Human Resources Planning

A well thought out human resources contingency plan entails having a menu of different ways to adjust staffing patterns that can be instituted depending on the circumstances.  Strong educational programs, communication mechanisms and support programs are also needed to enhance an organization’s ability to carry out contingency plans.   
There are so many variables when dealing with human beings and emergencies. How will employees be affected by the disaster both physically and psychologically? How will they respond to a change in their workload and increased anxiety of clients?   What changes in work methods can be used to address issues of disease transmission and lack of physical access to clients?  How will human resources departments make determinations on what are excused absences and what are unexcused?  

This section will help to develop alternate staffing strategies to use during disasters and to think through the complex issues related to human resources emergency planning.  
Taking Inventory

Before contingency plans can be developed a detailed inventory of position, numbers, types, and requirements must be taken.    See below Chart: Human Resources Inventory and Planning Worksheet which is categorized the following way:
· List Position types (a) 

List all the positions that contribute to running a particular program.  Rather than list by position, it might be helpful to list by task, dividing up the tasks of a particular position such as listing general administrative tasks that could be filled by a wide array of people and tasks that require specialized skills.  This will allow for the greatest amount of flexibility in augmenting or replacing staff.   Agencies should use whatever unique identifier makes sense for that program/service. Avoid using broad terms such as Specialist or Social Worker – which could encompass a wide variety of needed skills and specific work tasks.  
· Number of Positions (b)      

For each unique position or task, indicate the number of people required to fulfill that position/task during normal operations.
· Number of Shifts (c)      




Indicate the number of shifts per day required during normal operations.
· Number of Positions needed during emergencies (d)      

Adjust numbers to reflect staffing during an emergency.  This could reflect decisions made about service delivery to account for surge projections, reduced need, etc.  See Section 4.2, Client and Service Delivery Issues for other factors that may affect service delivery and staffing needs.  
· License Required (e)     

Indicate the agency’s licensure requirements to perform the position/task.  Additionally, identify if there are any external regulatory minimal licensure requirements for the position/task (if different from the agency’s requirements).  Understanding the minimal requirements for a given position/task will help when an agency is making difficult decisions on how to replace/augment staff during emergencies.  

· Expertise Required (f)      

        


Indicate any training or expertise required to perform the job/task. 

Human Resources Inventory and Planning Worksheet

Program/Department_________________________________

Refer to the instructions above to fill out the chart below.  Be sure to consider issues such as flexible work strategies, alternate sources of staff, and agency policies as you assess staffing needs and complete this chart.
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Planning Challenges

Described below are several challenges an agency is likely to encounter in human resources COOP planning:
· Alternate Sources of Staff

Organizations should consider all the ways they may be able to augment/replace staff during emergencies.  When using the word “non-essential” be careful with how staff will interpret that and the worth of their position/program.  All staff want to view themselves and their programs as being “essential.”

Some possibilities include:   

· Use staff from non- essential programs/services.  
Consider redeployment of staff from other programs/satellite offices that could be used to fill critical positions.  

· Remove non-essential tasks from staff duties.
Consider how to combine positions by temporarily taking away non-essential tasks.  
· Hire temporary workers

If you regularly use a temp agency, discuss with them emergency protocols.  Make sure to establish emergency communications procedures with all agencies necessary.  If a temp agency’s plans are not adequate consider looking at other agencies with emergency plans that meet agency needs during disasters.  Consider which positions could be supported by temporary workers.  
· Use Volunteers

· Current Agency Volunteers

Ensure current practices of recruiting or accepting volunteers include disaster preparedness and response needs.  It is always best to use volunteers during disasters that already have a connection and history with your agency.  Just as with staff members – the more volunteers know about possible contingency plans the more likely it is that they will be able to step in quickly during emergencies. Volunteers must also be included in training (see section on Training/Preparation for Staff and Volunteers below)
· Spontaneous Volunteers

During emergencies, many people locally and from throughout the region and country may offer to volunteer.  An agency may be able to acquire unaffiliated volunteers that can help support the agency in many ways during an emergency. Be cognizant of HIPAA concerns as well as competencies of volunteers (as much as possible). 

