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Agenda
• Pandemic Planning Guidance
• Re-entry Planning
• Leadership in a Crisis
• Next Steps and Questions
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Ten Steps: Re-entry Planning 
1. Assemble a re-entry planning team and schedule
2. Establish a “Plan B Team” to review the re-entry plan
3. Develop your framework starting with economic assumptions and health planning 

scenarios
4. Develop your starting baseline status and situational awareness data sources and 

metrics for evaluation
5. Develop the re-entry plan
6. Present to Plan B Team for review
7. Present to executive management for final approval
8. Execute the re-entry plan 
9. Evaluate performance using a continuous feedback loop built on situational awareness
10. Prepare for a possible second wave in the fall
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#1 Assemble a Re-entry 
Planning Team and Schedule
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• Who should be on the re-entry planning team? 
• Key membership is likely to be many of the people who sit on 

your Crisis Management Team (CMT), however, they should not 
be pulled out of your CMT. 
– You CMT needs to remain focused on keeping the business, in whatever 

shape it is in, functioning, so you should pull in other leaders for the re-
entry team.  

– The team leader of the re-entry team should be keeping the CMT and 
Executives informed on a regular basis. 

– The leader of this effort is likely to be a member of the executive team. 

Assemble a Re-entry Team
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#2 Establish a Plan B Team
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Establish a Plan B Team
• What is a Plan B team?

– Individuals with deep knowledge of the business, not actively involved in 
the crisis, who can objectively look at the strategy and decisions and ask 
questions like: is there a better way, is this the best way or what are the 
other options to meet the same goals?

• A Plan B team has several roles in a sustained crisis:
– Reviews decisions and strategy
– Provides objective feedback – a set of fresh eyes
– Supports the leadership in an objective manner
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Why Consider a Plan B Team?
• In a complex and lengthy activation:

– Can’t see the forest for the trees
• Too involved in the details of a problem to look at the situation as a whole

– The uncertainty of the situation gives rise to a sense of disorientation and confusion
– Leaders’ behaviors and mindsets may cause them to overreact and they may need 

help to look ahead
– Leaders lose their objectivity over time
– Leaders fall in love with their ideas

• Leaders need a team of people who are not caught up in the day to day, 
moment to moment crisis and who can provide objective feedback
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#3 Develop Your Framework Starting 
With Economic Assumptions And Health 
Planning Scenarios
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Economic Planning Assumptions
• Develop economic planning assumptions using information 

regarding your company and the business sector 
• This work will likely be performed by the members of the 

Executive Team or their designees
– Strong growth and business rebounds
– Moderate long-term growth and modest economic recovery
– Slow long-term growth with an economic downturn likely
– Flat or negative long-term growth and a prolonged economic 

downturn
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Four Possible Health Scenarios
1. Minimal human transmission (White House Phase Three) – Public health measures are 

successful, with very limited disease transmission. Physical distancing requirements would 
likely remain in place.

2. Modest human transmission (White House Phase Two) – Public health measures are mostly 
successful, there is some continued human transmission and physical distancing and facial 
covering requirements remain in place.

3. Moderate human transmission (White House Phase One) – Public health measures have had 
limited success, there is still moderate human transmission and bans on large gatherings and 
public venue use, such as theaters, remain in place. Physical distancing and facial covering 
requirements remain in place.

4. Severe human transmission (Current State) - Public health measures fail; disease is 
widespread and home quarantine measures continue or resume if they had been stopped.
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#4 Develop Your Starting Baseline Status And Situational 
Awareness Data Sources And Metrics For Evaluation
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Benchmark Where You Are First
• It is critical to have a benchmark about where you stand before the re-entry 

plan kicks off. This is the baseline starting situation status – where are we 
now?
1. People: Number of employee cases, quarantined, deaths. Status of cases in the 

areas you serve.
2. Facilities: Status of your facilities (e.g. fully open, minimal operations, closed).
3. Technology: Status of the company’s technology environment. 
4. Business operations: Status of the key lines of business, including current financial 

measures.
5. Reputation and Brand: Any news regarding your organization whether positive, 

neutral or negative.
• Identify your data sources: internal and external to use for your metrics
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#5 Develop The Re-Entry Plan

https://www.google.com/url%3Fsa=i&url=https%253A%252F%252Felearningindustry.com%252F6-tips-start-planning-elearning-courses&psig=AOvVaw1a0Oabd56zUf9lX-jE6b-m&ust=1586383541862000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCPDgg7Cp1-gCFQAAAAAdAAAAABAK
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Our Future 

