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Introduction
In the course of preparedness planning it has become apparent that the success of any envisioned emergency response will rest largely upon the ability of Public Health – Seattle and King County (PHSKC) to rapidly and effectively redeploy human resources to staff emergency response teams as well as ensure the continuity of essential PHSKC functions.  Ideally, redeployed staff would participate on pre-defined emergency response teams for which they are well suited and properly trained.  The likelihood of simultaneous need for a “surge” of several core Public Health functions (e.g., mass vaccination, public information, communicable disease surveillance, emergency management) drives the need for systems to effectively “sort and shift” available personnel.

The Workforce Activation Project (WAP) was developed to establish such a response program within Public Health.  Through meetings with critical staff and division leadership, the Emergency Preparedness team has developed several Surge Response Categories and Surge Response Teams to provide appropriate emergency response in case of an impacting event.   

With the workforce activation functions and teams defined, the next task was to identify how to staff those teams with existing Public Health resources.  BluWater Consulting led the process of working with the team leads and subject matter experts to develop a team matrix identifying the primary roles of the team and the criteria that would be required to man those roles.  Once the criteria were defined, a comprehensive skill set assessment survey was developed.  This assessment was scoped to identify skills that an employee may have in addition to those for their current job title that could be utilized by one of the surge response teams.  Public Health will require all employees to complete the survey so that a comprehensive inventory of skills can be completed to determine potential rosters for the surge response teams.
Developing the Skill Set Assessment
In order to be able to respond to any emergency event, Public Health has developed surge response categories and surge response teams.  BluWater Consulting, Inc. has been tasked with working with the team leads and subject matter experts to develop a comprehensive understanding of the response teams, documenting the requirements of the surge response team and establishing a process of assessment and staff matching to identify pools of resources that can work on the surge response teams if required during an emergency event.
After developing the requirements of the surge response teams, Public Health needs to identify employees with the skills to fill these teams.  In many cases the rosters will be populated with people that currently perform the same tasks during daily operations, but during a surge response event the demand for specific skills may exceed people who currently perform those tasks.  The survey is designed to help identify skills that are already developed by employees that may be utilized on different surge response teams.  Outlined below are the primary components of the assessment processes developed to support the development of potential team rosters for surge response.
Development of the Team Matrices
· Establish primary mission statement and key requirements as defined for Surge Response.
· Define the individual roles and the skills or qualifications required to staff those roles.
· Define support functions and the skills or qualifications required to staff those functions.
The matrices are built around providing a method to collect the information required to develop a response team; the identification of team roles and responsibilities, functional requirements and the identification of qualifications and skills required to perform the roles.  

Development of the Survey Scope
· Validate roles and qualifications with the team leads.
· Define primary questions that align with required qualifications and skills.
· Ensure that any additional qualifying information can be captured in the survey.
After building a catalog of skills required to support the surge response roles, BluWater then built a comprehensive survey to be filled out by all Public Health employees.  The scope of the survey was to capture current and past work experience, education and training, and other soft skills developed by employees that could be used to staff roles during a surge response.

PKSKC looked at surveys developed by other local health jurisdictions including Bergen County (NJ) Department of Health Services 

http://www.medicalreservecorps.gov/pdf/Clearinghouse/expandedvolunteersurvey.pdf 
and the New York City Department of Health and Mental Hygiene.  Review of the survey was performed by staff from CD-Epi, Human Resources, Labor Relations, Labor, Community Health Services, and Preparedness.   

The survey was developed to capture a broad range of skills.  It is the intent of the Preparedness team to have all Public Health employees take the survey and then maintain and update the data with renewal processes during the course of the year.  The survey results will be maintained in a database and associated with each employee so that as their roles change and they add to their skills, they may be able to be assigned to other surge response roles.  
Matching Survey Results to Surge Team Requirements
· Review survey results for anomalies

· Query survey results to build preliminary rosters and teams.

The results from the survey are used to match employees to preliminary rosters and team.  The survey data must be reviewed and confirmed before it can be used to establish team rosters.  This review is intended to identify anomalies in the survey results that may indicate that questions were not clearly understood or that the available answers were not sufficient to support the intent of the question.  In many cases, respondents may skip questions due to time constraints or believing that the questions do not apply to them, so we need to be able to qualify the results in order to use the data for building the teams.

Once the data has been reviewed and qualified, the data can be queried to develop preliminary rosters.  In many cases, identical skills are required across multiple teams.  Where this is the case, prioritization of the skills or the number of roles available can be a determining factor for establishing the rosters.  Queries were developed to be generated against the survey data that would allow individuals matching a high percentage of the requirements for a given role to be identified as a potential team member.  Primary criteria such as degrees, certifications or licenses are the determining factor for most roles, but many roles can be filled by people with no direct experience in the task but experience in similar roles or processes as identified by the survey.
Post Survey Processes
· Validate survey results with HR and/or Labor.
· Assess preliminary rosters to identify alternative team leads and/or process/task leads
· Define call trees and other communication processes based on established rosters.
After defining the preliminary rosters, a more thorough review of specific survey answers has to be completed to confirm the survey responses.  Specific qualifications, licenses or certifications have to be verified by Human Resources to confirm that they are legitimate and have not expired or been invalidated.  Processes must also be developed to get supervisor and management support for staff to serve on a team.  Once all vetting processes have been completed the teams are ready for primary identification, the assigning of team members to specific roles and the introduction of the surge response roles and processes to the teams for initial training and awareness.

These processes are defined to validate the results of the survey and give the team leads a chance to review all Public Health employees that have been identified as potential surge response team members.  In all cases, the team leads will  want to identify someone as an alternative team lead or a leader of a specific function or role on the team.  This process must be completed outside of the survey as these types of assignments cannot be established on specific answers provided from the survey.  In addition to developing the final team assignments, the teams need to be introduced to the processes and procedures of the surge response process, including training and communication developed to support the surge response.  These processes will be maintained by the Preparedness team as part of the operations of the Workforce Activation Project.
Utilizing the Survey Results
The survey results should establish a comprehensive inventory of skills possessed by Public Health employees.  Once validated and confirmed, this information can be used to identify staff that can be assigned to fill specific roles within the surge response process.  In addition, gaps in staffing the roles can be identified and the roles can be reviewed to determine if other qualifications can serve as guides in staffing those roles. 
The survey results should be stored in association with the Public Health employees for the term of their employment by King County.  This data should also be reviewed and updated on an annual basis as the employees may gain additional training or skills that could be utilized on other surge response teams.  

Public Health understands that they have a critical task to complete in their service to the populations of the City of Seattle and King County and know that during an impacting event there will be a high demand on their services.  By having teams defined to support the daily operations of the business as well as highly responsive teams developed to meet this surge of services, Public Health of Seattle and King County can continue to meet the directives of their mission statement.






