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EMERGENCY MANAGEMENT:  EXPANDING OUR VISION BASED ON LESSONS LEARNED 
I.  ABSTRACT


Reflecting the historical evolution of both attack and natural hazard preparedness, the profession of emergency management confronts new challenges today.  In part, these reflect important cultural differences among stakeholder groups, especially local emergency managers, homeland security personnel, and those focused on business continuity.  An expanded and more strategic vision of the profession is required wherein fundamental assumption sets are placed into broader contexts.  Lessons from social problems theory and analyses of managerial strategies used by successful emergency managers provide helpful insights.  Contrary to the directions of the past eight years in the U.S.A., a major paradigm shift is required reflecting new orientations and program priorities.

II.  INTRODUCTION

A.  Acknowledgements and thank you

B.  CRHNet 2006, Montreal

1.  “I gave” (presentation entitled “Bridge Building Within Emergency Management Communities:  Successes, Pitfalls, and Future Challenges”; expanded ideas into a more formal meeting paper (Drabek 2009a) and future journal article.

2.  “I took” (many impressive presentations in both large and small group settings.  Large group presentation by Ian Davis had lasting impact as did presentation by Alain Normand (2006) regarding integration of disciplines, e.g., power points gave view of a kaleidoscope to obtain a whole rather than fractured parts.  I described his approach in a journal article I completed shortly after the 2006 CRHNet Montreal meeting (see Drabek 2007, p. 39).

3.  Current presentation offered opportunity to explore these issues in more depth.

III.  THE RECENT PAST

A.  Scattered empirical studies of civil defense directors during 1960s, 70s and early 80s.

1.  Iowa State investigations, e.g., Klonglan et al., 1973 and Mulford et al. 1971.


2.  Caplow et al, 1984


3.  Wenger et al. 1987 (DRC)

B.  National U.S.A. study of strategies used by local emergency managers to maintain program integrity (Drabek 1987, 1990).  Key conclusions:

1.  Applicability of 15 strategies for maintaining organizational integrity, reflecting the general organizational management literature, was documented, e.g., constituency support, cooptation, joint ventures, etc. (based on Pennings, 1981).

2.  Most successful local emergency managers used more of these 15 strategies on a regular basis.

3.  While urban/rural emergency managers used different tactics to implement any specific strategy, all of the strategies were used by all successful directors.
4.  Rural and small community directors used six strategies less frequently than did those in urban areas, i.e., cooptation, coalition formation in both public and informal settings, mergers, innovation (early adoption of microcomputers) and regulation.
C.  Face-to-face and telephone interviews and questionnaires were used in a doctoral study of a broad cross-section of Canadian crisis managers by Kuban (1993) (University of Alberta)

1.  Mail questionnaires (sample = 200; 117 returned; 103 useful for analysis, p. 176).

2.  Extensive literature review on three topics:  1) general management (pp. 13-39); 2) crisis as a unique management environment (pp. 40-92); and 3) crisis management, e.g., planning, decision-making, etc. (pp. 93-133).

3.  Three key conclusions:

a.  “Crisis management functions are performed in a unique and extremely stressful environment.  Crises have a tremendous impact on individuals, organizational behavior, and the way in which (crisis) managers can manage.  The impact is so significant that effective day-to-day managers may not necessarily be effective as crisis managers” (p. 2 of Abstract).

b.  “The interviewees observed that effective crisis managers must be able to:  operate without rule books, make decisions on the fly, cope with the lack of predictability in their environment, be risk takers, and communicate with utmost efficiency” (p. 288).

c.  “The three most important skills of crisis managers are communication, decision making, and coordination.  All three are based on the element of trust” (p. 291).

D.  Drabek (2003) assessed the strategies used by local emergency managers to coordinate disaster responses.

1.  Data Base

a.  10 field studies after disasters, e.g., Hurricane Floyd (North and South Carolina), Oklahoma (City of Moore and Oklahoma County) and Kansas tornadoes (Sedgwick County) (p. 20).

b.  Telephone interviews with 52 directors whose community experienced a disaster (Spring, 1999 through mid-February 2001) (pp. 21-26).

c.  Face-to-face (Phase I) and telephone (Phase II) interviews followed by questionnaires (100% return from 62 emergency managers) (p. 29).  Contact agency representatives (Phase I, e.g., fire, law enforcement, public works) totaled 89 interviews with 93% return rate for questionnaires (p. 31).

