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Chapter 1

Overview

1.1 INTRODUCTION
This manual provides guidelines for countries and relevant local, national, regional and 
international organizations to prepare for and manage operations during animal health 
emergencies. 

This manual is a compendium to the Food and Agriculture Organization of the United 
Nations (FAO) Good Emergency Management Practice: The Essentials (the GEMP man-
ual) and provides an overarching view on how to address the peace time and emergency 
phases of an animal health event causing an emergency. 

In addition to the GEMP manual, this manual is aligned to the Livestock Emergency 
Guidelines and Standards (LEGS). LEGS is a set of international guidelines and standards 
created to support the design, implementation and evaluation of livestock interventions 
during emergencies to help people affected by humanitarian crises. 

The GEMP manual provides the basis for the FAO progressive pathway for emergen-
cy preparedness (PPEP).

The PPEP is a tool that enables national veterinary services to self-assess and standardize 
their animal health emergency management capacity needs and to achieve a sustainable 
state of emergency preparedness in line with the World Organisation for Animal Health 
(WOAH, founded as OIE) international standards (i.e. Terrestrial and Aquatic Animal Health 
Codes, the Manual of Diagnostic Tests and Vaccines for Terrestrial Animals and the Manual 
of Diagnostic Tests for Aquatic Animals). 

Furthermore, the WOAH Performance of Veterinary Services (PVS) tool includes three 
critical competencies that are directly related to the management of operations during an 
animal health emergency:

1)  Emergency funding (Chapter I – Critical Competency 9);
2)  Emergency preparedness and response (Chapter II – Critical Competency 5); and
3)  Internal coordination (chain of command) (Chapter I Competency 6. A.). 
Not intended to be prescriptive, this manual supports veterinary services and compe-

tent authorities to achieve the standards articulated in the documents mentioned above, 
by providing examples for structures and workflows from good practices implemented by 
Australia, Canada, the United States of America, and a few other countries. In doing so, 
veterinary services and competent authorities can compare their own systems or use these 
examples as guidance to create or adapt their own systems. 
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This manual does not address every situation but aims at providing sufficient guidance for 
countries to customize their approach in preparing for and managing operations during an 
animal health emergency. 

•	 Chapter 1 is an introduction to this manual, identifying how it complements other 
animal health related documents, with a particular emphasis on the GEMP manual. 

•	 Chapter 2 describes the steps to be taken during peacetime to prepare for the man-
agement of operations during an animal health emergency and describes specific 
preparedness activities that are necessary for efficient management of operations 
during an animal health emergency. 

•	 Chapter 3 describes animal health emergency operations and how to implement 
mechanisms and systems to manage those operations during an animal health 
emergency. 

•	 Annex 1 presents a collection of checklists, forms and templates that could be 
referenced to help support the management of operations during an animal health 
emergency.

•	 Annex 2 provides guidance for establishing an emergency operations centre (EOC). 

1.2 SCOPE OF THE MANUAL
This manual focuses on preparing for and managing operations during an animal health 
emergency that results from animal diseases, infections or infestations, including zoonotic 
animal diseases.

This manual provides guidance on the ‘preparedness’, and ‘response’ actions undertak-
en through ‘peacetime’ and  ‘emergency’ phases, which are described in the GEMP manual 
and summarized below. 

Although broadly applicable to all hazards, this manual does not specifically address 
animal health emergencies as a consequence of natural disasters such as flood or drought, 
or industrial disasters such as nuclear accidents or chemical pollution, feed contamination 

EXAMPLE 

Application of this manual

The Republic of Cameroon has successfully used this manual as a template to develop 

a national manual adapted to the Cameroon context.† 

This manual has also served as a basis for simulation exercises in several countries 

(Australia, Cameroon, Chile, Colombia, Ghana, Kenya, Senegal, Thailand, Uganda, the 

United States of America and Viet Nam) and feedback from those exercises has been 

incorporated into this publication.

	† Manuel pour la gestion des operations lors d’une urgence zoosanitaire au Cameroun
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with animal or public health impact, or food safety emergencies with animal implications. 
It also does not address scientific or technical aspects of an animal health emergency.

1.3 GOOD EMERGENCY MANAGEMENT PRACTICE: THE ESSENTIALS
The FAO GEMP manual sets out in a systematic way the elements required to achieve an 
appropriate level of preparedness and proposes an approach to animal health emergency 
management inclusive of all types of events, whether they are caused by natural 
phenomena, including non-infectious events, or by accidental or deliberate human action 
(FAO, 2011). 

Definitions that are used in the GEMP manual and applied consistently in this manual are:
•	 Animal health emergency refers to a state where a major disruption or condition 

is triggered by an animal health event that can often be anticipated or prepared for, 
but seldom exactly foreseen. It may be caused by several hazards, including out-
breaks of high impact transboundary animal diseases, both terrestrial and aquatic. 

•	 Emergency management refers to the holistic organization and management 
of responsibilities, resources and actions that address all aspects of an emergency. 
Emergency management involves plans and institutional arrangements to engage 
and guide the efforts of public and private sectors in a systematic, comprehensive 
and coordinated way. 

The GEMP manual provides good emergency management practices throughout all four 
phases of an animal health event causing an emergency. These phases are identified and 
described in the GEMP manual as: ‘peacetime’, ‘alert’, ‘emergency’ and ‘reconstruction’. 

Source: FAO, 2022.

FIGURE 1
Emergency management actions implemented at each phase of

an animal health event causing an emergency
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These phases are illustrated in Figure 1, along with the emergency management actions 
that should be implemented at each phase. These phases and actions are briefly described 
below and explained in detail throughout the GEMP manual. 

Peacetime phase refers to the period of time prior to a specific animal health event 
when no extraordinary or emergency actions are necessary for that event. It means, for 
example, that there may be peacetime on the front of one disease, while there is an emer-
gency on the front of one or more other diseases. 

Alert phase refers to the period of time when the level of risk due to an animal health 
event requires close observation of all activities, rapid transmission, sharing and assessment 
of relevant information and quick precautionary action to address an impending emergen-
cy. The alert phase is the period when a threat is advancing or has been identified. It can 
be triggered by suspicion of a case of a priority disease, or by a confirmed outbreak in 
the vicinity of the country or in trading partner countries. During the alert phase, an early 
warning system is used. 

Emergency phase refers to the period of time requiring immediate actions to avoid 
or mitigate direct and indirect losses caused by an animal health event. Although only this 
phase is referred to as ‘emergency’, the entire event is addressed by emergency manage-
ment. 

Reconstruction phase refers to the period following the emergency phase and is 
dedicated to the re-establishment of animal populations, the recovery of pre-emergency 
(human and animal) health levels (including efforts to reduce risk factors), the relaunching 
of animal production systems, value chains and trade, the restoration of livelihoods, and 
the support to other socio-economic aspects impacted by the animal health event. The 
animal health status recovered may be different from that before the event. The recon-
struction phase is also used to implement a post-experience assessment or an after-action 
review (AAR). 

The GEMP manual explains that all through the animal health event, five types of 
emergency management actions should be implemented: ‘prepare’, ‘prevent’, ‘detect’, 
‘respond’ and ‘recover’. These actions are implemented in accordance with their relevance 
to each phase of the animal health event causing the emergency. 

The ‘prepare’ action refers to the development and implementation of strategies, 
policies, programmes, systems and analyses prior to an animal health emergency, in order 
to prevent, detect, respond to, and recover from said emergency. Prepare is the predom-
inant action of emergency management during peacetime but it is also important during 
reconstruction.

The ‘prevent’ action refers to the implementation of activities, programmes, and sys-
tems that enable an organization to avoid, preclude or limit (mitigate) the impact of an 
animal health event. Prevent is an action of emergency management that is key during 
the alert phase to avoid the event becoming an emergency, but it also applies as a general 
measure during the other phases.

The ‘detect’ action refers to the implementation of activities, programmes, and systems 
to identify an incursion, emergence or re-emergence, or spread of a hazard, or define the 
level of presence or demonstrate the absence of the hazard. Detect is particularly important 
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during the alert and emergency phase to know where to respond. It is also important in 
peacetime in terms of readiness and in the reconstruction phase to help recover a favour-
able animal health status. 

The ‘respond’ action refers to the implementation of activities, programmes, and sys-
tems aimed at the rapid containment and eventual elimination of the cause of an animal 
health event, and at the mitigation of its negative consequences. Respond is the primary 
action of the emergency phase. However, it is also possible to respond pre-emptively during 
the alert phase.

The ‘recover’ action refers to the implementation of activities, programmes, and sys-
tems to relaunch animal production systems, value chains and trade, to restore livelihoods, 
and to support other impacted socio-economic aspects. Recover is predominant during the 
reconstruction phase but can be activated before the end of the emergency phase, espe-
cially if that phase is long-lasting or concerns large parts of the territory.
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Chapter 2

Preparing to manage operations 
during an animal health 
emergency

2.1 INTRODUCTION
The ability to properly manage operations during an animal health emergency relies on 
the level of advance preparedness achieved. Veterinary services must invest in preparing 
their response capabilities at national, sub-national and local levels to manage operations 
effectively and efficiently during an animal health emergency.

This section addresses:
•	 prerequisites for timely and effective response;
•	 establishing response capabilities, which include:

	– authorities and enabling frameworks;
	– emergency response systems;
	– emergency operations centres;
	– emergency operations plans and supporting procedures;
	– systems to support operations;

•	 maintaining response capability, which include:
	– training of personnel;
	– testing through simulation exercises;
	– monitoring and review.

2.2 PREREQUISITES FOR TIMELY AND EFFECTIVE RESPONSE
Four basic prerequisites are needed to respond to an animal health emergency quickly and 
effectively. These include:

•	 identify, categorize and prioritize animal health events; 
•	 establish triggers for declaration of an animal health emergency; 
•	 early detection of an animal health event; and 
•	 pre-determine response goals and strategies. 
These prerequisites allow for early detection of an animal health emergency and enable 

officials to implement an appropriate and timely response. 

2.2.1 Identify, categorize and prioritize animal diseases
The identification, categorization and prioritization of animal health events and their 
corresponding consequences, allow countries to determine the animal health events that 
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have the potential to cause an animal health emergency and justify the development and 
implementation of specific emergency preparedness and response plans.

Strategic risk assessments of animal health events should be undertaken as a prepared-
ness action, whereby the outcome guides actions to prevent, prepare for and reduce the 
level of risk associated with a particular animal health event. The strategic risk assessment 
should include the potential consequences, such as socio-economic, food security and 
public health impacts. Further guidance on risk analysis in animal health emergency man-
agement is included in Annex IV of the GEMP manual.

Developing a list of priority animal health events of greatest concern to the country 
including those that are zoonotic in nature is crucial to properly planning for operations 
during an animal health emergency. Once created, the priority animal health events list 
should be reassessed on a regular basis according to the most current strategic risk assess-
ment.  

2.2.2 Establish triggers for declaration of an animal health emergency
To trigger a declaration of an animal health emergency, an animal health event needs to 
meet a statutory definition.

Each country should identify the animal health events that are likely to lead to an animal 
health emergency and develop the adequate infrastructure (emergency organizations/units, 
operational strategies and response plans) needed to respond to and recover from animal 
health emergencies. 

Countries should also define a scale or severity level for animal health emergencies. 
Defining the severity of animal health emergencies allows officials to implement, as soon 
as reasonably practicable, the appropriate level of coordination, resources and support 
necessary for the management of operations during an animal health emergency.

2.2.3 Early detection of an animal health event 
The success of a country’s capability to quickly and accurately recognize and characterize 
an animal health emergency depends on the following factors:

•	 a national surveillance programme for priority animal health emergencies, which is 
capable of detecting emerging and re-emerging animal health events that trigger 
disease investigations and laboratory diagnostic follow up;

•	 awareness of the country’s priority list of notifiable animal health events by relevant 
stakeholders;

EXAMPLE 

Severity levels for an animal health emergency

The 2018 Inter-agency Standing Committee standard operating procedures (IASC, 2018) 

(SOPs) use scale of urgency, complexity, capacity and risk of failure to define the levels 

and to deliver effectively to affected populations.
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•	 completion of a risk assessment, including pathway analysis and mapping to identify 
hot spots for targeted surveillance (risk-based surveillance); 

•	 availability of an early warning system to alert authorities and stakeholders;
•	 availability of laboratory diagnostic capacities, which should include an accreditation 

system for private laboratories (i.e. compliance with ISO 9000 and ISO/IEC 17025 
General Requirements for the Competence of Calibration and Testing Laboratories; 
proficiency testing for the evaluation of a laboratory’s capability to conduct specific 
diagnostic tests) and a formal surge support collaboration framework (e.g. WOAH 
Reference Laboratory Network, or FAO Reference Centres);

•	 trained staff capable of recognizing the importance and urgency of an animal health 
event, that may cause an animal health emergency; and

•	 the technical ability to perform epidemiological investigations and analyses, includ-
ing the development of case definitions. 

2.2.4 Pre-determine response goals and strategies  
The animal health emergency response goals and strategies should be developed and 
documented for each of the animal health events previously identified and prioritized as 
part of the strategic risk assessment. These documents should provide information about 
the nature of the animal health event, the principles of its control, the objectives of the 
control policies and the impact these may have on animal welfare. These documents should 
be considered as authoritative references.

Many factors need consideration when determining whether a particular strategy would 
be appropriate and advantageous to support the response to an animal health event. This 
includes, among others, the option to use a medical treatment versus a vaccine, to choose 
the level of intensity for the outbreak investigations, the direct and indirect consequences 

EXAMPLE 

Animal health emergency response goals and strategies

For each disease listed in Australia’s Emergency Animal Disease Response Agreement, 

a specific response strategy has been developed and documented in the form of a 

‘disease strategy’ manual. These documents set out the nationally agreed policy (and 

supporting technical information) for the response to an incidence, or suspected inci-

dence, of disease in Australia.

Response strategies include information on:

•	 the nature of the disease;

•	 principles of control and eradication; and

•	 policy and rationale (the agreed Australian response policy and strategies for its 

implementation).

Source: Animal Health Australia. 2021. AUSVETPLAN: Overview (version 5.0)https://animalhealthaustralia.

com.au/ausvetplan/
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of the outbreak (such as animal welfare), the stakeholders’ response measures and public 
acceptance of that, the scale of the event, the available veterinary countermeasures, and 
the resources available to implement selected response strategies (APHIS, 2017).

Disease response strategies should be determined in peacetime and can include the 
implementation of:

•	 movement restrictions for animals and animal by-product;
•	 quarantine of premises;
•	 stamping out; and
•	 emergency vaccination. 
These disease response strategies are not mutually exclusive and may need to be imple-

mented simultaneously combined with other sanitary measures. This is discussed further 
in Chapter 3.

2.3 ESTABLISHING RESPONSE CAPABILITIES 
In addition to the prerequisites, the achievement of a state of preparedness for the 
management of operations during an animal health emergency requires the establishment 
of some specific capabilities at the country level, which include:

•	 authorities and enabling legal frameworks;
•	 partnerships and agreements;
•	 emergency response structure and systems; 
•	 emergency operations centres;
•	 emergency operations plans and supporting procedures; and
•	 systems to support emergency operations.
These capabilities and how they are applied in many countries are described below.

