant Communities initiative.

3.
The U.S. Chamber of Commerce has expressed interest in the past in disaster management and risk management programs but has yet to commit significant resources to such efforts.  Local Chambers of Commerce on the other hand are generally very interested in hazards risk management and were generally very involved in FEMA’s Project Impact initiative.

4. In local communities there are several business sectors that have a vital stake in hazards risk management including, home builders, construction companies, office, retail and residential developers, and insurers.

 5.  Session 5, Private Sector Risk Management, will include a more in depth coverage of the private sector’s role in hazard risk management. 

Supplemental Considerations - Business Community:

In the late 1990’s, FEMA implemented a national disaster prevention initiative entitled Project Impact: Building Disaster Resistant Communities.  The goal of Project Impact was to help communities around the country to take action to reduce the impacts of future disasters on their homes, businesses and community infrastructure.  The intuitive grew from 7 pilot communities to over 225 communities in less than three years.

FEMA produced and distributed a Project Impact Guidebook that outlined four steps communities could take to become disaster resistant.  These four steps included: forming community partnerships, identifying and assessing community risks, identifying and prioritizing community risk reduction actions and generating public, political and financial support for risk reduction by communicating Project Impact messages to the community.

A key element in Project Impact was involvement by the business community in the formation of  a community partnership.  This was the first time that most businesses had been asked to participate in community disaster management and mitigation efforts.  Small businesses and local Chambers of Commerce were strong early supporters for Project Impact in many communities.

Project Impact has been discontinued but FEMA continues to support the disaster resistant community concept in many of its hazard mitigation programs and activities.  Many of the Project Impact Communities maintain active Web Sites describing their efforts and accomplishments.  An Internet search using any search engine will identify multiple community Web Sites.  The Instructor might consider downloading examples for the students or having the students review some of the sites to gain a better appreciation of the implementation and scope of Project Impact.  Several of the more complete Web Sites are listed below. 

http://www.cityofseattle.net/projectimpact/
http://www.tulsaprojectimpact.org/
http://www.projectimpact.manhattan.ks.us/
D.
Academia/Hazards Research Community

1.
FEMA’s Emergency Management Institute (EMI) sponsors the Higher Education Project (http://www.training.fema.gov/emiweb/edu/) to support several projects with the aim of promoting college-based emergency management education for future emergency managers and other interested personnel.

2.
Researchers at the Institute for Crisis, Disaster and Risk Management at George Washington University (http://www.gwu/~icdrm), the Natural Hazards Center at the University of Colorado at Boulder (http://www.colorado.edu/hazards), the Disaster Research Center at the University of Delaware (http://www.udel.edu/DRC/) and other colleges and universities have historically been leaders in the area of hazards risk management.  These and other colleges and universities around the United States and abroad have conducted much of the research on natural and technological hazards.  In the US, the National Science Foundation (NSF) funds much of this research.

3.
There are numerous not-for-profit institutes around the country that sponsor research on hazards that provide important information for hazards risk management.  These organizations include the Public Entity Risk Institute (PERI) (http://www.riskinstitute.org), the Earthquake Engineering Research Institute (EERI) (http://www.eeri.org), the Institute for Business and Home Safety (http://www.ibhs.org) and others.

4. As a whole, the hazards research community provides much of the data and technical information concerning natural and technological hazards.  They have also been at the forefront in developing technologies such as hazard mapping to support local decisions makers and in designing risk communication strategies and programs.

Supplemental Considerations - Academia/Hazards Research Community

The Instructor might consider having the students access some of the above listed Web Sites to achieve an understanding of the different reports and publications available covering the field of emergency management in general and hazards risk management topics in particular.

E.
Community Groups

1.
Interest in hazards risk management has increased in recent years among local community groups involved in such issues as environmental protection, historic preservation, public safety, minorities and issues affecting seniors and the disabled community.  Local Emergency Planning Committees are included in these groups and their supporters in national and regional organizations play a critical role in supporting and promoting hazards risk management planning and actions.

2. Local chapters of National and regional community organizations that are or could be involved in hazards risk management include labor unions, environmental groups (i.e. Sierra Club, National Wildlife Federation, Audubon Society, etc.), public safety groups and others.  The list of these groups will likely increase with the addition of terrorism incidents to the list of hazards to be managed at the local level.

