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Learning Objectives

· List and describe public health ethical principles and an ethical framework to resolve moral tensions disasters might bring up. 

· Review scenarios that will illustrate how the framework and principles can be used.

· Develop methods to make decisions with collaborators in the midst of a disaster.

Problems of Catastrophes

· In the midst of severe crises, our ordinary assumptions may crash against realities of limited resources and uncertain conditions, despite efforts to prepare.

Biomedical and Public Health Ethics
· Autonomy – Personal autonomy versus the common good

· Beneficence – Obligation versus responsibilities
· Non Maleficence, minimize harm – Authority and decision making
· Justice – Least unfair distribution of benefits and burdens
Beauchamp, TL, Childress, JF. Principles of Biomedical Ethics: Oxford University Press, New York, any edition.
The Precautionary Principle
· Transparency;

· Inclusion in the decision making process;

· Accountability.
· Action, even coercive action, must be taken when there is a serious threat to the public’s welfare, often in the face of uncertainty

Kurland, J. Editorials, The Heart of the Precautionary Principle in Democracy. Public Health Reports: 2002: Nov-Dec. 117,491-500
A Decision-Making and Analysis Process (DMAP)

· When decision makers must rapidly alter course during crises, based on evolving conditions, or change activities involving multiple jurisdictions, they will benefit from an existing, tested, validated Decision-Making and Analysis Process (DMAP). 

FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Important Characteristics of a Decision Making Analysis Process (DMAP)
Process that leads to action steps should:

· Be do-able--quickly (e.g. over several hours).

· Collaborative. 

· Consistent. 

· Resolve thorny issues of resource allocation. 

· Minimize social disruption.

· Be defendable.

Decision Making and Problem Solving 

· Step 1. Identify the Problem

· Step 2. Explore Alternatives

· Step 3. Select an Alternative 

· Step 4. Implement the Solution

· Step 5. Evaluate the Situation
FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Problem solving is a set of activities designed to analyze a situation systematically and generate, implement and evaluate solutions.

Decision Making is a mechanism for making choices at each step of the problem solving process.

Protocol for Decision Making in the Midst of Crises: Role of Convener. Proposed by Harvey Kayman, with adaptations from FEMA IS 241
Step 1-Identify the problem 

· Define the problem clearly; distinguish problem versus solution.

· Determine that a decision must be made.

· Describe the desired outcomes of the decisions, clearly and in detail.

· Gather all pertinent data from evidence, models, expert input. 
· Assure that the data are accurate, complete and up to date, as best you can .
· Utilize vocabularies and principles with participants who have been trained to use the method, if possible. 
Engage stakeholders

· Gather the appropriate stakeholders.

· Describe the problem and the desired outcome/goal with information about available resources. 

· Present pertinent data from evidence, models, expert input, etc. clearly.

· Describe the timeframe to implementation.

· Discuss and analyze problem, data, options

Step 2: Evaluating Alternatives

· Does this solution fit the circumstances?

· Is action worth doing?

· Will this option meet the objectives?

· Consider cost/benefit ratio.

Identify constraints:
· Technical

· Political

· Safety

· Financial

· Social

· Human resources

· Environmental

· Time urgency

· Legal

· Ethical

Checklist of questions to consider: 

· Will the outcome of resource distribution warrant the energy, cost, expenditure, etc. and lead to reaching the stated goal?

· Is it legal? 

· Does it fit into regulatory framework? 

· Are you the best institution to take on the responsibility of solving this problem or should you share the responsibilities with another party, or suggest that someone else take on the responsibility? 
· If you should take on the responsibilities, who are your important partners, other stakeholders, consultants, etc.?
· Do you have the data to support your choices?
· Do you have the capacity to deliver the resource?

· If not, what materials, resources and trainings are needed to expand capacity?

Ethical questions to consider:

· Is your decision about resource allocation equitable or does that matter? 

· Will it result in the “least unfair” distribution of benefits and burdens?

· What gives you the authority to make this decision? 

· Do you have the time & expertise to examine for bias?

· Will implementation interfere with some group’s autonomy in support of the common good?

· What are potential consequences; negative, positive, undesired, not anticipated in the past, etc.?

Ethics algorithm: a systematic approach to applying basic ethical principles and theories to any situation. (AHRQ) 
1. Who are all the possibly interested parties? 

2. What is the full range of duties and obligations of each potentially interested party, or at least the primarily interested parties? 

