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Session No. 8

Course Title: Disaster Response Operations and Management

Session Title: The Traditional Approach to Disaster Management

Time: 50 minutes

Objectives: 

8.1
Introduce both the traditional and professional approaches to disaster.

8.2 Identify the assumptions and conclusions of traditional model.

8.3 Underscore the strengths and weaknesses of the traditional model.

Scope:

During this session the professor introduces the two predominant theoretical approaches to disaster response operations and management.  The traditional approach has been referred to as the civil defense, emergency services, command and control, or bureaucratic model.  It is based on assumptions of probable disasters, independent response activity and rigid operating procedures.  The professional approach, in contrast, is known as the all-hazards, networking, problem solving, emergent norms or public administration model.  It is based on interdependent organizational operations, a more flexible management style and professionalism.  The professor discusses the traditional model in an depth manner in this session along with its presumptions and policy implications.  The session concludes with an acknowledgement of the pros and cons of this model.

Session Requirements:

1. Instructor Reading:

Britton, Neil.  1989.  Anticipating the Unexpected: Is the Bureaucracy Able to Come to the Party?” Working Paper #1.  Disaster Management Studies Centre, Cumberland College of Health Sciences, University of Sydney: Sydney, Australia.

Edwards-Winslow, Frances.  2002.  “Changing the Emergency Management Paradigm: A Case Study of San Jose, California.”  

Quarantelli, E.L.  1987.  “Disaster Studies: An Analysis of the Social Historical Factors Affecting the Development of Research in the Area.”  International Journal of Mass Emergencies and Disasters  5 (3): 285-310.

Schneider, Saundra K.  1995.  Flirting with Disaster: Public Management in Crisis Situations.  M.E. Sharpe: Armonk, New York.

Schneider, Saundra K.  1992.  “Governmental Response to Disasters: The Conflict Between Bureaucratic Procedures and Emergent Norms.”  Public Administration Review  52 (2): 135-145.

Selves, Michael D.  2002.  “Local Emergency Management: A Tale of Two Models.”  Emergency Management Institute, Federal Emergency Management Agency.  Http://www.training.fema.gov/emiweb/edu/localEM1.html.

Wenger, Dennis, E.L. Quarantelli and Russell R. Dynes.  1990.  “Taking a Critical Look at the Incident Command System.”  Hazard Monthly  10 (3): 8-12.

2. Student Readings:

Neal, David M. and Brenda D. Phillips.  1995.  “Effective Emergency Management: Reconsidering the Bureaucratic Approach.”  Disasters  19 (4): 327-337.

3. Overhead Transparencies:

Traditional Model: Assumptions and Conclusions

Traditional Model: Strengths and Weaknesses

Remarks:

1. Before presenting this session, it is advisable that the professor read session 9.  Doing so will help draw out the differences and tailor the sessions to enhance students’ understanding of the two perspectives.

2. The professor should help students comprehend how our responses to disaster are often influenced by our preconceived notions about human behavior in emergencies and resulting strategic views about how to remedy the crisis situation.  Therefore, the professor must state that it is necessary to understand these theoretical approaches in order to facilitate the most effective response operations possible.

2.
The professor should be aware that this session and the one that follows may generate significant vocal disagreement by and among the students, especially if there are practitioners in the class.  This is because much of the academic literature is extremely critical of the traditional approach to disasters.  It is therefore absolutely vital that the professor reiterates that he/she is not attacking the incident command system (which will be examined in greater detail later on in the course by looking at its history, principles and operational recommendations).  Instead, it is the goal of the professor in this session to show how some individuals may have approached disaster operations from a myopic standpoint in the past.  In addition, it will be necessary for the professor to state that he/she will attempt to provide a balanced view of the models (by looking at the pros and cons of each model and then comparing them in the subsequent session).

3.
It may be necessary to review the historical development of emergency management (i.e. emanating from the military during the Cold War) so students understand why some scholars are critical of the traditional perspective (see Edwards-Winslow 2002; Quarantelli 1987).