Supplemental Considerations - Community Groups

The Instructor might consider having the students access community group Web Sites to achieve an understanding of some of the stated missions, objectives and organizations of community based groups.  Potential Web Sites of interest include:

Local Emergency Planning Committees (includes links to community committees listed by state) - http://www.rtknet.org/lepc/webpage/lepcho.html
National Wildlife Federation - http://www.nwf.org/
Green Peace USA - http://www.greenpeaceusa.org/
F.
Summary

1.
The list of government, business, community and not-for-profit organizations that are involved in hazards risk management is growing daily.  The increased frequency and severity of natural disasters and the new terrorism threat with its new set of hazards (i.e. bio-chem attacks, bombings, epidemic threats, etc.) have generated broader interest in managing these risks.  The stakeholders are expected to continue to increase in the coming years.

2.
Ask the students: Why is it important to consider all stakeholders in order to achieve successful Hazards Risk Management?  (The instructor may wish to consult the supplemental considerations section below.)

Supplemental Considerations

Dennis Mileti, in his book Disasters by Design, writes, “A sustainable community selects mitigation strategies that evolve from participation among all public and private stakeholders.  The participatory process itself may be as important as the outcome.
”  Oftentimes there are groups who are under-represented when mitigation decisions are being made, resulting in inequitable mitigation among stakeholders.  This is especially true in land use planning, where the poor often feel they are not given adequate representation.  The NIMBY
 and LULU
 phenomena are perfect examples of where under representation of  community stakeholders can lead to inequitable risk reduction in a community, possibly resulting in an unfair distribution of risk favoring select community groups over others.  It is important that hazards risk managers recognize the fact that any member of a community that will be affected by a decision is a stakeholder, whether they are a large group or an individual.

It is ethically essential to include all stakeholders in decisions that may ultimately have profound impacts upon their lives, including the best interests of future generations.  Mileti writes that we must ensure ‘inter- and intra-generational equity’.  He further clarifies this by stating “A sustainable community selects mitigation activities that reduce hazards across all ethnic, racial, and income groups, and between genders equally, now and in the future.  The costs of today’s advances are not shifted onto later generations or less powerful groups.
”  In order to ensure this equity, it would be essential that all stakeholders be given representation in the decision-making processes of Hazards Risk Management.

Involving all stakeholders creates a stronger consensus building process, thus strengthening the overall acceptance of the decisions that are made.  Mileti writes, “Building consensus is a process of seeking wide participation among all of the people who have a stake in the outcome of the decision being pondered, identifying all possible concerns and issues, generating ideas for dealing with them, and reaching agreement about how they will be resolved and what steps to be taken.”  He adds, “It is important to note that full consensus may never be reached and may not even be desirable.  What is important is that the participatory process be engaged in, for the information it generates and distributes, for the sense of community it can foster, for the ideas that grow out of it, and for the sense of ownership it creates.
” 

Objective 3.2 Identify and discuss incentives to hazards risk management.

Requirements:

Conduct student interaction requesting that students identify possible incentives for communities and individuals to engage in hazards risk management.  Instructor to identify those incentives not identified by students and lead discussion.

Remarks:

I. Identify Possible Incentives.  The instructor should list two general areas for possible incentives for hazards risk management: communal (focus on public good) and individual. Ask the students to list possible incentives in each of the two general areas.
A.
Possible communal incentives for hazards risk management include desire to reduce loss of life and injuries resulting from hazard incidents, reducing property damage and economic losses, maintain the standard of living and quality of life in the community, protect and enhance the natural environment, preserve historic and cultural resources and to be better prepared when disaster strikes.

B.
Individual incentives include reductions in hazard insurance premiums including hazard insurance reductions for smoke detectors and fire extinguishers in the home and flood insurance reductions through the Community Ratings System (CRS) of the National Flood Insurance Program (NFIP), funds to relocate from hazard areas, funds to retrofit residents and small businesses, funds to acquire at risk areas such as wetlands that provide flood buffers for communities and others.

II. Discussion.  Instructor to lead discussion of the role incentives play in prompting communities and individuals to engage in hazards risk management and mitigation efforts and activities

A.
Most communal incentives do not involve traditional funding driven incentives but rather a growing sense of vulnerability especially after September 11 and a desire to do something to reduce these perceived and real threats.

B.
Communal funding incentives have included FEMA’s Project Impact that provided seed money between $300,000- $1 million per community to become involved in initiative.

C.
Individual incentives include reduction in insurance premiums as illustrated in smoke detector/fire extinguisher program and the NFIP’s Community ratings System

D.
Other individual incentives include the property buyouts in flood areas that resulted in 25,000 homes and businesses being removed from floodplains and out of harms way.

