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Speaking at this confer ence has given me the opportunity to draw together from many experiencesover theyears,
participating in responses and recovery and training in emer gency prepar edness.
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Response that minimizes loss

Communication
Training

Resource delivery
Teamwork

For me, training fitsinto emer gency preparedness planning, as a synergistic activity along with the communications and
supply elementstied together tightly with teamwork. To achieve the objective of minimizing the loss, which isthe most
Important objective, a number of elements must bein place at the same time. L acking any one of these can undo all the
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others.

- If no one callsanyoneto respond, therewill be no response.

- If the person whoiscalled isnot trained well, they won’t know what to do.

- If you don’t have at least the minimal resour ces you need, or don’t know whereto get them quickly, you can’t complete
the response within the time necessary to minimize theloss.

- And if thereisno team, the person who responds will become exhausted quickly and the response will fail.
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Thanks to:

All of the Library of Congress, Preservation
Directorate, and Conservation Office staff,

ICCROM and all the students in courses In
Brazil, Chile, & Rome,

National Task Force on Emergency

Preparedness, Response & Recovery,
Heritage Preservation & AlC,

Regina Phelps, “Emergency Preparedness
Exercises’, 2001 Disaster Resource Guide.

I'd liketo thank all the people that have participated in exercises over thelast ten years. Thisincludesall of the Library of
Congress, Preservation Directorate, and Conservation Office staff.

The Conservation Office staff have participated in training as well asmany real incidents annually. They are always
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professional and we rarely lose collections.

ICCROM and all the studentsin coursesin Brazil, Chile, & Rome have taught usa great deal about training and many
have gone on to prepare emergency plansfor their institutionsor communities and have played important rolesin natural
disastersin their home countries.

The National Task Force on Emergency Preparedness, Response & Recovery, Heritage Preservation & AlIC have all
worked hard to make disaster training a solid curriculum which is now being used regionally to prepar e teams of
conservatorsand allied professionalsto respond to emergenciesin cultural institutionsin the United States.
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—mergency Response Training

The most important skills
Efficient
Effective
Creative

A good response is defined asonethat is efficient, effective and creative. No two incidents ever look alike. This means that
theresponder needs be sufficiently calm to be able to assess the damage, decide on a cour se of action, carry out the action
and evaluate theresults. Emergency responsetrainingisnot providing arecipe, but psychologically preparing the staff to
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respond efficiently, effectively and creatively without undue stress.



WODO®

Experience

Experienceisawonderful teacher. Many peoplein thefield have lear ned through experience at onetime or another.
What is often lacking in both thereal and ssmulated experiences, like a *“ mock-drill” is sufficient focus on the de-briefing
communication/s. Each person responding will individually have learned many things from their own perspectivein the
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response. What we need to do as a profession iswhat is being donein this conference; communicating our experiences
with each other tolearn from them for future events. It is extremely important that we use every opportunity we can to
communicate what happened, how it happened and what the resultswere



In every event, there will be thingsthat requireimprovement because no emergency recovery isdone perfectly. Thisisthe
opportunity to make improvementsto the emer gency preparedness planswithin an institution. Theimage of library
materials damaged by both fire and water ishorrific to thelibrarian/archivist and conservator. What we need to be able
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to doisfocus, not on the horror, but on how to recover the most we can.



The material that was flooded in the basement of the University of Colorado Library in theflash floodsin Fort Coallins,
Colorado flood was sever ely damaged. It took eight daysto get the water out of the basement and pack all the books for
freezing. They werethen stacked frozen in alocal freezer while decisions were made for therecovery.
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The booksweredistorted and filled with mud, sticks and ceiling tile material. The floodwater s el sewher e wer e gone
quickly. But there was no sour ce of water nearby to remove the debris and reshape the books. The result wasthat the
books had to be thawed and washed befor e they could be freeze-dried, which entailed a lar ge time and cost.
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The University has published an account of all therecovery effortsthat went into returning the University Library toits
full functioning, including innovative gift and exchange programs.



Mold isour most significant enemy in therecovery of library and archival materials. It ismold that drives with speed and
efficiency the response. Within arelatively short time one can have significant lossjust from active mold. The
informational content can belost and the recovery become much more complex.
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Once mold is present the responder s have to wear full-face respiratorswith air supply to be perfectly safe and ensurethat
none of the responder s becomes sensitized to mold. The responder s haveto wear gloves, full cover of clothing and ensure
that themold isnot carried on clothing or in theair, elsewhere. All waste from the cleaning process hasto be properly
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disposed of. In order for thisnot to happen there hasto be an effective, efficient and probably creative responseto get
everything dry quickly.



