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Figure 2 Snapshot of Travel of Attendees from Inside the Hampton Roads Region (green) to
the Meetings within Hampton Roads (red).

5 Discussion

This paper focuses on displaying the cost of emergency management meetings in
a holistic and novel way. Benefits of having these meetings are not discussed nor
are opportunity costs of what the meeting time could have been used for as both
are extremely difficult to determine, if not intangible. Thus we focused on want
we could measure: time spent on meetings and exercises. Our approach shows a
picture of meetings in a region and thus allows the decision-maker to gain insights
of these meeting requirements. In our case-study, there were two insights that
were not apparent before the analysis. The results indicate that a lot of meeting
expenditure and time goes on transportation between Richmond and Chesapeake.
Second is the apparent lack of attendee overlap between meetings which indicates
that there are a few key people that provide synergy across all the meetings.

By providing insight to the meeting situation of a region allows a decision
maker to address these potential problems. For example, possible solutions to
reducing this expenditure could include moving HRPDC, where a large number of
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meetings are held, to Newport News or through the use of Video Tele Conferencing
(VTC). About half of all the man-hours allocated to meetings are the travel times
and thus decreasing the frequency of the meetings would be a cost-saving measure
even if that meant the meetings themselves had longer durations. However, the
lack of attendee overlap between meetings indicates that there may be not enough
meetings to ensure coordination amongst the HR’ emergency management com-
munity. This lack of overlap of attendees is something worthy of further discussion
and, at a minimum, these key personnel should be recognized for their overall
perspective of the HR risk management situation.

The results from our case study analysis indicate that half of our expected
meeting costs are travel costs which includes both people’s time traveling and per
diem for travel. However, many individual organizations only consider travel cost
in terms of travel per diem which is significantly small faction of the total travel
cost considered in this analysis. By only considering this fraction, organizations
are not taking into account the true cost of meeting travel. The results emphasize
the importance in assessing the cost of meetings from a holistic perspective that
includes both a broad definition of attendee costs (e.g., including wage costs) and
an aggregation of the costs across all attendees.

The purpose of giving the meetings in monetary cost terms, in this approach
to analysis, is that it is easier to sale a monetary saving than time saving, i.e., it
is easier to report that you wish to save “X” dollars in meeting/exercises require-
ments than “Y” hours of emergency managers time. Obviously, the monetary
value is not explicitly saved because wages still need to be paid but by not attend-
ing excessive meetings, the emergency managers are able to spend time on “their
day job” which might have otherwise been passed on to other team member result-
ing in more staff at the emergency manager office location; this is an example of
an opportunity cost. The monetary value given includes the costs for individuals
from private companies, e.g., power companies, and it is up to those companies
to determine how best they should allocate their resources.

The challenge to a manager of interpreting these new cost data is significant,
however. Future research needs to explore the relationship of escalating cost to
benefit. It may be, for example, that benefit increases even faster than costs as
more attendees participate in meetings. Of course, the opposite is possible as well,
but the present study provides a basis for better calculating the cost side of the
equation and setting the stage for these even more interesting research questions.

This paper has made no attempt to determine if any meetings/exercise should
be removed from the HR calendar. Even if we were able to evaluate the purpose of
any of the meetings against the HR risk management mission it is likely that we
would have missed many of the actual unstated purposes of the meeting. These
unstated purposes of a meeting might be to disseminate of information around
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different agencies, the open evaluation of ideas by attendees, etc. Thus given the
subjective judgment involved in any such decisions about removing meetings, it
is left to HR emergency managers and it is hoped that the research presented in
this paper will act as a catalyst to this discussion.

This analysis has also not discussed the effectiveness of meetings and these
were deemed beyond the scope for this work. In a survey of city managers, Reddick
(2008) discovers that it was not very common to use performance systems to gain
accountability of the level of collaboration that occurred. However, the city man-
agers did believe that a high level of collaboration among government officials
was occurring. Given that the information shared by emergency mangers is often
anecdotal and incomplete (Canton 2007), it would be hard to determine any per-
formance measures. Given that the complete actual benefit of meetings, espe-
cially those intangible benefits, cannot be determined is the reason that cost is
only factor considered in this paper. Thus, no discussion is offered there on either
the benefit of meetings or the opportunity cost of not having meetings.

Meetings are only one way that better collaboration/coordination, amongst
emergency management organizations, can be achieved. Thus focusing purely on
meetings might not be best way to address this problem. For example, some of the
collaboration issues discussed in this paper might be overcome with changes to the
management techniques used by emergency managers. This is a popular idea in the
literature and several approaches have been suggested: Business Continuity (Shaw
and Harrald 2006), Matrix Management (Clayton and Haverty 2005), contingent
coordination (Kettl 2013), adaptive management (Reddick 2008), strategic manage-
ment (Choi 2008), and Regionalism (Caruson and MacManus 2007). However, Red-
dick’s (2008) survey of city managers found that they believe that their city has a
high level capacity to coordinate and control homeland security preparedness so
the city managers are unlikely to see the need for a different management style.

