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Ajust culture is about balancing demands for ?“

accountability regarding failures with an ability to collect | OQ
enough information to make sense of the situation \}
to contribute to learning and safety improvement. w

non-judgmental just culture encourages leam@
maximises the potential for ongoing improve‘@ :

If stakeholders do not feel safe to speak ithout fear
of ridicule or blame, or if others decl@g a contrary

view challenge them, they ca n&%&ouraged from
sharing their experiences.
Australian Government. (2019, p.11). \:

Lessons Management. Australian Disaster&lience Handbook Collection.
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Purpose K
XN

practice at the request of the Chair of the

This report has been prepared by The report s in five parts: ? N
members of the LessoNZ community of % Partlisthe recommendat§
+ Part Il explains the ba% to the Whakaari/

Officials Committee for Domestic and .

. . . »  Partlll explains ons approach and
External Security Coordination (ODESC).! ' @e P
methodolo informed the recommendations
# Part IV dings, including successes, insights

The LessoNZ community of practice was tasked

@?&1 identified

to collate and assess key overarching themes and x entie Che dentified
lessons identified during the National Security - Yt >an asseésménto the lessons | er-m ©

System (NSS) activation for the Whakaari/White * @ he Whakaari/White Island response with the

9 December 2019, and produce a consolidate s\ National Security System Review. The assessment
summary report including recommendatio@ ascertained whether any Operation Deans

recommendations resurfaced as lessons in the

Island Volcanic Eruption which occurred on Mon% recommendations of the Post Operation Deans

This report is prepared for learnin %@s and Whakaari/White Island response.
does not apportion blame or criti§§@ 0 any agency
orindividual. Operational demands to support the Covid-19

b@ response have delayed an earlier release of this report.
The report mcludes

, L . The LessoNZ community of practice is
% Insights a sons identified in the Whakaari/

Whit. response
A(& sis as to whether issues identified in
0

* RecommeEdaQ

formed from personnel working across
government agencies in the field of
continuous improvement. The group

st Operation Deans National Security .
meet several times a year to share
ystem Review (June 2019) reoccurred during the _ _ _
experiences and learnings to improve
Whakaarl/V\/h|te Island response.? ) ,
operational practice.

1 Acommittee of Chief Executives, which, during an emerging or actual security event, is responsible for providing strategic direction and coordinating the
all-of-government response.

2 Officials Committee for Domestic and External Security Co-ordination. (19 December 2019). Whakaari-White Island Volcanic Eruption, Inter-Agency Working
Group Meeting #2 [Minutes].

3 Operation Deans is the name given to the emergency response to the terrorist attack of 15 March 2019, in which 51 people in Christchurch lost their lives.
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Executive Summary - ,o°
X
O

Whakaari/White Island, off-shore from the = The LessoNZ community of practice C%d and
assessed observations from 25 a ies that

Whakatane township in the Bay of Plenty,

responded to the eruptlon.

New Zealand, erupted at 14:11 New \
Zealand Daylight Time on 9 December Findings @»
2019. . o .
The observann e summarised into nineteen

_ _ . insights. C emes were the need for better
Earlier that morning, the National Emergency

) . . understa of roles and responsibilities (eight
Mar?agement Age”‘fy (NEMA) had actilvated s ins & cerns with the flow of information
National Coordination Centre (NCC) in support thts and matters relating to resourcing
of a South Island Severe Weather event. Some (&'

apability (two insights). The insights were

government agencies were responding to both

. eveloped into eight lessons that were further
emergencies. s\

developed into five recommendations.

NEMA had only recently been establishe @ ;

‘ Included in agencies observations were positive
ence

December, to replace the Ministry % reflections on the themes of leadership and

& Emergency Management (MCD Scientific . ' . : o
professionalism, skills and expertise of individuals

and Technical Advisory Commlx (STAQ),

entity providing scientific nical gwdance to
nt Management Teams,

and groups contributing to the whole, and systems

and facilities that supported leadership and

response agencies an enabled collegial support and teamwork. These are

was brought togeth@

In mid-Decenther
asked t t their reviews, debriefs and feedback
from (@akaari/\/\/hite Island event, to LessoNZ,

t an analysis of the all-of-government

its first emergency event.* ) . ) M
gency summarised in this report as successes, or “what

. worked well.”
019, Government agencies were

M

The Whakaari/White Island lessons were assessed
against the recommendations from the Post
Operation Deans National Security System Review.

It was found that the Whakaari/White Island
recommendations reinforce ten of the 18 Operation

ponse to the event. This is the first time a Lessons

Q~ anagement methodology has been used to inform

continuous improvement across all-of-government .
Deans recommendations.

for a major emergency event.

4 STAC is the Scientific and Technical Advisory Committee for Hazmat (hazardous materials) and CBRNE incidents (chemical, biological, radiological, nuclear
and explosive). STAC is referenced in the National Security System Handbook (2016, p. 14). The National Counter Terrorism Standard Operating Procedures
Version 15 11 July 2016 (Draft, Restricted) informs that STAC is chaired by FENZ. The draft STAC charter (2019) informs that STAC is activated through the on
call National Commander, FENZ.
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Pal’t I Recommendations Q)Cb
c’}

Five recommendations forimprovement =~ Recommendation 2

have been developed. These are That the National Exercise Pro NEP
supplemented with guiding information.  isreviewedto determme itis making
maximum use of lesson |ed This review

Recommendation 1 should take into a ® ernational best practice
That a comprehensive plan is developed to increase  @nd could consi
agency and community understanding of the * Wheth& rent objectives contribute to
governance structure and functions of the National the i% entation of identified lessons and
Security System (NSS), and the importance of the recommmendations post-exercise.
information flow. This could include: * ether the objectives could be more flexible,

. : .

o OO\ enbye |
induction package for all personnel in centr s\\c) incorporating Lessons Management via
and local government and the general p@ evaluation of both exercises and emergency/

about the relationship between the NSS, event responses.