Are we there yet? The transition from response to recovery for the COVID-19 pandemic
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Develop Strategies for each of the Four 
Categories of Human Transmission

1. Minimal human transmission (White House Phase Three) – Public health measures are 
successful, with very limited disease transmission. Physical distancing requirements would 
likely remain in place. Example <1% human transmission

2. Modest human transmission (White House Phase Two) – Public health measures are mostly 
successful, there is some continued human transmission and physical distancing and facial 
covering requirements remain in place. Example 1.0% - 1.9% human transmission

3. Moderate human transmission (White House Phase One) – Public health measures have 
had limited success, there is still moderate human transmission and bans on large 
gatherings and public venue use, such as theaters, remain in place. Physical distancing and 
facial covering requirements remain in place. Example 2.0% - 2.9% human transmission

4. Severe human transmission (Current State) - Public health measures fail; disease is 
widespread and home quarantine measures continue or resume if they had been stopped. 
Example 3.0% > human transmission
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Re-Entry Plan Principles
1. Trigger – The trigger to resume re-entry is the “release” by the Department of Public Health 

(or in some cases State government) allowing work to resume. Once this occurs, the business 
then needs to decide the approach. All back in at once or starting with a more measured re-
entry.

2. Business Impact – A key goal in re-entry is to not disturb or disrupt what is working, in 
particular, revenue-producing functions. The rollback to “business as usual” must be carefully 
thought out to avoid creating new problems when business teams return to the office.

3. Disease Monitoring – There must be a steady eye on illness outbreaks in the community and 
the company. There is an acute need for situational awareness to make sure that illness does 
not spread throughout a facility, forcing a return to work from home.
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Consider this: 
If you have teams working productively at home, the question might be at this point, why bring them back now? 

If the disease pops back up (and this is likely) why disrupt what is already working? 
If teams could be more productive at work, then establish a return order for a later date.
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The Mechanics of Returning to Your Facility

• What is the strategy for return? 
– Look at the four categories of human transmission. A 

measured return is likely the wiser approach. 
• Who returns first? Infrastructure Teams
• Who is next? We have dropped all the departments 

into two categories: Business Support Teams (HR, 
Communications, Finance, etc.) and Lines of 
Business.
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Possible Re-entry Timeline

90 
Days

90 
Days

Phase I
Employees 
Returning:

Employees who cannot 
perform all of their job 
functions at home.

Return Limit: 15 - 20% of building total 
headcount.

Phase II
Employees 
Returning:

Remaining employees who 
cannot perform all of their 
job functions at home.

Return Limit: 15 - 20% of building total 
headcount (40% 
cumulative).

Phase III
Employees 
Returning:

Remaining employees who 
cannot perform all of their 
job functions at home and 
voluntary employees.

Return Limit: 10% of building total 
headcount (50% 
cumulative).

Phase IV
Employees 
Returning:

Remaining at-home 
employees.

Return Limit: 50% of building  total 
headcount (100% 
cumulative).

Stop and Hold

Post Therapeutics &/or 
Vaccine
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Minimal Human 
Transmission

Phase Three

Modest Human 
Transmission

Phase Two

Moderate Human 
Transmission

Phase One

Severe Human 
Transmission

Business Infrastructure 
Teams: Facilities, 
Security, Technology

Physical distancing. Facial 
coverings may be required if 
distancing is not possible, 
evaluate daily

Bring back staff with physical 
distancing. Facial coverings 
required if distancing is not 
possible, evaluate daily

Bring back staff with physical 
distancing. Facial coverings 
required, evaluate daily

Revert to most severe 
restrictions, likely limited staff 
onsite with physical distancing. 
Facial coverings required

Business Support 
Teams such as  
Finance, HR, Comms

Continue to migrate back to office 
over several weeks, evaluate 
daily

Divide team into A & B, A works 
week #1 & #2 ,B works week #3 
& #4, evaluate daily

