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III. Emergency Operations Planning
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In this unit you will begin developing the emergency plan for your school district.
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Objectives

u

Identify who will be involved in the

school’s emergency response.

u

Develop the considerations on which

the plan will be based.
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Objectives

u

Develop the emergency organization

and assign responsibilities.

u

Identify required resources and

additional resources that will be needed.




Emergency Operations Planning

A good Emergency Operations Plan (EOP) will address all of the common response issues and special issues related to specific hazards.

A good EOP will be:

· Comprehensive, in that it will include complete response procedures for everyone who has a role in the response.

· Risk-based, in that it will address the actual risks facing the school.

· All-hazards in approach, in that it will be applicable to any hazardous situation—from lightning strike to terrorist threat.

Documents such as maps, call-down lists, and emergency points of contact should be included in EOPs.

Resources and capabilities vary from school to school and district to district.  Resource and capability variances might affect how the planning process is completed but should not be a deterrent.
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Planning Steps

Step 1

:  Identify key players.

Step 2

:  Develop assumptions.

Step 3

:  Identify resource requirements.

Step 4

:  Establish chain of command and

      lines of succession.

Step 5

:  Develop the plan.




Who Should Be Involved?

There is a wealth of expertise in the community to help you through the planning process.
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Who Should Be

Involved?

u

Local Emergency Manager

u

Public safety 

decisionmakers

u

Local service agency personnel

u

School superintendent

u

School principals and assistants

u

School transportation coordinator


The following people should be involved in the school’s planning process (and should receive a copy of the school’s plan when it is developed and each time it is revised).

· The local Emergency Manager.

· Public safety decisionmakers.

· Local service agency personnel.

· The superintendent.

· School principals and their assistants.

· The transportation coordinator.

It may be desirable to involve others as well, depending on the community, the types of emergencies that are most likely, and the resources and assistance that may be required.  Examples of others who might help with the school planning process include:

· Local clergy.

· The parent-teacher organization.

· Representatives of local civic or benevolent associations.

Who Should Be Involved? (Continued)

· Representatives from private industry (especially if the industry presents a risk to the school).

· Special-education teachers.
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Who Should Be

Involved?

What internal expertise (employee skills)

do you have to help develop your plan?

u

Science teachers

u

School nurse and health teachers

u

Cafeteria supervisor

u

English teachers or newspaper advisor

u

Building and grounds supervisor


_____________________________________________

What Can Be Assumed?
By developing assumptions about the situation, school personnel can narrow the scope of their EOP by outlining the:

· Hazards that the plan is meant to address.

· Characteristics about the community that could affect response activities.

· Information used in preparing the EOP that is hypothesis rather than fact.

This information is drawn from the hazard analysis and will help school personnel determine the situation for which they will plan.



What Can Be Assumed? (Continued)
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Determining the Situation

u

Hazards addressed

u

Probability of impact

u

Areas of the building most likely to be

affected

u

Locations of special populations

u

Critical resource needs

u

Maps supporting the situation


Examples of the types of information that should be included in the situation include:

· Each hazard that is identified as a high risk to the school (e.g., tornadoes, flooding, or fire) or would have a high degree of impact if it occurred (e.g., an explosion or terrorist incident).

· The probability that such an event would occur (e.g., is a tornado more likely than a flood?).

· The areas of the building (or grounds) that would most likely be affected (e.g., the vulnerability of the gymnasium roof in a high wind).

· The locations of special populations (e.g., life-skills students, disabled students, or non-English-speaking students).

· Critical resource needs (i.e., what can school personnel reasonably expect to need if a high-risk incident occurred?).

Attach maps or other documentation necessary to support the situation.



What Can Be Assumed? (Continued)

Assumptions show the limitations of the EOP by delineating what was assumed to be true during development.  All explicit statements of assumptions—even those that are obvious, such as the faculty and staff’s familiarity with the plan or availability of key resources—allow users to foresee the need to deviate from the plan if certain assumptions prove not to be true during operations.

