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Terminology 

People 
Local Evacuation Coordinator (LEC). !e manager 
responsible for coordinating the local aspects of a 
security evacuation. 

Evacuee Team Leader. An evacuee nominated to be 
responsible for a small group of evacuees. 

Convoy Leader. An evacuee nominated to be responsible 
for the evacuees in a specific vehicle convoy. 

Locations 
Assembly Point. A designated location (e.g., hotel, 
residence, or workplace) where all evacuees will be 
centralised before being moved to a Port of Departure. 

Port of Departure. An air or sea port from which 
evacuees will either leave the country or move to a safer 
location within the same country. 

Safe Haven. A safe and secure location to which evacuees 
will be transported during the evacuation. Safe Havens 
may be domestic or international. 

Evacuation Operations Centre (EOC). !e room used by 
the Local Evacuation Coordinator and their team to 
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coordinate the execution of an evacuation. !e EOC may 
be at a workplace or an Assembly Point. 
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Preface 

!is book—!e Security Evacuation Handbook Volume II: 
Decision-Making and Execution—is the second volume of 
a two-volume series.  

You’ll recall from Volume I that a security evacuation is 
the planned extraction of people from a location where 
their physical and psychological wellbeing are being 
threatened. 

Security evacuations are complex operations. 
Accordingly, a lot can go wrong. And if things do go awry 
during an evacuation, people’s lives can be at risk. It’s 
therefore crucial to plan and execute a security 
evacuation with high levels of diligence. 

Volume I focused on the fundamental aspects of security 
evacuations and covered evacuation planning in 
significant detail. 

!is volume picks up where Volume I left off. 

!e first part of this volume focuses on evacuation 
decision-making. As you’ll learn, determining when to 
evacuate is a complex decision. !is handbook will 
introduce a number of decision-making frameworks 
designed to make these complex and critical decisions 
slightly easier. 

After covering decision-making, this volume then works 
through each stage of a security evacuation, breaking 
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down the key processes involved in executing an 
evacuation. 

By the end of this volume, you’ll have a clear 
understanding of how to execute a security evacuation 
from any location that poses a clear and present danger 
to the safety and wellbeing of your people. 

From time to time, this volume will refer back to 
elements of Volume I. Many aspects of Volume I are also 
foundational to the topic of security evacuations. If you 
haven’t read Volume I, you should ideally read that 
volume before tackling this one. 

!e preface of Volume I includes details of my 
background in the field of security evacuations, my 
motivations for writing this handbook, and who this 
handbook is for. To save your time and avoid repetition, I 
won’t repeat those details here. 

Feedback 
If you’ve conducted security evacuations or previously 
been an evacuee, I would love to hear from you, especially 
regarding any thoughts you’d like to share on 
evacuations or the handbook itself. 

Similarly, if you have any questions, please get in touch. 
You can reach me by email at ops@spartan9.com. 

xx

mailto:ops@spartan9.com?subject=Feedback%20on%20Getting%20Out%20Volume%20I


 
 
 
 
 
 
Part 1 
 
Evacuation Decision-
Making 
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CHAPTER 1 

!e Evacuation Decision 

!e decision to evacuate your employees from a location 
comes with potentially significant commercial and 
reputational implications. 

If you decide to evacuate too early, your organisation’s 
reputation could be damaged—not only with your local 
customers or partners, but also with your own 
employees, who may think you’ve overreacted. 

If you decide to evacuate too late, you might not be able 
to evacuate at all, and your employees and their families 
could be exposed to unacceptable levels of risk. 

Anticipate that there will be a lot of inertia towards not 
evacuating. !e easiest course of action will always be to 
take no action—to wait and see what will happen next. 
Maybe things will improve? Often, the situation will 
actually improve. Sometimes it won’t. If you’re 
responsible for the safety and security of your employees, 
focus your planning on the worst-case scenarios. 

To make the evacuation decision slightly easier, 
remember that evacuations aren’t permanent and that 
you’ll normally have a significant amount of flexibility 
when actually executing your evacuation. I’ll expand on 
these concepts shortly. 
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!e upcoming chapters will introduce you to the 
following decision-making frameworks, which you can 
use to optimise the timing of your evacuation: 

• Escalating risk framework 

• Infrastructure and resource availability framework 

• Evacuation window framework 

• Decision triggers framework 

• Go/no-go criteria framework 

Benchmarking will also be considered as a mechanism to 
support effective decision-making. 

