Session No. 17

Course Title: Crisis and Risk Communications
Session 17: Application of Communications Principles to Four Phases of Emergency Management
Time: 2.5 hours

Objectives: (See Slide 17-2)
17.1
Review the four phases of emergency management and the nine communications principles.
17.2
Discuss communicating mitigation messages.
17.3
Discuss emergency preparedness communications.
17.4
Discuss communicating during a disaster response.
17.5
Discuss communicating during the disaster recovery phase.
Scope:

During this session, the instructor will identify and review the four phases of emergency management and the nine principles for a successful crisis communications strategy. The majority of session time will be spent on discussing how the nine communications principles apply during the mitigation, preparedness, response, and recovery phases of emergency management. The instructor is encouraged to allow 5 to 10 minutes at the end of the session to complete the modified experiential learning cycle through class discussion for the material covered in this session.


Readings: 

Student Reading:

Chapter 4 – Application of Communications Principles to Four Phases of Emergency Management. Haddow, George and Kim Haddow. 2008. Disaster Communications in a Changing Media World. Butterworth Heinemann. Burlington, MA. November 2008. (ISBN 978-185615548)
Instructor Reading:

Chapter 4 – Application of Communications Principles to Four Phases of Emergency Management. Haddow, George and Kim Haddow. 2008. Disaster Communications in a Changing Media World. Butterworth Heinemann. Burlington, MA. November 2008. (ISBN 978-185615548)

General Requirements:

Provide lectures on the module content, and facilitate class discussions that expand upon the course content using the personal knowledge and experience of the instructor and students.

Objective 17.1: Review the four phases of emergency management and the nine communications principles
Requirements:

Lead a review of the four phases of emergency management and the nine communications principles discussed in Session 16. This review will lead into the discussion of how the nine principles are applied to the mitigation, preparedness, response, and recovery phases of emergency management in sections that follow. Facilitate a discussion about students’ impressions of communications activities in these four phases.  
Remarks:

I. Emergency management is comprised of four phases: mitigation, preparedness, response, and recovery. (See Slide 17-3)  

A. These phases are best seen as a continuum where actions taken in any single phase are apt to carry over to and have implications for the next phase and beyond.  

B. Each phase feeds the next, and they are all interdependent. 

II. Mitigation is defined as taking sustained actions to reduce the impacts of future disasters.

III. Preparedness is defined as taking action before a disaster strikes to better cope with the impacts of a disaster.

IV. Response occurs in the immediate aftermath of a disaster and includes those actions taken to save lives and property and to restore order.

V. Recovery entails helping individuals and communities to return normal.

VI. Ask the students: What is the difference between mitigation and preparedness? (Answer: Mitigation actions help reduce disaster impacts, and preparedness actions help individuals and communities cope with the impacts of disasters.)
VII. Ask the students: When does the response phase end and the recovery phase begin? (Answer: The response phase begins immediately after a disaster strikes, and the recovery phase begins seamlessly within days of the response phase beginning. The transition phase may take longer in major catastrophic events, especially if an evacuation is ordered.) 

VIII. Effective communications, based on the principles discussed in Session 16
(See Slide 17-4), is a critical element in all four phases of emergency management.

A. Communications Principles

1. Focus on the needs of your customers.
2. Make a commitment to effective communications.
3. Make communications an integral part of all planning and operations.
4. Be transparent in your communications.
5. Ensure that your information is accurate.
6. Release information in a timely manner.
7. Make yourself, your staff and others, where appropriate, available and accessible.
8. Create an emotional connection with your audience.
9. Build a partnership with the media and the “first informer” community.
IX. While the types of information to be communicated and the means for collecting, analyzing, and sharing this information may vary to some degree from one phase to the other, the basic principles of focusing on customer needs, leadership commitment to communications, and including communications in all planning and operations cross all phases.  
X. The timing and the delivery of the information may vary between mitigation and response, but the need for the delivery of timely and accurate information that individuals and communities can act on is constant.  
XI. Also constant are many of the mechanisms used to deliver these messages including television, radio, print, the Internet, and “new media.
XII. Ask the students: In your experience, during which of the four phases of emergency management—mitigation, preparedness, response, and recovery—have you received the most information from emergency officials?

Objective 17.2: Discuss communicating mitigation messages (See Slide 17-5)
Requirements:

Lead a discussion focused on how to communicate mitigation actions and activities. Topic areas to be covered include timing of mitigation messages; building community mitigation programs; marketing mitigation; media partnership; and components of a mitigation communications strategy. Conduct a class exercise.
Remarks:
I. It is generally accepted that hazard mitigation planning and actions take place prior to the next disaster. 
II. Certainly this is the goal of all hazard mitigation programs—to reduce the impacts in terms of loss of life, injuries, and damage to property, infrastructure, the economy, and environmental resources caused by future disasters.  
III. However, many mitigation programs are planned and implemented after a disaster strikes.  
A. FEMA’s largest hazard mitigation program, the Hazard Mitigation Grant program (HMGP), is funded by money from FEMA’s Disaster Relief Fund that can only be spent after a disaster strikes.  

B. FEMA did not have authority to spend funds on pre-disaster mitigation until the passage of the Disaster Mitigation Act of 2000.  
IV. Bottom line, communicating mitigation messages can occur both pre- and post-disaster, and mitigation communications plans must be able to function in both scenarios.
V. Ask the students: When do you think the public is most receptive to hearing mitigation messages—before the next disaster strikes or after a disaster strikes? Why? 


