It’'s a Matter of When, Not If

By fohn C. Cavanaugh, President, University of West Flonda

5L1p|;rr5r a magor disaster h.lp;n'rn':| on
YOurcamgis Imia_'.'. u:'ll'lll]fi vou h".“ Fl‘ﬂl'.l_'!-'
1o |'rl.~.p:|mi?' Although hurricanes
Katrna and Rita have dominated the
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many lypes of disasters affect colleges
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eards, 1we slorms, chemical splls and
wrmed antruders. 1 is not oo maner of f & disaster or emer
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Ths arncle shares: some lessons leamed by my expen
enced executve leadershipy team. Between September 2004
antl Ht.‘]ﬂ:*mhrl 2005, the University of Wist Flonida (UWF)
experienced Hurncanes Ivan, Dennis and Katnna, as well as
Ins|:1|.'.;1| storms Ardene and tl!‘ld}'. ]_}:mng the three Years |
serveed as Provost at the University of North Camlina at
":R;"Ilmlnﬂ.h]]’l.l ] .:ilb.“l ::'R.::l,‘rlt‘nu‘:! 1i1“‘ff.‘ ’!lll!‘“ 111."[11:&!”."3 h”“]'
lurly, other members of my leadership team have expenenced
major disasters, Conscquently, | and my team have confronted
numerous emergency situations requinng rapid decisions, such
as campus evacuations and extended closures that threatened
the institution’s academc PO As a result of Hurncane
lvan, for examplé, on UWF's main Pensacola campus, 95
percent of all bulldings and 110 of 114 dassrooms had 1o be
parttally or completely rebwlt, while the campus and commu-
nity infrasiructure—water. electncity, sewage and commumn-
caflons—was [ﬂm]]]i_'lg_‘]:.‘ lost for extended pt*.rmds. The cans
sequences of disasters are not measured in dollars-alone; the
long-terny emotional trauma people face must be recognized
and confronted.

Based on this expenence, | believe that to be successhul,
Your campus ieadl:'rship must demonstrate four elements:

- Pfur.'nr'ng that s :'1:-1':|pl‘s.'i1rti$i\'r and fully integrated,

= Deecisiveness through a willingness to make tough choices.
«  Fxecution based on extensive knowledge of the plan.

o Personal toueh in tu:.-nurmhunn_u that i}f_‘{-p]i.' and their safety
are prmany.

Planning. Does your campus have a comprehensive -
sasier ['ll.'l.ﬂ_ FMergency I:I'l"']'ﬂtlllrl.?l E‘FL’“E |"‘|{‘I l.'l'lrl1II1II|l|_|" frt l1FP'
prations plan? Do von know where thiey are located? When
was the last time these plans were discussed, revised and
1r_-||.|'|;|1 .'\‘\ 14 .1.tH.i|.1|Ir. "h{'fk '|-||r 1.!'“_' !’U”l’w'lr!l—'. kl'} "11"”“'“'"
that maxsmare the Lkelthood of o successful [1|.m:
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ship team or uther key pcr.-mr1m-| have been through a
major disaster? What expenence or lessons can they ofler
that will strengthen the plans? UWF has key personnel
expenenced with disasters and ather ¢rises,

o The plan envisions a situation worse them the weorst concele-
u“"!‘_' I'H“Il'l'lﬂ'].['. .!lehlj.l W{HI.I‘E _"p'l“.l [1“ iJ. :‘\r'[]LH' L'.:!.I]l.i.:l':]ﬂ I]Llh T
water, sewer, electnical, phone (land or mobile), postal
and couner service and comail {or an exfended perod?
Too few campuses plan lor extended outages of all infra-
structures and eommunicalion. illl.].;.{jllr_' ik Al L"'JH_. wi
cﬂﬁ&ullf{! 'l\'lth Fl:brrl'll"r H'Il.!l.!.'lf:'f' {:ffi]ll]lll]l(tfn l.-li lt‘lL:]i[iC;‘ll
nperanans; it made oor plans much better, and we were
ready when the warse-than-imagined disaster struck: In
short, unpredictable is not an option, And it won't be ol
vou seek advice from a broad mnge of experts and discuss
possthle scenanos across a wide vanety of patential disas-
ler Ivpes:

»  Essential personnel are clearly identified and informed of their
designalion. If semior leaders fanl o communicate the infor-
mation to the pn:u_}ph* who need o know, It won't hEEp. In
the mudst of a erisis is not the time to be asking whether
Joe or Anne 15 considered essential personnel. Instead,
Joe and Anne need to be certain of this so that when a
erists occurs, they head straight for their assigned loes-
tions,

» A comprehensive campus and communily tammunicalion
strateey before (if possible). during and after the event. Hur-
ricanes, fioods and blizzards provide some wamms: Use
the available tme to commumcate clearly and concisely
the steps people shauld or must take. Dunng and after
the event, provide peaple with a link to the campus. which
may be the nni}' constant Jeft in their lives. In the case of
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exlensive dﬂl‘l‘h‘iﬂE and extended closure, students, facuh'
and staff need to get basic mformation about the campus.
AL UWE, senior officials: realized the need for people 10
keep m touch with one another, so we developed a Weh
site for that purpose. Finally, campus leaders must be m
touch with the local county emergency management team.
Inlormation cxchangﬂ between them can be catical, par-
ticularly 1n coordmaling evacuation, response and recos-
ery aperalions.

There are clear crileria concerning campus closure and evacn-
ation, In a case of a single-site campusy, the enterion may
be as simple as o certain weather forecast or a declaration
by the local county emergency management office. For
mu|l|.v:|1m;|1u5 istitutions, the Process may be more com-
plex, especially when significant distances and multiple
county emergency management offices are mvolved. In
vither case, consistency in the decision tnggers 1s the key;
students, faculty and stall can leamn these decision tng:
pers and plan and behave accordimgly,

The evacuation pfﬂu easures e safely uf resident and inter-
natianal sudents, Does your plan merely suggest that st
tlents evacuate 16 wherever 1||r_|.' choose, or does it include
i formal process of matching students with local host families
whise contact imformation s passed on 1o the student’s
family? WAll you create an on-campus shelter for students
who eannot evacuate because of distance 1o home or the
lack of financial means? Does the campus provide long-
term shelters for students in the event of an extended
citmpus closure?

A backop for bey business operations is in place and ean be
npcm.red renmre.fy. E.-s_m.-nlia| records such as student tran-
senpts and the emplovee paveoll not only must be backed
up, but copies stored at sites far from campus that are
unlikely 1o be destroved simultansously with the pnmary
copies, Lhese backup copies must be accessible i such a
way as {o serve as the pomary data if needed 10 continue
[:lpt!rd[irmﬁ.

Foll recovery of expenses is highly unltkely, so have a cosh
cushion. Insurance and federal funds wall not provide full
réimbursement of éxpenses. The impact on cash flow must
be considered.

Contracts for repair, debrs removel, fuel and related needs
are i1 place. In the wake of & major disaster, the need for
these services 15 acute, and they are often unavailable 1o
those withoul prer commibments.

A regular review and recision cucle and prachice sessions.
[Dhsaster and emergency recovery plans must be consid-
eretl dvnamic documents that require discussion, Teview
and revision on @ regular bass, Including them as pant of
the ongoing campus planning process 15 essential,

Decisiveness. Having a camprehensive plan is one thing;

implementing 1t requires clear and resolute decision making.
P g it req

Key aspects here include:

FPeople's safety comes fist. All decisions must be based on
this principle.

Repeated clear, concise and consistent communication, [na
CITHE, penpic may not be at their best because Ihr.,'r' are
preoccipied with their own safety. This means that com-
munications need 1o be un.‘lmblgum:s. to the puinl and
reliahle, And say it awun and agam and again,

."I-fﬂl.:c the !uug-‘r decistons; Demonstrate ll:-'itil.'i‘!'-]'ﬂl‘h Be
willing to defend logeal and necessary decisions about
contracts, for example, when the normal bidding process
makes o sense,

Execution. No ane r:ul.Hj.' knows husw Hr]:n{ i |:||'=1I'| i unti]

it s actually set in motion. Successful implementation strate-

Hies lm.'hl.t{{‘ the rﬂ”fMIHH:

Clearly and unamibiguoisly mvoke the plan, When adisas.
ter or cnisis huts, no one should wander whether the emer.
pency plans have been triggered. [F certuin processes are
warved temporanly, make certain this s unimbigaous.

