Session No. 12


Course Title: Comparative Emergency Management

Session 12: The Emergency Management Cycle

Time: 1 hr


Objectives:

12.1 Provide an Overview of the Four Phases of Emergency Management


12.2 Describe and Explain the Similarities and Differences that Exist Between Different Cycles Found Throughout the World


Scope:

During this session the instructor will give a broad overview of the lifecycle of an emergency or disaster event, and the corresponding phases of emergency management (namely mitigation, preparedness, response, and recovery).  The instructor will present to students variations on the emergency management model found throughout the world, and explain the reasoning behind such approaches.  Finally, the instructor will lead a discussion on about the defining philosophies of different emergency management systems that exist throughout the world as a factor of the emergency management goals and approach.


Readings: 

Student Reading:

Coppola, Damon P. 2006. Introduction to International Disaster Management. Butterworth Heinemann. Burlington. Pp. 8 (‘Modern Disaster Management: A Four-Phase Approach’).

Instructor Reading:

Coppola, Damon P. 2006. Introduction to International Disaster Management. Butterworth Heinemann. Burlington. Pp. 8 (‘Modern Disaster Management: A Four-Phase Approach’).


General Requirements:

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

It is recommended that the modified experiential learning cycle be completed for objectives 12.1 – 12.2 at the end of the session.


General Supplemental Considerations:

This session provides a general overview of the emergency management functions, each of which forms the basis of one or more of the course sessions that immediately follow.  There is no single agreed-upon list of principle emergency management functions, and even within one government’s many agencies (such as the United States Government, for instance), different terms many be used to mean the same thing at times.  The terms used in this course to categorize these functions in no way endorses them as more ‘correct’ than others.  These functions were used simply because they are the most commonly found in the United States from which students’ perspectives are based.  The session material attempts to compare the terminology to these familiar terms to allow for greater overall student comprehension.


Objective 12.1: 
Provide an Overview of the Four Phases of Emergency Management
Requirements:

Provide a general overview of the various emergency management functions, explaining that each of these functions will be discussed in much greater detail in the sessions that follow.  Facilitate student interactions to expand beyond the lesson material.

Remarks:

I. Emergency management is characterized by a very wide range of actions, equipment, agencies, individuals, and events.


A. However, not all actions are performed at all times, not all stakeholders are involved at all times, and much of the equipment and resources find varying rates of employ as time passes.  


B. The emergency management system, therefore, is by no means a static one.


II. When laypeople think of emergency management, it is often the highly-vivid, tragic, and media-focused disaster events that come to mind.


A. However, emergency management (including the emergency services) is part of a profession that operates on a continuum, not only when disasters occur but also (and often more so) in their absence.  


B. Emergency managers are tasked with addressing a community’s or a country’s hazards prior to, as well as during and after major disaster events.


C. In this regard, emergency management is a practice that has no identifiable beginning or end.  Its operation and the actions involved are therefore cyclical in nature.


III. The focus of emergency management, of course, are the realized emergencies that are managed and the hazards that have the potential to bring about those emergency events.


A. While the most rudimentary emergency management systems are only able to (or designed to) address the effects of an emergency or disaster once they have manifested, most emergency management entities and agencies look beyond such a narrow focus (as will be described in a later session focusing on Governmental Emergency Management Entities).


B. Emergency management that addresses hazards before, during, and after actual disaster events, even in their total absence, is aptly termed “Comprehensive Emergency Management.”  


C. To manage emergencies in a comprehensive manner, responsible agencies must perform a range of actions that are the result of the hazards with which their constituents are faced.


D. Comprehensive emergency management looks at each hazard, and all hazards as a single group, according to what can be considered six distinct phases of an emergency or disaster, namely (See Slide 12-3):


1. Pre-disaster, no disaster impending


2. Pre-disaster, impending disaster (for notice events only, such as hurricanes)


3. Disaster onset, hazard effects ongoing


4. Hazard effects have ceased, ongoing crisis remains


5. Crisis has ceased, longer-term consequences remain


6. Post-disaster, ‘normalcy’ has returned


E. The instructor can Ask the Students to describe a situation that illustrates each of these distinct phases of a disaster.  Students should be encouraged to use a specific hazard, and to describe, for instance, what is happening, and what people are doing.


