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NJPCA Continuity of Operations Plan (COOP) Overview

A Continuity of Operations Plan (COOP) assists an organization’s ability to continue providing essential functions and services during an emergency and resume full operational status after the emergency.

NJPCA’s COOP:

· Ensures that essential PCA functions are maintained during an emergency

· Ensures PCA staff’s roles and responsibilities are clearly defined and communicated 

· Ensures the successful succession to office in the event a disruption renders the CEO/President unable to perform their responsibilities

· Ensures that PCA staff has an alternate facility from which to work

· Reduces loss of life by minimizing damage and losses 

· Reduces or mitigates disruptions to PCA operations

· Protects essential functions, equipment, vital records and other assets

· Achieves a timely and orderly recovery from a COOP emergency

While NJPCA’s primary COOP is driven by the all hazards approach to emergency management—this supplemental COOP focuses on the emergent A H1N1 influenza pandemic and outlines protocols for a novel pandemic influenza situation based on NJPCA’s Hazard Vulnerability Analysis.  

Influenza is a respiratory illness of viral etiology.  The virus is a member of the Orthomyxoviridae family.  There are 3 immunologic types: A, B, and C. The virus’s segmented nature facilitates genetic reassortment, which leads to genetic diversity in type A.  Minor reassortments are antigen drifts and major viral reassortments are antigen shifts.  The major antigenic shift variations underlie the deadly worldwide pandemics (1918 ‘Spanish’, 1957 ‘Asian’, 1967 ‘Hong Kong’) due to the population’s lack of immunity to the novel virus subtypes.   

The 2009 novel A H1N1 “swine flu” pandemic is a global outbreak of a new strain of influenza A virus subtype H1N1 identified in April 2009.  It is thought to be a mutation, more specifically, a reassortment of four known strains of influenza A virus subtype H1N1: one endemic in humans, one endemic in birds, and two endemic in pigs.  Experts assume that the virus emerged from pigs in Asia and then the virus was carried to North America by infected humans.  

On June 11, 2009, the World Health Organization (WHO) signaled that a global pandemic of novel A H1N1 influenza was underway by raising the worldwide pandemic alert level to Phase 6.  This action was a reflection of the spread of the new H1N1 virus, not the severity of illness caused by the virus.  

NJPCA’s COOP Plan Activation 
HRSA’s PIN 2007-15 defines an emergency or disaster as the following, 

“an event affecting the overall target population and/or the community at large, which precipitates the declaration of a state of emergency at a local, State, regional, or national level by an authorized public official such as a governor, the Security of the Department of Health and Human Services, or the President of the United States.”  

COOP emergencies/events are (but not limited to) equipment failure, flooding, fire, extended power outage, CBRNE event, pandemic influenza, or civil disturbance.  

NJPCA’s President/CEO has the authority to activate this Continuity of Operation Plan in the event of an emergency or disaster as defined in HRSA PIN 2007-15 or a given situation in which the impact may have a negative outcome to the safety and livelihood of the New Jersey Primary Care Association, New Jersey’s Federally Qualified Health Centers and the community at large.   

NJPCA’s COOP will be implemented for novel pandemic influenza when three or more NJPCA employees are out from work with influenza-like illness (ILI); the Governor orders a social distance policy; or the Center for Disease Control and Prevention (CDC) guidance recommends work from home.  Human resource policies can be implemented for non-essential staff to limit disease transmission by allowing them to work from home.    

NJPCA’s COOP Section Outline
1. Essential Functions

2.  Supporting Functions

3. Delegations of Authority

4. Orders of Succession

5. Alternate Facilities

6. Interoperable Communications

7. Vital Records 

8. Human Capital Management

9. Tests, Training and Exercises (TT&E)

10. Devolution
11. Reconstitution

Essential Functions of NJPCA

Essential functions are those functions that enable NJPCA to provide vital services to FQHCs in times of crisis and meet all Federal, State and other mandates, statues and regulations.  Below are NJPCA’s prioritized essential functions.     

