
ESSENTIAL SERVICES ASSESSMENT WORKSHEET

Overview

Essential Services are those an organization determines are the highest priority for maintaining, with minimal disruption, during all emergencies. Your COOP Plan should include specific strategies for maintaining essential functions during large scale disasters.  This worksheet will walk you through the process of developing these strategies.  Steps include: 

· Determine which services an organization considers to be essential;

· Identify what resources go into providing those services;

· Identify what effects particular disaster “impacts” will have on your essential services

· Consider other issues, like the timing of disasters and clients’ needs.
· Develop protocols for addressing nonessential services
STEP I  – Identify/Prioritize Essential Functions and Service

The identification and analysis of essential services is a critical step in the overall planning process as it serves as the foundation from which the main COOP plans will be developed.  For example, once essential services are identified, the core staff and skills needed to keep them running will make up the basis for a human resources contingency plan.  Similarly, the facilities and other resources identified as necessary to support and maintain essential services will each need a detailed backup plan to ensure their availability and accessibility during an emergency. 
There is no one way to identify essential services.  Chart A provides one possible methodology for identifying and prioritizing an organization’s essential services.  The Process (detailed below) produces a numeric “impact rating” that can be used to determine goals and priorities for continuity of services.   Although each organization will have to adapt the worksheet to meet their unique needs, the template can serve as a starting point for prioritizing functions and services.  

	Program/ Department

(i.)
	Service/Function

(i.)
	A. Client

Impact 

 (ii.)
	B. Org. 

Impact 

(ii.)
	C. Staff Impact (ii.)
	Acceptable Disruption
(iii)
	Total Impact
Rating 
(add A-D together)

	Hotline
	24-hour service to crisis/suicidal clients
	4
	2
	0
	4
	10

	Finance
	Payroll
	0
	2
	2
	3
	7


i. List your organizational Functions and Services

List ALL organizational services that are carried out on a routine basis.  Include all client services (e.g., outreach programs, residential buildings, counseling) and operational functions (e.g., payroll, staff training, and administrative support).  
ii. Determine the impact of suspension of services
Determine the impact that suspension of the service or function might have on the mission and operation of your organization and the clients you serve.  Rate the services and functions listed in Chart A using one number from each of the following three categories.   

A. Client impact factors.  Disruption of this service will cause:

· No direct impact on client health/mental health/safety. (0)
· Minimal direct impact on client health/mental health/safety. (1)
· A deterioration or exacerbation of client condition/illness/injury over time. (2)
· Immediate hardship to client and/or substantially jeopardize client safety. (3)
· Irreversible impact to client condition or safety, including possible loss of life. (4)
B. Organizational impact factors.  Disruption of this service will have:

· No impact on organization due to regulatory, contractual/other legal obligations. (0)
· Minor impact on organization due to regulatory, contractual/other legal obligations. (1)
· Major impact on organization due to regulatory, contractual/other legal obligations. (2)
· Irreparable impact on organization due to regulatory, contractual/other legal obligations.  (3)
· Total loss or failure of the organization. (4)
C. Staff impact factors.  Disruption of the service/function will have:

· No impact on staff. (0)
· A minor impact on staff. (1)
· A moderate impact on staff (2)
· A major impact on staff. (3)
· An irreparable impact on staff. (4)
iii. Consider length of time service can be disrupted

Consider how long your organization may be able to discontinue providing a particular service or function.  The service/function can be disrupted for:

· 1 month or longer (0)
· 2-3 weeks (1)
· 6-13 days (2)
· 1-5 days (3)
· Not at all (4)
iv. Prioritize the list and Identify Essential Functions.  

The last column “Total Impact Rating” is determined by adding the four previous columns together.  Once a list is identified and services are rated, they will likely have to be further evaluated and categorized in order to determine what is “essential”.   You may categorize two or three services/functions as essential, or four or five. This step will be unique to each organization, depending on the number and types of services and functions identified, the size of the organization, and the resources it has to allocate.  A few considerations that may help in the process may be whether the identified service:

· Is mandated by law or contract

· Will have an immediate, irreversible, or life-threatening effect on clients if suspended

· Cannot be interrupted for any period of time

· Cannot be provided by any other service provider in the area

· Has a “total impact rating” equal to or greater than a particular number of importance (as determined by each individual organization)

· Is critical to the performance of another essential service

· Has historically been considered “mission critical” to the organization

Also use your experience and specific knowledge of your client population, their needs and/or the impact of a particular disaster that may affect the ratings.

Potential Policy Issues

Any planning process is bound to uncover issues related to policies and other areas that need to be addressed.  In general, do not let policy issues get in the way of the planning process; keep a list of questions and understand from the outset who will ultimately make the decisions around these issues.  For example:

· There may be disagreement between staff from various programs on what services are deemed “essential.”  Designate ahead of time the lines of authority on who will make the final decision if this happens.

· There may be requirements by a funder or other contractor on what is deemed an “essential service” and how many units of service must be provided in a given period of time.  Consider having a conversation with a funder or parent-organization on what requirements might be “relaxed” during an emergency and how the organization might still get paid for modified contractual objectives.