1. For instance, in Phase 1, “Pre-disaster, no disaster impending”, students could describe a situation where there is a community that lives in the floodplain of a major river, or on the coast, at a time when there is no known hurricane or flood.  While the chance of a disaster or emergency situation is possible at a future time, it is not happening at the moment.


2. In Phase 2, “Pre-disaster, impending disaster,” students can describe the community in the floodplain of a major river at a time when the river is approaching its flood stage, and up-river rains continue.  In the case of the coastal community, students can describe a community in the predicted path of a hurricane that is 2 days from landfall.  In both of these communities, there are no actual ongoing effects from the hazard, but their likelihood has approached certainty due to new information.


F. At each phase in the lifecycle of a disaster event, there is a range of actions that can be performed in order to treat the known hazard.


1. The actions that are performed are not uniform across hazards, nor are they the same or even similar across communities and countries even for the same hazard types.


2. For instance, imagine a community that is at risk for ice storms (See Slide 12-4).


i. One of the effects of ice storms is damage to above-ground power lines.


ii. One community may make an attempt to reduce their risk prior to the onset of a disaster (Phase 1 above) by strengthening the power lines, or by moving them under ground where the effects of the ice storm are irrelevant.


iii. A second community may consider the rebuilding of the power lines a priority immediately following the disaster as the emergency continues in order to restore a critical infrastructure component to the affected population.


iv. Another community may not consider the strengthening or removal of above-ground power lines a priority until after a disaster, and after the emergency has passed, at which point they rebuild the damaged power lines below ground.


v. And yet another community may simply rebuild the damaged power lines above-ground as they were before.


3. The point of this illustration is that the same actions can take place at different points along this sequence of emergency or disaster phases.


i. The exact point in relation to these phases that the actions are conducted is indicative of the purpose of the action.


ii. When conducted prior to the occurrence of a disaster, the purpose is to reduce the likelihood or consequence of the event.  


iii. When conducted during a disaster, the purpose is to provide for the immediate needs of disaster victims.


iv. When conducted in the aftermath of the disaster, the purpose is to rebuild the community and reinstate a return to ‘normal’ community or country societal function.


4. Ask the Students, “Can you think of other examples of actions that could be taken to treat a hazard or its effects before, during, and/or after a hazard?”  The students should be encouraged to also describe the purpose of the action they are describing according to the time when the action was taken.


G. While there is no single agreed-upon terminology for the purpose of actions taken at different points along the lifecycle of an emergency or disaster event, there is agreement that these purposes differ.


1. These purposes, more often called ‘Functions’, are groups of actions classified according to the intent of those performing them.


2. Each country, and often different groups within the individual countries themselves, uses terminology that makes sense according to their mission and operations.


3. In the United States, these groupings have generally included the following four emergency management functions, and the accompanying descriptions (See Slide 12-5):


i. Mitigation

a) Involves reducing or eliminating the likelihood or the consequences of a hazard, or both. 


b) Mitigation seeks to “treat” the hazard such that it impacts society to a lesser degree. 


ii. Preparedness

a) Involves equipping people who may be impacted by a disaster or who may be able to help those impacted with the tools to increase their chance of survival and to minimize their financial and other losses. 


iii. Response

a) Involves taking action to reduce or eliminate the impact of disasters that have occurred or are currently occurring, in order to prevent further suffering, financial loss, or a combination of both. 


b) Relief, a term commonly used in international disaster management, is one component of response. 


iv. Recovery

a) Involves returning victims’ lives back to a normal state following the impact of disaster consequences. 


b) The recovery phase generally begins after the immediate response has ended, and can persist for months or years thereafter.

4. As previously mentioned, there are many other terms that have been created to characterize emergency management actions.  While many of these will be described in Objective 12.2, where examples of emergency management cycles from throughout the world are presented, there are a number of terms that have grown in usage in the United States.  These include:


i. Prevention


a) Prevention is similar to mitigation, in that it seeks to limit the likelihood component of risk.


b) However, prevention is unique in that it attempts to bring the likelihood (or probability as it is also called) risk factor to absolute zero, thereby fully eliminating any possible occurrence of the hazard.


c) Oftentimes, this definition goes even further as to describe absolute mitigation that takes place prior to any initial occurrence of the hazard. 


(a) For instance, imagine a Chemical, Biological, Radiological, Nuclear, or Explosive (CBRNE) terrorist attack.


(b) Countries often do everything they can to mitigate terrorism through a combination of measures including intelligence, police work, hardening of structures, and other means.


