Session No. 21


Course Title: Comparative Emergency Management

Session 21: Command, Control, Coordination, and Disaster Declarations

Time: 2 hrs


Objectives:

21.1 Describe the Terms Command, Control, and Coordination in the Emergency Management Context


21.2 Present Several Incident Management Systems Used Throughout the World

21.3 Explain How Disaster Declarations Are Made
Scope:

In this session, the Instructor will explain to Students the processes by which emergency management organizations and emergency managers exert command and control over an emergency response and recovery operation, and the mechanisms by which emergency management stakeholder agencies and resources are coordinated.  This session’s lecture will give a general description of these systems rather than provide great detail.  The instructor will also discuss the disaster declaration process.  Examples from both within and outside the United States will be provided to ensure that a comparative perspective is possible.


Readings: 

Student Reading:

Coppola, Damon P. 2006. Introduction to International Disaster Management. Butterworth Heinemann. Burlington. Pp. 279 – 283  (‘Coordination,’ ‘The Incident Command System,’ and ‘The Declaration Process’).


FEMA. N/d. Incident Command System Review Material. FEMA Emergency Management Institute. ICS Resource Center. http://training.fema.gov/EMIWeb/IS/ICSResource/assets/reviewMaterials.pdf 

McCarthy, Francis X. 2009. FEMA’s Disaster Declaration Process: A Primer. Congressional Research Service. CRS Report RL34146.


Instructor Reading:

Coppola, Damon P. 2006. Introduction to International Disaster Management. Butterworth Heinemann. Burlington. Pp. 279 – 283  (‘Coordination,’ ‘The Incident Command System,’ and ‘The Declaration Process’).


FEMA. N/d. Incident Command System Review Material. FEMA Emergency Management Institute. ICS Resource Center. http://training.fema.gov/EMIWeb/IS/ICSResource/assets/reviewMaterials.pdf 

McCarthy, Francis X. 2009. FEMA’s Disaster Declaration Process: A Primer. Congressional Research Service. CRS Report RL34146.


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 21.1 – 21.3 at the end of the session.


General Supplemental Considerations:

N/a


Objective 21.1: Describe the Terms Command, Control, and Coordination in the Emergency Management Context
Requirements:

Provide students with a lecture that explains and clarifies the difference between three key interrelated emergency management terms: Command, Control, and Coordination.  Facilitate classroom discussions to explore student experience and knowledge and to expand upon this lesson material.  

Remarks:

I. Emergency management, as the name suggests, is the discipline concerned with managing hazards, emergencies, and major disaster events.  
A. While it is the goal of emergency managers to reduce the likelihood and consequence components of risk as much as is possible given economic, political, social, and other constraints, there always remains the possibility that a hazard event will occur, resulting in a situation for which a wide range of response resources are required.

B. When a disaster event does occur, the systems that guide the management of resources, organizations, information, and individuals fall outside of what is considered normal or routine, and as such there is great potential for both confusion and a loss of control.

C. It is through the establishment of command, control, and coordination that the emergency manager is able to maintain an effective, consistent response despite what would otherwise be a chaotic situation.  
II. In order to best understand this function, through which incidents are effectively managed, it is necessary to first establish what is meant by the three related key terms, namely: 

A. Command

B. Control 

C. Coordination

III. Command (see slide 21-3) 

A. In the most simple terms, command (defined as a noun) refers to an authority to make someone or something do something.

B. In reference to an emergency or disaster incident, command refers to the authority to make someone or something do something in light of the response requirements that exist.

C. It’s easy to imagine all of the tasks that might be required in the response to a major disaster, such as a flood, earthquake, or terrorist attack.

1. Each of these tasks requires somebody or some agency to perform it.

2. And for each of these tasks to be performed, there has to be somebody to give the order.

3. And for somebody to give the order, there has to exist an established legal (statutory) or regulatory authority that instills the ability to do so.