3. How might various duties and obligations of each of the various parties clash/conflict? 

4. What might be short-term and long-term consequences, both good and bad, of each possible course of action? How confident are you of your predictive accuracy? 
5. What ethical principles are at stake? (Possible ethical principles include respect for persons, beneficence, nonmalfeasance, justice, truth telling, liberty, opportunity, and reciprocity.) Which ones are in tension? 

a. After enumerating the list of principles at stake, work to specify them; refine the meaning of each principle involved. Work to bring the broad abstractions down to the level of the specific situation being discussed. 

b. Make explicit the strategy for use of the principles. For example, for the situation at hand, must all the involved principles be upheld or is the strategy to balance the principles? If a balancing strategy is being applied, make explicit which values/ethical considerations are being balanced off and against which other values/ethical considerations. 

6. What might be the intentions of the various players? Evaluate the praiseworthiness or lack thereof, of the motives of the people, organizations, and/or institutions involved. 

7. What appears to be the full range of the possible courses of action? 

8. Weed out those possible courses of action that appear not to be justifiable based on potentially bad consequences, inability to meet duties and obligations, and/or the ethical soundness, or lack thereof, of intentions. 

9. With the possible courses of action that are left, make explicit the justifications for taking each. Then vigorously scrutinize whether or not those justifications are ethically robust. 

Evan G. DeRenzo, Ph.D., Found in Phillips SJ, Knebel A, eds. Mass Medical Care with Scarce Resources: A Community Planning Guide. Prepared by Health Systems Research, Inc., an Altarum company, under contract No. 290-04-0010. AHRQ Publication No. 07-0001. Rockville, MD: Agency for Healthcare Research and Quality 2007. 

A Matrix for Ethical Decision Making in a Pandemic

[image: image1]
J. F. TUOHEY. A Matrix for Ethical Decision Making in a Pandemic. The Oregon Tool for Emergency Preparedness. Health Progress  88 (6) November-December 2007

Step 3: Select a course of action from alternatives
Determine objectives
Objectives are measurable targets that are: 

· Used to monitor progress and establish priorities. 

· Based on analysis of the situation and contingencies. 
FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Develop an Action Plan

· Identify needed resources:

· How much will it cost? 

· Do you have the money to support implementing your decisions?

· If not, can you get the $ in time?

· What is the likely source of funding?

· Will your partners provider in kind resources? 
Checklist of questions to consider:
· Are there existing systems and materials that can be incorporated into the operation of the intervention or do you need to create a new system?

· Have you sought and incorporated feedback from the wider community?

· Have you communicated with partners, constituents, funders, stakeholders, etc.?

· Reconsider other alternatives for action or use of resources.
Proposed by Harvey Kayman, with adaptations from FEMA IS 241
Build a Plan

· Who?

· Will do what? 

· With whom?

· By when?

· Where?

· How?
FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Step 4: Take Action; Implement the solution

Implement the plan
Present the best of the feasible solutions. 

· Address foreseeable side effects. 

· Identify who will take the action. 

· Describe the activities required to implement the solution. 

· Describe the resources needed to implement the solution. 

· Include a timetable for implementing the solution. 

· Remember that the plan must be disseminated to all who have responsibility for any part of implementing it. 

· Employ surveillance and/or tracking systems to document the intervention, the results of the intervention, the providers and the recipients.

· Create process so it is scalable to larger or smaller venues.

· Include people from different cities, counties, disciplines, and countries (political leaders, business leaders, educators, representatives of other institutions, health care providers, etc.)

FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Implementation: Later steps

· Evaluate the process.

· Improve as needed

· Adapt for use by others.

· Create after action report.

· Share knowledge with others.

FEMA IS 241 http://training.fema.gov/EMIWeb/IS/is241.asp
Tracking Changing Conditions, Determinants and Vectors of Risk and Uncertainty
	Evolving catastrophe
	High Risk
	Low Risk

	Information Ambiguous/

Uncertainty
	A. Take action though the situation may be unclear ↔, ↕
	↔B. Prepare as situation evolves. ↕

	Information Known and Clear
	↕ ↔ C. Commit to increasing resource allocation and distribution with specific plans
	↕ ↔ D. Can make rational decisions based on clarity of vision and political will


	Performance Evaluation-Decision making in the face of uncertainty 
	Actual danger

	
	Dangerous event
	Ordinary event

	Decision
	Take strong action
	True Positive
	False Positive
 (i.e. take action when you should have waited for further developments and information) 
Type I error

	
	 Wait and see what develops
	False Negative
 (i.e. take NO ACTION when you should have taken action) 
Type II error
	True Negative
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