(c) The goal of such mitigation actions is not to merely lesson the impacts of a terrorist attacks, but rather to fully prevent any attack from ever happening at all.


(d) The term prevention emerged primarily as a result of the post-September 11th environment where emergency management priorities in the United States placed a much greater emphasis on the intentional hazard of terrorism, for which total prevention was not only a possibility, but also a priority (Blanchard, 2007).


(e) For most natural hazards, full prevention is not an option.  Earthquakes, for instance, would be difficult to prevent. 


d) Ask the students, “Can you think of any other examples of prevention?”  Students should recognize that protection items are unique in that they seek to eliminate hazard likelihood entirely.


ii. Protection


a) Protection, like prevention, is a term that is similar and therefore closely related to mitigation.


b) Protection, however, seeks to limit the consequences of a disaster event.


(a) Protection refers to actions taken under the assumption that hazard will manifest regardless of any actions that are taken to counteract its likelihood.


(b) These actions, therefore, seek to limit the effects of the negative consequences that occur as a result of the event.


(c) For instance, consider actions that are taken in the final moments before an impending hurricane strike.


(i) Building owners and occupants are often instructed to move building contents to higher floors in order to prevent flood damage to those contents, and to shutter windows to limit wind damage.


(ii) These actions assume that the disaster likelihood will not change, but that the disaster effects will be decreased significantly by counteracting the consequences.


(d) Ask the students, “Can you think of any other examples of protection?”  Students should recognize that protection items are unique in that they seek to reduce hazard consequences without or with little regard to the likelihood of their occurrence. 


iii. While both of these terms, Protection and Prevention, could fall under the umbrella definition of Mitigation, they are used because they allow the speaker to emphasize focus on a specific aspect of the agency or individuals goals or objectives.  


a) The term Prevention, for instance, gives the impression that merely minimizing or reducing is not sufficient, but rather full reduction to an absolute zero level of risk is necessary.


5. There are other reasons why different terms are used to describe aspects of these four terms.


i. For instance, the term Planning is often used to reference emergency management actions.


ii. While planning is an action that is conducted in all four of the primary emergency management functions (preparedness, response, recovery, and mitigation), it can be used to describe the sum of actions taken prior to a disaster to ensure that all stakeholders respond accordingly.


iii. In this regard, planning has been widely used in US emergency management operations to describe the function of emergency response planning, that is most closely associated with the preparedness phase prior to the onset of a disaster.


6. Ask the Students, “Are there any other terms commonly used to describe emergency management functions?”  Depending upon students experience and exposure, especially with systems found elsewhere in the world, they may be aware of other terms that are used.   These terms will undoubtedly be variations of the four terms described above (Mitigation, Preparedness, Response, and Recovery.)  The instructor can ask the students to explain the usage of the term and ask the class to comment on the definitions provided.


IV. As previously mentioned, the four principle emergency management functions used to describe the actions performed by domestic emergency management stakeholders are illustrated using a standard emergency management cycle.  An example of the US emergency management cycle is presented in Slide 12-6.   


A. The emergency management cycle is designed to represent that there is no beginning or end to the emergency management process.


B. The only defining point along the cycle is the occurrence of a disaster event.


1. Generally the depiction is that mitigation and preparedness occur prior to a disaster, and response and recovery occur after.


2. While it is clear that a disaster must occur before disaster recover occurs, mitigation, preparedness, can occur at any point, and response can occur either immediately before, during, or after the disaster event strikes.


C. The circular nature of the emergency management cycle is also used to illustrate the aftermath of one disaster is actually the predecessor to the next.  


1. In other words, response can occur before a disaster, if it its associated actions are occurring as a result of a previous event.


2. Ask the students, “What are some recovery actions that could be considered ‘pre-disaster’ in nature?”


i. Recovery that is done with disaster risk reduction in mind are, by definition, pre-disaster actions.


ii. For instance, imagine a neighborhood that is flooded by a river that has overtopped its banks.  


iii. Rather than rebuilding the destroyed homes where they were previously located, the community decides to rebuild elsewhere away from the floodplain.


iv. These recovery actions, considered in light of a subsequent flood, were predisaster recovery actions that influenced the effects of that subsequent flood event.


v. Students may also note that these actions blur the line between recovery and mitigation.  While the actions were taken to bring the community and its population back to normal, they were also taken to reduce flood risk.  That satisfies the definition of both functions equally.


