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· Determine if your municipality 
is likely to experience food 
shortages during a pandemic

· Estimate how much food your
municipality may need to acquire
in order to distribute emergency
food rations to protect
households from food shortages

· Understand the type of food 
that should be distributed and 
the nutritional requirements for 
food rations

· Determine where and how to
properly store emergency
food stocks

· Recognize when it will  
be necessary to begin  
distributing food.

· Understand how food can be
safely distributed during
a pandemic
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· !e municipal leadership team

· Relevant sta" from the 
following municipal sectors: 
 ! Agriculture and  

Natural Resources
 ! Food Safety
 ! Food and Nutrition
 ! Transportation
 ! Public Safety and Security
 ! Communications
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An in#uenza pandemic could very well disrupt normal supplies of food to your
municipality even before the virus crosses municipal borders. In many countries
food security is handled at the national level, however during a severe pandemic,
national governments may be overwhelmed and may be unable to provide timely
assistance to every municipality. It is important to start planning for emergency food
distribution in your municipalitynow, in the likely event that your municipality will
have to become food self-su$cient for a period of time.Unless you have planned to 
provide emergency food supplies during the pandemic, your municipality may experience 
high rates of death and su!ering. For more information on how a pandemic might
contribute to hunger and starvation, turn to Tool 7,Food Security in a Pandemic.
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If you %nd that the pandemic is on your doorstep, and you are not prepared to
distribute emergency food supplies, the municipal leadership team and supporting
sectors must immediately undertake the following essential steps. Once you have
completed step A as a team, delegate the remaining steps to relevant sectors so that
the work can be carried out rapidly and simultaneously. Guidance for each step is
provided in the sections that follow.

A. Assess the potential need for food. Estimate how much food is available in the
municipality and how much more food will be needed to protectthe population
from possible food shortages. Sections 1 and 2 provide guidance on how to do this.

B. Work with private sector providers and any humanitarian agencies present in
the municipality to secure essential nutritious food stocks for later distribution.
Section 2 provides guidance on how to do this.

C. Work with various public and private organizations to set up and operate
temporary warehouses to receive, store, and distribute the food usingsocial 
distancingmeasures. Section 3 provides guidance on how to do this.

D. Coordinate with members of the municipal leadership team that are working
to identify those most at risk of food insecurity to ensure that the most needy
are the people that get food rations %rst. Section 4, and Tools 8,Classi"cation of 
Food Security Risk Locations, and 9,Identi"cation of People Most at Risk of Food 
Insecurity, will help you do this.
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E. Distribute emergency food rations once the pandemic begins to reduce the 
ability of people to obtain su$cient amounts of food to meet their daily needs. 
Section 5 provides guidance on how to determine the appropriate time for food 
distribution. Section 6 provides guidance on safe distribution methods that can be 
used during a pandemic.

F. Coordinate with the municipal communications team to ensure that e"ective 
public messages about local food availability and emergency distribution are 
conveyed during the pandemic. Section 7 of this tool and Tools 12±14, on Crisis 
and Emergency Risk Communications, provide guidance on how to do this.
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To determine how you will acquire and safely distribute emergency food, you must 
%rst assess the potential need for food in your municipality and the current ability you 
have to respond to food shortages that could last as long as 12 weeks. To do this, the 
municipal leadership team should focus on two critical aspects of emergency planning: 

A. Level of Risk: How likely is it that your municipality will experience food 
shortages during a severe pandemic?

B. Capacity to Respond: How able is the municipality to respond rapidly and 
e"ectively when the pandemic arrives? 

!e chart on the following page lists important things to consider in order to address 
these two critical questions. 
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!is information should be combined with the identi%cation of who is most at risk of 
su"ering from hunger during a severe pandemic. To identify those most at risk, use 
Tool 8, Classi"cation of Food Security Risk Locations, and Tool 9, Identi"cation of People 
Most at Risk of Food Insecurity.

If you are preparing beforehand, it may also be helpful for the team to understand 
how food markets function and how households are connected to markets. !is 
provides additional insight into the level of risk to food insecurity that exists in 
your municipality. Contact central government authorities, or representatives from 
nongovernmental organizations and international aid agencies, to %nd out if a recent 
market assessment has been done in the area. If so, ask them to share the results.
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Gather nutritious food items that have an extended shelf life. !e table on page 4 
provides examples of foods that will not spoil. !e items most needed will depend 
on what foods people are able to obtain by their own means. For example, if there 
are numerous mango and banana trees in the municipality, on common and private 
property, and virtually every household owns poultry, people will be able to meet 
some of their nutritional needs from the protein and fruit and vegetable groups. 
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Your population size and the existing level of food security and vulnerability will 
determine how much food will be needed every week to feed your population, and 
how much food you will need to store to last through a wave of 6 to 12 weeks. 

Start by determining the number of calories of food energy it would take to feed the 
entire municipality for one week. It is unlikely that you will have to, or will be able 
to, provide all the food for the entire population of the municipality because some 
households will be able to meet all of their food needs, and some will be able to meet 
some of their food needs. If the municipal leadership team has had su$cient time 
to encourage household preparedness and to identify those at risk of food insecurity, 
you may have a good idea of the number of people in the municipality that will need 
assistance, and the number that are completely or partially food secure. If you do not 
know, do not worry. Simply use the entire population as a starting point. 

For initial planning purposes, use the average minimum daily energy requirement, 
which is 2,100 calories per person per day. !is is based on a typical population in a 
warm climate undertaking light physical activity. 

It is also very important to make sure that the food stockpiled for emergency 
distribution provides adequate nutritional energy. Make sure that you are acquiring 
enough protein and fats in your stockpiled foods. Emergency food rations should 
meet the following requirements. 

· Protein: 10 to 12 percent of the energy in the diet should be in the form of protein 
(i.e., 52g to 63g of protein per day). 

· Fat/oil: At least 17 percent of the energy in the diet should be in the form of fat 
(i.e., 40g of fat per day). 

· Micronutrients: Essential micronutrients should also be included, particularly 
vitamin A (found in vitamin A forti%ed oil, forti%ed #our, or forti%ed sugar) and 
iodine (found in iodized salt).