5.
Care should be given when discussing the assumptions and conclusions of the traditional model.  Students may have difficulty thinking theoretically as well as understanding the attendant policy implications.

6.
Examples or case studies about response operations may be used to draw out the strengths and weaknesses of the command and control model (see Schneider 1995).

Objective 8.1
Requirements:

Present the following information as a lecture.

I.
Whether we recognize it or not, our lives are guided by theory.

A.
We go to work each day because we believe we will eventually be paid for our services.

B.
We view poverty differently because of our life experiences and position in society (e.g. economic class relations).

C.
We often vote in certain ways because of our upbringing or due to the ideological influence of our parents.

D.
We may try to resolve problems alone if we believe we do not need the help of others, or we seek the assistance of family, friends or the government when we feel we cannot remedy the situation by ourselves.

II.
Our preconceived theories about disasters are no different.  Our notions of disasters determine, to a large extent, what we will do to deal with them.

A.
People have historically viewed disasters as acts of God.  Accordingly, repentance or human sacrifice were regarded as the means to appeasing Deity.

B.
Later on, others equated disasters with the natural hazard agents that trigger them.  Therefore, early warning systems and containment devices such as dams are seen as ways to give advanced notification of adverse weather or control rising flood waters.

C.
Some believe today that technology will provide a “silver bullet” for all of the disaster problems that confront us.  Satellites, communications equipment, and improved engineering are all that is required for preparedness and mitigation.

D.
Many scholars currently argue that disasters are socially constructed.  If our values, attitudes and practices lead to disaster, then these must be changed if we are to prevent them or minimize their adverse consequences.

III.
There are two theoretical approaches that guide our responses to disaster.  These include the what may be labeled as the traditional and professional models.

A.
The traditional model has historically been employed in disasters.  It has been referred to as the civil defense, command and control, bureaucratic or emergency services perspective.  It assumes:

1.
We need to respond to war and not other types of disasters

2.
Emergency management is concerned with first responder issues only

3.
Government is the most reliable actor because of extreme amounts of societal chaos in times of disaster

4.
It is best to adhere strictly to standard operating procedures.

B.
The professional model is advocated by many scholars (particularly sociologists) and is now regarded as the preferred method of dealing with disasters.  It is known as the networking, problem solving or emergent norms or public administration viewpoint.  It suggests that:

1.
Emergency managers and first responders are likely to deal with many types of disasters.

2.
There are many functions that have to be performed in disasters beyond emergency or life-saving measures.

3.
People are resilient in spite of severe societal crises.  Distinct individuals, groups and agencies will naturally and inevitably become involved in disasters.  These volunteers and other organizations may at times create problems for emergency managers or they may actually facilitate an effective response.  

4.
Disasters necessitate flexibility and departures from routine methods of dealing with smaller emergencies.

C.
Today we will discuss the traditional model, along with its assumptions, implications/conclusions, strengths and weaknesses.  In our next session, we will explore the details of the professional model.

Objective 8.2

Requirements:

Present the following as a lecture:
I.
Some scholars and most practitioners accepted the traditional approach to disasters as the valid way of dealing with response operations and management.  This approach:

A.
Gave priority to some types of disasters (e.g. war) over others (e.g. natural and technological events) (Edwards-Winslow 2002).

B.
Viewed disasters operations from the standpoint of a single agency (usually emergency services in orientation) (Selves 2002).

C.
Was based on strict adherence to standard operating procedures and a hierarchical structure for decision making and implementation (Neal and Phillips 1995, p. 327; Britton 1989, p. 13).