IV. Control (see slide 21-4)

A. In general use, the term control is similar to command in that it refers to the power to direct or determine, or to manipulate.

B. However, the term has a slightly different connotation in the emergency management discipline, and these semantic differences have significant meaning due to their functional associations with regards to the tasks and actions each term represents.

1. Control, in emergency management, refers to the limits of the command authority of the individual or agency being described.

2. Control may also be referred to as ‘Span of Control’, indicating that there are limits to the people and organizations that fall under the command authority of the emergency manager or management organization.


C. One of the easiest ways to illustrate the difference between the concepts of command and control is to show that command represents a vertical authority within an agency while control represents the horizontal reach of an official or agency (with regards to authority, responsibility, and accountability).

V. Coordination (see slide 21-5)

A. Coordination, which is quite different than command and control, involves the mechanisms to ensure that the incident is handled in an appropriate manner such that all incident response requirements are met.

1. Command and control alone do not solve the problems associated with disaster incidents.  

2. If the agency or individual responsible for managing the incident or disaster has the authority to command the people and agencies under their control to perform certain tasks, but has no mechanism built in to guide or facilitate those tasks in an organized manner, they are unlikely to improve the situation very much despite their authority.

3. However, by incorporating a suite of systems, tools, and procedures by which key information may be obtained, required resources and staff matched to the response needs of the affected area, and communication facilitated, the incident commander becomes adequately positioned to do their job.  

4. Coordination, most simply stated, is the cohesion of all disparate agencies and individuals working to bring about response and recovery of an incident.

B. To be effectively managed, an incident operation requires the direction of specific operational tasks, the acquisition and coordination of necessary resources, staff, and equipment, the delivery of those resources to incident sites; and the sharing of information about the incident with the public. 

1. While there might be multiple agencies or individuals who are able to perform each of these required tasks, if there is an absence of an identified agency or individual identified to do so, or  way to determine who does what action and when, then confusion will exist and inefficiencies, redundancies, or omissions will occur.

2. Through command, control, and coordination systems, the complexity of sorting through each of these tasks, and the question of where each task is to be performed, when it is to be performed, for how long, among others, is minimized.

3. There are two categories of systems in which this is achieved, including (see slide 21-6):

i. Incident Command and Control Systems

ii. Incident Coordination Systems

4. The underlying principle behind the creation of these systems is the establishment of a standardized framework that allows for effective and coordinated command, control, and coordination of emergency incidents and disasters.


5. Organizations and agencies may use separate systems to perform these functions, or they may use a system that incorporates both, as will be illustrated in Objective 21.2.


VI. The Relationship between Incident Command and Incident Coordination

A. It is important to remember that any multi-organizational response system will need both command and coordination systems. In order to be successful, both must be addressed. 


B. Disasters are typically situations where both command staff and responders are confronted with situations entirely new and unfamiliar to them.  


1. Responders may have drilled and exercised components of a disaster response, such as how to perform a search and rescue operation, how to attack a fire, or how to conduct a press conference, but the combination of so many different factors together at once, and the combination of so many different response resources, is what makes the task of managing these events so novel and likewise so difficult.


2. The problem lies not only with establishing command and control, and effectively coordinating all efforts, but also in ensuring that all participants are aware that these systems are in place and they are understanding of the processes involved in participating in the response under the structure of these systems.


C. By establishing a framework and training in the terminology, systems, and structures of that framework, it is possible to drastically limit the amount of confusion that would otherwise inhibit the ability of any agency or official to lead an organized response.


VII. Effective Emergency Management (see slide 21-7)


A. To understand why these systems are required, it is first important to discuss what constitutes an effectively-managed incident.


B. Ask the Students, “In a perfect world, if we could predetermine all of the variables of response, how would we characterize a disaster event that was effectively managed?”


