
CITY OF SHINNSTON CONTINUITY OF OPERATIONS PLAN
APPENDIX 2: DEPARTMENT-SPECIFIC COOP GUIDELINES	
COOP #1: CITY MANAGER

	
DISCUSSION OF MAJOR COOP CONCEPTS
The following is not a comprehensive list of the COOP concepts discussed in this plan. It does, however, list the major concepts. This list serves as a quick reference guide for the user of the plan.

· Essential Functions: 1-2
· Service Suspension and Consolidation: 1-2
· Plan Activation Levels: 1-4
· Relocation: 1-5
· Lines of Succession: 1-9
· Vital Records: 1-7
· Reconstitution: 1-7




I. SITUATION AND ASSUMPTIONS
A. Situation
1. The City Manager is generally responsible for the day-to-day operations of city government.
2. The City Manager operates at the Shinnston City Building, 40 Main Street, Shinnston.
3. As the primary personnel manager for the city, the City Manager is often listed as an ultimate backup for Department Head positions. As such, this plan is built on the premise that the City Manager has a working knowledge of all departmental operations.

B. Assumptions
1. Situations will occur that are beyond the planned scope of this guideline.
2. Adequate advance warning will be received so as to implement this guideline.
3. The City Manager will understand her responsibilities as outlined in this plan.
4. The City Manager can implement this plan within 12 hours.
5. Existing communications systems are adequate to facilitate the implementation of this plan. When unavailable, sufficient backup systems have been identified.

II. CONCEPT OF OPERATIONS
A. The City Manager serves as the city’s “COOP Coordinator”. As such, she coordinates pre-emergency continuity planning and supports resources and technical assistance requests during COOP activations. The COOP Coordinator role may also require the City Manager to make a decision (or recommendation) to relocate operations, for personnel to stay home for the duration of an emergency, that the recovery phase has begun, etc.
B. General
1. Essential Functions
a. “Essential functions” are those organizational functions that should be sustained for as long as possible during any circumstance. Without the essential functions listed below, the City Manager would not be able to fulfill her core mission.
b. List of Essential Functions
i. Personnel management
ii. Interface with council
iii. Budget
iv. Public interface

c. For additional information on essential functions (including prioritization), reference Attachment 1, Worksheets 1 and 2.

2. Service Suspension and Consolidation
a. “Services” relate directly to essential functions; often, “services” are the tasks that are necessary to provide essential functions.
b. The following services could be suspended, contingent primarily on the time of year. Other factors include the scope of the emergency, the level of continuity plan activation, etc.
i. Personnel management (can be suspended in lieu of management at the Department Head level)
ii. Interface with council (can be suspended per directive from the Mayor)
iii. Budget (can be suspended between April and December)
iv. Public interface (can be suspended for the duration of operations meant to protect the health and safety of city employees to allow the City Manager to focus on provision of life safety measures)

c. The Mayor has the authority to suspend all services with the exception of personnel management. The City Manager has the authority to suspend the personnel management function.

3. Personnel Cross Training
a. Assisting Other Departments
i. The City Manager serves as the primary backup for the Finance Officer.
ii. As mentioned above, the City Manager is often listed as a final backup to Department Head positions because she oversees city operations and is the supervisor for Department Heads.

b. Assistance from Other Departments: The Finance Officer is the only city staff person that can assist and/or substitute for the City Manager.

C. Notification and Warning
1. The City Manager may receive a recommendation to activate this plan from the Chief of Police, other Department Heads, Harrison County Bureau of Emergency Services, or the West Virginia Division of Homeland Security and Emergency Management (WVDHSEM).
2. The City Manager is generally responsible for notifying all city Department Heads that this plan should be activated.
a. Any backup for the City Manager would automatically assume this responsibility.
b. All notifications should include the following information:
i. A description of the incident,
ii. The level to which the plan is being activated,
iii. A means of obtaining additional information, and
iv. When to expect additional information.

3. Telephone Notification Tree: See Section IV.D.5 of the Basic Plan for the complete notification tree.
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D. Emergency Guidelines
1. Activation Levels
a. Level 3 (Monitoring) 
i. Level 3 corresponds to an incident such as an intruder or hazardous material incident.
ii. Level 3 emergencies may only affect a portion of a government facility.
iii. Unless directly threatened by the emergency, an appropriate response for the City Manager (as a city “department”) may be to maintain heightened awareness and await further instructions.

b. Level 2 (Partial Activation) 
i. Level 2 corresponds to a partial activation of the plan (i.e., no relocation).
ii. Sample situations include severe winter storms, epidemic/pandemic, prolonged utility outage, facility damage, etc.

c. Level 1 (Full Activation) 
i. Level 1 corresponds to a full activation. 
ii. Sample situations include major facility damage, confirmed credible threat to the facility, etc.

d. See Section IV.B of the Basic Plan for detailed information on activation levels.

2. When implementing this plan, a distinction is made between the “Relocation Group” (RG) and the “Non-Relocation Group” (Non-RG). RG personnel are those that would be necessary to sustain services related directly to essential functions. Non-RG personnel sustain services related to non-essential functions. In all cases, the City Manager is a member of the RG.