2.3.1 Authorities and enabling legal framework
This capability consists of the ability of the national and sub-national jurisdictions to 
establish the legal and regulatory infrastructure to be activated during all phases of an 
animal health emergency. The objective is to have in place the authority and the procedures 
to declare an animal health emergency and execute the necessary powers to respond to the 
emergency in a prompt and effective manner. This is an essential element in the emergency 
planning process, which includes the following actions:

•	 establish authority and powers to act in an emergency; and
•	 identify and designate the emergency response authority.

2.3.1.1 Establish authority and powers to act in an emergency
The key component of animal health emergency preparedness is the availability of legal 
powers to carry out all necessary disease control actions. Following international standards 
(notably WOAH’s Terrestrial Animal Health Code), and existing national frameworks (such 
as national disaster management frameworks and national emergency preparedness 
and response frameworks), the legal framework should set up the requirements and 
regulatory powers to determine how the veterinary services of a country and other 
public agencies are involved in the management of operations during an animal health 
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emergency. This legal framework should include, but is not limited to, the following 
authorities and powers: 

•	 ability to declare an animal health emergency;
•	 ability for officials or designated people to gain access to farms, abattoirs or other 

livestock enterprises to carry out emergency tasks (e.g. disease investigations, imple-
mentation and control of quarantine, culling, disinfection, sample collections, etc.);

•	 ability to declare infected areas and disease control zones;
•	 ability to quarantine farms or other livestock enterprises to prevent movement of 

animals and animal products both into and out of the affected premises without 
express permission of the regulatory authority;

•	 ability to ban the movement of livestock, livestock products or other potentially 
contaminated materials; 

•	 ability to have access to animal movement records;
•	 ability to seize and obtain custody of animals;
•	 ability to have authority over the fate of the affected animals and decision-making 

power on how affected animals will be managed (e.g. select the method by which 
affected animals could be destroyed);

•	 ability to authorize the compulsory destruction and safe disposal of infected or 
potentially infected animals and contaminated or potentially contaminated prod-
ucts and materials (subject to compensation, see below);

•	 ability to access available finances, donations and emergency funds to support 
emergency actions including deployment of personnel, purchase and mobilization 
of equipment and materials, and proper management of compensation schemes 
for farmers  (Not all countries have the capabilities to use the same mechanisms 
to finance an emergency response. Some veterinary services rely on internal or 
external funding to accomplish their work, while others rely on the intervention of 
international organizations.); and

•	 ability to trigger pre-emptive and precautionary interventions and implementation 
of disease control actions, including movement restrictions and compulsory vacci-
nation during the alert phase.

The legal and regulatory framework should be applicable to all appropriate levels, 
from the national level to the sub-national and local level, according to the administrative 
division of the country.

For countries that operate under a federal government system, there should be harmo-
nization and consistency under the legislations for animal health emergencies throughout 
the country. 

All key stakeholders involved in the response to animal health emergencies within a 
country should be trained in the legal frameworks of their jurisdictions, in order to have 
a clear understanding of the legal basis for their actions.

The legal authority to declare an animal health emergency is a fundamental tool 
in animal health emergency management. There are several factors to consider when 
declaring an animal health emergency, including the risk to public health, the economic 
impact on the livestock sector, the impact on food security and safety, animal welfare 
and the impact on tourism. National and sub-national authorities need to pre-define 
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the criteria, triggers and thresholds that will need to be met before declaring an animal 
health emergency and, if necessary, request external support. 

Procedures for the declaration of an animal health emergency and conditions for its 
renewal need to be pre-established. The declaration should include the following infor-
mation:

•	 the effective dates the declaration began; 
•	 geographic areas covered;
•	 conditions giving rise to the animal health emergency; and
•	 the agency or agencies leading the response activities.

EXAMPLE 

Legal frameworks for animal health emergencies

The Animal Health Protection Act in the United States of America gives broad authority 

to the Secretary of Agriculture to prevent, detect, control and eradicate animal diseases 

and pests, and to declare an animal disease emergency.

The Code of Federal Regulations provides guidance and authority to the United 

States Department of Agriculture to cooperate with states in the control and 

eradication of the disease. This includes: 

•	 operations and indemnity for quarantine restrictions and orders;

•	 purchase, destruction and disposition of infected or exposed animals and relat-

ed animal products and materials; and

•	 disinfection of premises, conveyances and materials, and other operations. 

In addition to this, each state has the power to adopt additional statutes, rules, 

policies, procedures and other legal frameworks that complement the overarching 

federal requirements. 

Source: USDA

EXAMPLE 

Criteria for the declaration of animal health emergencies

•	 a priority disease absent from the country is confirmed in a neighbouring 

country;

•	 suspicion of the first case of a priority disease absent from the country;

•	 confirmation of the first case of a priority disease absent from the country; 

•	 significant increase (thresholds) or abnormal evolution (hosts, areas) of the 

incidence or virulence of a priority disease present in the country; and

•	 high and concomitant frequency of decreased performance with no known 

cause in many epidemiological units (thresholds).

Source: FAO. A guide to compensation schemes for livestock disease control http://www.fao.org/ag/

againfo/resources/documents/compensation_guide/introduction.html
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Declarations can also include mitigations that might be required to reduce the impact of 
the outbreak, such as enhanced biosecurity measures or restricted movement of affected 
animals and animal products. 

The declaration of an animal health emergency creates an enabling and transparent 
situation to request additional resources that are commonly unavailable during non-emer-
gencies. It should provide the relevant parties with the:

•	 authority to activate emergency response structures, plans and mutual aid agree-
ments;

•	 access to additional resources including emergency funds to help respond to and 
recover from the emergency;

•	 authority to use emergency funds and deploy personnel, equipment, supplies and 
stockpiles;

•	 statutory immunities and liability protections for those involved in response activities;
•	 arrangements for streamlining administrative procedures such as procurement 

requirements; and
•	 emergency authorization to use medical products. 
Emergency declarations can be issued at the local, sub-national and national levels.

2.3.1.2 Identify and designate the emergency response authority
The competent authority responsible for managing operations during an animal health 
emergency should be identified within the legal framework and should have responsibility 
for developing emergency plans during peacetime and the ability to mobilize needed 
resources during the emergency phase. This competent authority maintains the capability 
to respond to and manage operations during an animal health emergency within its 
jurisdiction. The competent authority may trigger predetermined immediate and pre-
emptive actions before the declaration of an animal health emergency. The procedure 
and criteria for the delegation of authority and responsibility during an animal health 
emergency should be well-developed and included in the legal framework.

In most countries, the control and eradication of livestock diseases of national signifi-
cance are primarily the responsibility of national governments and they are usually led by 
the national veterinary services. Veterinary services can be delegated by legislation or regu-
lation as the national emergency response authority by the country’s national government, 
with the Chief Veterinary Officer (CVO) or equivalent person or entity responsible for all 
technical aspects of animal health emergency preparedness and response. 

In some countries, each state, territory or province may have statutory responsibility for 
the management of operations during an animal health emergency within its borders and 
may receive support from the national governments under the national legal framework. In 
such cases, the governmental authorities should work together to orchestrate operational 
procedures that achieve the response goals and objectives.

Countries may also need to establish a regulatory authority or formal mechanisms to 
interact with other governmental departments or ministries, which are needed to assist the 
national veterinary services during an animal health emergency. This includes other depart-
ments or ministries of disaster management, law enforcement, public health, wildlife, financ-
es, environmental health, and others, including international organizations (FAO, 2021).
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2.3.2  Partnerships and agreement
Following the establishment of the authorities and legal frameworks described 
above, the next step is to establish partnerships and agreements that will support the 
management of operations during an animal health emergency. Collaboration with 
ministries or departments, other than the national veterinary service or the ministry 
of agriculture, provides a platform for open and consistent communication among 
technical experts, which encourages knowledge and information about the emergency 
to be shared. To achieve an effective collaborative approach, the competent authority 
and stakeholders should be identified and assigned their respective role, responsibility 
and mandate.

These stakeholders can be identified in other governmental agencies, non-govern-
mental organizations, the private sector and academia. Stakeholders should be invited to 
participate in networks and forums that are responsible for preparing for animal health 
emergencies. Traditional partners typically include:

•	 public health sector, where the animal health event presents potential human 
health and well-being implications. It is crucial to establish key working part-
nerships with the ministry of health and public health agencies for managing 
zoonotic diseases; 

•	 environmental services, to provide advice on potential environmental impacts of 
disease response activities. in some countries the environmental services may also 
act as a responding department if the disease impacts wild terrestrial and aquatic 
animals; 

•	 disaster management authority, which will provide additional support if the animal 
health emergency exceeds the capability and capacity of the veterinary services;

•	 private sector/industry, as they are the most knowledgeable about their sector/
industry and can facilitate the implementation of response strategies;

•	 law enforcement authorities (police, armed forces, border security services), to 
support the enforcement of the response strategies, which may include control of 
borders to prevent the entry or exit of high-risk commodities;

•	 wildlife agencies or ministries of wildlife conservation. very often wildlife presents 
a potential reservoir for disease agents that constitute a risk for spill-over to 
domestic animal populations during an animal health event;

EXAMPLE 

Public health collaboration

The veterinary service in Chile has a system of focal points for communication within 

the ministry of health to identify information on human cases (i.e. locations) during 

outbreaks of zoonotic diseases. It consists of subject matter experts that maintain con-

stant communication between the ministry of health, health centres, hospitals and the 

national veterinary services during an emergency. 
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•	 community and cultural leaders who play an important role in communicating with 
communities, cultural groups and individuals;

•	 civil society organizations, non-governmental organizations, volunteers and 
research institutes, and academia; and

•	 international organizations that play an important role in assisting countries dur-
ing an animal health emergency. Through international assistance, countries can 
request technical, logistical and/or operational support when required. 

When identified, the roles of key stakeholders should be documented, and formal 
partnerships established using agreements such as memoranda of understanding (MoU). 
Specific roles should be based on the types of resources and specific skills that stake-
holders can provide for managing operations during an animal health emergency. These 
could include:

•	 Minimize the risk of animal health emergency occurrence by developing biosecu-
rity plans.

•	 Report events likely to trigger an animal health emergency.
•	 Maintain adequate resource capacity (i.e. emergency response personnel, equip-

ment, laboratory diagnostics) to respond to an animal health emergency.
•	 Participate in decision making during an animal health emergency.
•	 Share eligible response costs (i.e. responder’s labour, depopulation, cleaning and 

disinfection costs) of an animal health emergency.  
The engagement of the private sector/industry stakeholders in animal health emer-

gency preparedness and response, especially through public-private partnerships can 
minimize the risk of occurrence of emergencies and enables quick and effective responses 
if an animal health emergency should occur. The Emergency Animal Disease Response 
Agreement in Australia, described below is an example of a government-industry part-
nership for collectively and significantly increasing the country’s capacity to prepare for 
and respond to an animal health emergency. 

EXAMPLE 

International organization assistance 

FAO’s Emergency Management Centre for Animal Health (EMC-AH) based at FAO head-

quarters in Rome, Italy, has been leading global animal health emergency management 

since 2006. 

EMC-AH assists countries in managing animal health emergencies by providing guid-

ance on emergency preparedness and response capacity.

EMC-AH also identifies needs to be addressed for improved prevention, detection 

and recovery after an animal health emergency. 

For more information see http://www.fao.org/emergencies/how-we-work/prepare-

and-respond/emc-ah/en/ 



Manual for the management of operations during an animal health emergency16

When established, public-private partnerships and their documented agreements 
should describe agreed operating principles, guidelines and the roles and responsibilities of 
all parties. Further information on public-private partnerships can be found in the following:

•	 the WOAH Public Private Partnerships (PPP) Handbook (WOAH, 2019), which pro-
vides guidelines for development of impactful and sustainable public-private part-
nerships in the veterinary domain.

•	 the FAO Strategy for Private Sector Engagement, 2021-2025, which reflects a new 
forward-looking vision for strengthening strategic engagement with the private sec-
tor towards achieving the UN’s Sustainable Development Goals.

A public-private partnership can allow countries to create an emergency animal health 
fund to be released during the emergency response or to develop an agreement between 
the government and private industry on how to manage the cost and responsibility for an 
emergency response to an animal health emergency. The public-private partnership agree-
ments should be formal with the potential to legally bind all parties. This will allow funds 
to be mobilized quickly to assist the veterinary services when managing operations during 
an animal health emergency, while minimizing uncertainty over funding arrangements.

In addition to public-private partnerships, mutual aid agreements can be established 
between states or countries to ensure mutual support when the available national capacity 
is overwhelmed. Mutual aid can be extended to equipment, personnel, outbreak investi-
gation, epidemiological analysis, culling and disposal of carcasses, and collaboration for 
laboratory support.

EXAMPLE 

Public-private partnerships at country level: Australia 

Emergency animal disease response agreement

Members: 23 (Australian federal 

government, state and territory 

governments, livestock industries).

Funding: Annual subscriptions for 

each member calculated on the gross 

value of production of the industry or 

jurisdiction.

Strategic priorities

•	 Manage and strengthen Australia’s emergency animal disease response 

arrangements. 

•	 Enhance the emergency animal disease preparedness and response 

capability of Animal Health Australia and its members.

•	 Strengthen biosecurity, surveillance and animal welfare to enhance animal 

health, and support market access and trade.

•	 Deliver member value, organizational performance enhancement and 

sustainable resourcing.
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Mutual aid agreements should clarify the legal authority under which the agreement is 
undertaken and outline procedures for requesting and providing resources. 

Emergency specialists can also form agreements to provide technical expertise to the 
country in the development, harmonization and maintenance of the national capability and 
capacity to prepare for and respond to animal health emergencies.

EXAMPLE 

Public-private partnerships at country level: Namibia 

A public-private partnership allowed the development of an emergency animal health 

fund in Namibia, which was mobilized during a Foot-and-Mouth disease (FMD) out-

break in 2015. As an emergency response, the Meat Board of Namibia (MBN) could 

quickly mobilise funds to assist the Directorate of Veterinary Services (DVS) to immedi-

ately set up disease control measures (procurement of control equipment and materi-

al). Through the platform of the Animal Health Consultative Forum, of which the MBN 

is the secretariat, the MBN also assisted the DVS through:

•	 awareness campaigns country-wide;

•	 the appointment of expert consultants in disease control and diagnosis, appointing 

and coordinating veterinarians to conduct post-vaccination sero-surveys;

•	 provision of rations to temporary staff manning road-blocks;

•	 coordinating, via the farmers associations, the assistance of farmers bordering 

the Veterinary Cordon Fence to patrol, maintain and repair the fence where 

necessary (continuously assisting DVS with repairing and maintenance of the 

fence in areas where elephant movement regularly occur).