Supplemental Considerations:

Talking Hazard Mitigation

By John Copenhaver

As the Regional Director of FEMA’s eight-state Southeast Region, my experiences with the media were primarily with local radio and television stations. These experiences could typically be divided into two main categories: first, carefully planned encounters during which I conveyed one or two messages previously agreed upon by FEMA’s Public Affairs group and our executive team, and second, disaster-related appearances. The first category included radio and television interviews that had typically been set up through my Regional Public Affairs Office, and in which I was asked questions pertaining to a central “theme.” 
Examples of these “theme” interviews included those done at the start of a new hurricane season (e.g. the National Hurricane Center’s “Hurricane Hunter Media Tour” with the NHC’s Director), interviews about grants FEMA was authorizing to address specific threat categories (such as those helping to purchase weather-alert radios for schools and senior-care facilities), and interviews about programs administered by FEMA like flood insurance or Project Impact, a trailblazing program designed to help communities lessen the potential impacts of future disasters. 
In these interviews, the questions were typically structured to give me opportunities to highlight positive actions being taken by FEMA and its local, state and federal partners to strengthen American communities against catastrophes; as a result, these pieces tended to be broadcast in the “local news” segments of local media outlets. The interviewers were upbeat, rarely asked “hard” questions, and used “live-to-tape” formats for television spots (actual “live” interviews for this sort of piece were mostly conducted on radio shows).

Source: John Copenhaver is currently the President and CEO of DRI International, a business continuity planner certification organization, and he has served as FEMA Region IV Director from 1997–2001.

VI. The focus of hazard mitigation programs is to prompt action by decision-makers—homeowners, small business owners, community leaders—to take action to reduce future disaster impacts.  

VII. Developing a hazard mitigation program involves four steps: (See Slide 17-6)
A. Establish a community partnership that involves all members of the community in developing a community-based hazard mitigation plan.
B. Identify the community risks (i.e., floods, hurricanes, earthquakes, etc.).
C. Identify potential mitigation actions to address these risks and develop a prioritized plan.
D. Generate the funding, and political and public support needed to implement the plan.
VIII. Ask the students to describe those mitigation messages they have received in the past through any medium.
IX. Marketing–Building support for the community mitigation plan will require a form of communications commonly referred to as marketing.  

X. This requires approaching the media to educate them about mitigation and the community mitigation plan and to provide information that the media can transmit to the public.  

XI. Project Impact Case Study 

A. In the 1990s, FEMA created Project Impact: Building Disaster Resistant Communities, a nationwide community-based mitigation initiative.  

B. The goal of the initiative was to provide communities with seed money and technical assistance to develop and implement local hazard mitigation programs.  

C. FEMA designed and implemented an aggressive public affairs effort to promote Project Impact among the public; the media; and local, State, and Federal elected officials. (See Slide 17-6)

D. FEMA’s promotion of Project Impact provides an excellent example of how to sell disaster mitigation programs to the public. 
E. The FEMA Public Affairs Team: 
1. Engaged and involved the public and explained the program in terms they could understand and value; 
2. Partnered with the media to get its message out; and 
3. Made effective use of policy windows.
F. The Communications Team’s first challenge was to frame the program in terms that the public could understand. 
1. Although the program was a mitigation initiative, the team wanted to move away from emergency management jargon and describe the program in a manner with which the public would be more familiar. 
2. The slogan “put FEMA out of business” was developed. 
3. The term mitigation was replaced with disaster-resistant, and then prevention, and finally, risk reduction. 
4. The slogans “prevention pays” and “prevention power” were used to reinforce the message.

G. A public affairs campaign was launched, both at the grassroots levels within target communities and through the print and television media when possible. 
H. The communications model employed was based on the following guidelines: (See Slide 17-8)
1. Keep the message simple and understandable. Literature was developed at the fourth-grade level. A “three little pigs’ analogy” was used to help explain the difference between preparedness and prevention.
2. Stick to the message or point. Spokespeople used a “remember three things” tactic, whereby three main points are repeatedly mentioned in straight, clear language. Also, the Project Impact pamphlet was reduced to one page, containing five simple prevention tips.
3. Explain what’s in it for the public. The selling point to the public was that Project Impact would result in fewer losses from future disasters.
4. Educate the media on mitigation. A media partner guide was developed to help Project Impact proponents explain to the media why mitigation is a story, why it’s important, and how the media could help spread the message.
5. Involve partners. The Salvation Army and Red Cross were solicited as partners in promoting Project Impact.
6. You are the message. Project Impact hats and T-shirts were provided to team members.

I. From a media standpoint, articles were placed in the USA Today Op/Ed section and Parade magazine, and Al Roker of the Today Show did a spot on Project Impact. (See Slide 17-9)
J. The team also took advantage of policy windows by sneaking prevention messages into interviews during major disaster operations. (See Slide 17-10)
1. FEMA spokespeople promoted Project Impact in interviews during Hurricanes Irene and Floyd. 
2. An animated video on mitigation steps was provided to the networks and displayed during the interviews. 
3. Pre-prepared press releases on how people could rebuild better for the future were provided to the media.
Source: Interview with Kim Fuller, October 2001
K. Ask the students: 


Supplemental Considerations:

Another good example of marketing mitigation is the Living Rivers Project in Napa, California. The community of Napa spent 2 years hammering out a 20-year plan to reduce flooding from the Napa River. The final step before implementation of the plan was to create a local funding source that could be used to match Federal and State government and private-sector funds to finance the plan.  

Community leaders working with business, environmental, and other community groups decided on a ½-cent sales tax increase as the best means for providing that local funding source. Increasing the sales tax required a referendum be passed by two-thirds of all voters casting a ballot.  

A marketing and communications plan was developed that included providing the public with easily understandable information on what mitigation projects would be funded, what the results would be in terms of reduced flood impacts in the future, and what this would mean to the economy and environment in the Napa River Valley.  

