Session No. 44

Course Title: Disaster Response Operations and Management

Session Title: Improvisation, Creativity, Flexibility and Successful Responses

Time: 50 minutes

Objectives: 

44.1
Define improvisation, creativity and flexibility, and state their importance in effective disaster response operations and management.
44.2
Illustrate notions of improvisation, creativity and flexibility with case examples.

44.3
Review Quarantelli’s well-known discussion of the 10 criteria to evaluate successful disaster management.

44.4
Allow students to share thoughts about what they have learned in the course, encourage them to make positive contributions to the profession of emergency management, and review expectations for the final exam.

Scope:
During this session, the professor highlights another foundational principle of effective disaster management: improvisation.  The professor defines this term and other related concepts, and then provides case examples to illustrate the need for creativity and flexibility in disasters.  The session then identifies Quarantelli’s ten recommendations to improve disaster response operations.  The professor concludes the session by allowing students to comment on what they have learned in the course, by encouraging them to make positive contributions to the profession of emergency management, and by reviewing expectations for the final exam.
Session Requirements:
1. Instructor Reading:

Kendra, James and Tricia Wachtendorf.  2003.  “Creativity in Emergency Response to the World Trade Center Disaster.”  Pp. 121-146 in Monday, Jacqueline L. (ed.). Beyond September 11th: An Account of Post-disaster Research. Program on Environment and Behavior Special Publication #39.  Institute of Behavioral Science: Natural Hazards Research and Applications Information Center: University of Colorado.

Kendra, James and Tricia Wachtendorf.  2003.  “Elements of Resilience after the World Trade Center Disaster: Reconstituting New York City’s Emergency Operations Center.”  Disasters 27 (1): 37-53.

Kreps, Gary.  1991.  “Organizing for Emergency Management.”  Pp. 30-54 in Drabek, Thomas and Gerard Hoetmer (eds.) Emergency Management: Principles and Practice for Local Government.  International City Management Association: Washington, D.C.

McEntire, David A. 2006.  “Promoting Disaster Resilience.” Disaster Response and Recovery: Strategies and Tactics for Resilience. New York: Wiley.

Quarantelli, E.L.  1997.  “Ten Criteria for Evaluating the Management of Community Disasters.”  Disasters  21 (1): 39-56.

Ross, G.A.  1978.  “Organizational Innovation in Disaster Settings.”  Pp. 215-232 in Quarantelli, E.L. (ed.).  Disasters: Theory and Research.  Sage: London.

Turner, Barry A.  1994.  “Flexibility and Improvisation in Emergency Response.”  Disaster Management 6 (2): 84.

Webb, Gary R., Michael Beverly, Megan McMichael, James Noon, and Tabitha Patterson.  1999.  “Role Improvising Under Conditions of Uncertainty: A Classification of Types.”  Preliminary Paper #289.  Disaster Research Center, University of Delaware: Newark, DE.

Woodman, Richard W., John E. Sawyer and Ricky W. Griffin.  1993.  “Toward a Theory of Organizational Creativity.”  The Academy of Management Review  18 (2): 293-321.

2. Student Readings:
Kendra, James and Tricia Wachtendorf.  2003.  “Creativity in Emergency Response to the World Trade Center Disaster.”  Pp. 121-146 in Monday, Jacqueline L. (ed.). Beyond September 11th: An Account of Post-disaster Research. Program on Environment and Behavior Special Publication #39.  Institute of Behavioral Science: Natural Hazards Research and Applications Information Center: University of Colorado.

Kendra, James and Tricia Wachtendorf.  2003.  “Elements of Resilience after the World Trade Center Disaster: Reconstituting New York City’s Emergency Operations Center.”  Disasters 27 (1): 37-53.

McEntire, David A. 2006.  “Promoting Disaster Resilience.” Disaster Response and Recovery: Strategies and Tactics for Resilience. New York: Wiley.

Quarantelli, E.L.  1997.  “Ten Criteria for Evaluating the Management of Community Disasters.”  Disasters  21 (1): 39-56.