Source: WOAH. Emergency and Resilience https://www.woah.org/en/what-we-offer/emergency-and-

resilience/

EXAMPLE 

Mutual aid agreements  

The International Animal Health Emergency Reserve agreement, which includes Aus-

tralia, Canada, Ireland, New Zealand, the United Kingdom of Great Britain and North-

ern Ireland and the United States of America, is an example of a mutual aid agreement.

The agreement permits signatory countries to share personnel in the event of an 

emergency animal disease outbreak, in order to supplement their domestic emergency 

response capabilities. 
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2.3.3 Emergency response structures and systems
The ultimate responsibility for the control of animal health emergencies lies with the 
government, and this responsibility is often devolved to the ministry responsible for 
animal health. In peacetime and by legislative provisions, the competent authorities 
should establish a clear emergency response structure and an incident command 
system that include a chain of command with defined roles, responsibilities and duties 
for the management of operations during an animal health emergency. The response 
structure should allow the CVO or designated official to effectively and efficiently 
manage any priority animal health event from the national central level through to the 
local field level.

The development of an emergency response structure for the management of oper-
ations during an animal health emergency should take into consideration two important 
emergency response roles:

1)  an on-scene response management role, which oversees the field activities; and
2)  an off-scene emergency coordination role, which oversees the general coordination 

of the response operations.
The emergency response structure should be scalable and adaptable to ensure efficient 

and effective responses to animal health emergencies of any size and complexity. It should 
also be sufficiently flexible to quickly expand as additional external resources are added to 
match the increasing demands of the animal health emergency, and to readily contract as 
the emergency phase transitions into reconstruction. 

The emergency response structure should incorporate an incident management system 
that can be applied at all levels. Contemporary incident management systems are based on 
the Incident Command System (ICS), which was introduced in North America in 1970 to 
manage devastating wildfires. Many countries have adopted and adapted this to their spe-
cific needs and its use has been extended to materials spills, earthquakes, human health, 
animal health emergencies and planned events (such as the Olympic Games). The primary 
management functions of an incident management system include: 

EXAMPLE 

Emergency response structure  

The United States Department of Agriculture has established an emergency response 

structure that is used in animal disease incidents. Within this structure, the Administra-

tor of the United States Department of Agriculture’s Animal and Plant Health Inspec-

tion Service (APHIS) is the federal executive responsible for implementing APHIS policy 

during an outbreak.

Many incident management functions are delegated to the Veterinary Service 

Deputy Administrator, who is the CVO of the United States of America.

This organizational structure, which is illustrated in Figure 2, handles requests for 

resources, coordination and policy from the teams operating in the field (AHA, 2021).
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•	 incident Command; 
•	 operations;
•	 planning; 
•	 logistics; and 
•	 finance/Administration. 
These functions and their relationship are discussed further in Chapter 3.
It is important to note that responders can perform multiple roles within an incident 

command system and that all functions do not have to be activated at the same time. For 
a small incident, for example, the same person may be responsible for both logistics and 
operations, while another person may oversee the finance/administration and planning 
functions for the incident. 

The advantage of a modular structure is that it can be expanded to include more functions 
and levels to meet the needs of the response. The levels and numbers of functions activated will 
depend on the scope, complexity, disease or agent, geographical area and size of the response 
required. The structure may also be contracted or, as the incident ends, collapsed, and moved 
towards demobilization and recovery. This is discussed in further detail in Chapter 3.

FIGURE 2
United States of America, Department of Agriculture, Animal and Plant Health Inspection Service

 Incident Management Structures: Off-Scene and On-scene

Assistant Director
(VS Districts)

Finance/Admin
Section Chief

Incident Commander & Unified 
Incident Management Team

Public Information Officer
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Planning Section Chief Operations Section Chief Logistics Section Chief
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SAHOs

APHIS Administrator & 
APHIS Management Team

VS Deputy Administrator 
& VS Executive Team

District Directors

Support and 
Coordination

Request an 
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APHIS Incident 
Coordination Group

APHIS MAC Group

APHIS 
Emergency 
Operations 

Center (AEOC)

Source: USDA APHIS: Foreign Animal Disease Response. Ready Reference Guide -  Roles and Coordination, p.5. 2016. 
https://www.aphis.usda.gov/animal_health/emergency_management/downloads/fad_prep_rrg_roles_coordination.pdf
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2.3.4 Emergency operations centres
This section presents the core features for establishing in peacetime an emergency 
operations centre and its role in the management of operations during an animal health 
emergency.

The World Health Organization’s (WHO) Framework for a Public Health Emergency 
Operations Centre (PHEOC) describes the core components of an emergency operations 
centre as the legal authority, the physical infrastructure, the plans and procedures, the 
information and communication technology (ICT) infrastructure, the information systems 
and data standards, the human resources, the training and exercises, the monitoring and 
evaluation and the financial resources (WHO, 2015).

The efficient management of operations during an animal health emergency 
requires effective coordination of all parties involved. Support and off-scene coordina-
tion should be provided from a pre-designated and prearranged emergency operations 
centre, which may be as small as a single vehicle, a desk, a conference room, or as 
large as an entire building.

2.3.4.1 The role of the emergency operations centre 
The emergency operations centre is critical to managing operations during an animal health 
emergency. It manages all off-site activities and provides a central location for responders 
to gather and coordinate resources and requests for on-ground activities. 

During an animal health emergency, the emergency operations centre may:
•	 provide direction and support for on-ground activities; 
•	 collect, collate, evaluate and disseminate information; 
•	 coordinate off-site agencies and operations; 
•	 prioritize resources;  
•	 manage resources (needs, requests, allocation and tracking); and 
•	 manage public information and warnings.
Depending on administrative divisions and available resources, countries may decide to 

establish emergency operations centres at national, sub-national and local levels. While the 
focus of each centre can be different, the structures, systems and processes established in 
each will have many similarities. 

2.3.4.2 Establishing an emergency operations centre in peacetime
Establishing an emergency operations centre begins with defining the functional 
requirements and should address the planning steps outlined in Figure 3. 

Further guidance on establishing an emergency operations centre is provided in Annex 2.

2.3.4.3 Emergency operations centre policies and procedures
The emergency operations centre should have in place written policies and standard 
operating procedures (SOPs) to ensure effective running of the emergency operations 
centre and the management of operations for an animal health emergency. These SOPs 
need to be developed in peacetime, to ensure they are available in the emergency 
phase and include:
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FIGURE 3
Planning steps for the establishment of an emergency operations centre

1. Perform a situation analysis

Identification of the incident based on risk 
assessments

For animal health emergencies, the types of threats 

will most likely include the occurrence of high 

consequence animal diseases and pests

The number of necessary staff should reflect the 

level of activation and work demands of the animal 

health emergency. 

This information will provide guidance in terms of 

the location, relocation, and site selection of the 

emergency operations centre.

The emergency operations centre may have dual 

uses during non-emergency conditions, provided 

that it can be rapidly converted to accommodate 

the functions necessary to respond to the animal 

health emergency.

The emergency operations centre should be a 

controlled access area, with safety of personnel and 

information integrated into planning.

2. Determine the staffing requirements

Types and number of essential personnel 
required

3. Perform an EOC operational 
requirements survey

Background information

4. Determine space requirements

Circulation and construction layout 
requirements, expansion requirements

5. Perform a security risk analysis

Controlled access area, survivability, scalable 
security

Source: FAO, 2022.
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•	 triggers for activation of the emergency operations centre (i.e. alert notifications, 
trends in disease surveillance data, emergency declaration, etc.); 

•	 procuring and processing of contracts during an animal health emergency; 
•	 preparing and processing of reports; 
•	 establishing and maintaining life support systems, within the emergency operations 

centre (i.e. accommodation, food services, water, sanitary facilities, medical supplies, 
heating, ventilation, air conditioning);

•	 operating equipment; and
•	 management of records and documentation.
The decision-making process for both activation and deactivation of the emergency 

operations centre should also be documented in an SOP and should clearly indicate:
•	 who has the authority to make the decision;
•	 what are the circumstances for activation or deactivation;
•	 when should the activation or deactivation occur; and
•	 how is the level of activation or deactivation determined.
The level of activation or deactivation of an emergency operations centre should be 

based on established triggers. 

2.3.4.4 Equipping the emergency operations centre
When preparing for an animal health emergency, actions should include the development 
of anticipated lists with standard specifications, acquisition of the standard equipment and 
expendable supplies (such as personal protective equipment [PPE]) that the organization 
may need to use to effectively manage operations during an animal health emergency.

A checklist of equipment and supplies for an emergency operations centre is included 
in Annex 1.

2.3.5 Emergency operations plans and supporting procedures 
Management of operations during an animal health emergency requires the development 
of a library of plans and related SOPs. These plans and SOPs should be adapted to the 
country’s available capacities and the local context. Their functionality, effectiveness and 
readiness should be tested through simulation exercises and reviewed regularly to make 
sure that they are fit for purpose. An animal health emergency library can include:

•	 emergency response plans; 
•	 compensation plan; 
•	 emergency recovery plan;  
•	 continuity of business/operations plan; and
•	 SOPs.

2.3.5.1 Emergency response plans
Emergency response plans (also known as contingency plans, or emergency intervention 
plans) refers to a document or series of documents used during emergency phase of an 
animal health emergency. These plans can include the relevant measures, concept of 
operations, procedures, information and tactics that should be implemented to manage 
operations during an animal health emergency.
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Examples of emergency response plans (for both aquatic and terrestrial animals) are 
available from the WOAH Emergency and Resilience website (WOAH).

2.3.5.2 Compensation plan 
Animal health emergencies can have large economic consequences for farmers in terms of 
direct and consequential losses. The purpose of the compensation plan is to describe the 
agreed policy and procedures for the compensation of animal owners in case of compulsory 
culling and destruction during an animal health emergency. 

The compensation plan should be informed by a country’s compensation policy. Details 
of compensation, such as the level of compensation paid, how it is paid and when it is 
paid, should be considered during peacetime and documented in the compensation plan.

2.3.5.3 Recovery plan
The recovery plan addresses short- and long-term recovery priorities. The plan provides 
guidance for restoration of identified critical functions, services/programmes, vital 
resources, facilities and infrastructure to the affected area.

2.3.5.4 Continuity of business plan 
The continuity of business plan aims at mitigating the consequences of an animal health 
emergency by allowing veterinary services and affected businesses to continue to perform 
normal operations or critical activities during an emergency response. 

2.3.5.5 Standard operating procedures for management of operations
SOPs provide details for conducting critical activities that are essential to effectively manage 
operations during an animal health emergency. They provide operational details that are 
not discussed in depth in the disease strategy documents or emergency response plans.

They should be adopted (and possibly developed) at the local/operational level. SOPs 
should be made available at the location where the work is done and be included in the 
training package of the stakeholders and responders involved in the management of oper-
ations during an animal health emergency.

Different formats may be used for SOPs depending on the intended audience and pur-
pose. However, each SOP should include the following items:

•	 title;
•	 purpose or rationale statement;
•	 authority signature(s);
•	 application/scope;
•	 resources/equipment;
•	 warnings;
•	 description of activities and who is authorized to conduct each activity;
•	 references; and
•	 appendices (where applicable).
Examples of SOPs for emergency response to Highly Pathogenic Avian Influenza (HPAI) 

can be found on the Good Emergency Management Practice, Standard Operating proce-
dures for HPAI Response on the FAO website (FAO, 2011).
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2.3.5.6 Maintaining plans and standard operating procedures
Emergency response plans and SOPs are not static documents and procedures should be 
established for their review and maintenance to ensure they remain up to date. The revision 
should take into consideration any change in appointed officials, response resources (e.g. 
policies, personnel, and organizational structures), management processes, and facilities 
or equipment. The change in hazard profiles, after-action reports and improvement plans 
from exercises or actual events, the enactment of new or amended laws or executive 
orders should also be included in the revision process. Countries should establish a quality 
assurance process to control changes to emergency response plans and supporting 
procedures. 

2.3.6  Systems to support emergency operations
The optimal management of operations during an animal health emergency requires 
the establishment of systems and processes for managing critical activities.  This section 
provides guidance on these systems, which includes:

•	 financial management systems;
•	 resource management systems; and 
•	 information management systems.

2.3.6.1 Financial arrangements and systems
Funding for the management of operations during an animal health emergency is one of the 
critical competencies of the PVS tool, which is used to evaluate the performance of veterinary 
services. It includes the funds for emergency operations and compensation processes in case 
of destruction of animals or property. The funding arrangements established in peacetime 
will serve to ensure the availability and accessibility of the funds during the emergency phase. 
The emergency funding framework should also include procedures for the acceptance and 
use of external donated funds with signed pre-agreements. The designated authority and 
the appropriate delegations for the release of these funds should also be identified. The 
funds can be activated once an animal health emergency is declared and a mechanism for 
the rapid release of such funds is critical to prevent delays in the management of operations. 
Emergency funds are not necessarily under the control of the national veterinary services, and 
this mechanism will include the necessary procedures to release the emergency funds from 
the appropriate ministry or agency responsible for those funds. 

Financial management systems should accommodate arrangements for managing 
the costs for ongoing processes including disease surveillance, risk analyses, installation 
of information management systems, and costs that are likely to occur during an animal 
health emergency, which can include:

•	 purchase of emergency supplies and equipment;
•	 transport for emergency operations personnel (and equipment); 
•	 accommodation and meals for emergency operations personnel;
•	 contractors/service providers;
•	 establishment and maintenance of telecommunications and/or other modes of 

communication; and
•	 payment of compensation to affected farmers.
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2.3.6.2 Resource management systems
Resource management systems and processes should be established and maintained to 
support the management of operations during an animal health emergency. These systems 
and processes should be flexible, scalable and adaptable, in order to support any type of 
animal health emergency. The GEMP manual, section titled Prepare for an emergency in 
peacetime – equipping, provides a list of activities that will assist in ensuring that resources 
are ready to be mobilized when an animal health emergency occurs. 

Standardized resource management systems and processes should be developed and 
implemented. They will facilitate the sourcing, dispatch, deployment and recovery of 
resources before, during and after the incident. 

The management of resources during an animal health emergency is a finite process 
and can include the following steps as shown in Figure 4.

For the maintenance of acquired resources, a procedure should also be in place to con-
tinuously monitor the availability and condition of physical resources. 

2.3.6.3 Information management system
The efficient management of operations during an animal health emergency requires 
information sharing between responders to facilitate planning for and implementation of 

EXAMPLE 

Financial arrangements and systems  

Most financial arrangements are country specific. For example:

•	 In Uganda, the spending authority is the CVO.

•	 In the United States of America, the regular operating budget under USDA 

maintains limited funds to support an emergency response. However, the 

Secretary of Agriculture may tap into additional funds at the Secretary’s 

discretion and/or issue an extraordinary emergency declaration.

•	 In Colombia, they can redirect the monetary funds from what is called a 

parafiscalidad to another, to assist in an emergency response. The funds for 

the parafiscalidades come from mandatory monetary contributions from the 

producers within an agricultural sector. For example, funds from the coffee 

sector parafiscalidad can be moved into the swine health sector parafiscalidad 

to help with a swine disease emergency. 