!e table on the following page shows a full ration for one person for one day.  
We will use these %gures to estimate how much food is needed to feed a municipal 
population of 10,000 for one week. 
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!ese sample %gures highlight the importance of determining the amounts and 
locations of local food stocks. By knowing what you have on hand, you will be better 
prepared to determine what additional food stocks the municipality needs to acquire. 
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Emergency food stocks can be obtained either as donations or by direct purchase. If 
the pandemic virus has already arrived in the municipality, look closely at what food 
stocks are available locally or from sources relatively close by and determine how these 
could be best managed to bene%t the community as a whole. Purchase, transport, 
and stockpile basic, high-energy, high-nutrient foods as quickly as possibleÐ
hopefully before prices begin to rise and transportation systems break down. You 
can attempt to make agreements with local merchants to acquire all available food 
with the understanding that they will be repaid following the pandemic. !is type of 
agreement may also be possible for surplus agriculture. 

If you are building up your emergency food stocks in a pre-pandemic phase, and 
farms or food processing plants are present in the municipality, buying and storing 
bulk foods in times of abundance (when prices are lowest) will be cost e"ective. 
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If there is no surplus food in your municipality when you are alerted that 
the pandemic virus is in your area, immediately contact central government 
representatives to %nd out about availability and location of national food stocks for 
emergencies and prepositioned donations from national and international food aid 
agencies. United Nations agencies like the World Food Programme and international 
non-governmental organizations (NGOs) are regularly implementing food programs 
in many countries. Regular food programming is likely to be shifted to emergency 
food distribution. However, even if these organizations are in your region, there is no 
guarantee that you will be able to acquire help from these sources as they are likely to 
be overwhelmed by many requests for assistance. 
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Two types of food storage areas will be used to store emergency food rations: 
warehouses and temporary distribution centers. 

18= '7B'='1=658!:B5H'

A warehouse is the place where all the donated and purchased emergency food stocks 
will be stored until it is time to distribute rations. At the warehouse, food rations will 
be prepackaged, usually in quantities to last each household for one week, and then 
delivered to temporary decentralized distribution centers throughout the municipality 
once the pandemic virus arrives.

Depending on the size of your municipality, the municipal leadership team will need 
to set up and operate one or more warehouses. 

18= '7B'=' 5A@!6=69'<7B 67F: 7!;'>5; 56H'

Temporary distribution centers are the places that people will come to pick up their 
food rations. Once social distancing measures are in place, representatives of each 
household will need to retrieve their rations on a schedule that avoids waiting in line. 

Temporary distribution centers may include churches, restaurants, schools, 
community centers, small enclosed markets, and other organizations and businesses 
that are not functioning normally during the pandemic.
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Warehouses should be easily accessible for trucks or other forms of transport that you 
will use to deliver food stocks to distribution centers. !ey should not be located in 
areas that are prone to #ooding and should have adequate drainage in case of #ooding. 

If you are setting up a warehouse during a pandemic, the location of the warehouse 
may be temporary, such as a school, a community center, or a large enclosed market 
and in this case could also function as a temporary distribution center. If you are 
setting up the warehouse in preparation for a pandemic or other disaster, you might 
locate the warehouse in rented or donated commercial storage space. 
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Temporary distribution centers should be dispersed throughout the municipality in 
both urban and rural areas. !e number and location of these centers will depend 
on how people's homes are spread through the area and where the most vulnerable 
members of the community live. Because transportation systems and fuel supplies 
may be disrupted during a pandemic, the people who will be receiving food rations 
should be able to easily access the centers by foot, bicycle, horse, or other non-fuel 
form of transportation.

Carefully consider any complications presented by the location. For example, a 
warehouse only accessible by a road that is commonly washed out during poor 
weather will not be very helpful should the pandemic arrive during the rainy season. 
A distribution center accessible only by public transportation will not be helpful if 
transportation networks are disrupted. 

Wherever you choose to store emergency food stocks, ensure the following: 

· Hazardous substances such as pesticides, petrol, and other chemicals are not stored 
with food. 

· Food is not stored on the #oor. !e storage space should have a strong concrete 
#oor or packed earth to protect against rodents burrowing under stacks.

· !e storage space should be cool, dry (protected from rain), and well-ventilated.

8!1'A:>8'1=658!:B5'B@=>5'17""'15';55<' !'B !65'
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To gauge how much warehouse space may be needed use the following estimates: 

· One metric ton (1000 kg) of a bagged food item requires approximately 2 cubic 
meters of usable storage space. 

· One metric ton (1000 kg) of vegetable oil in tins requires approximately 1.4 cubic 
meters of usable storage space. 

Use Section 2 of this tool to determine how much food you will need to store to 
protect the municipal population's food security. 
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!e storage period for most food stocks is usually less than three months and almost 
never for more than twelve months. Food stocks received earliest should be delivered 
%rst, a principle known as FIFO (%rst in, %rst out). It becomes easy to apply this 
principle if all acquired food is stacked in sequence and arranged so that sta" can 
easily access all food stocked in the warehouse. FIFO should not be applied to food 
stocks that are %ne for people to eat but will not store well: for example, food that 
is approaching the expiration date or food that has been repackaged from damaged 
packages. It is better to issue such food without delay, even before delivering older 
undamaged stock. !e drawing on page 8 illustrates well-planned storage that will 
help you apply the principle of FIFO. 
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Once the pandemic arrives, and you have determined that it is time to distribute 
the emergency food rations, you will need to quickly and securely move the food 
stock from the warehouses to the temporary distribution centers. !is will require 
municipal vehicles or donated trucks or animal power. When selecting the vehicles, 
choose closed vehicles if possible, which o"er greater security and minimize damage 
to the food stocks that could result from exposure to the elements. 
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Because at the peak of the pandemic up to 40 percent of the municipal workforce 
could be ill or caring for ill family members, it will be essential to have people in 
place that can maintain warehouses and transportation. In addition to municipal 
sta", a number of representatives from local groups may have good knowledge, 
resources, and experience to contribute to ensuring adequate food distribution for the 
municipality. Representatives may include, but are not limited to, members from the 
following groups: 

· Local food distributors, producers, or processors whose regular business has been 
disrupted by the pandemic

· Transportation companies that may have restrictions placed on travel outside of  
the municipality

· NGOs, or community-based or religious organizations that have experience with 
inventories, communication, and organizing

Tool 16, Maintenance of Essential Services will help you develop a continuity of operations 
plan. Other groups in your municipality will be organizing volunteers to help during the 
pandemic. Be sure that you communicate with them about needed manpower for food 
distribution. (For more information, refer to Tool 17, Volunteer Coordination.) 
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Some of the responsibilities involved in managing and transporting food are as follows:
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Use the following table to begin planning for emergency food storage. 
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When food is in short supply, it will be necessary to prioritize who gets food %rst. 
!ere are two tools in the toolkit that can help you do this. 