Coordinated Incident Management m # How performance is evaluated in NEP exercises
(CIMS) and the National Civil %ergency and how lessons are identified and shared.
Management Plan (CDEM P ) 'sinduction + How exercise design could best support clarity
package could include || the online NSS around lead agencies and other roles and

and CIMS handbook responsibilities.

% Training to faciht erstanding of the NSS
embedded inte,e rgency management training
pathways qualifications.

+ The pr@ of portable NSS and CIMS
han s for quick reference in the office

oordination Centres, to assist the agency

Conse
%)

An example of an accessible free training approach, is the anti-corruption training provided by Transparency International New Zealand. A free 1.5 hour
online learning module provides comprehensive anti-corruption training designed by leading experts in the field, and enables organisations to provide
training for their personnel. Refer https://www.transparency.org.nz/anti-corruption-training/

6 Online reference material currently includes:

« The National Security System Handbook which explains The National Security System, National Security Governance structures and NZ’s National
Security System in response to a potential emergency or actual event.

« The New Zealand Coordinated Incident Management System (CIMS) handbook which describes how New Zealand agencies coordinate, command, and
control incident response of any scale, how the response can be structured, and the relationships between the respective CIMS functions and between
the levels of response

« The National Exercise Programme objectives. The objectives allow for regular inter-agency exercises, which help prepare agencies (and communities) to
be able to conduct an effective response (and recovery planning) to a significant incident or emerging threat on and offshore.

« The National Civil Defence Emergency Management Plan 2015, and its guide, which sets out the roles and responsibilities of everyone involved in
reducing risks and preparing for, responding to and recovering from emergencies. This includes central and local government, lifeline utilities,
emergency services and non-government organisations.
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Recommendation 3

That the government invests in a national Lessons
Management system, including the establishment
of national guidelines, a common language and
consistent practices.

+ Consideration could be given to interoperability
with international partners (for example
Australia) who already have established Lessons
Management systems.

# The Lessons Management system should
have the NEP as a key component, with work
programmes coordinated accordingly.

Recommendation 4

Invest in a "Common Operating Picture™and note
this was also a recommendation ifi¢the Technical
Advisory group’s Ministerial Review Better responses
to natural disasters and othet emergencies in New
Zealand (2018).”

+ A Common OperatipgPicture will provide
standardised reéporting templates and ways of
communi€atipg to ensure everyone involved
provides; and receives, full, not partial
infermation.

##~A Cemmon Operating Picture would support

enhanced information flows to Mayors and in the
public information/social media space - critically

important in an emergency.

Families of victims of the White Island eruption were welcomed

and supported at a Whakatane marae. Photo: Associated Press

Recommendation 5

That agencies recognise the impdgtahce of mental
health and well-being for thase.managing the all-
of-government response#at higher levels and within
coordination centresfand=vork together on a joint
mental health and well*being plan during an event.
Supportingmeéchanisms could include:

# The consideration of psychological support
within the ‘Guidelines to support consistent CIMS
implementation’ currently under development
by NEMA.

% Lead agencies supporting a culture of mental
health and well-being at all levels, not just first
responders, within their Standard Operating
Procedures and guidelines.

+ All agencies incorporating appropriate
guidelines, training and best-practice
psychological supportinto their higher-level
management response (i.e. mental health and

well-being is for everyone, it’s not just for first
responders).

" Delivering better responses to natural disasters and other emergencies: Government response to the Technical Advisory Group’s recommendations (2018).

https://dpmc.govt.nz/our-business-units/ministry-civil-defence-emergency-management/ministerial-review-better-responses
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Partll Background ,\Q)cb
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Whakaari/White Island Situation Q
Whakaari/White Island is New Zealand’s most active  The Whakaari/White Island vo erupted on
volcano and is located 48km off the North Island’s Monday, 9 December 201 3 New Zealand
Bay of Plenty coast, north-east of Whakatane. Daylight Time. @

Theisland is approximately 2km in diameter, with 70 There were 47 pepte on the island at the time of the
per cent of the cone under the sea and the highest eruption. T@ere:

point at an elevation of 321 metres. Itis at the w  Thirt passengers from the Ovation of the
northern end of the Taupo Volcanic Zone. The main % ise liner operated by global cruise ship
pany Royal Caribbean

crater takes up much of the island, with the crater

*
floor less than 30m above sea level. Whakaari/White {a(;ur White Island Tours guides (guiding the
Island has been active for at least 150,000 years. (\\C) cruise liner tourists)

# One Volcanic Air helicopter pilot

Whakaari is within the traditional tribal area ati = Four tourist passengers of the Volcanic Air pilot.!
Awa, who are based in the eastern Bay enty.®
Whakaariis significant to Te Whan NUi Wi’ There were 21 fatalities in total. Nineteen people

died in New Zealand and two people later died in

The island is a private reserv@ihas been owned Australia. The fatalities were as follows:

by one family since 1936. % Five people were confirmed deceased on arrival

at Whakatane
Prior to the eruptign,Whakaari/White Island was a % Six deceased people were later recovered from
populartouris@rac ion (more than 10,000 visitors theisland
annually) ed by tour operators flying above # Two people reported missing have since been
and aro eisland, helicopters and boats landing declared deceased
ont nd, and boats mooring near the island.*® # Eight people later passed away in hospital (six in

\@ New Zealand, two in Australia).?