A variety of printed materials were developed and distributed, media interviews were conducted with elected and appointed officials, and news articles were generated, analyzing the plan and its project benefits. The voters passed the referendum and the plan was implemented.  

Today, nearly 12 years later, flooding impacts have been significantly reduced, sensitive environmental areas have been enhanced and preserved, and the local economy has seen a boom in investments in tourism-related projects.

 
XII. Components of a Communications Strategy for Mitigation include: (See Slide 17-11)
A. Include communications staff in the design of the mitigation program and inform how the program will be promoted.
B. Archive all information concerning the mitigation program and make it accessible to the public, the media, and decision-makers through a variety of mechanisms including reports, brochures, and the Internet.
C. Identify audiences and collect data to help shape messages promoting the mitigation program including measuring their current level of understanding of their risks and what the mitigation program can do to reduce their risks, what the benefits of the mitigation program mean to them, and how best to communicate mitigation messages to them.
D. Craft messages that will connect with the target audiences using the program information and audience data collected.
E. Employ an array of communications mechanisms in a coordinated way to deliver your messages to your targeted audiences including:

1. Town hall meetings and workshops—work with Community-Based Organizations (CBOs) to schedule special meetings or to be included in the agenda for a regular meeting to present your program.
2. Television, radio, and print interviews—reach out to these traditional media to schedule interviews with program leaders and experts to discuss your mitigation program and to refer your targeted audience to additional information and activities listed on your website and printed materials.
3. Internet and printed materials—develop a full set of materials concerning your mitigation program and how individuals and groups can become involved; search engines and promotional activities in other media will drive your audience to these materials.
4. Paid advertising—if you have funds available, produce and place television, radio, or print ads (may also consider pop-up ads on the Internet) with local media outlets promoting the program and referring the audience to Internet and printed materials. Recent public service campaigns have been successful in requesting that media outlets match your media buy so that you are able to double your media buy.
5. Public Service Announcements (PSAs)—request that local media outlets run your ads as a public service with no charge; one problem with this approach is that your PSAs often run at 3a.m. when most of your audience is asleep.
6. Grassroots communications—work with Community-Based Organizations to create neighborhood communications networks that involve local trusted leaders in developing a two-way communications network with these leaders to deliver mitigation and preparedness messages to neighborhood residents prior to the next disaster and work with local emergency officials during and after a disaster to deliver messages from emergency officials on response and recovery activities and programs, and to collect and communicate information on conditions and activities in the neighborhood to emergency officials;

7. Social networking—engage in those social networking websites that appeal to your target audience to communicate your mitigation program messages and to generate action among individuals.

F. Monitor all media-related activities and track the types of media coverage you receive, and update your communications strategy and tactics accordingly.

G. Class Exercise: Have the students cite examples of the nine communications principles presented in Slide 17-4 among the information reviewed and discussed in this section concerning communicating mitigation messages.
 
Objective 17.3: Discuss emergency preparedness communications (See Slide 17-12)
Requirements:

Risk and preparedness messaging is discussed in great detail in Sessions 3–14 of this course. In this section, the instructor will lead a discussion focused on how to communicate two basic preparedness messages: preparing for the next disaster and providing warning information designed to advise the population whether to evacuate or shelter-in-place as the next disaster approaches. Case studies and examples will be reviewed and discussed. Conduct a class exercise.
Remarks:
I. There are two general types of preparedness programs: preparing for the next disaster and providing warning information designed to advise the population whether to evacuate or shelter-in-place as the next disaster approaches.  
II. The purpose is to provide targeted audiences with information that they can use to be better prepared to deal with the next disaster.  

III. Promoting preparedness programs is very similar to promoting hazard mitigation programs.  

IV. Both of these programs are heavily reliant on communicating messages to the general public and to targeted audiences to be successful. (See Slide 17-13)
V. These programs include public awareness and education, training, and exercise elements.  

VI. They are best implemented at the local level but will involve support and participation from State and Federal emergency management operations.  

VII. Designing and implementing a communications strategy to support these types of preparedness programs involves many of the tasks used in promoting a hazard mitigation program including: (See Slide 17-14)
a. Full participation of communications staff in program design and implementation, collection, and presentation of all information.

b. Identification of target audiences.
c. Message development.
d. Use of a broad range of communications mechanisms.
e. Monitoring and updating communications strategies and tactics.  

VIII. Ask the students to list examples of preparedness messages. What makes these messages different from mitigation messages?
IX. Case Study: Promoting Disaster Preparedness through the American Red Cross (See Slide 17-15)
a. Many people nationwide look to the Red Cross as a trusted source of safety information.  
b. However, in the mid-80s, while there was eagerness from local Red Cross representatives to share disaster preparedness advice, there wasn’t much reliable or consistent information available for them to use.  
c. Many Red Cross chapters developed their own educational materials in the form of flyers, brochures, and even coloring books.

d. That was all well and good, except when you compared them side-by-side. One brochure would advise to stand in a doorway during an earthquake, with an illustration that was factually inaccurate. Another would say never to use a doorway, but then didn’t say what to do instead.  
e. The lists of “don’ts” far exceeded the lists of “do’s.”    
f. Photos of disaster damage prevailed, with no illustrations of the appropriate action to take–so there was a lot of “don’t let this happen to you” messaging. (See Slide 17-16)
g. The situation was that most preparedness education in the ‘80s was based on folklore–that is, information that was believed to be correct, but not scientifically tested or based on research.  
h. There was no recognition of the field of “Risk Communication” and the effects of human perception of risk on learning and behavior.