E.
Communal and individual perceptions of risk and financial inducements are principal examples of incentives to hazards risk management.

Objective 3.3 Identify and discuss obstacles to hazards risk management.

Requirements:

Conduct student interaction requesting that students identify obstacles to communities and individuals to engage in hazards risk management.  Instructor to identify those obstacles not identified by students and lead discussion.

Remarks:

I.
Identify Obstacles.  Hazard risk management makes sense.  Reducing the impacts of future disaster events will result in less lives lost and disrupted and reduced property and economic damages.  So, why isn’t it done?  What are the obstacles to hazard risk management? 
A.
Ask the students to list obstacles.

B.
Awareness of risks.  Public awareness of their risks is often low and awareness of what individuals and communities can do to manage risks is almost non-existent.

C.
Risk perception.  Risk perception by the public, elected officials, the business community and all stakeholders in hazards risk management vary widely and are often times based on personal opinions and disparate experiences.

D.
Availability of qualitative and quantitative data.  Decision-makers in government, in the business community and in the home may not have access to current data on their risks.

E.
Mitigation actions.  It is not unusual to hear individuals and community leaders to express the destruction wrought by a disaster as an “Act of God” and therefore nothing could be done to prevent it or reduce the impact.  Information on mitigation actions and techniques may not be widely available to decision-makers.

F.
Economics.  Budgets in government, the business community and in the home may be severely constrained and any new demands on a limited funding pool have a difficult time being considered.  This is particularly true in small municipalities where financial and personnel resources are severely limited.  It is often difficult to convince a decision maker to redistribute limited funds in their budget to conduct hazard mitigation especially when the benefits of such actions may take years to be realized.

G.
Politics.  There are numerous pressing issues facing elected government officials and hazards risk management is the new issue for them and yet to gain traction.

H.
Risk Communication.  Generating interest and support from the public for hazards risk management is very difficult and has not been exceptionally successful in the past.  Scaring people does not work.  Risk communication will be covered in much more depth in subsequent sessions. 

I.
Lack of Organizational Constituency.  The natural constituency for hazards risk management is emergency managers at the Federal, State and local government levels and the continuity planners in the business world.  However, this group has yet to gain full access to decision-makers and are often not included in the President’s or Governor’s cabinet nor in the CEO’s management team.

II. Summary.  Many obstacles have been identified in the past and these obstacles are likely to surface as the homeland security efforts move forward.  This course will examine in more detail these obstacles, past activities designed and implemented to overcome these obstacles and consideration for new approaches to overcoming these obstacles.

Objective 3.4 Discuss the hazards risk management model.

Requirements:

Discussion of the hazards risk management model that was introduced in Session 1 and will be the model used for this course.  Instructor will lead a discussion of the seven basic components of this model.

Remarks:

I.
Components of the hazards risk management model.  These remarks were crafted from information contained in the “Emergency Risk Management: Applications Guide” published in 2000 by Emergency Management Australia (Handout for this Session).

A.
Establish Context.  Define the parameters within which the hazards risk management process will take place.  (Power Point slide 3-1) Critical elements:

1.
Define problem – identify nature and scope of issues to be addressed to improve public safety.

2.
Identify Stakeholders – identify members of the community involved in hazards risk management including:

a.
Communities

b.
Organizations

c.
Property owners

d.
Homeowners

e.
Personnel

f.
Customers

g.
Suppliers

h.
Government

i.
Contractors

j.
First responders

k.
Media

3.
Develop Risk Evaluation Criteria – involve all stakeholders in developing evaluation criteria based on technical, economic, legal, social, humanitarian or other criteria.

4.
Define key elements – identify those factors to be considered in conducting the hazards risk management process including

a.
Stakeholders

b.
Applicable legislation and policy

c.
Applicable management arrangements

d.
Political and economic circumstances

e.
Social and cultural issues

B.
Risk Identification.  Identify the characteristics and interaction of the hazards, the community and the environment that form the basis of the problem to be solved. (Power Point slide 3-2)