3. Handouts:
Improvisation after the World Trade Center

Ten Criteria for Evaluating the Management of Community Disasters

Supplementary Considerations:

1.
The professor may want to review the importance of preparedness (as discussed in the previous session) as a way to segue into the lecture about improvisation and creativity.
2.
Inviting first responders, emergency managers, and state and federal officials into the classroom to share observations about improvisation and creativity may be a great way to bring these concepts to life for the students enrolled in the course.

3.
After covering the material on improvisation and creativity, the professor may want to ask the students to reflect upon the unique relationship between planning for and flexibility in disaster response operations.  For instance, does preparedness or the lack of preparedness encourage improvisation, creativity and flexibility?  (Note: Kreps’ 1991 chapter points out that good arguments can be made for each side of this debate).
4.
Instead of, or in addition to presenting Quarantelli’s 10 criteria for evaluating disaster management operations, the professor may want to initiate a discussion by asking students to think critically about “what constitutes an effective disaster response operation?”  This session can therefore serve as a great summary of the information presented in the class and encourage thought about points that have not been brought up during the semester. 

Objective 44.1
Define improvisation, creativity and flexibility, and state their importance in disaster response operations and management.
Present the following information as a lecture:

I.
In addition to preparedness, improvisation is regarded to be one of the foundations of emergency management (Kreps 1991).  


A.
Improvisation may be regarded as an adaptation to unique circumstances of an unfolding situation, which requires both creativity and flexibility.
B.
“Considered as a noun, an improvisation is a transformation of some original model.  Considered as a verb, improvisation is composing in real time that begins with embellishments of a simple model, but increasingly feeds on these embellishments themselves to move farther from the original melody and closer to a new composition.  Whether treated as a noun or a verb, improvisation is guided activity whose guidance comes from elapsed patterns discovered retrospectively” (Weick as cited by Kendra and Wachtendorf 2003, 126).

C.
“Creativity is an aspect of improvisation” (Kendra and Wachtendorf 2003, 126).

D.
“Improvisation certainly requires creativity, understood as the skill, quality, or capacity for generating new ideas” (Kendra and Wachtendorf 2003, 122).

E.
Creativity can be described as the development of “new alternatives with elements that achieve fundamental objectives in ways previously unseen.  Thus, a creative alternative has both elements of novelty and effectiveness, where effectiveness is thought of in terms of satisfying objectives of a decision maker, a group of individuals, or even the diverse objectives held by different stakeholders in a negotiation” (Clemen as cited by Kendra and Wachtendorf 2003, 123).

F.
“Woodman et. al. (1993, 293) have defined organizational creativity as the ‘creation of a valuable, useful new product, service, idea, procedure, or process by individuals working together in a complex social system’” (Kendra and Wachtendorf 2003, 123).

G.
Collective creative action is “rooted in gathering environmental information, considering the implications of that information with respect to the ambient challenges, and then generating, identifying, and selecting actions that are anticipated to meet those challenges” (Kendra and Wachtendorf 2003, 124).

H.
Creativity often occurs when “social systems interpret cues from the environment so that necessary adaptations or corrections can be made to achieve systematic objectives” (Forrest as cited by Kendra and Wachtendorf 2003, 124).

I.
In the context of disasters, flexibility could be described as a willingness to depart from widely accepted standards and practices of doing things (thinking creatively and improvising solutions) in order to react effectively to unforeseen problems.
II.  
Improvisation, creativity and flexibility are vitally important for the field of emergency management.
A.
“In general, strategy [or preparedness] is the overall approach to a major problem or basic objective.  But there are always contingencies or factors specific to the situation that have to be taken into account in particular circumstances.  The military considers this the province of tactics [or improvisation].  Thus, if we think in parallel terms, we can equate good disaster preparedness planning with the best strategy that could be followed in readying a community for a sudden disaster, while good management [or improvisation]  involves the use of the best tactics for handling the specific contingencies that surface during the emergency time of a particular disaster” (Quarantelli 1997, 40).

B.
When the degree of preparedness is low or inadequate for the situation at hand, “the ability to improvise assumes singular importance” (Kreps 1991, 31).

