Lab 9


Course Title: National Incident Management Systems

Lab Title: NIMS Practical Implications

Time: 1 hr


Objectives:

L9.1
Student Investigation of NIMS Practical Implications


Scope:

Through this Lab Session, Students will examine how implementation of NIMS can have unintended, oftentimes unpredictable, and occasionally significant implications – be they positive and/or negative - for the emergency management stakeholders involved and for the communities where they operate.  


In this Lab session, Students will conduct role-play wherein they work in a group setting to assume the perspective of many of these stakeholders and address several of the NIMS implementation implications discussed in Course Session 18.  


The goal of this Lab is to provoke Students to consider the different perspectives of each implication discussed, and to share those perspectives with the class.  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 18 prior to the lab.  

Instructor Reading:

Review of Session 18 and a review of the National Response Framework (NRF). 


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.    


Students will need to have an understanding of the authorities, roles, and responsibilities of the many emergency management stakeholders, as discussed in several previous sessions in this course.  It is also helpful if Students have an understanding of the National Response Framework document (http://www.fema.gov/emergency/nrf/). 


Objective L9.1 – Student Investigation of NIMS Practical Implications
Remarks:

I. In Session 18, the class discussed how compliance with NIMS-related policy, and the incorporation of NIMS practice and procedure, can potentially result in many expected and some unexpected implications for emergency management stakeholders.


II. While it is possible to expend a significant amount of effort and time on understanding how a national ‘rollout’ of NIMS will transpire, one can only generalize across all communities and all stakeholders.  In actuality, there are so many individual characteristics descriptive of the tens of thousands of communities in the United States, and hundreds of thousands of private and nongovernmental NIMS stakeholders, that there is an understandable variance in the application of NIMS across each of these.


III. The impact that application of NIMS, as a system, has on each of these depends upon a number of factors unique to the government entity, organization, hospital, school, private sector entity, and other stakeholders in question, and typically include (among others):

A. Size


B. Statutory obligation or requirement to implement NIMS


C. Willingness to institutionalize NIMS, and to participate in pre- and post-disaster NIMS efforts


D. Access to training


E. Perception of risk


F. Pre-existing relationships with other emergency management stakeholders in the community


G. Leadership commitment


H. Financial, staff, and facility resources


I. Institutional knowledge and the rate of attrition among NIMS-relevant employees


J. Access to emergency management planning efforts and structures


IV. Each of these differences translates to variance in the extent to which NIMS is applied, chiefly as a factor of the ability and/or dedication of leadership and staff to adhere to NIMS practice and principles, and the support they are able to call upon in doing so.  


V. There are a number of significant outcomes (or implications) that can occur as a result of this variance, as was stated in Session 18.  These implications, which are the focus of this lab session, include: 


A. Changes or affects on existing and new stakeholder to stakeholder relationships


B. Increased or decreased autonomy of jurisdictions 


C. Impacts on organizational and operational flexibility

D. Negative and/or positive effects on established professional relationships


E. A situation where compliance exists but where there is no operational competence 


F. Negative or positive impacts to mutual aid partnerships, agreements, or provisions 


G. Positive or negative impacts on the safety and/or liability of emergency management stakeholders


H. Positive or negative financial implications 


VI. Lab Activity Introduction


A. The Instructor should begin by dividing the class into as many groups of two as is possible in order to maximize the number of stakeholder perspectives that are represented.  If there is an odd number of Students the Instructor can form a group of three or ask if there is a Student who wishes to volunteer to work alone as a one-person group.  


1. The Instructor should inform groups that each will each represent a different possible NIMS stakeholder.  The Instructor should explain to Students that, as was discussed in the class lectures, implementation of NIMS affects each of the different community and national emergency management stakeholders (all levels) differently.


2. The Instructor can write an exhaustive list of possible NIMS stakeholders on the board for the class to see.  The Instructor can use the same list that was generated in Lab 4 of this course or adjust this list to reflect the personal, professional, or academic interests that Students have communicated throughout the course.  


3. The following are examples that the Instructor may use for this exercise: 


i. A Federal Government agency (e.g., DHS, FEMA, Department of Transportation, HHS, Department of State)


ii. A state office of emergency management or homeland security


iii. A county office of emergency management


iv. A police department


v. A fire department


vi. A privately-owned power generation or water treatment plant 


vii. A private university


viii. A major urban city government


ix. A rural town government


x. A local chapter of the American Red Cross


xi. A nationally-based NGO (such as Habitat for Humanity, the Humane Society, Save the Children, or other)


xii. A hospital


xiii. A local church, mosque, temple, synagogue or other religious chapter

xiv. A Native-American Tribal Council


xv. A family


4. The Instructor can assign each group with a stakeholder category or Students may be allowed to select a category for themselves.  This assignment will be made for the remainder of the lab session.


B. Activity 1: Consideration of changes to stakeholder relationships that result from NIMS implementation


1. Students learned in Session 18 that adoption of NIMS can affect the relationships that exist between different emergency management stakeholders.


2. Remind Students that the Department of Homeland Security places great value on NIMS’ ability to be flexible and scalable, but to consider that there is no such thing as a system that would be one-size-fits-all or that would be ideal to every stakeholder faced with implementing it.


3. Students will consider in this activity how NIMS changes the way that different emergency management stakeholders interact with each other.