· Emergency assistance/support to FQHCs during disaster

· Legislative and advocacy work

· Health policy

· Needs Assessment

· Major events shaping economic and demographic landscape of NJ

· Technical Assistance

· Critical trainings

· Performance and operational improvement

· Program development 

· Management and finance of FQHCs

· Governance

· HMO/Medicaid/Medicare issues

· SCHIP

Supporting Functions of NJPCA

Supporting functions are those functions that support NJPCA’s essential functions and maintain operational status of NJPCA’s Programs and Initiatives.

· Webinar based educational programs and trainings for FQHCs  
· Electronic medical records rollout
· Data management 
· All-Hazards emergency preparedness education and trainings
· Clinical Learning Teams and quality collaborative 
· Community Outreach including National Health Center Week
Essential Staff (4)

Justine Ceserano

Director, NJ State Office of Rural Health

Order of Emergency Succession Plan, Secondary (#2)

NJPCA’s Crisis Communication List, Third, (HACC)

BLACKBERRY

Katherine Grant-Davis

President and CEO

Order of Succession Plan, Primary (#1)

NJPCA’s Crisis Communication List, Second, (HACC)

Primary Media Contact/Public Information Officer

BLACKBERRY

Amelia Muccio

Director of Disaster Planning

H1N1 Steering Committee Chair

NJPCA’s Crisis Communication List, First (HACC) 

BLACKBERRY

Julia Su
Senior Accountant 
Essential Staff are expected to staff NJPCA offices during state of emergencies and significant emergencies that impact the Primary Care Association and New Jersey’s FQHCs.  Essential Staff are also expected to be available off hours during state of emergencies and other significant emergencies.    

If the situation is or becomes too demanding on the four essential staff, NJPCA’s CEO/President reserves the right to ask an administrative assistant to report as essential staff to support the essential staff and overall PCA functionality.  

Non-Essential “Supporting” Staff (9)

Sue Brandbergh

Administrative Assistant

Amia Campbell
SEARCH Manager
Suzanne Geiger

Administrative Assistant

Selina Haq

Director of Health Planning and Data Management 

Donna Jackson

Nurse Case Manager

Leslie Morris

Director of Community Relations

Nina Robinson

Quality Assurance Program Manager

 H1N1 Steering Committee Member

Linda Whitfield-Spinner

Clinical Quality Program Director

Order of Emergency Succession Plan, Tertiary (#3)

H1N1 Steering Committee Member

Donna Zsoldos

Executive Assistant 

Non-Essential “Supporting” Staff are expected to work from home during state of emergencies and other significant emergencies that warranted the implementation of NJPCA’s continuity of operation plan (social distancing mandate, natural disaster, manmade disaster, influenza pandemic, etc.)  Non-Essential “Supporting” Staff will be asked to work from home using PC Anywhere or a comparable software system that allows remote access to employee’s computer hard drive.  All Non-Essential “Supporting” Staff are asked to backup all information needed to allow a seamless transition from the office to a work from home situation.  If Non-Essential “Supporting” Staff do not have the interoperable communication abilities (phone, computer and Internet) to work from home (not including PC Anywhere) they must use personal, sick, and/or vacation time to account for their absence.  If the Non-Essential “Supporting” Staff is out of time, and not demonstrating any symptoms of influenza-like illness, the employee may ask the President/CEO is she can become a ‘De Facto Essential Staff Member’ and can report to the office to fulfill their work duties.  This decision will depend on the current situation including current CDC guidance and social distancing mandates.    