Harvey, L. (2020). Ngati Awa - Origins, Te Ara - the Encyclopedia of New Zealand. http://www.TeAra.govt.nz/en/ngati-awa/page-1

® Paora, R. (2020). Te Whanau-a-Apanui, Te Ara - the Encyclopedia of New Zealand. http://www.TeAra.govt.nz/en/te-whanau-a-apanui

Bay of Plenty Civil Defence Emergency Management Group. (2019). Whakaari/White Island Response Plan. http://www.bopcivildefence.govt.nz/media/1362/
whakaari-white-island-response-plan-2019-operational-draft-eruption-9-december-2019-redacted-|goima.pdf

NZ Police, personal communication, March 3, 2020

NZ Police, personal communication, March 3, 2020

S
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Experts from GNS Science identified the event as a for the integration of iwi/Maori perspeva and

phreatic eruption - a release of steam and volcanic tikanga.”® Q

gases that caused an explosion, launching rock and .

ash into the air. There were com plexmes t \central government
response, with differe t C|es leading on different

The ongoing seismic and volcanic activity in the area,  aspects.

as well as heavy rainfall, low visibility and toxic gases

hampered recovery efforts over the week following

the incident. a ecu rity challenges are often

x ptex and cut across a range of

All-of-Government Response ncies and sectors. When there is

At the time of the eruption on Whakaari/White | %
NEMA was already running its NCC in suppor,

amblgwty as to who should be the lead,
agencies are expected to consult with the
Chief Executive of DPMC at the earliest
South Island Severe Weather event. o

opportunity in order to resolve doubt and

confirm arrangements.

When the eruption occurred, the N y Team
called in additional staff to supp mﬁ onse Department of Prime Minister and Cabinet. (2016, p. 19)
operations across the two ev, with the NCC National Security System Handbook

Tuesday, 10 Decemb CC Mode of Activation

for the Bay of Plen twas raised to Mode 3 From central government, NEMA was the lead agency
(Assist).* 6 supporting the CDEM Group as per New Zealand’s
emergency management system arrangements. New
The Ba nty Civil Defence Emergency Zealand Police led the rescue and body recovery,
Man@aent (CDEM) Group led the coordinated with support from the New Zealand Defence Force.
nse from Whakatane, where they activated a The Ministry of Health and District Health Boards led

@O bined local and regional Emergency Operation  the provision of medical treatment for victims.
Q~ Centre (EOC). Ngati Awa was the iwi lead, providing

2 The four Modes are 1 = Monitor, 2= Engage, 3 = Assist, 4 = Direct. The role of Mode 3 Assist role is, in addition to engagement activities, to process or
co-ordinate requests for support from regional and local organisations, including assistance from overseas, and international liaison and to report to or
advise Government. For further information about Modes, refer to The Guide to the National Civil Defence Emergency Management Plan 2015. https://www.
civildefence.govt.nz/assets/guide-to-the-national-cdem-plan/Guide-to-the-National-CDEM-Plan-2015.pdf

Activation Modes and timings provided by NEMA, personal communication, May 6, 2020.

% The Government aims for greater recognition, understanding and integration of iwi/Maori perspectives and tikanga in emergency management and
greater recognition, understanding and integration of the capacity and capability of marae to look after people in an emergency. For further information
refer to Chapter 4: Role of Iwi in the publication Delivering better responses to natural disasters and other emergencies: Government response to the
Technical Advisory Group’s recommendations (2018). https://dpmc.govt.nz/our-business-units/ministry-civil-defence-emergency-management/ministerial-
review-better-responses

1

=
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This response was also the first opportunity for the The NSS provides for a coordinated gowérnment
recently re-established Scientific and Technical response in which:

Advisory Committee (STAC) - an entity providing # Risks are identified and,m@naged

scientific and technical guidance to response # Theresponse is timely'andappropriate

agencies and Incident Management Teams - to play + National resources.aré applied effectively
arole. + Adverse outcomies,are minimised

# Multiple objectives are dealt with together
The all-of-government response to the Whakaari/ + AgencieS,detivities are coordinated.!’
White Island eruption lasted 11 days in total. The
NCC remained operational until Friday 20 December  In otder to support robust decision-making to

2019, when it was stood down for the Christmas achieve the desired outcomes, over the course of

holiday period (but with enhanced duty and standby ( the all-of-government response, the NSS held two

arrangements in place). ODESC meetings (10 and 11 December 2019), two
Watch Groups (10 and 12 December 2019) and two

National Security System activation Inter-Agency Working Groups (12 and 19 December
2019).

Crises or events that impact New Zéalandor its
interests can occur at any time, and‘ata variety of
scales. The NSS is activated wheh,one or more of the
following apply:

Recovery teams go through the

. . \ o decontamination process after
% Increasing risk, or.@ digaster or crisis, affects New returning from Whakaari/ White

Zealand interests Island. Photo: NZ Police

+  Active, or close coordination, or extensive
resourgésare required

% ThefcrsiSmight involve risk to New Zealand’s
intermational reputation

¢ An issue is of large scale, high intensity or great
complexity

+ Multiple smaller, simultaneous, events require
coordination

# Anemerging issue might meet the above criteria
in the future, and would benefit from proactive
management.’®

% Department of Prime Minister and Cabinet. (2016, p.40). National Security System Handbook. https://dpmc.govt.nz/publications/national-security-system-
handbook-html

7 Department of Prime Minister and Cabinet. (2016, p.40). National Security System Handbook. https://dpmc.govt.nz/publications/national-security-system-
handbook-html
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Diagram 2 National Security System roles and relationships in a crisis

Officials Committee for Domestic and CABINET
External Security Co-ordination - A
committee of Chief Executives which,
during an emerging or actual security
event, is responsible for providing
strategic direction and coordinating
the all-of-government response.

