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As the 2009 Higher Education Conference is entitled “Meeting Needs and Expectations,” it is fitting to examine whether the training and education needs of emergency managers are being met.  My perspective on this issue is derived from more than 26 years of experience in emergency management and homeland security at the state and federal levels; including the positions of State Emergency Management Training Officer, State Emergency Management Division Director, FEMA Regional Administrator, Acting FEMA Response Division Director, Chair of the Emergency Management Accreditation Program (EMAP) Commission and member of the National Fire Protection Association (NFPA) 1600 committee.  My comments and views are further shaped by direct involvement in 75 Presidential declared Disasters and Emergencies, including Hurricanes Katrina and Rita.    
It can be argued that in the field of public administration, no area has changed as rapidly in the past 30 years as that of emergency management. The body of knowledge in the emergency management arena has increased significantly in that time frame, especially since Sept. 11, 2001 and in the aftermath of Hurricane Katrina.  And the expectations, demands and scrutiny placed on emergency managers by the public, the media, and by legislative bodies have increased exponentially.  
From an historical perspective, for many years there were few prerequisites for hiring emergency managers at the state and local level, often because the hiring managers were mostly unfamiliar with the myriad of tasks and responsibilities attendant to an effective emergency management program.  As a backdrop to this discussion, and using my former State and Agency as an example, the function of emergency management at the state level is housed in the Michigan State Police.  When I was promoted into the Emergency Management Division (EMD) of the State Police in 1982, there were few members of the department outside of the Division who grasped the depth and breadth of the type of activities for which it was responsible.  The emphasis at the State level at that time was on enemy attack and issues surrounding Nuclear Civil Protection and Crisis Relocation Planning along with “risk” and “host” areas.  The term “Civil Defense” had started to fade and was being replaced in the vernacular by “emergency management.” And although an occasional flood or tornado focused the attention of the public and media on response and recovery, for the most part little attention was placed on emergency management. 
 I was promoted into the EMD as the State Emergency Management Training Officer, despite knowing little or nothing about the subject and never having attended a single emergency management training course. At the same time, the curriculum supported by FEMA for use by States to train emergency management personnel at the local and state level was being revised from what was known as the Career Development Series to the newly developed Professional Development Series.  FEMA simultaneously opted to change the delivery mechanism for those courses from one that relied on a regional support contract to a system that required the states to develop their own instructional capability and to conduct and deliver the training themselves.
At the local level, there were many part time emergency managers who had other collateral duties.  There was no prescribed curriculum for the position of local emergency manager and often limited enthusiasm on their part to attend state training courses.  Contrasted with the more perceived prestigious positions of police officer, firefighter and emergency medical technician, all of which have specific education and training requirements, local emergency managers often felt less appreciated than their public safety counterparts.  And at times, that perception led to first responders feeling that emergency managers were somewhat of a nuisance rather than a help during times of crisis.  Many local communities often only appointed someone to assume the position of emergency manager because it was required by State law and because a portion of the salary was funded by the federal government through the Emergency Management Assistance (EMA) program.  
But much has changed since that time.  In Michigan, a Professional Emergency Manager (PEM) program was created that included an advisory board, prescribed curriculum, and exam.  The majority of the curriculum was based on existing and available training courses which were primarily, but not exclusively, courses developed by FEMA.  The core of the curriculum was FEMA’s Professional Development Series which originally culminated with a Capstone Seminar at the Emergency Management Institute.  Rather than being perceived as onerous, the PEM program was met with an enthusiastic response by emergency managers in Michigan who welcomed the opportunity to learn more about their area of responsibilities while “raising the bar” for the profession in the process.  Successful graduates of the program were authorized by the Emergency Management Division to use the title of “Professional Emergency Manager” in Michigan and the abbreviation of “PEM” often showed up in resumes, correspondence, and business cards. And while the program was voluntary, nearly every new local emergency manager and most incumbents went through the series of courses to attain the PEM designation.  The program was made mandatory for the staff of the State Police Emergency Management Division so that they would have at least as much training and education regarding emergency management principle, practices and theories as their local counterparts.  

