Session No. 2
________________________________________________________________________

Course Title: Principle, Practice, Philosophy and Doctrine of Emergency Management
Session Title:  Definition, Vision, and Mission of Emergency Management 
Prepared by Lucien G. Canton, CEM









Time:  3 Hours
________________________________________________________________________

Objectives:  Students will be able to 
2.1 Describe the historical evolution of emergency management in the United States. 
2.2 Define the term “emergency management”.
2.3 Understand the importance of vision and mission to the success of the emergency management program.

2.4 Articulate a vision for the emergency management profession.
2.5 Based on the vision statement, develop a mission statement for the emergency management profession. 
Scope


This session is designed to provide the student with an understanding of the basic nature of the function/profession of emergency management. This understanding is critical to any further discussion of the principles of emergency management and is the foundation upon which an emergency management doctrine is based.  The current public policy debate regarding how a society deals with disaster events requires that terminology is precise and rigorously applied.  This precision and rigor has become increasingly difficult to achieve due to the widely varying agendas currently being promoted in the debate.  This session is intended to promote the students’ understanding of these public policy issues by making clear the role of the emergency management as an element of public administration.  The importance of a clear articulation of a mission and vision of emergency management will be discussed.  This session seeks to establish the context within which the eight principles of emergency management are to be viewed.   
Readings:
Student Reading:

Canton, L. G. (2007). Emergency Management: Concepts and Strategies for Effective Programs. Hoboken: John Wiley & Sons, Inc., Chapters 1, 3, & 4
Schneider, R. O. (n.d.). A Strategic Overview of the "New" Emergency Management. Retrieved August 18, 2009, from FEMA Higher Education Project: http://training.fema.gov/EMIWeb/edu/highpapers.asp

Selves, M. D. (n.d.). Local Emergency Management: A Tale of Two Models. Retrieved August 18, 2009, from FEMA Higher Education Program: http://training.fema.gov/EMIWeb/downloads/LOCAL%20EMERGENCY%20MANAGEMENT.doc

Waugh, W. L., & Tierney, K. (2007). Emergency Management: Principles and Practice for Local Government. Washington, DC: ICMA Press. Chapters 1 & 2

 Instructor Reading:
Rubin, C. B. (2007). Emergency Management: The American Experience 1900-2005. Fairfax: Public Entity Risk Institute. Chapters 4-6

Sylves, R. (2008). Disaster Policy and Politics: Emergency Management and Homeland Security. Washington DC: CQ Press. Chapters 1 & 3

Youngs, G. A. (2009). Constructing Theory for Emergency Managers: A Principles-Base Approach. In J. A. Hubbard, Ideas From an Emerging Field: Teaching Emergency Management in Higher Education (pp. 37-49). Fairfax: Public Entity Risk Institute.
Handouts:
Optional Exercise

Reflection Paper

Sample Vision/Mission Statements

Strategic Planning Model
Emergency Management Functions as Defined by Various Organizations
________________________________________________________________________

General Requirements:

________________________________________________________________________

1. In preparation for the session, the professor should review the session materials and slide presentation and be conversant with the material included in the student readings.

2. The professor should read the instructor readings to understand the context of the material covered in the session. 
3. Review the section of the Principles of the Principles of Emergency Management monograph that discusses the definition, vision and mission of emergency management. The professor should be fully conversant with the entire document in order to emphasize the interconnectivity of the principles.
4. There is a considerable amount of historical material available in the readings and references regarding the evolution of the emergency management program. This material can be expanded or contracted depending on the time available for the class.
5. An optional exercise is provided as a handout. This exercise can either be used as the basis for a class discussion or as a small group exercise.

6. An optional reflection paper is also provided as a handout. It is suggested that this paper be prepared after the session to reinforce the teaching points from the session.
________________________________________________________________________
2.1 Describe the historical evolution of emergency management in the United States. 

I. Confusing emergency management with emergency response is a result of the origins of emergency management in civil defense programs.

a. Discuss the origins of emergency management in civil defense programs and its gradual evolution from a limited planning function to a more strategic orientation.

b. Emphasize the original function of the civil defense programs to develop local plans for nuclear war and the use of retired military personnel to perform this function. This created a plan-centric focus on response which was appropriate for the task at hand.
c. The shift from nuclear war planning to the dual use doctrine broadened the scope of the emerging emergency management discipline. However, it still retained its orientation towards plan-centric response.

d. The role of emergency management was further broadened through reports such as the National Governors Association’s report that laid out the concept of comprehensive emergency management and legislation such as SARA Title III and the Stafford Act.

e. Prior to September 11, the overwhelming concern of local jurisdictions was natural hazards and emergency management had increased its narrow function of nuclear war planning to an all-hazards approach. It had also moved from a scenario-based approach to disaster towards planning based on a functional approach.

