AzACP Guide for Pandemic Influenza

In a letter dated December 6, 2005, Secretaries Leavitt (Health and Human Services) Chertoff (Homeland Security) and Gutierrez (Commerce) asked that businesses develop specific plans to protect their employees and maintain operations during an influenza pandemic. They emphasized that companies that provide critical infrastructure services, such as power and telecommunications, had a special responsibility to plan for continued operation in such a crisis.  Although since that time there has been a considerable amount of information written about pandemic flu planning,  the focus of the articles has often been  on the public sector and emergency management.  This guide focuses on the private sector, especially medium to large size businesses whose products and services are essential to the security, economy, health and safety of our society, both at a local and national level.  

The Arizona Chapter of the Association of Continuity Planners has designated a  team of its members  to develop a planning template broad enough that any organization could  take the tasks   provided in this guide and  apply them   to their unique business environment.  It is hoped that when an organization utilizes the information found in this guide that they can enhance this list with procedures and processes that will better prepare them for an public health emergency involving a biological agent.  

The World Health Organization has described a global pandemic as having six phases divided into three periods, inter-pandemic period, pandemic alert period and pandemic period.  The United States government has described an influenza pandemic as having seven response stages.  These stages are:

· Stage 0-New Domestic Animal Outbreak in At-Risk Country

· Stage 1-Suspected Human Outbreak Overseas

· Stage 2-Confirmed Human Outbreak Overseas

· Stage 3-Widespread Outbreaks Overseas

· Stage 4-First Human Case in North America

· Stage 5-Spread throughout United States

· Stage 6-Recovery and Preparation for Subsequent Waves

Each categorization scheme has its own independent value but the individual stages described in each do not allow for a common language when referring to an influenza outbreak.  For example, Phase 6 in the W.H.O. scheme corresponds to Stages 3, 4, 5 and 6 in the U.S. response plan.  Business organizations should become familiar with these two systems.  The U.S. Response Phases could potentially find use as activation points for specific actions within the organization’s pandemic response plan.  

For the purposes of this guide, the suggested tasks will be grouped into the first three phases of the standard four phases of emergency management, Preparedness, Response, Recovery and Mitigation.  

This information will be available on the AzACP web site (www.azacp.org ) for the chapter member’s use.

Key Concepts and Planning Assumptions for Pandemic Influenza (Adapted from Implementation Plan for the National Strategy for Pandemic Influenza)

· No one will have any resistance to a new, pandemic influenza virus.

· The typical time between infection and onset of symptoms for influenza is approximately 1.5- 2 days.

· Persons who are infected with the virus can shed the virus for one-half to one day before they become ill.  Thus they can transmit the disease before it can be recognized that they have become infected.  

· The greatest risk of transmission will occur during the first 2 days of illness. 

· Children will play a major role in transmission of infection as their illness rates are likely to be higher, they shed more virus over a longer period of time, and they control their secretions less well. 

· On average, infected persons will transmit infection to approximately two other people. 

· The elderly, infants, pregnant women, and persons with chronic or immunosuppressive medical conditions will likely constitute the highest risk groups for severe and fatal infections.  

· An average of 20 percent of working adults will become ill in a community during an outbreak.

· As much as 40 percent of an organization’s staff may be absent for periods of two weeks of time at the peak of an epidemic wave.  Lower levels of absenteeism may precede and follow the peak with each wave of the epidemic lasting 6-8 weeks.  Depending on the virus, there may be two or more waves of the disease with each wave lasting 2 to 3 months. Historically, the largest waves have occurred in the fall and winter.  
· Absenteeism will result not only from employee illness but also from the care of other family members who are ill, the care of school-age children who will be at home because of school closure and the concern of contracting or spreading the disease in the work environment.

· Over 85% of this country’s critical infrastructure depends on the private sector.  Although a virus will have no direct effect on critical physical infrastructure, the maintenance of such infrastructure depends on the availability of adequate staff.  

· Without adequate business continuity planning, both the physical and nonphysical critical infrastructure will be severely affected from a pandemic flu 

· Of the three strategies used to prevent an influenza outbreak, vaccination, early detection and treatment and infection control measures, businesses must focus infection control measures as their primary method of limiting transmission and delaying the spread of disease.  It is unlikely that an effective vaccine will be widely available or there will be an adequate supply of antiviral medications, if such drugs are even effective at all.  