Continue to work from home, 
allow staff in for critical activities 
as necessary using physical 
distancing, evaluate daily

Revert to most severe 
restrictions, evaluate business

Lines of Business Assess business demands, 
Continue to migrate back to office 
over several weeks, evaluate 
daily

Assess business demands, 
Divide team into A & B, A works 
week #1 & #2 ,B works week #3 
& #4, evaluate daily

Assess business demands, 
Continue to work from home, 
allow staff in for critical activities 
as necessary using physical 
distancing, evaluate daily

Revert to most severe 
restrictions, work remotely, 
continue to evaluate the business
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Plan Should Include These Key Points
• Responsibility and authority 
• Triggers for movement – including rapid shutdown
• Frequency of review
• Travel restrictions
• Client meetings, site visits or visitors
• Detailed strategies on facilities
• Rollout of the plan
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Plan Contents

• Physical distancing & personal 
behavior

• PPE requirements
• Elevators, stairwells and hallways
• Common areas
• Amenity spaces
• Security & business access
• Third party vendors

• Janitorial and cleaning protocols
• Bathrooms – toilet plume
• HVAC
• Emergency response, fire drills
• Education – on-boarding
• Communication & signage
• Enforcement
• Work schedule options
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#6 Present To Plan B Team For Review 
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Plan B Review

• Once the plan has been completed, it is presented to 
the Plan B Team for feedback and refinement 
– The goal of this review is to challenge the approach and 

suggestions and produce the best plan possible, minimizing 
infections while “turning the company back on”

• At the conclusion of the Plan B review, the plan should 
be finalized for presentation to Executive Management
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#7 Present To Executive 
Management For Final Approval

https://www.google.com/url%3Fsa=i&url=https%253A%252F%252F4apps.com%252Fcreate-approvals-role-assignments-user-management&psig=AOvVaw1miZQNtmf8_iHvpDvNV29W&ust=1586383737673000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCKi4n4-q1-gCFQAAAAAdAAAAABAD
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Present To Executive Management For 
Final Approval

• Present the final Re-Entry Plan to Executive 
Management for discussion and approval  

• There will likely be revisions to the plan at this point
• Quickly make any revisions so the plan can be 

deployed
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#8 Execute The Re-Entry Plan 
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Execute The Re-Entry Plan
• Once the plan is approved, informing managers and employees 

about it is your first action 
• Begin with a re-entry plan education program, which could be done 

using many of the virtual platforms that you are likely using in your 
current remote work strategy 

• Once the authorities have allowed business to resume, determine 
a date to initiate plan execution, after revisiting and validating 
strategies
– Implementing strategies could take several weeks to secure equipment, 

modify the work environment and educate staff on protocols
May 2020 Slide 31
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#9 Evaluate Performance Using A Continuous Feedback 
Loop Built On Situational Awareness
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Evaluate Performance

• Once the plan is deployed, continual evaluation of its 
execution and disease spread rate is critical 

• Current situational awareness on employee illness and 
community spread is essential to understand if the 
plan needs to be modified to prevent further illness
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#10 Prepare For the Next Wave
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Prepare for the Next 
Wave

• We do not know what will happen
– The virus could continue 

unabated or it could die down 
in the summer

• To this end, it is critical that your 
planning include how to “fold up 
the package” once again if  the 
disease begins to again spread 
aggressively

May 2020
© 2020 CIDRAP
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Leadership in a Crisis
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Leadership in a Crisis
• Empathetic  Leadership 

– How to provide empathetic and 
compassionate leadership at time of 
crisis

• Training for leaders at all levels
• Company town halls
• Department meetings to connect

• How to manage a remote team
– Provide training for all managers so 

they can effectively manage remotely
May 2020 Slide 37
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Final Note: Be Prepare for a Long Haul

• Pace yourselves 
• This will go on for months 

(years?)
• Be aware of staff fatigue, 

including your own 
• Develop shift-based staffing 

charts as necessary 
• Be ready for the long haul
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Thank you

Regina Phelps 
Emergency Management & Safety 
Solutions
San Francisco, California
@ReginaPhelps
Linkedin.com/in/reginaphelps
Regina@ems-solutionsinc.com
www.ems-solutionsinc.com