	 Colombia has 14 agricultural parafiscalidades, whereas Chile, for example, does 

not have this type of resource. Colombia modelled their parafiscalidad on a 

German system.

	 In Colombia, the Ministry of Agriculture and Rural Development is responsible 

for overseeing these funding systems and provides the policies and guidance 

on how to properly use these resources in different circumstances, including 

emergency response, as outlined on the ministry’s website. 
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response actions. This calls for the establishment of an information management during 
peacetime and will require responders to be trained in its implementation.

Veterinary Services are responsible for detecting and responding to animal health events 
that occur within their boundaries and must cooperatively manage the data and informa-
tion related to such animal health events, with many actors and partners. This requires a 
system that is ideally available nationwide and is flexible to support numerous data sets 
collected through various methods. To support this, the information management system 
should provide a secure accessible system for data collection, collation, analysis and dissem-
ination. Such an information management system could include case management, investi-
gation, tasking, resource management and geographic information system (GIS) software, 
which sits within a universal information platform, which is accessible to approved users.

The following factors should be considered when establishing an information manage-
ment system:

FIGURE 4
Resource management cycle

Identify 
requirements

Order 
and acquire

Mobilize

Track 
and report

Reimburse 
and restock

Demobilize

Source: FEMA: National Incident Management System, 3rd Edition, 2017. P.12. https://www.fema.gov/sites/default/files/2020-07/
fema_nims_doctrine-2017.pdf
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•	 the incorporation of stakeholders into the information flow with their respective 
roles and agency mandates;

•	 the rules for the collection, collation, interpretation, dissemination, access and 
retrieval, storage and retention, and security of the information;

•	 the confidentiality guidelines for the information;
•	 the training of relevant stakeholders and users; and
•	 the means, channels, technologies, equipment and tools to use. 

2.3.6.4 Operational communication systems
Briefings, debriefings and reporting are essential components of the operational 
communication process and critical to information flow during an animal health emergency. 

Briefings ensure all personnel involved, including contractors, understand the objec-
tives, strategies, safety issues, roles and responsibilities, and reporting relationships. They 
occur at activation, change of shift, and when the team enters and disperses in a survey 
area. Briefings are expected to be short and to the point. A briefing is not a discussion, 
an opportunity for debate, or a question and answer session. Briefings are given by those 
in senior positions – the incident manager is ultimately responsible for ensuring that brief-
ings occur at all levels of the incident management structure, and that planning, public 
information, operations and logistics conduct appropriate briefings within their sections. 

Briefings should follow a predefined and standardized format like the one used in the 
Australian Incident Management Systems (SMEACS-Q). This acronym is a useful short-
hand way to remember how to brief, and how briefings are conducted. This is important 
for the informant and the audience and provides a routine and expected structure to the 
information flow. A checklist for the SMEACS-Q briefing approach is provided in Annex 1.

2.4 MAINTAINING RESPONSE CAPABILITIES
The effort that is put into establishing response capabilities by veterinary services must be 
retained and where possible, improved over time. Common approaches to maintaining and 
improving response capability include:

•	 training of personnel;
•	 testing through simulation exercising; and
•	 monitoring and evaluation.

EXAMPLE 

Information management systems  

The veterinary emergency response system in the United States of America is support-

ed by the Emergency Response System 2.0 (EMRS 2.0), a web-based application used 

for reporting and storing disease surveillance data, data from state-specific outbreaks 

and national (all hazards) emergency responses, and data from routine foreign animal 

disease investigations.
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2.4.1 Training of personnel 
Stakeholders that have a responsibility to implement or manage operations during an 
animal health emergency should receive training on their responsibilities, from executives 
to field personnel. Perceived and actual training needs among personnel with and without 
experience should be identified, in order to promote a continuous capacity building process. 
The core competencies vary among the emergency responders, and the competencies 
required for tactical operations (on-site) and emergency response management (leadership 
and coordination) personnel are not the same. 

The on-ground response personnel require technical skills to manage on-ground activ-
ities. These may include sanitary measures, such as depopulation, disposal, decontamina-
tion, quarantine and movement control, the use of equipment and tools, risk communica-
tion and behaviours. 

The emergency response management personnel need to have technical and non-tech-
nical skill sets for addressing managerial tasks in support of operations. 

Training programmes can range from multi-year sessions that are required for incident 
management teams and individual response team members, to a broader set of core train-
ing requirements designed to track and verify the competencies of incident management 
and response team members in order to ensure they can fulfil their specific roles in an 
animal health emergency.

The training programme should also include just-in-time training materials for refresh-
ing or training incident management teams and responders, including volunteers or day 
labourers, so they can adequately and safely fulfil their assigned position during an animal 
health emergency. 

2.4.2 Testing through simulation exercises
An exercise is a focused practice activity that can place teams or players in a simulated 
situation. During an exercise, the teams or players may need to function in the capacity 
that would be expected of them in a real event.

Exercises can be conducted to support an overall assessment of the response capabili-
ties, mentioned above. There are two main benefits to conducting exercises:  

1)  Individual and team practice: Exercising enables people to practice and gain experi-
ence in their roles.

2)  System improvement: Exercising can assist in improving an organization’s system for 
managing operations during an animal health emergency.

Benefits come from participating in, planning, controlling and evaluating the exercise, 
and acting upon lessons identified during the exercise. Exercises can be conducted to:

•	 test the functionality of emergency response plans and SOPs;
•	 demonstrate the proficiency of incident management teams;
•	 demonstrate or practice the proper use of equipment and supplies; and
•	 practice and confirm the capacity and practical skills of the competent authorities 

and stakeholders. 
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2.4.3 Monitoring and evaluation in peacetime
Monitoring and evaluation of the preparedness activities, described in this section, should 
be undertaken during peacetime by the competent authority to ensure that preparedness 
activities are current and reflect contemporary practices. For this reason a cycle of 
monitoring and evaluation should be implemented for:

•	 agreed arrangements, such as legislation, agreements, policies, plans and proce-
dures;

•	 resources to be used in an animal health emergency, such as facilities, stockpiles and 
response equipment; and

•	 response personnel, to ensure their response skills and knowledge are adequate for 
responding to an animal health emergency.

While exercises are an acceptable way to evaluate how prepared a country is to manage 
operations during an animal health emergency, exercise should also be supported by a for-
mal program of monitoring and evaluation that ensures that lessons are identified and in 
turn contribute to continual improvement in a country’s level of preparedness for managing 
operations during an animal health emergency.
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Chapter 3

Managing operations during an 
animal health emergency

3.1 INTRODUCTION 
This section of the manual covers the actions to be taken during the alert and response 
phases of an animal health event, which could result in an animal health emergency. The 
effectiveness of the response to an animal health emergency is dependent on an early 
triggered alert, the quality of the information collected during the alert phase and the 
subsequent actions taken during the emergency phase. 

3.2 ALERT PHASE
The alert phase refers to the period of time when the level of risk due to an animal health 
event requires close observation of all activities, rapid transmission, sharing and assessment 
of relevant information and quick precautionary action to address an impending emergency. 

The alert phase is the period when a threat is coming closer or has been identified, such 
as the suspicion of a case of a priority disease or confirmed outbreaks in the vicinity of, 
or that threaten the country. During the alert phase, early warning systems may be used. 

3.2.1 Investigating suspicion of an animal health event
The alert phase begins when the national or local veterinary authority receives information 
suggesting the occurrence of an animal health event which has the potential to become an 
animal health emergency. Information can be shared by private or government veterinarians, 
laboratory staff, farmers or producers, industry representatives and community workers, 
and may come from a number of sources, including:

FIGURE 5
Information flow in surveillance and livestock disease management
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Epidomology 
Unit

Management 
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Source: FAO, 2022.
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EXAMPLE 

Confirmation of suspicion

In Canada, confirmation of the index case of an animal health disease can only be 

done by the National Centre for Foreign Animal Disease (NCFAD) of the Canadian Food 

Inspection Agency (CFIA).

•	 routine surveillance monitoring, such as inspection at slaughterhouses; and 
•	 epidemiological investigations.
After receiving the information, the national or local veterinary authority is responsible 

for ensuring that an investigation is conducted using a standardized procedure and forms. 
This involves a situational assessment based on inspection of affected animals, history tak-
ing and specimen collection to determine the nature and extent of an event. This assess-
ment should be re-evaluated on a continuous basis. Figure 5 illustrates the typical flow of 
information in surveillance and livestock disease management.  

Following the initial investigations, it is the responsibility of the national veterinary 
authority to decide whether the report constitutes a suspicion. This decision must be based 
on a collection of clinical and epidemiological information and technical expert opinion. 

When an impact on public health is suspected, the investigation should include the 
public health authority.

3.2.2 Confirmation of the suspicion
According to the procedures and the legal framework defined in peacetime and taking into 
account the results of the field investigations and the history of the event information, the 
confirmation of a suspicion may be based on confirmed diagnostic results of a reference 
laboratory (or approved laboratory), or in some circumstances, clinical signs of strong 
suspicion.

The case definition, as well as the identification of the reference or approved laboratory 
play a key role in the confirmation of the index case. The responsibilities of laboratories in 
determining the case definition should be defined during peacetime. The laboratory team 
may be required to join the investigation team in the field and support the collection of 
the samples. The laboratory team should immediately notify the CVO if a sample result is 
suspected or confirmed positive.

Using all the information and tools available, including the case definition in the 
response plans, it is the role of the veterinary authority to determine if the situation meets 
the established criteria for confirmation of an animal health emergency. If it is a zoonotic 
disease, the information should be shared with the public health authorities to involve them 
in the emergency response.

The following box provides examples of observations that may trigger joint investiga-
tions with public health authorities.
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3.2.3 Response actions to implement during the alert phase
Initial response measures may be needed prior to the official confirmation of the animal 
disease. The objectives of response actions during the alert phase are to avoid the spread 
of a pathogen if it were to be confirmed, minimize the reaction time and enhance 
effectiveness of actions during the emergency phase. In some countries performing actions 
before a declaration of an emergency can be difficult. In peacetime, this provision for the 
initiation of response actions should be enabled by the emergency management legal 
framework.

Based on the results of the investigations, the veterinary authority may decide to initiate 
disease control activities either when the disease is under suspicion, if there is an absence of 
information on the extent of the outbreak (from field surveillance), or if there are unknown 
features of the disease agent. Figure 6 identifies activities that may be implemented in the 
alert phase, prior to the formal declaration of an animal health emergency.

During the alert phase, legal instruments, such as a declaration of emergency, declara-
tion of a movement standstill, classification of the different areas and movement or disease 
control measures, etc., may need to be implemented to ensure they are suitable for the 
specific animal health emergency.

EXAMPLE 

Observations that may trigger joint investigations  
with public health authorities

•	 single cases of zoonotic diseases critical to a particular sector based on interna-

tional regulations; 

•	 an unusual signal or unexpected trend in surveillance data or analyses of health 

indicators;

•	 reported through sector-specific or a coordinated surveillance system or other 

system for early warning;

•	 rapid or complex political, social or economic change, man-made or natural disas-

ter;

•	 declaration by WHO of a public health emergency of international concern;

•	 reports to the WOAH of a confirmed zoonotic disease outbreak in animals; 

•	 notification from the International Food Safety Authorities Network secretariat 

regarding a zoonotic food safety issue; and

•	 new perceptions, for example from social media, of government concern or inter-

national or non-governmental organization statements.

Source: FAO. A guide to compensation schemes for livestock disease control http://www.fao.org/ag/

againfo/resources/documents/compensation_guide/introduction.html 
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3.2.4 Notification of an animal health emergency
If applicable and following the protocol developed in peacetime for the rapid and 
transparent reporting of suspected cases, the national veterinary authority must notify the 
international and regional organizations and neighbouring countries. 

Cross-border meetings may occur based on the risk of disease spread to neighbouring coun-
tries. For the purposes of the WOAH Terrestrial Animal Health Code, members of the WOAH 
should immediately notify outbreaks of transboundary animal diseases and other high impact 
animal health events to international organizations, such as WOAH’s WAHIS and FAO’s Emer-
gency Prevention System for Transboundary Animal and Plant Pests and Diseases (EMPRES). 

At the regional level, there may also be obligations to notify regional organizations such 
as the African Union Inter-African Bureau for Animal Resources, the European Union, and 
the Association of Southeast Asian Nations. 

Early international reporting will enable early access to international assistance and 
coordination of response, if required. 

3.3 EMERGENCY PHASE
The emergency phase is the period calling for immediate and urgent actions to prevent the 
spread of the pathogen, mitigate direct and indirect losses caused by it and, if possible, to 
eradicate it. The emergency phase begins when the animal health emergency is confirmed 
by laboratory diagnosis, or highly suspected and presumed to exist based on clinical signs 

FIGURE 6
Activities to be implemented in the alert phase
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Source: FAO, 2022.
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and supporting evidence from the field investigation. If the situation meets the definition 
of an animal health emergency, the authority in charge will declare an animal health 
emergency using the procedures defined and documented in peacetime.

3.3.1 Declaration of an animal health emergency
The declaration of an animal health emergency will trigger the initiation and implementation 
of the emergency response plan aiming at locating, isolating and controlling or eradicating 
the animal health emergency. According to pre-established procedures, the declaration 
should address the:

•	 effective dates of when the declaration begins; 
•	 geographic areas covered; 
•	 movement controls within and/or between defined zones; 
•	 conditions giving rise to the emergency; and 
•	 agency or agencies leading the response activities. 
Having the animal health emergency officially declared before taking response actions 

facilitates and expedites the release and mobilization of resources in a timely fashion. This mobi-
lization might include resources from other government agencies who are response partners.  

3.3.2 Activation of the emergency response plan
The activation of the emergency response plan, pursuant to the procedures defined in 
peacetime, will initiate the implementation of emergency response operations and several 
key activities including the establishment of the coordination and command structures, a 
situational assessment and the implementation of control measures.

Implementation of the emergency response plan is the trigger to undertake a range of 
emergency response actions, which include:

•	 undertaking a rapid risk and situational assessment;
•	 activating coordination structures;
•	 activating the emergency operations centre;
•	 developing and implementing an incident action plan;
•	 mobilizing and deploying resources; and
•	 implementing emergency critical activities.

3.3.2.1 Undertake a rapid risk and situational assessment 
The purpose of the initial rapid risk and situational assessment is to collect and analyse 
data to confirm the emergency, develop a case definition, describe its impact and possible 
evolution. 

The adequacy of existing response capacity and immediate additional needs should also 
be assessed at this time, to determine the scale of operations that may need to be activated 
for an effective response.  

The initial rapid risk and situational assessment allows officials to determine the extent 
and impact of the emergency and possible evolution as well as the existing response capac-
ity and immediate additional needs. This results in the determination of the level of coordi-
nation and structures required to manage operations during an animal health emergency.
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3.3.2.2 Activate coordination structure
The authority responsible for animal health emergencies should implement a coordination 
structure that is commensurate with the impact and possible evolution of the animal 
health emergency within the country. Where an animal health emergency can be 
managed at a local level, this may be the only element of the coordination structure that 
needs to be activated. However should the animal health emergency be wide-spread 
with significant impacts, it may be necessary to activate local, sub-national and national 
coordination structures.