In New York City, New York Cares (designated by the NYC Office of Emergency Management) coordinates the recruitment and referral of spontaneous volunteers to organizations during emergencies.   There are likely similar efforts in jurisdictions outside of New York City, so work with local volunteer groups to determine how and if there is organization around disaster volunteers. 

Before an agency decides to accept new volunteers during disasters, the following steps should be taken.  
· Identify and train Disaster Volunteer Coordinators 

· Write volunteer  job descriptions 
· Develop criteria for participation (e.g., how often and for what duration do you expect the volunteer to be engaged)
· Develop Volunteer Orientation and training 

· Address credentialing and licensing issues (see below)  

· Flexible work strategies

Another way to increase the ability of a workforce to function during emergencies is to identify alternate ways for staff to perform their jobs.   For each possible flexible work strategies consider the following: Which positions could this strategy be applied to? Under what conditions would the strategy be instituted? How can this strategy be practiced during non-disaster times?  The best procedures are those that are used regularly or at least practiced periodically.  For instance if a contingency for staff is to work from another of the agency’s sites, then have staff work from that location periodically or attend meetings there.  

· Telecommuting

Telecommuting is becoming more common in the workplace.  Although not as viable an alternative for staff who provide direct service delivery, it may be appropriate for some such as managers and support staff. The following are some considerations in using telecommuting:  
· Purchase or reimburse staff for telecommuting equipment and services for usage of phones and computers
· Establish remote computer access capability
· Put in measures to ensure a secure cyber environment 

· Develop measures of staff accountability
· Changes in mode of contact/interaction with clients 

Consider the different ways that staff can interface with clients.  These could include:
· Phone rather than face-face contact in an office

· Provide services directly to home rather than in a facility
· Provide services in a different facility

· Phone session or teleconference (e.g., Skype) rather than an in-person home visit
· Changes in staff work location

Consider all the possible places where staff could work.   This may or may not be your full back-up site, but places where some staff could work if their regular site was unavailable.  Be sure to take into account staff geographic proximity and ability to access alternate locations. Changes in work location could include:
· Another agency  and/or donated space

· Another facility of the agency

· Alternate staff reporting strategies

Consider how the agency can change procedures for reporting such as not requiring workers who conduct home visits to report to the office.

· Telehealth Technologies

Telehealth is the use of electronic information and telecommunications technologies to support long-distance clinical health care, patient and professional health-related education, public health and health administration. Many Federal agencies use telehealth technologies to support patient care and it is increasingly being used by the home health field.   By supporting some patient needs remotely these technologies can help reduce staff needs as well as limit both health care worker and general public exposure.  Some examples include:
· Remote vital sign monitors

· IVR (Interactive Voice Response Systems)

· Video Monitoring

· Web Cam/photo cell phones

· Digital photography

Policies and Regulatory Issues

Agencies must determine how their staff’s reactions to disasters will affect sick leave compensation and other policies.  As with an agency’s standard employee policies, Federal, state, and local laws as well as industry regulations must also be considered. For example:

· Compensation:  If staff are redeployed to other jobs that have different pay scales, will there be an effect on compensation?

· Disaster related absenteeism: Consider how disaster related absenteeism will affect sick/leave policies.  Staff may not report to work because of:
· Damage to/loss of home

· Fear of contamination

· Transportation disruption

· Injury to self or family
· Worker’s compensation: Will carriers provide the same protections that they provide under standard conditions?  Are staff still covered if they are working at an alternate site not under the purview of the agency’s regular business facilities?

· Liability issues: Staff may be  more likely to get injured due to compromised infrastructure or illness due to exposure to symptomatic clients. 

