�
�
COURSE OBJECTIVES





	The objectives of this course are to enable the participants to:





	(	Describe the process used in solving problems and making decisions.


	(	Identify barriers to effective decisionmaking in a disaster setting and develop 	strategies for overcoming these barriers.


�
�
TARGET AUDIENCE





	The target audiences for this course are managers and supervisors assigned to the Disaster Field Office or to Disaster Recovery Centers.  This course may be useful, however, to anyone assigned to disaster duty.


�
�
APPROXIMATE TIME





	1 hour 30 minutes


�
�
CONTENTS





	This course includes the following:





	(	Course Overview


	(	Introductory Discussion


	(	Solving Problems and Making Decisions


	(	Size Up The Situation


	(	Identify Contingencies


	(	Determine Objectives


	(	Identify Needed Resources


	(	Build A Plan


	(	Take Action


	(	Crisis Decisionmaking


	(	Activity:  Solving Problems And Making Decisions


	(	Summary


�
�
�



PREPARING





	Use the following checklist to help you prepare for this course:





	Supplies and Equipment


	(	Visuals 1 through 9 (See the Visual Masters section of this document.  Prepare the 	visuals if necessary.)


	(	Overhead projector with screen


	(	Chart paper, easels, and markers


	(	Masking tape


	(	Name cards


	(	Pens, pencils, and note paper





	Handout Materials (See the Handout Masters section of this document.)


	(	Solving Problems and Making Decisions Summary


	(	Solving Problems and Making Decisions End-of-Course Evaluation


�
�
NUMBER OF INSTRUCTORS





	One or two instructors may teach this course.


�
�
INSTRUCTOR QUALIFICATIONS





	Instructors should have training experience as well as previous disaster field experience.  If you are inexperienced, request that an experienced instructor co-instruct the first session with you.


�
�
�



COURSE OVERVIEW


�
�
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�
Explain that this course will focus on the skills required for solving problems and making decisions during disaster duty.





Review the course objectives with the participants.�
�
Visual 1





�





�
Display the following visual.
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�
�
�


Solving Problems and Making Decisions Summary 


�
Distribute the handout entitled, “Solving Problems and Making Decisions Summary.”  Tell the participants that they can use this handout to take notes.  (A master copy of this handout appears at the end of these course materials.)�
�
�



�
INTRODUCTORY DISCUSSION


�
�






�





�
Ask the following questions:








How many of you have ever made a major purchase, for example, buying a new home or a car, on impulse?











What happened as a result of buying on impulse?





�
�
�





�
Record the participants’ responses on chart paper.�
�






�





�
Ask the following question:








For those of you who do not make major purchases on impulse, what steps do you take before making your purchase?





�
�
�





�
Record the participants’ responses on chart paper.  





Link the responses to the problemsolving and decisionmaking model that is presented in this course by telling the group that:





(	The key to effective problemsolving and decisionmaking is to use a system or model.





(	This course will present a systematic process for solving problems and making decisions.  





Explain that the course also will describe some of the barriers to problemsolving and decisionmaking under the stress of disaster activity.


�
�
�



SOLVING PROBLEMS AND MAKING DECISIONS


�
�
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�
Point out that making decisions is part of solving problems.  Emphasize that whenever anyone makes a decision, even if the decision involves a topic such as where to go on vacation, the decision is made to address an issue or a problem. 





Explain that there are many problemsolving models that the participants can use.  This course will present a model that is relatively simple.





�
�
Visual 2





�





�
Display the following visual.
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�
�
�





�
Present the following key points:





(	This model is adapted from Incident Command System (ICS) procedures.  Each step in the model will be covered in more detail in this course.





(	Each step in this model can be completed very quickly.  It may or may not be necessary to document each step.  However, it is important to consider each step before making a decision or taking any action.  The thinking process for each step is more important than the documentation that might result.�
�
�



SOLVING PROBLEMS AND MAKING DECISIONS


�
�
�
Explain that the following discussion will elaborate on the six steps in the problemsolving/decisionmaking model.