1. Student answers should describe situations where there exists, among other factors:


i. Clear command authority


ii. Common terminology among all responders


iii. The ability for those in command to communicate what needs to be done by those who will be performing the necessary actions


iv. The ability for all responders to communicate with each other


v. A complete understanding of response requirements


vi. Knowledge of and access to all necessary supplies, staff, equipment, and resources


vii. Ample staff trained in the necessary skills required to manage response requirements


viii. Established agreements between all response partners and stakeholders


ix. Established systems to track and reimburse all expenses


x. A clear channel for communication between emergency management and the public


2. However, Student answers should recognize that disasters are chaotic scenarios marked by a number of confounding variables.  The Instructor can ask the Students, “What is it about disasters that makes achieving this ideal command and management goal so difficult?”  Student answers may include, among other factors:


i. Multiple response agencies with unclear understanding of their linkages and organizational hierarchy / jurisdiction in reference to each other


ii. A complex range of disaster consequences that affect people, property, and the environment in ways not typically seen or understood by the responders confronting them


iii. Assessments of disaster damages and response needs that are at best incomplete, and at worst incorrect or even misleading


iv. Timelines that are extraordinarily constrained and response expectations that are conflicting or overlapping 


v. A multitude of disparate and unaffiliated agencies responding to the same or similar response requirements 


vi. Shortages of response staff, critical resources, and equipment 


vii. A disaster-affected area that is so great as to cross local, county, state, or even national borders, resulting in multiple interconnected individual disasters


viii. Myriad response requirements for which response assumptions may be poorly understood


C. As such, any emergency or disaster incident that is managed in an effective and coordinated manner is one under which management can be characterized as follows (see slide 21-8):


1. Creates a common operating picture (an understanding of the scope of the disaster, the damages (as assessed), and the needs (as assessed) - generally represented by the ‘Situation Report’)


2. Minimizes confusion


3. Operates under established and singular authority


4. Centralizes, manages, and accounts for resources


5. Is efficient


6. Addresses the needs of all stakeholders, including the public


Supplemental Considerations

John Howard Eisenhour and Edward Marks authored a report entitled, “Herding Cats: Overcoming Obstacles in Civil-Military Operations.”  This report, which can be accessed at http://www.dtic.mil/doctrine/jel/jfq_pubs/1522.pdf provides insight into a very specific component of coordination mechanisms – namely the coordination of governmental, nongovernmental, and military agencies responding to a humanitarian emergency in the international setting.  The Instructor may wish to use this material to highlight the point that confusion and chaos occur in emergency management operations not only because disasters themselves are chaotic, but because the cultures, wants, needs, goals, and desired outcomes of the agencies responding may not be the same (even if it seems like they would be).  This report is short, and could be provided as a handout.


Objective 21.2: Present Several Incident Management Systems Used Throughout the World
Requirements:

Through lecture, expand upon the different types of emergency management systems described in Objective 21.1, namely those that manage command, control, and coordination of emergency and disaster incidents.  Facilitate classroom discussions to explore student experience and knowledge and to expand upon this lesson material.  

Remarks:

I. Systems developed to guide the command, control, and coordination of emergencies and disasters – collectively referred to as ‘incident management systems’ - typically evolved in conjunction with increases in the ability of government and other agencies’ capacities to manage larger and larger disaster events.


II. As management capacities increased, these systems became necessary when the range of players working together to respond to large-scale emergencies grew, and the differences that existed between them caused inefficiencies and operational obstacles to arise.  These obstacles prevented the most efficient use of resources, and hence limited the ability of the agencies to collectively address the response requirements of the incident.  


III. The goals of these systems can be grouped into two categories – establishing command and control, and enabling the coordination of resources.  


A. In the majority of instances, systems were developed to tackle both categories, but that cannot be said for all cases.  


B. While these two categories are very closely related, they do not operate in the same fashion and should not be seen as the same (see slide 21-9).  


1. Incident Command and Control Systems are considered ‘tactical level tools’ because they are typically the systems used to organize the process of completing tasks once it has been decided what should be done.


2. These systems typically function by applying standard rules and authorities, according to an established organizational structure and hierarchy of responsibility and accountability, in order to carry out a prescribed group of response functions. 


