Session No. 4

Course: The Political and Policy Basis of Emergency Management

Session: Emergency Managers and the Fundamentals of Emergency Management
Time: 2 Hours


Objectives:

Through this session, students will be able to:

4.1 
Define and understand that emergency management is an occupation, a profession, and a focus of academic study.

4.2 

Explain the four phases of emergency management.

4.3 

Demonstrate knowledge of the major determinants that impact management policies and programs.

4.4 

Explain the importance of multi-agency and multi-jurisdiction coordination to emergency management.

4.5 

Comprehend the coordinative demands that emergency managers need to take into consideration in crafting effective emergency management policies and programs. This includes knowledge, skills, and abilities (KSA’s) considered necessary to do the job of emergency management.
4.6 

Explain the behavior and responsibilities of elected officials whom emergency managers often interact with and to whom they are officially accountable.

4.7 

Recognize how emergency managers have organized as a political force through organizations like the International Association of Emergency Managers and the National Emergency Management Association.

Scope

Produce an overview of emergency management as an occupation and as field of study. Explain the mitigation, preparedness, response and recovery phases of emergency management. Covers the functional demands of emergency management. Introduces the intra-organizational and inter-organizational aspects of emergency management work. Introduces as well major emergency management organizations which enable emergency managers to represent their interests in the policy process.
References

Assigned student reading:

Sylves, Richard T.  Disaster Policy and Politics. Ch. 1, “Disaster Management in the United States,” 2-25. Washington, DC: CQ Press, A Division of Congressional Quarterly, 2008. 
Miskel, James F. Disaster Response and Homeland Security: What Works, What Doesn’t. Ch. 1, “Disaster Response in the United States: How the System is Supposed to Work,” 1-22.Westport, CT: Praeger Security International, 2006.
Requirements

The instructor should prepare photocopies or a PowerPoint presentation of key terms listed in the supplementary considerations portion of this session. Readings are intended to provide a very good historical overview of the political and administrative landscape of emergency management. This material should be reviewed and discussed carefully with the understanding that future lessons will pursue the subject in more detail.

Remarks

This session sets forth the foundations of U.S. emergency management. Students need, through lecture and discussion, to relate to the managerial and political environment in which emergency managers work.

Objective 4.1

Define and understand that emergency management is an occupation, 



a profession, and a focus of academic study.
EMERGENCY MANAGEMENT is the discipline and profession of applying science, technology, planning, and management to the extreme events that can injure or kill large numbers of people, do extensive property damage, and disrupt community life. 
Professor and disaster sociologist, Thomas Drabek, offers a second worthy definition. “The process by which the uncertainties that exist in potentially hazardous circumstances can be minimized and public safety maximized. The goal is to limit the costs of emergencies or disasters through the implementation of a series of strategies that reflect the full life-cycle of a disaster, i.e., preparedness, response, recovery, and mitigation.” [Drabek, 1996].

The OCCUPATION OF EMERGENCY MANAGEMENT involves the work of developing and implementing policies and programs to avoid and to cope with risks to people and property from natural and man-made hazards [Drabek, 1996].

: 

EMERGENCY MANAGEMENT AS A PROFESSION: Organized analysis, planning, decision-making, and the assignment of available resources to mitigate (i.e., lessen the effect of or prevent), prepare for, respond to, and recover from the effects of all types of hazards capable of producing emergencies and disasters. The goal of emergency management is to save lives, prevent injuries, and protect property and the environment if an emergency occurs. 
Emergency Manager as a position in government: The person who has the day-to-day responsibility for public sector emergency management programs and activities. The role is one of coordinating all aspects of a jurisdiction’s mitigation, preparedness, response, and recovery capabilities. Across the United States, the local emergency management position has different titles. In some areas, it might be civil defense coordinator or director, civil preparedness coordinator or director, disaster services director, or emergency services director.

Some local emergency managers are paid and some are not. State and federal emergency managers are paid civil servants, and some of those in very senior positions may be politically appointed to their posts.  

Many federal, state, and local emergency managers are full-time professionals. However, in many relatively low population counties and municipalities some are part-time volunteers.