C.
Planning and exercises may take place in an artificial environment, thus creating a need for creativity for real world disaster problems.
D.
“Without improvisation, emergency management loses flexibility in the face of changing conditions” (Kreps 1991, 33).

E.
“Under some circumstances . . . in dealing with less routine tasks, emergency organizations need to preserve an ability to respond flexibly, and, where necessary, an ability to improvise appropriate counter-measures for the special needs of an unanticipated situation which threatens to become a crisis” (Turner 1994, 87).

F.
“Emergency situations in the contemporary world – in cities, in industrial plants, in transport systems – are often complex and difficult to comprehend, especially when they evolve turbulently over time.  In such conditions, an inflexible response or an over-reliance on some pre-ordained recipe can increase danger rather than eliminate it” (Turner 1994, 87).

G.
“The alternative to such disastrous rigidity is a strategy of responsive flexibility, in which the routines, skills and procedures deployed to deal with a given emergency are used in ways which are sensitive to its changing meaning and implications.  Before any action can be taken in a shifting, bewildering crisis, some kind of adjustment of understanding is necessary.  And, since the essence of improvisation is the reformation of meaning, organizations developing responsive flexibility need to learn how they can start to deal with wholly novel or unique situations by making adjustments to their understanding” (Turner 1994, 87).

H.
“Disasters . . . break the rules that guide the ordinary conduct of business and government, at least for a period of time.  Disasters create new environments that must be explored, assessed and comprehended.  They change the physical and social landscape, and therefore disasters require a period of exploration, learning, and the development of new approaches” (Kendra and Wachtendorf 2003, 128).

I.
“Creativity is an important element of successful disaster response.  While advance planning and preparedness serve as the backbone of disaster response efforts, creativity enhances the ability to adapt to the demands imposed upon individuals and organizations during crises and bolsters capacities to improvise in new physical and social environments” (Kendra and Wachtendorf 2003, 121).

J.
Creativity is now regarded to be one of the fundamental requirements for those working in the profession (Kendra and Wachtendorf 2003, 127).

Objective 44.2
Illustrate notions of improvisation, creativity and flexibility with case examples.

Present the following information as a lecture:

I.
Kreps (1991, 32) provides an excellent, but perhaps fictitious, example of improvisation, creativity and flexibility.
A.
A major suburban area is hit by a tornado, causing major structural damage to homes.

B.
Recognizing limits in the number of staff available to perform damage assessment, the building commissioner seeks the assistance of a regional building association.

C.
In order to limit legal liability, the volunteers from the building association are hired immediately with a salary of one dollar each.

D.
After being trained on damage assessment, the teams are divided up and assigned different sections of the city.

E. 
The teams categorize buildings in one of three ways: light damage, moderate damage, and severe damage.

F.
When the damage assessments are completed, repairs begin on the buildings with light and moderate damage, and those with heavy damage are condemned and destroyed.

G.
This quick thinking and novel approach enables the city to meet the needs of insurance claim adjustors and private contractors, and help victims be eligible for disaster assistance.
II.
Kendra and Wachtendorf effectively illustrate these principles in the response to the terrorist attacks on the World Trade Center.

A.
The re-establishment of the EOC required improvisation, creativity and flexibility (Kendra and Wachtendorf 2003).
1. When building 7 of the World Trade Center (WTC) collapsed as a result of a fire ignited by WTC Tower 1, New York emergency management officials were to respond to one of the most significant disasters in U.S. history without a functioning emergency operations center.
2.
All officials and key EOC personnel were able to evacuate before the building succumbed to the fire. 
3.
But they lost scores of computer-equipped stations along with communications equipment, video monitoring devices, GIS capabilities, a conference room for decision making, and a press briefing room among other things.

4.
Having scheduled a pier on the Hudson River for a bio-terrorism drill on September 11th, the Office of Emergency Management decided to make this venue the temporary home of the emergency operations center (there was no designated back-up facility but a training room served as the EOC until a decision was made to move to the pier).