· Businesses should focus on interventions that prevent transmission and reduce the likelihood that infected workers will come in contact with non-infected workers.  

Preparedness Phase:  In this section we have identified the tasks that should be developed, reviewed or enhanced prior to a pandemic event.  These items should be tested to ensure that they can protect your employees, business and customers.
· Perform or update the organization’s business impact analysis (BIA) Every business should have completed a BIA to identify critical systems and work processes
· Review telecommuting as an activity to reduce contact between workers.    This may include policy changes, work place procedures, and company equipment outside the work place. This will also include the technical aspects of telecommuting such as bandwidth cable/DSL, routers, software, system security, teleconferencing, and video-conferencing, etc. 

· Set trigger points within the organization’s flu plan that will serve to   - initiate various segments of the plan.  

· Local governments may determine business closure. Ensure you have local, city, state emergency management contact information in your plan.
· Keep track of employee travel in infected areas to determine an employee’s potential for exposure.  Follow public health guidelines that may require that a traveler be monitored for symptoms for limited time period after their return.  
· Review payroll policies to determine such issues as continuing to pay the employee if the employee stays home because of the flu?  Will salaried and .hourly workers be treated differently?
· Review Personal Time Off (PTO) Policies.  Determine if an employee will have to use PTO (vacation/sick time) if the company temporarily closes because of the flu.
· Consider the company's liability if an employee has an adverse reaction to one or more physical safeguards implemented.

· Identify and document any regulatory and/or legal requirements that may not be completed due to reduced labor force or organizational shut down
· Working Split shifts / off-shift to spread the work force out to reduce the likelihood of transmission.
· Develop plans for the ongoing cleaning of commonly touched surfaces where people put their hands, e.g. door knobs in the building.  

· Review with the Vendors/Suppliers that they have contingency/recovery plan(s) and if they will cover the effects of a pandemic event. Review with them to ensure they can still supply the materials needed by you to continue your business & manufacturing processes.

· Determine if vendors have a priority list of customers they will continue to service during a pandemic event. If they do, find out if your organization is on the list and if not, how your company can be added.  .
· Develop a carefully selected surplus of critically needed supplies to keep the business operational if the suppliers cannot deliver your needs.  This surplus should include office supplies, additional servers and spare parts of critical hardware such as a router(s).
· Discuss how to best support employees who may become ill while having child and elder care responsibilities. What responsibilities would the business have for these employees during a time of staffing shortages? 

· Develop procedures to track employees for System Security purposes.  If an employee is very sick, Security may suspend their ID badge.  Application/System Security may suspend system passwords.  Review the systems security policies of the automatic lockout timeframes based on lack of usage.  This could include ID badges or system passwords.
· Procedures for notification of next of kin, benefits and emergency numbers if an employee becomes ill during work hours. (Emergency numbers are not necessarily home numbers).
· Develop a policy on influenza vaccinations.  Determine if vaccination clinics should be established on company property, who would be responsible for them  and if family members of employees would be eligible for vaccinations as part of the company’s program to prevent the spread of the virus
· Document critical business process workflow and have employees document or update their job function(s) in order to be able to backfill any employees who cannot continue to work because of their illness or absenteeism. 
· Develop a procedure to assist the employee if he becomes ill during working hours.  
· Plan for additional employees by using contractors, retirees, or other external staffing resources.
· Ensure that senior leadership and/or the crisis team and their alternates are trained on the pandemic influenza response plan
· Develop pre-scripted messages for the employees and the public for each of the different phases of a pandemic influenza event using internal communication resources.  
· Develop a company Hot Line to provide a single source of information to keep the employees informed of the current situation and to reduce rumors and confusion.
· Educate employees on preventing influenza from spreading at the worksite (e.g., promoting respiratory hygiene/cough etiquette, hand washing techniques, use of hand sanitizers, etc.)

