THE LESSONS OF HURRICANE HUGO

Expecting the Unexpected

By JAMES L McCLINTON Manager, Administrative Services Burean,
Charleston County Police Department, North Charleston, South Carolina

As Hurricane Hugo made its

destructive trek across the Car

ibbean in Spetember 1989 law en

forcement officials througnout the
southeastern United States began to tocus
their attention on the possibility of activating
hurricane contingency plans. When projec-
tions made it apparent that South Carolina
would likely be Hugo 's destination, state
officials were quick to implement emergency
measures.



On the evening of September 21, Hugo's
epicenter smashed ashore precisely into
Charleston. And as the storn continued on
in a northwesterly direction, much of Scuth
Carolina was destined to feel the full fury

of Category IV hurricane... a storn that

is now considered this country’s most costly
natural disaster.

As a result of effective contingency plan-
ning and a proactive posture taken by public
safety officials prior to Hugo's onslaught,

however, fewer than 60 fatalities were left in
the wake of the storm. And as officials shifted
into a reactive mode the successful implemen-
tation of predetermined reactionary plans
contributed significantly to the success of the
post-Hugo recovery phase.

In the early stages of response and recovery
it was clear that professional skills, untiring
dedication and innovative techniques were
sufficient to meet public safety needs. Most
of the problems encountered had.



been anticipated, and effective contin-
gency plans simplified resolution. How-
ever, it was not until some semblance
of routine had been restored that the
truly unexpected problemns began to
manifest themselves. While these prob-
lems initially seemed insignificant, they
soon became disruptive to the point of
impeding response and recovery efforts.

Most of us have been conditioned
throughout our professional careers to
react instanfaneously in cx:51s situations,
confident that incidental problems will
be resolved as they arise. Such problems
have become increasmgly compiex over
the years, however, and therr impact up-
on our organizations can be both pro-
found and lasting.

While effective planning is important,
it cannot anticipate every possible prob-
lem or guarantee preparation for every
contingency. It therefore becomes pru-
dent to share and learn from the expe-
riences of others. For this reason, I would
like to share the followmg sampimg of
typical problems and concerns that might
plague the unexpecting public safety
organization in times of natural disaster.

Lmployses Compensalion

The disposition of “nonessential” ad-
ministrative employees and support
perscnnel can prove to be a complex
issue. For example, do you bring these
employees in to their normal work
stations or perhaps use them to augment
centralized response centers? And what
about those who are unable to report to
work because of washed-out bridges,
damaged roads or other hazardous
circumstances? Is administrative leave a
logical and appropriate solution?

Since people become even more de-
pendent upon their incomes for survival
in the aftermath of any major disaster,
the withholding of pay is certain to have
serious repercussions and should be
avoided. This is especially true when the
disaster has long-term implications and
the recovery process stretches into
weeks, While clear and simple solutions
may be evasive, there are numerous
options to be considered.

One tactic would be to pay a base
salary to all employees, including those
who did not (or could not) report for
work. However, be prepared to award
some form of additional compensation to
those who actually worked, whether this
is “comp time” or special bonus pay.
Otherwise, your well-intended gesture is
certain to generate heated controversy.
Furthermore, if employees are paid for
staymg home during a major disaster, the
incentive to work through any subse-
quent crisis has essentially been re-
moved. You may find that your empioy-
ees simply decide to stay home next time.

A related problem might be experi-
enced with those employees who are
“exempt” from receiving overtime wages,
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Miami, Florida

As a conference theme this

year we are presenting a com-

prehensive overview of the

assessment center process.

The emphasis will be on prac:

tical applications and usable

techniques:

® Job Analysis and Validation
Strategies

® Exercise-Design

® Assessor Training

® Candidate Preparation

¢ Conducting an Assessment
Center

¢ Candidate Feedback

® Legal Issues

¢ Ethical Standards

® Special Issues

Individuals responsible for

personnel functions or in-

volved in selection or promo-

tion: decisions, training profes—

sionals or anyone with an

interestin gaining information.

and insight into the assess--

ment center: process should

attend this program.

Attendance at-this conference
will provide participants-with
the most up-to-date informa-
Hon on assessment center
practices, procedures, and
mglementation strategies,
l? di:‘llow for intezgg;ion with.
2 gexqgrts in special-
ized field. Tuition for theg:;
gram is $375 for JIACP mem
and $425 for nonmembers.