II. Discuss the impact of the creation of FEMA. 
a. FEMA’s was formed through the transfer of programs and personnel from other Federal agencies. This resulted in silos of influence based on funding and congressional reporting and made the agency difficult to administer.

b. While not intended as a doctrinal body, FEMA has been cast in this role by virtue of its Emergency Management Institute and guidance documents.
c. The Stafford Act consolidated disaster relief and disaster response under a single agency. 

III. The creation of the Department of Homeland Security following September 11 and the increased emphasis on terrorism profoundly changed emergency management in the United States. 

a. The emphasis on terrorism brought new players into the field and significantly reduced the role of FEMA.
b. The role of the local emergency manager was considerably diminished in many locations because of the emphasis on and the considerable funding being provided for terrorism response.

c. DHS has been widely viewed as returning to the type of scenario-based common in the early days of the Cold War and emphasizing response to terrorism over an all-hazard, all phases approach.

d. Suggest to the students that the conflict between homeland security and emergency management cited by Canton (2007) increases the demand for emergency management to have a clearly articulated role in community preparedness. 
IV. Several significant trends are having an impact on the development of the emergency management program.

a. A significant influence on emergency management is the growing body of disaster literature, particularly in the social sciences. This has led to a better understanding of what occurs in disasters and how people react to them. This can in turn lead to more effective planning.

b. There is a growing emphasis on the need for standards-based programs.

c. Emergency management continues to mature as a profession. 

V. Selves identifies three factors that influenced change in emergency management: the passage of SARA Title III, the end of the Cold War, and the increase in catastrophic disasters in the late 1980s to early 1990’s. Canton (2007) suggests that the development of Comprehensive Emergency Management was the major factor in changing the nature of emergency management. The professor may choose to have the students compare these two positions in a group discussion.
VI. Selves suggests that local emergency management can be broadly characterized into two models based on the priority given to emergency services: the emergency services model and the public administration model. Schneider also sees two categories of emergency management distinguished by the emphasis on mitigation and suggests three steps necessary for the success of the “new emergency management”. 
a. Have the students discuss Selves’ public administration model and Schneider’s “new emergency management”. The discussion should lead to an understanding that emergency management should be based community vision and values and offer strategic solutions to risk.
________________________________________________________________________

2.2 Define the term “emergency management”.

I. In defining a term, it is sometimes helpful to begin by determining what it is not. Emergency management is not emergency response.

a. Have the students list all the terms they believe are associated with “emergency management” such as emergency response. 
b. Distribute the handout, “Emergency Management Functions as Defined by Various Organizations”. Point out that many of these functions are response-related and, in many cases, performed by specific departments or agencies.

c. Emergency management is usually defined in terms of the functions described above. However, these are program functions rather than discrete functions that are unique to emergency management. That is, these functions can be and usually are performed by non-emergency managers. 

d. Canton (2007) suggests that a successful emergency management program must be perceived as adding value to the community. It is important, therefore, that any definition of emergency management focus on those things that make the profession unique and identify how emergency management can add value to a community.

II. Based on their historical analysis and their previous discussion, have the students list the characteristics of emergency management that could add value to the community. Guide the discussion to emphasize the following areas:
a. Managerial function 

b. Creating the context for community action

c. Assist in reducing vulnerability to hazards

d.  Increasing the communities capacity to cope with disaster

III. The POEM working group developed the following definition of emergency management. 

Emergency management is the managerial function charged with creating the framework within which communities reduce vulnerability to hazards and cope with disasters.

a. Have the students compare this definition with their list of characteristics and determine if the definition is adequate.

b. If this definition is indeed adequate, have the students discuss the implications of such a definition on the future of the emergency management profession. Consider the following issues:

i. The implications of emergency management as a managerial function rather than a technical function

ii. The shift in emphasis from emergency response to community resilience

iii. The increased focus on the reduction of community vulnerability and the consequent demand for increased mitigation

IV. Canton (2007) suggests that emergency management is based on three “pillars”: a specialized body of knowledge founded on academic research, knowledge of historical disasters, and technical knowledge that encompasses both management and disaster-related skills.

a. Have the students discuss whether this basis is sufficient to support the definition of emergency management as defined by the POEM working group.