Tool 9, Identi"cation of People Most at Risk of Food Insecurity is a step-by-step 
assessment tool that will help you determine who is most a"ected by poverty and 
hunger in the municipality, and who may su"er most from the impact of a pandemic 
in terms of the ability to meet household food needs. 

Tool 8, Classi"cation of Food Security Risk Locations provides a measure of the relative 
risk in one local area (municipality, village, or neighborhood) of a region in relation 
to another area in the same region. Risk level is classi%ed into three categories: 
highest, medium, and lowest. !e ranking is based on the likelihood that households 
will su"er from hunger and lost income during a pandemic.
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Knowing when it is time to distribute emergency food rations will be critical to 
making the most e$cient use of stockpiled foods. If food rations are distributed too 
early, the municipality may run out of food before the pandemic wave is over. If food 
rations are distributed too late, people may die from starvation, or they may migrate 
to other areas in search of food. !e municipal leadership team should begin to 
distribute food when the pandemic has begun to a"ect households' ability to obtain 
su$cient nutritious food to meet their daily energy needs. 

Pandemic in#uenza can reduce the ability of people to obtain food in three major ways:

1. By causing illness and death. Illness can prevent people from harvesting home-
grown or raised foods, or from going to the local market, food pantry, or 
community kitchen. 

2. By disrupting normal food supplies. Illness or trade restrictions outside the community 
or municipality can prevent food supplies from reaching your local markets.

3. By producing unemployment. Transportation disruptions can make it hard for 
people to get to their jobs. !e disruption of business inputs, supplies, or sales 
outlets can force employers to lay o" local workers and thus reduce or eliminate 
household income. 

!e municipal leadership team must remain constantly alert to key indicators in 
the following list that will (1) warn of the start of problems that may result, and (2) 
trigger the need to respond in time. !e indicators may happen in any order and may 
happen all at the same time. 
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Most food distribution to individuals and households will be done through the 
temporary distribution centers discussed in Section 3 of this tool. Some people will 
not be able to pick up rations, including the disabled, the elderly, or households 
where everyone is too ill to leave. Volunteers will need to be enlisted to directly 
deliver rations to these homes. 

!e central warehouse will provide prepackaged food rations to the many 
decentralized distribution points, usually in quantities to last each household for one 
week. Amounts will vary depending on the number of people in each household. 
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For each available food item, calculate an average food ration for one person.  
A sample ration is provided in the table below. Using average rations helps cut 
down on the manpower needed to calculate household rations based on the various 
nutritional requirements of each household member. Minimum average rations 
should provide 2,100 calories per person per day. !e average amounts tend to even 
out within families. 

To determine how much food should be given to each household, multiply the 
number of people in each household by the average daily ration. Handout 1 
provides the number of calories that various age/gender need. !is will be helpful in 
determining rations for households that are known to have greater than average  
needs (i.e. a household with three males between the ages of 15 and 50 and three 
pregnant or lactating females). 

Sometimes in emergencies people consume entire food rations before it is time to 
receive another. If there is time, write on the food bag the number of days that the 
ration must last. 

It will be very important to make sure that food rations provide adequate nutritional 
energy. If possible, a professional nutritionist should be consulted to help with this 
process. If a nutritionist is not available, make sure that protein contributes 10±12 
percent of the total calories, and fats contribute 17 percent. Essential micronutrients 
should also be included, particularly vitamin A and iodine. 

For some households, the ration will only need to supplement what they are getting 
from household supplies. !ese partial rations should be designed to help meet the 
minimum energy requirements. Often they consist of less grain, but their contents 
should be determined once you know how the pandemic is a"ecting food supplies in 
the municipality. Rations should supplement the foods that households are having 
trouble accessing. 
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Due to transportation disruptions in other regions, the communities in your 
municipality could run short on food or cash to purchase food even though the virus 
has not reached your municipality. !e method used to get the food to the people 
will depend on whether or not in#uenza has spread to the municipality in epidemic 
proportions. In all cases, security should be provided to distribution centers. 
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It is important to promote open and two-way communications with the public. 
Transparency is critical for building trust, support, and compliance for the food 
distribution program. Speci%c methods to inform the public about emergency food 
rations might include public awareness campaigns, nutrition education, emergency 
preparedness materials and events, emergency news bulletins, radio and TV 
announcements and interviews, telephone hotlines, and, if social distancing measures 
are not in place, public neighborhood meetings to explain the program. Tools 12±14, 
on Crisis and Emergency Risk Communications in this toolkit can provide more 
guidance in this area. 
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O$cials acting on behalf of the public must gain trust and con%dence through 
transparency. Even if it is not possible to organize a formal monitoring and evaluation 
plan, the municipal leadership team and those implementing the food distribution 
program need to keep track of the process to ensure that the activities are happening 
according to plan in order to: 

· make adjustments and changes needed to ensure compliance with the plan,

· ensure that all those in need are receiving assistance,

· check if the assistance is being used as expected, and 

· verify that people are not forced to resort to migration in search of food or 
employment or forced to use negative coping strategies such as selling assets or land 
to get money to purchase food. 