!ese frameworks can be used by consultants when 
guiding their clients on the best time to evacuate and by 
organisations when deciding when to initiate their own 
evacuations. 

A principal benefit of these decision-making frameworks 
is that they enable organisations to think for themselves, 
rather than blindly following what others are doing or 
what their assistance company is recommending. 

Above all, you don’t want to make an evacuation decision 
on the fly in response to events. !e best time to put an 
objective decision-making framework in place is when 
you’re developing the evacuation plan, not in the midst 
of an escalating crisis. 
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Breaking Down the Evacuation Decision 
When you’re considering a security evacuation, multiple 
aspects will require decisions. !e most obvious of these 
decisions is when to evacuate. However, you and your 
organisation will also need to make several other 
decisions: 

• When to initiate preparations for an evacuation 

• When to initiate different stages of a phased 
withdrawal 

• Who should be evacuated 

• How they should be evacuated 

Some of these decisions are strategic and should already 
be determined in advance and documented in policies. 
Other decisions are highly dependent on local events and 
will need to be determined at the time. 

Evacuations Aren’t Permanent 
A security evacuation is normally a reversible event. If 
you decide to evacuate employees from a location where 
their lives are in danger, you’ll most likely be able to send 
them back at some point in the future once the situation 
returns to normal. 

Rarely will organisations permanently evacuate 
employees from locations. Most evacuations occur in 
response to specific situations. Once these situations 
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have de-escalated or have been resolved, everyone will 
likely be able to return so that operations can resume. 

From an organisational decision-making perspective, 
understanding that a decision to evacuate is reversible 
may make it easier to pull the trigger on executing the 
plan. 

It’s Rarely ‘All or Nothing’ 
Evacuations are not an ‘all or nothing’ activity. You have 
multiple options at your disposal that don’t require 
evacuating everyone at once. 

As an example, you could draw down by evacuating your 
employees in phases. !is approach will enable you to 
maintain at least some capacity in the location for as 
long as possible. You could also decide to just evacuate 
expatriate families, leaving employees in place to 
continue operations. Or you may decide to evacuate 
families and non-essential expatriate staff, leaving 
essential staff in place. Finally, you could instead choose 
to temporarily relocate some staff to another city in the 
country. 

In most situations, several different options will be 
available to reduce your risk exposure, which you can 
then balance against the imperative to maintain 
operations. !e option you select will depend on the 
situation and the available resources. 
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As with the point above about evacuations not being 
permanent, understanding that you have a number of 
options available—that, again, don’t require a complete 
evacuation—should make evacuation decision-making 
slightly easier in practice. 

✼ ✼ ✼

!e following chapters will introduce different 
evacuation decision-making frameworks. As you’ll learn, 
these frameworks can be used in combination to prepare 
for and initiate evacuations at the optimum time. 

6



CHAPTER 28 

Conclusion 

Building on Volume I, this handbook has focused on 
evacuation decision-making and execution. 

!is volume first introduced a number of different 
decision-making frameworks. !ese frameworks are 
designed to complement each other and should be used 
together when preparing for an evacuation. 

!is volume then walked through the evacuation process, 
focusing on the different stages of preparation and 
execution. 

Evacuations are a simple concept on paper. But in 
practice, they can be exceedingly difficult to execute. 
While developing an evacuation plan is a relatively 
simple step-by-step process, determining whether that 
plan will actually work in practice takes a significant 
amount of experience. Further, determining when to 
initiate an evacuation takes a high level of insight and a 
not insignificant amount of courage. !is dynamic is 
further complicated by the considerable downsides that 
come with poorly timed evacuation decisions. 

But you can minimise those downsides by adopting the 
practices and procedures contained within this 
handbook. 
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As a start point, keep your evacuation plans simple, but 
build in multiple layers of redundancy. Anticipate a 
diverse range of contingencies during your planning, and 
develop detailed plans to respond to each contingency. 

Always try to thin out the evacuee group by drawing 
down in phases. At the same time, be prepared to have 
your plan fail, and be ready to support and protect 
evacuees stuck in location.  

As reinforced throughout both volumes, effective 
leadership is also an essential requirement during an 
evacuation. Timely and well-crafted communications 
will help to hold everything together along the way. 

Finally, don’t underestimate the emotional toll that an 
evacuation can have on the evacuees. !e evacuation, and 
the situation leading up to the evacuation, may place 
considerable strain on evacuees. You can reduce their 
anxiety through ongoing communications and by 
putting the needs of the evacuees first. 