For example, Australia’s Biosecurity Incident Management System describes five levels of 
response for biosecurity incidents, which include animal health emergencies. 

The use of these levels when describing an event or incident provides guidance on the 
level of coordination and resources (financial, physical and human) required to manage 
the response. The levels are used both within an organization and externally to communi-
cate resource requirements to external partners. These levels are described in the Table 1.

When practical, the coordination structure should be tiered. This will allow for opera-
tions to be managed at an appropriate level. As indicated in the levels of response, a level 
1 animal health emergency can be managed at a local level, utilising local resources. The 
local and initial response is the foundation upon which all responses are built and can be 
expanded to suit the needs of the animal health emergency. 

TABLE 1
Example – Levels of response for an animal health emergency – Australia

Level 1 Level2 Level 3 Level 4 Level 5

Response Localised Local or region 
(within a state) 

State-wide One or more 
states with 
insufficient 
resources

One or more 
states with 
insufficient 
resources at 
national level

Resources Local with 
little or no 
external 
support 

Local, with 
some support 
from state level

State, with 
possible support 
from other 
agencies or 
states

State, with 
support from 
national level

State, with 
support from 
national and 
international 
levels

Facilities 
activated for 
managing 
the response

Minimal Dedicated local 
level emergency 
operations 
centre 

State level 
coordination 
and support

Dedicated, one 
or more, local 
level emergency 
operations 
centres

State level 
emergency 
operations 
centre

State level 
emergency 
operations 
centre

National level 
emergency 
operations 
centre

State level 
emergency 
operations 
centre

National level 
emergency 
operations  
centre
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EXAMPLE 

Application of a tiered approach to carcass disposal

In Figure 7, the principle of a tiered response is applied to carcass removal. In this 

example, local government officials are the first actors on-scene and may request state 

assistance if local officials do not have the authority or sufficient capabilities to safely 

remove and dispose of animal carcasses. In a similar fashion, the state government 

officials may request federal assistance if state capabilities are exhausted and not suf-

ficient. According to the country’s administrative structure, coordination structures can 

be centralized with a relatively strict hierarchical structure or decentralized to a district 

or municipality, which can have relative autonomy and operate independently while 

communicating with the central government.

FIGURE 7
Example of tiered response in carcass removal scenario
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Source: USDA APHIS – Carcass Removal Scenario using NIMS Tiered response principle – Stafford Act Incidents. In: Carcass 
Management Dashboard. 2021. https://www.aphis.usda.gov/aphis/ourfocus/animalhealth/emergency-management/carcass-
management/carcass. 



Manual for the management of operations during an animal health emergency38

3.3.2.3 Activate the emergency operations centre
The animal health emergency operations centre is the central facility with overall 
responsibility for the management of operations during an animal health emergency. As 
mentioned in Chapter 2, the emergency operations centre manages all off-site activities 
and provides a central location for responders to gather and coordinate resources and 
requests for on-ground activities.

The activation and management of an emergency operations centre for an animal 
health emergency should ideally be under the control of the CVO or equivalent who has 
legislative responsibility for all aspects of the response to an animal health emergency. Ide-
ally the emergency operations centre should be separate from the CVO’s office. This allows 
the CVO’s office to continue its day-to-day business, as well as providing high level policy 
direction to the emergency operations centre.

When activated, the emergency operations centre will:
•	 determine and implement operational objectives and priorities;
•	 manage all operational activities;
•	 maintain situational awareness and disseminate information;
•	 acquire, coordinate and deliver resources required to conduct operational activities; 

and
•	 liaise with relevant stakeholders.
The responsibilities of the emergency operations centre are managed through the 

incident command system, which consists of five sections. These are outlined in Table 2.
A typical organisational structure for the incident command systems and sections within 

an emergency operations centre is shown in the following example.

TABLE 2
Sections within an emergency operations centre

Incident 
command

This section has overall responsibility for managing the emergency operations centre and 
operational activities.

Sets objectives and priorities for the successful resolution of the animal health emergency.

Operations This section manages the operational activities required to achieve the objectives set by the 
incident command.

Planning This section undertakes response planning activities.

Collects, collates, analysis and disseminates information about the animal health emergency.

Plans and monitors resource requirements for operational activities.

Logistics This section provides logistical support, obtains resources and other services required to 
meet operational needs. This includes purchasing, human and physical resources, transport 
and communications equipment.

This section sets up the emergency operations centre and ensures it meets the needs of the 
animal health emergency. 

Finance and 
Administration

This section manages financial and administrative arrangements for the animal health 
emergency. This may include securing funding for the emergency phase and administering 
contracts for the provision of services. 
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Further information on activating an emergency operations centre and responsibilities 
of each section is described in Annex 2.

3.3.2.4 Develop and implement an incident action plan
One of the products of the planning section, within an emergency operations centre, is 
the incident action plan (IAP), which facilitates the successful management of operations 
during an animal health emergency. 

The IAP is a living document that is updated and re-issued as the animal health emer-
gency evolves. The format of an IAP will generally include a high-level description of the 
current situation and what is being done about it and how this will be achieved. The IAP 
should include the following information:

•	 the current situation (what has happened);
•	 Incident objectives and priorities (what do we want to achieve?); 
•	 response strategies (priorities and the general approach to accomplish the objec-

tives);
•	 response tactics (methods developed by operations to achieve the objectives);
•	 the resources needed for each operational period to reach the objectives;
•	 the operations organization necessary for the selected strategy and tactics; 

FIGURE 8
Example – incident command system within an emergency operations centre
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Source: DHS. 2008. National Incident Management System. DHS. https://www.fema.gov/pdf/emergency/nims/NIMS_core.pdf.
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•	 overall support including logistical, planning, and finance/administration functions; 
and

•	 health and safety plan (to prevent responder injury or illness and to provide psycho-
logical support).

A template for an IAP is included in Annex 1. 
Incident action planning is a cyclical process, where the planning steps are repeated 

every operational period. The operational period is the length of time set to achieve a given 
set of objectives and is determined by the dynamics of the animal health emergency. In the 
early stages of an animal health emergency, it may be necessary to update and re-issue the 
IAP every 24 hours, however as the animal health emergency evolves and activities become 
more routine, the operational period may extend to several days. 

The IAP is developed and approved using a planning cycle, known as the planning “P” 
(see Figure 9). The planning P depicts the stages in the incident action planning process 
that occur within each operational period. 

The incident action planning process is built on the following phases: 
1. Understand the situation.  
2. Establish incident objectives.  
3. Develop the incident action plan.  
4. Prepare and disseminate the incident action plan. 
5. Execute, evaluate and revise the incident action plan.
The IAP also provides an effective format and the information required for delivering 

operational briefings.
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FIGURE 9
The planning P
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Source: FEMA. 2018. Incident Action Planning Process “The Planning P”. Intermediate Incident Command System ICS-300. FEMA. 
https://www.fema.gov/sites/default/files/documents/fema_incident-action-planning-process.pdf
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3.3.2.5 Mobilize and deploy resources
The resources required to manage operations during an animal health emergency, such 
as personnel and equipment, must be mobilized, released and deployed in a coordinated 
manner. The logistics section in the emergency operations centre is responsible for the 
mobilization and deployment of resources and should implement systems and processes 
to order, acquire, mobilize, track, report, recover, demobilize, reimburse, restock and run 
inventories of the resources.

Resource mobilization and deployment can be enhanced through the use of anticipated 
lists of first responder equipment in conjunction with the establishment of strategic pre-po-
sitioning sites and coordination with identified contractors.

If local resources are likely to be exhausted, planning and logistics managers should 
tap into pre-established lists of contractors, short-term hires or volunteers. Where national 
level resources are likely to be exhausted, it may be necessary to activate bilateral MoUs or 
activate international agreements to supplement the national resources. This may include 
accessing FAO’s EMC-AH or activating the International Animal Health Emergency Reserve 
Agreement or the EU Veterinary Emergency Team (European Union, 2007).

Where external resources are provided, each responder unit should include at least one 
person with prior training and/or experience for the assigned tasks. Just-in-time or refresher 
training (CFSPH) may need to be provided to responders prior to deployment. If necessary, 
this can be incorporated into the check-in process of the personnel.

Activation of pre-established emergency funding arrangements helps to ensure that a 
country will have the resources required to mount and sustain a response. 

Funding arrangements may include identifying source of funding which can be public 
or private funds (e.g. Namibia’s Emergency Animal Health Fund for Foot-and-Mouth Dis-
ease [WOAH, 2019]) or cost shared (e.g. Australia’s Emergency Animal Disease Response 
Agreement).

3.3.3 Implement disease control measures
The implementation of disease control measures during an animal health emergency is 
based on four key complementary operation elements of rapid response, rapid identification, 
containment, control and eradication. The incident commander is responsible for ensuring 
these operations are undertaken to control and eradicate the disease.

EXAMPLE 

Key pillars of disease control measures

RAPID RESPONSE

RAPID IDENTIFICATION

Destruction and disposal of 
affected and exposed 

susceptible animals and 
decontamination

Movement control and 
strategic quarantine to stop 

the spread of the disease

An immediate response is required to reduce
the impact of the emergency

Disease investigation and 
tracing to determine the 

extent of the disease

CONTAINMENT CONTROL/ERADICATION

Source: FAO, 2022.
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3.3.3.1 Rapid identification 
The first 72 hours of an animal health emergency is the most critical time to detect, contain 
and control the disease in animals.

Therefore, one of the initial objectives should be to locate and quickly confirm the 
presence of the specific disease pathogen, and the animals affected or at risk. Disease 
investigation and tracing efforts should target areas and populations at risk in the primary 
control zone and include activities such as the trace-forward and trace-back of infected 
animals, exposed animals, contaminated animal products and fomites, to determine the 
source of infection and stop its spread 

To ensure that an appropriate response is implemented as early as possible, surveillance, 
clinical observation, diagnostic testing and tracing activities are important to establish the 
extent of infection of premises and zones and to determine the number of affected loca-
tions and the risk factors.

3.3.3.2 Containment
The purpose of containment is to control the movement of animals, animal products, 
vehicles and people into, within or out of the identified zones. Typical containment 
measures include zoning, biosecurity, quarantine and movement control.

a. Zoning 
The definition and the establishment of zones should follow the WOAH Terrestrial Animal 
Health Code, Chapter 4.4. Zone classifications and a brief description are outlined in the 
Table 3.

The main factors to be considered when determining zones are the type of disease, the 
potential to spread, and the geographic features, as well as the commodities and business 
flows or movements in the areas that are affected. 

A typical zoning strategy, as shown in Figure 10, would include two or more concentric 
zones that extend a prescribed distance from the infected premises. 

TABLE 3
Example – WOAH Terrestrial Animal Health Code – Zoning and Compartmentalization

Infected zone An infected zone is the area in which an infection or infestation has been confirmed. And 
will normally include the area immediately surrounding infected premises.

Containment 
zone

A zone which includes all suspected or confirmed cases that are epidemiologically linked 
and where movement control, biosecurity and sanitary measures are applied to prevent the 
spread of, and to eradicate, the infection or infestation.

Protection 
zone

A zone where specific biosecurity and sanitary measures are implemented to prevent the 
entry of a pathogenic agent into a free country or zone from a neighbouring country or 
zone of a different animal health status. 

Free zone A zone in which the absence of the disease under consideration or infestation in an animal 
population has been demonstrated.
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The classification of premises following the first investigations and the risk assessment 
facilitates the disease investigation and tracing and ensures the adequate implementation 
of disease control measures. All premises’ classifications are subject to change as the ani-
mal health emergency evolves. These changes may result from a modification in the case 
definition, investigations or the successful completion of operational activities. 

It should be noted, that while the principles of zoning described in the WOAH Terrestrial 
Animal Health Code are applied, some countries may assign different names to each zone. 
An example of how zoning is applied in the United States of America for an FMD outbreak 
is shown in the following example.

FIGURE 10
Zoning strategy for animal health emergencies

Protection Zone

Free Zone

Infected Zone

Containment Zone

Source: FAO, 2022.

FIGURE 11
Example – zones and areas used in the United States of America for an FMD outbreak

Control Area

Infected Premises

Buffer Zone

Free Areas

Infected Zone

Protection 
Vaccination Zone

(Infected Zone +
Buffer Zone)

Surveillance
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Control Area

Infected Premises

Buffer Zone

Free Areas

Infected Zone

Protection 
Vaccination Zone

(Infected Zone +
Buffer Zone)

Surveillance
Zone

Control Area

Infected Premises

Buffer Zone

Free Areas

Infected Zone

Protection 
Vaccination Zone

(Infected Zone +
Buffer Zone)

Surveillance
Zone

Control Area

Infected Premises

Buffer Zone

Free Areas

Infected Zone

Protection 
Vaccination Zone

(Infected Zone +
Buffer Zone)

Surveillance
Zone

Control Area

Infected Premises

Buffer Zone

Free Areas

Infected Zone

Protection 
Vaccination Zone

(Infected Zone +
Buffer Zone)

Surveillance
Zone

Source: USDA. 2020. Foreign Animal Disease Preparedness and Response Plan (FAD PReP)— Foot-and-Mouth Disease 
(FMD) Response Plan: The Red Book https://www.aphis.usda.gov/animal_health/emergency_management/downloads/
fmd_responseplan.pdf
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b. Biosecurity
The biosecurity measures designed to prevent disease spread from infected premises 
are commonly referred to as biocontainment measures. This differs from bio-exclusion 
measures, which are designed to prevent the introduction of the disease agent into a 
naive population. Both measures must be followed during the movement of personnel 
and materials in and out the protection, containment and infected zones during an animal 
health emergency. The implementation of biosecurity measures is dependent upon the 
results of active surveillance being conducted within infected, containment, protection and 
free zones, and the standing of the zone according to its vaccination, depopulation and 
disposal status. 

In any case, a balance must be maintained between implementing response activities 
and ensuring that the disease is not being spread. Field responders should follow appropri-
ate SOPs when conducting and implementing biosecurity measures.1 If necessary, CFPHS 
may need to be conducted.

c. Quarantine and movement controls
Quarantine and movement control activities are fundamental to rapidly contain an animal 
health emergency. The veterinary services, based on the existing legal framework, should 
issue and present quarantine orders to the owner of infected premises as soon as possible, 
either during the alert phase (for the initial detections) and during the emergency phase as 
new premises are identified. This will allow field teams to secure the premises and establish 
biosecurity measures before the implementation of disease control operations. SOPs for 
quarantine and movement controls should be developed in peacetime.

The establishment of check points help to enforce movement controls and contribute 
to stopping high-risk movements, which in turn reduces the potential for further disease 
spread. This may require the involvement of transport authorities, law enforcement, local 
authorities, industry and community.

Movement control allowances must be made for the humane care of animals (such as 
feed delivery) and to ensure the continuity of business from non-affected areas. This can 
be achieved through the issuance of permits to allow movements during an animal health 
emergency.

