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About New Mexico DOH

NMDOH is a Centralized
Department of Health

Underfunded

Has the most counties with
nighest social vulnerability
iIndex (SVI) in the U.S.
Majority minority population
Rural
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Initial Vaccine Rollout

New Mexico got off to a great
start with Covid vaccine.
Partners in National Guard,
nospitals across the state,
ndian Health Service and
Public Health staff
Centralized registration and
scheduling app for vaccine
Vaccine was distributed to
providers with highest
throughput.
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Pre-ICS Vaccine Organizational Structure:
Challenges

e Lack of clarity inroles

o Lack of coordinated
communication both internally
and externally

o Unclear chain of command

« Complexity of operations
outgrew the existing structure

o Special population needs not
addressed

o« No easy way to expand the
organizational structure
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What is Incident Command Structure (ICS)?

« Model Tool for command, control and
coordination of resources

« Management tool consisting of procedures for
organizing:
o Staff
e Facilities
« Equipment
e Communications
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Principles

Common Terminology

Modular Organization

Management by Objectives

Incident Action Planning

Manageable Span of Control

Incident Facilities and Locations
Comprehensive Resource Management
Integrated Communications
Establishment and Transfer of Command
Unified Command

Chain of Command and Unity of Command
Accountability

Dispatch/ Deployment

Information and Intelligence Management

Incident Brief
1CS-201

Initial Response
& Assessment

Notification
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Incident/Event
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Preparing for | |
Reline the Planning
PESAe Meeting
Preparing IAP Prep
for the &
Tactics Approval
Meetin
Command &
General Staff
Meeting Operations
IBriefing \ Briefing
ic/uc
Develop/Update | Execute Plan g
Objectives & Assess Begins
~ Meeting Progress /
—
Initial UC
Meeting

The leg of the Planning P depicts
the initial response efforts
involved to command a no-
notice event. Due to the timing
of the vaccination efforts, this
phase of the response has passed.




2021 Timeline for ICS Transition

Jan. 22nd Jan 24-30th March - to Present

Request FEMA FEMA-DOH Continued
9 Evaluation Adaptation Implementation of
for FEMA . .. :
Support of Existing of ICS ICS with Focus on
Operations w/Equity Equity

Feb. 7th Equity Plan

Feb-March
FEMA Training, Coaching and
Support of DOH ICS Team

— Feb. 12th Joint Information Center (JIC) Established
NMDOH Investing for tomorrow, delivering today. '
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Vaccine ICS Mission and Objectives

Vaccine Mission:
Equitable Distribution of the COVID19 Vaccine to 1) decrease morbidity and mortality from COVID 19 and
2) preserve societal functioning

Community Facing:

The Department of Health’s mission is to vaccinate New Mexicans swiftly, efficiently, and equitably in order to
save lives and stop the spread of the virus.

Objective 1: Equitable distribution of vaccine across counties, zip codes, small areas , race and ethnicity
Objective 2: Efficient distribution of at least 80% vaccine delivered each week

Objective 3: Ensure safety and protection of all vaccination staff

Objective 4: Conduct regular communication between all entities (internal and external)
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Overall ICS Structure

UNIFIED COMMAND
INFORMATION OFFICER
KoM v icn COMMAND STAFF
LEGAL ADVISOR
| | | |
General OPERATIONS PLANNING/ LOGISTICS FINANCE /
Staff SECTION INTELLIGENCE SECTION ADMIN.
SECTION SECTION

:
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Equity Driven Organizational Structure

ommunity Vaccine
Equity Taskforce:
Community Guidance

NMDOH
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EXTERNAL STAKEHOLDERS

GOVERNOR’S
OFFICE

Y

CABINET
SECRETARIES

JOINT INFORMATION
CENTER

UNIFIED COMMAND
Department of Health Leadership
Representatives of other organizations

supporting the Incident Command activities

OTHER EXTERNAL STAKEHOLDERS
City Mayors, County Administrators, Other State
Agencies, Tribes & Pueblos, Private Sector