3. Incident command and control systems are guided by policies that focus on enforcing authority relationships and on incident action planning.


4. Typically, incident command and control systems allow for the flexibility to function under a range of different management structures and incident sizes. 


5. The underlying assumption of all incident command and control systems is that although tactically each incident may be somewhat different, the overall management approach still utilizes the same major functions, namely (see slide 21-10): 


i. Command


ii. Logistics


iii. Operations


iv. Finance


v. Planning 


6. Coordination systems are those that enhance the ability of all responders to ensure that their efforts are utilized in a manner that is (see slide 21-11 and 21-12):


i. Cost-effective


ii. Equitable


iii. Informed


iv. Synchronized


7. Coordination mechanisms help agencies to ensure that their efforts are not duplicative, nor do they leave areas devoid of needed coverage.  


8. Coordination mechanisms allow many different agencies and organizations to pool their people, resources, and capabilities together in order to act as one singular response force. 


9. Coordination mechanisms do not require any formal association between the agencies and organizations involved (as is true with command and control mechanisms) – rather, they require agreement among the participating agencies that they are willing to participate and will accept the decisions and actions of the coordinating body. 


IV. Examples of Incident Command, Control, and Coordination Systems (see slide 21-13)


A. The most widely-utilized incident command and control system is the Incident Command System, or ICS as it is most commonly referred.  


1. ICS was developed in the United States in the 1970’s when multiple wildfire incidents involving large-scale response efforts from a number of different fire suppression resources resulted in less-than-optimal outcomes including preventable losses of life and property.


2. It was recognized that a key to the success of any national incident management system is the existence of a subcomponent system through which incident command and control is standardized.  In the United States, it is the Incident Command System (ICS) that fulfills this role.


3. ICS was created out of recognition that widespread duplication of efforts, a lack of coordination, and problematic communication hindered response efforts.  


4. ICS was developed to provide a definitive determination of who is in charge of the overall response effort.
  


5. The main purpose of ICS is to allow for the establishment of a set of planning and management systems that help the various agencies that respond to disasters to work together in a coordinated and systematic approach. 


6. The step-by-step process is ultimately what enables the numerous responding agencies to most effectively combine and utilize their resources and personnel to respond to those in need.


7. ICS is effective because it provides for effective operations in the three distinct incident types (in terms of the number of jurisdictions affected by the disaster, and the number of jurisdictions responding):


i. Single jurisdiction and/or single agency


ii. Single jurisdiction with multiple agency support


iii. Multi-jurisdictional and/or multi-agency support. 

8. The organizational structure of ICS is also adaptable to a wide variety of emergencies of any hazard origin, which include natural, technological, or intentional, or a combination of hazards from one or more of these categories.  In that sense, it is truly all-hazards.


9. ICS is so important to the success of response and recovery efforts of all sizes because it allows its users to adopt an integrated organizational structure to match the complexities and demands of single or multiple incidents without being hindered by jurisdictional boundaries.  


10. In the United States, the Federal Government (as a requirement under HSPD-5) has developed and mandated the national adoption of the National Incident Management System, an outgrowth of ICS that allows for increased inter-organizational coordination that is not necessarily addressed under standard ICS structures.


i. NIMS is technically a more comprehensive incident management system that simple ICS because it goes beyond the field-level incident command and control and addresses all phases of emergency management, as well as all stakeholders (including the NGO and private sectors).


ii. NIMS adoption is a requirement for many Federal grant programs, so most local and state emergency management agencies have adopted the system.  However, its use is optional among all other organizations, including many non-traditional emergency management stakeholders like hospitals and schools, for example, so the degree to which it has been adopted and understood by these organizations remains undetermined.


iii. NIMS is heavily based upon ICS, which is one of three integral components of the system.  Another component is the Multi-agency Coordination System (MACS), a widely-applied incident coordination system that operated independently from but often concurrently with ICS in large-scale US incidents.