USDA’s Foreign Animal Disease Preparedness and Response Plan (FAD PReP) Manual, 
Permitted Movement provides information and guidelines for all stakeholders (USDA, 2017).

3.3.3.3 Control and eradication
The United States of America identifies five strategies (USDA, 2016) for the control and 
eradication of animal health emergencies in domestic livestock that are not mutually 
exclusive. Examples of how these strategies can be applied and combined are outlined in 
the following table.

1	 For more information about biocontainment and bio-exclusion biosecurity measures and protocols go to: https://

www.cfsph.iastate.edu/pdf/fad-prep-nahems-guidelines-biosecurity
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In order to execute the appropriate response strategies, critical activities and tools must 
be implemented. This includes all options for euthanasia and mass depopulation of the 
affected and exposed animals after determining the value of the herd or flock. The activities 
should be provided to the affected animals as safely, quickly and efficiently as possible, and 
should fully consider animal welfare. 

An animal welfare assessment should be included in the initial rapid assessment and 
used to adjust response measures. Field teams should be able to manage animal welfare 
issues that arise from the disease or the implementation of disease control measures. This 
includes the supply of feed and water, humane transportation, euthanasia or culling, and 
disposal. All the personnel involved in the emergency operations should be trained to com-
ply with the existing animal welfare regulations in emergencies. The WOAH has established 
guidelines for disaster and risk management in relation to animal welfare (WOAH, 2016).

Proper disposal of animal carcasses and materials, such as bedding, manure and litter, is 
important for preventing or mitigating pathogen spread and containing, controlling and eradi-
cating the animal disease. The appropriate decontamination methods should be selected based 
on the characteristics of the disease agent, premises, temperature and other factors. Virus 
elimination should be completed in the most cost-effective manner possible (Miller et al., 2020).  

Depending on the national legal framework and the disease concerned, emergency 
vaccination may be carried out instead of depopulation or culling. This decision will depend 
on a number of factors such as:  

•	 economics; 
•	 vaccine suitability;
•	 nature of the farm operation;
•	 species involved;
•	 extent and projected duration of the outbreak;
•	 resources available (financial or other alternatives); and
•	 public acceptance.

TABLE 4
Example – Emergency response strategies – Foot-and-Mouth disease 

Strategy or strategies Definition of strategy

Stamping-out (no emergency vaccination) Depopulation of clinically affected and in-contact susceptible animals

Stamping-out modified with emergency 
vaccination to slaughter

Depopulation of clinically affected and in-contact susceptible animals and 
vaccination of at-risk animals, with subsequent slaughter of vaccinated 
animals

Stamping-out modified with emergency 
vaccination to live

Depopulation of clinically affected and in-contact susceptible animals and 
vaccination of at-risk animals, without subsequent slaughter of vaccinated 
animals

Stamping-out modified with emergency 
vaccination to slaughter and emergency 
vaccination to live

Combination of emergency vaccination to slaughter and emergency 
vaccination to live

Vaccination to live (without Stamping-
Out)

Vaccination used without depopulation of infected animal or subsequent 
slaughter of vaccinated animals

No direct action (no stamping-out and 
no vaccination)

The disease would take its course in the affected population. Measures 
may be implemented to control the spread (quarantine and movements 
control, biosecurity measures, cleaning and disinfection measures)
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3.3.4 Reporting and notification obligations
3.3.4.1 Reporting
During the emergency phase, prompt reporting of suspected cases to veterinary services is 
key for an efficient response. For the purpose of enhancing reporting, veterinary services 
must through the chain of command and the legal provision achieve the following:

•	 maintain the link with field veterinary practitioners to ensure full reporting of the 
suspected cases; and

•	 ensure that clinical signs of diseases and reporting procedures developed in peace-
time are publicized in the appropriate media and provided to producers’ associations. 

To enable effective maintenance of situational awareness during the emergency phase, 
responders must collaborate and provide regular and timely reports of the progress of their 
assigned tasks and any emerging developments. Specific requirements for reporting, such 
as timing and frequency, must be included in action plans for all responders and manage-
ment, and situation reports should be based on the situation during the reporting period 
and not delayed pending completion of other tasks or events.

Briefings and debriefings have been described in Chapter 2. During the emergency 
phase they should provide information on:

•	 the aim and operational objectives of the response;
•	 current strategies being applied to control the disease;
•	 relevant safety and welfare issues;
•	 the role of the different stakeholders in the operation; and 
•	 reporting relationships and requirements.

3.3.4.2 Situation reports
Situation reports (SitReps) provide information on the progress of the emergency operations 
and are disseminated at all levels of the emergency response structures. At least one SitRep 
should be drafted and disseminated in each operational period and used to inform the 
relevant incident action plans. An example of a SitRep is provided in Annex 1.

3.3.4.3 Notification
If applicable and following the protocol developed in peacetime for the rapid and transparent 
reporting of suspected cases, the veterinary national authorities must notify international and 
regional organizations and neighbouring countries. Cross-border meetings may occur based 
on the risk of disease spread to neighbouring countries. For the purposes of the Terrestrial 
Animal Health Code, members of the WOAH have an obligation to immediately (i.e. within 
24-hours) report occurrences of notifiable diseases to international organizations, such as 
WOAH’s WAHIS and FAO’s Emergency Prevention System for Transboundary Animal and Plant 
Pests and Diseases (EMPRES), for any of the following:

•	 first occurrence of a listed disease in a country, a zone or a compartment;
•	 recurrence of an eradicated listed disease in a country, a zone or a compartment 

following the final report that declared the event ended;
•	 first occurrence of a new strain of a pathogenic agent of a listed disease in a country, 

a zone or a compartment;
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•	 recurrence of an eradicated strain of a pathogenic agent or a listed disease in a coun-
try, a zone or a compartment following the final report that declared the event ended;

•	 a sudden and unexpected change in the distribution or increase in incidence or vir-
ulence of, or morbidity caused by the pathogenic agent of a listed disease present 
within a country, a zone or a compartment; and

•	 occurrence of a listed disease in an unusual host species.
In addition to this:
•	 Weekly reports are required subsequent to a notification, to provide further infor-

mation on the evolution of the event which justified the notification. These reports 
should continue until the listed disease has been eradicated or the situation has 
become sufficiently stable to the extent that six-monthly reporting (see below) will 
satisfy the obligation of the Member Country. For each event notified, a final report 
should be submitted.

•	 Six-monthly reports are required on the absence or presence and evolution of listed 
diseases and information of epidemiological significance to other Member Countries 
(WOAH, 2021).

•	 Annual reports concerning any other information of significance to other Member 
Countries (WOAH, 2021).

At the regional level, there may also be obligations to notify regional organizations such 
as the African Union Inter-African Bureau for Animal Resources, the European Union, and 
the Association of Southeast Asian Nations. 

Early international reporting and notification will enable early access to international 
assistance and coordination of response, if required. 

3.3.5 Ensuring security and safety of response personnel
Many animal health emergencies are zoonotic and can infect responders conducting 
operations during an animal health emergency. It is important to take this into account 
when developing specific control and biosecurity measures. A hierarchy of controls needs 
to be established to determine how to implement feasible and effective control solutions 
to protect personnel (CDC, 2017). 

Response personnel at all levels should be trained on the appropriate measures to min-
imize the risk of contamination, and personnel engaged in eradication activities, such as 
tracing and surveillance, and decontamination, may also be required to be vaccinated for 
relevant diseases or take prophylactic medicines. 

The United States Foreign Animal Disease Preparedness and Response Plan (FAD PReP)/
National Animal Health Emergency Management System (NAHEMS) Guidelines provide 
guidance on health and safety for responders and outlines the dangers that they might 
encounter while deployed during an emergency (USDA, 2018). 

3.3.6 Monitoring and evaluation during response
The implementation of the monitoring and evaluation activities allows the emergency 
management system to review how the intervention is progressing, recognize risks and 
challenges as they develop, and adjust the response. This requires the design of an 
appropriate monitoring and evaluation system for the management of emergency operations 
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and the identification of the appropriate objectives and indicators. The monitoring of the key 
progress indicators of the response and their analysis allows for continuous adjustment and 
adaptation of the control measures (GEMP, 2021). The following table depicts some examples 
of indicators for monitoring the management of the emergency operations. 

EXAMPLE 

Indicators for the monitoring operations during an animal health emergency

•	 ratio of positive to negative reports;

•	 days from report received to end of culling;

•	 days from end of culling to end of disposal;

•	 days from end of disposal to end of cleansing and disinfection;

•	 numbers of cases, e.g. outbreak locations, during a given period compared with 

the number of cases in the previous period;

•	 number of vaccinated animals; and 

•	 number of checkpoints.

Common tools for monitoring and evaluation include debriefings (during and at the 
conclusion of an animal health emergency) and after-action reviews. 

Debriefings should be conducted regularly during the emergency phase of an animal 
health emergency. This may occur immediately following a task, at the end of the day, 
following the completion of a group of operational activities and at the conclusion of the 
emergency phase.

An after-action review should be conducted as soon as possible after the emergency 
phase has finished and staff have had time to reflect on what has happened.

The FAO Guide to conducting after-action reviews for animal health emergencies2 
provides guidance on planning, preparing for, conducting and reporting on after-action 
reviews.

3.3.7 Stand down and demobilization
3.3.7.1 Stand down
The stand down begins when:

•	 the investigation and alert phase fail to confirm the presence of an emergency ani-
mal disease; 

•	 the emergency animal disease has been eradicated or controlled; or
•	 the eradication procedures have failed or are not considered feasible, cost-effective 

or beneficial and the disease is declared to be established.  

2	 At the time of writing the FAO Guide to conducting After Action Reviews was being finalised and should be 

published before the finalisation of this document
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Where disease containment, control and eradication operations cease, disease surveil-
lance should continue to enable early detection of any disease recurrence and to demon-
strate disease freedom.

The following activities can also take place during the stand down process: 
•	 recover, decommission and dispose of stores and equipment;
•	 perform a post-incident inventory and replenish/refurbish equipment as needed;
•	 coordinate documentation (gathering and archiving all documents regarding the 

incident, including costs and decision making);
•	 arrange appropriate archiving of all records;
•	 conduct post incident review and debriefing; and
•	 help the community to manage expectations by continued communication and 

disease education campaigns. This will also enhance awareness about the disease 
status and encourage disease reporting of a potential resurgence or new cases.

3.3.7.2 Demobilization of the emergency response systems
Resources needed for the response should be demobilized as soon as they are no longer 
needed to manage operations during an animal health emergency. The process for 
returning them to their day-to-day function should be expedited. Some organizations 
may be demobilized while other elements are still operational.  After de-activation of the 
emergency response systems, demobilization can follow the process below:

•	 establish demobilization priorities based on the specific incident;
•	 define the organization and confirmation of assignment of responsibilities. The 

on-scene incident commander should approve the release or demobilization of 
response resources prior to initializing the process; 

•	 disseminate public, stakeholder, and media announcements to provide situational 
awareness. 

3.3.8 Initial recovery actions 
Recovery measures for an animal health emergency should be implemented during the 
emergency phase and continue through the reconstruction phase, as described in the 
GEMP manual. The implementation of recovery measures is typically longer and can be 
more expensive than the operational activities undertaken during the emergency phase. 
The implementation of recovery measures should aim at assisting affected persons, 
communities and sectors return to normal. At a minimum, the following recovery measures 
should be implemented at the earliest opportunity:

•	 provide advice to affected livestock owners about available financial assistance, 
rebuilding, re-equipping, re-stocking and other agricultural advisory services;

•	 maintain surveillance activities to establish ‘proof of freedom’ if appropriate; 
•	 arrange for monitoring of waste disposal sites as appropriate; and
•	 make arrangements for monitoring of community recovery in accordance with the 

scale and impact of the animal health emergency.
Further guidance on recovery measures is available in the GEMP manual, while the LEGS 

handbook provides helpful decision-support tools as part of the recovery process.
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Annex I

Templates and samples

This annex includes checklists, templates and examples that have been mentioned through-
out this manual and can be used to assist in the management of operations during an 
animal health emergency. These include:

CHECKLISTS
•	 emergency operations centre – equipment and supplies
•	 SMEAQ-S briefing format

TEMPLATES
•	 emergency operations centre assignment list
•	 incident action plan
•	 funding requirements form

EXAMPLES
•	 declaration of an animal health emergency
•	 standard operating procedure 
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CHECKLIST – Emergency operations centre – Equipment and supplies

This list is not exhaustive, but contains common items frequently used within an emergency 
operations centre.

Item

Computers or laptops with peripherals (keyboard, mouse, monitors, etc.) ❏
Wi-Fi service (if available) or mobile hotspots ❏
Televisions (as many as needed, both to display local networks or maps, info, 
etc.) ❏
Telephones (landline or mobile) for all staff at the unit level and above ❏
Printers (colour, black & white, and plotter for wall maps) and supplies ❏
White boards or chalk boards and markers/chalk ❏

General office supplies (pens, pencils, notebooks, sticky notes, staplers, paper 
clips, folders, binders, sheet protectors, etc.) ❏

Microphone and a PA system (for briefings) ❏
Generator(s) and fuel (if power supply is non-existent or unreliable) ❏
First aid kit for staff ❏
Food service items ❏
Catering supplies and cooking equipment ❏
Refrigerator or freezer ❏
Cleaning and toilet facility supplies ❏
Bottled water or water purification equipment ❏



55Annex I: Templates and samples

CHECKLIST – SMEACS-Q briefing approach

Briefing outputs using the SMEACS-Q approach will address the following topics: 

•	 S = Situation. What are we facing, what is likely to happen, what are the issues of 
which we need to be aware? Describes an overview of the incident, a summary of 
resources already deployed, current expected weather, and known risks. 

•	 M = Mission. What outcome is to be achieved, and, most importantly, why? Given 
in terms of specific objectives for the response. (Field teams at the action interface 
will translate this into “How” to use SOPs, policies, dynamic risk assessments and 
safety protocols). 

•	 E = Execution. The incident manager and incident management team strategies 
and tactics, using the incident action plan (IAP). Who is being activated, where and 
when? Access to the incident, contingency plans, immediate tasks after briefing. 
(Field team actions are decided by the team leader according to the SOPs, policies 
and the specific objectives above.) 

•	 A = Administration/logistics. Resources to hand out being sourced or acquired. 
Personnel deployment, supply and support to the mission. 

•	 C = Command and communication. Who do you report to, what is the chain of 
command, what is the communications plan, and what are the contact numbers 
and radio channels? 

•	 S = Safety. Identify known or likely hazards and risks relevant to the operational 
period. Personal protective equipment (PPE), weather, hydration and first aid.  

•	 Q = Questions. These occur at the very end of the briefing, providing an opportu-
nity for clarification, to receive additional details to enable full understanding. There 
is no debate.
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TEMPLATE – Emergency operations centre assignment List

INCIDENT COMMAND

Position Name Agency/Office Contact details

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

OPERATIONS

Position Name Agency/Office Contact details

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

PLANNING

Position Name Agency/Office Contact details

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

LOGISTICS

Position Name Agency/Office Contact details

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

FINANCE/ADMIN

Position Name Agency/Office Contact details

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

................................. ................................. ................................. .................................