Examples of assumptions include:

· There will be little or no warning before some disasters, such as earthquakes, flash floods, etc.

· Following a major or catastrophic event, the school will have to rely on its own resources to be self-sustaining for up to 72 hours.

· There may be a number of injuries of varying degrees of seriousness to faculty, staff, and/or students.  However, rapid and appropriate response will reduce the number and severity of injury.

Activity:  Developing the Situation and Assumptions

Instructions:  The purpose of this activity is to provide you with the opportunity to develop a situation and assumptions about your basic plan.  Follow the steps below to complete this activity:

1. Work in your table groups to complete this activity.

2. Using the hazard analysis completed in Unit II, develop a situation and assumptions about your basic plan.  Be sure to include:

· The hazards that your plan will address.  (Note:  Think of the hazards that your school will most likely face.)

· The probability of impact.

· The areas of the building (or property) that are most likely to be affected.

· Location(s) of special populations.

· Critical resource needs.

Situation:

Assumptions:

How Will You Operate?
Determining how schools will operate—and how they will work with response organizations—is critical to a smooth emergency response.
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How Will You Operate?

u

What should happen…

u

When…

u

At whose direction.


How you will operate—your concept of operations—illustrates the school district’s (or school’s) overall approach to an emergency situation.  The school’s concept of operations explains:

· What should happen.

· When.

· At whose direction.
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   How Will You Operate?

u

An organization chart

u

A statement about when and how the emergency

plan will be implemented

u

Definition of “action levels” and their

implementation

u

The general sequence of actions before, during,

and after the emergency

u

Who will coordinate directly with local and state

responders and how the coordination will take

place




How Will You Operate? (Continued)
The concept of operations should include:

· An organization chart.

· A statement about when and how the emergency plan will be implemented.

· Definition of “action levels” and their implementation.

· The general sequence of actions before, during, and after the emergency situation.

· Who will coordinate directly with local and State responders and how the coordination will take place.
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    How Will You Operate?

All schools should have an organizational

system in place that includes:

u

  The person in charge.

u

  Administrative staff.

u

  Faculty.

u

  Maintenance personnel.


To respond effectively, you must be organized.  All schools have an organizational system in place that includes:

· Person in charge.

· Administrative staff.

· Faculty.

· Maintenance personnel.

The organization that works well for day-to-day activities might not work as well in an emergency.

This section will introduce another way to organize your resources in an emergency, using a nationally accepted standard for disaster response.



Incident Command System

Professional responders have developed a method for managing emergencies efficiently.  That method, the Incident Command System—or ICS, has proven itself successful in small emergencies and catastrophic disasters.  The Federal Emergency Management Agency (FEMA) and State emergency management agencies have adopted ICS as their management system.
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Incident Command System

u

Method for managing emergencies

u

Used by:

v

First-response agencies

v

Emergency medical services

v

Emergency management personnel


Using the Incident Command System helps to ensure:

· Life safety.

· Property protection.

· Effective resource management.

ICS Principles

Using ICS will help school personnel to work with emergency responders to provide a better coordinated response.



ICS Principles (Continued)
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ICS Principles

u

Emergencies require certain tasks or

functions to be performed.

u

Every incident needs a person in charge.

u

No one should direct more than 7 others.

u

No one should report to more than 1

person.


ICS is based on certain principles that have proven successful in managing emergency situations.

· Emergencies require certain tasks or functions to be performed.  For example, every emergency will require such functions as student care, site or facility security, and communications.  These functions should be identified during development of the school’s concept of operations and, if possible, personnel should be matched to functions at that time.

· Every incident needs one person in charge.  That person, who is called the Incident Commander, may be the superintendent or it may be a building principal, but the person must be identified, and all faculty and staff must know who he or she is before and during an emergency.

