Lab 8


Course Title: National Incident Management Systems

Lab Title: Command and Management 

Time: 1 hr


Objectives:

L8.1
Student Investigation of Incident Command and Management in Practice


Scope:

Through this Lab Session, students will examine how command is established and maintained during major disasters, how incident management transpires, and how the incident management structure communicates with the public and other stakeholders.  In this Lab session, actual disaster response scenarios will be studied.  


The goal of this Lab is to provoke students to consider how the actions performed in response to these incidents correspond with the National Incident Management System (NIMS), and how NIMS helped or could have helped in these scenarios.  Students will need to rely upon their own ideas and analysis by participating in this lab session, and therefore creativity should be encouraged. 



Readings: 

Student Reading:
Students should have read the materials assigned for Session 16 prior to the lab.  All other case study reading will be provided by the instructor in class. In the case of group assignments, all reading is group-specific.

Instructor Reading:

Review of Session 16 and pages 45-74 in the NIMS document, and each of the case studies that are assigned to Students in this lab (as selected by the Instructor). 


General Requirements:

This Lab Session may be conducted in the classroom.  The objective requires the division of the class into smaller groups in order to allow students to perform more detailed consideration of incident command and management both in general and in the context of NIMS.  Student groups will report the outcomes of their discussions to the class to allow for lesson transfer and an opportunity for discussion to occur.  The Instructor will guide the class discussion of the results of the class and small group discussions.    


Objective L8.1 – Student Investigation of Incident Command and Management in Practice
Remarks:

I. Incident command and management together form the foundation and structure of modern emergency management.


A. Incident command and management were discussed in Session 16.


B. These two functions allow for effective and efficient emergency operations, coordination, and support.


II. While relatively simple in concept, command and management pose incredible challenges to emergency managers in the heat of an incident, and rely upon intensive training and exercise to be even marginally effective in major events.


A. In order to facilitate command and management, various standards and systems have been developed and widely adopted throughout the country.  Two of these in particular, ICS and MACS, are key components of NIMS.


B. Incident command is performed primarily through application of the Incident Command System (ICS).


1. Students should recall that ICS doctrine states that most incidents are managed locally and are typically handled by local communications and dispatch centers and emergency management and response personnel within a single jurisdiction. 


2. In other instances, incidents that begin with a single response within a single jurisdiction rapidly expand to multidisciplinary, multijurisdictional levels requiring significant additional resources and operational support. 


3. It is ICS that provides a flexible core mechanism for coordinated and collaborative incident management, whether for incidents where additional resources are required or are provided from different organizations within a single jurisdiction or outside the jurisdiction, or for complex incidents with national implications. 


4. The scale and scope of responding agencies and officials demands that a standardized, nationwide system establishing command exist, as effective cross-jurisdictional coordination is critical in disaster situations.


5. ICS is considered a widely applicable management system that is designed to enable effective, efficient incident management by integrating a combination of factors operating within a common organizational structure.  These factors include: 


i. Facilities


ii. Equipment


iii. Personnel


iv. Procedures


v. Communications


6. ICS is a fundamental form of management established in a standard format, with the purpose of enabling incident managers to identify the key concerns associated with the incident—often under urgent conditions—without sacrificing attention to any component of the command system.


7. In Session 16, Students learned that command refers to the authority to make someone or something do something.


i. Disasters are generally periods of high stress and great need.  


ii. There are countless decisions that must be made, and tasks that must be conducted, in order for the at-risk population to be assisted and the loss of property and the environment prevented or minimized.


iii. Oftentimes the priority and selectivity of these incidents is unclear because of several factors, including (among many others):


a) Multiple options to address the same issue


b) Cost vs. benefit 


c) Differing perspectives of victims, response officials, and other stakeholders


d) Impressions or assumptions of authority


e) Uncertainty about responsibility and/or accountability


f) Unclear sources of funding or reimbursement


iv. Through the establishment of command, incident managers are able to drastically limit the uncertainly associated with each and every one of these factors, thereby allowing a final say in major decisions that must be made within the constraints of time that exist.


C. Incident Management, Students should recall, is related to Incident Command but very different in terms of its primary goals and objectives.


1. Incident management involves the mechanisms to ensure that the incident is handled in an appropriate manner such that all incident response requirements are met.


2. Incident management systems establish the mechanisms that guide or facilitate incident-related tasks in an organized manner.

3. Incident management systems are what provides the suite of systems, tools, and procedures by which:


i. Key information may be obtained;


ii. Required resources and staff may be matched to the response needs of the affected area, and;


iii. Communication may be facilitated


4. The Multiagency Coordination System (MACS) is a standard system that allows for more effective management of incidents that draw upon the resources of multiple stakeholders from the government, private, NGO, and other sectors.


III. Case Study Activities


A. Students learned in Session 16 that an emergency or disaster incident that is managed in an effective and coordinated manner is one under which management can be characterized as follows:


1. Creates a common operating picture


2. Minimizes confusion


3. Operates under established and singular authority


4. Centralizes, manages, and accounts for resources


5. Is efficient


6. Addresses the needs of all stakeholders, including the public


B. This lab session requires that Students examine actual disaster event case studies in this context in order to study the importance and impact of incident command and management systems and structures.


