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Summary and purpose of document

This document presents an outline of basic principles in the preparation of contingency plans in collaboration with stakeholders, and the Standard Operating Procedures (SOPs) for the internal management of the delivery of services to all user groups.
Action Proposed

The meeting is invited to note the content of the document for future development of Contingency planning and preparation of SOPs by the NMHSs.

 Severe Weather Emergencies

Part I: Contingency Planning
SEVERE WEATHER EMERGENCIES
Contingency Planning
1.0
Introduction
Forward planning in an emergency is absolutely essential for the saving of life and property and yet it is not always seen as a priority. We tend to be reactive rather than proactive. Preparedness demands contingency planning accompanied with actions and it requires effort and perseverance.  
2.0
Purpose and overview

What is an Emergency? An emergency is any situation in which the life or wellbeing of a population is threatened, unless immediate and appropriate action is taken, and which demands an extraordinary response and exceptional measures. 
The emergency situations that most NMHSs in this region deal with concern severe weather hazards, namely heavy rain, flooding, strong winds, strong winds associated with tropical cyclones, high seas, and severe convective storms. 
Exceptional measures require exceptional planning. The impacts of extraordinary and exceptional nature of the event can be mitigated through effective contingency planning.

Contingency Planning - A Definition 

Contingency Planning is forward planning process, in a state of uncertainty, in which scenarios and objectives are agreed, managerial and technical actions defined, and potential response systems put in place in order to prevent, or better respond to, an emergency situation. 
Things to remember are that contingency planning is: 

· a dynamic process, focused on preparation and is flexible

· integrated into on-going operational planning activities

· provides useful input to emergency managers

· an integral part of preparedness activities.
An Understanding of “Planning” 

An understanding of planning is important. Planning is a process. Planning is not simply a theory but a pre-requisite for action. In essence, planning comprises the following steps:

Situation assessment

î
Objective setting

î
Implementation options

î 

Feasibility testing

î 

Implementation

î 

Monitoring & evaluation

î 

Adjust objectives
Planning requires constant monitoring of progress and adjusting the objectives to take account of new realities. The whole point of contingency planning is to begin the planning before the emergency begins by mapping out objectives and strategies prior to the crisis stage.
3.0 The Process
Contingency planning is primarily a process. It is not a one time event, even less a “Plan”. 

The Process - A Definition: A group of people or organisations, working together on an ongoing basis to identify shared objectives and define respective actions.
In severe weather emergency situations our main stakeholders are the disasters management  authorities, stakeholders from other socio-economic sectors, representatives of the media and  NGOs. 
The planning process may well have a starting point but usually no end. It is not advisable to call for a foreign expert to draw a plan for your country - the technical, policy, local and practical concerns for each country are diverse and complex. Thus, the existence of a plan “prepared by the experts” can lead to complacency and false security. There is no ownership by those not involved. Contingency planning should rest with the organisations and persons who should update it and by whom it will eventually be implemented. Expert advice or experience can however be sought on describing the steps and principles in contingency planning process
How is the Process Achieved?

As the definition above implies, contingency planning is best achieved through a cooperative and co-ordinated effort wherein all relevant agencies should work together, in the same direction (shared objectives) and over a period of time. Meeting once and producing a Plan is usually insufficient and the product usually inadequate. The process revolves around regular meetings. Inputs into these meetings include expertise and field visits while outputs include plans, reports and actions. 

The Contingency Planning Exercise

The Contingency Planning Exercise is a forum and opportunity for all involved to participate and contribute. The views of one person or agency may differ from others, but this will often be to the advantage of the planning process since it provides a useful forum for different views to be shared leading to an end product which is more realistic. 

The frequency of the meetings of stakeholders depends very much on the circumstances – the norm is to have a meeting every 3 months or prior to the beginning of the severe weather season  and at the end of the season. 
4.0 The Partners
Contingency planning involves a group working together. The direct benefit of working together is to build a sense of ownership among persons/agencies who   will be called to implement the plan. A typical size of such a group is around 15, depending on the country. 
The selection of the organisations represented, and the individuals representing these organisations, is important for the success of the plan. The initial selection of participating agencies requires careful thought. It is important to have a focal point in each participating organization for the continuity of the process.
Continuity and Permanency

The plan, the participants and the focal point provide continuity to the process. There is a danger, particularly given constant staff changes in many organisations that the process will cease through neglect. Of course, if the threat of a critical event or emergency diminishes there is no point sustaining the process, but that must be a conscious decision, not simply a result of default.

Have a checklist of persons represented. 
5.0 The Plan 

The Plan is a product of the process which brings all activities together in a coherent form and explains how each component is part of the whole.

The Plan  is dynamic because of the changes in the institutional setup and the different weather situations in different seasons. Therefore the plan requires constant updating. 

A Good Plan should:
· Be comprehensive yet not too detailed. The aim is to find the right balance between covering all the important issues yet not flooding the plan with detail.