· No person should direct the efforts of more than seven others.  Experience has shown that an effective span of control in an emergency is five to seven people.  Fewer than three people generally leads to inefficient operations.  Greater than seven is generally too much for one individual to manage during an emergency.

· No one should report to more than one individual.  A clear chain of command eliminates confusion during the stress of emergency operations.



ICS Principles (Continued)
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ICS Principles

Everyone should:

u

Use the same words to refer to the

same situation.

u

Know the terminology before an

emergency.

u

Work from the same set of achievable

objectives.


Another principle of ICS is common terminology.  Common terminology means that everyone:

· Uses the same words to refer to the same situation.

· Knows the terminology before an emergency arises.
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ICS Principles

How can you ensure that school

personnel and response personnel

“speak the same language?”

u

No “codes” unless absolutely necessary.

u

When codes are necessary, ensure that

school 

and

 response personnel know them

in advance.


The school should not incorporate “codes” into their plans unless absolutely necessary.  When codes are necessary, school personnel should ensure that both school and response personnel know the codes in advance.



The ICS Organization
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ICS Principles

SCHOOL

I

C

S

FIRE

POLICE

EM

OTHERS;

PARENTS

MEDIA

Etc.


ICS is the common link between the school and all others who are involved with (or have an interest in) the emergency.
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ICS Organization

Incident Commander

Operations

Safety Officer

Liaison Officer

Information Officer

Planning

Logistics

Finance/

Admin




The ICS Organization (Continued)
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Incident Command

System

Incident Commander responsibilities:

u

Assess the situation.

u

Establish objectives.

u

Track resource availability.

u

Develop and monitor the action plan.

u

Ensure proper documentation.

u

Appoint additional staff as necessary.


All emergencies require constant management from the Command Post.  That means the Incident Commander doesn’t leave the Command Post without delegating someone to take over.  While at the Command Post, the Incident Commander constantly:

· Assesses the situation.

· Establishes objectives.

· Tracks resource needs, including what resources are available, what have been assigned, and what additional resources are needed.

· Develops a strategy—or plan—for handling the emergency, monitors how well (or how poorly) the plan is working, and adjusts the plan to meet the realities of the situation.

· Ensures that the emergency is properly documented (for legal and financial reasons).

The Incident Commander also appoints the other staff as necessary or, in smaller emergencies, assumes these responsibilities personally:

· The Safety Officer ensures that the safety of students, staff, and others on campus is the highest priority.  He or she has the authority to halt any response activities that create an unsafe situation or put students, faculty, staff, or others at risk.



The ICS Organization (Continued)

· The Public Information Officer (PIO) acts as a liaison with the public (including the media).  He or she must be well informed of the situation at all times and should be the only person to talk to the media.  All other staff members should refer media questions to the PIO.

· The Liaison Officer acts as a point of coordination between the Incident Command and other public agencies and organizations (e.g., the Red Cross or utility company representatives).
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ICS Organization

Incident Commander

Operations

Safety Officer

Liaison Officer

Information Officer

Planning

Logistics

Finance/

Admin


Four main sections report directly to the Incident Commander.  Together with the Incident Command function, these sections are the five primary ICS functions:

· The Operations Section handles all emergency response jobs, including taking care of students as well as handling the challenges of the emergency.  Most of the adult responders will be assigned to jobs in the Operations Section.

· The Planning Section is responsible for tracking both available and needed resources, assessing the changing situation, documenting the response, and managing the large site map at the Command Post.  

· The Logistics Section manages personnel, supplies, and equipment.  During a response, the Logistics Section is responsible for handing out supplies and equipment and for deploying unassigned people for work.

The ICS Organization (Continued)

· The Finance/Administration Section is responsible for buying materials and keeping financial records of expenditures and employee hours.