4. Each group should consider the following questions:


i. Question 1: How does NIMS implementation clash with your organizational culture?


ii. Question 2: If you did not implement NIMS, through what structures would you interact with each of the other stakeholders represented by the groups in the room?  Imagine such things as:


a) Communications protocols and systems


b) Information sharing


c) Chains of command


d) Reimbursement and accounting systems


e) Autonomy


iii. Question 3: In light of this, do you feel that NIMS has a positive or negative influence on the interactions that will occur during major emergencies, or alternatively, do you feel that there is no effect whatsoever?


5. Each group should report to the class their answers to Question 3 from the perspective of the stakeholder they represent.


C. Activity 2: Consideration of NIMS and Stakeholder Autonomy, and impacts on organizational and operational flexibility


1. The Instructor can remind Students that there stakeholders may have differing perceptions about whether or not NIMS is appropriate for the jurisdictional ‘level’ where they operate (for instance, the local versus state or national).  


2. The root of this difference is commonly whether or not the stakeholder feels that NIMS implementation offers them any increase and value in light of their ability to manage the disaster.


3. This is increasingly true as the jurisdictional level moves from national to local, and from urban to rural.


4. Students should consider, in light of this issue, how NIMS might affect or have affected the ability of the stakeholder their groups represent to respond to disasters as they would see fit, and in light of their authority to maintain command and control as dictated by their local and state statutory authorities (in instances where the stakeholder is governmental).  


5. Students should consider such things as:


i. Does your stakeholder tend to prefer operating in an informal fashion, with informal organizational structures, or with increased structure?


ii. Does your stakeholder tend to be inward or outward facing in their response operations (i.e., does this stakeholder look to expand their span of control, or would they prefer to compartmentalize their operations within a set geographic or administrative boundary?)


iii. Does your organization tend to rely upon personal relationships, or upon established chains of command and assigned responsibilities and taskings?


iv. Is your organization typically self-reliant, or does it look outside sources for guidance or direction in emergency situations?  


v. Does your organization typically welcome or shun directives concerning planning methodologies, training directives, certifications and standards of measurement, and other ‘standardization’ systems? 

6. Groups should describe to the class in a concise report how NIMS affects the stakeholder they represent in terms of positive and negative aspects, and in light of the questions posed above and others the Students or the Instructor add.


D. Activity III:  Consideration of the difference between NIMS Compliance and NIMS Competence


1. NIMS implementation, and compliance with implementation schedules, is fairly widespread across most government jurisdictional levels, and among many of the nongovernmental NGO and private stakeholders.


2. The only true test of competence, however, is use in a real disaster, despite that exercises and drills can help to determine competence to a degree.


3. In Session 18, it was discussed that many stakeholders might only implement NIMS because they wish to remain eligible for grant funding, or because a political or legal directive has mandated the implementation.


4. Students should consider NIMS implementation from the viewpoint of the stakeholder they represent, and consider the following questions:


i. What requirement exists that mandates implementation of NIMS?


ii. What does my stakeholder stand to gain by implementing NIMS, both NIMS-related and non-NIMS related (e.g., grant eligibility, customer confidence, relationships with other stakeholders in the community). 


iii. Could my organization claim to be NIMS compliant even if it is not necessarily “NIMS competent”?


iv. If so, what would prevent my organization from wishing to or being able to becoming competent in NIMS even if it has implemented it?


v. Is it likely that my stakeholder would actually use NIMS if a disaster event occurred?  Why or why not?


5. Students should report to the group a summary of what they feel characterizes the likely competence of individual entities included in their ‘stakeholder’ group assigned.


E. Activity IV: Consideration of NIMS Impact on Mutual Aid or on Safety and Liability


1. The Instructor can discuss with Students the statement that NIMS is essentially a system that facilitates cross-agency mutual aid.  


2. Students should consider that NIMS was created by the Federal Government, and the Instructor should lead a discussion on what affect that might have for each stakeholder.  The Instructor can remind the Students that, despite that the Federal Government is not involved in 99.9% of the incidents that do occur, NIMS is designed to be used in incidents of any size.  


3. Students should work in their groups to consider what outside assistance (mutual or otherwise) their stakeholder might call on or depend on (or provide) in a disaster (involving the Federal Government or not).  Considering that all mutual aid becomes subject to the policies and protocols laid out in NIMS, each group should discuss amongst themselves what positive and negative effects this might have on the stakeholders’ ability to garner or provide resources to or from other stakeholders.


i. Students can consider the positive and negative implications of resource typing for their stakeholder.


ii. Students can consider whether or not a system like MAC would have been sufficient, or whether the full NIMS was required. 


iii. Students should consider whether or not their stakeholder might be more or less inclined to request mutual aid due to the NIMS structures that exists (in terms of an increase or decrease in control of the incident as a result, or any other factors Students may think of).


4. Alternatively, Students can think about the impact that NIMS has on responder safety and the liability faced by responders and the organizations as a whole.


i. Students should consider the discussion in Session 18 that described legal protections that exist in many states that are tied to implementation and compliance with NIMS.


ii. NIMS compliance and competence also increases considerably the likelihood that commands are understood, that there is an of all actions and the individuals tasked with performing them, and that all incident needs are accounted for.


iii. In light of the stakeholder represented in each group, is it likely that these liability and safety benefits would exist, or are there associated negative implications related to safety and liability that would arise unintentionally?  Students should consider the lesson remarks of Session 18 in their discussions.


5. Student groups should each report out their findings to the group in a concise summary.


Supplemental Considerations

N/a 

Resources

N/a
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