When theresponse is done properly, there will be an inspection of all areasthat might have been affected. Thisinspection
can take a great deal of time unless sufficient personnel are devoted to the task.
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The assessment is one area where the larger number of trained personnel that an institution has at its disposal will make a
big differencein the speed of an accur ate assessment. Often thereisjust one person trying to make the entir e assessment.
Thisisextremely inefficient. Ideally one can work in a team, provide the infor mation to a coordinator, and the
coordinator will make the decisions asto theresponse required.
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|

And the most important part of all isthe de-briefing session after theincident. Thisiswhen everyone has a chanceto
exchange what did and did not work. One could have oneto de-brief on the processes and if ther e was extensive damage,
another debriefing later to go over theresults of therecovery. Often oneissurprised at how much was ableto be
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recovered with theright level of effort, efficiently carried out.
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Today

Lectures
Mock drills
Experience

Today in preparing for emergency response for cultural property, we are extensively using these methodologiesto train
conservators. Lectures can be exciting, but they don’t provide the experience needed. Experienceisavery stressful
teacher. And mock drills are quite time-consuming to prepare. They also consume cultural objects—something of a
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conflict when what we are trying to show ishow to preserve them. These exercises generally work best with professionals
who are already expert at handling objectsthat aredry.
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Why exercise?

What worksfor your body, works heretoo. Reading about and watching videos of exercise will do nothing to reducethe
size of the“love handles.” You haveto work it.
Themost important part of being prepared for an emergency or disaster isthe exer cises. Experience will hopefully be
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gained through practical and real-time exer cisesrather than waiting for thefirst timethat oneisfaced with inevitable, but
trying circumstances.
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What Is an exercise”?

Actions to test or evaluate plans,
procedures and resources (people,
facilities and supplies)

Psychological preparation

Exercisein emergency preparednessisaction. Actions get at the essence of theresponse that isdesired.
Good exercises target the key areas of planning, of assessment of the damage, of handling both the smple and the
homogenous collections, or how to use the supplies and resour ces effectively and most importantly in thisfield — how to
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preservethe most material, with the least loss or damage with the most efficient use of resour ces.

And good exer cises provide an inoculation against the psychological shock in an emergency. Psychological preparation is
important because emer gencies areinherently stressful. They require immediate team-building and quick and precise
decision-making.

If oneisfrozen by shock or highly nervous, one cannot protect one' sown and others physical safety, participate on ateam
or provide assistance with effective decision-making. Thisiswhy we exer cise these sKills.
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Types of exercises

Orientation
Drill
Tabletop

Functional within Institution/Among
Colleagues

Full-scale — Community

The main types of exercisesthat have been developed in the field of emergency management are orientations, drills,
tabletops, functional exer cises and full-scale exercises. I n the conser vation community we have tended to focus on the
functional —or “mock-drill” - and full-scale exercises. We need to use other training modesto build response capacity and
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to engage other members of theinstitution and community. The team will include all of thesein areal emergency.
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Orientation exercise

Purpose — familiarization and motivation
When to use:
No previous experience
A new written plan — never tested
New staff or management

Should be informal, no more than two
nours and no more than a month to
Drepare

An orientation exer cise should be carried out when an institution wantsto prepare or has prepared a plan, and wantsto
provide basic information to the staff. This session should include basic health and safety issues—at least call attention to
thebasic principle of life safety first, could include the communication system so ever yone knows wher e the emer gency
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alert call should go, who will play what rolein the emergency response, and wherethe basic suppliesare kept or whereto
get the basic supply needs.

The orientation can be used to motivate management support or to begin to build a sense of a team within an institution
or region.
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Drill

Purpose - tests, develops or
maintains a specific skill

When to use:
Train new staff in a specific area

Safety Issues - Evacuation in a
fire or earthquake drill

Handling wet materials

Drills provide special skillsor can be used to test specific components of the emergency plan. Theclassicdrill in an
institution should be evacuation for afire. Thisisalegal requirement.
Other drills could include how to handle un-bound or over-sized wet paper materials, how to handle photographic
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materials, how to use a fire-extinguisher, basic first aid.
Thelist islong of specific skillsthat may be needed in an emer gency.
Confidence in the use of any of these skillswill makethe actual incident less stressful. The more one practices these skills

the more automatic they become. Thelessone hasto refer to a guide - or spendstimelooking for the guide—the more
efficient the response will be.