How Will You Operate?
Activity:  Using ICS to Plan a Wedding

Instructions:  Follow the steps below to complete this activity:

1. Work in your small groups to complete this activity.

2. Use the information you have learned about ICS to make personnel assignments for a “wedding incident.”

3. Be prepared to share your group’s responses with the class.

Before the Wedding:
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The Day of the Wedding:


How ICS Functions in School Systems
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School ICS Organization

Principal

(School Commander)

Science Teacher

(Operations Chief)

English Teacher

(Information Officer)

Health Teacher

(Safety Officer)

Assistant Principal

(Liaison Officer)

History Teacher

(Planning Chief)

Social Studies

Teacher 

(Logistics Chief)

Math Teacher

(Finance/

Admin

Chief)


This visual shows how school personnel might be assigned to ICS positions.  Note that:

· Not all positions must be filled (but that the staff who will fill each position should be assigned as part of the plan development process so that they can train and exercise in those positions).

· Positions should be assigned based on who is best qualified for each position, not according to seniority in day-to-day work.

· Each key person (i.e., those shown on the visual) should have a back-up assigned in case the individual with primary responsibility is unavailable or is injured.

· Each person should be trained to perform the duties required of the position.

Note that, during an emergency, responsibilities and lines of authority will change from the day-to-day authorities.  All school personnel should be aware and accepting of these changes.



How ICS Functions in School Systems (Continued)

[image: image19.wmf]Visual 3.

19

School Site ICS Structure

Incident Commander

Safety Officer

Liaison Officer

Information Officer

Planning

Logistics

Admin

Documentation

Situation

Analysis

Operations

Security

S&R

Medical

Student Care

Student Release

Crisis Response


The organization shown in Visual 3.19 is typical of the type of ICS organization employed at a school incident.

However, the ICS organization can expand and contract to meet the needs of the incident.
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Playground Incident

Incident Commander:

Principal

Operations

Logistics

Planning

Administration

EMS Medic

Ambulance


For a small incident, such as the playground incident shown in Visual 3.20, there will probably be no need to assign section chiefs for Logistics, Planning, or Finance/Administration.  The principal would act as the Incident Commander as well as the Operations Chief and coordinate with Emergency Medical Services personnel to treat the student’s injuries.



How ICS Functions in School Systems (Continued)

[image: image21.wmf]Visual 3.

21

Fire Incident

Incident Commander:

Fire

Operations:

Fire

Logistics

Planning

Admin

Police

Fire

School


Visual 3.21 illustrates how ICS could be employed for a fire incident.  Note that the Incident Commander in this case would be from the fire department and that the school representative would be located under the Operations Section.

The fact that the Incident Commander is not a school representative does not mean that the school district is left out of the decision-making loop.  

The Logistics, Planning, and Finance/Administration Section Chiefs would be assigned, if needed, in the case of a major fire incident.
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Major Incident

Incident Commander

Safety Officer

Liaison Officer

Information Officer

Planning

Logistics

Admin

All Agencies

Operations

Police

Fire

School

Red Cross

District

Staging




How ICS Functions in School Systems (Continued)

In a major incident, the ICS organization could look as that shown in Visual 3.22.  Note that:

· All of the positions shown on the organization chart would be filled for this incident.

· Operations would include a school district representative.

· Planning would include representatives from all responding agencies, including the school or school district.

· Finance/Administration would be the responsibility of the school district—probably operating out of the district office.  Among the administrative functions would be documenting damage for insurance purposes and tracking financial expenditures related to the incident (e.g., supply purchases, overtime for staff, etc.).

Note that this incident also includes a staging area.  The staging area is a designated location to which personnel and their equipment report while awaiting assignment to the response.  Typically, school personnel would not be responsible for establishing or maintaining a staging area.

