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Part 1: 
AN INTRODUCTION TO CONTINUITY OF OPERATIONS PLANNING (COOP) FOR COMMUNITY AND FAITH-BASED ORGANIZATIONS

What would you do if your building was made unusable by a disaster, if your staff was unavailable, or if you had no way of reaching your clients? By developing a continuity of operations plan (COOP) you can significantly strengthen your ability to serve your community during and after disasters. This introduction will help demystify the COOP planning process and help you get started.  Following this introduction you will find a “Quick-Check” tool and worksheets to help you gather the information necessary to develop your own COOP.

	Create a Continuity of Operations Planning (COOP) Team

	Your planning team should represent all aspects of your facilities and programs: Board members, organization management, administrators, facilities managers, program coordinators and staff. Be sure to include those with expertise vital to daily functions. Find out if there are members of your Board or volunteers with risk management or business continuity planning experience. Note: the team you assemble to create this plan can be different from the team designated to lead during a disaster.   Designate an individual who will be responsible for pulling all of the COOP information together, developing and maintaining the plan.


	Perform an Operational Assessment

	How Does Your Organization Function?

· Identify your mission and all of your programs and services: Day-to-day services, post-disaster services, and guest programs (i.e., local organizations using your facilities for programs and meetings).

What are Your Business Activities?
· Identify your business activities: Prioritize the programs you have identified and decide which are most critical and need to function quickly during the post-disaster period.

· Identify actions & processes associated with these business activities: Inventory the separate processes that allow each business activity to function. For example, in order to run your soup kitchen, you must (among other things):

· Pay employees or coordinate volunteers

· Continue your access to food

· Ensure you have a facility

· Conduct outreach

Identify your critical activities 

· Assess how your organization functions, both internally and externally, to determine which staff, materials, procedures, and equipment are absolutely necessary to maintain operations.  Determine how decisions will be made and operations managed during an operational disruption.

· Identify which activities are critical to survival and recovery: In addition to those activities critical to direct delivery of your primary programs and services, include emergency payroll, expedited financial decision-making, and accounting systems to track and document costs in the event of plan activation. Establish procedures for delegation of authority and succession of management.  Identify personnel necessary to carry out these activities and designate alternates.




	Consider the events that can cause a major disruption to your organization’s facilities and programs.
· All-Hazards: This should include natural and human-caused hazards. In California, earthquakes, floods, and fires are the most prominent natural hazards.  Remember to also consider such things as a drastic loss of staff resources from an influenza epidemic.

· Consider your vulnerabilities: Are you next to a sensitive location? Are there chemicals or fuel stored nearby? Is your organization subject to bias crimes? Are you in a flood zone?

· Plan for utility disruptions: Loss of power, heat, water, communications and the loss of the use of your facility (this could be due to a number of hazards).

Identify impacts of hazards on your critical activities and their associated processes.  

Determine what is already in place to help protect your resources:
· Records: Files, computer back-up, contracts, agreements

· Insurance: Explore disaster-related insurance options

· Physical resources: Assess your facility’s security  

· Plans: Fire safety, building evacuation, shelter-in-place

· Support and resources: Memorandums of Understanding or mutual aid agreements with other local organizations, assistance from your regional/national associates

Determine what other procedures and resources are needed to help carry out your critical activities:
· Facilities: Alternate sites for managing and delivering services, alternate record storage locations.

· Equipment and supplies: “Go-Kits”, alternate suppliers for critical supplies

· Communication: Primary and alternate means of communicating with staff, management, outside resources, and clients 

· Timing: Consider how your actions need to change at different times of the day/week/year.

· Decision making and leadership: What kind of organizational structure will you use? Consider who is making decisions, communicating with your clients and partners, and completing emergency actions.


	Develop a Continuity of Operations Plan

	From the data gathered during your operational assessment begin making a plan for what you will do if your facility is not accessible. Define crisis management procedures and individual responsibilities in advance. Talk with your staff or co-workers and frequently review and practice what you intend to do during and after a disruption. Your COOP should address two types of activities:

· Emergency Actions: Immediate response

· Include actions that should be taken just before (if there is warning), or immediately after a disaster to prevent loss of life and property and to promote fast recovery. Make a checklist to ensure that steps are not missed or forgotten during stressful times.

· Include a Communications Plan detailing who needs to be contacted, under what circumstances, how they will be contacted, and  what steps they will take.

· Address circumstances that force you to evacuate or shelter-in-place (stay where you are).

· Continuity of Services: Continuation, expansion, or suspension of existing daily programs

In addition, your plan should integrate with other Community Disaster Response and Recovery Plans. Include any services you offer during disasters that are not part of your regular programs. You should also identify how you will resume regular business operations and how your organization  will contribute to the recovery of your community at large.


	Sharing and Practicing

	Plans must be shared and practiced with all staff and volunteers.  Clients should also be aware of the plan, especially alternate service locations.  Conduct various types of drills to ensure your plans address all situations.
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