D. The instructor should stress that there is no single ‘correct’ emergency management cycle, and while the version provided is the most common found in the United States, wide disagreement exists concerning how such a “disaster management cycle” should be visualized. 


1. These diagrams are always mere generalizations, and it must always be understood that many exceptions can be identified in each. 


Supplemental Considerations


N/a


Objective 12.2: 
Describe and Explain the Similarities and Differences that Exist Between Different Cycles Found Throughout the World.

Requirements:

Present several examples of emergency management lifecycles that are found in other nations of the world, and which are used by different types of emergency management stakeholders (governmental, NGO, private-sector, international organization, other).  Discuss the reasoning behind the differences that are recognized in each of these examples.  Facilitate student interactions to expand upon the lesson material.

Remarks:

I. The emergency management cycle presented in Objective 12.1 was but one example of a representation of the emergency management functions to be discussed in the group of sessions that follow.


II. Emergency management organizations and entities throughout the world have evolved largely independent of each other (with recent collaboration a contemporary trend that was not typical of the predominant lack of cooperation historically seen).  As such, terminology that is used by each nation and each entity is somewhat unique, and the processes described can often serve a purpose that is also dissimilar to our own.


III. However, these representations can be very telling of the motivations, goals, and objectives of these organizations and entities, and are important in that regard.


IV. For instance, consider the emergency management cycle used to illustrate the operations of the Swedish Civil Contingencies Agency, the national emergency management function of Sweden (See Slide 12-7).


A. In this system, the terminology used to describe the actions taken to manage hazards and the ensuing disasters include:


1. Prevention


2. Preparation


3. Response


4. Recovery


5. Reconstruction


B. Ask the Students, “What, if any, differences exist between the Swedish and American systems?”  


C. The Swedish system defines points along the cycle according to whether they are associated with humanitarian response or capacity development.  Ask the students whether they feel this definition if they agree with this assessment.  The instructor may also wish to ask if the students see any aspect of this distinction that might be confining to the actions grouped into each function, or whether it is merely a matter of semantics.


V. The Australian Government’s international development agency, a major player in international disaster management, describes the disaster management functions as a cycle, but this diagram is not cyclical - rather it utilizes a linear format.  


A. The instructor should show students this diagram found on Slide 12.8.  


B. In this diagram, there are three period of a disaster lifecycle, namely:


1. Normal State


2. Emergency


3. Recovery Period


C. Ask the Students, “Based on the type of work that this agency performs (reconstruction), does this type of lifecycle make more sense?”  Students should be encouraged to add the benefits and weaknesses of such a system, and to compare and contrast the use of such a system to the use of the system used in the United States by government emergency management agencies.


VI. The Swiss government groups that nations emergency management actions under three categories, which comprise what they term “The Cycle of Integrated Risk Management”, namely (See Slide 12-9): 


A. Preparedness

B. Response

C. Recovery


D. However, the Swiss tie these actions directly to the disaster event lifecycle, and expand upon these actions accordingly.  


1. Following the occurrence of a disaster event, the functions of Intervention and Recondition occur.  The purpose of these functions is to limit the extent of damage.


2. After an analysis of the event, Reconstruction occurs, leading to further event analysis.


3. Finally, in the period called “Reducing Vulnerability”, the functions of Prevention and Preparation are performed.


E. Ask the Students, “Do you think that there are any concrete differences between the Swiss system and our own in the United States?  What are the most glaring differences?  What are the greatest similarities?”


Supplemental Considerations

There are many other examples of emergency management, civil protection, and risk management lifecycles that exist throughout the world.  These examples do not have to be limited to the national level.  For instance, Leicestershire (UK) County Council Emergency Phases Cycle can be found online at: http://www.leics.gov.uk/index/emergency_management/emergency_management_publications/newsletter_summer08.htm#tops
Another example would be that of the European Union EU Commission: 

http://acpobservatory.jrc.ec.europa.eu/CrisisResponseandMonitoringforSecurity/tabid/61/Default.aspx
Finally, the New Zealand Emergency Management Planning cycle is available as an example to students: 

http://www.lakesdhb.govt.nz/Article.aspx?Id=721
The instructor can challenge students to search online or elsewhere for different functional illustrations of emergency management systems throughout the world, and to provide a comparison between those systems and that in place in the United States.
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