· Schneider notes (1992, p. 138) that practitioners employing this model often relied on “clearly defined objectives, a division of labor, a formal structure, and a set of policies and procedures” to fulfill disaster operations.”
D.
The traditional model therefore did not always recognize:

· other, more common disasters 

· who else was involved in response operations

· what they did in times of disaster

· The need to adapt when performing tasks or functions

II.
The traditional model was popular among some practitioners for many reasons.

A.
Quarantelli (1987) suggests that emergency management grew out of civil defense initiatives during the Cold War.

1.
Some of the first emergency managers had military backgrounds and were asked to prepare their communities for possible nuclear attacks.

2.
It was logical that some emergency managers would accept the priorities (war disasters), actors (paramilitary organizations) structure (hierarchy) and strategies (standard operating procedures) and apply them toward disaster response operations.

B.
It was natural that some people viewed disaster response operations from their own organizational emergency services perspective.

1.
Individuals and groups often concentrated on their own emergency response activities and may have failed to recognize who else was involved in the response operations.  

2.
Therefore, the important roles performed by others were not understood or integrated into the overall management of the disaster.

C.
The various departments that responded to disasters were often organized in accordance with a chain of command.  

1.
For instance, fire and police departments have chiefs, captains, sergeants, lieutenants, etc.  

2.
Orders were given by superiors and were followed by those of lower rank.  

3.
Disregarding requests made by leaders or performing functions according to one’s preferences were not tolerated.

D.
The traditional model was also popular in that it accepted classical management theory (Britton 1989, p. 10).  

1.
It assumed that decisions are made rationally by understanding the problem, identifying possible solutions, selecting the best alternative, and implementing the chosen course of action.  

2.
Thus, the traditional approach simplified an otherwise complex process of policy making and implementation in times of disaster.

E.
It was also logical that this model would be subscribed to as it specifically discussed the role of government in disaster situations (Schneider 1992).  

1.
Practitioners felt comfortable with this approach as it was relevant to the context in which they operated (and as the operations of other individuals and entities were different because they were volunteers and/or from the private and non-profit sectors).

III.
The traditional model was characterized by numerous assumptions which were often incomplete or incorrect (show transparency):

A.
Civil defense in times of war is of paramount importance (Edwards-Winslow 2002).

B.
Emergency management should be located in fire or police departments (Selves 2002).

C.
Emergency managers coordinate emergency service operations only (Selves 2002).

D.
Emergency managers need uniforms, emergency vehicles and sirens to perform their emergency functions (Selves 2002).

E.
Politicians are nuisances and get in the way of disaster response operations and management (Selves 2002).

F.
Emergency management agencies were regarded to be the central or only responders in times of disaster (Mileti 1989, p. 58; Neal and Phillips 1995, p. 328).

G.
Information obtained or relayed by non-government personnel and agencies is not trusted (Britton 1989, p. 13).

H.
Keys leaders and decision makers thought emergency services personnel were likely to neglect their duties in order to look after their own well-being and self-interest (or that of their friends and families) (Dynes 1994, p. 146).

I.
Laws, policies and standard operating procedures would always be applicable and effective in any and every disaster situation (Britton 1989, p. 13; Schneider 1992, p. 143; Neal and Phillips 1995, p. 328).

J.
Failing to follow bureaucratic guidelines would be detrimental to the response operation (Schneider 1992, p. 143).

K.
Citizens did not respond to disasters, or could not do so effectively (Dynes 1994, p. 142; Britton 1989, p. 13; Mileti 1989, p. 167).

L.
Victim behavior always involved panic, looting or other anti-social activities (Neal and Phillips 1995, p. 327; Dynes 1994, p. 144).

M.
The spontaneous involvement of emergent groups hindered governmental response operations (Neal and Phillips 1995, pp. 327-328; Mileti 1989, p. 67; Dynes 1994, p. 147).

N.
In short, the traditional model assumed that emergency management was concerned with war-time disasters and that government emergency service organizations were the only, best and most reliable responders in times of disaster as they possess well-trained individuals who carefully established plans and followed outlined procedures.