_______________________________________________________________________
2.3 Understand the importance of vision and mission to the success of the emergency management program.

I. To understand the importance of vision and mission to the emergency management program, one must first understand that these are starting points for a strategic planning model that leads ultimately to action. Consequently, knowledge of the relationship between the components of the model and the dynamic process they represent is essential to successfully managing the process.
a. Provide the students with the handout “Strategic Planning Model” and discuss the relationships between the various levels of the model. 
b. Emphasize that the lower levels derive meaning from the vision and if this connectivity is lost so is the cohesiveness of the model.

c. There is a relationship between each two components of the model that cascades to the adjacent component. Failure of one component results in the failure of the whole.

d. Vision and mission serve as unifying principles that drive the development of the strategy which in turn is comprised of objectives and goals. The emphasis in this module should be on the link between vision and mission and their impact on strategy. The use of the strategy to derive goals and objectives will be covered in detail in Session 8 Coordination.
_______________________________________________________________________
2.4 Articulate a vision for the emergency management profession.
I. The concepts of vision and mission have, to a certain extent, lost some of their importance because of a misunderstanding of their purpose. Far from being a new-age, meaningless statements, they are, in fact the fundamental underpinning of the emergency management program.
a. Emergency management programs tend to be decentralized in execution. In order to guide the many activities that are needed to support the program, it is necessary to have a clear process for coordination.

b. The vision statement articulates the shared goal that all stakeholders agree is the desired end result of the emergency management program. All program activities should contribute in some measure to the achievement of this vision.
II. Vision has often been taken to mean a nebulous, feel-good image for the organization rather than the means of unifying disparate activities and focusing them to achieve a desired outcome.

a. Canton (2007) suggests that vision should answer the question of “Where do we want to be?” and be based on the answers to questions about the purpose of the organization and its customers.
b. Discuss the case study of AT&T and Theodore Vail in Canton (2007) to provide an example of the importance of strategic vision. More detailed information on the case study can be found in  Drucker (1974).
c. Vision must be clearly defined as the end state that a program is intended to accomplish. It is ultimately an expression of the value that the program provides to the community.
d. Vision represents a direction and, as such, may not be easily achieved. However, it must offer at least the theoretical possibility of achievement.
e. Linking the vision of the emergency management program to the overall vision of the community clearly demonstrates the value of the program. It shows that achieving the program vision ultimately helps the community achieve its own vision.
III. As a statement of shared belief and a unifying factor for the emergency management program, the vision statement can not be the product of a single person or agency. The development of the vision statement, therefore, also represents a starting point for developing relationships among stakeholders.
a. Youngs (2009) offers an interesting perspective on the Principles of Emergency Management and suggests that a slight modification could make the Principles applicable not only to the emergency management profession but to the relationship on which the emergency management program exists.
b. Youngs (2009) suggests six strategies for changing relationship variables. Have the students discuss how they might use these strategies to develop a vision statement consistent with the Principles of Emergency Management.
IV. The POEM working group developed the following vision for emergency management. 

Emergency management seeks to promote safer, less vulnerable communities with the capacity to cope with hazards and disasters.
a. Have the students discuss the components of this vision statement. Ask the students:

i. Does the vision address all phases of emergency management?

ii. Is the vision at least theoretically achievable?

iii. Does the vision articulate value-added to the community?

iv. How would you revise the vision?

b. The POEM working group vision statement is intended to be a general statement for the profession of emergency management. However, it may not fit a specific community or organization. Emergency managers should use the general statement as a guide in developing a vision statement unique to their own organization.
________________________________________________________________________

2.5 Based on the vision statement, develop a mission statement for emergency management profession. 
I. Mission describes how the vision will be achieved.

a. The mission statement should be a practical statement of how the organization intends to achieve its vision.
b. While the mission statement need not list every particular task being done to achieve the vision, there should be sufficient detail to demonstrate how accomplishing the mission will achieve the vision.

c. There is a difference between the mission of a particular entity, such as an Office of Emergency Services, and the mission of a program. The mission of the OES is more precise than that of the program and applies only to that office. It should not be confused with the emergency management program vision which applies to all participants in the program and is more general in scope.