WATCHGROUP

Lead agency means the agency with
the primary mandate for managing
the response to an emergency, as
legislated in the National Civil Defence
Emergency Management Plan Order
2015.

LEAD AGENCY

| D W

WHITE ISLAND

" \ 1 - .

R

Thisiean'fefer to either the full Cabinet
or.argroup of Ministers relevant to the
specific response.

AWatch Group may be called by the
DPMC’s National Security System
Directorate to monitor a potential,
developing, or actual crisis. A Watch
Group provides situational clarity and
is responsible for ensuring systems are
in place for effective management of
complex issues.

Helicopter returns to Whakatane
Airport after the body recovery
operation. Photo: DPA

12
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Part III Approach and Methodology,\c?)cb

Background to LessoNZ

New Zealand does not have a national standard for
Lessons Management and unlike Australia, doesn’t
have a handbook with best practice guidance for
Lessons Management in disaster resilience.

In 2018, the emergency response sector recognised
there was a keenness to enhance interoperability and
organisational learning and there was a willingness
to share lessons identified across agencies. As a
result, the multi-agency LessoNZ community of
practice was established in October 2018.

The group currently has 47 members from 2

agencies representing emergency services, D

and key infrastructure providers. Participati
operates on the principle of trust (particutarly in
matters of confidentiality) and a WI% toshare
debriefs, reviews and lessons.

Data Collection 66
vernment agencies were

In mid-December 2 i
asked to sub tthb%wews debriefs and feedback

from the Wha i/White Island event, to LessoNZ, to
inform a @/sis of the all-of-government response
to th %

Lo

straints

LessoNZ worked with the information provided

to them by agencies responding to the request

to submit feedback. This consultation was at the
high-level inter-agency response, not local level. As
a result, there was no information received directly

from Ngati Awa, private business, loca rnment

or community groups in the Whaﬁine area. The
local debrief was led by Bay o@ y Civil Defence

Emergency Management

Contributors K®

Contributicﬁ@e received from people
representi e agencies listed below. It includes
fee ba)&w people seconded into centres
ing the event, for example, the National Crisis
gement Centre (NCMC), Whakatane EOC and

Qe Police Major Operations Centre.

# Accident Compensation Corporation including
Whakatane Branch
#  Crown Law
+ Department of Conservation
Department of Internal Affairs
Department of the Prime Minister and Cabinet
% Ministry of Health
Fire and Emergency New Zealand
# Immigration New Zealand
# Institute of Environmental Science and Research
Ministry for the Environment
Ministry of Business, Innovation and Employment
% Ministry of Foreign Affairs and Trade
Ministry of Justice
Ministry of Transport
# Ministry of Social Development
Ministry for Primary Industries
+ National Emergency Management Agency
# New Zealand Customs Service
# New Zealand Defence Force

IN CONFIDENCE
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New Zealand Police
Oranga Tamariki

State Services Commission
Te Puni Kokiri

Tourism New Zealand
WorkSafe New Zealand.

¥ ¥ % x x x

Contributions were also received from people in
the Scientific and Technical Advisory Committee.

SV
N

observations, insights, lessons identified, [éssons
s'data. This method
ematic process

learned) to review and analyse t
collates observations and use @

to stream them into msi? d lessons identified.

Recommendations w eloped from the lessons

identified. K
The agenc ts, debriefs and feedback were
analy r

erging trends

%
Observations from the Whakaari White * @tes that warranted highlighting

N

Island event

standard or guidelines for capturing and su g
feedback for lessons, the observations récéived by

LessoNZ were varied in structure, @nd format.
Observations were obtaiEe®&he following

sources:

# Alessons Obs@' n Survey circulated
ofrto submit individual or

with an invitati
organis 'b@servations
+ Ad céh email address provided for
itting relevant documents and reports
were not captured by the survey
@X ebrief sessions organised by National Security
Q~ System Directorate (NSSD).

Methodology

Practitioners from the LessoNZ community
of practice used the OILL methodology (i.e.

As there is currently no all-of-government nmsj\\

Success stories of what went well
+ Opportunities forimprovement.

Adive search team at Whakaari/
White Island. Photo: NZ Police

14
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Diagram 1 Lessons Management ?“

Q
- O
N
T

X
(%]
o
aQ
D
=l
o 8
1= =
= o
E =]
(%)
T What LessoNZ
g has done in this
£ report
Next steps (for o @
NSS consideration) :%\Q VALIDATION
\Z

IMPLEMENTATION & MONITORING

¢
2
A

MONITORING & REVIEW

QO

LESSONS LEARNED

S
Se

Elements of a Lessons . LM Process
Management Process .
OILL

%

A
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O

The Lessons Management handbook ?“
(2019) for Australian Disaster Resilience, for further analysis. lnSIgh can be
provides definitions to assist in Bositivelet "egat"’e% contribute to
understanding O.L.L.L terminology.*® remfo,rcmg pO,S't'V lour o changing

practices. An i efines the issue, not

the solutioK

O
OBSERVATION: A record of a noteworthy >A lesson is knowledge or

fact or occurrence that someone has understanding gained by experience.

e experience may be positive (a

heard, seen, noticed or experienced as .

an opportunity for improvement or an S good practice) or negative (a gap in

example of good practice. ‘\\ performance or doctrine).