When first responders arrive, the incident command may transition to a unified command.  Unified command means that designated individuals from one or more response agencies will work jointly with the School Commander to carry out the response.
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ICS Unified Command

Unified Command:

Fire, Law Enforcement,

School

Operations:

Fire

Logistics

Planning

Admin

Police

Fire




How ICS Functions in School Systems (Continued)

Visual 3.23 shows how the ICS structure might look 

using a unified command.  Under a unified command, the Incident Commander would be a representative from the primary first-response agency but would make command decisions in coordination with other response agency and school personnel.

In an extreme emergency or disaster, there will be other ICS positions to fill as well.

[image: image24.wmf]Visual 3.

24

Expanded Organization

School Commander

Operations

Safety Officer

Liaison Officer

Information Officer

Planning

Logistics

Finance/Admin

Situation Analysis

Documentation

Security

Search & Rescue

Student Care

Timekeeping

Staffing

Communications

Supplies

Purchasing

Medical


Your school’s emergency plan should include procedures for each of the functional areas, as well as others that may be pertinent to their schools.  In most emergencies, many of the ICS positions will not need to be filled.

If your plans call for assigning classroom teachers to ICS positions, some classrooms will not be covered.  You may want to develop a buddy system to ensure that all students are supervised properly.

After developing a buddy list, school administrators need to take some additional steps to ensure that the buddy system works.



How ICS Functions in School Systems (Continued)
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Setting Up A Buddy

System

u

Both teachers have class rosters for

both classes.

u

Both classes:

v

Evacuate to the same area.

v

Go to the same safe area.


Teacher (or staff) buddies should:

· Each have copies of both class rosters.

· Evacuate to the same area or go to the same safe area of the school.

The buddy system could be developed based on classroom proximity and the class rosters be kept with other emergency supplies (e.g., pens, a whistle, signs, etc.) in a location where they can be readily accessed.
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How Will You

Operate?

What other assignments might you need

in a severe emergency or disaster?

u

Search and rescue

u

Medical

u

Student care and reunification




How ICS Functions in School Systems (Continued)

Schools must provide for:

· Search and rescue.  These teams search the entire school facility, entering only after they have checked the outside for signs of structural damage and determined that it is safe to enter.  Search and rescue teams are responsible for ensuring that all students and staff are out of the building (or, if it is unsafe to move the persons, that their locations are documented so that professional responders can locate them easily and extricate them).  Search and rescue teams are also responsible for:
· Using fire extinguishers to extinguish small fires.
· Shutting off utilities, if necessary.
· Identifying and marking unsafe areas.
· Initial damage assessment.
· Medical.  The Medical branch includes triage, treatment, and psychological first aid.  In catastrophic disasters, the Medical branch may also include a morgue.  (In most cases, however, the bodies will be left in place.)
· Student care and reunification.  Student care in an emergency is one of the most important tasks faced by schools.  It includes student accounting, protection from weather, providing for sanitation needs, and providing for food and water.  Much of student care will be handled by classroom teachers.  All tasks—and the assignments of personnel to handle those tasks—must be included in the emergency plan.
Reunification refers to getting students reunited with their parents or guardians in an efficient and orderly manner.  Reunification can be an enormous challenge and takes a lot of planning.

Schools should establish an area for parents to go to pick up their children.  This area should be:

· Away from the damage.

· Away from the student assembly area.



How ICS Functions in School Systems (Continued)

Using this type of student release procedure, student runners would take the name of the student to the student assembly area and accompany the student back to the pick-up area.  Parents would sign a form stating that they had picked up their child, and the individual in charge of the pick-up station would enter the date and time of pick-up to the form.

It is important to inform parents of all emergency procedures, including emergency pick-up procedures.  Schools could send the information home at the beginning of the school year and again at the beginning of each disaster “season” (e.g., winter storms, tornadoes, etc.).

Informing parents of emergency procedures will:

· Give them more confidence in the school’s preparedness measures.
· Make operations in an actual emergency run more smoothly.
· Help the school meet its legal obligation to account for and protect the students.