5.
Desks, chairs, computers and other office supplies (phones, copy machines, fax machines, etc.) were delivered to pier 92 within 36 hours.

6.
The American Red Cross provided hot meals to EOC personnel and sleeping arrangements were made with nearby hotels.

7. Personal care items (toothpaste, combs, tissue) were available at the EOC, and security was tightened to protect the facility against possible attacks.

8. Although EOC personnel were initially scattered and disorganized, by September 15th over 700 people were working daily in the EOC to respond to the 9/11 disaster.

9.
The new EOC mirrored the one in 7WTC in many respects and was fully functional.

10.
Thus, “ . . . although the EOC was destroyed, the emergency management organization was not.  Rather, the organization in New York City exhibited robust, adaptive behavior, demonstrating considerable improvisation, evidence of goal-directed solution-seeking and incorporating resources from diverse sources” (Kendra and Wachtendorf 2003, 45).
B.
Mapping and GIS functions were also adapted after 9/11 (Kendra and Wachtendorf 2003, 130).
1.
The collapse of numerous buildings at the WTC altered the cityscape and resulted in several road closures and detours.  
2. 
The destruction, in addition to the numerous staging areas, actors and activities taking place created a need for a tracking system.

3.  
The Office of Emergency Management developed a map creation and distribution system (based on Geographic Information Systems) with local students and professors, technology specialists from New York, and software representatives from the ArcInfo vendor.
4. 
Those responding to the disaster were able to request and pick up maps regarding command posts, warehouses, food serving stations, sanitation facilities, etc. 

5.
“The activities related to mapping and spatial analysis [therefore] illustrate . . . entrepreneurial creativity . . .” (Kendra and Wachtendorf 2003, 131).
C.
Improvisation was also evident in the massive waterborne evacuation (Kendra and Wachtendorf 2003, 133).
1.
When the attacks on the WTC occurred, the government feared that additional terrorist events could take place on bridges or in tunnels.  The collapse of the buildings also rendered some of the subways inoperable.

2.
Citizens and government officials recognized the need to leave the affected area and return home, but there were limited transportation systems available for this purpose.
3.
Although there had never been an evacuation by water, tour boats, military vessels, passenger ferries, and private craft worked in an ad hoc basis with the Coast Guard to evacuate people from Lower Manhattan.
4.
Coast Guard inspectors permitted vessels to exceed normal passenger capacities, relying on their experience and judgment to determine the extent to which regulations could be safely loosened.

5.
Emergent self-organization, coupled with flexibility on the part of the Coast Guard, resulted in an impressive evacuation of 500,000 people from Manhattan.
D.
Creativity and flexibility were prevalent features of the credentialing system (Kendra and Wachtendorf 2003).
1.
“Not only was the September 11th incident a high-impact disaster that produced numerous casualties, it was also a complex emergency with added ambiguous dimensions such as the ongoing terrorist threat, the criminal investigation, an ongoing process of remains recovery and identification that persisted more than six months after the attack, and a very dangerous collapse site situated within close range of an extremely densely populated urban area” (Kendra and Wachtendorf 2003, 134).
2.
These facts, along with the loss of standard OEM visitor badges, suggested that a check-in procedure would be needed to allow access and maintain safety and security at the same time.
3.
At first, anyone with a legitimate reason for entering Ground Zero would be given a blue and yellow badge which permitted entry.
4.
Later on, white badges were issued, containing a picture of the individual along with codes for different levels and locations of access.

5.
Other temporary badges were distributed to contractors and volunteers who needed to enter the site for a limited time only.

6.
Because only a limited number of these temporary badges were issued (usually 20 at a time), contractors found ways to skirt the system.  For instance, one worker would take the badges from 19 individuals who already entered the site and gave them to new workers so they could also gain access.
7.
“The credentialing system represents an instance of creativity of process.  Emergency managers classified sensitive areas, such as Ground Zero, and ascertained who required access.  They instituted a system for issuing and tracking badges, and they improved the system over time.  Others within this system, such as contractors, view these badges as resources and undertook creative means to acquire them in order to do their work.” (Kendra and Wachtendorf 2003, 135).