II. The link between vision and mission is crucial. Without this link, both statements of are meaningless.

a. Canton (2007) describes mission as the link between vision and the rest of the strategic planning model that ultimately produces results.

b. Canton (2007) provides two examples of vision and mission statements. Provide students with the handout “Sample Mission/Vision Statements”. Have them discuss the two examples and discuss whether the mission statements actually support the vision statements.
III. Given the vision discussed above that emergency management seeks to promote safer, less vulnerable communities with the capacity to cope with hazards and disasters, have the students discuss possible elements that might be included in a mission statement for the emergency management profession. Key areas to consider are:
a. The reduction of vulnerability suggests that such a mission should have a strong mitigation component.
b. Increasing capacity to cope with hazards suggests a preparedness component.

c. Having the capacity to cope with hazards suggests a focus on developing the resources necessary to respond and recovery from an event.

IV. The POEM working group developed the following mission for emergency management. 

Emergency management protects communities by coordinating and integrating all activities necessary to build, sustain, and improve the capability to mitigate against, prepare for, respond to, and recover from threatened or actual natural disasters, acts of terrorism, or other man-made disasters.

a. Have the students compare this definition with the vision statement developed by the working group and discuss whether it supports that vision.
b. This mission statement was an attempt by the POEM working group to craft a general mission statement for the emergency management profession. Have the students discuss what changes they would make to the statement if they wished to use it for a program mission or for the mission of an emergency management department.

Resources:

Blanchard, B. W. (2008, October 27). Guide to Emergency Management and Related Terms, Definitions, Concepts, Acronyms, Organizations, Programs, Guidance, Executive Orders and Legislation. Retrieved August 18, 2009, from FEMA Higher Education Project: http://training.fema.gov/EMIWeb/edu/docs/terms%20and%20definitions/Terms%20and%20Definitions.pdf

Canton, L. G. (2007). Emergency Management: Concepts and Strategies for Effective Programs. Hoboken: John Wiley & Sons, Inc.

Drucker, P. F. (1974). Management: Tasks, Responsibilities, Practices. New York: Harper and Row, Publishers.

Schneider, R. O. (n.d.). A Strategic Overview of the "New" Emergency Management. Retrieved August 18, 2009, from FEMA Higher Education Project: http://training.fema.gov/EMIWeb/edu/highpapers.asp

Selves, M. D. (n.d.). Local Emergency Management: A Tale of Two Models. Retrieved August 18, 2009, from FEMA Higher Education Program: http://training.fema.gov/EMIWeb/downloads/LOCAL%20EMERGENCY%20MANAGEMENT.doc

Sylves, R. (2008). Disaster Policy and Politics: Emergency Management and Homeland Security. Washington DC: CQ Press.

Waugh, W. L., & Tierney, K. (2007). Emergency Management: Principles and Practice for Local Government. Washington, DC: ICMA Press.

Youngs, G. A. (2009). Constructing Theory for Emergency Managers: A Principles-Base Approach. In J. A. Hubbard, Ideas From an Emerging Field: Teaching Emergency Management in Higher Education (pp. 37-49). Fairfax: Public Entity Risk Institute.

Optional Exercise

Divide the class into two groups. One group will play the role of a local community civil grand jury. The other group will represent the local emergency management office.

Provide the students with the following scenario:

In response to a recent flood, your local civil grand jury is investigating the state of emergency planning in your jurisdiction. You have been asked to meet with them within the next hour and explain what your role is. Your testimony before the civil grand jury is limited to no more than five minutes. Bear in mind that the grand jury is made up of citizen volunteers who nothing at all about emergency management.
Grading for the exercise will be based on the students’ ability to clearly define the role of emergency management within the community and demonstrate how their office adds value.
Reflection Paper

The following is an actual vision statement from a small community:

The City has a clear vision of its future as a progressive, sustainable community that encourages the kind of economic and mixed-use development that enables businesses to grow, while also maintaining a friendly, walkable community.

Write a 2-3 page paper (double spaced) describing your proposed vision statement for your emergency management program. Your vision should be consistent with and support the community’s vision.
Papers will be graded based on the student’s adherence to the assignment instructions, presentation (grammar and spelling), and demonstration of the value of the emergency management program to the community.