Emergency Support Services: The departments of local government that have the capability of responding to emergencies 24-hours-a-day: typically include fire, rescue, emergency medical care providers, hazardous materials emergency response, law enforcement, and public works. They may also be referred to as emergency response personnel or emergency operating forces.

Many, but not all, EM posts have been defined from emergency responder occupations: the fire services, law enforcement, and emergency medicine.  

Emergency Management Accreditation Program (EMAP) maintains a voluntary assessment and accreditation process for state/territorial, tribal, and local government emergency management programs. They help to define what an emergency manager needs to know and what an emergency management agency is supposed to have the ability to do. Much of this is preliminary in the development of standards to be imposed in the future.
Objective 4.2

Explain the four phases of emergency management
The four phases of emergency management encompass:

1. MITIGATION: Deciding what to do where a risk to the health, safety and welfare of a society has been determined to exist; and implementing a risk reduction program. It involves minimizing the potential adverse effects of hazard agents. It may also be any cost-effective measure that will reduce the potential for damage to a facility from a disaster event.

2. 
PREPAREDNESS: Developing a response plan and training first responders to save lives and reduce disaster damage, including the identification of critical resources and the development of necessary agreements among responding agencies, both within the jurisdiction and with other jurisdictions.

3. 
RESPONSE: Providing emergency aid and assistance, reducing the probability of secondary damage, and minimizing problems for recovery operations.

4. RECOVERY: Providing immediate support during the early recovery period necessary to return vital life support systems to minimum operational levels, and continuing to provide support until the community returns to normal.

[Petak, 1985, p. 3]

The United States has an ongoing system intended to guide the governmental response to all natural disasters. Under the American system, the process works from the bottom up. It begins at the local level and follows a series of pre-specified steps up through the State and, ultimately, to the National Government. Local, State, and National governments are supposed to share their emergency management responsibilities. The higher levels of government are not intended to supersede or replace the activities of the lower levels. All three levels of government are supposed to develop coordinated, integrated emergency management procedures, and they should all participate in the process of implementing disaster-relief policies.

Objective 4.3

Demonstrate knowledge of the major determinants that impact 



management policies and programs.
There are many functional demands that emergency managers need to consider in crafting effective emergency management policies and programs and in responding to potential disasters. Among key functional demands that emergency managers need to understand are issue salience in public perception of the need for emergency management, fragmented government responsibility which requires continuous effort to promote coordination of people and organizations, and technical expertise demands associated with the work of emergency management. How these demands and considerations are met has profound implications. Each involves politics, policy, and governance in some form.
ISSUE SALIENCE is a perennial political problem of emergency management. Disasters are by their very nature high-risk, low probability events. Their infrequency makes it difficult to justify pre-disaster expenditures of public money in view of seemingly more pressing, on-going public needs and issues. In the aftermath of a major disaster, emergency managers, for a time, enjoy a high political profile and may be able to influence the public and their political representatives to undertake certain essential emergency preparedness or disaster mitigation efforts and projects.

FRAGMENTED GOVERNMENT RESPONSIBILITY is another political challenge for disaster managers in implementing emergency management programs. The United States is a highly decentralized, Federal system of government which, under the U.S. Constitution, affords the National Government a range of authority, with some powers reserved for the States under the 10th Amendment. 
Similarly, local governments, although legally vestiges of their respective State governments, in some States, are afforded certain powers under HOME RULE provisions approved by their States, by their State Constitution, or through ENABLING STATUTES. 
This fragmentation of policymaking vertically between National, State and local governments is further complicated by horizontal fragmentation among a multitude of competing agencies with overlapping jurisdictional prerogatives. Effective decision-making and program coordination is difficult in this instance. This underlines the need for multi-agency and multi-jurisdictional coordination concerning emergency and disaster issues. (See Session 11.)

