Public Health Emergency Response Decision-making assessment tool

This tool is designed to help assess and improve the quality of public health emergency decision making in exercises and real incidents. It provides a basis for evaluating crisis decision making that involves complex issues for which existing plans do not provide sufficient guidance and should be used in situations for which group deliberation is needed.  It is recommended that at least three to five decisions form the basis for assessment. Items in the tool focus on evidence-based processes that apply to a wide variety of decision contexts, including, but not limited to, the decision to request SNS materiel, to allocate scarce resources, to close schools, and so on.  The tool should provide a basis for both assessment and process improvement, but it has not been validated for use as an accountability tool. 

The tool should be administered in real time by external observers who have familiarized themselves with the items ahead of time.  During the exercise or incident, observers should take notes on relevant processes as they occur, and then review and finalize ratings after the exercise or incident.  Alternately, observers could complete the tool after the exercise or incident (although the unreliability of memory makes this a less preferred option).  All scoring should be based on overt discussions (although observer perceptions may be noted in the space provided for each item).  Additional technical detail, including justifications for each item and sample evidence, is provided in a companion document.

Each section may be completed for (a) the overall exercise or incident, (b) a single operational period, or (c) a specific decision within the exercise or incident.  Action planning, in particular, may be more appropriately applied to specific decisions, with summary ratings made after the exercise or incident.  In this case, it is recommended that multiple copies of each section be printed ahead of time and completed as necessary.

Scoring:

0:
Should have been done, but was not

1:
Not sufficient

2: 
Somewhat sufficient

3:
Mostly sufficient

4:
Completely sufficient

N/A:
Not applicable to this situation (requires brief explanation)

N/D: 
Not able to determine 

Key terms:

· Sufficient.  The action/activity was complete and timely enough so that the assigned tasks and/or response could be accomplished.  Exemplary efforts that go beyond completely sufficient may be described in the notes section.

· Relevant decision maker(s).  Those who, in the observer’s judgment, should be involved in the decision at hand.  The tool does not assume that all present will or should be involved in every facet of decision making.  

Situational Awareness:  Attention to and interpretation of threats/vulnerabilities and knowledge of resources; involves identifying and testing assumptions, recognizing uncertainties, and predicting the future development of the incident.  


These ratings are of:  □ the entire exercise/incident  
□ one operational period  
□ a specific decision (specify): _________________________   
	Score
	Item
	Notes

	1.  ASSESSING THE incident. Relevant decision makers discussed:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Number & location of people affected by the incident
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Agent/cause of the incident
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Severity of the incident
	

	0
	1
	2
	3
	4
	N/A
	N/D
	d. Potential countermeasures
	

	0
	1
	2
	3
	4
	N/A
	N/D
	e. Time line for responding to the incident
	

	0
	1
	2
	3
	4
	N/A
	N/D
	f. Unknown information likely to affect the understanding of or response to the situation
	

	0
	1
	2
	3
	4
	N/A
	N/D
	g.  Strategies for gathering information to address unknowns in Item 1f
	

	2. DETERMINING Personnel (staff and volunteers).  Relevant decision makers discussed:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Number/skill mix of personnel needed for optimal response to the incident (above and beyond those currently deployed)
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Number/skill mix of personnel currently available for deployment
	

	3. DETERMINING Nonpersonnel resources (materiel, supplies, equipment, facilities).  Relevant decision makers discussed:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Nonpersonnel resources needed for optimal response to the incident (above and beyond those currently deployed)
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Nonpersonnel resources currently available for deployment
	


	Score
	Item
	Notes

	4. PROJECTING FUTURE CHANGES.   Relevant decision makers explicitly discussed predictions about future changes in:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Number/location of people affected
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Need for and availability of response personnel 
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Need for and availability of nonpersonnel resources 
	

	0
	1
	2
	3
	4
	N/A
	N/D
	d. Strategies to deal with resource shortfalls
	


Action Planning:  Identifying, evaluating, and selecting among options designed to mitigate or control the health effects of the incident, including planning for contingencies.  Action planning also involves specifying and assigning responsibility for tasks. 