2.  Key Findings

a.  The emergent multiorganizational networks (EMONS) that comprise community responses to disaster can be mapped (pp. 43-66) and related to response effectiveness (p. 149).
b.  26 key coordination strategies from management literature (Osborne and Plastrik 1998) were documented as being relevant to emergency managers during disaster, e.g., display of decisions, decentralization of decision-making, emergent collaborative planning (pp. 67-121 and pp. 123-124).

c.  Professional membership, i.e., IAEM, was positively correlated with more frequent use of coordination strategies (p. 130) and was a key variable in a multi-variable prediction model of response effectiveness (p. 136).

d.  Both perceived and actual agency disaster response effectiveness “. . . occurred when domain consensus was highest, more of the 26 coordination strategies were used by the local emergency manager, the event studied had the most lengthy forewarning, the emergency manager had participated in disaster training exercises with seven core contact agencies during the prior two years, the local emergency manager had participated in local community service organizations, the community had a higher rate of population growth during the past ten years, and the local emergency manager had used more of the managerial strategies during the prior year” (pp. xvii-xviii). 

E.  McEntire (2006) reviewed literature for his chapter in the Handbook of Disaster Research (Rodríguez et al. 2006) entitled “Local Emergency Management Organizations”.  Key findings:

1.  Mission expansion.  “With the 9/11 terrorist attacks, emergency management has again changed course by taking on the homeland security perspective.  . . . Attention is now given to intelligence gathering, border control, and preparation for a possible attack involving weapons of mass destruction . . .” (p. 172).

2.  Participation by emergent groups is recognized as normal, that is, “inevitable” (pp. 174-176).

3.  Emergency management, both history and organization, in other countries is beginning to be studied as is the international level system (pp. 176-177).  (See also McEntire et al.  In Preparation.  Chapters include the United States, Canada, England, Scandinavia, Malawi, Turkey, Korea and China).  Available at “Free College Course and Book Materials Section – Books Under Development Subsection – Comparative Emergency Management Textbook” @http://training,fema.gov/EMIWebed/edu/CompEmMgmtBookProject.asp).
F.  Enarson, Fothergill and Peek (2006) reviewed extensive literature for their chapter in the Handbook of Disaster Research (Rodríguez et al. 2006) entitled “Gender and Disaster:  Foundations and Directions.”  Key findings:

1.  Documentation of the relative lack of women in decision-making roles within emergency management and disaster relief organizations (pp. 135-138).

2.  Grassroots organization.  “Examples from the United States and around the world demonstrate the effectiveness of women’s grassroots strategies, despite limited resources and initial, external opposition in some situations” (p. 138).

3.  Lack of study or understanding of sexual orientation consequences in emergency management and disaster relief.  “Gay and lesbian advocacy organizations are rare in all countries and hard pressed to meet even the most fundamental needs of gay, lesbian, bisexual, and trans-gender persons after disasters” (p. 141).

III.  THEORETICAL EXTENSIONS

A.  Impact of Bush Administration policies on the evolution of emergency management, i.e., terrorism focus, centralization of authority at federal level, increased roles of federal military, assaults on civil liberties.  These may spill over to other nations.  Question:  To what degree did Canadian emergency managers at local, provential, and federal levels drift in parallel directions?

B.  Integration of Emergency Management and Homeland Security responsibilities, tasks, and programs is not a simple matter.  There are distinct cultures, starting with who or what is “the enemy.”  (See Drabek 2007).

C.  E. L. Quarantelli Award required lecture which provided opportunity to reflect on an alternative perspective following a critique of policies being implemented by Bush appointees within emergency management and homeland security (See Drabek 2008).