B¢ flexible, bul establish appropriate management ooenight
Each emergency leam has a :-ptci.ﬁr function; ler them iy
it withour meromanagement, Addinonal Bexibality may
be n:qu:n:d- -5p4:=1r_{m1.: limuts on credit or delbat cards iy
need o be mised temporarly, for example—but with ap-
[:lrl_}printr ..Lfl.'l,!l,l.l'lhl.'!}llllt!p' mechanisms. The kr.'[.' pninl here
15 that although the vanous plans may lay eut specihic
processes, the reality of the suvation and good judgment
miust prevadl.

Restrct access to unsafe areas of campus. Following anatu-
ral disaster, consider extensively damaged parts of the cam-
puis as vou would a crime scene. Insurance agencies and
the Federal Emergency Management Agency require care-
ful documentation of the damage, and it 15 far easier to
obtam and protect the evidence if access 1s restricted to
essential personnel. Resincted access also will make re-
sponse, repair and recovery efforts much easier and safer
ta accomplish.

Fersonal Touch. Nothing matters mare before. during

and after a disaster than people. Following are kevs to sucoess
in dealing wath the human dimensions:

Meet basic needs. After 2 hurnicane or semilar disaster,
consider providing food, clothing, shelter and money far
the families of essential personnel. Daing so will ease
their minds and enable emplovees 1o focus on the job at
hand. Colleges and universities (and thewr foundations)
can help through vanous reliel efforts and by establishing

grant and loan PIOETRms. Affter Hurmcane Ivan, the UWF
Continued on poge [0}
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Plan Ahead for

2006

2006

2007

2007

2006
and
2007!

Midyear Seminar
Apnl 9-12
San Antomo, TX

Annual Conlerence
September B-13
Louwsville, KY

f"v"hr]}'r.ir Seminar
March 25-28
osta ]"'rir:s-a. CA

Annual Conference
September 28-October 3
.-—\ﬂanta, GA
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Foundation provided more than $30,000 in grants to stu
dents and 522,000 in no-interest loans to faculty and
staff in the past year.

. f'.'r:: CHFOEe p(u:-pllf to h-_‘fll rﬁnr slorres. Hold an evenil o |L”-l.|'|'l-'
people to reconnect. LW held an all-employee convoca-
tion on the first day back after Humcane Ivan and en
L:uar.uu'd stafl and Facultv 1o do the same t]unnu; the firsi
fow davs back,

o Aceept thal post-traumalic stress disorder i fifely, Many
months alter EXPENENCINg & ]11|.r,h|\ stressful evenl, |11'-r]:|1‘
will suill feel the emotonal effects. Be sensitive to this by
I{'[!II.'IItl.If]I.': everyvone of these |nr|5-.-1r.'rn1 COnAequUenees andd

|,|L' ::.jil.'-|l,|:|r'.'|,[ 1i'll,‘ NecCeEssary {'I’Il]h.‘il‘!l!ll{ SETVICEN.

Leadership Lessons Learned. The recommendations
im this article are among those | have ||t'|LI|r'I11r'I!'||i'.t|. ar LW
|.1|:~..u-]'. In response o hurricanes |'1I‘1.',-1lli|r"-\ of the Iy e ul
disaster a campus faces, applying these suggestions will nel
fh.rl‘ slage [Or SUCCess N Prepanng ||Ir -|||'f|-' recOvering from
emergency or catastrophic situatiens, | ey wall also mimimize
the hnancul impact and moximuze the ability 1o recover.

.“-.hr'r: b L]{'._il_rll or |'r|.1!|'| im "i:["]l_, .I.I'id .‘_1“”'1'. W |l.!||
noft r;t.prnrnrrd a Hiapr chisaster since our ihllll!ElilH i | 963,
Since then, LW has .'i”'u:‘.'l:':\.‘-hl.”'!r' overcome fwo tropical storms
and three major hurncanes within a vear. | believe our dea-
sion to creale comprehensive plans with the assstance of con-
sultamts, and to continually monstor and update these plans
has proved to be one of the best uses of vur time and re-
sources, With decisive leadership and super implementation
by a greal eam. our expenonoes may serve as a ni'll:lnlli:l
mexdel. Auditors can play a kev role by providing support o

the development of the plans, ask-
e tnuﬂ.h questions and '.ihm'-'lm.‘,
visthle suppart for the le.‘sderﬁhip
team when 1t becomes: necessary

to implement the plans.

The assistance of D, Christine
k. Cavanaugh in preparing his ar-
ticle is gratefully achnowledged.
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