i. To exacerbate the problem, Federal agencies were doing the same thing. The National Weather Service, FEMA, and the USGS all published lots of stuff, yet when compared with each other, they reflected the folklore of the times, and not necessarily the science or research depicting appropriate behaviors or practices.  
j. I’ll never forget the arguments I had with colleagues at the National Weather Service over a film about flooding that showed a dramatic rescue of a man entering his submerging car during the rescue to retrieve a book. Or an internal argument about the cover of a Red Cross annual report, showing a man standing in waist-deep flood waters holding a baby wrapped in a plastic bag. What kind of messages are given here?

k. That’s when it became most inspiring to be working with the Red Cross in this field. We gathered colleagues from Federal agencies and national non-profits to challenge the question, “what are we saying, and how do we know it’s right?” Thus was born the concept of the National Disaster Education Coalition and ultimately its “Talking About Disasters: Guide for Standard Messages.” (See Slide 17-17)
l. Using that compendium of reviewed, vetted, and grounded disaster advice, the Red Cross began anew its dissemination of nationally produced but localizable disaster education approaches.  
m. More than brochures or videos, a culture of “educating the educators” grew into an internationally recognized program of activities.

n. At its heyday in the ‘90s and early 2000s, the Red Cross, together with many other organizations and agencies, jointly produced educational materials and disseminated them to audiences each organization could reach effectively.  
o. And, with the Internet becoming so accessible by the public, electronic delivery became commonplace.   
p. Best of all, the messages in jointly produced materials were consistent, accurate, and appropriately worded for risk-based communications.
q. As is typical with large organizations, initiatives tend to work on broad cycles. I have seen historical documents co-branded with the Red Cross and the Weather Bureau dated in the 1940s. I also have seen co-branded materials dated in the late 60s and early 70s between Red Cross and the then-Office of Civil Defense (predecessor to FEMA). (See Slide 17-18)
r. Since 2004, the effort to co-brand and jointly disseminate information seems to have declined. There appears to be more variability and inconsistency of disaster preparedness information available via the Internet.  
s. As people shop around for information, they are more inclined to accept disaster preparedness advice from what their search engine produces, regardless of the source—especially if the advice is simple and doesn’t impose a burden on time or cost on recommended action—even if the advice is incorrect.  
t. That’s because most people still don’t want to think anything bad can happen, and, if it does, there isn’t much they can do.

u. But take heart. The “Talking Guide” remains available. Research on accurate messaging is still being done. The field of Risk Communication is growing in interest and support.  
v. We need to strive to “get it right” and make sure that what we’re saying is appropriate for the audience, accurate (regarding the research), and delivered using methods that reach those who are most vulnerable to disaster (which isn’t necessarily using the Internet, e-mail, or texting.) 
Source: Rocky Lopes is the former Manager of Community Disaster Education at the American Red Cross and currently serves as Manager, Homeland Security at the National Association of Counties.

w. Ask the students: Why is information informing an individual what “to do” more valuable than information informing an individual what “not to do”?
x. Ask the students: Do you think scare tactics work as a motivator for individuals to become prepared? Why?


Supplemental Considerations:

Case Study: FEMA for Kids
By Holly Harrington
In 1996, the Federal Emergency Management Agency’s credibility was soaring under Director James Lee Witt, who, among other accomplishments, was trying new ways to communicate preparedness and mitigation information to the public. The agency’s Web site had already been revamped and visits were climbing. In fall, 1996, FEMA decided to reach out specifically to children via the Web. The reasons were two-fold: 

· Children were victims of disasters and information could help them protect themselves; and

· Children were great conduits of information to parents who often are uninterested in preparedness or mitigation.

I was new to FEMA’s Office of Public Affairs and given this creative opportunity. Even better – I was given near full autonomy to create the site as I wished. Eventually, FEMA for Kids became one of the first federal government sites aimed at – and speaking directly to -- school-age children. 

We began with a few basics:

· We were targeting third through sixth graders, although we would later find our demographics included much younger children, and teens and adults.

· The site would be as “cool” as possible.

· It would be a safe place where parents would let their children surf without supervision.

· There would be much interaction and learning disguised as fun to keep children on the site.

· A Teachers/Parents section would be secondary so children saw the site as their own.

· A “What’s Happening Now?” section would link to current disasters and FEMA’s actions.

I developed a mock-up of the site, and a Web contractor created the edgy graphics and bright colors that remain the mainstay of the site more than a decade later. The initial games were basic and included a coloring book and an activities list for those wanting to become a “Disaster Action Kid.” Over time, we were able to create more sophisticated games – all with a disaster-related theme or message. 

The site was tested with students who wandered through the sections while we watched and asked questions. They were very positive. A small informal team of teachers also reviewed the site before its debut. FEMA for Kids was immediately successful and the number of hits climbed rapidly, due both to word-of-mouth and FEMA public relations efforts.

As a new way to present the material, I eventually wrote two storybooks. The first, “Julia and Robbie: The Disaster Twins,” included chapters on various natural disasters the twins encountered, with preparedness and mitigation messages subtly – or not so subtly – included. The book was aimed at third/fourth graders and could be downloaded; print versions were also available. Some 250,000 copies were eventually disseminated. Teachers then asked for material suitable for younger children, and I wrote “Herman, PIC, and the Disaster Proof Shell.” For kindergarten through first graders, this book was also available online and in hardcopy. Herman, the hermit crab whose shell kept getting damaged by natural disasters, later became the site’s mascot.

The site always had an e-mail function, which visitors didn’t hesitate to use. E-mails often led to new content. In one case, an e-mail prompted specific guidance during a media conference. A young girl had written that she was frightened about the four hurricanes churning in the Atlantic at that time. Her parents, she wrote, wouldn’t talk about them and she feared for her life. FEMA was tracking the precedent-setting number of brewing hurricanes and I crafted material for Director Witt to discuss with the media about how parents should talk to their children about disasters. It was a good example of a “feedback loop” often missing in public communication.