D.  FEMA Higher Education Conference in June, 2008 resulted in a principles and implementation statement (Drabek 2009b).

1.  Basic thesis:  disasters are nonroutine social problems (p. 11; also see Kreps and Drabek 1996).
2.  Core principles (you think of implications for emergency management).

a.  “There is a relationship between the private troubles experienced by individuals and the public issues of their day” (p. 13).

b.  “All societies are in a constant degree of change reflecting patterns of consensus and dissensus among and /within institutional areas” (p. 14).

c.  “Because social problems are socially constructed, so too must be their solutions” (p. 14).

d.  “As with wealth and other forms of privilege, the socially powerful also have greater influence in defining what is and is not a social problem” (p. 15).

e.  “There is an interdependence among social problems, including their origins, analysis, and solutions” (p. 16).  Example:  “Close  examination of gender power as a social fact affecting all dimensions of risk management can and must be integral to our analysis of ethnicity and race, caste and class, age, sexual orientation, mental and physical (dis)abilities, citizenship, religion, and other categories of power – and the inverse is no less true” (Enarson et al. 2006, p. 143).

f.  “Sociological analyses of social problems preclude blaming the victims (p. 17).  Remember Katrina; see Drabek 2005 for elaboration.

E.  The Human Side of Disaster (Drabek 2009c).

1.  A new teaching tool; very conversational, very personal and very passionate.

2.  Last chapter was first entitled, “What Can Be Done?”  During revision process, shifted to “What Must Be Done?”  (a new vision statement).

IV.  AN EMERGENT NEW VISION FOR EMERGENCY MANAGEMENT

A.  Disasters are nonroutine social problems.

B.  CEM is the mission statement (multi-hazard and full life cycle; homeland security and business continuity are specialized task domains that may be conceptualized as partially overlapping with emergency management (e.g., Normand 2006) or viewed as sub-sets within a broader vision of the emergency management portfolio.

C.  Local community is the key unit within the intergovernmental system.

1.  How to decrease vulnerabilities?  Perrow 2007; decentralize the targets; but first, campaign finance reform is a requirement.

2.  How to increase resilience?  Edwards 2009.

a.  The approach must be “. . . premised on institutions and organizations letting go, creating the necessary framework for action, rather than developing specific plans and allowing community resilience to emerge and develop in local areas over time” (p. 80).

b.  “ . . . although central government often requires a uniformity of approach, seen from above, community resilience resembles a patchwork of ideas, action and exercises.  No single plan exists, never should and hopefully never will” (p. 80).

c.  The four Es:  engagement, education, empowerment, and encouragement (see pp. 80-82).
3.  But what about terrorism?
a.  As Lustick (2007) put it:  “We have been and are being, suckered, suckered big time” (p. 9); for elaboration, see Lustick (2008).

b.  Issues of homeland security, like border security, must be recast into the broader context of immigration reform.  We don’t solve the social problem of crime by purchasing more locks or building more prisons.
c.  The issue of security must be recast by asking what it is that comprises the real sources of our insecurity?  As Hart (2006) reminded us:  “Freedom requires security.  An insecure individual or an insecure nation cannot be said to be truly free” (p. 173).

d.  Parallel to F. D. Roosevelt’s four freedoms, i.e., freedom from fear, freedom from want, freedom of speech, and freedom of worship (1941 State of the Union speech).  So instead of building more walls along our national borders, homeland security should be viewed more strategically as Hart (2006) emphasized.  “Our new four freedoms should  be freedom of the commons, freedom of livelihood, freedom of a sound environment, and freedom from fear” (P. 176).

e.  What are the costs to civil liberties to expand surveillance techniques that might prevent future terrorist attacks?  When fear mongering efforts alter public perceptions of risk, some will accept invasions of privacy and other assaults on basic freedoms in exchange for the illusion that they are safer.  Example #1:  “It is the source of considerable wonder that those most eager to sacrifice some freedoms to create a shield, or spear, against terrorism are unwilling to demonstrate equal zeal in attacking other sources of insecurity to create a cloak of security” (Hart 2006, p. 175).  Example #2:  Dostoevsky’s (1960) Grand Inquisitor:  “I tell you that man is tormented by no greater anxiety than to find someone to whom he can hand over quickly that gift of freedom with which the unhappy creature is born” (pp. 128-129).

f.  Military and paramilitary actions along with enhanced law enforcement activity must be directed at core terrorist groups so as to thwart or eliminate them.  However, the root causes of terrorism – poverty, religious extremism, intolerance, and so forth – must be the top priority, the major strategic emphasis.
4.  And what about business continuity and preparedness?
a.  Local emergency manager must nurture, facilitate, stimulate.

b.  Explicit recognition that no business is an island; if local government fails, it will impact business security, continuity, and future success.

c.   Explicit recognition of cultural differences:  business uses corporate, top-down model vs. emergency manager as grassroots, bottoms-up approaches.  Must bridge cultural divide and focus on common goal of increases in resilience and reductions of vulnerabilities.