A first-aid orientation exercise could save lives particularly in areas wherelocal servicesarenot quickly available. These
are skills everyone should practice and continue practicing annually.
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In aregion wherethelocal fire department isfar away and wherethere are no legal obstructionsto their use, an
orientation and drill in the use of fire extinguishersisimportant.
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Demonstrations and drillsthat include the handling of wet and damaged materialsare critical for learning skillsin
handling fragile materials. Instructivein this exercise isthe amount of space and labor required.
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INSTRUCTIONS

1. Packall hnﬂks-spim down.

e
e

i nyt(!

4. Pack oversize books flat

with largest on the bottom.
cm—
i TR ST l

Thisisanother form of providing information useful in adrill, and handy for futurereference. Each component isa
separate skill. It isbest not to overwhelm people with all of them at once, but to select important componentsthat require
training and providethe appropriate skill.
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Tabletop Exercise

Purpose:

familiarizes departments with
specific roles

practice in problem-solving in a
group

builds the team
refining plans

Tabletop exercises are beginning to be morewidely used and in my experiencethey areavery important component of
thetraining. Once one hasthe orientation and some of the practical skills, thisisan important way of developing the
interdepartmental or regional roles of the various actor s without taking up too much of decision-makerstime.


http://www.archives.gov/preservation/conferences/lessons_learned.html




WODO®

Tabletop Exercise - Described

Simulated event with narrative

May Introduce additional "messages”
during exercise and use assistants

Group brainstorms to solve problems
described In event

Usually 2-4 hours with a half-hour to hour
“de-briefing”

A tabletop exercise can start with planned events, for example at a regular monthly meeting. Once experienced, it is good
to introduce an element of surprise.

It isonly with the surprise exercise that the institutions can learn how long it will take to pull together ateam and what
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happenswhen aregular member of the team is missing.
Thisisfundamental to the exercise. Thesethings happen all thetimein real life. Normally, the surprise event will lead to
mor e cross-training and the importance of inter-disciplinary knowledge.
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When to Use Tabletop

—Xercises

Need to engage all affected groups

in emergency response

Need to test problem-solving
Regular up-dating of training

Oneimportant element of the tabletop isto add “messages’ that are brought to the situation by the planners. Typical
messages might be that one of the team member s has suddenly becomeiill from heat exhaustion —what happens next?
Onething to bewary of, asa planner, isnot to create a “ mega-constant-disaster” wher e the messages keep coming and
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become more and moreintense — an earthquake, followed by a gasline explosion, followed by a storm and a mudslide.

This can lead to the team being overwhelmed and demoralized.
Many events have a ssmultaneous occurrence and naturally cometogether — such asfire and water damage. Early in

training exercises, thisis sufficient tension.
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Functional Exercise/"Mock Drill”

Fully simulated with objects,
simulated safety hazards

More complex or escalating
"messages’

Engages both decision-makers and
teamwork

A functional exerciseiswhat we call a“mock drill” in the conservation field.
It isyour test of all your previoustraining. A recovery plan that isnot tested is of little or no use. Soif thereisa plan and
it hasn’t been tested, it should be tested soon by one of these for ms of exer cises.
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Uses of Functional Exercises

Evaluate communication between different
groups

Assess effectiveness of previous exercises

Assess manpower and resource needs

Assess adequacy of current procedures and
policies

Thede-briefing from a functional exercise will include evaluating the communication between different groups,
assessment of the effectiveness of the drills, assessment of the manpower and resour ce needs and assessment of the
adequacy of the current procedures and palicies.
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Thisiswherea plan becomesindividualized to theinstitution —to the level of manpower available, to the decision-makers,

to the kinds of resour ces on hand, and perhaps regional resour ces.
Some of theissueswill emergein atable-top, but the psychological toughening of the team occursin a morereal situation

wher e everyone can practice their role.