Over time, we added pop-up facts, audio, new games and photographs, a section for those around kindergarten age and online safety rules. After 9/11, teachers told me they needed help   talking to their students about the attacks. Writing the “National Security Emergencies” section for FEMA for Kids was difficult, as I tried to balance sensitivity with information suitable for the age group. I also wrote a chapter for the disaster twins book about an emergency drill at the school, which included ways to respond to various terrorism scenarios. In addition, we added a heroes of 9/11 section highlighting the work of FEMA search and rescue teams. 

The site has stood the test of time and still does its job educating elementary-age children about disaster preparedness, response and mitigation – with the help of Herman the hermit crab, flashy colors and those still-edgy graphics.
Holly Harrington is the Special Assistant to the Director in the Office of Public Affairs at the U.S. Nuclear Regulatory Commission and an adjunct professor of communication at Trinity University, in Washington, DC.

X. Communicating warning and evacuation messages is also part of disaster preparedness and leads directly into the response phase of a disaster. 
(See Slide 17-19)

XI. Informing the public of a pending disaster event such as a tornado, hurricane, flood, or wildfire involves matching information about a specific disaster event with easily understood and familiar terms that are related to how individuals should act, and delivering those messages to the public in a comprehensive manner. 

XII. Trusted messengers are essential to providing effective disaster warning and evacuation information.

XIII. Severe weather watches and warnings definitions are presented in the following Supplemental Considerations.


Supplemental Considerations:

SEVERE WEATHER WATCHES AND WARNINGS DEFINITIONS

Flood Watch: High flow or overflow of water from a river is possible in the given time period. It can also apply to heavy runoff or drainage of water into low-lying areas. These watches generally are issued for flooding that is expected to occur at least 6 hours after heavy rains have ended.
Flood Warning: Flooding conditions are actually occurring or are imminent in the warning area.
Flash Flood Watch: Flash flooding is possible in or close to the watch area. Flash Flood Watches generally are issued for flooding that is expected to occur within 6 hours after heavy rains have ended.
Flash Flood Warning: Flash flooding is actually occurring or is imminent in the warning area. It can be issued as a result of torrential rains, a dam failure, or an ice jam.
Tornado Watch: Conditions are conducive to the development of tornadoes in and close to the watch area.
Tornado Warning: A tornado has actually been sighted by spotters or indicated on radar and is occurring or imminent in the warning area.
Severe Thunderstorm Watch: Conditions are conducive to the development of severe thunderstorms in and close to the watch area.
Severe Thunderstorm Warning: A severe thunderstorm has actually been observed by spotters or indicated on radar and is occurring or imminent in the warning area.
Tropical Storm Watch: Tropical storm conditions with sustained winds from 39 to 73mph are possible in the watch area within the next 36 hours.
Tropical Storm Warning: Tropical storm conditions are expected in the warning area within the next 24 hours.
Hurricane Watch: Hurricane conditions (sustained winds greater than 73mph) are possible in the watch area within 36 hours.
Hurricane Warning: Hurricane conditions are expected in the warning area in 24 hours or less.

Source: FEMA, www.fema.gov

XIV. Elements of effective disaster warning and evacuation communications include: (See Slide 17-19)
a. Information Collection—timely and accurate information is the basis for effective disaster warning and evacuation communications.  

i. The National Incident Management System (NIMS) and the Incident Command System (ICS), promoted by FEMA, both recognize the importance of collecting information about an upcoming disaster event.  

ii. Emergency management operations must dedicate staff and resources to collecting information about a disaster event.  

iii. This information can come from a variety of both traditional and new sources.  

1. The traditional sources include first responders, weather forecasters working at NOAA or the National Hurricane Center, and the media and field staff.  

2. New sources include individuals who are witnessing an event unfold and have the means through their cell phone or other device to communicate information in multiple forms including voice, text, photographic, and video.  

iv. Emergency management operations must both solicit such information gathering and be capable to receive and process this information.  

v. Verifying information from the field from any information source can be difficult and, in many cases, time consuming.  

vi. Recruiting and training individuals in your community to become first informers is one way to build trust into the process and more easily verify the information being received.  

vii. Ask the students: Have you ever reported an accident or incident to authorities using your cell phone? Describe what happened and what information you forwarded? How did the authorities verify the information you provided?

b. Information Dissemination—once warning and evacuation information has been received, it must be analyzed to determine a course of action to be taken to protect people from the pending disaster.  (See Slide 17-20)
i. There are two primary courses of action to be considered: evacuation and shelter-in-place.  

1. For tornadoes, the best course of action is often shelter-in-place.  

2. For approaching hurricanes and wildfires, evacuation is likely to be the best option.  

3. For a chemical, biological, or dirty bomb attack, both options might be on the table.  
ii. Once a course of action has been determined, the priority becomes communicating this course of action to the public. As with communicating information concerning pre-disaster preparedness programs, communicating evacuation or shelter-in-place information uses a variety of traditional and new communications mechanisms including:

1. Traditional media (television, radio, and print)—television reaches the largest audience, and both network and cable channels are willing partners in getting evacuation or shelter-in-place messages out to the public. Radio is also effective, especially in areas that have already lost electricity and battery and crank-operated radios remain functional. Both television and radio are capable of getting information immediately to the public. Newspapers are best equipped to provide more detailed information but are not as timely as television and radio.