· Educate employees about the signs and symptoms of influenza.  
· Develop a list of public health sources for information; include web-sites the employee can access for information (eg. AZ211)  [Note:  AZ 211 is only operational at the request of the state government when there is an event of significant importance.]
· Disseminate information to employees about the organization’s pandemic preparedness and the steps/approach your business will take in event of an outbreak.  .
· Investigate opportunities for alternative work environments (AWE) including making necessary security/technology arrangements for alternative work environments.  Identify those individuals within your organization that can implement this option.
· Discuss and develop a policy for leadership succession at all levels.  Provide cross-training for specific individuals who may have to act in key roles and functions.  
·  Discuss possible changes in company physical security and visitor access procedures in the event of a pandemic flu.
· Determine if the current illness call-in procedure can function in a pandemic event.  Consider the possible use and capacity of a centralized phone number for all employees to call in.  Investigate alternative methods for documenting sick calls including the company web-site. 
· Identify through Risk Management secondary and tertiary insurance concerns due to problems as a result of a pandemic event.
· Exercise the plan periodically.
· Identify a pandemic influenza planning coordinator for the organization and establish a multi-department team in support with clearly defined goals and responsibilities for preparedness and response activities.   

· Plan for and exercise scenarios that would involve the loss of 10, 20, 30 and 40 percent of normal staffing for a two week time period. 

· Project the financial impact on various company products, services and sites of a pandemic.  

· Share the organization’s pandemic plan with appropriate stake holders such as insurers, health plans and local response agencies.   

Response Phase: In this section we have identified tasks that should be done during the pandemic event.  In many cases, it is executing the plans written in the Preparedness Phase plus the following..

· Supply hand sanitizer to the employees to help reduce the spread of virus.
· Have face masks available to the employees who want them.  Currently there are no recommendations by public health for the use of masks during a pandemic for the general public.  It is not clear if a simple paper surgical mask will be of benefit.  All masks must be changed at regular intervals if they are to retain their effectiveness.  If any mask is recommended, there will be predictably such a massive shortage of them so that it is unlikely that there will enough for the employees of any single company to adequately protect themselves. ]
· Supplies sanitary wipes and advocate their use on surfaces frequently touched by hands such as doorknobs and handles, telephones and keyboards.
· Have latex gloves available to the employees who want them.  There is no evidence that the use of gloves will make any difference.  Apply social distancing techniques as recommended by public health to reduce the chance of spreading the virus.  Such techniques might include keeping a spatial separation of more than three feet from other workers, avoid handshaking, conduct meetings by conference call or video conferencing, staggering breaks and work shifts and utilizing telecommuting when possible.  
· Establish a screening or triage area where the employees must report prior to entering the workplace.  If employees are showing visible signs or symptoms of influenza, they will not be permitted to enter the work area.  

· Provide communication updates frequently on pandemic status within the organization.
· Provide for a mental health counselor on site for the employees to reduce any fears, anxiety, and/or hysteria. 
· Re-deploy staff as needed to ensure Business Continuity.
· Implement AWE (alternative work environment).
· Implement the sick employee call-in procedure
· Ensure that there is a primary point of contact with local, county, or state emergency management.  This person should also l be the point of contact for the Crisis Management team.

· Monitor reliable information sources to find up-to-date information concerning the current status of the pandemic.
· Keep track of employees.
Recovery Phase:  In this section we have identified tasks that should be done after the Pandemic event.  This would include an event debriefing to improve the plans and return the business processes to full capabilities

· Restock supplies
· Review the policies and procedures of what worked and what could have been done better and make the necessary changes.
· Prepare for next wave (History has proven that after the initial wave of illnesses, the people who did not catch the flu originally could catch it later)
· Share best practices with other businesses in the community to improve response efforts.
· Update business continuity plans as appropriate.
· Review staffing levels; hire additional staff as needed.  
· Perform a building clean up if recommended by public health authorities  
Resources for Business Organizations in Arizona

1.  Arizona Pandemic Flu Plan http://www.azdhs.gov/pandemicflu/pandemic_flu_plan.htm
2.  National Strategy for Pandemic Flu http://www.whitehouse.gov/homeland/pandemic-influenza.html
3.  Implementation Plan for the National Strategy

http://www.whitehouse.gov/infocus/pandemicflu/
4.  Business Pandemic Influenza Planning Checklist www.pandemicflu.gov/plan/businesschecklist.html
5.  Its Not Flu As Usual-What Businesses Need to Know About Pandemic Flu Planning.  http://healthyamericans.org/reports/flu/brochures/
6.  Pandemic Influenza Planning Guide for Iowa Businesses

http://www.idph.state.ia.us/pandemic/businesses.asp
7.  Avian Flu Pandemic Preparedness Survey Report-Spring 2006

http://www.mercerhr.com/avianflu
8.  More Business Planning For A Bird Flu Epidemic

http://management.about.com/od/disasterplanning/a/BirdFluPlan0506_2.htm

