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Abstract

In our changing environment, in a more and more chaotic and complex environment, the increase in the number and importance of economic, social and human consequences of disasters, have bring to the first line of management the role and the position of crisis, risk and emergency managers.

Emergency managers face diverse players and priorities filled with obstacles to accomplishment and achievement. By observing and exercising sound management and organizational principles and practices, either from public administration or from business management, they will be able to effect positive change in the way government and business go about their business in their community. For those and other reasons, and after many huge emergencies and catastrophes, the traditional responsibilities and roles should be adapted to the new era and a new management perspective must be integrated in order to get the needed efficiency in solving such situations. 

This paper provides an overview of the traditional perspective and roles of risk, crisis and emergency managers and analyse the sector transformation and the new roles and responsibilities in mitigation, preparedness, response and recovery activities that should be included in the curricula of those professionals.

Introduction 

The recent tsunami of December 26th, 2004 that has razed the coasts of Asia and shocked the world; the terrorist attack of March 11th, 2004 in Madrid or Twin Towers of New York terrorist attack, are some of the earthquakes, floods, fires, courts of highways, problems of telecommunications, terrorist attacks, toxic escapes and other risks, crisis and emergency situations of all type are now more present and communicated through mass media. Some of these risks, crisis and emergency situations end up becoming natural, technological or human catastrophes, and one and others have had, and can have serious consequences in terms of lives, in the economies of the companies and families and for the society as a hole, more and more sensitive with the need of an effective preparedness before these situations. 

Clear examples of these catastrophic situations with serious consequences in human, economic and social terms, are the three initially mentioned cases that, for their importance, magnitude and consequences have marked a progressively before and a later in the general conception of the crisis and emergencies management and in particular of the needs to cover. For the recent of the events the following data is in the memory of everyone: 

· December 26th, 2004: tsunami in the coasts of Asia with a number of deaths that overcomes 170.000 people, more than 1.000.000 affected directly, and consequences and losses of all kind still to be determined. 

· March 11th, 2004: terrorist attack in a train station in Madrid (Spain), with 199 casualties and more than 2.000 wounded. 

· September 11th, 2001: terrorist attack against the Twin Towers of New York, with more than 2.500 casualties and thousands wounded. 

The traditional procedures used in these cases like the humanitarian help, the trust in the governments to give an appropriate answer or the intention in restoring the production by traditional processes of taking decisions, have been demonstrated useless to avoid and to palliate the serious social and economic effects of such situations. The application of Emergency and Crisis Preparedness and Management Policies since the point of view of “global risk administration” by all kind, companies, agencies and Administrations, is profiled like a viable, sustainable and absolutely necessary measure. 
To be able to implement strategies and policies of global risk administration it is necessary the existence of experts and technicians who, with precise knowledge and an appropriate professional preparation, know how to give a quick but qualified, planned and effective answer to the different risks that we confront. A professional is searched to elaborate, negotiate and manage the planning, prevention and intervention in crisis and emergency situations of all type independent of the magnitude of the effects or impacts, or of the environment in which the situation takes place (public or private). Although traditionally technicians or specialist abandoned the lines of the essential services such as police, firemen, etc. and public agencies, it is more frequently the existence of specialists that in an independent way offer their services and knowledge to companies, agencies and special services. Crisis and emergencies management are not only something related with Government Administrations and now companies are more forced to this type of policies and strategies. 

To analyze the capacities, abilities and specific knowledge that these experts should have, this article will be divided into two related parts. In first place, these abilities will be sketched in function of the moment of time of its convenient application and their relationship with the risk, crisis and emergency management through the four traditional phases of crisis and emergency management we can identify the knowledge and capacities that the “crisis and emergency specialist” should have. In second place, the paper will relate some of these abilities and specific knowledge needed from the general point of view (public or private), differentiating those abilities and knowledge depending of the different levels of the taking decisions of companies and the capacities required in each level. 

This purpose of this article is far away from being a summary or an inventory of the capacities, skills, abilities and knowledge a specialist should have crisis and emergency management. The main aim of this work is to make readers think about unsolved questions, and suggest in that way a new dimension for the profesionalization and training of such specialist. 

Crisis and emergency management phases 

Crisis and emergency management is designed in four phases. 

Mitigation 

When we think about mitigation the first thing which comes to our mind are the structural and not structural actions which allows, for example, to avoid walls fall dawn or that instruments or products on shelves are spread around the floors after an earthquake. 
The purpose of this phase is to prevent disasters to happen and to minimize the consequences of those which cannot be foreseen. That’s why when we deep in the mitigation idea, we can see that it includes wider concepts that the single physical prevention, among we can highlight the following: 

· The procedures change: for example, when are backups done? Where are they stored? How is the management communication system working?