2. New media (Internet, online news services, bulletin boards, cell phones, PDAs)—the Internet is capable of providing both immediate communications as well as more detailed information much the way a newspaper does. Bulletin boards established by individuals or community groups can get information out to their audience very quickly as well as drive their audience to other information sources. Cell phones and PDAs are becoming popular vehicles for relaying warning, alert, and evacuation/shelter-in-place information to subscribers. 

iii. Ask the students: How do you receive information about activities or plans to do things with friends and family?

c. When issuing alert, warning, and evacuation/shelter-in-place information, emergency officials must consider a number of additional factors:

i. Messengers—individuals are more likely to act on alert, warning, and evacuation/shelter-in-place information if it comes from a trusted elected official and emergency management director. Don’t always have a Public Information Officer (PIO) deliver these messages. Knowledgeable officials with the appropriate credentials and authority are the best messengers to deliver this type of information.

ii. Functional needs populations—consider the difficulties in communicating with special needs populations and plan accordingly. These populations include hearing impaired, cognitive impaired, elderly, children, and the disabled. (See Figure 4.11)

iii. Non-English speakers—acknowledge that there are non-English speakers residing in your community and ensure that information is translated and communicated in their native language.

d. Ask the students: Who do you trust to give you information that you need to make an evacuation decision? Why?

e. Ask the students: Why is it important to ensure that individuals with functional needs clearly understand information concerning evacuation or shelter-in-place? 
H. Class Exercise: Have the students cite examples of the nine communications principles presented in Slide 17-4 among the information reviewed and discussed in this section concerning preparedness messaging.
Objective 17.4: Discuss communicating during a disaster response (See Slide 17-22)

Requirements:

The instructor will lead a discussion focused on how to communicate during the response phase of a disaster. Case studies and examples will be reviewed and discussed. Conduct a class exercise.
Remarks:
I. The primary purpose of communications activities in a disaster response is to provide accurate and timely information to the public.  

II. This information is comprised chiefly of situation reports describing:

a. What has happened and is happening in the aftermath of a disaster event; 

b. What impact the disaster event has had on individuals, the community, and the physical landscape; and 

c. What is being done by the various organizations responding to the disaster to help individuals and communities to get back on their feet.  

III. There are many ways to communicate in a disaster response, and the list of communications options continues to get longer with advances in technology and the growing involvement of individual citizens in reporting on disasters. (See Slide 17-23)
IV. In a disaster response, the traditional media come to the emergency management officials for information and access to the disaster area. Unlike the marketing and promotions activities that characterize communications concerning hazard mitigation and preparedness programs, communications work in disaster response is about working in partnership with a very interested media to get accurate and timely information to the public.  
V. In recent years, beginning primarily with the 2004 Asian Tsunami, individual citizens have been playing a larger role in providing first-person accounts of disaster events coupled with photographs and video shot by them using their cell phones or digital cameras.  
VI. In addition, community-based neighborhood communications networks, established through partnerships with Community-Based Organizations to promote hazard mitigation and preparedness programming and activities, can be very useful in communicating information through trusted community leaders to their neighbors but also in collecting valuable information about conditions on the ground in neighborhoods struck by the disaster.  
VII. In summary, working with the traditional media outlets, the new media of first informers, and neighborhood communications networks should be the focus of Public Information Officers during a disaster response.

VIII. Ask the students to cite examples in their everyday lives of where they receive information about a specific event or activity from multiple sources. Cite the information sources.
IX. In order to maximize your communications in a disaster response, emergency management operations should:
a. Develop an emergency communications plan—developing a written communications plan is critical to communicating effectively during the response phase. Surveys of past disasters indicate that those emergency management agencies that had plans credited the plans for their success in communicating during the response, and those who did not wished they had a plan. (See Supplemental Considerations) Details on how to develop a communications plan will be provided in Session 21.
b. Collect and analyze information—this is the first and most important aspect of your communications efforts during a disaster response.
(See Slide 17-24)
i. Timeliness and accuracy are the keys. Emergency management organizations should have protocols and trained staff in place prior to a disaster striking for collecting damage assessment and other information in the immediate aftermath of a disaster event. This information should be analyzed to identify and prioritize needs and then forwarded to decision-makers to apply appropriate resources to address the identified needs.  
ii. In a major disaster event involving all three levels of government—Voluntary Organizations Active in Disasters (VOADs), Non-Governmental Organizations (NGOs), and the private sector and other groups—there will be numerous potential sources of information. For example, the American Red Cross traditionally has conducted preliminary damage assessments to home and businesses and is the primary source for data on individuals in shelters and their needs.  
iii. A system must be put in place to collect information and data from all potential sources including from first informers and neighborhood communications networks. 
iv. Ask the students: In what ways can information collected from a disaster zone by any of the sources discussed be verified? 

c. Disseminate the information—sharing timely and accurate information with the public, the media, partners, and stakeholders is the goal of disaster response communications. There are numerous means for doing so including: (See Slide 17-25)
i. Regular media briefings—establish a schedule of regular briefings as soon as possible in the aftermath of a disaster event. This is one of the best ways to ensure that information is presented to the widest media audience and through the media to the public. These briefings could occur one to three times a day depending on the size of the event and flow of information coming into the Information Collection Unit. In scheduling these regular briefings, Public Affairs Officers should be cognizant of the deadlines of the traditional media and plan accordingly.

ii. Involve leadership in media briefings—the leaders of the emergency management agency responding to a disaster should serve as the primary source of information for the media and the public. This person must be the lead briefer during the regular media briefings and in effect become the human face of the disaster response efforts. On occasion, this role may be shared among leaders of responding agencies in a major disaster.  
1. In the aftermath of the Northridge earthquake, California Office of Emergency Services Director Dick Andrews and FEMA Director James Lee Witt held two briefings each day for several weeks. The recurring themes of these briefings were: 
a. This is what we did yesterday. 
b. This is what we are doing today. 
c. This is what we hope to do tomorrow.  
2. The constant flow of information coming from high-ranking, credentialed officials served not only to establish the scope and size of the disaster and what was being done to address the needs of the individual and community victims but also to provide assurance to the public that the government and its partners were fully engaged in the response and that everything that could be done was being done to help.  
a. Elected officials may also assume this role as was the case with Mayor Rudy Giuliani during the response to the September 11 attacks; Governor Frank Keating after the Oklahoma City Bombing in 2005; and Florida Governor Jeb Bush during the spate of four major hurricanes striking Florida in 2004.  
b. Officials from agencies other than emergency management may assume this role as Montgomery County (Maryland) Chief of Police Charles Moose did during the 2002 Washington, DC, sniper crisis. 
3. There are times these briefings could be handled by a high-ranking Public Affairs Officer, but the primary spokesperson at these briefings, especially in the beginning of the disaster response, should be the leaders who are in charge of the response efforts. 