· Volunteers:  Consider how agency policies may or may not apply to the use of volunteers, especially if they are filling in for regular staff positions.
· Human resource policies during disasters can also be affected by Disaster and Public Health Declarations.  (See Section 4.2: Client and Service Delivery Issues for more information on emergency declarations) 

· Credentialing

· Agency Identification

Staff identification is especially important during disasters.  If an agency must gain access to certain restricted areas, public safety officials must have a way of identifying those staff.  As a standard practice, assign an identification card and picture (and keep track of those given cards) to each staff member (also consider volunteers, Board Members, etc.).  Including specific titles and any licensure on identification cards may help with access issues as well.  Consider if staff who may be assigned to alternate duties as part of a contingency plan will need alternate identification.   
· City Identification

NYC OEM may develop specific credentials required for personnel to access restricted areas during disaster.   Businesses and nonprofit organizations can register for NYC’s Corporate Emergency Access System (CEAS) which provides a credential that allows essential employees to access restricted areas following an emergency.  

Training/Preparation for Staff and Volunteers

Having well developed and implemented disaster training components can substantially increase the percentage of staff likely to report to work during disasters.  Likewise, volunteers will be more likely to access the agency during an emergency if they are aware of contingency plans.   Training can be implemented in various ways.  It is most successful when incorporated into the training program existing within the agency.  For example, incorporating preparedness training into the new employee orientations will ensure that all new staff are aware of the plan.  Consider also providing refreshers to ensure staff are briefed on updates to the emergency plan.   
· Training elements to consider for the preparedness phase:
· Knowledge of disaster policies (requirements for reporting/flexible staff)

· Personal preparedness

· Evacuation policy and relocation plans
· Knowledge on how to access the whole plan

· Contingency plan for their program

· Staff communication plan

· Use of personal protective equipment (PPE) and other equipment

· Training on specific issues related to  hurricanes and pandemic and recovery from a large scale disaster
· Cross-train staff in roles critical to the provision of essential services
· Incorporate annual refreshers for all staff
· Training elements to consider during the response and recovery phases 

· Develop “just in time” training modules for staff taking on different roles (best to do ahead but all will need a refresher)

· Review current agency status and changes to service provision
· Method of debriefing staff and providing ongoing support during operations

Stress Management Support

Mental health and social service agencies should already have practices in place that promote positive stress management and coping skills due to often stressful working conditions.  During an emergency, it will be especially important to ensure information and resources are extended to staff, volunteers, Board Members, and others affiliated with the agency.  In addition to providing staff information and guidance on self-care and stress management, there may be additional resources available during emergencies.  In fact, an agency may be able to access mental health professionals to come in and work with staff, volunteers, and others affiliated with the agency.  
Creating a work environment that reduces stress is important for an agency and can be done even during emergencies.  Putting into place policies such as:

· Limit work hours (though hours may be extended, do not exceed 12 hours, to allow for time away from the work site for rest)

· Hold regular shift change operational briefings and debriefings on the current status of the work

· Define low, mid and high stress assignments, and when possible rotate workers between these assignment levels

· Schedule breaks preferably away from the work zone 

· Educate staff and volunteers about stress management coping skills

· Monitor environmental risks, implement safety procedures and clearly communicate risks and any adjustments in protocols to improve safety

· Monitor, prepare and brief staff on daily and changing environmental working conditions such as adverse weather conditions, extreme temperatures, noise levels, adequate lighting, odors, air quality, etc

· Clarify and address any concerns regarding dangers and protective measures, especially those related to Chemical Biological Radioactive Nuclear Events (CBRN/E) 

· Ensure that staff has ways to contact others when problems arise; 

· Consult early with your Employee Assistance Program (EAP) mental health and health professionals, especially in disasters of severe destruction, deliberate violence or fear of unknown/toxic dangers. 

Resource
SAMHSA’s Field Manual for Mental Health and Human Service Workers in Major Disasters at: http://store.samhsa.gov/product/Field-Manual-for-Mental-Health-and-Human-Service-Workers-in-Major-Disasters/ADM90-0537 . Additional resources are also available at this website.
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