11. Ask the Students, “What types of conditions might exist without a command and control system like ICS and/or NIMS in place?”  Student answers might include:


i. A lack of accountability


ii. Poor communication


iii. A lack of a planning process


iv. Overloaded incident commanders


v. No method to integrate interagency requirements


12. ICS offered responding a number of key functions that made their job more effective.  They include:


i. A common use of terminology


ii. Integrated communications


iii. A unified command structure


iv. Management of resources

v. Incident action planning 


13. ICS is scalable, which is key to its incorporation by agencies of all sizes and in their response to events of all magnitudes. 


V. While ICS is the most widely used system in the United States, the United Kingdom, Brazil, and parts of Canada, for instance, other countries use alternative systems to manage incident command, control, and management.  These systems may be based in-part on ICS, considering its historical significance as one of the earliest established systems, or they may have little in common.  Like all emergency management capacities throughout the world, systems evolve according to what works best in light of the political, economic, and social influences that exist.


VI. Examples of alternative incident command, control, and management systems include:


A. The Coordinated Incident Management System (CIMS) (New Zealand)

1. CIMS is an incident management system developed and adopted by the New Zealand emergency services and other agencies as a basis for operational response.


2. The Government of New Zealand supported the development of CIMS to ensure coordination among the different response agencies in that country in order to ensure consistent and effective response and recovery efforts.


3. CIMS originated in the 1990's during a time when the New Zealand Fire Service Commission was advocating for an inter-agency incident management system for emergency service providers. 

i. This proposal developed into CIMS, which is based on international incident management systems developed in the United States (ICS) and Australia (AIIMS – see below). 

ii. Several different New Zealand governmental agencies were involved in the system’s development, including the National Rural Fire Authority, The National Police, St Johns Ambulance, The Department of Conservation (similar to the US Department of the Interior), and the Ministry of Emergency Management and Civil Defense.


4. The foundation of CIMS is the building of “teamwork in emergency management” through:


i. Sharing common terminology


ii. Using a modular organizational structure


iii. Integrating communications


iv. Using common incident action plans


v. Ensuring manageable spans of control, and 


vi. Sharing resources


5. Under CIMS, coordination is based on four core elements:


i. Control


ii. Planning and intelligence


iii. Operations, and


iv. Logistics


6. CIMS dictates that the control of multiple agencies operating within a common incident (horizontally across agencies) is exercised by the senior first responder, but is transferred on the basis of which agency has primacy for the incident type (for example, police for law enforcement purposes).


7. CIMS is a standard, all-hazards system. 


i. During any major national emergency or disaster, of any hazard type, national operations are conducted in accordance with the CIMS core elements described above.


ii. All participating agencies (including the Ministry of Civil Defense and Emergency Management (CDEM – the New Zealand national-level emergency management agency) and all local authorities) use CIMS as the basis for their response procedures. 


iii. CIMS standardizes terminology and procedures among these agencies which might otherwise not communicate or integrate well.


iv. Agencies may use their own systems on a routine basis, but they plan for an effective interface between their CIMS functions and those of other agencies involving incident ‘controllers’ from different agencies.

8. The New Zealand system uses the term Control rather than Command in order to distance it from a military connotation, as many military incident management systems (as well as the military culture in general) use the term command to describe management authority.  

B. The Australasian Inter-Service Incident Management System (AIIMS) (Australia)


1. AIIMS was first introduced by the Australian fire authorities in the mid- 1980s but has since been adopted by the various Australian state emergency services and a number of other public safety organizations.

2. Like ICS and CIMS, AIIMS was developed to enable the integration of activities and resources from multiple agencies in response to any emergency incident. 


3. AIIMS has been adopted by all of the Australian fire and land management agencies and the Australian Council of State Emergency Services. A number of other public safety agencies and non-emergency services have adopted AIIMS and are in the process of implementing the System within their organizations.  


4. AIIMS provides a common incident management framework, which can be applied to any size incident as it is designed to be flexible and grow or shrink with incident size and complexity.