Everyone involved in implementing the food distribution program will need to pay 
close attention to these issues, maintain communication with the people receiving 
the food rations, and report their %ndings to the team. Tool 9, Identi"cation of People 
Most at Risk of Food Insecurity o"ers guidance on updating food and livelihood 
security information following a pandemic wave. !is information can help you 
understand who has su"ered the most from the pandemic's impact and who has 
managed fairly well. 
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· Understand the fundamentals 
of communication during crises 
and emergencies

 !"#$%&&#%'(&)')*+#+!%,#+""&-

· •e mayor or a member of the
municipal leadership team or
your emergency response team

· A communications coordinator, 
public information o€cer, 
social communicator, or 
community educator
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ªE•ective communication is paramount. Real-time exchange of information has been 
a key feature of the response so far. €e short time that elapsed between •rst reports 
of the outbreak, diagnosis, and international action illustrates this. Communication 
with the general public is equally important, balancing the need to make people 
aware of risk without causing panic, and, on the other hand, avoiding complacency. 
€is is a particular concern given the uncertainty inherent in how the new in‚uenza 
(H1N1) virus will evolve. Evaluating the e•ectiveness of communications (levels of 
public awareness, degree of concern) is a key element of the strategy.º 

± WHO. Summary Report of a High-Level Consultation: New In‚uenza (H1N1)
Geneva, May 18, 2009

A.B=<#CDC/CEFB#6G#<6//HE=<.F=6E

Communications should not be viewed as an activity that is planned, delivered,
and then checked o! as done. Communication is a process of reaching mutual
understanding, during which participants (communicator and audience) exchange,
create, and share thoughts, opinions, and information. Being able to communicate
e!ectively is a necessary and vital part of the job of every municipal leader. Well-
planned and well-executed communications, fully integrated into every stage of a
crisis and emergency response, can help reduce deaths and su!ering.

E!ective communication requires an understanding of the audience, the goal, the
message, and the most e!ective way to achieve the desired outcome. It also requires
acceptance and an understanding of the role of the communicator by the participants.

E•ective communication is a two-way activity. Listen to your audience and acknowledge 
their concerns.

In this section of the Toolkit, you will "nd information on what makes a good
communicator and on how to identify and reach out to a speci"c audience. •e
tool will help you to create communication goals and decide which are the most
important messages to deliver to speci"c audiences. Examples and exercises are
provided to help you plan which messages you want to repeat and how to reinforce
messages with supporting facts and information. You will also "nd guidance on how
to focus on the most important or urgent messages and plan which communication
tools, methods, or news media outlets to use.

?IC?.ICJECBB ICB?6EBC
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Communication is a di€cult undertaking even when there is not a crisis. Being a 
good communicator is hard work and takes preparation, focus, and listening skills. 
Great communicators try to see the audience's point of view. 

Trust and credibility are also key principles of e!ective communication. To build trust 
you should listen and talk with your constituents and key stakeholders frequently. 
Remember to be caring (sympathetic) 
and understanding (empathetic), as well 
as honest and open. When you show 
your commitment and dedication and 
demonstrate competence and expertise, 
you will be perceived as a credible source.

F5C#.HJ=CE<C

Understanding the informational needs of your community will help you plan and 
execute an e!ective communication response. Professional communicators try to 
identify or target audiences before they begin. A target audience is a distinct group 
of people you want or need to reach. Once you identify who your audiences are you 
will need to determine how you can reach them. For example, how do you reach 
people who do not have access to the mass media, cell phones, and the Internet? If 
you visit the neighborhoods they live in you might notice places you can post #yers 
or billboards. And you might meet some of the community leaders and shopkeepers 
who will later help you spread the message. Look for appropriate ways to deliver 
information to each audience within your community.

Understanding the audience will also help you shape clear, strategic messages that can 
be conveyed e!ectively. You should understand what your audience cares about before 
you begin to shape your communication messages. A worksheet for identifying key 
characteristics and facts about various target audiences is included at the end of this 
tool (See Handout 1). 

As a mayor or municipal team member you have a unique insight into your local 
audiences. You understand that if people feel they are not being heard, they will not 
listen. So it is important not to make assumptions about what people know, think, or 
want done about risks that threaten their health and safety. Take the time to "nd out 
what the community is thinking. You can use techniques such as interviews, facilitated 
discussion groups, advisory groups, toll-free call-in numbers, and surveys. Let the 
parties that have a stake in the issue be heard. Collaborate with volunteers, community 
groups, and religious leaders. Even your community's youth are an important audience 
so make sure to listen to their leaders. •ese groups can o!er a greater understanding 
of how their members may react in certain crises and emergencies. Having contacts 
with them will be helpful later if you need to leverage their communication networks.

Finally, be aware of the broader social, cultural, economic, or political considerations 
that may in#uence communication with your audience. Identify with your audience 
and try to put yourself in their place.

F5C#K6.D#

During crises and emergencies, people will be principally concerned about their 
health and physical safety, their access to food and essential services, and their ability 
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to go to work and have enough money. •e public's concerns should always be 
addressed when you develop your communications goals and key messages. During 
a crisis you may have several goals, such as making sure that the community has 
enough food, water, and medical care. You will also have communication goals. One 
communications goal during a crisis might be to prevent public panic when there 
is high mortality. Within the communication goal you may create several key or 
important messages, such as repeating that people who are sick should stay at home 
and not go to work or school.

.,#0#';*%@%(0&#&)04)3#20@%*1#0#@3%,%,M#N";3#'",+#%'("3+0*+#@"'';*%@0+%"*,#1"0&,#
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· Share important information. Inform people of the problem and the speci"c 
dangers that your community is facing.

· Provide reassurance and say what has been done. Provide concrete facts and 
reassure the public that authorities are doing everything possible to collect reliable 
information and share it as soon as it becomes available. Make sure you coordinate 
local communication with the national and regional authorities to ensure your 
information is accurate and you are not providing misleading, confusing, or 
outdated messages.

· Tell people what they can do. Provide guidance on actions residents should take 
to respond to speci"c challenges.

· Answer questions. Address your community's concerns with concrete answers and, 
if applicable, speci"c actions they can take.

· Be empathetic. Show that you care about the situation and understand what is 
going on. Empathy is the ability to identify with and understand somebody else's 
feelings or di€culties. People want to hear how you feel before before they hear 
what you know. Acknowledge and respond to (in words, gestures, and actions) the 
emotions people expressÐsuch as anxiety, fear, anger, and helplessness. 