4. Ask the students to name the public official that they identify with a recent disaster event in their hometown. Identify what organization this person worked for and his/her title.

d. Make your response staff available to the media—leadership and Public Affairs Officers are the primary spokespersons for a response effort, but on occasion it will be necessary for you to make available to the media members of your staff involved in specific aspects of the disaster response.  
i. Their role should be to provide information about the activities they and their staff are engaged in as part of the response. They should not talk about the work of other parts of your organization or the work of other government, non-governmental, and private-sector groups involved in the response.  
ii. Your staff should receive media training and should be comfortable talking with the media. Public Affairs Officers should work with designated staff to prepare for and conduct media interviews and briefings.

e. Provide media with images and words they need to communicate your information—television is a visual media and radio is dependent on sound bytes and actualities; newspapers require photos and words; and the Internet uses all of these features. (See Slide 17-27)
i. Help these various media outlets to secure the images, words, and sound bites they need to get your information out to the public. 

ii. Provide access to the disaster site for photographers and video cameras. If access to the disaster site must be limited for security or other reasons, use your own staff to shoot photos and video to provide to the media.  
1. The first photos and video from Ground Zero in New York City after the September 11 attacks were shot by camera operators working for FEMA.  
iii. Provide concise and up-to-date situation reports to the media.  
iv. Provide leaders and staff to be interviewed in briefings or one-on-one.  
v. Become the source for accurate facts and statistics concerning the impact of the disaster (i.e., deaths, injuries, property damage, destruction of infrastructure, etc.) and what is being done to help people (i.e., provision of food, water, and shelter; resumption of utilities; provision of emergency childcare, emergency health care, etc.). 

vi. Ask the students: If you were a reporter, what information would you want to get from the responding agency? In what format (i.e., video, audio, print, Internet?)
f. Respond to media inquiries—rumors and misinformation abound in a disaster response. Responding quickly with accurate information to counter rumors and misinformation is critical to maintaining the credibility of the response effort. (See Slide 17-28)
i. Often it is the media that brings rumors and misinformation to the attention of the response team. Public Information Officers must be trained to treat these inquiries seriously and to take action immediately to respond.  
ii. The basic communications principles apply here—don’t lie and don’t talk about what you don’t know. Work with the response staff to determine the truth and relay that information to the media. 
iii. Ask the students: What do you think would happen if an emergency official lied to the media during a disaster response? Cite examples of past large disasters where you think an emergency official lied to the media.

g. Work with the new media—first informers, bloggers, bulletin boards, Facebook, YouTube, and Twitter are becoming credible sources of information during a disaster response and are attracting a growing audience. Public Information Officers should work to build a partnership with the new media and help to meet their information needs. Ultimately, the new media is another mechanism for communicating timely and accurate information to the public. (See Slide 17-29)
i. Ask the students: How many hours a day/week do you spend on new media sites?

h. Monitor the media—someone should be designated to monitor how the media is reporting on the disaster and the disaster response.
(See Slide 17-30)
i. Taping television and radio programs and reviewing them on a regular basis is one way to monitor these media outlets.  
ii. Reading newspaper accounts and tracking information on the Internet is another.  
iii. Staff should regularly check what is being said on blogs and bulletin boards.  
iv. When problems are identified, Public Information Officers should reach out and work the media outlet in question to correct the problem.
v. Ask the students: How many of you have posted comments on a new media site in the past week? Ever?
i. Media training—as noted earlier, any official whose job includes talking to the media should receive media training. This training should be done prior to the next disaster and could be conducted by the staff Public Information Officer or by outside professional media trainers. The training will help make officials more comfortable in talking to the media and help them to shape their messages so that they are easily understood and consistent. (See Slide 17-31)
j. Ask the students: Have any of you been interviewed by a reporter? Did you think you did a good job? Could you have used media training to do better?
X. Class Exercise: Have the students cite examples of the nine communications principles presented in Slide 17-4 among the information reviewed and discussed in this section concerning communicating during the response phase.

 
Supplemental Considerations:

Communicating During Emergencies

Communicating with the public is one of the critical tasks facing emergency management agencies (EMAs). Reaching the widest possible audience with the most up-to-date, credible information can save lives and property, reduce public fears and anxiety, and maintain the public’s trust in the integrity of government officials.

We recently conducted a survey of how EMA communicators had fared during a number of national disasters and terrorist attacks. Our concern about the adequacy of EMA communications planning has been heightened by a striking change in the intensity of media coverage. In describing their work with the press, our respondents used imagery very much like that they applied to the emergency event itself. They found themselves swamped by a veritable “tidal wave” of reporters almost literally beating down their doors.

In this article we review the findings of our survey and interviews, and lay out the principal suggestions we received from a cross-section of EMAs on putting the personnel and infrastructure in place to execute robust, flexible communications plans. 

Methodology

This article is based on responses to a questionnaire which we received from communicators involved in the following recent natural disasters or terrorist attack, including interviews in most cases with the principal spokesperson involved: 

· Tropical Storm Allison, Harris County Texas, Office of Emergency Management, Mayor’s Office, June 5-10, 2001 

· The Hayman forest fire, Colorado, Public Affairs, U.S. Forest Service, Rocky Mountain Region, summer 2000

· Attack on the Pentagon, northern Virginia, Office of the Assistant Secretary of Public Affairs and Media Relations, U.S. Department of Defense, September 11, 2001

· Attack on the Pentagon, northern Virginia, Capitol Police, September 11, 2001

· Sniper attacks, Washington, D.C. metro area, Media Services, Montgomery County Police Department, fall 2002

· Anthrax attack on Hart Senate Office Building, Washington, DC, October, 2001

· Anthrax attacks, Office of Communications, Division of Media Relations, Centers for Disease Control and Prevention, fall 2001

· F4 level tornado, La Plata, Maryland, Maryland Emergency Management Agency, April 28, 2002

Planning
Creating a communications plan on the fly during a crisis is an extremely daunting task. The absence of a plan virtually guarantees that communicators will not be able to reach the public as effectively as they would if they had a plan in place. 

Producing a workable written plan is inherently an agency-by-agency process, contingent on available personnel, budget limitations, etc. By soliciting critical review of the plan from all the affected participants—the public, the press- other government agencies—EMAs  have the opportunity to produce the best possible plan under the circumstances.

Some of the EMAs we talked with had highly elaborate communications plans. But regardless of length, they all agreed that their plans made them more effective during emergencies. And the EMAs who had been through a trial by fire without a written communications plan were equally adamant about putting such a plan in place as soon as possible.

Source: The Australian Journal of Emergency Management, Vol. 19 No 2. May 2004, http://www.ema.gov.au/agd/ema/rwpattach.nsf/viewasattachmentPersonal/D2E92526C776295CCA256EB6001B5A87/$file/AJEM%2003-07%20May04web-2.pdf

Objective 17.5: Discuss communicating during the recovery phase (See Slide 17-32)

Requirements:

The instructor will lead a discussion focused on how to communicate during the recovery phase of a disaster. Conduct a class exercise.

Remarks:
I. The focus of communications efforts in the recovery phase of a disaster is on providing timely information about the types of relief assistance available to the individuals and communities victimized by the disaster and how they can access this assistance.  
II. Recovery assistance comes in a variety of forms including government programs, private-sector donations, and help from voluntary and community organizations with roles in the recovery.  
III. At this point in the disaster, the attention of the traditional, mainstream media is beginning to wane so communications work in the recovery phase is as much about marketing as it is about responding to media inquiries and interest.
IV. The incidence of rumors and misinformation actually increases in the recovery phase as more organizations and groups become involved and accurate information about relief programs can be difficult to obtain.  
V. An effective communications strategy for communicating accurate and timely information about what public and private relief assistance is available and how to apply for it is critical to mitigating the rumors and misinformation that surface.
VI. Elements of an effective communications effort in the recovery phase include: (See Slide 17-33)
a. Information Clearinghouse—there are any number of governmental, non-governmental, volunteer, non-profit, and private-sector organizations involved in disaster recovery.  
i. The bigger the disaster, the larger the number of these organizations involved.  
ii. The amount of information individuals and communities impacted by a disaster need to apply and receive disaster relief can be staggering.  
iii. FEMA and its State and local government partners have tried one-stop shopping in FEMA Disaster Recovery Centers with some measure of success.  
iv. However, with many people getting their information primarily from the Internet, it is important that a Recovery Information Clearinghouse is designated to collect information from all groups offering relief assistance.  
v. This type of operation will require extensive pre-disaster planning, but, once established, should be able to handle information available pre-disaster as well as any new information made available in the recovery phase.  
vi. Consideration should be given to establishing a Hotline (combination telephone number, e-mail address, and Facebook page) that individuals can use to get questions answered or to solicit information.

vii. Ask the students: If you were a disaster survivor, what types of information would you need to help you to recover?
b. Communicating recovery information—as with the other phases of emergency management, there are numerous mechanisms available to communicate recovery phase information including: (See Slide 17-34)
i. Television and radio—used primarily to encourage individuals to apply for assistance, to announce new programs as they come on line, and to guide people to more detailed information sources on the Internet, in printed materials, and in newspapers. Regular updates should be conducted by recovery leaders on the progress of the recovery and to reassure disaster survivors that they will receive help.

ii. Internet and newspapers—source of detailed information concerning relief programs and how to apply.  

iii. New media—you should make information available to bloggers, bulletin boards, and ListServs on the Internet. These mechanisms are often self-started and, if kept properly informed, can help get information about recovery programs to select audiences. Establish a Facebook page and explore using Twitter.
iv. Neighborhood Communications Networks—get recovery information to trusted community leaders who will share this information directly with neighbors and can facilitate getting neighbors’ questions answered by recovery officials.

v. Community Relations Teams—FEMA has been using trained Community Relations staff to go door-to-door in targeted neighborhoods to talk directly to residents to encourage them to apply for assistance and to explain how recovery programs work and can help them. Even in a small disaster where FEMA is not involved, it may make sense for local emergency management staff to go door-to-door in those neighborhoods where traditional media and new media communications do not reach all residents.
vi. Monitor media—keep track of what is being said in all forms of media about recovery efforts and be prepared to react quickly when rumors or misinformation are identified.

vii. Ask the students: What is the first media outlet you check when there has been a disaster event? What is the second and third media outlets you consult?
VII. Class Exercise: Have the students cite examples of the nine communications principles presented in Slide 17-4 among the information reviewed and discussed in this section concerning communicating during the recovery phase.
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