E.
These cases of improvisation, and others exhibiting creativity and flexibility, illustrate how response operations can be successful in spite of significant and unforeseen challenges.
Objective 44.3
Review Quarantelli’s well-known discussion of the 10 criteria to evaluate successful disaster management.

Present the following information as a lecture:

I.
There are other ways to ensure the success of disaster responses.  As a very renowned and seasoned disaster researcher, E.L. Quarantelli has identified ten factors that promote effective disaster management.  His research (1997), which spans several decades and multiple types of disasters, suggests that good disaster management must:
A.
“Recognize correctly the difference between agent- and response-generated demands.”
1.
Quarantelli states that “there are problems created by the disaster itself, and others generated by the effort of organizing a response” (1997, 42).

2.
“Good disaster management recognizes differences between agent-and response-generated needs and demands.  The former, because they are specific to the disaster agent involved, require a more tactical or contingency approach, and a response can only be partly anticipated beforehand.  The latter, response-generated demands, can be approached in a more strategic way with pre-planning.  While understanding what is involved cannot alter the existence of the two kinds of demands, it can allow improved planning, a better operational response and fuller learning in the aftermath.  In fact, failure to recognize the two processes as distinct, can be regarded as an indication of poor disaster management.  If the focus is on the effects of a disaster agent, this misses the point that even more important problems can and do arise when managing the response” (Quarantelli 1997, 42).
3.
In other words, sand bagging for a flood sounds simple, but the process of acquiring sand bags, finding and shipping in sand, seeking and training volunteers, and moving bags to the appropriate location can be very time consuming and problematic if not carefully managed.
B.
“Carry out generic functions in an adequate way.”
1.
Every disaster is unique, but the vast majority exhibit similar patterns.
2.
“For example, in one specific earthquake or hurricane there may be tens of thousands of homeless to shelter, such as in Hurricane Andrew or the Kobe earthquake, while in another there may be only a handful.  Nevertheless, it is extremely rare for any significant community disaster not to generate some need for housing” (Quarantelli, 1991, 42).

3.
Perry has identified six generic functions: “warnings, evacuation, sheltering, emergency medical care, search and rescue and protection of property” (Quarantelli 1997, 43).

4.
“Given their generic nature, an evaluation of these activities is always possible, particularly in terms of their adequacy.  Examples of important questions that could be asked are: Was the need for the function recognized early?  Was the function carried out without too many problems?  Were the recipients (namely, the disaster victims) satisfied with the functions provided?  If the answers to all these questions are ‘yes,’ then it is very likely that there was adequate management of generic functions” (Quarantelli 1997, 43).

C.
“Mobilize personnel and resources effectively.”


1.
“Good disaster management does not involve the mobilization per se of personnel and resources – that will happen anyway” (Quarantelli 1997, 43).
2. “In the great majority of disasters, there is no lack of necessary personnel or resources” (Quarantelli 1997, 43).

3.
“Without very good advance planning of who will use volunteers, where they will be sent, how they will be supervised and when they will be used, the sheer number of these individual volunteers creates yet another management problem” (Quarantelli 1997, 43).

4.
“’Effective’ means that a desired and intended result has been produced; this definition differs from that of efficiency which requires that the results be obtained in the best possible way.” (Quarantelli 1997, 43).

5.
“It is possible to judge effectiveness in a variety of ways including the following.  Were the needed personnel and resources identified well in the crisis?  Were they located quickly and brought to bear correctly?  Were they appropriate to the problems generated by the disaster?  Negative answers to such questions would suggest . . . that needed personnel and resources had not simply been mobilized effectively” (Quarantelli 1997, 43-44).