TECHNICAL EXPERTISE is another major challenge in emergency management policies and programs. Qualified officials are needed who possess the technical expertise to identify and assess hazards adequately, to predict the occurrence of disasters, and to provide the requisite technical information for the design and implementation of effective programs crucial to effective emergency management. 
Moreover, even when possible hazards have been identified, it is often unclear just how much risk is involved. In by-gone eras, emergency management required little technical knowledge or expertise when compared with many other occupational specialties. Today, emergency managers need to master a specialized body of knowledge, often involving multiple disciplines (See Objective 4.5 that discusses KSA’s). Accounting and budgeting skills are important. Public relations expertise and political savvy are necessary. Computing ability, in terms of information management, decision support, and geographic information systems, et cetera, is becoming more a part of routine emergency management work. A working knowledge of disaster-related laws and programs is vital.

Objective 4.4

Explain the importance of multi-agency and multi-jurisdiction 




coordination to emergency management.
Overall, emergency management exists within a complex political, economic, and social environment. In part, this explains why emergency management has so long lacked a coherent, coordinated policy framework. Designing and implementing comprehensive emergency management procedures is easier said than done, principally because of the obstacles to effective action created by problems stemming from political salience, fragmented government responsibility, and a lack of technical expertise. In addition, it is only since about 1950 that Federal and State authorities have cooperated in the development of sound emergency management procedures and have begun to furnish local governments with sufficient resources to design, implement, and maintain effective emergency management programs. Vertical fragmentation results when Federal, State, and local authorities fail to coordinate their emergency management responsibilities, when they act independent of one another, when they duplicate their efforts or work at cross-purposes, or when one level of government fails to carry out its obligations.

Because disasters are usually geographically localized, county and municipal authorities most often assume primary responsibility for emergency management. However, the policy-making, administrative, and fiscal capacities of many local governments is often questionable. They are often reluctant, unwilling, or unable to design, implement, and support effective programs.

As noted earlier, horizontal fragmentation often stems from the multiplicity of State and local jurisdictions impacted by a disaster or emergency. Mutual assistance agreements may alleviate some of the jurisdictional confusion, but emergency responses regularly create unanticipated intra- and inter-jurisdictional conflicts that interfere with emergency management. Session 11 will discuss in brief the Emergency Management Assistance Compact, organized by the states and ratified in law by the U.S. Congress, and administered by the National Emergency Management Association (see Rubin, 2007, 117).

Vertical and horizontal fragmentation is something with which emergency managers must learn to deal. Such fragmentation will not disappear even though “shared governance” holds some potential for achieving effective emergency management. Vertical and horizontal fragmentation often contributes to the problems of sufficient technical expertise, adequate fiscal resources, and unclear legislative mandates.

In this manner, the problem of MULTI-AGENCY AND MULTI-JURISDICTIONAL COORDINATION challenges emergency managers. Disasters and emergencies often change the division of labor and resources in an organization. They compel a sharing of tasks and resources between organizations. They involve the crossing of jurisdictional boundaries, both in terms of geography and responsibility. They require the completion of non-routine tasks under abnormal circumstances. They damage, make unavailable, or overwhelm normal emergency response tools and facilities. Finally, they necessitate new organizational arrangements to meet the problems posed.

Emergency management is also challenged by a fundamental public distrust of governmental planning efforts, strong resistance to land-use and construction regulation, and a tendency, especially at State and local levels, to focus only on recent disasters. Levels of risk are also difficult to measure, and cause and effect relationships are elusive as well. Sadly, it is often politically easier for government officials to wait for emergencies to happen and then deal with them, than it is for them to attempt to prepare for and mitigate their effects. Relief assistance is politically popular and desired, while mitigation and preparedness efforts are usually not politically popular.

In large measure, the Federal system of the division of powers accords State governments, and the localities within them, the lead role in responding to most types of hazards and disasters. A facilitating role has been assumed by the Federal Government through the Federal Emergency Management Agency (FEMA), leaving it up to State and local governments to actually develop emergency management procedures. America has a highly decentralized and elaborate array of emergency management procedures with local emergency management at its base. 
There are some qualifiers. The Federal role in policymaking and administration is dominant for some types of emergencies, disasters, and threats—such as war, insurrection, terrorism, nuclear attacks, nuclear power plant accident radiological emergencies, and pandemic health threats, to name a few. Owing to the 9/11 terror attacks of 2001, U.S. policymakers, the president foremost, have succeeded in expanding and enhancing the law, regulations, and practice of emergency management such that it is today heavily interlaced with matters of counter-terrorism and certain forms of global threat.
Emergencies and disasters within the American homeland stemming from attacks on the U.S. by foreign sources has always been a cardinal Constitutional responsibility of the federal government. America practiced various forms of civil defense at least as long ago as World War I, and perhaps as far back as the War of 1812. After World War II, as America’s “Cold War” with the Soviet Union emerged, local communities were pressed to continue civil defense. When the Soviet Union detonated its first atomic bomb in 1949, President Truman (1945-1952), and later President Eisenhower (1953-1960), sought to mobilize the nation to prepare for civil defense against nuclear attack. From the early 1950’s to 1970’s, there was a very long “dual use” phase, in which federal support to local civil defense provided overlapping benefits to natural disaster emergency management. Emergency management as a profession underwent gradual “civilianization.”
Objective 4.5