Source: Office of U.S. Foreign Disaster Assistance (OFDA).
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TEMPLATE – Incident action plan

EOC NAME: ..................................................................................................................................

INCIDENT/EVENT NAME:  ...........................................................................................................

OPERATIONAL PERIOD:

From (Date and Time): .........................................................        ..................................

To (Date and Time):      ........................................................        ..................................

PREPARED BY: ................................................ APPROVED BY: ..............................................

Date/Time Prepared: ..................................... Date/Time Approved: ...................................

SENIOR LEADERSHIP PRIORITIES

1. ..................................................................................................................................................

2. ..................................................................................................................................................

3. ..................................................................................................................................................

OVERALL INCIDENT OBJECTIVES EOC OBJECTIVES

1. .................................................................... 1. ....................................................................

2. .................................................................... 2. ....................................................................

3. .................................................................... 3. ....................................................................

4. .................................................................... 4. ....................................................................

ATTACHMENTS (CHECK ALL THAT APPLY)

❏ Organization assignment list ❏ Others  ..........................................

❏ Meeting schedules ❏ Others  ..........................................

❏ Directory ❏ Others  ..........................................

❏ Situation map ❏ Others  ..........................................

MANAGEMENT FUNCTION TASKS Assigned to:

.............................................................................................................. .................................

OPERATIONS FUNCTION TASKS Assigned to:

.............................................................................................................. .................................

PLANNING FUNCTION TASKS Assigned to:

.............................................................................................................. .................................

LOGISTICS FUNCTION TASKS Assigned to:

.............................................................................................................. .................................

FINANCE/ADMIN FUNCTION TASKS Assigned to:

.............................................................................................................. .................................
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TEMPLATE – Emergency funding requirements form

FUNDING REQUIREMENTS:

OPERATING PERIOD  from: ......................................... to: ..........................................

ITEM QUANTITY COST (ESTIMATE) 

ACCOMMODATION 

Hotel/other  ............................... ...............................

Catering  ............................... ...............................

Communications ............................... ...............................

Telecommunications ............................... ...............................

Other (e.g. radio) ............................... ...............................

Advertisements ............................... ...............................

CONTRACTORS/SERVICE PROVIDERS

Machinery hire, etc.. ............................... ...............................

CONTROL CENTRE 

Telecommunications ............................... ...............................

Electricity ............................... ...............................

Security ............................... ...............................

Venue hire ............................... ...............................

Display boards, ............................... ...............................

Whiteboards ............................... ...............................

Maps ............................... ...............................

EMERGENCY SUPPLIES 

Disinfectant ............................... ...............................

Equipment for animal destruction ............................... ...............................

Protective clothing ............................... ...............................

Plastic boxes e.g. 50l (for transport of 
equipment), also as portable footbath ............................... ...............................

Plastic scrubbing brushes ............................... ...............................

Tarpaulins, ground sheets ............................... ...............................

Tent (portable ‘changing’ room) ............................... ...............................

Water containers (e.g. 20l) ............................... ...............................

Buckets ............................... ...............................

Plastic backpacks (e.g. 15l) for decontamination ............................... ...............................

Transport ............................... ...............................

Airfares ............................... ...............................

Bus fare ............................... ...............................

Vehicle hire  ............................... ...............................

Vessel costs ............................... ...............................

Other ............................... ...............................

Source: UNDRR. 2009. Agricultural Emergency Response Plan Template. https://www.preventionweb.net/
files/27076_cookislandsanimalhealthemergencyres.doc 
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EXAMPLE – Declaration of animal health emergency
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EXAMPLE – Standard operating procedures

Page 1 of 7 
NASOP 11: Sample collection for laboratory testing (version 1.0) 

NATIONALLY AGREED STANDARD OPERATING PROCEDURE 
(NASOP)

Title: Collecting emergency animal disease samples for laboratory testing

Version: 1.0 

Prepared by: Subcommittee on Emergency Animal Disease 

Approved by: Animal Health Committee 

Revision history: Version Date of approval Comments 
1.0 02/05/11 Approved by AHC 

NASOPs support national consistency and provide guidance to response personnel 
undertaking operational tasks.

1. Purpose 
• This document guides the emergency animal disease (EAD) sample collection 

procedures to be used by sampling teams, operating from operations centres, who 
collect EAD samples for laboratory testing. This NASOP should be supported by 
jurisdictional SOPs and disease specific control strategy manuals. 

NOTE: Disease-specific sample collection protocols may need to be developed by 
operations centres during the response in collaboration with the designated laboratory. 

2. Application/Scope 
• This NASOP should be used by relevant personnel in operations centres and 

laboratories to guide the development of disease specific sample collection protocols.
• The final disease specific sample collection protocol will include the choice of 

samples, collection and transport, priority of testing and release of test results. 
• Separate to this NASOP, an operations centre should ensure that: 

− samples are collected, packaged and transported correctly to ensure 'chain of 
custody with samples' requirements applicable to the jurisdiction and the disease 
response

− samples are packaged according to appropriate transport regulations 
− State Coordination Centre (SCC) has chosen a testing laboratory for the response 
− the laboratory is provided with the best samples possible 
− relevant transport regulations are complied with. 

• The appropriate AUSVETPLAN disease strategy outlines the specific diagnostic 
samples and their collection for isolation of specific suspect causative agents. 

• The appropriate AUSVETPLAN disease strategy provides guidance on the samples 
required for surveillance and proof of freedom and the agreed level of collection for 
the outbreak. 

3. Resources/equipment 
• clear instruction on the number and status of premises to be visited for each trip out 

from the operations centre 
• sampling protocol(s) e.g. tissues to be collected, number of samples per herd/flock 
• appropriate sampling equipment (consider sample kit checklist at Appendix A) 
• owner/manager and livestock details including numbers and locations for each 

property

Source: Animal Health Australia (AHA), 2011.
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Annex II

Guidelines for establishing an 
emergency operations centre

This annex provides guidance on how to set up, organize, and operate an emergency oper-
ations centre for an animal health emergency. It is not meant to be exhaustive, but rather 
a resource to help guide decisions to establish, staff, and put into effect an emergency 
operations centre to manage operations during an animal health emergency. 

This annex has been informed by the Office of U.S. Foreign Disaster Assistance, EOC 
Quick Start Guide and AUSVETPLAN Control Centre Management Manual and provides 
guidance on:

•	 considerations for selecting a site for an emergency operations centre;
•	 layout of an emergency operations centre;
•	 initial actions to establish an emergency operations centre;
•	 emergency operations centre positions and staffing; and
•	 emergency operations centre key position checklists.



Manual for the management of operations during an animal health emergency62

1. CONSIDERATIONS FOR SELECTING A SITE FOR AN EMERGENCY 
OPERATIONS CENTRE
The following provides guidance on identifying and establishing a suitable site for an 
emergency operations centre for the management of operations during an animal health 
emergency.

Primary considerations
Once established, the emergency operations centre will be a focal point for the management 
of operations during an animal health emergency. As it may need to be maintained for an 
extended period of time, it is important that every effort is given to ensure that it is set-up 
from the outset, to accommodate the ongoing needs of the animal health emergency.

The emergency operations centre should be identified as early as possible and be located:
•	 within reasonable travel time from where operational activities are being conducted;
•	 in a low-risk area, ideally a safe distance from infected premises; and
•	 near or accessible to accommodation, transport, service providers (catering, cleaning etc).
Options for establishing an emergency operations centre include:
•	 existing government buildings;
•	 another agency’s emergency operations centre;
•	 community halls; and
•	 disused commercial premises, such as a factory, warehouse or car sale yard.

General considerations
Using the criteria identified above, selecting a site for an emergency operations centre 
should also be mindful of the impact that it may have on surrounding communities and 
businesses, as there is likely to be a lot of movement to and from the emergency operations 
centre that could disrupt normal community activities.

The size of the emergency operations centre needs to be sufficient to accommodate 
the number of people who are likely to be working there, visiting and transiting through 
the emergency operations centre, where allowances may need to be made for work areas, 
catering, briefings and potential storage of operational equipment and consumables. 

Considerations for layout of the emergency operations centre are covered in the next 
section of this annex.
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2. LAYOUT OF AN EMERGENCY OPERATIONS CENTRE
A number of factors will determine the size and layout of an emergency operations centre. 
In many cases, size may be limited by the spaces are available for use, and staff may need 
to get creative with layouts to improve functionality and flow. 

General considerations for the size of an emergency operations centre should include:
•	 sufficient space for staff assigned to work within the emergency operations centre;
•	 space for briefings, meetings, media, visitors;
•	 space for eating and resting;
•	 designated parking area;
•	 sufficient space for equipment requirements of the emergency operations centre; and
•	 space for operational activities, including storage of equipment, consumable items 

and hazardous materials, if required.
Once a location has been determined and staff have a sense of the overall size of the 

space available, layout can be considered. The layout will be dependent upon a number of 
factors, including: 

•	 Number of personnel and site constraints.
•	 All emergency operations centres should have a central operations room that serves 

as the “nerve centre.” The operations room is a large area designed to facilitate 
coordination, communications, resource management and decision-making. 

•	 Other rooms to support operational activities may include:
	– dedicated offices or workspaces for senior staff;
	– meeting/conference room/s for briefings, debriefings, meetings, trainings and 

other uses;
	– a secure space for media/press briefings, and visitors outside the primary opera-

tions room;
	– space for communications equipment (radio room); and
	– separate space for personnel support, such as a kitchen, pantry, rest area, comfort 

room and showers.
An emergency operations centre may not need to contain all the above. In some cases, 

the most appropriate space may be a single room with a conference table. The following 
are suggestions for the layout of an emergency operations centre.
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Conference Room
A conference room layout gathers staff around a single table and enables close collabora-
tion during operations. This layout is typically used in smaller spaces and takes very little 
additional equipment to set up. 

This layout is useful for senior staff to come together to meet, discuss and agree on 
operational activities.

When this approach is used, space will also be required for staff and workstations 
required to undertake the work necessary to manage operations during an animal health 
emergency.

Example of a conference room layout

Source: FAO, 2022.
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Situation Room 
This layout is based on a dedicated space within the emergency operations centre where 
staff are seated in rows or semi-circles facing large visual displays. The situation room 
(sometimes referred to as the operations room) visually displays current information and is 
heavily dependent on technology. Staff communicate primarily through incident manage-
ment software.

This layout works well for technical tasks but may limit collaboration and interaction 
among staff and is among the costliest options. 

A less costly option may be to find a space in an actual university lecture hall; the layout 
is similar, and much of the equipment needed could be procured elsewhere and installed 
for the duration of the response.

Source: NDRRMC Facebook page - www.facebook.com/NDRRMC

The National Disaster Risk Reduction and Management Council (NDRRMC), Operation Center – 
 Manila, Philippines
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Segmented Layout
In this layout, staff are separated into function-specific groups (such as clusters, agencies, or 
emergency operations centre management functions) that emphasize close collaboration 
and flexible interaction between functions and groups. It provides a high level of autonomy 
for each function/group.

Coordination is accomplished by moving among the various groups. This is a useful 
layout when an emergency operations centre has a large number of staff and an adequate 
amount of space to accommodate everyone. 

Example of a segmented layout within a larger facility - Charleston AFB

Source: Americon Technology Center. https://www.workstations-usa.com/Flip-Screen-Furniture.htm. 



67Annex II: Guidelines for establishing an emergency operations centre

3. INITIAL ACTIONS TO ESTABLISH AN EMERGENCY OPERATIONS CENTRE
The logistics section is normally responsible for locating and establishing a suitable facility 
to use as the emergency operations centre for managing operations during an animal 
health emergency. This may include the appointment of a dedicated facilities manager, 
within the logistics section, who is also responsible for the efficient and effective running 
of the emergency operations centre.

Tasks that may need to be undertaken by the facilities manager include:
•	 Meet with the Incident Commander and Section Chiefs to determine: current situa-

tion and priorities for the emergency operations centre; anticipated trajectory of the 
response; current resources and anticipated resource requirements; and communi-
cation requirements between the emergency operations centre and field personnel.

•	 Identify staff required to establish and set-up the emergency operations centre.
•	 Acquire equipment and supplies required for the emergency operations centre.
•	 Identify and implement safety and security requirements to ensure safety and secu-

rity of the emergency operations centre and its staff.
•	 Develop and disseminate an organisation chart and staffing plan identifying allocat-

ed areas for each section within the emergency operations centre.
As staff are assigned to the emergency operations centre and begin arriving, staff from 

the logistics section will provide briefings on the situation, an overview of the emergency 
operations centre and assigned workspace, and expectations.
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4. EMERGENCY OPERATIONS CENTRE POSITIONS AND STAFFING
The organizational structure of the emergency operations centre should mirror the incident 
command system organisational structure, shown in the following diagram. 

The EOC incident commander oversees the staff and activities within the operations 

centre and reports up the chain of command. 
The incident commander determines the scope of the operational response to the ani-

mal health emergency and the appropriate staffing levels within the emergency operations 
centre. In this position, the incident commander is also expected to coordinate externally 
from the emergency operations centre with higher level authorities and to those parties 
apprised of emergency operations centre’s activities. 

There are a few positions that work tangentially to the incident command section and 
report directly to the incident commander. Recommended positions in the command sec-
tion include:

•	 public affairs/Information officer to coordinate all media releases and all press 
briefings if needed; 

•	 safety/security officer, whose main responsibilities are to ensure the EOC facility 
is in good condition and poses no threat to the team, to be aware of any external 
threat to the team, and to make sure that all operational activities that occur within 
the facility are safe; and 

•	 liaison officer responsible for assisting the incident commander by serving as point 
of contact for representatives from other response organizations.

Organisational structure and positions for an emergency operations centre

Incident
Command Command Staff

Public Information
Officer

Safety
Officer

Operations
Section Chief

Planning
Section Chief

Logistics
Section Chief

Finance/
Administration
Section Chief

Liaison
Officer

General Staff

Source: FEMA: National Incident Management System, 3rd Edition, 2017. P.25. https://www.fema.gov/sites/default/
files/2020-07/fema_nims_doctrine-2017.pdf. 
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The incident commander oversees four sections within the emergency operations cen-
tre. The sections are operations, planning, logistics, and finance and administration:

•	 The operations section, led by the operations section chief, coordinates 
response specific requirements and needs. The specific functions that are stood up 
in the operations section are specific to the individual needs of the animal health 
emergency. For example (destruction, disposal and decontamination unit, infected 
premises operations unit, movement control unit, veterinary investigations unit). 

•	 The planning section, led by the planning section chief, produces different 
informational products that track resources, as well as creates situational reports. 
The planning section also collects, collates, analyses, and disseminates information 
throughout the sections within the emergency operations section. Examples of units 
with the planning section include the situation unit, resources unit, and the docu-
mentation unit.  