) COMMAND STAFF
Joint Information Center:
il n UNIFIED
U U COMMAND
PUBLIC
ll!gg_m‘ﬂgy -+ #1 LEGAL ADVISOR
———————————————— OFFICER
-------------- -»| MLIAISON OFFICERS | SAFETY OFFICER

GENERAL STAFF

OPERATIONS

SECTION

Investing for tomorrow, delivering today.
1190 S. St. Francis Drive * Santa Fe, NM 87505 - Phone: 505-827-2613 -« Fax: 505-827-2530 - nmhealth.org

LOGISTICS

SECTION

Unified Command

Equity SMART Objectives

To support Mission of equitable
distribution of Vaccine to:

* Decrease Morbidity and Mortality
* Preserve Societal Function




Equity Driven Vaccine Operations to Priority Populations

OPERATIONS

SECTION

v !
GEOGRAPHIC OPS RESPONSE HEALTH EQUITY
BRANCH BRANCH RESPONSE BRANCH
SENIOR AND LONG-TERM
CARE FACILITIES alolu3zlo L)
SCHOOL AGE CHILDREN
TRIBAL COMMUNITIES HEALTH PROMOTION
NORTHWEST DIVISION NORTHEAST DIVISION COLLEGES MANAGERS
Public Health Regional Director Public Health Regional Director
Emergency Managers Emergency Managers MINORITY
Vaccine Marshalls Vaccine Marshalls AL L OINERS POPULATIONS
HEALTH COUNCILS (39)
CORRECTIONS IMMIGRANT AND
JAILS AND PRISONS REFUGEE
COMMUNITY HEALTH WORKERS
SOUTHWEST DIVI.SION SOUTHEAST DIVISION PEOPLE EXP.
Public Health Regional Public Health Regional Direct £ DISABILITIES (100)
Director — ublic Heaith Reglonal Lirector HOMESLESSNESS
Emergency Managers
S NS Vaccine Marshalls
Vaccine Marshalls COMMUNITY BASED

— PROVIDERS / HOSPITALS / MCOs ORGANIZATIONS

MOBILE TEAMS — ALLOCATIONS
FAITH- BASED ORGANIZATIONS

REGISTRATION & SCHEDULING GROUP

FEMA MOBILE UNITS FOR APP

ESSENTIAL WORKER
BUSINESSES

EVENTS SCHEDULING COORDINATOR

NEW MEXICO EQUITY TRAVEL (NET) TEAMS

CALL CENTER GROUP
1
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Planning Section

DOH DOC

PLANNING SECTION

DATA ANALYSIS UNIT

—
NMDOH

STRATEGIC PLANNING UNIT

GIS TASKFORCE

DOCUMENTATION UNIT

EQUITY DISTRIBUTION

A4

DASHBOARD

APP DEVELOPMENT

DATA ANALYSIS SME
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EQUITY EVALUATION TEAM

HOMEBOUND

PRISON/DETENTION CENTER
People Exp. Homelessness

PRESENTATION AND PRODUCTS

FAITH BASED ORGS

ACCESS AND FUNCTIONAL NEEDS

VACCINE CONFIDENCE
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STUDENTS/ COLLEGE

PROVIDERS

ESSENTIAL WORKERS

VETERANS




Operationalizing ICS
to work towards health equity
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Focus on
Equity

ICS Data Team

Integrate
data
systems

Evaluate
Objectives
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Using ICS to improve vaccine equity

Identify Area of Concern

low vaccination

rates in Latinx
population

Evaluate Data Set Objectives:

Operationalize
the equity plan

feedback to

the team

Develop Strategies:

-Prioritize scheduling for

high SVI zip codes
-CHWs Rapid Community
Assessment
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Distribution of First Doses in New Mexico

80

Equity Team Data Jand J Pause

60 1

ispanic in Pop. /\ /\
™~ / ——<_ X N

White in Pop. " \
20+
LL#_/’\f\

404

Percent of First Doses

Dec 21 Jan 04 Jan 18 Feb 01 Feb 15 Mar 01 Mar 15 Mar 29 Apr12 Apr 26 May 10 May 2.
Starting Date of Week
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“River of COVID Vaccination” - Barriers

)

Had not heard Worries about

about side effects,
registration !osing work,
opportunities impact on Language iternat

current health barriers at registration

conditions Can't take problems
every ste >
£ P time off

work

Financial
Concerns

,,,,,
......