Comprehend the coordinative demands that emergency managers 



need to take into consideration in crafting effective emergency 




management policies and programs. This includes knowledge, skills, 



and abilities (KSA’s) considered necessary to do the job of emergency 



management.
The first functional demand of emergency management stressed in the relevant literature is the need for strong cooperation and coordination among and within local, State, and Federal governments and their respective agencies or offices. Experience has demonstrated that local government is usually the first responder, and because its agencies are the primary responders to the emergency, the State and Federal Government stands prepared to furnish resources and technical expertise when necessary. 
All Americans expect their local governments to (if possible) prevent, respond to, and manage emergencies. But, without inter- and intra-governmental cooperation and coordination, local governmental officials cannot implement emergency management as well as they might.

Relatedly, strong cooperation and coordination among the public, nonprofit, and private sectors is essential. Since emergency management is normally conducted in a very fluid and often chaotic environment, the government, particularly local government, faces difficulties in meeting its obligations while at the same time interacting with other governmental jurisdictions and with private or nonprofit organizations. 
For instance, construction companies may offer expertise and equipment needed to address building collapse. Chemical companies may offer help to detoxify hazardous substances in a hazmat incident. Charitable organizations often service human needs that governments cannot. Help from the private and non-profit sectors often augments successful emergency management, sometimes meeting needs or filling gaps that the government is unable to fully address.

Knowledge, Skills, and Abilities

In recent years, FEMA and other organizations have endeavored to determine the appropriate knowledge, skills, and abilities one needs to possess in order to do emergency management and be, eventually, certified as an emergency manager. This is part of the process of building emergency management as a profession.

EM requires a wide variety of skills in different degrees:  social welfare, community and land-use planning, engineering construction, public works management, environmental science, supply chain management, and information technology. 
Emergency managers also need to know elements of public law, public management, environmental policy, and disaster sociology.  Owing to the breadth and complexity of many disasters, the field requires multi-disciplinary and cross-disciplinary approaches.
The work of emergency management also encompasses accounting, public budgeting, and public relations. 
From a more technical vantage point, emergency management demands computing ability, which includes not only word processing but knowledge of software which can aid in decision support.  Of growing importance to emergency managers are geographic information system software packages which prove hugely useful in mapping evacuation routes, shelter locations, local hazards, the location of emergency resources (hospitals, fire stations, and even fire hydrants for example).
Objective 4.6

Explain the behavior and responsibilities of elected officials whom 



emergency managers often interact with and to whom they are 




officially accountable.
POLITICAL FACTORS

Disasters also possess several significant political components that emergency managers should be well aware of in their interaction with public officials. In effect, natural disasters and emergencies provide excellent windows of opportunity for public officials. Those elected officials often use such circumstances to demonstrate their leadership capabilities and willingness to tackle difficult problems. Their actions will almost always receive media publicity and instant public notice. Moreover, it is extremely difficult to oppose or criticize an elected executive official who steps in and gives the appearance of taking charge in order to help disaster victims.

Natural disasters also produce conditions that allow political leaders to show their concern for citizens’ needs and demands. Disaster victims often encounter problems that they have never before experienced and which they may be unprepared or unequipped to handle on their own. Public officials are in a position to highlight the needs and help channel the resources to help those who are in distress. Disasters give them a perfect opportunity to demonstrate their responsiveness to the needs of the people. Political leaders who successfully address disaster-related problems are rewarded while those who are unwilling or unable to act can suffer negative political repercussions.