5.1 Budgets

The cost of recovering for disaster might be high but the value placed on prepared-
ness is ranked low. This occurs because emergency management has been a low-
priority political issue (Briechle 1999), only getting on the public agenda during or
immediately after a disaster. For example, Choctaw County, Alabama got $84.41
per capita after hurricane Georges disaster (Krueger et al. 2009); the average found
Emergency Management Office budget per capita was $1.71. More importantly,
it is unlikely that emergency management budgets are likely to increase due to
emergency management programs not having strong political constituencies to
support effective action and encourage larger budget allocations (Choi 2008). In
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a survey of city officials, Baldassare and Hoene (2002) found that “only around
one quarter of respondents believed that there was a likelihood of city residents
supporting additional local taxes to fund homeland security preparedness, while
58% believed that this is unlikely.” Thus when faced with increased responsibili-
ties, emergency managers might have no choice but to decrease the number of
meeting that are held, no matter how beneficial they are. The approach outline in
this paper might aid decision-makers in making these hard budgetary decisions
and, maybe, allowing emergency managers a means to communicate some of
these issues to politicians and other high-level decision-makers.

The cost of meetings is only one part of the larger question of funding allo-
cation of emergency management. There are larger questions that need to be
addressed such as: (1) how much should EM offices be funded overall, (2) how
should the money be allocated within the office between office-based work and
non-office-based work, (3) how should money be allocated between meetings vs.
exercises; (4) how should money be allocated to travel vs. wage costs of attend-
ing meetings, (5) do different types of meetings deserve different allocations;
and (6) should the focus be on doing office-based work more efficiently rather
than cutting meetings? These are distinct political and managerial questions are
implicitly raised by the analysis but we have made no attempt to address them
here as we believe it is beyond the scope of this paper.

6 Conclusions

This paper outlines an approach to help decision-makers make an informed evalu-
ation of their emergency management meeting requirements within a region. The
approach was to construct a holistic cost model of meeting requirements in a region
which focuses on monetary cost and not temporal cost. By implementing this
approach a snap-shot of the meeting requirements is given in an understandable
language of decision-makers, e.g., money. To demonstrate this benefit, a case-study
of HR was used. To construct a cost model of such a large region, many assump-
tions had to be made because of the limited availability of data, e.g., wage informa-
tion and travel conditions at the time of the meetings. However, these assumptions
were chosen to give the most modest estimate of meeting cost.

The HR region spends approximately $2.1 M annually and 34,000 man-hours
annually on emergency management meetings including exercises and transpor-
tation of personnel to them. These results are based of 22 working group that meet
frequently during a year and four exercises per year. These meetings allow for the
coordination between emergency management related organizations. However,
with shrinking budgets and greater responsibilities, all these meeting might
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not be possible in the future. The analysis provided in this paper highlights the
resources requirements of these meeting in terms of monetary value. Using our
novel approach of displaying meeting costs in terms of monetary value, instead
of time, may provide emergency managers with better mechanisms to show their
cost savings, e.g., it sounds better to say that you saved $15,000 from reducing the
number of meetings as opposed to saying you saved 400 man-hours. Given the
highly publicized resource allocation of Emergency Management Offices (Backoff
et al. 1993), reducing spending might provide emergency managers the rhetorical
tools needed to make the strategic management decisions to fulfil their increas-
ing mission burden.

This holistic perspective from our cost model means that the cost of a meeting
is calculated in terms of all attendees and not just an individual or organizations
involvement thus a meeting cost is shown in its entirety to region. Thus an individual
attendee might not see their travel burden as having much impact on the cost of the
meeting but when aggregated, the travel cost could play a significant part of the meet-
ing’s overall costs. Though understanding the cost of meetings in the holistic way
provides decision-makers with a new perspective to evaluate their meeting burden.

The approach of the paper is solely focused on cost of meetings and does not
consider their benefit or the opportunity cost of not having a meeting with the
exception of reduced transportation time. Though analysis of these aspects would
be interesting there was little or no data available to complete this due the intangi-
ble nature of the data required. As pointed out by Caruson and MacManus (2007),
it is unlikely that any approach will benefit all involved in homeland security pre-
paredness and the method highlighted in this paper is no exception. However,
the authors believe the approach and results will help emergency managers think
about the limited resources problem and how meetings might be more efficient.

Further studies could include analysis of the opportunity cost of conduct-
ing meetings. Though the information required to do this analysis would be dif-
ficult to obtain a survey instrument could be used to obtain information on the
opportunities lost due to the current meeting burden of emergency managers.
This information collected would be incomplete as it assumes that interviewees
would be aware of the opportunities lost due to attending meetings and exercises.
However, as mentioned earlier in the paper, the collection of meeting benefit
information could have inter-organization political ramifications, as meeting
preferences will be revealed amongst the stakeholder organizations, and any
data collection should be conducted with this potential problem in mind. Also,
given the sheer number of attendees, this survey would only be able to cover a
small sample of them. The survey instrument could also be used to give a more
rigorous determination of the perception of meeting load within a region beyond
the anecdotal evidence given in this paper.
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