PCA Cross Training for Novel Pandemic Influenza
Organizations should expect a 20-30% reduction in staff during an active wave of a novel pandemic influenza virus, such as novel A H1N1.  To reduce disruptions of service and failure to execute essential functions, PCA staff needs to be cross trained in other PCA programs.  Cross training will enable PCA staff to familiarize themselves with roles and responsibilities for all PCA Programs and assist in performing certain new responsibilities as delegated by NJPCA’s President/CEO.  Every NJPCA employee is responsible for creating and maintaining a job description for their position.  Furthermore, each employee will reformat their job description into a job action sheet (JAS) that includes: position title, reporting supervisor, brief mission statement, immediate responsibilities, intermediate responsibilities and extended responsibilities.  Each JAS should use a brief, bulleted format and no longer than 1 page.  During a staff in-service meeting, employees will share JAS and each employee will review their immediate roles and responsibilities with the group.  Supplemental information including contact information, policies, and other needed details should be attached to JAS.  Intermediate and extended responsibilities will not be reviewed in this initial cross training meeting.  If an employee is out for an extended period, NJPCA’s CEO/President can review and assign these functions based on an “as needed” basis.    
Sample Job Action Sheet Format

Position Title:
Director of Disaster Planning

Reports To:
President/CEO

Mission:
Provide technical assistance, training, and program guidance to FQHCs on emergency preparedness activities and participate/support in New Jersey Department of Health and Senior Services sponsored activities.  

Immediate:
Provide technical assistance and guidance to FQHCs during an emergency

Provide updated guidance and current situational awareness to FQHCs during an emergency 

Communicate and respond through HACC Listserv and support HACC/NJHAEPA activities during an emergency

Maintain updated 3 deep crisis communication lists for all FQHCs

Respond to Hippocrates emails and requests from NJDHSS for assistance

Maintain HACC On Call Standard Operating Procedure (SOP) and reporting mandates to the Healthcare Command Center/NJDHSS

Process resource requests from FQHCs/NJDHSS to the appropriate organization

Intermediate:
Provide just in time training to FQHCs during an emergency



Provide fit-testing to FQHCs during an emergency



Attend emergency meetings



Establish just in time relationships with supporting and assisting agencies

Draft revisions to current policies and plans to meet the needs of the emergency



Support NJDHSS Call Center

Extended:
Attend scheduled, routine meetings

Respond to routine communications and requests



Draft After Action Report (AAR)

Delegations of Authority   

Delegations of authority specify who at NJPCA is authorized to make decisions or act on behalf of NJPCA or President/CEO (Katherine Grant-Davis).  Delegations are used for specific purposes during COOP emergencies and may require legal and/or board review. 

In the President/CEO’s extended absence, the Successors are able to approve financial requests under $2000 (travel forms, checks, expense reports, contracts).  This is subject to current bank policies.  The President/CEO will notify PCA staff when this delegation is in effect.     

Orders of Succession

Overview

Orders of succession are provisions for the assumption of NJPCA’s CEO/President position when the incumbent (Katherine Grant-Davis) is unable or unavailable to execute her duties.  NJPCA’s order of succession plan allows for an orderly and predefined transition of leadership in President/CEO, Katherine Grant-Davis’s absence. The Emergency Succession Plan provides guidelines in the event that there is a temporary and/or unplanned departure of the President/CEO of NJPCA.  The Emergency Succession Plan is approved by the Board of Directors.  The Board of Directors authorizes the Board Chair to implement the terms of the Emergency Succession Plan in the event of an unplanned absence of the President/CEO.  

Temporary Staffing Strategy

For unplanned absences of 30 days of less, or in the case of death or disability, the temporary staffing strategy defined below may become effective, as determined by the Board Chair and current President/CEO.  The following duties are considered key functions of the President/CEO.  The matrix below identifies the key functions and a temporary staffing strategy.   

	Key Function
	Temporary Staffing Strategy

	Leadership/Vision
	Board Chair with Director of SORH

	Support Board
	Board Chair with Director of SORH

	Financial Mgt
	Director of SORH with Chief Financial Officer

	Grant/Contract Mgt
	Director of SORH with appropriate Director Level Staff and CFO

	Spokesperson
	Board Chair with Director of SORH

	HR & Supervision of Staff
	Director of SORH


The positions assigned above are based on NJPCA’s organizational structure as of January 1, 2008.  In the event this plan is implemented and assigned positions are vacant or are no longer available the Board Chair shall select other senior staff to each of the key President and CEO functions.  In addition, should the Director of SORH be unable to perform these duties, then the Director of Clinical Programs will assume these responsibilities.  