Activity:  Developing an Emergency Organization

Instructions:  This activity will provide an opportunity for you to develop your emergency organization.  Follow the steps below to complete this activity:

1. Work in your table group to develop an organizational chart that depicts the command and general staff positions that your school will need in a large emergency or disaster.

2. Use the space below to draw an organizational chart for your school.

3. Think about the staff that you have available and make as many staff assignments for key positions as possible.  If you need to, refer to the positions on the school organization chart of page III-11 in the Student Manual.

4. You will have 15 minutes to complete this activity.  Be prepared to present your emergency organization to the class.

What Do You Have and What Do You Need?

Some emergencies may require resources that school personnel don’t think about routinely.

You may have to rely on the school’s resources for up to 72 hours following a large disaster.

Use 72 hours as a guide to determining your resource needs.

[image: image27.wmf]Visual 3.

27

What Do You Have?

What Do You Need?

What resources would you need to be

self-sufficient for 72 hours?

u

Tools

u

Medical supplies

u

Food and blankets
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What Do You Have?

What Do You Need?

Where might you get additional supplies?

u

Tools:

v

Local parks & recreation department

v

Local transportation department

u

Medical supplies:

v

Local physicians

v

Walk-in clinics

u

Food & blankets

v

American Red Cross

v

Local hotel or motel

v

Local restaurants




Developing the School Plan

This unit has covered many of the topics that school personnel must consider when planning their emergency response.  All of this information must be prepared in a single written plan.  Once completed, the plan will be used as the basis for:

· Training staff.

· Exercising the plan.

· Responding to emergencies.

_____________________________________________

Planning for Psychological Recovery
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Psychological Effects

u

Important to your emergency response

plan

u

Can be more damaging than physical

effects


Part of the emergency response plan is planning for the psychological after-effects of an emergency, which can be more damaging and last longer than the physical effects.



Planning for Psychological Recovery (Continued)
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Crisis Response Team

u

Trained to handle emotional responses

u

Have ability/authority to make decisions

u

Members are:

v

Trained

v

Respected

v

Sensitive

v

Calm


Develop a crisis response team that:

· Is trained to handle emotional response issues.

· Has the ability and authority to make decisions.

Members of this team should include the school counselor and others who are:

· Trained.

· Respected.

· Sensitive.

· Calm.
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Mental Health Referral

u

It is not a sign of parental failure if the

child needs help.

u

Early intervention speeds the return to

normalcy and avoids later problems.




Planning for Psychological Recovery (Continued)

It is not necessarily a sign of parental failure if a child is having trouble coping after an emergency.  Early intervention can hasten the return to normalcy and avoid problems later on.

Summary and Transition

The emergency plan provides:

· A statement of the emergency situations that the plan is intended to address.

· The assumptions upon which the plan is based.

· The concept of operations.

· The emergency organization and assignment of critical responsibilities.

_____________________________________________

References

You can find additional information about the topics covered in this unit from these sources:

· Basic Incident Command System (IS-195).

· Community Hurricane Preparedness (IS-324).

· Emergency Program Manager:  An Orientation to the Position (IS-1).


These materials are available by contacting:


FEMA Independent Study Program


Emergency Management Institute


National Emergency Training Center


16825 South Seton Avenue


Emmitsburg, MD 21727



References (Continued)

The following courses are available through the State emergency management agency:

· Decision Making in a Crisis (G247).

· Earthquake Program for Schools (G288).

· Principles of Emergency Management (G230).

· Emergency Operations Center (EOC) Management and Operations (G275).

· Emergency Planning (G235).

· Hazardous Weather and Flood Preparedness (G260).

Contact your State Training Officer for more information about when and where these courses may be offered.





Plan Development Worksheet

Instructions:  Use the space below to jot down actions that you must take when you return to your school and the people that should be involved.

Finance/Admin:





Logistics:





Finance/Admin:





Operations:








Incident Commander:





Planning:





Logistics:





Operations:





Incident Commander:
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