
10 Rules to Not F Up 
Innovation in EMS

NAEMSP Medical Directors Course
Wednesday January 28, 2026

Tampa, FL

Catherine R. Counts, PhD, MHA







Rule 1: Know 
what problem 
you are trying 
to solve



Rule 2: Paramedics are not lab rats



The more comfortable EMTs & 
medics are giving me grief to 
my face, the better I’m doing.



Rule 3: Bribery works



Rule 4: It will take 3 x longer than planned



When estimating a timeline, 
under promise and over 

deliver.



Rule 5: Engineers mean well



My job is part understanding 
the assumptions engineers 

made, and part building 
enough evidence to prove 

they got it wrong.



Rule 6: Novel technologies are rarely ruggedized



Rule 6: Novel technologies are rarely ruggedized



Take photos and/or save the 
broken pieces.



Rule 7: Invariably you're going to lose a device



Rule 7: Invariably 
you're going to lose a 
device



If it’s cheaper to track the 
devices than to replace a lost 

one, track the devices.



Rule 8: Consider the unmeasured costs



Rule 9: Close the Feedback Loop



Rule 9: Close the Feedback Loop



Rule 10: Track your Balancing Measures
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