· Show sympathy when appropriate. Sympathy is the feeling or expression of pity 
or sorrow for the pain or distress of somebody else. You can show sympathy for 
those who are ill or for the families of those that have died.

· Be prepared ahead of time. Knowing in advance how you will focus your 
communications e!orts will help you stay on track with your most critical goals. 
Knowing your audienceÐdetails about who they are, what they care about most, 
and whyÐand having clear communications goals, will help you shape e!ective 
key messages. 

(For more information on speci"c topics you may want to be prepared to discuss, 
see Tool 4, Non-Pharmaceutical Interventions [NPIs]: Actions to Limit the Spread of 
the Pandemic in Your Municipality; Tool 7, Food Security in a Pandemic; and Tool 10, 
Household Food Security Preparedness.)

OCL#/CBB.KCB

Communicating clear and consistent messages that address your audience's concerns 
is very important to e!ective communications. During crises and emergencies that 
demand a rapid response to unexpected and uncertain situations, this can be easier 
said than done. But it is criticalÐmany times what makes people panic isn't the bad 
news, but the con#icting messages from those in authority. 
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Your "rst step toward ensuring that you are not providing con#icting messages is to 
make sure all communication goes through your designated communications coordinator. 
(For more information on the designation and role of a communications coordinator, 
see Tool 13, Communications Plan Implementation for a Severe Pandemic.) •e 
communications coordinator will ensure that your municipal chain of command is 
followed and that the appropriate information is communicated to the population in 
a timely and consistent fashion. 

In a crisis, you must develop and deliver key messages that help you meet your 
communications goals. Key messages articulate information that is of the highest 
importance and convey what is urgent to know or do at a given time. As the crisis 
changes, your key messages may also change. You will develop your key messages in 
response to the di!erent stages of the emergency and in response to how the crisis 
a!ects the behaviors and perceptions of the audience. Plan to develop key messages 
that communicate what the public needs to do but that also address the needs of the 
audience for facts or reassurance. Help your public move forward through the crisis. 
(See Handout 2.)
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It is a good idea to seek input from advisors representing di!erent audiences with whom 
you need to communicate. •ey can keep you up to date on the changing concerns, 
information needs, and priorities of their groups. Coordinate and collaborate with other 
credible sources who will help you get your key messages across, perhaps with greater 
e!ectiveness. For example, consider involving representatives from groups such as 
youth, religious, labor, business, and indigenous communities.

KH=JCD=ECB#G6I#?IC?.I=EK#<DC.I#.EJ#<6E<=BC#
/CBB.KCB#G6I#<I=BCB#.EJ#C/CIKCE<=CB

· Identify what you most want the target audience to know and to do.

· Identify what you need to do to correct misperceptions or erroneous information 
(for more information on responding to rumors and misinformation, see Tool 14, 
News Media Communication).

· Prepare three key messages that communicate your principal talking points. 
Leaders and spokespersons should have talking points, a list of subjects they want 
to cover, whenever they speak to the public. 

 8 Remember that during crises anxiety or fear can make it harder for people to 
process (hear and interpret) information than during normal situations. 
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 8 •e amount of information delivered should be succinct and limited to the most 
important information. 

 8 Crisis communication experts recommend that you limit your messages to the 
three most important to ensure the audience remembers them.

· Prepare supporting points for each key message.

· Develop support materials for each message (e.g., visuals, examples, quotes, 
personal stories, analogies, or instructions for obtaining additional information; a 
sample of a #yer highlighting one set of key messages is included as Handout 5).

· Keep messages simple and short.

· Document in writing recommended messages and support materials.

· Practice delivering your key messages.

One of the most powerful tools you can use to help you organize and focus your key 
messages is a message map. A message map is an outline to keep in your head or on a 
notepad that has supporting points or information for each key message. A template 
for creating your own is included at the end of this tool (see Handout 3). A message 
map should be prepared for any crisis or emergency. Involve key members of your 
local municipal team, communications professionals, and community leaders in the 
development and testing of messages. 

During a time of crisis, especially when fear and rumors in#uence people's 
understanding and trust, it is important to stay on message. In other words, 
communicators must remain constantly focused on their key messages and state them 
as clearly as possible at the outset of a communication (for example, at the beginning 
of an interview or press conference). •en they stay on message by returning to their 
points as often as possible. 

You can plan opportunities to return to your key messages before you participate  
in an interview or press conference. You can decide, ahead of time, exactly how you 
will integrate your key messages at the beginning, middle, and end of the interview  
or conference. 

Below is an example of staying on message (using the key message provided earlier) 
when telling the people of your municipality how they can respond during a pandemic. 
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F5C#<5.EECD

Communications are delivered in many ways. Professional communicators call 
the methods of delivering a message the channels over which the message is sent. 
Messages may go out over a variety of channels used to convey information, including 
anything from loud speakers, amateur shortwave radio, billboards, posters and 
#yers, newspapers, radio, and television to cell phones or the Internet. To become an 
e!ective communicator, you should determine how to use the best method to reach 
each target audience. •is includes understanding and selecting the most appropriate 
communication channels to enhance your message's impact by reaching your 
audience at the right time and the right place. 

A.B=<#CDC/CEFB#6G#<6//HE=<.F=6EB

Channel selection during normal situations is key to successful delivery; during 
a crisis this choice becomes even more critical. You may have already found that 
during a crisis the normal lines of communication can fail just when you need them 
most. Yet success often requires you to reach your audience quicklyÐwhether that 
audience is just a handful of people or tens of thousandsÐparticularly during a crisis. 
Identifying e!ective communication channels to reach groups such as youth, rural 
communities, and people who are displaced can be a daunting but critical task. 

Before you face a crisis, consider mapping out the communication channels in your 
community. •is map will help ensure you are aware of the right communication 
channels and options to address the informational needs of your audience. It can also 
help you determine whether there are any gaps in the existing communication network. 