•	 The logistics section, led by the logistics section chief, maintains the emergency 
operations centre facility and the equipment used within it as well as transporting 
goods, food and medical supplies for all personnel assigned to the emergency opera-
tions centre. Some examples of logistics section units include the staffing unit, equip-
ment and supplies unit, facilities unit, and the catering and accommodation unit.

•	 The finance and administration section, led by the finance/admin section 
chief, manages all financial aspects of the emergency operations centre and pays all 
expenses incurred by the emergency operations centre. Examples of finance/admin 
section units include accounting/audit (cost recovery) unit, and the fiscal (procure-
ment) unit.
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5. EMERGENCY OPERATIONS CENTRE KEY POSITION CHECKLISTS
Emergency operations centre – Common responsibilities checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION!

	❏ JOB ASSIGNMENT Receive assignment from your department, including: 
	❍ job assignment; 
	❍ reporting location; 
	❍ reporting time; 
	❍ travel instructions; 
	❍ any special communications instructions, e.g. phone numbers, travel frequency; 

and 
	❍ order and request numbers. 

	❏ CHECK-IN upon arrival at the emergency operations centre or assigned work locations. 
	❏ INITIAL BRIEFING: Receive briefing from immediate supervisor. 
	❏ WORK MATERIALS: Acquire work materials. 
	❏ HEALTH AND SAFETY: Conduct all tasks in a manner that ensures your safety and 

welfare and that of your co-workers. 
	❏ SUPERVISION: Organize and brief subordinates if in supervisory role. 
	❏ COMMUNICATION: Know the assigned telephone or mobile numbers and 

radio frequency(ies) (if necessary) for your area of responsibility and ensure that 
communication equipment is operating properly. Use clear text and terminology in 
all radio communications. 

	❏ DOCUMENTATION: Complete forms and reports required of the assigned position 
and send through the chain of command to the documentation unit. 

	❏ DEMOBILIZATION: Respond to demobilization orders and brief subordinates 
regarding demobilization.
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Emergency operations centre (EOC) incident commander position checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION! 

	❏ 	Review common responsibilities – All personnel. 
	❏ Determine appropriate level of activation based on situation as known. 
	❏ Mobilize appropriate personnel for the initial activation of the EOC. 
	❏ Establish the appropriate staffing level for the EOC and continuously monitor 

organizational effectiveness, making appropriate modifications as required. 
	❏ Ensure that the EOC is properly set up and ready for operations. 
	❏ Ensure that an EOC organization and staffing chart is posted and completed. 
	❏ Determine which general staff are needed, assign section chiefs as appropriate and 

ensure they are staffing their sections as required. 
	❏ In coordination with section chiefs, set priorities for response efforts.
	❏ Ensure that communications with supporting agencies are established and 

functioning. 
	❏ Confer with the section chiefs to determine what representation is needed at the 

EOC from member jurisdictions and other emergency response agencies. 
	❏ Assign a liaison officer to coordinate outside agency response to the EOC. 
	❏ In coordination with the public information officer (PIO), conduct news conferences 

and review media releases for final approval, following the established procedure 
for information releases and media briefings. 

	❏ Ensure that the liaison officer is providing and maintaining effective interagency 
coordination.

	❏ Based on current status reports, establish initial objectives for the EOC and 
operations for the animal health emergency. 

	❏ In coordination with general staff, prepare management function objectives for the 
initial action planning meeting.

	❏ Convene the initial action planning meeting. Ensure that all section chiefs, 
management staff, and other key agency representatives are in attendance. 

	❏ Once the incident action plan is completed by the planning section, review, 
approve and authorize its implementation. 

	❏ Conduct periodic briefings with the general staff to ensure objectives are current 
and appropriate. 

	❏ Conduct regular briefings for responsible officials and/or designated alternates. 
	❏ Brief your relief at shift change, ensuring that ongoing activities are identified, and 

follow-up requirements are known. 
	❏ Authorize deactivation of sections, branches and units when they are no longer 

required. 
	❏ Notify other EOCs (if activated), emergency response agencies and other 

appropriate organizations of the planned deactivation time. 
	❏ Ensure that any open actions not yet completed will be handled after deactivation. 
	❏ Ensure that all required forms or reports are completed prior to deactivation. 
	❏ Be prepared to provide input to the after-action report 
	❏ Deactivate the EOC at the designated time, as appropriate.
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Public information officer (PIO) position checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION!

	❏ Review common responsibilities – All personnel. 
	❏ Serve as the coordination point for all media releases for the EOC.
	❏ Represent the EOC as the lead public information officer.
	❏ Ensure the public within the affected area receives complete, accurate and 

consistent information about the animal health emergency, public health advisories, 
relief and assistance programmes and other vital information.

	❏ Coordinate the provision of situation information on the relevant government 
agency websites. 

	❏ Organize the format for press conferences in coordination with the EOC incident 
commander. 

	❏ Obtain policy guidance from the EOC incident commander on media releases. 
	❏ Keep the EOC incident commander advised of all unusual requests for information 

and all major critical or unfavourable media comments. 
	❏ Coordinate with the situation unit and identify method for obtaining and verifying 

significant information as it develops. 
	❏ Develop and publish a media briefing schedule, to include location, format, 

preparation and distribution of handout materials. 
	❏ Establish a media information centre, if necessary. 
	❏ Maintain up-to-date status boards and other references at the media information 

centre.
	❏ Interact with other EOC sections, branches, and units to provide and obtain 

information relative to public information operations. 
	❏ At the request of the EOC incident commander, prepare media briefings for 

elected/executive representatives and other government officials, and provide 
assistance as necessary to facilitate their participation in media briefings and press 
conferences.

	❏ Provide sufficient staffing and telephones for call centre operations to efficiently 
handle incoming media and public calls. 

	❏ Monitor broadcast media, using information to develop follow-up news releases 
and rumour control. 

	❏ Ensure file copies are maintained of all information releases (for submission to 
planning section). 

	❏ Provide copies of all media releases to the EOC incident commander. 
	❏ Conduct shift change briefings, ensuring that in-progress activities are identified, 

and follow-up requirements are known. 
	❏ Prepare final news releases and advise media representatives of points-of-contact 

for follow-up stories. 
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Operations section chief position checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION! 

	❏ Review common responsibilities – All personnel. 
	❏ Ensure the operations function is carried out including coordination of response for 

all operational functions assigned to the EOC. 
	❏ Ensure operational objectives and assignments identified in the IAP are carried out 

effectively. 
	❏ Establish the appropriate level of organization for the operations section, 

continuously monitoring its effectiveness and modifying accordingly. 
	❏ Ensure the planning section is provided with status reports on a regular schedule. 
	❏ Conduct periodic operations briefings for the EOC incident commander, as 

required or requested. 
	❏ Provide overall supervision of the operations section. 
	❏ Ensure that the operations section is set up properly and that appropriate 

personnel, equipment and supplies are in place, including maps and status boards. 
	❏ Meet with planning section chief to obtain a preliminary and regular situation 

briefings. 
	❏ Coordinate with the liaison officer regarding the need for agency representatives 

in the operations section. 
	❏ Establish radio or cell phone communications with field staff.
	❏ Determine activation status of other EOCs and establish communication links with 

their operations sections. 
	❏ Based on the situation known or forecasted, determine likely future needs of the 

operations section. 
	❏ Identify key issues currently affecting the operations section, meet with section 

personnel to determine appropriate section objectives for the first operational 
period. 

	❏ Review responsibilities of branches in section to develop an operations plan 
detailing strategies for carrying out operations objectives. 

	❏ Ensure that all media contacts are referred to the public information section.
	❏ Conduct periodic briefings and work to reach consensus among staff on objectives 

for forth-coming operational periods. 
	❏ Attend and participate in EOC action planning meetings. 
	❏ Provide the planning section chief with the operations section’s objectives prior to 

each action planning meeting. 
	❏ Ensure that the operations section objectives, as defined in the current AP, are 

being addressed. 
	❏ Ensure that the units within the operations section coordinate all resource needs 

through the appropriate contacts in the logistics section. 
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Planning section chief position checklist
READ ENTIRE POSITION CHECKLIST BEFORE TAKING ANY ACTION! 

	❏ Review common responsibilities checklist.
	❏ Ensure that the responsibilities of the planning section are carried out, to include: 

	❍ collecting, collating, analysing, and displaying situation information;
	❍ preparing periodic situation reports;
	❍ preparing and distributing the EOC incident action plan;
	❍ facilitating the action planning meeting;
	❍ conducting advance planning activities and reports;
	❍ providing technical support services to the various EOC sections and units; and
	❍ documenting and maintaining files on all EOC activities. 

	❏ Establish the appropriate level of organization for the planning section, continuously 
monitoring its effectiveness and modifying accordingly. 

	❏ Ensure the early and continued coordination with the planning sections of other 
EOCs (i.e. local, state or federal EOCs).

	❏ Exercise overall responsibility for the coordination of unit activities within the section. 
	❏ Keep the EOC incident commander informed of significant issues affecting the 

planning section. 
	❏ In coordination with the other section chiefs, ensure that status reports and situation 

reports are used to develop the IAP. 
	❏ Ensure that the planning section is set up properly and appropriate personnel, 

equipment, and supplies are in place, including maps and status boards. 
	❏ Meet with operations section chief and obtain and review any major incident reports. 
	❏ Identify key issues to be addressed in the EOC action planning process by consulting 

with section chiefs, including specific objectives to be accomplished during the initial 
and subsequent operational periods. 

	❏ Keep the EOC incident commander informed of significant events. 
	❏ Ensure that the situation unit is maintaining current information for situation reports. 
	❏ Ensure major incidents reports and branch status reports are completed by the 

operations section and are accessible by planning section. 
	❏ Ensure a situation report is produced and distributed to all EOC Sections at least once 

for each operational period. 
	❏ Ensure all status boards and other displays are kept current and that posted 

information is neat and legible. 
	❏ Facilitate the EOC action planning meetings. 
	❏ Ensure objectives for each section are completed, collected, and posted in preparation 

for the next action planning meeting. 
	❏ Ensure the EOC IAP is completed and distributed at the start of the next 

operational period. 
	❏ Work closely with each unit within the planning section to ensure the section 

objectives as defined in the current EOC IAP are being addressed. 
	❏ Ensure the documentation unit maintains files on all activities related to the event 

and provides reproduction services for the EOC. 
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Logistics Section Chief position checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION! 

	❏ Review common responsibilities – all personnel. 
	❏ Ensure the logistics function is carried out. 
	❏ Establish the appropriate level of organization within the logistics section, 

continuously monitoring its effectiveness and modifying accordingly. 
	❏ Ensure the planning section is provided with status reports on a regular schedule. 
	❏ Ensure that the logistics section is set up properly and that appropriate personnel, 

equipment, and supplies are in place. 
	❏ Meet with planning section chief to obtain a preliminary and subsequent situation 

briefings. 
	❏ Confer with the EOC incident commander to ensure that the operations, planning 

and finance and administration sections are staffed at levels necessary for the 
response operations. 

	❏ Provides necessary equipment for the operations section to establish and maintain 
radio or mobile phone communications with field staff.

	❏ Determine activation status of other EOCs and establish communication links with 
their logistics sections. 

	❏ Based on the situation known or forecasted, determine likely future needs of the 
Logistics Section. 

	❏ Review responsibilities of units in the section to develop a logistics plan detailing 
strategies for carrying out logistics objectives. 

	❏ Ensure that all media contacts are referred to the public information section.
	❏ Attend and participate in EOC action planning meetings. 
	❏ Provide the planning section chief with the logistics section’s needs prior to each 

action planning meeting. 
	❏ Ensure that the logistics section tasks, as defined in the current AP, are being 

addressed. 
	❏ Ensure that the units within the operations section coordinate all resource needs 

through the appropriate contacts in the logistics section. 
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Finance section chief position checklist
READ ENTIRE CHECKLIST BEFORE TAKING ANY ACTION! 

	❏ Review common responsibilities – All personnel. 
	❏ Ensure that all financial records are maintained throughout the event or disaster. 
	❏ Ensure that all on-duty time is recorded for each person staffing the EOC. 
	❏ Ensure that all on-duty time sheets are collected from field level supervisors or EOC 

incident commanders and their staff who are assigned to the response. 
	❏ Determine a payroll process for response staff if one does not already exist.
	❏ Determine purchase order limits for the procurement function. 
	❏ Ensure that workers’ compensation claims, resulting from the response to the 

event or disaster by employees, are processed within a reasonable time, given the 
nature of the situation. 

	❏ Ensure that all travel and expense claims are processed within a reasonable time, 
given the nature of the situation. 

	❏ Provide administrative support to the EOC sections as required, in coordination 
with the personnel unit. 

	❏ Activate units within the finance section as required and monitor section activities 
continuously and modify the organization as needed. 

	❏ Ensure that all recovery documentation is accurately maintained during the 
response and submitted on the appropriate forms to relevant relief agencies.

	❏ Ensure there is coordination with all EOCs for the purpose of gathering and 
consolidating response cost estimates and other related information. 

	❏ Meet with the logistics section chief and review financial and administrative 
support requirements and procedures. Determine the level of purchasing authority. 

	❏ If there is any indication that the jurisdiction can no longer support the costs of 
the response and/or recovery, the EOC incident commander needs to be informed 
immediately. 

	❏ Ensure that displays associated with the finance section are current and that 
information is posted in a legible and concise manner. 

	❏ Participate in all action planning meetings. 
	❏ Keep the EOC incident commander, general staff, and individual local, state or 

federal departments engaged in the response aware of the current fiscal situation 
and other related matters, on an on-going basis. 

	❏ Ensure the cost recovery unit maintains all financial records throughout the event 
or disaster. 

	❏ Ensure sections and units are coding their time correctly in accordance with the 
specific SOPs for cost tracking. 

	❏ Ensure that the procurement unit processes purchase orders and develops contracts 
in a timely manner. 

	❏ Ensure that the compensation and claims unit processes all claims resulting from the 
animal health emergency, in a reasonable time frame, given the nature of the situation. 

	❏ Ensure that the time-keeping unit processes all time sheets and travel/expense 
claims promptly through the appropriate budget and payroll office. 

	❏ Ensure that the finance section provides administrative support to other EOC 
Sections as required. 
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The benefi t of an adequate framework for the management of animal 
health emergency operations has been repeatedly shown over the years, 
highlighting a need to build and upgrade capabilities to effectively and 
effi ciently manage animal health emergency operations at all levels. This 
need can begin to be met through the guidance provided in this manual. 

Equipped with practical examples, samples and guidelines, this manual 
supports countries and relevant local, national, regional and international 
organizations as they prepare for and manage operations during an animal 
health emergency. The manual is designed to be used in line with the Good 
emergency management practice: The essentials manual, applying Good 
Emergency Management Practice (GEMP) principles and a One Health 
approach, and providing a global view of how to act during the peacetime 
and emergency phases of animal health events.

This global manual is presented in such a way that veterinary services 
and relevel local authorities in countries around the world can use the 
information therein as guidance to create or adapt their own systems, and 
build a customized emergency operations management manual.
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