D. Relocation 
1. Evacuating the Primary Facility
a. There are no special instructions necessary for the City Manager to evacuate her regular operating location.
b. If necessary, the City Manager should notify her counterparts with the other municipalities throughout Harrison County as to how to reach her.

2. Alternate Facilities
a. Preferred: Shinnston Police Department
i. Directions from the Primary Facility: Turn right onto Railroad Street and follow it for two (2) blocks; turn right onto Bridge Street and the facility will be on the right.
ii. No additional resources would be necessary at the police department to support the City Manager’s operations. 
iii. Soon after establishing the alternate site, the City Manager should ensure that there is space available for any upcoming council meetings.


b. Secondary: Bice-Ferguson Memorial Museum
i. Directions from the Primary Facility: Turn right onto Railroad Street, then right onto Walnut Street. Turn left onto Pike Street; the facility will be on the left.
ii. No additional resources would be necessary at the police department to support the City Manager’s operations. 
iii. Soon after establishing the alternate site, the City Manager should ensure that there is space available for any upcoming council meetings.

c. Tertiary: Clarksburg Municipal Building
i. Directions from the Primary Facility: Take US 19 south toward Clarksburg; merge onto US 50 in Clarksburg. Take the Downtown/3rd Street exit and turn onto SR 20/Pike Street. Take the first left onto South 4th Street; turn left onto Main Street. The facility will be on the left.
ii. As the home of Clarksburg’s municipal government, Shinnston operations may have to be scheduled around Clarksburg’s regular operations.

d. If relocation becomes necessary after the start of the incident, the directive may be issued to other Department Heads by the City Manager (as the COOP Coordinator). The notification should contain the name, location, and directions of the facility to which to relocate.
e. See Attachment 1, Worksheet 5 for additional information on alternate facilities.
f. Contingent upon the type of incident and/or its location, the City Manager may select a different continuity facility on an ad-hoc basis (especially if the above-listed facilities are unavailable or at risk from the hazard).





3. Transition
a. The City Manager would likely be the “coordinator” of the relocation effort. As such, she should be responsible for arranging for such financial considerations as paying for infrastructure service used by Shinnston operations at a facility such as the Clarksburg Municipal Building. 
b. Additionally, at the time relocation becomes necessary, the City Manager should see to it that the daily backup is made and removed from the city building at the close of operations.
c. If time allows, the City Manager should designate personnel to move the city’s server to a safe location while the city building is being evacuated. The ideal location would be to relocate the server to the same alternate site to which operations are relocating.

E. Vital Records
1. There are two (2) types of vital records: those that support daily operations and those that are mandated to be maintained by state code or local ordinance. In the City Manager’s case, all vital records are considered “emergency operating records”. (The “rights and interests records” are maintained by other Department Heads.)
2. Emergency Operating Records: Personnel files 
3. The City Manager and Finance Director have access to these files on a regular basis.
4. The files are not considered time critical should city operations have to cease for a short period of time or if operations must relocate.
5. Typically, these files are placed in a locked file cabinet. Such storage should suffice for all hazards with the notable exception of fire.
6. See Attachment 1, Worksheet 7 for more information on vital records, including detailed back-up and security measures.

F. Reconstitution (i.e., Recovery)
1. Once operations are transferred back to the primary facility, personnel can return to their normal operating location. 
2. If such equipment as computers, telephones, copiers, fax machines, etc. is damaged or destroyed, it can be repaired/replaced consistent with a priority assigned by the Recovery Team.
3. The City Manager, as the COOP Coordinator, should communicate any special considerations for resuming normal or near-normal operations to Department Heads based on any assessments performed by the Recovery Team.
4. The City Manager would serve as a vital member of Shinnston’s Recovery Team.
a. The City Manager loosely serves as the “Recovery Team Leader” in that she coordinates the recovery task in consultation with team members. 
i. As such, the City Manager may receive reports from Department Heads related to what each department is facing as the incident transitions from the response to recovery phase.
ii. As such, the City Manager should maintain contact with Recovery Team members via telephone or cellular phone. It may also be necessary to convene the Recovery Team.

b. Recovery Team Members
i. City Manager – Recovery Team Leader
ii. Finance Officer
iii. Public Works Supervisor
iv. Police Chief
v. Fire Chief
vi. Engineering Contractor(s)

c. The responsibilities of the Recovery Team are numerous and include determining what is necessary for a full recovery, prioritizing the procurement of recovery resources, etc.
d. See Section IV.I.3 of the Basic Plan for additional information on the Recovery Team, including a full list of responsibilities.



III. DIRECTION, CONTROL, AND COORDINATION
A. The “COOP Coordinator” position is a role – not a full-time position – put into place to ensure a baseline level of support for all departments implementing this plan. 
B. To ensure that a “COOP Coordinator” is in place at all times, the following line of succession also applies to the role of “COOP Coordinator”.
C. Lines of Succession
1. Lines of succession ensure that a decision-maker is in place for the City Manager. 
2. In order for a continued leadership capability, a “delegation of authority” should accompany any transition through the order of succession. Two (2) types of authority can be delegated: emergency authority or administrative authority. See Section V.C of the Basic Plan for additional information.
3. Order of Succession: City Manager
a. Finance Officer
b. Mayor

4. See Attachment 1, Worksheets 3 and 4 for additional information.
5. Devolution of Control: As per the order of succession, the Finance Officer could assume the total responsibility of the City Manager.

IV. INFORMATION COLLECTION AND DISSEMINATION
A. The City Manager serves as a Point of Contact (POC) for the general public in need of city services. As such, the location from which the City Manager is operating should be publicized in outreach efforts outlining how to access the city government should continuity activation occur.
B. The City Manager also serves as Shinnston’s Public Information Officer (PIO) during emergency situations impacting the city as a whole. In this role, she has a number of contacts with media providers serving the region as well as other PIOs in Harrison County (and through the Harrison County Bureau of Emergency Services). Such a network should assist in ensuring notification is issued to the public ensuring that they can access their city government.


C. Status Reporting
1. The City Manager should feel free to request status updates from all city department as needed for the duration of COOP activation.
2. There would be no standard format for status updates. Simply convey that business is as usual or alert emergency personnel to unusual or hazardous situations. See Appendix 3 to the Basic Plan for a sample status report.

V. COMMUNICATIONS
A. The following communications capabilities are available to the City Manager.
1. Standard, landline voice telephone service through Frontier Communications; cellular phones in place as a backup
2. Standard data facsimile service through Frontier Communications; no backup in place
3. Voice and data cellular service through US Cellular; City Manager carries a Blackberry Smartphone
4. CityNet POP3 email through the city’s website; no backup identified – available through off-site vendor
5. High-speed cable internet service through Suddenlink; no backup identified

B. See Worksheet 8 in Attachment 1 for more information on communications capabilities.

VI. ADMINISTRATION, FINANCE, AND LOGISTICS
A. Administration
1. If, during a long-duration emergency, operations are restricted to a minimum or completely suspended (temporarily), continual revenue to the city budget may become an issue. As a result, the Mayor may consider temporary reductions or suspensions of payroll. Only the Mayor (and City Council) can take such action. The City Manager, as the primary interface with council, should be a part of this conversation.




2. Employee Accountability
a. Throughout the course of an emergency that causes the activation of this plan, personnel throughout the city structure should ultimately be accountable to the City Manager. 
i. For situations that force the closure of the city building:
· During emergencies, the City Manager should request that Department Heads notify her via telephone when all departmental personnel have been accounted for.
· When all personnel are confirmed safe, the City Manager should notify the Mayor of status.

ii. For situations that force the city office to relocate, see above.

b. Unauthorized Absences
i. Staff members are expected to operate efficiently and effectively based on orders given, regardless of location or schedule.
ii. If personnel are absent without an authorized reason, the City Manager can determine appropriate disciplinary measures. Such measures may include (and are based on the severity of the infraction):
· Verbal reprimand,
· Written reprimand,
· Withhold pay for the period of the unauthorized absence,
· Suspend staff member for a proportionate period of time, or
· Termination of employment.

iii. As with normal operations, the City Manager and/or Department Heads may also grant authorized absences.

B. Finance
1. So as to request reimbursement for personnel overtime, resources expended, etc., accurate records should be kept.
2. Only resources expended as a direct result of the emergency situation are eligible for reimbursement. Reporting should include a brief description of the emergency tasks that affected a given resource.
3. In general terms, supplies and/or services that are needed as a result of the emergency can be obtained from regular suppliers and vendors. The forms contained in Appendix 3 to the Basic Plan can be used so that consistent records are kept for inclusion into cost reimbursement requests.
a. Section VIII.B.2 in the Basic Plan discusses communications with contractors and suppliers.
b. The city coordinates with the Harrison County Bureau of Emergency Services (HCBES) should resources be necessary that cannot be obtained through existing contracts, vendor agreements, mutual aid agreements, etc. The HCBES maintains a county and region-wide resource database for such a purpose.

4. All forms and reports should be submitted to the City Manager within ten (10) days of the deactivation of this plan. If another timeframe must be met, dates/times should be communicated by the City Manager. The City Manager may disseminate this information during requests for status updates.

C. Logistics
1. “Vital systems and equipment” include the components, processes, and requirements to ensure the continued performance of essential functions.
a. Computers: At least two (2) PC workstations to facilitate city operations, along with electricity to power the computers and internet connectivity.
b. Accounting Software: Appalachian Software program used to manage the city’s finances, needed primarily during budget time.

2. See Attachment 1, Worksheet 6 for additional information on vital systems and equipment.

VII. LIST OF ATTACHMENTS
Attachment 1: Completed COOP Worksheets
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CITY OF SHINNSTON CONTINUITY OF OPERATIONS PLAN
APPENDIX 2: DEPARTMENT-SPECIFIC COOP GUIDELINES
COOP #1: CITY MANAGER
ATTACHMENT 1: COMPLETED COOP WORKSHEETS

This attachment contains completed worksheets that may be used to reference detailed information vital for continuity of operations.
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