INSIGHT: A deduction drawn from LESSON IDENTIFIED: A conclusion with

evidence collected (observati @ch a determined root cause based on the

needs to be further consider& analysis of one or more insights and a
viable course of action that can either

Insights occur when&re multiple sustain a positive action or address an area

observations (piQQ evidence), which for improvement.

are similarly t . As a general rule,

LESSON LEARNED: A lesson is only
learned once the approved change is

a minimu three observations (from

muItip@urces) should be used for

o '@ht although an insight may be implemented and embedded in the

oped when a single observation organisation. Depending on the changes

oses a high risk to the organisation.

@ Insights may also identify an opportunity change to be institutionalised across the
organisation.

required, it may take several years for the

% Australian Government. (2019, p.24). Lessons Management. Australian Disaster Resilience Handbook Collection. https://www.aidr.org.au/media/1760/aidr
handbookcollection lessonsmanagement 2019.pdf

16
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Pal't IV Findings

This part of the report covers successes
(what worked well), insights, and lessons
identified.

Successes

Observations acknowledging things that went well
during the Whakaari-White Island response centred
on three themes:

# Leadership and professionalism

#  Skills and expertise of individuals and groups ’\
\g

contributing to the whole
# Systems and facilities that supported leadershi
and enabled collegial support and tea @«
The following successes were note&&g

contributing agencies:

1. Anagency comment inging operational

agencies togetherin C, close to the centre

of the event, co t@ed greatly to the ability to
develop and dtbr the body recovery plan.

2. STAC

alued by several agencies for its
e @e operational strengths and live

ction with the operational teams at the

\ hakatane EOC.
<&

. An agency noted that the importa

2
ND

XN
Cei:ed
on Tikanga Maori processes (ffeMaori way of
doing things) was valued. Ear engagement with
Ngati Awa was consid }central to community

responswenes

. An agency hat the early establishment of
the Tra Recovery Team was proactive and
e d the team to build agency relationships

rly, thereby enabling the effective handling of
0 concurrent significant events.*

\ 5. An agency commented that the early

establishment of an inter-agency Border working
group comprising of the New Zealand Customs
Service, Immigration New Zealand and the
Ministry for Primary Industries enabled a co-
ordinated approach and response.

. The facilities arranged for the agencies providing

Welfare services worked well. The Welfare hub
was established away from the centre of the
operational response and was appropriate in
the context of this event due to welfare staff
working directly with affected family members.
The hub was in a vacant building which had a
large meeting space, smaller breakout rooms for
private interviews, a kitchen with fridge, WiFi-
connectivity, and a cleaning crew.

¥ The transport sector agencies involved in the Transport Recovery Team for the Whakaari/White Island response were the Ministry of Transport, the Civil
Aviation Authority and Maritime New Zealand (including the Rescue Coordination Centre for New Zealand). Two other transport sector entities were
involved in the response, although not part of the Transport Recovery Team. These were the MetService, for volcanic ash forecasts, and Airways New
Zealand who issued a Notice to Airmen (NOTAM) in accordance with Civil Aviation procedures for volcanic eruptions.

17

IN CONFIDENCE



IN CONFIDENCE

(]/
@%
O

7. Deploying a strategic communications group to ?“
work at the operational (front end) of the event Q
was reported by an agency to have worked well, .
with the suggestion that this should be done «STAC was \O pU“
early in an event.
togeth ertise and best
8. An agency noted that the continuity of the liaison pr s advice at very short

officer, and other agency personnel, led to
e, and to respond

improved inter-agency co-operation.
\% a situation that posed
9. Special mention was made of the: *\(bb Unprecedented challenges »
s Leadership of the Police Acting N 0 '
Superintendent who led the planning fo \ - Observation
return to Whakaari and the body rec
phase

* Bravery and professionalism%igz SAS

personnel who volunteere&e rnto
Whakaari to recover bod%.

Rescuers land on New Zealand’s
White Island after a volcanic
eruption on 9 December. Photo:
Xinhua/Barcroft Media

18
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Insights

Insights can be positive or negative and

can sustain a positive action or address

an area of improvement.

Nineteen insights were formed into the following
themes:

%

*
%
%

Roles and responsibilities (eight insights)
Information flow (six insights)

Resourcing and capability (two insights)
Facilities, mental health and well-being and
Continuous Improvement (one insight eaeh))

Roles and responsibilities

a)

b}

Observations highlight challefiges,identifying
who was the lead agency infthe early stages,

who were support agendies @nd who had
responsibility for some roles and whether it was
locally or nationally,led. More education of senior
leaders is required on the CDEM Plan and the
NSS Handboak which lays out the requirements
for theseréles and functions.

(lps(Gt 2. Contributes to Lessons 1 and 2)

Observations indicate there is room for
improvement in tasking, and follow up. There
was confusion over who had responsibility for
tasking. Reference should be made to the current
CDEM Plan and NSS Handbook which state who
is responsible for what tasks to alleviate this
issue. (Insight 3. Contributes to Lessons 1 and 2)

c)

d)

e)

f)

vV
Ko

STAC provide valued scientific/techsical advice
and expertise to response aggfisies and Incident
Management Teams. Obseéfvations highlight that
there wasn't a clear understanding internally and
externally as to the fufction or capabilities of this
team. This shodldWoe'addressed to ensure better
outcomes jithe future. (Insight 5. Contributes to
Lessons4,0md 3)

@bservations reflect the eruption was a type
ofevent new to most of those involved in the
response. Given New Zealand's geothermal
make up, specific training around roles and
responsibilities during volcanic events should be
considered along with taking the opportunity to
allow for trainees to shadow key roles in incident
management teams and in the NCMC to cater for
a greater spread of experience and succession
planning. (Insight 8. Contributes to Lesson 5)

Feedback indicates the application of CIMS worked
well for this event. Feedback also highlighted

the need for a Memorandum of Understanding
between First Response agencies and Iwi partners.
(Insight 12. Contributes to Lesson 2)