Use the steps in the box to the left and Handout 4 to create your own 
communication channel map.
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Communities expect to hear from their leaders in times of crisis. •ey want to know 
if they are safe and what is being done to protect them. Sharing information in a 
timely and accurate manner can help dispel rumors and misunderstandings that 
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might otherwise result in fear, panic, suspicion, or indi!erence. When the correct 
information is disseminated quickly, it can reduce death and su!ering. 

Communicating in an opportune, transparent, and credible manner during a crisis 
situation is a key leadership skill. Keep in mind that communicating during crises 
and emergencies is di!erent from communicating during normal conditions. •is 
makes crisis communication an important part of your overall leadership approach to 
addressing an in#uenza pandemic. 

During a crisis, unpredictable and unusual events, or unstable and dangerous 
situations may bring about abrupt change. •e challenges that you and your 
community may face during a severe in#uenza pandemic are unimaginable. You may 
have dealt with past crisis situations and observed that each one evolves in phases and 
that the communication required must evolve in tandem. Understanding the pattern 
of a crisis can help communicators anticipate the information needs of the public, 
stakeholders, and the media. 

Below are a set of communication tasks corresponding to the stages of crisis designed 
to assist you in your preparation and implementation.

<6//HE=<.F=6E#F.BOB

B+01)#W-#?3)Z<3%,%,

· Identify the organizational structure responsible for communication activities, 
such as a communications command center, communication coordinator, and 
communications support team.

· Identify roles and responsibilities across government units, the emergency response 
team, the communication coordinator, and the communications support team.

· Identify communications goals.

· Identify target audiences to communicate with, and evaluate their information 
needs and communication preferences.

· Identify communication resources and channels you can use to reach and in#uence 
your target audiences.

· Ensure that the communication coordinator is included in the emergency  
response team.

· Prepare a communications plan.

· Plan roles for the news media, such as keeping the population informed about 
important government and community actions.

· Prepare lists of contacts for the media, the emergency response team, and the 
municipality's emergency services.

· Hold meetings with key media personnel to discuss collaborative communications 
plans and needs.

· Prepare basic press releases that can be quickly adapted during a crisis. (At the end 
of this tool you will "nd a press release template that you can use for this purpose.)

· Establish standard operating procedures for communication activities, including 
the #ow of information between the communications support team, municipal 
government agencies, technical experts, and authorized decisionmakers.

· Implement simulation exercises for the "rst steps of your communications plan.

· Conduct training as needed.
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· Inform your target audiences about the crisis, and explain the government's response.

· O!er empathy to people directly a!ected by the crisis.

· Explain risks associated with the pandemic illness.

· Establish the credibility of leaders, government, and partners.

· Recommend important practices for businesses, households, and schools.

· Strengthen alliances with sectors of your community.

· Conduct media monitoring.

B+01)#[-#J;3%*1#+!)#<3%,%,

· Identify your municipality's communication needs.

· Explain ongoing risks as well as new risks.

· Inform the public about and explain government decisions.

· Provide updates on the situation as needed.

· Obtain support for government actions among stakeholders and communities 
through meetings, open communication lines, and other tactics.

· Gather feedback on communication actions; adjust messages and communications 
as needed.

· Inform the public about the municipality's needs and the ways in which the public 
can help.

· Recommend important practices for speci"c individuals or groups.

B+01)#\-#I)@"Y)3%*1#23"'#+!)#<3%,%,

· Explain to the public that the crisis has ended.

· Explain government decisions.

· Recommend important actions to get life and commerce back to normal.

· Convene representatives of all sectors to assess results, propose solutions, and 
determine next steps.

BF.KC#]-#?",+Z<3%,%,

· Evaluate the e!ectiveness of communication during the crisis.

· Identify lessons learned.

· Re"ne communications plans for future use. 

(For more information that will help you to complete these tasks, see Tool 13, 
Communications Plan Implementation for a Severe Pandemic; Tool 17, Volunteer 
Coordination; and Tool 15, Disaster Management in a Pandemic.)
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· Plan a communications 
response as part of your  
overall municipal response 
to the pandemic

· Designate a communications
coordinator who will help
you spearhead this plan
and organize a strategic
communications support team

2&*#,'++#'3.+-3-4)#)&'(#)**+1

· !e mayor

· A member of themunicipal 
leadership teamor local
emergency response team

· A designated spokesperson, 
such as a member of a 
communications support team

· A public information o!cer
or communications o•cer

During emergencies such as disease outbreaks, local government authorities are
better able to ensure the public's well-being if they have prepared ahead of time. One
of the most importantpreparednessmeasures a municipality can take is assembling
an emergency response teamÐone that includes a communications expertÐand a
plan for getting critical information out to the public once the emergency occurs.

ªDisease outbreaks are inevitable, and often unpredictable, events. •e environment 
surrounding an outbreak is unique in all of public health. Outbreaks are frequently 
marked by uncertainty, confusion, and a sense of urgency. Communication, generally 
through the media, is another feature of the outbreak environment. Unfortunately, 
examples abound of communication failure which have delayed outbreak control, 
undermined public trust and compliance, and unnecessarily prolonged economic, 
social, and political turmoil. •e World Health Organization (WHO) believes it is 
now time to acknowledge that communication expertise has become as essential to 
outbreak control as epidemiological training and laboratory analysis.º

ÐWHO Outbreak Communication Guidelines
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Most countries have national level pandemic plans in place, while very few have 
municipal level plans. It is very important that municipal plans re!ect national level 
planning and that all municipal response activities are consistent with the national 
strategic objectives, laws, and policies. If you do not already have a copy of your 
country's National Pandemic Response Plan, contact your Ministry of Health or 
look for it on their website. Information is also available from the Pan American 
Health Organization at www.paho.org. Your country may also have an Emergency 
Communication Plan that you should follow.

National, district, and municipal level plans are likely to exist for general disaster 
response. Municipal level disaster committees and plans are a foundation on which you 
can build your pandemic response plan, and a disaster committee may well become the 
multisector municipal leadership team that you need for your pandemic response. 