· Revise the procedements: for example, does the production plant still have products that can possible join with oxidizers? 

· Systems change: for example, does the emergency generators depend on the local electricity company? How many suppliers does the company have?

In practice mitigation begins when managers, executives or top management see their organizations (public or private) with in a critical view, analyzing which are the procedures, activities or critical or basic services, and which are the support systems to face any eventuality, including the group of people who will manage the crisis. 

To mention some mitigation measures which allows us to glimpse the abilities, capacities which should have the crisis and emergency specialist in this phase, we suggest the following ones: 

· A first mitigation measure would be to guide the company top management on security and risk prevention because their attitude will be followed by the rest of the organization (Laye & Martinez Torre-Enciso, 2001). If top management is not involved in this policies and strategies, the rest of the organization won’t be too. Conviction capacity, commitment with its functions or flexibility in his/her work is some of the abilities the specialist should have. 

· A second mitigation measure would be to train this group of people which will respond to the crisis with some specialized and well-adapted course, because the training of the response teams is the due for an effective administration in such situations. An important mitigation form is a professional training. 

· However, the most important mitigation measure an organization can take, is to guide top managers towards a critical thought, measurement so difficult to obtain but without it is impossible to manage all aspects in the most effective way. 

Prevention and preparedness 

Some academic specialists consider the expression “prevention and preparedness” refers, to those actions that may be taken to protect lives, properties and financial benefits in the same moment the disaster takes place, for example, when hurricane or the fire arrives, or when there is a river overflowing. However, a more realistic definition should include global security long-term strategies, the prevention of potential risk and threats, the organization or community preparation to face better-unwanted situations and recover after the event. 
The prevention and preparedness objective is the knowledge and efficient administration of all the human, physical and economic available resources. The crisis and emergency manager or specialist is not able, however, to develop all tasks required in this type of situations, for what planning is an essential aspect in this phase, although the specialist should be able to identify needs when they arise and to look for the appropriate solutions with the available human, physical and economic resources. 

Training and exercising (SACO CID, 2000) is a key element in this phase, in all organization and society levels, for employees and citizens who should know self-protection techniques; it is important that key organization members know “the information (Fita, 1999) in crisis and emergency situations” techniques in such a way they can respond “correctly” to the media during the crisis; financial directors, treasurers or controllers must known how to answer questions of inspectors, insurance companies, shareholders, suppliers, clients, etc., and ones can learn it in courses of “Financial Planning in crisis and emergencies”, and the others in courses related to “Information Management”. It is important that specialists learn these techniques to be able later to teach them to the citizens or the workers. Crisis and emergency managers must have a wide, precise and appropriate knowledge that qualify them to detect and cover these groups’ needs. 

However, training is not the only prevention and preparedness action: a good identification, analysis and evaluation (Kolluru, Bartell, Pitblado, And Stricoff, 1998) of risks and vulnerability or impacts, a correct election of continuity or recovery strategies, the emergency plan and their implementation, the revision and bring up to date of the plans, the personnel's training, etc. As a conclusion, the main characteristic of the specialist in this phase and of those that are derived the other abilities, is to be able to “think about what is impossible". 

Response

The crisis and emergency response has been the main focus of attention of this management in the past, focused in the “aid measures”. This phase begins (Curtin, 2004) with the establishment of, at one side, the necessary mechanisms that activate the Emergency Plans and, at the other side, the procedures and derived processes of the Plan when these situations arise. The activation of the Emergency Operations Center (EOC) allows several advantages for management: it allows to centralize the human and materials resources management; solves problems related with the information coordination; provides decision support; improves the decision taking process; maintain the minimum level of services during the crisis; allows an effective, efficient and coordinated answer to face the disaster; etc.

Table top exercises and simulation scenarios (Ortiz, 2000) based on plans and previously defined procedures, make easy the acquisition of abilities in the own activities, train skills in managers and different emergency groups response, helping at the same time the evaluation Plan and procedures that are being testing. The most important thing in this case is the existence of a very close cooperation among the authorities, the response teams and the company managers in order to get an efficient and coordinated response. The future of emergency management will be referred to the public/private relationship in the planning, cooperation and coordination (Martinez Torre-Enciso, 2001). Specialists are beginning to learn about the importance of these relationships and how they can improve the long-term recovery for companies and communities. A good instruction regarding the “Coordination among public/private organizations in crisis and emergency situations” techniques would be very useful for the specialists and for the development of their skills and capacities. 