The STAC has no formal processes, templates or
Standard Operating Procedures. These are yet to
be developed. (Insight 13. Contributes to Lesson 1)
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g) Observations report conflicting reactions to some
people in liaison roles at the incident. Some were
good and operated within the scope of their
duties and some tried to take on more than they
were tasked with or capable of. This resulted in
some hard conversations that detracted from the
good work being done. Itis important that the
right people are appointed to these roles and the
functions and requirements of the role are clearly
defined. (Insight 17. Contributes to Lessons 1 and
2)

h) Observations highlight there needs to be ea%

engagement with the all—of—govemmen

of agencies. Some agencies felt they missed
opportunities to be involved and @lue
in their specialist areas. A list ﬁies and
their responsibilities shoul
to the lead agency fo&@ ent. It may not

be apparent at the st an incident that the
may need to stretch to

e made available

span of responsibliti
cover multiple es in response and recovery
and also f&'mplicationsforother agencies.
Thisj cially true for services engaging with
munity and Iwi liaison/Tikanga Maori.
P/bg.ht 18. Contributes to Lessons 1 and 2)

<&
Q.

Information flow

i)

i)

k)

SV
N

Observations indicate theé@nication,

actions agreed and a% ilities between
agencies needs imp nt. There was

no formal struct ome meetings and
inconsistenci cording or disseminating
informati Km them. (Insight 1. Contributes to

Lessops N2, 3 and 4)

(&ervations point to some concern
out information protection. Information

o\
O

requirements were not clear to all external
agencies, including the handling of distribution
lists. The absence of an all-of-government
Common Operating Picture featured prominently
in the NEMA debriefs.?® (Insight 4. Contributes to
Lessons 3 and 4)

Feedback from the NEMA debrief highlight that
the NCMC, although adequate in this response,
is not truly fit for purpose as a national response
centre. There is a need for more workspaces,
breakout rooms, and easier access for support
staff. The ability to link directly with the Police
National Command and Coordination Centre

2 “A Common Operating /picture (COP) is a representation of relevant incident information that can be shared across relevant functions and agencies during
aresponse. A COP is achieved through a system of protocols, procedures and tools that facilitate shared awareness and understanding of the situation and
enable consolidated planning.” NZ Government. (2019). Coordinated Incident Management System (CIMS). Officials’ Committee for Domestic and External

Security Coordination.

The Government’s response to the Technical Advisory Group recommendations relating to a Common Operating Picture can be found in the document
Delivering better responses to natural disasters and other emergencies. Government response to the Technical Advisory Group’s recommendations. August
2018. https://dpmc.govt.nz/our-business-units/ministry-civil-defence-emergency-management/ministerial-review-better-responses

These are R 3.4 (p. 24), Rec 7.1 (p. 35), R 7.2 (p. 36), R 8.1 (p. 38) and R 8.4 (p. 40).
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(NCCC), or running the NEMA and Police
responses side-by-side, and linking with the
Whakatane based EOC would have been more
resource efficient and enhanced the response.
(Insight 7. Contributes to Lesson 4)

I) Observations highlight the high information
demand at both public and official levels, and
the importance of consistency of information
through a single source of truth. Challenges were
experienced catering to the international media
that had no physical presence in New Zealand
because they couldn't attend media briefingss
(Insight 9. Contributes to Lessons 4, 5 anfd 8)

m) Inaccuracy around the number and status of
the victims was a continuous issue in the first
few days of the incident witlf several agencies
reporting different figures/Unfortunately these
inaccuracies made their way into the public
space. (Insight 1 €otributes to Lessons 3 and 4)

n) Observati@nsjfrom STAC suggest a central
documentirepository would ensure all relevant
infermation, inputs and outputs are captured
and‘a directory of experts and their contact
details would be available. This may be relevant
to all government agencies involved in an
incident, to provide a consistent source of
information and prevent multiple tasking for
work already underway or completed. (Insight
15. Contributes to Lessons 3 and 4)

Resourcing and capability

0) Feedback from the NEMA debrjefis that agencies
were generally subject fo,fesourcing constraints.
The matter of surge staffing and cross agency
resource sharing featbired prominently along with
the issue of managing concurrent responses,
noting that dual responses have a strain on
resoupeesiDual responses functioning at
différent paces require an appropriately balanced
approach and while having the potential for
joined national reporting, this may not be the
right approach. Guidelines are required. (Insight
11. Contributes to Lesson 5)

p) Observations from STAC members highlight
the need for succession planning for prolonged
responses. This may require assistance from
overseas. This is also true for all specialist
response positions where there is a limited
pool available. Consideration could be given to
creating a list of specialists that can be drawn
from across all government agencies. (Insight 14.
Contributes to Lesson 5)

Facilities

q) Observations from the Welfare providers indicate
the welfare hub concept, set up at a location
near the Whakatane based EOC, worked well
with a dedicated space to meet and deal with the
needs of whanau and the community. It could be
beneficial if each CDEM area identifies suitable
spaces in their locality that could be utilised in
this way for future events. (Insight 6)
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Mental health and wellbeing

Medics at Marae Photo: John
Boren Getty Images

r) Feedback from the NEMA debrief indicate there
was high appreciation for collegial (peer to peer)
support among staff. There was mixed feedback
about formal psychological support. While some
staff appreciate the presence and accessibility
of the Employee Assistance Programme (EAP
Services), some question the appropriateness
and timing of having EAP Services present in the
NCMC. In some cases psychological support is
left to a person's home agency or is assumed
rather than confirmed and this appears to be
an area without clear agency responsibiljty
boundaries. (Insight 16. Contributes to L'essoh 6)

Continuous Improvement Advisor

s) Akey observation reported«dhe opportunity for
Lessons Management(Real-Time Monitoring
when NCMC/NCC is stoog up by providing
a neutral observertostered on for lessons

management/observations/immediate _ _
T ) ) White Island Memorial Flowers.
efficiencies, (Isight 19. Contributes to Lesson 7)  photo: John Boren Getty Images
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SV

Lessons

The 19 insights were developed into eight
lessons. These lessons in turn inform the
recommendations.