 !%+$/-$+!"$3"0%3$5#%6"7'#8$'5$&'(#$)'(*+#&$%*1$6(* /)/2%3/+&4

Any response you lead to ensure the health and safety of your community must be 
congruent with your country's and municipality's existing laws and regulations. Laws 
and regulations have been enacted to prevent, protect, and control against diseases 
that threaten the well-being of the population. !e existing laws, policies, programs, 
and appropriated funds must be considered as you plan and implement a municipal 
level response during a severe in"uenza pandemic. Having a keen understanding 
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of this legal framework is pivotal for ensuring an e•cient response during a crisis. 
Municipal preparedness includes identifying and addressing any gaps in the legal 
framework for response.

?<A9B;$9<>=;ACD$D@AAE>CD<FC@>?$
:;?9@>?;$9B<>

Once your emergency response team has been convened because the in"uenza 
pandemic has begun, you will need to take the following steps, the details of which 
are provided in this tool.

?F;9$GH$ ="-/0*%+"$%$)'66(*/)%+/'*-$)''#1/*%+'#$

?F;9$IH$ ="-/0*%+"$%$ !"#$ !$% "&

?F;9$JH$ C1"*+/5&$)'66(*/)%+/'*$*""1-

 A. Identify target audiences 

 B. Identify communications goals

 C. Determine key messages 

 D. Determine targeted messages per audience

 E. Identify materials needed

?F;9$KH$ D#"%+"$%$'"(()&*'+,*"& -!.+&

 A. Determine information dissemination channels 

 B. Identify media and communications resources

 C. Prepare !rst announcement

 D. Establish update procedures 

 E. Prepare talking points 

?F;9$LH$ A'*/+'#$/*5'#6%+/'*$M'7$%*1$2(N3/)$#"-2'*-"

?F;9$GH$=;?CO><F;$<$D@AAE>CD<FC@>?$D@@:=C><F@:$

!e communications coordinator will play a key role in helping you convey to the 
public, often through di#erent media outlets, the information they will need to 
protect themselves and their families, to have access to essential services, and to help 
keep the pandemic from spreading.

Your communications coordinator is a vital member of your emergency response 
team and reports directly to you, your municipal leadership team, or the highest 
authority in your municipality on a daily basis. He or she ensures that all messages 
to the public are consistent and delivered e#ectively, and provides leadership to your 
communications support team. 

Your communications coordinator will also be responsible for helping to ensure 
that your municipal chain of command is followed. !erefore, he or she must be an 
integral part of every step of your municipality's response to an in"uenza pandemicÐ
whether that response involves the health sector, food security and livelihoods, 
or logistics and mobilization of resources. During a pandemic, every issue is a 
communications issue.
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!e communications coordinator should be:

· Con"dent and able to follow your municipality's chain of command, able to 
manage the "ow of information, and comfortable working with the media;

· An excellent communicator who is comfortable working with all of the sectors in 
your municipality and able to provide accurate and timely brie$ngs; and

· Organized and able to provide leadership and guidance to your communications 
support team.

If your municipality has one, a public information o"cer is a good candidate for this 
important role in your pandemic response.

For more detailed information, turn to the handouts ªRoles and Responsibilities 
of the Communications Coordinatorº and ªRoles and Responsibilities of the 
Communications Support Teamº included at the end of this tool. 

?F;9$IH$=;?CO><F;$<$?9@P;?9;:?@>

An e#ective and trustworthy communicator, such as your municipality's public 
information o•cer or your emergency response team's communications coordinator, 
can step in to serve in this key role. !e spokesperson will convey to the public and 
the media the most important messages at every step of your pandemic response.

Keep in mind that the public and the media prefer a face and a voice with which they 
are familiar, someone who represents the values and unique characteristics of your 
community. !e spokesperson will give a human face to your local response.

In sum, a lead spokesperson will communicate the fact that your municipality 
is responding to the crisis, but will not over-reassure the public. He or she will 
expect criticism, follow up on issues, tell the truth, and speak with compassion and 
empathy. !e spokesperson will work to develop cooperative relationships with media 
representatives so they can work as a team to address public information needs and 
concerns. !is individual will understand the purpose behind the key messages or 
recommendations made to the public, and convey con$dence, credibility, and trust.

For more information on choosing a well-prepared spokesperson, see Tool 14, News 
Media Communication.

?F;9$JH$C=;>FCQR$D@AAE>CD<FC@>$>;;=?$

Once you have identi$ed your communications coordinator, assembled your 
communications support team, and designated a lead spokesperson, your next task 
will be to assess your municipality's communication needs so that these inform your 
pandemic response.

<S$C1"*+/5&$F%#0"+$<(1/"*)"-

First, identify your target audiences. !e characteristics of each target audience should 
help shape the information you are trying to get across. For more information on 
identifying the key characteristics and facts about your target audiences turn to Tool 
12, Fundamentals of Communication During Crises and Emergencies and the worksheet 
included at the end of that tool.
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Examples of target audiences you may need to communicate di#erent information  
to are:

· Healthcare providers 

· School teachers and parents

· Groups of executives or business leaders

· Government workers

· Farmers

· Store owners 

· Laborers

TS$C1"*+/5&$D'66(*/)%+/'*-$O'%3-$

Clear communications goals form the foundation of an e#ective communications 
response during a pandemic. Goals should be simple, straightforward, and realistic. 
Is your municipality's goal, for example, to inform the public of the problem and the 
speci$c dangers? To provide guidance to the public on appropriate hygienic measures? 
To keep the public calm?

Establishing your communications goalsÐand the key messages you will need to 
support theseÐas part of your emergency preparedness e#orts will ensure an e#ective 
communications response during the crisis. Whatever your goals, make sure your 
response is:

· Timely

· Accurate

· Honest

· Credible

· Consistent

· Appropriate

· Regular

· Relevant

To learn more about communications goals, see Tool 12, Fundamentals of 
Communication During Crises and Emergencies.

DS$="+"#6/*"$P"&$A"--%0"-$

E#ective communication with your target audience and the media depends on the 
development of clear and concise key messages that address everyone's essential 
questions and concerns. Key messages are points that you want your audience to 
remember after your communication is complete. 