Recovery 

Recovery is nowadays the Crisis and Emergencies Management phase, which is receiving more attention (Elliot, 2004). There are several definitions that can be summarized in one: “recovery consists in returning to normal activity in the shortest possible time and with the smallest human lives and physical and economic resources loss”. The interruption of certain basic, essential or critical activities or services for the community or the company such us the cut of the electric supply, gas, water or telephone, the interruption of the production, etc., can be the origin of multiple problems for the specialist. He or she will need to recover or rehabilitate those activities or essential services, with several derived implications. The specialist should know how to prioritize the necessary performances to return to normal activity, identifying the source and the degree of disruption, using all human, physical and economic available resources. As an equivalent to the expression "restoration" is also used the term “rehabilitation” (mainly referred to infrastructure), more accurate as the complete recovery of companies and communities can take months even years. 

Nowadays the key strategy is however “the continuity of the activity” (Laye & Martinez Torre-Enciso, 2001). By using strategies which avoid disruption of critical activities or essential services is much quicker to return the usual life of the community, minimizing the loss of all kind of resources. The knowledge and planning of those critical activities or essential services is basic specialist skill. 

The crisis management skills in all of the organization levels 

When experts talk about “crisis and emergencies preparedness and management strategies” understood as “global risk management”, they are talking about an integrated prevention management (Asociación Para La Prevención De Accidentes, 1997). This integrated management has benefits from the point of view of the risk prevention and the improvement of organization competitiveness. The integrated management systems allow establishing responsibilities at all organization´ level, and at the same time they are based the controls in the chain management. 

It is possible to identify three different decision levels in an organizational strategy. The first level of decision is the one named “corporate or strategic level”. The global organization strategy is defined at this level. The decisions taken in this level are “strategic” and define the aims and action lines that the organization should follow in a long term. One of the basic roles of the strategic level is the identification of the most appropriate managers for each level according to its individual's capacities. An specific function of that level for the emergency manager is that he or she should convince and involve all others high managers and request their collaboration, and at the same time is essential to establish the crisis and emergency team who will be different depending on the type and magnitude of the disaster. They also have as a role the “crisis and emergencies standardized systems” development which provides homogeneous information, for example, an unified computer system, an specific data process, a unified organizational culture, standardized procedures (writings, communications, memos), etc. 

The second level refers to the business strategy. In this level they take tactical decisions that refer to the way of assigning the available resources efficiently for the attainment of the objectives fixed in the strategic level. The agent of emergencies in this level must develop programs which must include the four phases emergency management: mitigation, prevention, answer and recovery or continuation. She/he has as mission the efficient administration of the media or available material resources, the personnel, the victims if they exist, etc. 
The third strategy level is the one named functional and its concern is on how to use and apply the resources, processes, people and abilities inside each functional area, activity, strategic unit, service or community with the objective of maximizing of those resources productivity. The capacities of this phase would be too long to specify. 

The three described levels establish a hierarchy in the strategy whose responsibilities correspond to different people inside the organization. These levels don't even represent different problems, but different aspects of a strategic problem. This idea allows outlining the necessary interrelation among all the levels in order to have success with the organization strategy. "This means that decisions taken in upper levels affect condition the decisions taken in the lower levels as the first ones define the context in which all the other decisions must be taken” (Hunger & Wheelen, 1996). For this reason, the interrelation, the information and communication among the different responsibility levels are absolutely necessary for an appropriate strategic coordination and the attainment of the main organization objective" (Cuervo, 1995). 

Conclusion 
Analysing the four crisis and emergency management phases, as well as the abilities, skills and capabilities of crisis and emergencies specialists, it seems clear that we are talking about much more than the writing Plans of Administration of Crisis and Emergencies, Plans of Evaluation or Plans of Continuity. We are talking about an integrative process of the three steps of the companies and organisms management that assume the real responsibility of these situations (strategic, of business and functional). We are referring to multiple points such as the activation phases, the taking decision levels, the number of answers or the damage degree or activity ceasing, aspects that are framed inside the following process: identification of the risks and threats (scenarios), analysis of vulnerabilities (impacts), cost/benefits analysis, planning mitigation, formation and training, prove of has been planed, maintenance and setting to point. 

Nowadays, the attention to the prevention benefits of and the planning to avoid the disaster has moved to the high companies management and organisms. Standards and regulation have also expanded, moving from a focus based in the "answer" and the information systems towards new organization way and the management administration of the "recovery". The administration of emergencies future will be referred to the relationships public/private/without lucre spirit in the planning, cooperation and "coordination". 
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