LESSON 1

Itisimportant that roles and responsibilities
between agencies, coordination centres and incident
management team functions are identified early

in the incident and made visible to all involved.
(Contributes to Recommendation 1 and 2)

LESSON 2 O

Responsibilities of agencies and Iwi at t@
operational level and the govemag&\e need to
be clearly delineated and consistent'with the CDEM
plan, the NSS handbook an KIMS manual.
(Contributes to Recomm@n land?2)

ity about how information

LESSON 3
Agencies nee
nsure information is reaching the
r|ght atthe right place at the right time.
%tes to Recommendation 1 and 4)

QUESSON 4

The ability to share information in real-timein a

flow work

virtual environment between the National and
Regional Coordination Centres (i.e. between the
NCMC at Parliament, the Police NCCC and the
Whakatane EOC) would have been more resource
efficient and enhanced the response. (Contributes to
Recommendation 4)

&

N

X
G
LESSON 5

There is a shortage ofwell—traine@ capable staff
who can surge across to sup lead agency

and operate in response erent hazards
(while being mindful eed for agencies to
also manage thei

enables thlg\@ ibutes to Recommendation 1 and

&psychologlcal support for those involved

he response should be accessible, appropriate

esponse) and a system that

and well-timed, with clear agency responsibilities.
(Contributes to Recommendation 5)

LESSON 7

Areal-time and independent continuous
improvement advisor embedded in the response
structure would enable the early identification

of inefficiencies, issues, and concerns, and allow
for timely continuous improvement advice that
takes into account lessons previously identified.
(Contributes to Recommendation 3)

LESSON 8

A more visible and integrated system is required
to manage the relationship with international
media and international inquiries. (Contributes to
Recommendation 4)

IN CONFIDENCE
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P aI'tV Operation Deans - Recurrence of Lessons

This part relates to an assessment of
the eight Whakaari/White Island lessons
against the 18 recommendations from
the Post Operation Deans National
Security System Review.

The intent of this assessment is to ascertain whether
the Operation Deans recommendations resurfaced
as lessons identified in the Whakaari/White Island
response.

Key Findings

The Whakaari/White Island recommendations
reinforce ten of the 18 Operation Deans
recommendations.

The Operation Deans recommendations, which
resurfaced as lessons identified in the Whakaari/

White Island response; afe demonstrated on pages
25-28.

Within the grouping, Recommendationd ahd 18 from
the Operation Deans review resugfaeed the most
often in the Whakaari/White Islandtessons. These
are:

+ Operation Deans Recommendation 3, which is
about improving agencies understanding of the
National Seeusity System

+ Operation Deans Recommendation 18, which
relatés toragencies streamlining information
about'the status of victims.

“The event emphasised the
importance of the Tikanga

Maori process in response

and recovery.” - Observation

People wait to be evacuated
amid smoke from the volcanic
eruption of Whakaari, on Monday,
December 9, 2019. Photo: Via
social media via Reuters
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LESSON 1 LESSON 2 \g

It is important that roles and responsibilities Responsibilities of agencies and Iwi at \
between agencies, coordination centres and operational level and the govema?&vel need
incident management team functions are to be clearly delineated and comsistént with the
identified early in the incident and made visible CDEM plan, the NSS harld nd the CIMS
to all involved. (Contributes to Whakaari/White manual. (Contributes aari/White Island
Island Recommendation 1 and 2) Recommendation 1 &
&

OPERATION DEANS OPER EANS
Recommendation 13 ndation 3

L\and the MCDEM [NEMA] to collaborate

Reinforce with lead agencies that, in the context
of an ODESC-led or emergency management . ways to improve agencies understanding of

initiated response, responsibility for coordinatin

%.\c)\ coordination mechanisms, including through the

the welfare services function rests with MCD second edition of the NSS handbook; forums,

[now NEMA] at the national level, and CDE
Groups at the regional and local Ievels.®

conferences and training events; and the NEP.

Recommendation 4

Recommendation 14 Q The NEP to plan exercises based on responses
Confirm which agency esponsible for led by agencies from outside the NCMC.
the broader social envw%;@ particularly in
transitioning to re Recommendation 13

6 Reinforce with lead agencies that, in the context
Recommend@p 15 of an ODESC-led or emergency management

Ensure%o on of responsibility of welfare initiated response, responsibility for coordinating

a lead agency is clearly identified the welfare services function rests with MCDEM

[NEMA] at the national level, and CDEM Groups

erstood when the ODESC response
g =’ concludes at the regional and local levels.

Q Recommendation 14

Confirm which agency should be responsible for
the broader social environment, particularly in
transitioning to recovery.

25
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LESSON 3

Agencies need clarity about how information
flow works, to ensure information is reaching
the right people at the right place at the right
time. (Contributes to Whakaari/White Island
Recommendation 1 and 4)

OPERATION DEANS
Recommendation 3

DPMC and the MCDEM [NEMA] to collaborate
on ways to improve agencies understanding of

coordination mechanisms, including through the

second Edition of the NSS handbook; forums,

conferences and training events; and the NEP. ss\\

Recommendation 5 O
ODESC to review processes for shx&
information outside of the core re’% se
agencies.