Appointing an Acting President/CEO

If the President/CEO absence will continue beyond 30 days, the Board of Directors may appoint an Acting President/CEO, as well as, continue the Temporary Staffing Strategy.

The first position in line to be Acting President/CEO is the Director of SORH.  The second position in line to be the Acting President/CEO is the Director of Clinical Programs.  In the event that available staff is not prepared to fulfill the role of Acting President/CEO, the Board of Directors may consider another appointee.  

The person appointed as Acting President/CEO shall have the full authority for decision-making and independent action as a regular President/CEO.  The Acting President/CEO shall report to the Board Chair.  The Board of Directors shall be attuned to the special support needs of the Acting President and CEO in this temporary role.  

The Acting President/CEO shall receive a temporary salary increase to the entry level status according to current market basket of the President/CEO position or to 5% above his/her current salary, whichever is greater.  

If the President and CEO’s absence is to exceed 90 days, the Board of Directors shall give consideration to temporary filling the management position left vacant by the Acting President/CEO.  

Communications Plan

The President/CEO, or the Acting President/CEO if the President/CEO is unavailable, and the Board Chair shall inform staff and all Board members of the departure of the CEO within 48 hours of learning of a temporary and/or unplanned departure.  The Board Chair, current President/CEO (if available), and assigned Acting President/CEO shall develop a communications plan to inform key partners and stakeholders of the change in leadership within 5 business working days of the temporary and/or unplanned departure of the current President/CEO.  

Alternate Facilities

NJPCA has identified working from home as an alternate location to carry out non-essential functions in a COOP situation.  Essential staff are granted to work from home if the primary work location is impacted or a particular situation has developed that requires essential staff to work from the alternate facility.  Alternate facilities (home) must have interoperable communications so that employees can perform normal and assigned job functions.    

Interoperable Communications 

Interoperable communications are communications that provide NJPCA the capability to perform essential and non-essential functions until normal operations can be resumed.  Interoperable communications also provide the ability to communicate with personnel, other agencies, and organizations.  Essential and Non-Essential “Supporting” staff working from home will need to have phone, computer and internet access.  Staff may request to use NJPCA’s mobile assets to supplement their interoperable communications so they can work from home.  
	Employee
	Landline
	Cell 
	Internet
	Computer

	Sue Brandbergh
	x
	x
	n/a
	n/a

	Amia Campbell
	x
	x
	x
	x

	Justine Ceserano
	x
	x
	x
	x

	Suzanne Geiger
	n/a
	x
	n/a
	n/a

	Katherine Grant-Davis
	x
	x
	x
	x

	Selina Haq
	x
	x
	x
	x

	Donna Jackson
	x
	x
	x
	x

	Leslie Morris
	x
	x
	x
	x

	Amelia Muccio
	x
	x
	x
	x

	Nina Robinson
	x
	x
	x
	x

	Julia Su
	x
	x
	x
	x

	Linda Whitfield-Spinner
	x
	x
	x
	x

	Donna Zsoldos
	x
	x
	x
	x


Vital Records

Vital records are those electronic and hardcopy documents, references and records needed to support essential functions during a COOP situation.