D.
“Involve the proper task delegation and a division of labor.”
1.
“ . . . immediately after impact and early in the crisis period, the nature of the required tasks and the scope of the organizational involvement are usually unknown or confused” (Quarantelli 1997, 44).
2.
“ . . . there are some tasks which do not lie within the normal responsibility of any organization, such as large-scale search and rescue, handling of mass casualties, establishing who should appear on missing-person lists, instituting and using a pass system to prevent entry into damaged areas and finding and caring for many abandoned pets” (Quarantelli 1997, 44).
3.
“A response that tries to involve only established organizations is a clear indication that there has been poor disaster management” (Quarantelli 1997, 45).
4.
“Good disaster management requires proper task supervision and division of labor.  ‘Proper’ in this context means that all necessary tasks are carried out relatively quickly with few problems, and that there is some division of labor among [all] the responding organizations” (Quarantelli 1997, 45).

E.
“Allow the adequate processing of information.”

1.
“Research shows that problems stem from what is communicated rather than how communication occurs.  In most cases, information-flow problems do not arise from equipment scarcity, damaged facilities, or other forms of destruction that render communication technology inoperable.  They stem more from problems in the process of communication itself, the information flow per se, in which there is often a massive increase” (Quarantelli 1997, 45).
2.
“Information will flow: within every responding organization, between organizations, from citizens to organizations, and from organizations to citizens” (Quarantelli 1997, 45).
3. 
“If organizations and/or citizens did not get the information they needed, clearly the disaster management was not as it should have been” (Quarantelli 1997, 46).

4.
Therefore, it is imperative that information be shared with others, especially if the information will help an organization fulfill its disaster mission.

F.
“Permit the proper exercise of decision-making.”
1.
“Four common [decision making] problems are: loss of higher-echelon personnel because of overwork, conflict over responsibility for new disaster tasks, clashes over organizational domains between established and emergent groups, surfacing of organizational jurisdictional differences” (Quarantelli 1997, 46).
2.
“ . . . replacements will lack the necessary information for correct decision-making partly because crucial data will not have been formally recorded” (Quarantelli 1997, 46-47).
3.
“When new tasks are called for, questions almost inevitably arise about which organizations should have responsibility for them” (Quarantelli 1997, 47).
4.
“If the outsider relief group is attempting the same tasks as a local group, there are likely to be questions about its legitimacy, authority and decision-making” (Quarantelli 1997, 47).
5.
“Extra complications associated with community disasters arise because the boundaries of jurisdiction between the local groups may overlap, creating yet more conflict” (Quarantelli 1997, 47).
6.
Unfortunately, “contingency planners developing organizational structures . . . typically pursue the concept of organizational control rather than the goal of effective decision making” (Harrald et. al. as cited by Quarantelli 1997, 47).
G.
“Focus on the development of overall coordination.”
1.
“When many groups converge, tasks are new and varied, information flow is massive but erratic and decision-making can be irresolute or incorrect, the question often asked is: Who is in charge?  Those who ask it assume it is an important question and that good disaster management requires a clear answer that a particular individual or organization is controlling the situation.  However, the research evidence seriously challenges whether the question is a meaningful one or whether one official or agency should be in charge” (Quarantelli 1997, 47-48).  
2.
“Control is not coordination” (Quarantelli 1997, 48).

3.
“The issues in disaster management discussed earlier are critically dependent on how officials handle the problem of integrating organizational and community responses.  A good start is by emphasizing cooperation rather than control or insisting that someone should be in charge” (Quarantelli 1997, 48).

H.
“Blend emergent aspects with established ones.”
1.
“Any disaster, even a moderate one, will be marked by the presence of emergent phenomena: of groups, of behaviors or both” (Quarantelli 1997, 49).
2.
“Such improvisation, however, frequently bothers many in the disaster management area, because they are bureaucrats” (Quarantelli 1997, 49).

3.
“Disaster managers should take the appearance of emergency phenomena for granted and incorporate it into their thinking and acting.  Assuming it will occur is helpful, for research has consistently shown that one of the most disturbing aspects for actors in disasters is the appearance of unanticipated phenomena.  It is impossible to foresee everything, but there is no good reason to ignore the very probable, such as the appearance of emergence” (Quarantelli 1997, 49-50).