5. Like NIMS, AIIMS provides a single management structure that facilitates the coordination of all resources, from one or several organizations, to work co-operatively and cohesively in resolving an incident. Its application is intended to:

i. Minimize the impact on the community and environment 

ii. Provide for the welfare of people involved in controlling the incident 

iii. Effectively and efficiently control the incident

iv. Provide a safe working environment

6. AIIMS is based on three key principles:


i. Management by objectives


ii. Functional management (including Control, Planning, Operations, and Logistics)


iii. Span of control


C. The British Columbia Emergency Response Management System (BCERMS) (British Columbia, Canada)


1. While the Canadian national government uses the ICS system, the Canadian province of British Columbia emergency management structure has developed and adopted an incident management system called BCERMS, which provides the framework for response standardization among all responding organizations and agencies. 


2. This is very similar to a system called SEMS (Standardized Emergency Management System) that was developed by the State of California to supplement ICS in terms of the incident coordination function.


3. BCERMS has also adapted the ICS framework such that it better meets the specific needs of British Columbia.  


4. BCERMS operates under the concepts of Organizational Unity and Hierarchy of Command.  


i. Organizational unity means that every individual within a BCERMS organization has a designated supervisor.  


ii. Hierarchy or chain of Command means an orderly line of authority within the ranks of the organization with lower levels subordinate to, and connected to, higher levels. 


iii. BCERMS operates according to four incident response ‘levels’.  These levels each represent the successive increases in incident scope and jurisdiction.  The levels are:


a) Site Level


b) Site Support Level


c) Provincial Regional Coordination Level


d) Provincial Central Coordination Level


iv. Like ICS, BCERMS uses the following incident management functions:


a) Command or Management


b) Operations


c) Planning


d) Logistics


e) Finance / Administration


VII. The Instructor can perform a class activity that allows the Students to compare and contrast the different command, control, and management systems discussed in this Session.  


A. The Instructor should begin by breaking the group into two or more groups of 4 or more students each.  This will allow one or more Students in each group to represent one of the incident management systems to be examined.


B. The Instructor should then distribute the included handout documents, each of which describes one of the four systems described.


C. Students should use these documents to answer the following questions:


1. What are the goals of the system?


2. What command and/or control systems does the system use?


3. What management functions does the system use?


4. Does the system provide an illustrated management structure?


5. Does the system accommodate non-traditional emergency services agencies (like nongovernmental organizations, for instance?)


6. Is the system all-hazards and/or flexible for events of all scopes and sizes?


VIII. At the international level, incident coordination is more difficult to establish authority (see slide 21-14).  

A. International disasters occur when the capacity of a single country or several countries in a region are exceeded such that response assistance must be requested from the greater international community.

B. Coordination is especially difficult in the case of international disasters when one of the following exists:

1. The host country government is unable to perform coordination


2. Responding agencies do not wish to adhere to coordination mechanisms set up by the host government


3. There is no host country government in place

C. In these situations, efforts are typically coordinated through a special coordinating body.  In countries where the United Nations has a significant presence, this is the United Nations Office for the Coordination of Humanitarian Affairs (UNOCHA).  

1. International responses involve an even wider range of stakeholders, because in addition to the traditional governmental, nongovernmental, and private sector organizations, there are foreign governments that provide bilateral assistance, international global and regional organizations, development agencies and organizations, and international financial institutions (like the World Bank, for instance) (see slide 21-15).

2. UNOCHA is an agency that falls under the direction of an organization (the UN) to which almost every nation on earth is a member.  The UN provides a buffer between donor governments and the host government, thereby decreasing the likelihood that (among other things) (see slide 21-16): 

i. The host government would fear that a foreign government staff might be commanding operations within their sovereign borders

ii. The donor government fears that the host government might misuse or misappropriate donated goods

iii. Humanitarian assistance is distributed in an inequitable manner based upon social or cultural biases or preferences

iv. There is no common operating picture among all responding agencies and organizations
3. The disaster coordination operations of UNOCHA will be explained in much greater detail in a subsequent session.  