IV.
The assumptions of the traditional model led to or resulted in associated implications and conclusions (show overhead transparency).  These included the following:

A.
Other, more common, disasters were not always recognized (Edwards-Winslow 2002).

B.
Emergency managers duplicated the services provided by first responders (Selves 2002).

C.
Important functions such as media relations and resource coordination were overlooked (Selves 2002).

D.
Resentment built up among first responders which led to turf battles in emergency management (Selves 2002).

E.
Emergency management became isolated from decision makers and other city departments (Selves 2002).

F.
Power and decision making is centralized in disaster situations (Britton 1989, p. 13; Mileti 1989, p. 58; Neal and Phillips 1995, p. 327).

G.
Bureaucratic expertise and a strong leadership was required to make sense out of the event and decide how best to respond (Britton 1989, p. 13; Neal and Phillips 1995, p. 56; Dynes 1994, p. 142).

G.
Hierarchy and top-down communications were needed to limited input or filter information from those in the field (Britton 1989, p. 13; Dynes 1994, p. 147).

I.
Strict adherence to bureaucratic norms and procedures as outlined in emergency operations plans is valued, along with skepticism for creativity and improvisation (Britton 1989, p. 13).

J.
Exclusion of other responders in order to bring control over the adverse outcomes of disaster is beneficial (Dynes 1994, p. 146).

K.
The traditional model therefore advocated a very closed and rigid approach to disaster response operations and management.

Objective 8.3

Requirements:

Present the following as a lecture:

I.
The traditional approach to disasters has both strengths and weaknesses.  

A.
On the one hand, it recognized:

· the threat of nuclear war
· the important roles that government agencies (especially first responders)

· the need for standard operating procedures
· the benefit of hierarchical structure
· the desire to bring order to the disaster situation and response operations and management.

B.
On the other hand, this perspective sometimes:

· Overstated the need for civil defense

· Ignored the contributions of other actors involved in response

· Failed to acknowledge that standard operating procedures cannot deal with every potential eventuality
· led to an overly formal and rigid response
· did not understand that there may be order in chaos and that it is impossible to dictate human and organizational behavior in disaster.

II.
The strengths of the traditional model included the following (show overhead transparency):

A.
War produces more devastating consequences than many natural and technological disasters.

· A single nuclear attack could kill thousands of people.

B.
It recognized that the government is a vital participant in disaster response operations.  

1.
For instance, the government is typically involved in issuing warnings and evacuating the populace from hazardous situations.  

2.
Public agencies also help to clean up debris and provide financial assistance to the victims of disaster.

C.
Standard operating procedures do help responders know what to do in case of a crisis situation.  

1.
For instance, surveying the scene of a tanker accident from a distance is a logical and necessary way to protect emergency workers from hazardous material spills.  

2.
SOPs are particularly valuable in smaller, more-routine emergencies.

D.
Hierarchy and orders are often advantageous in that they might protect lives and help accomplish tasks based on prior experience.  

1.
As an example, it is wise for fire fighters to wait to enter a burning building until the chief has had enough time to conduct an initial evaluation (or size up) of the situation.  

2.
Or, it is advisable that fire fighters wait to hear from the fire chief before responding as he or she may have valuable insight due to his or her participation in a similar incident in the past.

E.
The desire to respond to the disaster in the most efficient manner is another benefit of the traditional model.  

1.
Disasters are non-routine social problems, that pose significant challenges for responders and the affected community (Kreps and Drabek 1996).  

2.
Therefore, it is natural that emergency management personnel would desire to remedy the situation through careful organization of response personnel and other resources.

III.
There were also weaknesses of the traditional model.  These included:

A.
A failure to appreciate the low probability of war type disasters.

· Natural and technological events are far more likely to occur.

B.
Emergency managers and government agencies are not the only actors involved in disaster response operations.  

1.
Volunteers, hospitals, businesses and non-profit organizations also play vital roles in search and rescue operations, medical care, utility restoration and mental health counseling after a disaster.  

2.
The traditional approach may have therefore overlooked the contributions of other people and agencies outside the public sector.