These ratings are of:  □ the entire exercise/incident  
□ one operational period  
□ a specific decision (specify): _________________________   
	Score
	Item
	Notes

	5. Developing, evaluating, and selecting among options.  Relevant decision makers:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Discussed relevance (or need to adapt) pre-existing plans, policies, and procedures
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Discussed possible courses of action
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Discussed likely consequences of alternative courses of action
	

	0
	1
	2
	3
	4
	N/A
	N/D
	d. Discussed assumed pros and cons involved in alternative courses of action (e.g., speed versus accuracy in prophylaxis dispensing)
	

	0
	1
	2
	3
	4
	N/A
	N/D
	e. Identified contingency plans to address deviations from key assumptions in Item 5d
	

	0
	1
	2
	3
	4
	N/A
	N/D
	f. Clearly stated a decision (or provisional decision) and how it will be communicated to stakeholders.
	

	6. Initiating Execution. Relevant decision makers discussed:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. A concrete list of key steps required to execute the decision(s)
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Responsibility and time lines for completion of key steps in Item 6a
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Trigger points for initiating key actions
	

	0
	1
	2
	3
	4
	N/A
	N/D
	d. Signals that will indicate a failure (or potential failure) in the current strategy
	 


Process Control: Structuring group discussion to ensure adequate information processing; leadership, group norms, and organizational structure can all facilitate or hinder process control.


These ratings are of:  □ the entire exercise/incident  
□ one operational period  
□ a specific decision (specify): _________________________   
	Score
	Item
	Notes

	7. Managing decision-making resources.  Leaders and other relevant decision makers:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Discussed people who needed to be involved in the decision process and who is missing
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Appropriately delegated decision-making authority
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Discussed who has ultimate authority to make decisions
	

	0
	1
	2
	3
	4
	N/A
	N/D
	d. Appropriately focused on the most critical decisions
	

	0
	1
	2
	3
	4
	N/A
	N/D
	e. Discussed and followed time line for making decisions
	

	0
	1
	2
	3
	4
	N/A
	N/D
	f. Spent an appropriate amount of time on deliberations, given the speed required for an effective response
	

	8. Engaging multiple perspectives.  Consistent with the incident time line, relevant decision makers:

	0
	1
	2
	3
	4
	N/A
	N/D
	a. Explicitly acknowledged roles, skills, knowledge, and expertise possessed by specific decision makers
	

	0
	1
	2
	3
	4
	N/A
	N/D
	b. Discussed information and perspectives specific to certain decision makers
	

	0
	1
	2
	3
	4
	N/A
	N/D
	c. Encouraged full range of views
	


Information about Observer

1. Number of years of experience in emergency response and/or public health emergency preparedness:  ______

2. Number of years’ experience with ICS:  ______

3. ICS roles/sections that you have experience in (check all that apply):

______ Incident Commander
______ Liaison Officer
______ Logistics Section

______ Public Information Officer
______ Operations Section
______ Finance/Administration Section

______ Safety Officer
______ Planning Section
______ None of the above

4. Relative to other public-health first responders, how knowledgeable/experienced are you with this type of incident (e.g., anthrax, pandemic flu)?


1
2
3
4
5


Much Less

About Average

Much More


Experienced



Experienced

5. In the past year, how many exercises have you participated in:

As a player:  ______

As an evaluator:  ______

6. How many incidents have you been involved in that required ICS:  ________  

7. Primary field(s) of expertise (check all that apply):

______ Public Health (PH)
______ Medicine
______ Fire

______ PH, Administration
______ Nursing
______ Police

______ PH, Environmental Health
______ Pharmacy
______ Academia

______ PH, Epidemiology
______ Emergency Management
______ Other:  ___________________

______ PH, Health Education
______ EMS


Information about Exercise or incident

1. This was an:  Exercise:  ______

Real Incident:  ______

2. Date of the exercise/incident (mm/dd/yyyy):  __________

3. Day of the week of exercise/incident (note if this is a holiday):  __________

4. Exercise/incident start time (24-hour clock time HH:MM, e.g., 13:00):  __________

5. Exercise/incident end date (date the drill will be declared done, mm/dd/yyyy):  __________

6. Exercise/incident end time (time the drill will be declared done (24-hour clock time HH:MM):  __________

7. Location of exercise/incident:  ____________________

8. Number of relevant decision makers:  ______, and if an exercise, number of evaluators:  ______

9. Roles of relevant decision makers involved in the exercise/incident:

10. To what extent were all relevant decision makers present during the exercise/incident:


1
2
3
4
5


Few were present

Some were present

All were present

11. If decision makers were at multiple locations, systems used for communication among decision makers:

12. Main objectives of this exercise/incident:

13. To what extent did decision makers address exercise/incident objectives:


1
2
3
4
5


Few were addressed

Some were addressed

All were addressed

14. Key decisions evaluated using the tool:

15. Brief written description of the exercise or incident:

