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Abstract

In times of disaster, hospital’s preparedness for disaster and
response plan contributes significantly to better functioning of the
hospital and reducing mortality and morbidity. Activating Hospital
incident command system in a timely manner in Patan Hospital
has showed how the hospital is better prepared to handle this
epidemic outbreak.
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The world is as strong as the weak health
system-- “If we fail to prepare, we prepare to
fail.”

World Health Organization (WHO) declared
COVID-19 a Public Health Emergency of
International Concern (PHEIC) on 30 January
2020." A week earlier the first case was
confirmed in Nepal.’ Internal preparations
were started locally with targeted planning,
capacity building and risk reduction in case of
massive  community  outbreak.>*  As
instructions to set up isolation beds were put
forward by the government, Patan Hospital
had already come up with 5-bedded
makeshift isolation ward and definite plan for
triage  (with  screening  questionnaire),
examination, throat swab collection and
transfer of suspected patients to isolation

ward. When WHO declared COVID-19 as
pandemic on 11 March 2020, it was a warning
sign to prepare for disaster risk reduction and
management.® On 16 March 2020, the
Hospital Incident Command System (HICS)
was activated, the COVID-19 preparedness
and response plan was endorsed which was 8
days before the appearance of the second
positive case in NepaI.7’8’9

With the activation of Incident Action Plan
(IAP), Figure 1, there were various plans viz. A
(makeshift isolation with 5 isolation beds), B
(separate isolation block with 6 isolation beds
and 21 ICU beds with 15 ventilators and 45
positive cases beds) and C (whole hospital
except emergency maternity services and
NICU) which could be implemented in various
stages of outbreak in Nepal.
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Figure 1. The Patan Hospital ‘Incident Action Plan’ and Hospital Incident Command System (HICS) for

disaster management, the context of COVID-19

Currently, the hospital is in Plan B with two
positive cases in COVID ward and few in the
isolation ward. Patan Hospital has around
1500 staff, of which only staffs needed for

optimal functions have been mobilized to
limit the exposure to other staffs. There has
been optimal utilization of human resources
from departments of Internal Medicine,
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Paediatrics, Anesthesia and General Practice
and Emergency Medicine as needed in Plan B.
When Plan-C comes in action, allthe
manpower from various departments will be
mobilized. There isroutine, at least once a
day, meeting held in the HICC room (the
conference room of Vice Chancellor Office)
for review, troubleshoot daily issues and plan
for future.

In an epidemic disaster like this, the triage
and isolation areas in the hospital are of
major concern.” The ongoing construction of
the new block in hospital premises and the
recently reconstructed ICU served as the
perfect infrastructure for isolation and ICU
facility for COVID-19 patients. Setting up a
well-planned triage (primary and secondary)
area and fever clinic has been used to
channelize emergency department (ED) and
outpatient department (OPD) services.
Activating IAP and HICS at Patan Hospital
helped in sharing these plans with MOHP
which proved to be a useful resource for the
government. Caring for non-COVID patients in
this difficult time was another major
challenge. Hence regular hospital services like
OPD, immunization, regular emergency, lab
and ultrasound services ran uninterrupted.
This ensured that all patients who visited
Patan Hospital received the clinical care they
sought.

Being a hub hospital in Lalitpur district with 15
satellite hospitals, Patan Hospital is in
continuous and effective communication with
its satellite hospitals for resource and
manpower mobilization if needed. Internal
communication is being carried out with 12
walkie-talkie sets (two-way radio) services
and with Corporate Sim cards given to all the
staff. Internal communication was effective as
the staff in isolation who were wearing
protective gear could easily communicate
with staff outside and call them in isolation
only when required, thereby reducing the
unnecessary usage of personal protective
equipment (PPE) in this scarce time. All these
services have been provided free of cost for
the hospital staff.

The next important thing was optimizing
hospital supplies and preparing to overcome
the problem of global shortage of supplies. It
was important to be aware and educate the
staffs about the level of PPE that would be
optimal for the safety of healthcare workers,
and manage the stock judiciously for use in
future. In the time of such disaster, the
procurement processing time for supplies is to
fast-tracked as per the Public Procurement
Act.'! Since the whole world has been facing
the problem of shortage of supplies, the
hospital had to move a step further and work
towards in-house production of certain gears
of PPE that would be sustainable and reused.
The basic idea was to make the hospital
functional for at least 2 months even without
external assistance and the hospital managed
to overcome that challenge. Additionally, the
supplies from donors and other sources have
been properly channeled through a one door
system. The records of the store is verified by
Infection Prevention and Control Committee
(IPCC) for the quality assurance, as well as
duplication, misuse and loss of supplies.

Simultaneously, as international travel was
banned and borders were sealed, it was
important to evaluate medicines, hospital
supplies, food, maintenance supplies and
housekeeping. It was crucial to know what
was in stock and for how long it would last
and how the hospital could procure to
function smoothly, plan for unforeseen issues
during this difficult time.

In the initial days, there was fear among the
healthcare workers which had to be
addressed and resolved. Mitigation strategies
like repeated training of staff, emphasizing on
the proper usage of PPE, regular meeting with
in-charges and chairs of the departments
(head of departments, HOD) helped to
decrease fear and motivate all levels of
hospital staff in their work. The ‘COVID-19
preparedness plan and response’ document
served as an excellent guiding protocol for the
staff. As reported positive cases started to
increase, there was concern among the staff if
the hospital would arrange for quarantine
facilities if it was not possible for them to self-
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qguarantine at home. The biggest challenge
was whether the local community would be
supportive of setting up a residential facility
outside the hospital as there was fear among
the public as well. But the local community
and local administration were supportive and
the  hospital succeeded in  making
arrangements for residential and quarantine
facilities. The residential facility which is
targeted for doctors, nurses and other staff
working in fever clinic, isolation ward, COVID
ward and COVID ICU is arranged in the
building outside the hospital and the old
private ward. It is optional and those staff
who wish to stay at hospital after caring for
COVID/suspected COVID patients can avail
this facility. Quarantine facility has been
arranged in the section of the building on the
third floor that houses HOD offices.
Quarantine is mandatory for those staff who
are exposed when caring for COVID patients.

Another technical challenge was that we had
only one national COVID-19 testing facility at
National Public Health Laboratory. So, due to
the load of tests there was delayed reporting
which resulted in longer bed occupancy by
suspected patients, draining of scarce
resources. Hence, commencement of PCR
testing facility for COVID-19 on 17 April 2020
in Patan hospital, with the aid of the
government, was an important development.

The timely activation of HICS allowed the
hospital to be ready with preparedness and
response plan. The hospital could overcome
challenges of scarcity of PPE and safety issues,
the hospital staff felt secure and motivated to
work in this of disaster. Patan Hospital has
been carrying out regular disaster drills to
upgrade the disaster response plans. It was
the first hospital in the country to conduct
hospital-based epidemic outbreak drill and
develop a robust epidemic response plan.*
There was an effective protocol in place so
everyone was well trained and knew about
their designated roles. This has contributed to
better preparedness of Patan Hospital in this
pandemic. All these activities have been
helpful to other healthcare. So there is always
a strong belief towards Patan Hospital by the

government as well as public that it will
deliver its best even in the time of disaster.

In times of disaster, it is important to have an
effective IAP and HICS to coordinate and
guide all levels of staffs in their respective
roles for smooth functioning of the hospital,
ensure the safety of patients and staffs.

Acknowledgement

Department of General Practice & Emergency
Medicine for technical assistance.

Conflict of Interest
None

Funding
None

Author contribution

All authors participated equally in sharing
experience, writeup and revising the
manuscript.

Reference

1.  World Health Organization. Novel
coronavirus (2019-nCoV) situation report -
10. World Health Organization [internet].
2020 Jan 30. PDF Weblink

2. Ministry of Health and Population,
Government of Nepal. Covid-19: information.
Ministry of Health and Population [internet].
2020. Weblink

3.  Hyogo framework for action 2005-2015:
building the resilience of nations and
communities to disasters. Proceedings of
World Conference on Disaster Reduction 18-
22 January 2005, Kobe, Hyogo, Japan. United
Nations/International Strategy for Disaster
Reduction; 2005. 25p. PDF

4.  San Mateo County Health Services Agency,
Emergency Medical Services. HEICS the
hospital emergency incident command
system. 3rd ed., vol. 1. San Mateo, California:
The San Mateo County Health Services
Agency, Emergency Medical Services; 1998.
96p. PDF