C.
Standard operating procedures do not work in every disaster.  

1.
Disasters, by their very nature, create challenges that cannot always be predicted and planned for.  

· For instance, an SOP may discuss guidelines about delaying the response to a hazardous materials spill until the chief has conducted his size up.  

· Would this SOP help an emergency worker know what to do if he or she determines that delaying the response could be dangerous as the spill is draining towards a crowded restaurant or industrial complex?  

2.
The traditional model may not be able to deal with unpredictable or dynamic environments.

D.
The traditional model is characterized by a hierarchical structure of communications.  

1.
Unfortunately, the leadership may not have sufficient information to make correct decisions about the response, or it may take to long to relay problems up and down the chain of command before they can be addressed.  

· For instance, the fire chief may not see an individual who is trapped in the burning building, so the fire fighter will have to rescue the person immediately and without the approval of the commanding officer.  

· This model may at times be rigid, cumbersome and perhaps even ineffective or inefficient.

E.
The traditional model makes two other problematic assumptions about disaster.  

1.
First, it does not acknowledge that there may be order in situations that appear to be chaotic on the surface.  

· In other words, while the involvement of numerous actors in disaster response operations often looks confusing, this does not necessarily mean that there is duplication of services or a lack of coordination.  

· In fact, the participation of many organizations in the response may be necessary to effectively deal with the scope and nature of the disaster.  

2.
Second, the traditional model may imply that disaster response operations can be directed as if in an authoritarian manner.  

· However, it is well-known that disasters are beyond the control of any single individual, department or agency.  

· In addition, people may behave in certain ways (e.g. donate goods and supplies) regardless of your efforts to promote or discourage those particular activities.  

3.
Thus, the model may be plagued by problematic assumptions and conclusions.

Questions to be asked:

1.   What are the two theoretical approaches to disaster response? 

2.   What is the traditional approach to disaster response?

3.   Why did many practitioners subscribe to the traditional model?

4.   What assumptions did the traditional model make about disasters?

5.   What conclusions (or policy recommendations and implementation methods) resulted from the traditional model?

6.   What are the strengths of the traditional model?

7.   What weaknesses were inherent in the traditional model?

Traditional Model:

Assumptions

War and civil defense disasters are of paramount importance

Emergency management should be located in emergency service depts.

Emergency managers coordinate emergency services only

Emergency managers need uniforms, emergency vehicles and sirens

Politicians are nuisances 

Government is the central or only responder in times of disaster 

Information obtained or relayed outside government cannot be trusted 

Emergency workers will leave their posts

SOPs will be effective in any and every disaster situation

Failing to follow SOPs will be detrimental to the response

Citizens do not or cannot respond effectively to the response

Victim behavior includes panic, looting and anti-social behavior

Emergent groups hinder response Operations 

Implications/Conclusions

Other types of disasters are neglected

Services are duplicated by first responders and emergency managers

Disaster functions such as media relations are overlooked

Turf battles and resentment build among first responders

Isolation from management and other departments

Centralization of power and decision making is beneficial during disasters

Bureaucratic expertise and top down communications structures are best

A strong paramilitary leadership is required

Adherence to SOPs is preferred over creativity and improvisation

Same as above

Exclusion of others is viewed as the most effective type of response

Same as above

Same as above 

Traditional Model

Strengths

War may have the most adverse impacts of any disaster

Emergency managers must have close ties with first responders

Government is an important actor in disaster response operations

SOPs provide logical guidelines for routine emergency situations

Hierarchy and orders may save lives and help to get things done

The desire to bring order to disaster is natural and to be expected

Weaknesses

Natural and technological disasters are more common

Emergency managers may neglect ties with politicians and other depts.

Government is not the only actor in disaster response operations

SOPs cannot provide guidance in all types of disaster situations

Top down structures may slow down or hinder the response

There may be order in chaos and it is impossible control a disaster 

PAGE  
1