To register or inquire,
call JACP toll free
1-800-638-1085

especially if there are exceptions to class
distinctions. For example, an exempt
lieutenant performing duties identical to
those of a nonexempt lieuten vt is likely
to question the faimess of co.npensation
policies. This is particularly true if both
are assigned to work in the same location
(ie, a command post). This problem
might be mitigated somewhat by simply
waiving all exempt classifications dunng
times of emergency. If thuis measure
proves to be cost prohibitive, you can
focus on specific positions or functions.

Because disaster response can be cha-
otic, we sometimes concern ourselves
with compensation and time sheet prep-
aration after the fact. Not only is this
method difficuit and inaccurate, but it can
also jecpardize the awarding of state and
tedierai grants, Timety establishment of
an zecmmate system for tracking hours
worked is imperative.

Since many officers have citizens band
radios and ceflular phones instalied in
their cruisers, it is important to establish
liability policies for the destruction of
personal equipment. This is particularly
important sitice personal equipment is
normally not covered by grants. Does
departmental approval to use the equip-
ment incur a replacement liability?

Mental Noz/th

As a result of fatigue, disruptions to
eating and sleeping routines and various
other incidental stressors, merital heaith
and endurance is certain to be cause for
maijor concem during a prolonged dis-
aster. Public safety officials must sacrifice
the welfare of their own families in order
to meet the needs of the communities
they serve. And if officers are compelled
to neglect their personal responsibilities
while coping with the additional stress
of meeting professional demands, depart-
mental effidency may dimirush,

Because of Hurricane Hugo, Charles-
ton County police officers were assigned
to work continuous 12-hour shifts, As a
result, weeks passed before many were
able to see their own homes in daylight.
This was particularly traumatic for those
who had to neglect homes that were
seriously damaged and in need of im-
mediate repair, .Other officers, whose
homes had been totally destroyed, had
to cope with the additional frustrations
mherent in finding interim shelters,

When a crisis begins to abate and of-
ficers become more aware of the disas-
ter’s impact on their environment, they
sometimes find themselves disoriented
and traumatized by the shock of seeing
the destruction of familiar sites and
surroundings, During pericds of great
stress, the loss of places and things that
have acquired sentimental value over the
years can wreak havoc with public safety
nfficials. Since most mental health con-

cerns fall within the realm of tramed and
qualified professionals, prudence dictates
the provision of such assistance for the
members of your department.

Endorsnce

Most contingency plans identify back-
up systems and make other provisions
that will supposedly ensure continuous
operation under emergency conditions,
Many of these plans are fimited in scope,
however, and fail to provide for long-term
requirements and associated problems.
For example, emergency communica-
Hons facilities usually depend on gener-
ators for power, but how long can they
run before it becomes necessary to refuel
them? This can be a serious problem if
access routes are blocked or destroyed
and fuel is unavailable.

How long couid your department co-
ordinate its response efforts if your
headquarters facilities and command
post were severely damaged or de-
stroyed? And what is the endurance of
those employees who are marconed at
one of your facilities—do you have
sufficient facilities and provisions to
sustain them? What happens if access is
blocked and you have no means for
ensuring fresh replacemen::?

Is your department capabtle of oper-
ating without telephones, typewriters or
computers for two to three weeks? Since
official vehicles are often required to
function in the midst of major disasters,
they are at risk and susceptible to dam-
age. Do you have sufficient numbers of
spare vehicles and parts to sustain
operations in the event of loss? What
about batreries for flashlights or proper
clothing and protective equipment?

Incidentaily, interdepartmental coop-
eration is certain to reach optimum levels
during times of emergency, and organ-
izations typically find themselves com-
promising normal accountability proce-
dures when sharing responsibilities,
equipment and personnel. However, by
the time relative calm has been restored,
resources have often been depleted and
patience stramed. Officials consequently
find themseives embroiled in contro-
versy as they strive to locate and recover
assets,

Lanclusion

While it is impossible to forecast every
problem that might arise during a major
disaster, contingency planning and fre-
quent exercises are essential Consider,
too, the possibility of detailing observers
from your department to temporary duty
with organizations involved in actual
disaster scenarios and obtaining copies
of their post-event critiques for careful
review and analysis. Finally, if you can
accept the fact that surprises are mev-
itable, your overall response strategy is
less likely to be jeopardized. &