!e information contained in Volume I and Volume II of 
this handbook should provide you with a blueprint to 
more confidently, more effectively and more safely plan 
and execute security evacuations.  

If you’re in the business of planning and coordinating 
evacuations, I hope you’ve found both volumes of this 
handbook to be useful. Use this new knowledge when 
reviewing existing plans, preparing new plans, and when 
conducting evacuation operations. 
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Afterword 

Writing this handbook has been quite the adventure. I 
first put ‘pen to paper’ for this handbook in 2015, after 
returning from a project in Nepal, where I conducted 
multiple evacuations by vehicle and helicopter. !e draft 
of this handbook started as a set of handwritten ‘lessons 
learned’ notes that gradually grew into a ‘how to’ 
handbook. 

Along the way, my writing was interrupted by projects, 
travel and perhaps even a little procrastination here and 
there. Parts of this book have been written in Singapore, 
Tokyo, Damascus, Muscat, Dhaka, Beirut, Karachi and 
Colombo, providing some unique context and 
perspective. 

In 2020, finding myself unable to travel due to the 
COVID-19 pandemic and with limited good reasons to 
continue to procrastinate, I committed to compiling my 
notes and publishing a book on security evacuations by 
the end of the year. 

As you’ve probably gathered by reading these volumes, 
that was quite an ambitious objective. Faced with an 
enormous draft that I didn’t think I’d ever be able to 
finish, I made the decision to separate the handbook into 
two volumes. 
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Volume I was published on schedule on 31 December 
2020. Volume II was published a few months later, on 31 
March 2021. 

!ese aren’t the only books I’ve written and published 
during this period. In fact, I’ve written eight other books 
focused on security and crisis management. It’s been 
quite the journey. 

Looking at this writing project as a practitioner, I’ve 
benefited significantly from the applied process of 
unpacking the art and science of security evacuations. 
Along the way, I’ve been able to refine my internal 
procedures, which has brought them to a new level. 

I’m not done with security evacuations. As the process of 
writing this handbook has demonstrated to me, there’s 
always more to learn and there are lots of opportunities 
to improve. Recently, for example, I’ve been 
experimenting with new approaches to evacuation plans, 
using a new architecture that enables multiple 
stakeholders to access a common plan. !is approach is 
far more resource efficient than the approaches I’ve used 
in the past. 

I’ve also been exploring aspects of evacuating personnel 
from more complex and less-permissive operating 
environments. !is aspect of evacuation planning and 
execution has always been difficult, but it’s a challenging 
problem that needs attention. I applied some of these 
techniques during evacuations from Afghanistan in 2021. 
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Going forward, where I discover new innovations worth 
sharing, I’ll update this handbook. 

Security evacuations are a high stakes activity. While 
they rarely occur in practice, when they do, there’s 
minimal margin for error. !ere are few things more 
exhilarating than deploying to a distant and unfamiliar 
location, rapidly pulling together an evacuation plan in 
the field, then pulling the trigger to execute that plan. 

!ere’s always the period of anxiety when you’re sitting 
by the phone waiting for the call that the evacuation 
aircraft has safely landed, while cycling contingency 
plans through your mind in case something doesn’t go as 
planned. 

What makes it worthwhile is the looks on the faces of the 
evacuees once the aircraft lands and they know they’re 
safe. You can see the sense of relief wash over them. 

Security evacuations, at their core, are about protecting 
people. As such, they are an intrinsically important 
activity. Hopefully, this handbook has reinforced that fact 
above all. 

For those of you who need to plan and execute security 
evacuations, I hope that you find this handbook to be a 
useful tool. If you have any questions or suggestions, 
shoot me an email. 

!anks for reading. 

Grant 
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Other Titles 
!is is the second volume of a two volume series. !e 
Security Evacuation Handbook Volume I: Fundamentals 
& Planning is available from our website. 

We have published a number of other books focused on 
operating securely in higher-risk environments: 

• !e Guide to Travelling in Higher-Risk 
Environments 

• !e Field Guide to Deployment Planning 

• !e Field Guide to Personal Security 

• !e Field Guide to Accommodation Security 

• !e Field Guide to Transport Security 

You can purchase these books from our website. 

Feedback 
If you identify any errors or broken links, or have 
thoughts to add on the topics in this book, please get in 
touch. 
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