Recommendation 106

DPMC will incorp lessons learned into the
work progra%‘underway to reinforce the

core area ooperann that need to exist

bet @ntral and local government in times
%ency response.
Qp?ecommendation 18
The Ministry of Foreign Affairs and Trade, NZ

Police, Ministry of Business, Innovation and
Employment, and the Department of Internal
Affairs to consider how to streamline information
sharing about victims of mass casualty events.

2
LESSON 4 f\%

The ability to share information in rea ina
virtual environment between the?@wal and
Regional Coordination Centresi(i.e. between
the NCMC at Parliamen},t ice NCCC and
the Whakatane EOC) ve been more
resource efficient a vxanced the response.
(Contributes to ar//Wh/te Island

Recommend&

KE TION DEANS
. @s ommendation 5

ODESC to review processes for sharing
information outside of the core response
agencies.

Recommendation 18

The Ministry of Foreign Affairs and Trade, NZ
Police, Ministry of Business, Innovation and
Employment, and the Department of Internal
Affairs to consider how to streamline information
sharing about victims of mass casualty events.
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LESSON 5

There is a shortage of well-trained and capable
staff who can surge across to support the lead
agency and operate in responses to different
hazards (while being mindful of the need for
agencies to also manage their own response)
and a system that enables this. (Contributes to
Whakaari/White Island Recommendation 1 and
2)

OPERATION DEANS

Recommendation 1

The National Exercise Programme to continue
to run exercises focused on non-natural hazardg
emergencies, to allow agencies to practise their
response.

Recommendation 4

The National Exercise Programene to plan
exercises based on responsésfled by agencies
from outside the Natiopal Crisis Management
Centre.

Recommendatioh 16

All govefpment agencies to continue active
effoftg’te build capability so that they can
bettér understand and deliver for the diverse
eommunities they serve.

LESSON 6

Formal psychological support for thosg
involved in the response should be dgeessible,
appropriate and well-timed, wjth clear agency
responsibilities. (ContributesitoVhakaari/White
Island Recommendatign's)

NIL recommefidations

Tribute to victims of the Whakaari/White Island eruption near
the port of Tauranga berth cruise ship Ovation of the Seas, which
carried passengers who travelled to the volcano when it erupted.
Photo: John Boren, Getty Images
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%
%

LESSON 7

Areal-time and independent continuous
improvement advisor embedded in the
response structure would enable the early
identification of inefficiencies, issues, and
concerns, and allow for timely continuous
improvement advice that takes into account
lessons previously identified. (Contributes to
Whakaari/White Island Recommendation 3)

OPERATION DEANS
Recommendation 3

*

LESSON 8

A more visible and integrated systemj
to manage the relationship with i
media and international inquities.
to Whakaari/White Is[qnd@ mendation 4)

‘S
OPERATION D

Recommengatiort11

Follow@ review, the Disaster Victim

I(ﬂ.ﬂ@ ion Committee to provide

infofmation for domestic and international
iences on disaster victim identification

DPMC and the MCDEM [NEMA] to collaborate o C)\ processes in New Zealand.

on ways to improve agencies understanding Q\
coordination mechanisms, including thro @
the second Edition of the National Securit
Handbook; forums, conferences%@pmg
events; and the NEP. \
Recommendation 17 66

DPMC will incorparate tessons learned into the
work programm erway to reinforce the

core areas peration that need to exist
betweer@tral and local government.

,b"o

Recommendation 18

The Ministry of Foreign Affairs and Trade,

NZ Police, Ministry of Business, Innovation
and Employment, and the Department of
Internal Affairs to consider how to streamline
information sharing about victims of mass
casualty events.
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Concluding comments

From LessoNZ

The Whakaari/White Island volcanic
eruption on Monday, 9 December 2019
presented extraordinary challenges for an
all-of-government emergency response.
The rescue of people and recovery of
bodies from an active volcano on an off-
shore island was unprecedented in New
Zealand.

The ongoing seismic and volcanic activity in the area
as well as heavy rainfall, low visibility and toxic
hampered recovery efforts over the week fo@
theincident.

There were 47 people on the islan@ time of the

eruption. Twenty one people d(@

The Chair of the Officials mittee for Domestic

and External Securi @dmation invited the
LessoNZ com uné practice to collate and assess
key overarchi emes and lessons identified
during the @onal Security System activation for

the
) a consolidated summary report including

Q%

ri/White Island volcanic eruption and

mendations.

o

The Lessons Management approach isghatof a
non-judgemental just culture, whithencourages
[ for ongoing

learning and maximises tha&E
improvement. Therefore, N

m the government

re heartened by
the observations recej
agencies. They spoke'ef a commitment to working
together, getti ight, and collegial support.
At the sametime; the agencies were open and
honesti feedback about the gaps and where
improventents could be made.

five recommendations should now be formed

\ into an implementation plan, which is monitored

and reviewed, so that continuous improvement of
the National Security System is realised.
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Document acronyms

Acronyms Description .
AN
CDEM Civil Defence Emergency Management ’(@
WY
DPMC Department of Prime Minister and Cab%
e\0\1
EAP Employee Assistance Programr&
EOC E O ionC o
mergenc eration Cen
seny peroton Cenjg

\"4
GNS Science Institute of Geologj A\@ludear Science Limited
NCC National Co@t n Centre
NCCC Nationa mand and Coordination Centre

AW
NCMC ga iopal Crisis Management Centre
A
NEP éeﬂational Exercise Programme
&)
NSSD Q National Security System Directorate
N }

NEMA 6
7>

National Emergency Management Agency

N

ODE%W

The Officials Committee for Domestic and External Security Coordination

Scientific and Technical Advisory Committee
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