Sample Vision/Mission Statements

Vision Statement
The vision of the XXXX Communications Department is to be the international model recognized for leadership, professionalism and innovation in 911 public safety communications.

  

Mission Statement
We, the members of the XXXXX Communications Department are committed to excellence in public safety, providing the linkage between the residents and visitors of XXXXX ‘s diverse city and its emergency services resources. We take pride in dedicating ourselves to professionalism and public service. 

________________________________________________________________________
Vision 
The FIRESCOPE Vision is to lead in the development and enhancement of Fire Service partnerships in California and nationwide by promoting the use of common all risk management systems for planned and unplanned events through the innovative use of technology.
Mission Statement
The Mission of FIRESCOPE is to (1) provide professional recommendations and technical assistance to the Director of OES (Office of Emergency Services) and the OES Fire and Rescue Branch on the following program elements:

· Statewide Fire and Rescue Cooperative Agreement (Mutual Aid) Plan. 

· Statewide Fire and Rescue Cooperative Agreement (Mutual Aid) System. 

· Mutual Aid Use and Application. 

· OES Fire and Rescue Branch staffing needs 

· Policies and Programs.

· Apparatus and Equipment programs.

And (2) maintain a system known as the FIRESCOPE "Decision Process" to continue statewide operation, development, and maintenance of the following FIRESCOPE developed Incident Command System (ICS) and Multi-Agency Coordination System (MACS) components:

· Improved methods for coordinating multi-agency firefighting resources during major incidents.

· Improved methods for forecasting fire behavior and assessing fire, weather and terrain conditions on an incident 

· Standard terminology for improving incident management. 

· Improved multi-agency training on FIRESCOPE developed components and products. 

· Common mapping systems.

· Improved incident information management. 

· Regional operational coordination centers for regional multi-agency coordination.
	Emergency Management Functions as Defined by Various Organizations

	Basic Preparedness Functions

IS 1 Emergency Manager: An Orientation to the Position (FEMA)
	Core Functions

CPG101 Guide for All Hazards Emergency Planning (FEMA) Sep 1996
	Program Functions

IS 230 Principles of Emergency Management (FEMA) Mar 2003
	Program Elements

Emergency Management Accreditation Program (EMAP) Standard

Sep 2004
	Organizational Characteristics

Characteristics of Effective Emergency Management Organizational Structures

Public Entity Risk Institute

Oct 2001

	1. Mobilizing emergency personnel and resources

2. Warning the public 

3. Taking protective action

4. Caring for victims

5. Assessing the damage

6. Restoring essential public services

7. Informing the public

8. Record keeping

9. Planning for recovery

10. Coordinating emergency management activities
	1. Direction and Control

2. Communications

3. Warning

4. Emergency Public Information

5. Evacuation

6. Mass Care

7. Health and Medical

8. Resource Management
	1. Laws and authorities

2. Hazard identification and risk assessment

3. Hazard mitigation

4. Resource management

5. Planning

6. Direction and control

7. Communication and warning

8. Operations and procedures

9. Logistics and facilities

10. Training

11. Exercises, evaluations, and corrective actions

12. Public Education and Information

13. Finance and Administration
	1. Laws and authorities

2. Hazard identification and risk assessment

3. Hazard mitigation

4. Resource management

5. Mutual Aid

6. Planning

7. Direction, control and coordination

8. Communications and warning

9. Operations and procedures

10. Logistics and facilities

11. Training

12. Exercises, evaluation and corrective action

13. Crisis communications, public education and information

14. Finance and administration
	1. Roles of elected officials defined

2. Strong and definitive lines of communications

3. Similar routine/disaster organizational Structures

4. Emergency management procedures are as close to routine operational procedures as possible

5. Good interpersonal relationships

6. Emergency management planning is an ongoing activity

7. All hazard approach

8. Disaster prevention and mitigation

9. Motivation provided for involvement in the emergency management program

10. Citizen involvement

11. Strong coordination among participating agencies

12. Public/private cooperation

13. Multiple use of resources

14. Public information function clearly defined

15. Ongoing monitoring for potential disasters

16. Internal alerting procedures

17. Ability to alert the public maximized

18. Active Intergovernmental coordination

19. Ability to maintain comprehensive records during a disaster

20. Eligibility for state and federal subsidies considered


Strategic Planning Model
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