C. Case study exercises are facilitated through the use of several included disaster incident After Action Reports (AARs).  Alternatively, the Instructor can provide students with locally-relevant case studies or AARs, or with other reports for any major event that has occurred in the United States in recent years (though it is recommended that the Instructor assess how appropriate the information contained in the AAR will be in the context of the questions asked in this lab).


D. The case studies provided include:


1. Blizzard (Colorado)


2. Flood (Vacaville, CA)


3. Tornado (Fairview Heights, IL) 


4. Tornado (Town of Holly, CO)


5. Bridge Collapse (Minneapolis, MN)


6. Wildfire (San Diego, CA)


7. Windstorm (Washington)


8. Tsunami Warning (Oregon)


9. Sugar Plant Explosion (Savannah, GA)


10. September 11th Attack on the Pentagon (Arlington, VA)


E. If the instructor is using multiple case studies, then the class may be divided into small groups (2-4 students per group) to perform all of the exercises for this lab.  Otherwise, the class will focus on a single case study selected by the instructor.


F. The class or the individual student groups may be provided with either a hard copy of the case study (may be limited to sections that are considered relevant by the instructor), or preferably an electronic copy that students can place on their laptop computer or other device.  Electronic copies are preferable because the search function will allow students to navigate these documents much more quickly.


1. For each activity, students will have a defined amount of time to research the answers to the questions provided.  


2. At the end of the allotted time, the Instructor will ask each group to report out on their findings.


3. Students should be encouraged to approach their investigation and their reporting in such a way as to educate students in other groups about a particular experience (as occurred in each case study) rather than simply giving short, non-descriptive answers.  However, it is understood that for some questions this may be the only option.


4. Students may not always be able to find an exact answer for every question.  In such cases, students may use conjecture (though they should indicate that such is the case to the class).


G. Activity I: Establishment of Command

1. The establishment of command normally occurs in the earliest moments of the incident after recognition has occurred.


2. The establishment of command is normally dictated by the emergency operations plan and by established statutory authority.


3. Command, and the effectiveness of that command, plays a heavy hand in determining the outcome of the incident with regards to lives saved and property protected.


4. Within each group, students should be able to determine the following for the incident response described in their case study.


i. At what point in the event was command established?  What kind of command was used (e.g., incident command, unified command, or area command)?


ii. Who was determined to be the incident commander?  Was this person always the incident commander or did command ever change? Or, were multiple incident commanders utilized?


iii. Was a standardized system of incident command, such as ICS, used in this incident?  If so, is there any indication that this system was used regularly and that all associated stakeholders had received appropriate training?


iv. Was a command post activated?  If so, where was this post located?  


v. Was a singular command authority established?  Explain your group’s answer by providing details from the case study.


vi. Was the command structure flexible and scalable?  Explain.

H. Activity II: Establishment of Incident Management and Coordination of Multiple Stakeholders


1. One of the primary functions of NIMS is to allow for the coordination of emergency management activities of stakeholders that have differing goals, objectives, structures, and other factors, in order to minimize confusion and increase response efficiency.  


2. Within each group, students should be able to determine the following for the incident response described in their case study.


i. What stakeholders were involved in this incident, either as responders, victims, or otherwise?


ii. How did the incident commander or incident command structure coordinate the actions and activities, as well as the needs, of these stakeholders?


iii. If mutual aid or EMAC (or another mutual aid agreement) was utilized in this event, what resources were provided and how were they incorporated into the command and management structures in place?


iv. Was MACS utilized in this incident to better coordinate resources?  If so, describe how it helped (including how each of the MACS components were addressed: Facilities; Personnel; Equipment; Procedures).


v. How, if at all, was NIMS utilized to facilitate incident management in this incident?  If NIMS was not utilized, would application of that system improved the response that occurred?  How?

I. Activity III: Establishment of a Common Operating Picture 

1. One of the most important tasks that serves as a precursor to effective incident command and management is the establishment of a common operating picture (COP).  The COP allows all participants to work from the same pool of information, using similar assumptions and understanding.


2. In most instances, the COP hinges upon efficient and comprehensive damage and needs assessments (as investigated in Lab 7), and the communication of that information to all relevant stakeholders (as discussed in Session 15).


3. Within each group, students should determine the following for the incident response described in their case study:


i. What system, if any, was used to capture and communicate a common operating picture in this incident?


ii. Where there any difficulties in establishing a COP?  If so, what were these and what was done to alleviate them?


iii. Describe any assessments that were conducted, and the value of their findings.


iv. What technologies were used in this effort, if any, and what value did they provide?


J. Activity IV: Public Information


1. How did the incident management team handle communication with the public?  Was a Public Information Officer mobilized?


2. What methods were used to communicate with the public?  Were any supporting technologies utilized?


3. What information was communicated with the public before, during, and after the incident occurred?


4. How was the media involved in the incident?


Supplemental Considerations

N/a 
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