One of the most powerful tools you can use to develop and organize clear and concise 
messages is a message map. (Turn to Tool 12, Fundamentals of Communication During 
Crises and Emergencies for more information about developing key messages and 
message maps, including worksheets you can use to develop these.) 

Included at the end of this tool is a sample message map for use in an in"uenza 
pandemic. !is map has been adapted from the U.S. Department of Health 
and Human Services' Pandemic In!uenza Pre-Event Message Maps, a publication 
containing a full series of model message maps that you can adapt for use in  
your municipality.
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Targeted messages are those aimed at a speci$c audience. Identifying the key facts 
about the people you are trying to reach will help you shape messages quickly and 
e#ectively. (You can turn to Tool 12, Fundamentals of Communication During Crises 
and Emergencies for more information about target audiences and worksheets you can 
use to help you determine their particular characteristics and concerns.)

;S$C1"*+/5&$A%+"#/%3-$>""1"1

Each of your municipality's communication needs during a pandemic response will 
call for di#erent types of materials. Below is a sampling of some of these. (Samples 
of a press release, media advisory, and op-ed are provided in Tool 14, News Media 
Communication.)

· Press releases

· Fact sheets

· Copies of reports or documents that would be useful background information for 
reporters covering the event

· Visual materials (such as maps, charts, timelines, diagrams, drawings,  
and photographs)

· Other materialsÐsuch as biographies of speakers and/or subject matter experts, 
"yers, or broadsidesÐas appropriate (an example of a public information "yer is 
provided at the end of this tool)

Determining where you will warehouse your municipality's communication materials 
will also be critical in a quick and e•cient response to the pandemic.

?F;9$KH$D:;<F;$<$D@AAE>CD<FC@>?$9B<>

When a public health emergency is at hand, timely, accurate, clear, concise, and 
credible messages can have a great impact on how the public perceives and responds 
to the emergency.

A communications plan helps your municipality respond in a focused and strategic 
manner. Typically, a communications plan includes the goals listed below.

· Provide quick access to timely, accurate, clear, consistent, and credible information 
to the general public, the media, healthcare providers, and other interested 
individuals or groups.

· Quickly address rumors, misperceptions, and inaccurate information.

· Coordinate communications e#orts across all sectors of a municipality.

· Respond to information requests from the media, the public, sta#, and other 
interested or a#ected individuals or groups.

· Eliminate or reduce public fear or inappropriate behavior.

· Direct public action.

<S$="+"#6/*"$C*5'#6%+/'*$=/--"6/*%+/'*$D!%**"3-$

You can disseminate information to educate the public and direct public action in 
numerous ways. !e most common method of dissemination is via mass media. 
However, the success of your communications will depend on the unique characteristics 
of your municipality and the methods of dissemination that work best there. 
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!e overall aim of an e#ective strategy is to use whatever vehicle allows you to 
get vital information to the public quickly, accurately, and e#ectively. (!e only 
exception to remember, in the very speci$c case of an in"uenza pandemic, is avoiding 
congregations of people, which allow the disease to spread more quickly.)

TS$C1"*+/5&$A"1/%$%*1$D'66(*/)%+/'*-$:"-'(#)"-

Before the crisis, take the time to identify media resources in your municipality that 
can support your communications activities. 

Media and public relations companies can, for example, provide news media 
production services to develop $lms, videos, radio capsules, and so on. And 
marketing and advertising agencies that buy media can help you secure public 
advisories like billboards.

Consider enlisting the help of such community resources as:

· University and college schools of communication

· Information technology schools

· Art and design schools

· Social work schools

· Printing and art design shops

· Radio and TV stations

· Newspapers

· Telecommunications companies

· Event promoters

DS$9#"2%#"$Q/#-+$<**'(*)"6"*+

!e public will be listening for factual information, and many of the people in your 
municipality will be expecting to hear a recommendation for action, as soon as news 
of a potential danger breaks. 

When making your !rst announcement to the public:

· Make sure that your facts are accurate and repeat them consistently.

· Avoid vague details early on. 

· Ensure that all credible sources share the same facts.

· Ensure that all spokespersons speak with one voice.

· Be well prepared.

Your $rst o•cial message to the public should contain the following six elements in 
the order below.

1. An expression of empathy and concern for the welfare of community members.

2. Con!rmed facts and action steps (who, what, where, when, why, and how). 
However, it is not necessary for you to know all of the facts and action steps in 
order to go forward with a statement.

3. What you don't know about the situation.

4. What the process is. After acknowledging that some questions cannot be answered, 
explain the $rst steps being taken to $nd answers. What help can people expect 
next? (!e $rst statement may simply be: ªWe've activated the Emergency 
Operations Center.º)
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5. Statement of commitment. Express that you are there for the long haul. You'll be 
back to talk to them in an hourÐor within a speci$ed timeframe. (Be careful not 
to promise what is outside of your control.)

6. Where people can get more information. Provide a hotline number or a Website. 
Again, tell them when you will be back in touch with them.

Finally, remember that consistent messages are vital. Inconsistent messages will 
increase anxiety and quickly call into question the credibility of experts. 

=S$;-+%N3/-!$E21%+"$9#')"1(#"-$

You will need to establish procedures for how your communications support team 
will provide updated information to the media and the public (for more information, 
see Tool 14, News Media Communication). Consider the examples included at right 
for providing updates. Don't forget to include those methods for providing updates 
that may be unique to your municipality.

;S$9#"2%#"$F%38/*0$9'/*+-$

Use the key messages developed with your message map to develop speci$c talking 
points and supporting information. 

?F;9$LH$A@>CF@:$FU;$QB@ $@Q$C>Q@:A<FC@>$$
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As you shape your messages, be mindful of how the public perceives risk and 
responds when you are communicating during a crisis. Municipal-level authorities 
who listen to and address the concerns of the public will be more e#ective in getting 
their messages across. 

Finally, consider whether you will need to expand your communications support 
team to ensure continuous coverage should the crisis lengthen and intensify. 

General recommendations for monitoring information "ow:

· Watch, read, and listen to the news daily. 

· Analyze how the news is presented. 

· Critique the communication skills of others; learn from their successes as well as 
from their mistakes. 
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