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Introduction

Other sessions identified that there is a general impression by many practitioners that NIMS/ICS is badly broken and needs revision. 
Martin H. Singer and Philip Politano suggested that perhaps we should consider that ICS and NIMS are simply misunderstood. This misunderstanding not only inhibits the widespread adoption and use of NIMS/ICS for emergency services but also thwarts the integration of ICS into academia and emergency planning, preparations and response. 
First, NIMS and ICS are not the same. ICS (Incident Command System) is based on proven management tools that that promote a strong, safe and efficient overall system. 

On the other hand, NIMS (National Incident Management System) is a type of ICS framework that provides a consistent, flexible and scalable national framework that allows government and private entities at all levels to work together regardless of their cause, size, location or complexity.
Defamers of ICS often think that ICS principles are cumbersome and bureaucratic.  In these situations, it is appropriate to ask if the flexibility and scalability that ICS offers are actually understood.  The fact is, ICS principles  are simple. Failure to live by ICS principles costs lives. That is why SARA title 3 (Hazardous Materials) mandates ICS at all incidents.

“ICS” Principles

Application of management principles promotes a functional system. Common ICS principles are:
1. Defined  Organizational Structure

a. One person in charge (Incident Commander) facilitates organized (Unity of Command) structure, and appoints others as needed. Alternatively, a Unified Command Structure brings together the talents and expertise of a diverse group to promote common objectives.
b. Does your educational institution/dept have someone responsible for day-to-day operations? Why should emergency operations be different? 
2. Accountability 

a. At your institution/department, you sign in, punch in, keep attendance, use syllabi, track grades, and generally keep track of people and things. Why should emergency operations be different?
3. Common Nomenclature

a. Effective use of language and common terminology promotes understanding and effective communication across disciplines. Examples of ineffective communication include:
i. “Cover me” in academia means cover my class, whereas the fire department means use a fog screen to protect me from the heat, the military means field of fire, police mean draw your gun, EMS means get a sheet or body bag. 
ii. “Get me a bus”, emergency services may mean an ambulance or a large vehicle for moving large numbers of people. 
b. Some services still use numerical codes for designating situations. These codes are not universal and vary by jurisdiction. 
c. If we all adopted the ICS principle of plain talk, we could improve the effectiveness, efficiency and safety of mutual aid response, including Public Service response to your educational facility. Check out: www.plainlanguage.gov. 

4. Expandability/Contractility to Structure

a. At your institution/department, can you organize meetings without a Dean, or the President? It likely depends on the meeting. The flexibility of ICS is inherently variable to cover needs of incident.   

5. Management By Objectives

a. One of the first questions that must be asked before beginning any task is what is required to get the job done? The Incident Commander must first identify a clear set of objectives before establishing a plan that will meet those objectives.  

6. Span of Control Examples:
a. In a hospital setting, the number of RNs is often assigned by patient acuity. For example the number of patients assigned to a floor nurse is often different when we from intensive care, burn unit, operating room, or emergency department nurses. More critical patients and situations require a higher patient to staff ratio. 
b. In academia, hands on learning, more intensive classes, or classes that promote critical thought at higher levels require a smaller a higher teacher to student ratio. This can be equated with Span of Control. 

c. In the fire service, the ideal Span of Control is generally considered to range between 3 and 7 per truck.  This range is not a researched quantity but is anecdotally supported by the functional work force available on the standard fire engine.  

7. Integrated Communications

a. Dispatchers are the key players in telecommunications. They are the very first first responders. They encounter callers experiencing a crisis and attempt to stabilize the crisis, but they are not on scene, and lack the ability to physically assist in mitigation. Dispatchers seldom receive closure on calls, moving from one emergency to another without learning how things turned out.
b. Institutional dispatchers often interface with responders both on and off campus. They have a broad base of responsibility and accountability and are given an unclear definition of responsibilities. A clear understanding of what the responsibilities of the college and its internal responders vs. the responders from off campus must be developed. The Campus often has some accountability for the actions and safety of students and visitors on campus for college business and studies. An EOC  (emergency operations center) should be established for all on campus events, during which a campus population can swell and potentially be much larger than the community itself with different needs. Arguably, establishing an effective campus EOC will be helpful in containing and controlling any emergency because individuals in an EOC are accountable and responsible for EOC functions and can incorporate preplanned electronic and face-to-face communications with a pre-indentified response capability of community. 
c. Emergency plans are required for both special large events and the routine daily situations. Regardless, like any business, business continuity planning is critical.
d. Academicians sometimes question the value of training. They sometimes suggest that drills or pretend emergencies are not adequate or appropriate preparations for real bombings and shootings, while simultaneously suggesting that training for actual events unnecessarily alarms students, faculty and the community. After some discussion an example of a drill that has successfully been done at a college/university was offered. In the example drill, campus auditorium was filled to a capacity typical for other scheduled events. A non-critical problem with electrical system was announced as the auditorium lights flickered. A relatively controlled evacuation of the auditorium followed. Such a drill can easily be used to test the evacuation plan of the auditorium.  
e. Adequate training will provoke questions and highlight vulnerabilities in disaster and emergency preparations such as accountability and victim tracking, power grid dependence, communication gaps and campus unfamiliarity.
8. Unity of Command

a.  No one can do their job well if the person in charge gives contradictory or incomplete information.  Everyone benefits from clear instructions from one supervisor.
b. Similarly, if you have a new job or responsibilities, an early part of the job orientation is learning the organizational chart, including to whom do I report? 
9. Unified Command

a. Any time stakeholders come together in one place, interoperability is required. It is usually quickly determined who brought the most resources or who has the most at risk. That individual is often declared the Incident Commander. Next, common objectives are identified and agreed on knowing that there are usually lists of pre-requisites needed to accomplish those objectives. Unified Command is not only an organizational structure. The very essence of Unified Command helps organize an incident. 
10. IAP
a. Dwight D. Eisenhower said, “In preparing for battle I have always found that plans are useless, but planning is indispensable.”
b. Planning is essential. Without a plan, one cannot determine objectives. Without objectives, it is not possible to know if we have accomplished anything.
c. Job aids #201, 202, 203, 204, 205, 206 identify the designation of the various forms. Contrary to popular belief, ICS is not a set of forms. Forms facilitate an effective, efficient and safe ICS structure. Forms help focus. It is important to understand that not every blank on a form must be filled.

11. Predesignated Locations and Facilities

a. The reality is that Universities and Colleges that effectively and efficiently respond to emergencies plan and train. Planning, practicing, and drilling promote success. Perfect practice in the classroom makes perfect implementation in the field. This includes but is not limited to ICS training. Conversely, poor ICS training makes for inadequate preparation and execution. 

Conclusion

Should ICS be taught at Universities and Colleges? Attendees at this session indicated that their experiences indicated that where they have taught ICS at higher education facilities it had been well received. However, it is important to note that ICS in this context is different from other ICS courses which are often taught, for good or ill, by Fire or Police Chiefs. Because higher education is seen internally as a business, ICS must be taught differently at this level. However, we do not need a separate EMI course called: ICS for Higher Education. Instead, like any classroom, the content must be adapted to meet the needs of the students and made relevant to their situation. Relevance comes not by modifying content, but by modifying scenarios. ICS can be taught at Universities and Colleges to effectively save lives, property, revenue streams if ICS principles are not abandoned.
PAGE  
2