83 Journal of Patan Academy of Health Sciences. 2020Apr;7(1):80-84.


https://www.who.int/docs/default-source/coronaviruse/situation-reports/20200130-sitrep-10-ncov.pdf?sfvrsn=d0b2e480_2
https://www.who.int/emergencies/diseases/novel-coronavirus-2019/situation-reports/
https://covid19.mohp.gov.np/#/
https://www.unisdr.org/2005/wcdr/intergover/official-doc/L-docs/Hyogo-framework-for-action-english.pdf
https://www.google.com.np/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=2ahUKEwjGlsyp8pbpAhVpc98KHWAwAkgQFjAAegQIBhAB&url=http%3A%2F%2Fmedipe2.psu.ac.th%2F~disaster%2Fdisasterlast%2FHEICS98a.pdf&usg=AOvVaw1QmNDYGeReflhL3HcpPr99

Sunil Adhikari: Hospital incident command system COVID-19

5.  UNDP, India. Guidelines for hospital 9.  Arnold JL, Dembry LM, Tsai MC, Dainiak N,
emergency preparedness planning: GOI- Rodoplu U, Schonfeld DJ, et al.
UNDP DRM programme (2002-2008). New recommended modifications and
Delhi: National Disaster Management applications of the hospital emergency
Division, Government of India and United incident command system for hospital
Nation Development Programme; 2008. PDF emergency management. Prehosp Disast
6.  World Health Organization. Rolling updates Med. 2005;20(5):290-300. DOI PubMed
on coronavirus disease (COVID-19). World GoogleScholar
Health Organization [internet]. 2020 Apr 28; 10. Jenkins JL, McCarthy ML, Sauer LM, Green
Events as they happen. Weblink GB, Stuart S, Thomas TL, Hsu EB. Mass-
7. Hospital incident command system casualty triage: time for an evidence-based
guidebook. The California Emergency approach. Prehosp Disaster Med.
Medical Services Authority (EMSA) [internet]. 2008;23(1):3-8. DOI PubMed GoogleScholar
2014. Weblink Weblink
8.  Shooshtari S, Tofighi S, Abbasi S. Benefits, 11. Government of Nepal. The public
barriers, and limitations on the use of procurement regulation, 2007. 2007 Aug 20.
Hospital Incident Command System. Journal PDF Weblink
of research in medical sciences: the official 12. Shrestha A, Khouli M, Bajracharya S, House R,
journal of Isfahan University of Medical Mugele J. Development and implementation
Sciences. 2017;22. DOI Weblink of first hospital-based epidemic outbreak
management plan: lessons learned from
Nepal. Prehospital and Disaster Medicine.
2019;34(s1):s56. DOI GoogleScholar Weblink
84 Journal of Patan Academy of Health Sciences. 2020Apr;7(1):80-84.


http://sdmassam.nic.in/pdf/publication/undp/guidelines_hospital_emergency.pdf
https://www.who.int/emergencies/diseases/novel-coronavirus-2019/events-as-they-happen
https://emsa.ca.gov/wp-content/uploads/sites/71/2017/09/HICS_Guidebook_2014_11.pdf
https://www.doi.org/10.4103/1735-1995.202146
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC5393096/
https://doi.org/10.1017/S1049023X00002740
https://www.ncbi.nlm.nih.gov/pubmed/?term=16295165
https://scholar.google.com/scholar?hl=en&as_sdt=0%2C5&q=Recommended+modifications+and+applications+of+the+Hospital+Emergency+Incident+Command+System+for+hospital+emergency+management&btnG=
https://doi.org/10.1017/s1049023x00005471
https://www.ncbi.nlm.nih.gov/pubmed/?term=18491654%5Buid%5D
https://scholar.google.com/scholar?hl=en&as_sdt=0%2C5&q=Mass-Casualty+Triage%3A+Time+for+an+Evidence-Based+Approach+Jennifer+Lee+Jenkins&btnG=
https://www.cambridge.org/core/journals/prehospital-and-disaster-medicine/article/masscasualty-triage-time-for-an-evidencebased-approach/F6D96F8BCF56693C610DEF8689E8B1D4
https://ppmo.gov.np/image/data/files/acts_and_regulations/public_procurement_rules_2064.pdf
https://ppmo.gov.np/acts_and_regulations
https://doi.org/10.1017/S1049023X19001274
https://scholar.google.com/scholar?hl=en&as_sdt=0%2C5&q=Development+and+Implementation+of+First+Hospital-Based+Epidemic+Outbreak+Management+Plan%3A+Lessons+Learned+from+Nepa&btnG=
https://www.cambridge.org/core/journals/prehospital-and-disaster-medicine/article/development-and-implementation-of-first-hospitalbased-epidemic-outbreak-management-plan-lessons-learned-from-nepal/CB89A6B8B9714163AD1E931B813E024B