4.
“It is particularly important not to think that emergent phenomena are necessarily dysfunctional, bad or otherwise inappropriate to the crisis.  A strong tendency among disaster managers is to think that because they have not planned for or are not in control of something, it cannot be good.  In fact, the new behavior or group may represent the most effective way of solving a problem.  This is not to say that emergence is always the best solution, but it rarely results in harm” (Quarantelli 1997, 50).

5.
“ . . . Planners should consider for what purposes they might want to facilitate certain kinds of emergence . . . [and incorporate it] in the best possible way with all other relevant activities” (Quarantelli 1997, 50).

I.
“Provide the mass communication system with appropriate information.”
1.
“In many respects the view that everyone, including emergency managers, has of a disaster is more and more the ‘reality’ as presented on television, radio and in the newspaper (a phenomena long recognized by researchers but more recently popularly talked about as the ‘CNN problem’ concerning crises that are brought to the world’s attention)” (Quarantelli 1997, 50).
2.
 “Managers of the different responding organizations are responsible for gathering data on what is happening.  If they do not provide relevant details and accounts, the local mass media will disseminate, even if unintentionally, news that is inaccurate and uninformative” (Quarantelli 1997, 50-51).

3.
“One indicator of a good relationship is cooperative interaction between organizational and community officials and media representatives” (Quarantelli 1997, 50).

4.
“ . . . While the criteria advanced here about the mass communication system are undoubtedly valid as a measure of good disaster management, clearly such management in the future (we have to think here in terms of years and not decades) will have to take into account the mass-communications revolution now in progress” (Quarantelli 1997, 51).

J.
“Have a well-functioning emergency operations center (EOC).”
1.
“Organized crisis-time activity in a disaster is clearly aided if responding organizations, local and otherwise, are aware of and represented at a common place or location, such as a fully staffed and adequately equipped EOC.  This can considerably facilitate the information flow necessary for coordination activity” (Quarantelli 1997, 51-52).
2.
“If there is proper representation, the EOC can collect and disseminate the fullest information necessary for executing any task” (Quarantelli 1997, 52).
3. “In an effective overall response, conflict in horizontal and vertical relationships will be minimal.  While potential problems may be dealt with anywhere, an EOC is a good place where representatives of different groups can meet to work out problems” (Quarantelli 1997, 52).

4.
“The EOC serves as the master coordination . . . point for all counter-disaster efforts” (Perry as cited by Quarantelli 1997, 51).

Objective 44.4
Allow students to share thoughts about what they have learned in the class, encourage them to make positive contributions to the field of emergency management, and review expectations for the final exam. 
Present the following as a discussion and lecture.

I.
Ask the students to comment on what they have learned from the class and to point out the lessons that they can take with them when they graduate from the program. 

II.
Reiterate that disasters are becoming more frequent and intense, and that the field of emergency management needs professionals who understand how to effectively respond when they occur.

III.
Preview the nature of the final exam to promote successful performance on the test. 

Questions to be asked:

1.
What is improvisation, creativity and flexibility?
2.
Why are these notions and activities important for disaster response operations?

3.
What examples of improvisation, creativity and flexibility can you cite, and how have these helped the management of disasters?

4.
Quarantelli discusses 10 criteria to manage disasters effectively.  What are they and why should first responders and emergency managers be aware of them?

5.
What have you learned in this course and how can it help you to improve disaster response operations?
6.
Do you have other recommendations to improve emergency management?
7.
What questions or concerns do you have about the final exam?
Improvisation after the WTC Disaster
· Reconstitution of the EOC
· Mapping and GIS Functions

· Evacuation of Lower Manhattan

· Credentialing

Ten Criteria for Evaluating the 

Management of Community Disasters

(Quarantelli 1997)
· Recognize correctly the difference between agent- and response-generated demands.
· Carry out generic functions in an adequate way.

· Mobilize personnel and resources effectively.


· Involve the proper task delegation and a division of labor.

· Allow the adequate processing of information.
· Permit the proper exercise of decision-making.

· Focus on the development of overall coordination.

· Blend emergent aspects with established ones.

· Provide the mass communication system with appropriate information.

· Have a well-functioning emergency operations center (EOC).
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