STEP 2  – Identifying Critical Inputs 

Once the list of essential services and functions is developed, the next step to identify all the resources and processes (inputs”) hat support the pre-determined essential services.    The list below offers some examples of “inputs”: 
· Staff—how many staff and/or volunteers will be needed to continue to provide this service?  What knowledge, skills and abilities are required to fill these positions?

· Facilities—what facilities will be required to perform this service?  

· Utilities—does this service rely on electricity, telephone, etc.?

· Equipment—does this service rely on any computers or specialized equipment?

· Transportation—will a transportation disruption affect delivery of this service?

· Documents—what records and documents will you need access to in order to provide this service?

· Supplies—is this service dependent upon any other supplies or deliveries?

· Interdependencies—is this service dependent on something identified as a non-essential service, an external partner, etc.?
· Clients – Clients should be considered as service “inputs” because changes in their behavior/needs impact service delivery 
STEP 3   – Impact Analysis and Strategy Development
1.1. Once essential services and their inputs have been identified, the next step in developing your contingency plan is analyzing the inputs against potential impacts.  Looking back at the list of impacts in Section 1.2  Hazard/Impact Analysis of the Sample Plan, (and also listed below), consider the effect each of those impacts could have on the resources needed to carry out a particular essential service, and develop strategies for backup.  
· Significant staffing shortages (e.g., due to absenteeism during a pandemic)
· Staff and community health issues (physical and mental)

· Emergency/public health declarations

· No/limited access to and communication with clients and staff

· Damage to facilities

· Physical damage to/loss of equipment

· No/limited access to your facility

· No access to/loss of vital documents

· Transportation disruptions

· Loss of utilities

· Loss of phone lines (both land and mobile)

· No/reduced access to IT services

STEP 4 – Develop Procedures/Strategies
The strategies you develop by analyzing impacts against inputs will be reflected in various parts of your plan including Human resources, Communications.  You can also develop individual contingency plans or checklist for each essential function.  

For example, if 10 employees are needed to adequately staff a 24-hour hotline during peak hours, plans must be made for how these 10 staff members will get to the hotline location during a transportation disruption during those hours, or a pandemic that reduces staff by 30 percent, and so on.  Similarly, if the facility that houses the hotline is suddenly unavailable due to a fire, alternate plans for call routing and utilizing backup facilities must have been made in advance so they can then be activated when necessary.  
Considerations and tips
Some other issues to address while developing strategies to continue essential functions include:

· Timing of an emergency  

The time of day an emergency occurs is important to consider—is it day or night, during the work week or on off hours, during a payroll cycle or an off week?  These details may change how services are prioritized and what resources are needed. 

· Length of time of an emergency 

Another aspect to consider is the length of time that the emergency or disruption to your organization lasts.  As an emergency or disruption continues for weeks or even months plans will likely have to be adjusted.  Plans put in place initially may have to be altered to meet the longer-term needs of the organization.  

· 24-hour programs  

Many social service agencies have 24-hour programs, such as hotlines and shelters.  Twenty-four hour/seven-day a week coverage requirements can provide a unique challenge in the COOP process.  A tip that can be used to address this issue is to consider the minimum number of staff needed to keep the service running adequately and safely.  Make a list of staff who live geographically close to the service location and either cross-train them so they have the skills and knowledge needed to work at this location or create a “just in time” training module that can be used for this purpose.  Depending on the type of emergency, local staff may have an easier time getting to work locations.  See Section 4.1, Human Resources Planning for more information.

· Changes in service delivery

There are various reasons a provider may need or want to change the volume or type of services offered to clients before, during, or after disasters.  For example, there could be greater demand for some services, industry regulations may dictate you take certain actions related to client care, or you may decide to take certain actions that help ensure the safety of clients.  

General Recommendations

· Focus first on a few programs/impacts
Although the identification and analysis of essential services may seem like a daunting task, the hardest part is just getting started.  Begin by identifying a few key services as essential and then build contingency plans for these services.  Similarly you can also focus first on a few impacts most likely to disrupt your services such as no utilities.
· Involve a diverse group of staff in the process 

Whether it is your planning committee or another designated group of staff that is tasked with assessing essential services, it is important that all the appropriate people are included in this process—both from across the different departments/programs of the organization as well as up and down the chain of seniority.  In other words, do not plan in a vacuum; front-line program staff will often have valuable input into the discussions around essential services, and someone in a senior role with an overview of the organization as a whole will provide cross-program consistency, organizational buy-in, and a “big picture” point of view.  Remember that the staff discussion and engagement itself is as important to the readiness of an organization as the written plan.  

· Work with similar agencies

Develop relationships with agencies that provide similar services to identify ways they can assist your organization in an emergency and compare notes on COOP planning.  

· Prepare to be flexible

Priorities can change based on the emergency.  No plan can forecast every situation, so COOP plans will need to be flexible, as essential service priorities may fluctuate at different times.

STEP 4 – Consider Non-Essential Programs
For those services deemed “non-essential” and for changes in existing service delivery, identify the steps necessary to communicate to staff, clients, partners and other stakeholders the organization’s plans to temporarily discontinue this service or function.  (e.g., if you cannot deliver a report to a funder, how will you communicate this to them and discuss alternate plans? If you change the location or cancel a counseling session how will you inform your clients?)
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