Immigration
Concerns

Can't get
through
to the
hotline
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Community Assessments

Rapid Community Assessments conducted by NMDOH
identified the largest barriers to getting vaccinated for urbar
populations in Albuquerque

Poverty 3%
Rural 5%
Eligibility 3%
Fear or Lack of Trust 3%
Vaccine Availability 6%
Time of Clinics 3%
Waiting for Vaccine 6%
Limited Locations 8%
No Access to Tech. 6%
Internet Access 8%
Tech. Lit./Reg. Trouble 15%
Accessible, Understandable Info. 9%
Clarity of Process 10%
Transportation 14%
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“River of COVID Vaccination” - Solutions

Community _ Community

Outreach Vaccine Sites

-
Connect to -

'~ resources -
food, housing, paid
Time

Vaccine
Sites with
Extended
Hours

utilities, etc

Workplace
Vaccine Sites

Registration
Help

Support
for side

effects

COVID-19
vaccine




Using ICS to improve vaccine equity

Evaluate Data

-Re-evaluate
the data

-feedback to
team

Identify Area of

barriers to vaccine for

Latinx - RCA

Set
Objectives:

Allocate 1250
doses for Latinx

Develop Strategies:

FUMU and Mobile Teams

NEW MEXICO DEPARTMENT OF HEALTH
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extended hours
walk-ins

working with CHWs

high SVI zip codes

multiple vaccines at one site
incentive - food bag

NMDOH
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Data to inform where to Focus
Efforts

« Mapping of SVI
 Mapping of Race/Ethnicity
* Mapping of COVID Cases

To Guide Operations for:

* |ncreasing coverage over time of High SVI
area

 |Increasing coverage of Hispanic/Latino,
African American, Native American
populations

* [ncreasing coverage of priority groups:
Seniors, Healthcare Workers, Educators
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extended hours

working with CHWs

high SVI zip codes

multiple vaccines at one site
incentive - food bag

“EMA Urban Mobile Unit




FUMU DATA

Count of ethnicity 4.14.21 Zip code distribution - FUMU week 3

w7123

Wnt dist
®other
®south valley

/0% from high
SVI zip codes

M|Hispanic @ Decline to Respond [® Non-Hispanic
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Improvements to Vaccine Equity

Program

Messaging:
* Free

* No Need for ID

« No Need for Insurance

* Pictures of different racial/ethnic C°V|D"|9 VACC|NES
groups

COVID-19 vaccines FREE To You
Programming s lc
. No ID Necessary.*
« Call Center Now Registers AND
Schedules People who call the Regardiess of your  insyarcearo o dont e
hotline or immiaration status, | mmmomwilsincsbeyes
- CHWs register and organize -
vaccine events P bttt — L
i
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Closer to Community:
NET Teams and FUMU Team

New Mexico Equity Travel Team (NET) Team FEMA Urban Mobile Unit (FUMU) Type 5 Uni

111177
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Community Partnerships and
Engagement

Community

Members National

Guard

Community Local City and : 5 % e
Partners: County ALTS: Aging and
CBOs, FBOs, Government Long :I'erm
Services
T (-
HSD: Human

CYFD Service Dept.

Community Hospitals, Clinics Universities Foundations Non-profits



LEARNED LESSONS from our team

* ICS can work for public health

« Leadership: ICS provides a structure for
equity driven decision-making

« Mission: Embed equity into ICS if you
want results

« Operations: A dedicated equity team
allows for responsive solutions

« Community Engagement: Partnerships
are critical within the ICS structure

* Planning: Health equity data team in
planning section is necessary to guide
actions

« Partnerships: All partners have a place
in the ICS: Cross-sector partnerships
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