We would be naïve if we failed to mention that sometimes elected officials, particularly those in legislative posts, may feel the need to participate in, or comment on, the work of emergency managers in the acute response phase of an emergency or disaster. Sometimes their participation is helpful and encourages others, particularly in host communities, to offer critical aid. Sometimes their participation is unhelpful when their comments cause a distortion in the official response to an event or when they criticize responders unfairly or in ignorance of what is actually transpiring.
Objective 4.7

Recognize how emergency managers have organized as a political 



force through organizations like the International Association of 



Emergency Managers and the National Emergency Management 



Association.
In light of the many factors involved, the literature suggests that the emergency management policy implementation involves: 

1. Because emergency management is a continuous process, emergency management should not be formulated on the basis of a single emergency or disaster event or type, but on many. At the same time, it should allow for the constant incorporation of new findings.

2. Emergency management should attempt to reduce uncertainty in crises by anticipating problems and projecting possible solutions. Thus, the appropriateness of response is more important than the speed of response.

3. Emergency management needs to be based on what will probably happen; procedures need to address what people are likely to do in emergencies and not be based on myths or common pre-conceptions about human behavior.

4. Emergency management must serve an education purpose in that people must be aware that emergency procedures exist, and they must appreciate the need to understand and follow them. Consequently, emergency management needs to be “sold” effectively to communities in order to be taken seriously.

5. Emergency management is conducted in a realm of public policy and politics. Emergency managers need to establish trusted working relationships with the elected executives and staffs of their jurisdiction, whether emergency managers work at the local, state, or federal levels.
6. Emergency management is one of many domains of public policy and as such emergency managers need to recognize that public resources will not always flow automatically to their agencies owing to competition with other public needs. They must join the policy and political process to express the importance of emergency management and to convince policymakers that they need to provide the legal authority, human resources, necessary equipment, and budget funding to do the work of emergency management.
EM Professional Associations

National Emergency Management Association (NEMA) is the professional association of and for state emergency management directors.
NEMA is the professional association of and for emergency management directors from all 50 states, eight territories and the District of Columbia. 

“NEMA provides national leadership and expertise in comprehensive emergency management; serves as a vital emergency management information and assistance resource; and advances continuous improvement in emergency management through strategic partnerships, innovative programs and collaborative policy positions.” (See http://www.nemaweb.org/?2103 last accessed April 26, 2009.)  

The primary purpose of NEMA is to be the source of information, support and expertise for people like you – emergency management professionals at all levels of government and the private sector who prepare for, mitigate, respond to, recover from and provide products and services for all emergencies, disasters and threats to the nation’s security.  

 

International Association of Emergency Managers (IAEM) is a non-profit educational organization dedicated to promoting the goals of saving lives and protecting property during emergencies and disasters. IAEM is primarily composed of local emergency managers. IAEM conducts a highly respected Certified Emergency Manager program. The mission of IAEM is to serve its members by providing information, networking and professional opportunities, and to advance the emergency management profession. (See International Association of Emergency Managers, “About IAEM,” http://www.iaem.com/about/index.htm last accessed April 26, 2009.)
Supplemental

Considerations

Power and responsibility in the American polity are dispersed by design. These figures highlight the need to promote more mitigation, preparedness, and response. 

Despite the remarkable upturn in Federal disaster spending, Federal efforts are supposed to SUPPLEMENT the efforts of others. Most disasters do not involve the Federal Government. Local and State governments shoulder the primary responsibility for managing emergencies. The Federal role has increased since mid-century.  Federal agencies, particularly FEMA, aided by other organizations of the Department of Homeland Security, stimulate and guide emergency planning efforts, furnish substantial response and recovery funding, coordinate response efforts after (and sometimes before) a Governor secures help from the President, and fund many disaster mitigation endeavors.

Helpful Links



International Association of Emergency Managers, “About IAEM,” 
http://www.iaem.com/about/index.htm  last accessed April 26, 2009.
The National Emergency Management Assocation, “About NEMA,” http://www.nemaweb.org/?2103  last accessed April 26, 2009.
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