This initiative was not unique to Michigan.  Many states formed their own accreditation programs and the International Association of Emergency Managers (IAEM) developed their very successful Certified Emergency Manager (CEM) Program.  However, concern remained in Michigan whether the PEM program included the right curriculum and if it was tipped too much toward conceptual principles of emergency management at the expense of operational training and education.  Of concern to me personally was the fact that on several occasions, graduates of the PEM program faltered with fundamental response actions following a significant event in their jurisdiction.  Specifically, there were occasions when emergency managers struggled to organize a meaningful damage assessment following a disaster and when they seemed to lack a comprehensive understanding of the disaster declaration process and the assistance programs that could be made available subsequent to a declaration.  In response to this concern an effort was undertaken to further review the PEM program and determine whether there should be several levels of advanced emergency management training as well as several levels of PEM designation. Part of this analysis resulted in the recommendation to develop a formal assessment center process for the most advanced PEM.  And while efforts began to develop such an assessment center for PEM’s, due to staff changes and competing priorities that initiative has yet to come to fruition.
 It should also be noted that in the 1980’s and 1990’s, few if any emergency managers in Michigan attended colleges or universities to obtain degrees in emergency management.  Instead they either learned about their duties and responsibilities through on the job training, through independent study, or by attending emergency management training courses delivered by the Emergency Management Division of the Michigan State Police.  At the State level, some civil service positions required a degree in urban planning to be eligible for the position which had obvious value with respect to the many planning responsibilities inherent in emergency management.  But most positions had no specific emergency management education prerequisites.
Upon my appointment as Regional Director of FEMA Region V in the fall of 2001, it became apparent to me that many of the regional staff had not received much broad emergency management training and that in general; state and local staffs were better versed on theories, principles and doctrines of emergency management.  While Federal staff had indeed been trained on their specific program responsibilities, they often lacked a perspective of the history of the discipline or an understanding of basic principles such as the four phases of comprehensive emergency management.  And while the staff was eager to learn, lack of training funds coupled with competing demands and priorities limited opportunities to do so.  

To address that gap, Region V arranged for several State Training Officers from the Region V states to deliver Professional Development Series courses at the regional office.  This popular initiative was useful in providing training opportunities to the Regional staff but could not be sustained due to ongoing disaster response and recovery responsibilities.  And the need exists to extend that type of training beyond the FEMA Regional staff to include other members of the federal family, specifically those who are responsible for emergency support functions under the National Response Framework.
Beyond those observations, however, the question remains as to whether the training and education needs of emergency managers at all levels of government are being met.  There is no question that the field of emergency management has become more professional in the past 20 years as has the position of emergency manager. Since the advent of FEMA’s Higher Education program in 1995, educational opportunities have increased significantly beyond what is offered at either the Emergency Management Institute or through State Training programs. Many colleges and universities have created and developed a variety of emergency management and more recently, homeland security training and education courses.  There is a great deal of excellent material contained in those courses and more and more practitioners are able to attend higher education courses. 
 In that regard the following suggestions are offered to provide a sharper focus on the kinds and type of training and education effective emergency managers should complete and which should be offered by colleges and universities. These observations and opinions are designed to be straight forward and pragmatic and are based on the fact that few professions require the depth and breadth of knowledge, skills and abilities as those of emergency managers. And while there may be other views or opinions of these characteristics that either agree or differ, or may be more expansive and complete, the following are what I have learned and observed after working for many years at the state and federal level in emergency management.  As such, the characteristics described below reflect a combination of policy, concepts, theory and doctrine, and operational skills and abilities. In my view, students that possess or learn these characteristics are those that colleges and universities should strive to produce.
· Leadership and Coordination.  There are no more important characteristics for an emergency manager to possess than the ability to lead and coordinate.  The ability to provide a vision, motivation, and passion to the position is essential to all of the other tasks and functions that have been outlined in the science and discipline of emergency management.  Few people, including public officials, the media, and the public have a thorough understanding of all that goes into developing an effective emergency management program.  Emergency managers must provide leadership in all facets and phases of emergency management to provide a focus and sense of urgency.  And central to that responsibility is the concept of coordination.  Emergency managers must be able to coordinate a myriad of interests, responsibilities and perspectives in order to address the functional responsibilities attendant to their position.
· Emergency Managers must be “Able”
· Knowledgeable:  the list of everything an effective emergency manager must know is lengthy.  As in many professions, learning is a continuous process in emergency management.  But as this is the essence of this conference, I offer the following areas as fundamental for emergency managers to know:
· History and Basic Concepts of Civil Defense, Emergency Management, and Homeland Security: In order to know where you are going you must first know where you come from.  There is much to be covered in this area but especially important is an understanding of the emergency management system, roles of the various levels of government and government agencies and departments, and theories and doctrine such as comprehensive emergency management.  
· Emergency Management Program Standards.  Emergency Managers are responsible for building and managing emergency management Programs. Most often the standards utilized for emergency management programs are the National Fire Protection Association (NFPA) 1600 Standard and/or the Emergency Management Accreditation Program (EMAP) Standards.  A thorough understanding of these documents is essential to the development of an effective emergency management program.  I believe an entire college emergency management curriculum can and should be developed around these documents with individual courses devoted to each of the functional areas of an emergency management program listed below:
· Laws and Authorities
· Risk Assessment 
· Incident Prevention
· Mitigation
· Resource Management and Logistics
· Mutual Aid/Assistance
· Planning
· Incident Management
· Communications and Warning
· Operations and Procedures
· Facilities and Equipment
· Training
· Exercises, Evaluations, and Corrective Actions
· Crisis Communication and Public Information
· Finance and Administration
There is a significant body of knowledge that is part of each of the above functional areas that should be known, understood and practiced by emergency managers as needed.  As such, a great deal could be said for each of these functional areas.  Rather than going into detail about each functional area, however, a couple of examples are offered.  For example, under Laws and Authorities, the knowledge base should include, but not be limited to:

- Applicable local and state statutes and codes, 

-The Robert T. Stafford Act….including the disaster declaration process and        applicable disaster assistance programs and policies, 

-Homeland Security Presidential Directives including HSPD 5 and 8, 

-The National Infrastructure Protection Plan
-The National Response Framework (NRF) and the various emergency support functions.  Knowing and understanding all of the emergency support functions (ESF’s) is important but there are several that are especially so.  These include, of course (ESF) 5: Emergency Management.  But a number of recent hurricanes, floods and wildfires have focused renewed attention on a couple of other ESF’s: ESF 6 (Mass Care) and ESF 14 (Long term recovery). With respect to ESF 6, specific attention has been paid to the need to plan, develop and manage a shelter program for evacuees and those have been displaced from their homes. Special needs populations, pets, feeding, and disaster housing are also among the areas of focus with ESF 6.  And while there are agencies and organizations that have primary responsibility for ESF 6, it is important for emergency managers to know and understand the needs and requirements for this important function and to provide the necessary leadership and coordination as needed.

Long term recovery (ESF 14) has also emerged in recent years as one of the more important functions of the NRF.  Understanding the needs and process of long term recovery as well as the agencies and departments at each level of government that can potentially offer assets and resources is especially important for effective emergency managers to know.   
A second example of an important emergency management program functional area is Resource Management/Logistics. Emergency managers should know and understand:
-The logistics ordering process, 
Applicable models for determining the amount of product needed for a specific   scenario, 

-How to plan and manage points of distribution (Pods) during a disaster response/recovery.
Many more examples could be provided for each of the functional areas listed above.  And while relatively new initiatives have been developed by the Department of Homeland Security as part of HSPD 8 such as the 15 planning scenarios, target capabilities and universal task list, I believe they are not mutually exclusive but instead complementary to the above program standards.  As such, from a conceptual framework they can and should be incorporated into the program standards as defined by NFPA 1600 and EMAP.   

· Effective Emergency Managers must also know and understand:

· Leadership and Team Building Theories and Practices
· Political and legal considerations of emergency management and homeland security
· Catastrophic Planning

· Defining and understanding hazards, risks, vulnerabilities and potential impacts

· Planning and coordinating with multiple agencies, organizations, and levels of government to develop plans and procedures

· How to conduct a gap analysis

· Grant writing and grant administration

· Critical infrastructure protection and interdependencies

· Public and private partnerships

· Voluntary Organizations 

· From a skill and abilities perspective, and continuing with the “Able” theme, characteristics of effective emergency managers include the fact they must be:

·   Capable
·   Believable and Credible
·   Dependable, Reliable, Stable and Durable
·   Reasonable 
·  Available
· Approachable
· Adaptable and Flexible
· Accountable
· Honorable
· Unflappable
· It also helps if they are Likeable
They also need to be:

· Trainers

· Communicators

· Planners

· Conflict Managers

· Motivators

· Visionaries

· Innovators

· Passionate about their position and responsibilities

· Able to manage expectations

Is It Working?
These then are what I view as important characteristics for effective emergency managers.  Others views and opinions with respect to additional knowledge, skills and abilities that are essential for emergency managers to possess no doubt exist.  But what is clear is that there are many excellent opportunities for emergency managers to attend emergency management degree programs throughout the United States in order to learn and develop these and other characteristics.  Professional associations such as NEMA and IAEM have been instrumental in promoting professionalism in emergency management and many colleges and universities provide meaningful and pertinent training at the undergraduate and graduate level.  Flexibility has been added to many of the higher education programs in that many courses are now available on nights or weekends or on-line.  And many colleges and universities are utilizing subject matter experts and practitioners as part of their adjunct faculty.  Coupled with Independent Study courses that are available from FEMA and elsewhere, there are now more opportunities than ever before for advanced training and education in emergency management and homeland security. In that regard, the overall knowledge and skill level of emergency managers in the United States is increasing.  Experience and training is now becoming a prerequisite for a number of emergency management positions; up to and including the position of Administrator of FEMA.
Quantifying the impact of that training and education is a bit more difficult to document, however.  How many students who attend college and university emergency management and homeland security courses, and then take jobs in the public sector is uncertain.  An institution such as the Naval Postgraduate School in Monterey, California has the benefit of being able to attract students from government to attend their Masters and Executive Education programs as their expenses are borne by FEMA.   But most attendees at Higher Education courses bear the expense of the education themselves.  It is likely that many of those students seek positions in the public sector but also that many pursue opportunities in the private sector.  Regardless, it has been my observation that for the most part, those who have completed higher education training and education in emergency management have indeed, been able to provide strong leadership and coordination in a variety of ways.  For example, in the past couple of years a concerted effort has been undertaken to conduct a gap analysis of hurricane prone States.  That effort, developed by experienced and trained emergency managers, has been credited with better defining needs and risks and strengthening relationships and partnerships at all levels of government while helping to improve response and recovery.  
Conclusion
If the field of emergency management continues to evolve in the next 20-30 years as rapidly as it has in the past several decades, highly trained emergency management professionals will become increasingly more important.  Our society is becoming more complex and diverse and public officials are placed under more and more scrutiny.  It is likely the concepts and practices of emergency management and homeland security will continue to be further refined and improved resulting in increased responsibility and accountability.  Driven by increased expectations, standards for training and education will likely become more challenging and demanding.  Over time, advanced degrees in emergency management may become the norm for emergency managers and a prerequisite before being hired or appointed to the position.

Many challenges remain.  They include something as basic as the ability of many emergency managers and their staffs to attend education and training opportunities.  Because of the significant increase of grant funding since Sept. 11, 2001, many emergency managers have felt that far too much of their time was devoted to grants management as opposed to emergency management.  Many emergency managers at the local level are part time and have additional responsibilities placed on them.  And due to difficult economic times some emergency management staffs have been reduced making it more difficult to attend training and education opportunities.  

A myriad of challenges lie ahead with respect to terrorism and homeland security. The creation of the Department of Homeland Security has placed a new emphasis on initiatives and issues pertaining to prevention, detection and deterrence which admittedly have not been addressed in depth in this paper.  And, as noted earlier, the issue of catastrophic planning has gained increased importance in the aftermath of Hurricane Katrina with the recognition that no one jurisdiction can manage such an event. 
 And finally, another concern, which perhaps should be further examined, is the kind and type of training that should be developed and offered to public officials from other departments and agencies.  Are elected and appointed officials at all levels of government receiving the training and education they need to perform their duties and responsibilities during all phases of emergency management?  Whose responsibility is it to see they are trained?  What kind of delivery system should be developed for that type of training?  With a regular turnover at those positions, the need to provide planning, training, and exercise opportunities for them is self evident.  
As we look ahead, and as these and many other challenges are addressed, it is clear that colleges and universities will continue to play a vital role in developing emergency management professionals who are ”able” and can provide effective leadership and coordination.
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