Functional exercisesthat ICCROM teachesin Brazil, Chileand Rome bring together participantsfrom many regions of
theworld, but include an element of experiencing training othersin the exer cises so that the participants can use the
training skillsin their own institutions and countries.
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The functional exercisesin emergency preparedness, response and recovery can be used to initiate team-building for other
pur poses within an institution, can be used to familiarize staff to the content and vulner abilities of the collections and can
be practical if an emergency occurs befor e the emer gency planning is completed.
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One outcome of the exerciseisthat non-conservator personnel can experiencethe fact that paper-based and book
materials can actually berescued well if the skillsare known. When the skillsare not known thereis atendency to believe
that material will not respond to recovery and to claim a complete loss before that step is necessary.
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It isalso necessary to note herethat a full-scale exer cise that uses expendable materials must be conscious of the use of
these materials. |n some countrieslarge quantities of appropriate expendable material are extremely difficult to find.
In some cases carrying out a functional exercise, but demonstrating techniques of handling the actual materialsin a drill
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allowsfor re-using a smaller number of objects by allowing everyoneto handle one smaller group of objects.



One useful mechanism for initiating such training isto invite another institution that isalready carrying out such
exercises and training to demonstrate their techniques. This borrows a page from the well-known book that an outsider is
listened to more closely than a person from within.
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Full-Scale Exercise

Evaluates the operational capabilities
iInterdepartmentally both within and in the
local or regional community

Involves extensive coordination of
iInformation and testing of communication
channels

Tests negotiation skills and
Interdepartmental cooperation

The separation of the full-scale exer cise from the functional exerciseisthat theregional resour ces become involved. Some
regions of the country and some countriesin theworld practice such drillsregularly. Japan conducts full-scale exer cises
within communitiesfor earthquakes. Someregions of the United Statesthat areregularly hit by serious natural disasters
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—such as earthquakes, hurricanes and floods also conduct full-scale exer cises, however these exercisesrarely includethe
cultural institutions within their domains. During these exer cises, cultural institutions need to make themselves known to
the disaster plannersbefore an incident and request participation in any exer cises held.

These exer cisesrequirelong-term planning because they involve metropolitan police, fire departments and health services
which must be prepared to continue carrying out daily operations during the full-scale exer cises.
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A fire department often has per sonnel well-trained and equipped for emergency response, particularly in the area of life
safety. Many fire departments also take seriously therole of training in the community.
We should not imagine - unless we change professions - that we could or should attempt to replace the role of the well-
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trained professional wherelife safety isinvolved. We need to make sure that we not doing anything to impede this
function.

Preparationsfor security and restrictions of access must always take into account the protection of life.
Emergenciesinherently are high-risk. However risks must be minimized during an exercise.
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Who Should Participate?

Depending on exercise, invite
appropriate groups

The question of who should participate in each type of exerciseiskey to the success of the training effort. One wantsthe
correct training without waste of time for each member of the team. Remember that the ultimate goal should beto
minimize |loss.
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For example, all staff should know about the basics of emer gency preparedness and response. Orientation isthe key for
them. Many institutions place key elements of the plan into the telephone directory so that all staff receive a copy of the
basics as soon asthey cometo work at theinstitution. This providesthem with necessary infor mation immediately.
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Drills should target the individuals who will use the skills. However in areal emergency one will need alot of trained
people.
Moreisbetter for thedrillsaswell asthe orientation.
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Tabletop exercises need to have all the key areas of actionsrepresented and should include all the necessary decision-
makers.

Functional exer cises should engage the decision-makers and the action teams.
Be sureto havethe key playersin each and repeat the exer cise often enough to train newcomers.
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Where to Begin?

“Just do If”

It isimportant in contemplating an emergency preparednesstraining program to start immediately and from the current
gituation in theinstitution.
One never knows when an emergency will occur. Often the impetus comes from arecent event. The energy that comes out
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of arecent incident can be useful to harnessin training for future events.
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What you will need to do

Obtain Commitment
Define the Purpose
Define Objectives

It isimportant in each stage of planning your emergency responsetraining to think clearly about the purpose and

objectives and obtain the commitment of othersso that thereisno wasted effort. Training for emergenciesis hard to fit
onto busy schedules.
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Make surethat no oneiswasting their time.
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What about faillures?

Just as important as successes
Important to discuss in de-briefing
No blame allowed In discussion

Failuresduring an exercise arejust asimportant as successes. Discovering weaknessesisjust asimportant as success. This
Is how one discoverswhat areas need more work.
Thefailuresduring exercisesare critical to the development of the plan.
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It isimportant however in discussing failuresto do so without assigning blame. The debriefing is critical but should never

be about who isresponsiblefor afailure.
It isup totheorganizer of the debriefing to make surethat the responsibility is generalized and does not create a

defensive atmosphere.
This should be stated at the beginning of the debriefing and the meeting should be monitored closely to make surethat

fault-finding and blame do not evolve out of the discussions.