�
�
Size Up the Situation


�
�
Visual 3





�





�
Display the following visual.
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�
�
�





�
Review the following key points:





(	Sizing up the situation means looking at the “big picture.”





(	Sizing up the situation involves analyzing the current situation to determine:





	(	What is happening or not happening (defining the problem).


	(	Who is involved?


	(	What are the implications of a wrong decision?





Caution the group not to confuse the problem with the symptoms of the problem.  For example, if a targeted group, such as the elderly, are not registering for disaster assistance, that is a symptom of potentially larger issues:  We are not reaching the elderly with our message, or The elderly are receiving our message but are not accepting it.  





Elaborate by saying that addressing symptoms may not address the underlying problem and may, in fact, lead in the wrong direction.


�
�
�



Size Up The Situation


�
�






�





�
Facilitate a group discussion around the following questions:








Can someone provide an example of a problem that is typical for his or her job during disaster operations?











Please explain:





(	The problem.





(	Who is involved.





(	What could happen if the problem is not addressed (or is addressed improperly).





�
�
�





�
Record the key points on chart paper.  Link the participants’ responses to the size-up step in the model.�
�
�



Identify Contingencies


�
�
Visual 4





�





�
Display the following visual.
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�
�
�





�
Present the following key points:





(	The next step is to address all of the contingencies.





(	Contingencies address “Murphy’s Laws:”





	(	Nothing is as easy as it looks.


	(	Everything takes longer than you think it will.


	(	If anything can go wrong, it will.





Use the problem statement from the earlier discussion to facilitate a group discussion about identifying contingencies.


�
�
�





�



What could go wrong with this situation?











What steps would you take to identify contingencies?





�
�
�



Determine Objectives


�
�
Visual 5





�





�
Display the following visual.





� EMBED PowerPoint.Slide.7  ���


�
�
�





�
Present the following key points:





(	Objectives should indicate clearly what is required to be successful.





(	Objectives always should be based on the sizeup and contingencies.





(	Objectives should be developed to allow for monitoring progress.  Objectives should enable managers to prioritize how they and their staff members should spend their time and resources.





Caution the group about setting objectives that are too broad.  Stress that it is usually necessary to narrow the focus of the objectives to ensure that they:





(	Are measurable.





(	Don’t confuse those who will have a role in accomplishing them.





Facilitate a discussion about setting objectives, using the following discussion questions:


�
�
�



Determine Objectives


�
�
��



Why do managers at a disaster site fail to set effective objectives?





�
�
�
(	Possible answers:


	(	The disaster situation is evolving constantly.


	(	Managers may lack adequate information (or be overwhelmed 		by too much information).


	(	The managers’ judgment may be affected by fatigue.


�
�
�





�



Using our previous example, what type(s) of objectives might be appropriate?





�
�
Identify Needed Resources


�
�
Visual 6





�





�
Display the following visual.
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�
�
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�
Remind the group to identify their information needs when they identify their resource requirements.





Facilitate a group discussion about resource identification, using the following discussion questions:


�
�
�



Identify Needed Resources


�
�
��



What challenges do you encounter most often when securing resources?











What is the most creative strategy that you have used to get the resources you need during a disaster operation?











Using our previous example, what types of resources might you need?  Which resource would be most difficult to get?





�
�
Build A Plan


�
�
Visual 7





�





�
Display the following visual.
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�
�
�



Build A Plan


�
�
�





�
Present the following key points:





(	Building a plan is simply determining who will do what by when.





(	Once developed, plans need to be communicated to all persons who are:





	(	Involved in executing the plan.


	(	Affected by the outcomes of the plan.


�
�
�
Facilitate a group discussion about building a plan, using the following discussion questions:


�
�
��



Why do plans fail to get implemented at a DFO or DRC?











Why types of planning strategies have been most successful at a DFO or DRC?  Why?





�
�
Take Action


�
�
Visual 8





�





�
Display the following visual.
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�
�
�



Take Action


�
�
�





�
Present the following key points:





(	The action taken is based on all of the information gained in the previous steps.





(	Successful implementation includes three components:





	(	Implementing the plan or a portion of the plan to test the 		processes.