Emergency Operating Records

· Plans and Directives

· Delegations of Authority

· Orders of Succession

· References for Performing Essential Functions

	Emergency Operating Records
	Hardcopy/Electronic
	Alternate Facility
	Backed Up 

	COOP Plan
	 x
	x 
	 x

	Order of Succession
	 x
	x 
	 x

	Delegations of Authority
	x 
	x 
	 x

	Emergency Phone List
	 x
	 x
	x 

	3 Deep Crisis Phone List (FQHCs)
	 x
	 x
	x 


Legal/Financial Records 

· Personnel Records

· Social Security Records

· Payroll Records

· Retirement Records

· Insurance Records

· Contract Records

	Legal/Financial Records
	Hardcopy/Electronic
	Alternate Facility
	Backed Up 

	Personnel Records
	 Hardcopy Only
	 Yes
	 No 

	Social Security Records
	 Hardcopy Only
	  Yes
	  No

	Payroll Records
	Hardcopy Only
	  Yes
	  No

	Retirement Records
	Hardcopy Only
	  Yes
	  No

	Insurance Records
	Hardcopy Only
	  Yes
	  No

	Contract Records
	 Hardcopy Only
	  Yes
	  No


Human Capital Management

Human Capital Management (HCM) is the sum of talent and knowledge of all NJPCA employees.  HCM ensures that all employees have a clear understanding of what they are expected to do in a significant emergency.  This includes specific protocols for identifying and assisting employees in a pandemic influenza situation.  NJPCA has also created Human Resource Standard Operating Procedures for a pandemic influenza situation (novel A H1N1).    

COOP Family Support Plan

A COOP situation also will affect you and your family.  There may be a period of uncertainty about what is happening, how bad the situation is, and what you should do to protect yourself and your loved ones.  A comprehensive COOP includes a family support plan that will minimize uncertainty and stress.  

Every PCA staff member should develop a family emergency plan.  This plan should include at minimum:

· Contact and communication information

· Consideration for at risk and vulnerable family members

· An immediate emergency checklist that includes medical, financial, and legal information and other important documents

· Supplies including water, food, pet supplies, medications for 72 hours (Go Bag) 
All Non-Essential “Supporting” employees will be kept informed during the course of the emergency so that they can be ready to go back to work when recalled or to support NJPCA’s efforts from home.  

In a COOP event, Non-Essential staff are expected to: 

1. Go home/stay home

2. Remain available

3. Wait for further directions from management regarding COOP situation and work from home implementation

Information dissemination and the critical flow of timely and relevant situational awareness will be facilitated through daily email updates from the CEO/President. 

HR Policy for Sick Time and Flu

If an employee has influenza-like illness, NJPCA recommends the employee stay home from work and focus on their health.  Employees with influenza-like illness should rest, drink plenty of fluids, avoid overexerting themselves and consult their physician for detailed medical advice.  If the employee is sick and out of work for an extended period their time should be used as follows: 

1. All sick time

2. All vacation time

3. Option to borrow sick time from another employee*

4. Unpaid leave

NJPCA employees can donate their sick time to another employee who is out of sick and vacation time.  This flexible sick time donation policy will assist employees who are out of sick and vacation days remain paid by ‘borrowing’ sick days from their colleagues.

PCA Emergency Communication Contact List
Sue Brandbergh (Administrative Assistant) will maintain NJPCA’s emergency contact information list and phone tree.  Please make sure that you advise Sue Brandbergh of all phone and email changes.  Please make sure to provide contact information that you monitor off hours in case NJPCA staff need to contact you with important information.  Sue Brandbergh (Administrative Assistant) will update the emergency communication list and phone tree twice a year.  
See Emergency Communication List and Phone Tree Attachment

Seasonal Influenza Vaccination Recommendation

On average, more than 200,000 people are hospitalized and 36,000 die from seasonal influenza complications.  NJPCA supports the CDC’s recommendation that all PCA staff receive a seasonal influenza vaccination.  Seasonal influenza vaccination is especially important for people at high risk of serious flu complications, including young children, pregnant women, people with chronic health conditions like asthma, diabetes or heart and lung disease and people 65 years and older.   
What to Do If You Get Flu-Like Symptoms?
You may have the flu if you have some or all of these symptoms:

· fever * (not everyone with flu will have a fever)
· cough 

· sore throat 

· runny or stuffy nose 

· body aches 

· headache 

· chills 

· fatigue 

· sometimes diarrhea and vomiting 
If you get sick with flu-like symptoms this flu season, you should stay home and avoid contact with other people except to get medical care.  Please email President/CEO, (Katherine Grant-Davis) and Executive Administrative Assistant, (Donna Zsoldos) immediately to let them know that you have flu like symptoms.  Personal communications will remain confidential.   