IX. Coordination systems commonly rely upon a command post at the field level, and an emergency operations center (EOC). 


A. EOC’s are designed in such a way as to foster consensus building and problem solving in support of operations, and typically provide the following: 


1. The collection and centralization of assessment and intelligence information 

2. Incident prioritization

3. Reporting

4. Priorities and strategy development 

5. Resource and logistics management 

6. Inter-agency coordination 

7. Executive decision making support

Supplemental Considerations

N/a


Objective 21.3: Explain How Disaster Declarations Are Made
Requirements:

Provide students with a lecture on the disaster declaration process.  Facilitate classroom discussions to explore student experience and knowledge and to expand upon this lesson material.  

Remarks:

I. Disaster declaration is a mechanism by which governments acknowledge that response resources have become overwhelmed (see slide 21-17).  


II. Through the declaration, governments are able to communicate that additional assistance is required and, likewise, requested. 


III. The legal mechanisms established to guide how disaster declaration takes place depend upon the nation’s form of government and the rules outlined in any established emergency operations planning and statutory authorities. 


A. In general, however, the process begins with the ‘smallest’ or ‘lowest’ jurisdictional authority, and progresses upward to the national level.  


B. Of course, in small countries or centralized structures, this process may be limited to a single declaration made by the nation’s chief executive.  


C. In countries of decentralized governing authority such as the United States, where local government and likewise local responders have principal command and control authority to emergencies incidents, the disaster declaration process takes a step-by-step approach.  


D. The following is a generalization of this procedure:

1. The affected local government attempts to manage the hazard consequences on its own, until a point is reached where it is no longer successful in doing so effectively. 

2. An update on the deteriorating situation is communicated to the local chief executive, who has the authority to decides whether or not to declare a disaster and, in turn, appeal to the next level of government (usually a state, regional, or provincial leader) for assistance.  

3. If the regional government executive to whom the appeal was made determines that assistance is warranted upon making a damage and / or needs assessment (or assessing information contained in the official local declaration), he or she will recognize the disaster declaration and dedicate response resources. 

4. If the regional official finds that regional resources are or will be insufficient to manage the event’s consequences, he or she will appeal to the national leadership for additional assistance through a regional declaration. 

5. The national chief executive, usually the president or prime minister, must assess the situation using information provided by the national emergency management entity, and decide based either upon the recommendation of that agency’s leadership or upon their own analysis, whether the event merits characterization as a national disaster. 

6. If the situation is declared a national disaster, national government resources from various departments, agencies or ministries will be dedicated to the disaster response as dictated in the national disaster plan and according to any statutory authorities that exist. 

7. Declaration officially frees up existing resources from dedicated disaster response funds that may now be spent on the various costs associated with the disaster response and recovery. 

8. In the rare event that the disaster is so great in scope that it overwhelms even the national government’s capacity, the chief executive may issue an international appeal for assistance. This appeal is either made through the nation’s established diplomatic channels to mutual aid partners, or through the United Nations Resident Representative posted in the country. 

9. In most cases, where the world community has recognized the disaster before a formal appeal for assistance, countries will offer various forms of assistance to the affected country or countries, consisting of cash, response and relief services, and supplies (recognition of the event by the world community is contingent upon the transfer of information and images in lieu of official communication from the affected government.) If other nations maintain diplomatic missions within the affected country, an immediate assessment of the disaster may be possible, though this is more difficult for events that occur far away from large cities (where embassies and consulates are not located). However, international law governing sovereignty prevents any international assistance without either an invitation from the affected government or intervention from the United Nation’s Security Council (which has, thus far, never occurred).


IV. In the United States, the decision to make a disaster declaration is completely at the discretion of the President.  The same can be said (that the chief executive makes national disaster declarations) for almost every nation on earth. 