· Achieve the balance between flexibility and concrete actions. The Plan must not be too directive, restrictive and confining and it is not a blueprint. This being said there should be adequate guidance and direction on the way to proceed.

· Be well structured, easy to read and, importantly, easy to update. Much

of the Plan will be action oriented, thus layout clearly showing what needs to be done, by whom and by when. 

· Be a living document, constantly being updated, amended and improved. 
A model structure

The following is a proposed structure for a contingency Plan.

Section 1. General situation 

This will include a list of hazards likely to affect the area, source or triggering factors, seasonality, preparedness, response measure, etc

Section 2. Policies and overall objectives

This section will include the overall policy (strategic) objectives of the programme

Section 3. Objectives and  Activities by sectors 
In this section the list of each sector’s objectives, activities, preparedness measures, responsibilities, timing etc will be included. 

Section 4. Procedures for feedback, maintenance and future actions.
This section will describe how the Plan will be updated and revised based on feedback and experience gained, who will be responsible for ensuring this will be done and how will the information be disseminated.
Part II: Standard Operating Procedures (SOPs)

1.0 Introduction

A Standard Operating Procedure (SOP) is a set of written instructions that document a routine or repetitive activity followed by an organization. The development and use of an SOP are an integral part of a successful quality management system as it provides individuals with the information to perform a job properly, and facilitates consistency in the quality and integrity of a product or end-result.

Purpose

SOPs detail the regularly recurring work processes that are to be conducted or followed within an organization. They document the way activities are to be performed to ensure conformity to technical and quality management system requirements.

SOPs are intended to be specific to the organization whose activities are described.  They assist that organization to maintain their quality control and quality assurance processes and ensure compliance with government regulations.

Benefits
SOPs:
· minimizes variation and promote quality through consistent implementation of a process or procedure within the organization

· can indicate compliance with organizational and governmental requirements and can be used as a part of a personnel training program

· provide detailed work instructions and minimize miscommunication

· can address safety concerns.

2.0 SOP PROCESS 
SOP Preparation 
The organization should setup a team (management committee) in place for determining what procedures or processes need to be documented. Those SOPs should then be written by individuals who are fully knowledgeable with the activity and the organization's internal structure. These individuals are essentially subject-matter experts who actually perform the work or use the process. 

SOPs should be written with sufficient detail so that someone with limited experience with or knowledge of the procedure, but with a basic understanding, can successfully reproduce the procedure when unsupervised. 

SOP Review and Approval 
SOPs should be reviewed and validated by one or more individuals with appropriate training and experience. Draft SOPs should be tested by individuals other than the original writer before the SOPs are finalized. The finalized SOPs should be approved as described in the organization’s quality management plan. Generally the immediate supervisor, and the organization’s quality assurance officer review and approve each SOP. Signature approval indicates that an SOP has been both reviewed and approved by management. 

Frequency of Revisions and Reviews 
SOPs need to remain upto-date to be useful. Therefore, whenever procedures are changed, SOPs should be updated and re-approved. If desired, modify only the pertinent section of an SOP and indicate the change date/revision number for that section in the Table of Contents and the document control notation. 

SOPs should also be systematically reviewed on a periodic basis, e.g. every 1-2 years, to ensure that the policies and procedures remain upto-date and appropriate.

Checklists 
Many activities use checklists to ensure that steps are followed in order. Checklists are also used to document completed actions. Any checklists or forms included as part of an activity should be referenced at the points in the procedure where they are to be used and then attached to the SOP.

Document Control 
Each organization should develop a numbering system to systematically identify and label their SOPs, and the document control should be described in its quality management plan. Generally, each page of an SOP should have control documentation notation, for example, 

Short Title/ID # 

Rev. #: 

Date: 

Page 1 of

SOP Document Tracking and Archival 
The organization should maintain a master list of all SOPs. This file or database should indicate the SOP number, version number, date of issuance, title, author, status, organizational division, branch, section, and any historical information regarding past versions. The QA Manager (or designee) is generally the individual responsible for maintaining a file listing all current quality-related SOPs used within the organization.

3.0 SOP GENERAL FORMAT 
SOPs should be organized to ensure ease and efficiency in use and to be specific to the organization which develops it. There is no one “correct” format; and internal formatting will vary with each organization and with the type of SOP being written. 
Title Page 
The first page or cover page of each SOP should contain the following information:

· a title that clearly identifies the activity or procedure, 

· an SOP identification (ID) number, 

· date of issue and/or revision, the name of the applicable agency, 

· division, and/or branch to which this SOP applies, and 

· the signatures and signature dates of those individuals who prepared and approved the SOP. 

Table of Contents 
A Table of Contents may be needed for quick reference, especially if the SOP is long, for locating information and to denote changes or revisions made only to certain sections of an SOP. 

Text 
Well-written SOPs should first briefly describe the purpose of the work or process, including any regulatory information or standards that are appropriate to the SOP process, and the scope to indicate what is covered. 
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