Most people with 2009 H1N1 influenza have had mild illness and have not needed medical care or antiviral drugs and the same is true of seasonal flu.  However, some people are more likely to get flu complications and they should talk to a health care provider about whether they need to be examined if they get flu symptoms this season. They are: 

· Children younger than 5, but especially children younger than 2 years old 

· People 65 and older 

· Pregnant women 

· People who have: 

· Cancer 

· Blood disorders 
· Chronic lung disease [including asthma or chronic obstructive pulmonary disease (COPD)] 

· Diabetes 

· Heart disease 

· Kidney disorders 

· Liver disorders 

· Neurological disorders 
· Neuromuscular disorders 
· Weakened immune systems

Also, it is possible for healthy people to develop severe illness from the flu so anyone concerned about their illness should consult a health care provider.

There are emergency warning signs. Anyone who has them should get medical care right away. 

In children

· Fast breathing or trouble breathing 

· Bluish skin color 

· Not drinking enough fluids 

· Not waking up or not interacting 

· Being so irritable that the child does not want to be held 

· Flu-like symptoms improve but then return with fever and worse cough 

· Fever with a rash 
In adults 

· Difficulty breathing or shortness of breath 

· Pain or pressure in the chest or abdomen 

· Sudden dizziness 

· Confusion 

· Severe or persistent vomiting 
Employees with influenza-like illness symptoms should stay home until their fever resolves without medication for 24 hours (if employee has fever) or 24 hours without any symptoms.  Employees that show up to work visibly sick with influenza-like illness may be dismissed (sent home) by NJPCA’s President/CEO.  This policy will be enforced to maintain the health and welfare of NJPCA’s employees.   If an employee is out of work for five consecutive days, the employee needs to obtain a physicians’ note before they can come back to work.

Tests, Training and Exercises

TT&E include measures to ensure that NJPCA’s COOP program is capable of supporting the continued execution of its essential functions throughout the emergency.  This is accomplished through trainings and exercises.  
Trainings

NJPCA staff is trained on IS 100 (Incident Command System), IS 200 (Incident Command System), IS 700 (National Incident Management System), IS 800 (National Response Framework), crisis communications, and basic disaster awareness.  All staff are equipped with a go bag, pet go bag, NOAA weather radio, first aid kit, potable water, and N-95 respirators.  NJPCA will provide ongoing in-service trainings and educational materials to PCA staff on H1N1.  

Exercises

NJPCA will utilize Homeland Security Exercise and Evaluation Program (HSEEP) formatted exercises to validate NJPCA’s plans, policies, and staff.  After Action Reports and Improvement Plans will be completed for all exercises conducted that test COOP functions.  

Devolution

NJPCA’s devolution plan addresses all hazards emergencies that render NJPCA unable to perform essential functions and remain solvent during a COOP event.

NJPCA will be dissolved in accordance with the Laws of the State of New Jersey.  The Board of Directors must first approve a resolution recommending dissolution.  Such resolution shall then be presented to NJPCA at a special meeting of all Members.  Notice of the proposed action shall be mailed to each Member not less than thirty days before the day of such meeting.  A resolution to dissolve NJPCA shall be adopted upon a two-thirds vote of the Health Center Members.    

Upon dissolution of NJPCA, the Board of Directors shall distribute the assets of NJPCA remaining after the payment, satisfaction and discharge, or adequate provision therefore of all liabilities and obligations of NJPCA to one or more corporations, societies, organizations organized and operated not-for-profit, who in the judgment of a majority of the directors in office, shall be deemed to further the field of health centers, provided that such corporations, societies, or organizations must be tax-exempt under Section 501 C (3) of the Internal Revenue Code.  

Reconstitution 

Reconstitution is the process by which NJPCA personnel resume normal organizational operations after a COOP event.  Before normal operations can occur, all staff will participate in a hot wash/debriefing to address unanswered issues that arose during the emergency.  NJPCA’s 
Executive Assistant will take notes during this meeting and submit the notes to NJPCA’s Director of Disaster Planning to be formatted into an After Action Report (AAR).   
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