A. There are no set criteria to follow and no government regulations to guide which events are declared by the President and which events are not. 


1. FEMA has developed several factors it considers in making its recommendation to the President, including individual property losses per capita, level of damage to existing community infrastructure, and insurance coverage. 


2. In the end, however, the decision to make the declaration is the President’s alone.


B. A presidential disaster declaration can be made in as short a time as a few hours, as was the case in the 1994 Northridge earthquake and the 1995 Oklahoma City bombing. 


1. Sometimes it takes weeks for damages to be assessed and the capability of state and local jurisdictions to fund response and recovery efforts to be evaluated. 


2. If the governor’s request is turned down by the President, the governor has a right to appeal and can be successful, especially if new damage data become available and are included in the appeal.


C. Presidential declarations are routinely sought for such events as large floods, hurricanes, earthquakes, and big tornadoes. 


1. In recent years, governors have become more inventive and have requested presidential disaster declarations for snow removal, drought, West Nile virus, and economic losses caused by failing industries such as the Northwest salmon spawning decline.  


2. Since 1976, there have been over 1200 presidential disaster declarations, averaging almost 40 declarations per year. 

D. When national governments have become overwhelmed by the consequences of a disaster event, or when no national government exists, a declaration may be made to the international community – primarily through the United Nations – to appeal for assistance.   
1. International law, however, dictates that nations retain their sovereignty even in the event of disasters or complex humanitarian emergencies. 


2. Accordingly, affected governments must invite international response agencies to participate in response efforts before these organizations can provide humanitarian assistance. 


E. While most countries in need do not balk at requesting outside help, in some situations, much needed international assistance is not requested or is turned away at the border. 


1. The reasons why sovereignty may be invoked to prevent access by relief agencies are diverse. 


2. Aid refusal occurs in both rich and poor countries and for national, technological, and intentional disasters.  


3. One of the most common reasons is that the affected country is concerned with “saving face,” and believes that refusing assistance or failing to share information will help downplay the disaster and give the illusion of control. 


4. Because of this, China kept its disaster fatality information classified until September 2005—a practice that made the assessment of disaster magnitude almost impossible for outside response agencies. 


5. Another notorious example of face-saving occurred in Japan following the 1995 Kobe earthquake, when international search-and-rescue teams were denied entry for many days, closing the window of time when they could have been most effective. 


6. Nations that are oppressive and maintain closed borders may also refuse assistance for fear of the outside influence rescuers may introduce. 


i. This is said to be the reason why Russia denied the entry of Japanese rescuers after the 1995 Sakhalin Island earthquake. (Russia was reputedly afraid that Japan would use its access to take control of the island.) 


ii. It exhibited similar behavior in 2000, after the Kursk submarine disaster, when 118 sailors perished after Russia refused all international assistance.


7. Nations with a history of political rancor also have been known to refuse assistance from each other. 


i. Cuba and the United States regularly offer each other assistance in the aftermath of hurricanes, without any of this assistance ever having been accepted. 


ii. A surprise reversal in behavior took place following the 2005 South Asian earthquake, when longtime rivals India and Pakistan allowed binational assistance in the disputed Kashmir region, despite decades of ongoing violence in the affected area.  


iii. Most recently, Burma waited weeks before allowing supposed ‘enemies’ from entering the country to provide assistance to the hundreds of thousands of victims of Cyclone Nargis, a decision that was tied to a drastic increase in suffering and death of the affected population.

8. Finally, governments of nations entrenched in violent conflict often refuse international assistance due to fears that responding governments or agencies will meddle in political affairs. 

9. Similarly, no viable government may exist, as in Somalia in 1993, making declaration impossible. 


V. Ask the Students, “Why is the disaster declaration process so heavily rooted in policy?”  A followup to this question could be, “Given the information that was contained in the CRS report on the declaration process, do you believe that other nations could benefit from this system?  What parts translate well, and what is specific to our own form of government?” 

Special Considerations

N/a 
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