	(	Checking the interim results to ensure that the implemen-		tation efforts are on track.


	(	Adjusting the plan as necessary to ensure that the objectives 		are met.


�
�
�
Facilitate a group discussion about this step, using the following discussion questions:


�
�
�





�



What are the potential consequences of skipping the check component?











What are some of the techniques that you have used successfully to monitor the implementation of your action plans?





�
�
�



CRISIS DECISIONMAKING


�
�
Visual 9





�





�
Display the following visual.
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�
�
�





�
Review the following key points:





(	This visual summarizes the characteristics of decisions made in crisis situations based on formal research findings.





(	This research found that under stressful conditions:





	(	The number of decisions made increases.  Crisis situations 	require that more decisions be made.


	(	The decisionmaking process becomes less controlled.


	(	More decisions are made at lower organizational levels.


	(	More “unofficial” decisions are made.  There are after-the-fact 	attempts to make the decisions “official” after the crisis 	passes.


	(	There is a feeling of uncertainty and urgency leading to rapid 	decisions about the commitment of personnel and resources. 


	(	Often, tasks are assigned that are outside the known 	competency area of the staff or organizational unit.


	(	Decisionmakers limit themselves to decisions they perceive 	are most important.  As more information becomes available, 	decisionmakers can narrow their focus and get tunnel vision.


�
�
�



CRISIS DECISIONMAKING


�
�









�





�
Facilitate a group discussion about crisis decisionmaking in a disaster setting by asking the following questions:








Are all decisions made in disaster operations time critical?  If not, why might a manager begin to treat every decision as time critical?











What causes managers at a disaster site to get tunnel vision?








(	Possible responses:


	(	Lack of contact with people outside the disaster community.  	Managers sometimes begin to think that everyone is seeing 	the situation the same way.


	(	Information overload can cause tunnel vision.  Managers get 	so much information to process that their minds stop 	accepting new information.


	(	The perceived pressure to act quickly rather than stepping


		back to analyze the situation more fully.


	(	Stress and fatigue, which can make it difficult to accept and 	integrate new information or different opinions.


�
�
�





�



What can you do to prevent making poor decisions in a crisis situation?





�
�
�



CRISIS DECISIONMAKING


�
�
�





�
Record the participants’ suggestions on chart paper.





(	Possible responses:


	(	Learn to identify when you are shutting out information or 	differing views.


	(	Do not rush decisions unless there is an extreme emergency.


	(	Get input from others involved in the situation.


	(	Run your ideas by someone who is not as close to the 	situation for a “reality check.”


	(	Know when you need a break.  Take a walk.  Get some fresh 	air or do stress-reducing exercises.


	(	Follow the model presented in this course to ensure that your 	decisions are viable.


�
�
�



ACTIVITY:  SOLVING PROBLEMS AND MAKING DECISIONS


  �
�
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�
Conduct this activity as follows:





1.	Assign the participants to groups of five or six.





2.	Ask the groups to select a problem that they have encountered in a previous disaster and to write the problem on a piece of paper.





3.	Tell the groups that they will have 5 minutes to develop their problem statements.





4.	At the end of 5 minutes, ask the groups to pass their problems to the group on their right.





5.	Tell the groups that they should develop a description of how the group would solve the problem, including key decisions that would be required.





6.	Tell the groups that they will have 10 minutes to develop their descriptions.





7.	At the end of 10 minutes, ask each group to select a spokesperson to present their approach to the problem.





8.	Facilitate a group discussion about the proposed approaches, linking them to the problemsolving/decisionmaking model, as appropriate.


�
�
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SUMMARY


�
�
�


�
Summarize this course by asking the following discussion question:�
�
�





�



Does anyone have any questions about the problemsolving/decision-making model described in this course?





�
�
�


�
Ask the group to complete the course evaluation form.�
�
�


�
Distribute the course completion certificates to the participants.





�
�
��
Thank the participants and the instructional staff.





�
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Solving Problems And Making Decisions�
�












Disaster Field Training Organization—Instructor Guide	Page � PAGE �14�		Page X.� PAGE �14��
�



