1.
Hazard Analysis – includes three components:

a.
Identify and describe risks

b.
Identify and describe community

c.
Identify and describe environment

2.
Vulnerability Analysis – Determine vulnerability by establishing the capability of communities and the environment to anticipate, cope with and recover from disaster events.  Vulnerability is dependent upon the capacity of physical, social, economic and political structures to resist harmful events.  Some vulnerability indicators include:

a.
Proximity to hazards

b.
Income level

c.
Social-economic status

d.
Level of awareness

C.
Analyze Risks.  Develop the information needed to evaluate the identified risks. (Power Point slide 3-3)

1.
Determine Likelihood and Consequence. Various risk models are employed to predict the likelihood and consequences of identified risks including:

a.
Physical – a scaled replica is used for prediction

b.
Virtual – computer simulations used for prediction

c.
Mathematical – mathematical relationship between causes and effects is used for prediction

d.
Intuitive – intuitive understanding of the behavior based on experience or an understanding of the processes

D.
Evaluate Risks.  Requires the comparison of levels of risks estimated during the analysis process with previous established risk evaluation criteria.  This process is followed by a ranking of risks using such levels as ‘extreme’, ‘high’, ‘moderate’ and ‘low’. (Power Point slide 3-4)

E.
Mitigate Risks.  Make plans and take action to implement mitigation actions.  (Power Point slide 3-5)

1.
Identify options. Using data collected in previous steps to identify and prioritize mitigation options designed to reduce identified risks.

2.
Select best options.  Based on effectiveness in addressing risks and other factors such as costs, social and cultural impacts and public support.

3.
Develop risk treatment plan.  Develop plan to implement mitigation measures that identifies roles and responsibilities for all stakeholders, schedules for implementation and budget requirements.

a.
Implement.  Take action.

F.
Communicate and Consult.  Frequent and consistent communications among stakeholders, practitioners and the public is an ongoing factor in a successful hazards risk management process.  This process includes efforts to solicit information from the public and all interested parties and to communicate back to the public and stakeholders the activities and plans associated with the hazards risk management strategy.  Generating support from all stakeholders and the public is the result of this ongoing effort. (Power Point slide 3-6)

G.
Monitor and Evaluate.  To ensure that the hazards risk management process remains relevant and on track in light of changing circumstances.  Elements include project management techniques designed to monitor progress in the project, regular review of the context (i.e. political change, organizational responsibility, etc.) and risks (i.e. changes brought on by effective mitigation actions), and regular evaluation of project reports and events.  (Power Point slide 3-6)

Supplemental Considerations:

In 2001, the Public Entity Risk Institute (PERI) published “Risk Identification and Analysis: A Guide.”  This Guide is available at the PERI website in PDF form at www.riskinstiture.org
in the Publications, Tools and resources page on the website. This report listed a nine step process for reducing the impact of risk on the operations of small public entities.  The nine steps are: 1) establish risk as a priority for every employee; 2) designate a risk team leader; 3) define the scope and goals of the risk team’s activities; 4) establish an analytical framework; 5) recruit team members; 6) identify and evaluate risks; 7) plot a risk map; 8) create an action plan; and 9) implement and monitor the action plan.

The PERI methodology is one example of a practical guide developed to assist communities in identifying and assessing their risks.  The Guide provides simple instructions on what factors must be considered in conducting this analysis and in preparing risk reduction and mitigation measures.

The PERI report also includes a section entitled ‘The Four Principal Risk Strategies.’ Appendices to the report included sample letters and worksheets, information on risk financing considerations and alternatives, potential loss and impact summaries and a glossary of terms.  

The Instructor might consider accessing the PERI Web Site to view a copy of the “Risk Identification and Analysis: A Guide” which contains ‘The Four Principal Risk Strategies’ and the above referenced worksheets and utilizing the strategies and worksheets to reinforce the hazards risk management model and process. 

References:

Emergency Management Australia. 2000. Emergency Risk Management: Applications Guide. Emergency Management Australia. Dickson.

Housing Assistance Council. 1994. Overcoming Exclusion in Rural Communities: NIMBY Case Studies. The Housing Assistance Council (HIC). Washington, D.C.

Inhaber, Herbert. 2002. NIMBY and LULU. Regulation: The Cato Review of Business and Government. Washington, D.C.

Mileti, Dennis.  1999.  Disasters By Design:  A Reassessment of Natural Hazards in the 


United States.  Washington, DC, Joseph Henry Press.

Reiss, Claire Lee, J.D. 2001. Risk Identification and Analysis: A Guide. Public Entity Risk Institute (PERI) 

� Emergency Management Australia. 2000. Emergency Risk Management: Applications Guide. Emergency Management Australia. Dickson.


� Mileti, Dennis.  1999.  Disasters By Design:  A Reassessment of Natural Hazards in the 


	United States.  Washington, DC, Joseph Henry Press.
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