D.  Local Emergency Managers are Community Change Agents

1.  Implement the perspectives and strategies inherent within the rich insights that flow from defining disasters as nonroutine social problems.

2.  Springer (2009):  “Today, we see this new breed of emergency managers emerging, and they can best be defined as change agents” (p. 198).

a.  Data base:  300 individuals attending the 2007 IAEM national conference (federal = 33%; state = 17%; city/county = 50%).

b.  Seven key attributes:  (Variation by government level) (p. 202 and pp. 207-209).

1)  Challenge the status quo

2)  Frame a clear, compelling vision

3)  Focus on new outcomes versus process

4)  Realign and lead within the bureaucracy

5)  Uncover the right talent and build upon it through teams

6)  Listen intently and be open to learning by being aware and knowledgeable

7)  Inspire confidence

c.  Bottom Line:  trust and credibility (p. 208)

3.  A priority must be placed on Global Warming (Haddow et al. 2009).

a.  A full life cycle perspective is needed reflecting CEM.

b.  Policy guidance at all levels of the intergovernmental system must be stimulated and debated, especially at the local level.  Example:  “Just as local government officials have taken the lead on mitigation – reducing their local greenhouse gas emissions – they also need to be on the front lines of adaptation – preparing for the local impact of climate change” (Haddow 2009, p. 9).
c.  Local emergency managers must stimulate and provide leadership to the private sector whose culture and fiscal priorities will constrain future policy initiatives.

d.  International cooperation, participation, and commitment must be reflected within the new strategic vision of emergency managers.

V.  CONCLUDING THOUGHTS

A.  Three last ideas:  1) a statistical fact; 2) a historical reminder and 3) two bits of personal philosophy.

B.  A statistical fact:  

1.  “The global financial meltdown has pushed the ranks of the world’s hungry to a record 1 billion, a grim milestone that poses a threat to peace and security”  (Rizzo 2009, p. 18A).

2.  This is an 11% increase since 2008.  

3.  “A hungry world is a dangerous world . . . without food people have only three options:  they riot, they emigrate or they die.  None of these are acceptable options” (quote from Josette Sheeran, World Food Program, United Nations).  (Rizzo 2009, p. 18A).

C.  A historical reminder:  “The Ludlow Massacre” (Andrews 2008).

1.  Ludlow, Colorado (April 20, 1914); state militia clashed with striking coal miners and families living in a tent city; over 20 killed, mostly women and children.

2.  Event:  Like other disasters, must be placed within historical context to understand root causes and conflicting interpretations of the event, blame attribution, and proposed solutions.

3.  Management view:  Conflict avoidance via creation of a company town with a “Sociological Department” (equals paternalism).

4.  Labor view:  eight hour work day, wage increases, control of work assignments.  “What Colorado Fuel and Iron’s new leader failed to grasp, then, was that miners continued to want the same things they had always wanted:  safety, fellowship, a higher quality of life, autonomy, dignity, and basic freedoms” (p. 231).

5.  Interpretation:  Andrews’s analysis of the 1914 Ludlow Massacre “ . . . illustrates how a more holistic historical vision might help us understand the origins of the modern world’s most pressing dilemmas.  Poverty, disease, discrimination, inequality, global climate change, war, pollution – the environmental, social, political and economic aspects of these problems are inextricably interconnected” (p. 290).

6.  The Lesson:  Who will you chose to work for?  Be careful how you answer.

D.  Two bits of personal philosophy:

1.  First, be aware of your unique time in human history, but recognize how brief it is.  Act today!

2.  Second, look up.  Always look up and upon doing so, confront yourself with this question:  “Do I have a sense of perspective that is acceptable to me?”   
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