1.
NEED FOR PROJECT  

[image: image1.jpg]=
g

*
Philadelphia




The Hempfield School District (HSD), a local education agency, is located west of Lancaster, Pennsylvania, in Lancaster County, in the heart of what is commonly known as the Pennsylvania Dutch country.  The district is composed of East and West Hempfield Townships and the boroughs of Mountville and East Petersburg. The small towns of Landisville and Rohrerstown are also part of the district.  Hempfield School District extends over 44 square miles which includes two townships and two boroughs and is divided into six elementary attendance areas. There are 10 K-12 school sites within the HSD attendance area. This application encompasses services to all of these sites.  The district serves 7,267 students, of which almost 8% are students with disabilities. Most Hempfield students are bused to school from their homes. Please note that HSD has not been awarded an Emergency Response and Crisis Management (ERCM) grant in prior competitions.  

a. Magnitude of Need.   Pennsylvania is a large, complex state. With more than 12 million citizens living in a blend of urban and rural settings, a diverse industrial and agricultural based economy, a sophisticated network of intra and inter-state highways, as well as modern rail and air transportation centers. 
The Pennsylvania Emergency Management Agency (PEMA) has completed a hazard vulnerability analysis as part of their Emergency Operations Plan. Through the analysis, eleven hazards were identified as possible dangers that have the most frequency of occurring or have occurred. The following hazards are the ones most likely to effect HSD and its students: (1) Transportation Accidents: The most costly of all hazards, in terms of lives lost, injuries and economic loss, are transportation accidents. In the past 20 years, transportation accidents have resulted in 18,855 deaths throughout the state. Also during the past 20 years, there have been numerous small aircraft accidents that have resulted in several  deaths, including the September 11, 2001, United Flight 93 crash, which occurred when a band of terrorists commandeered the aircraft as part of a terrorist attack on this nation. Forty-five people died on that flight. (2) Floods: Flooding is the most frequent and damaging natural disaster that has occurred. Many communities in Lancaster are located along waterways. This was due in part to the early reliance on water for transportation and then as an energy source for industry. Many low-lying areas in Lancaster were developed long before science identified these areas as flood plains. As such, homes and personal property, business and industry, and public infrastructure, such as roads, bridges, railways and public utilities are at risk of flood related damage and loss. (3)  Fires:  Fire hazards are rated the third most severe of man-caused hazards. Fires in residential, commercial or industrial areas cause the most extensive property loss, with residential fires resulting in the most lives lost. Up until several years ago, an average of 296 lives were lost annually in residential fires.  Wildfires also pose a significant danger in many areas of the stat and Lancaster County.  (4) Winter Storms: Numerous winter storms occur each year and while most do not cause major economic disruption or destruction, severe snowstorms and icing can endanger lives by stranding motorists, disrupting the power supply and isolating rural populations throughout Lancaster.  Within the last several decades, severe winter storms triggered at least eight gubernatorial disaster declarations. Of that number three resulted in federal aid authorized by the president.  (5) Tropical Storms, Tornadoes and Windstorms: Tropical storms, spawned from hurricanes that have moved inland from the Atlantic and the Gulf of Mexico, have caused flood damage and human suffering in many areas of the state including Lancaster County. Additionally, tropical storms have caused widespread flooding that threatened or claimed lives and ravaged public and private property. Tornadoes and windstorms, which occur more frequently, can also be very deadly. In the past 20 years, there have been 11 verified tornadoes and two high windstorms. Of the former, three resulted in the major disaster declarations issued by the governor and president.  (6) Hazardous Materials: The constant increase in the production, transportation, storage and use of hazardous materials within and across the state poses one of the greatest threats to the health and safety of Lancaster residents. Although there has never been a major hazardous material accident, there is still the possibility that an incident could occur. Therefore, the control of hazardous materials is one of the most serious problems facing Lancaster and the entire state of Pennsylvania. Because of its large agricultural base, Lancaster is home to several industries that manufacture, store, use, and dispose of toxic materials, and is also exposed to hazardous materials transported over major highways and railways.  Within the County, three sites are on the EPA list of toxic release sites including a landfill and a gas plant.  Hazardous materials emergencies, primarily due to surface route and rail accidents, have and will continue to occur.  (7) Geological incidents in the state, such as earthquakes, landslides and subsidence, have caused relatively minor damage and have not been a threat to human life in most areas of the in Commonwealth.  However, in certain areas, landslides and subsidence have resulted in considerable damage to public and private property. In fact, records indicate that there have been at least 12 earthquakes, most occurring in Southeastern Pennsylvania near Lancaster and fortunately, most  were of minor intensity. The largest recorded Pennsylvania earthquake occurred in 1998. The earthquake measured 5.2 on the Richter scale and was felt over approximately 200,000 square kilometers in the northern United States and southern Canada. (8) Dam failures pose a serious threat to many communities located downstream from major dams. The worst dam failure to occur in the state resulted in 85 lives lost during a major flood. (9) Terrorism – The Office of Homeland Security has identified Pennsylvania’s Three Mile Island nuclear power plant, located near Lancaster, as a possible target for domestic terrorists. In fact, there have been speculations that the true target of Flight 93 was headed for the nuclear plant.  In addition, although there has not been a radiation leak within the last two decades, there still lies a potential threat to citizens within the 20 mile radius of the plant which includes Lancaster and HSD. 
Along with the potential hazards facing HSD listed above, incidents at its schools are also a concern because during the 2004-2005 school year, HSD reported 97 law enforcement incidents.  For example, in June 2006, there was a bus incident where a Lancaster City school bus was involved in a vehicle accident causing minor injuries to the bus driver and students or a suspicious package being dropped off at a local business that required the search by the local bomb squad.  What has been realized is that the district is unprepared for such emergencies.
b.
Gaps or Weaknesses.  Through discussions with community stakeholders and HSD departments, the district realized the gaps and weaknesses in its school safety and crisis response plans revolved around its ability to communicate with first responders within the community.   Therefore to address this issue, within the last several years, the district began to take a deeper look at ERCM in preparation for the submission of this first ERCM grant application.  The planning process included meetings with stakeholders, reviews and revisions of the District Comprehensive Safe School Plan, school site surveys, focus group discussions with district administrators, site administrator interviews, parent/community forums, Board of Education study sessions, evaluation of responses to past emergencies, and one-on-one interviews with first responders and city and county governmental departments. While HSD has developed a framework that is used to guide schools in responding to emergencies within the community, there are gaps that compromise its effectiveness in meeting the needs of the schools and the district.  These gaps are described below: 
· Lack of comprehensive school safety plans.  The current school safety plans only address the response phase of crisis management. Although the schools have fragmented programs that address other phases, such prevention strategies through youth crime watch programs, or peer counseling, the schools lack the inclusion of a comprehensive plan that address all four phases including prevention/mitigation, preparedness, response and recovery into their plans. 

· Coordination of community agencies at schools to review plans.  During the development of the school safety plan, each school requests the assistance of the local police department and fire departments to collaborate in the plan design.  In many cases, schools receive commitment from the various agencies to assist in developing their safety plans. However, for the most part, agencies provide limited collaboration with these schools. In addition, public and mental health agencies, as well as a representative from the local government have traditionally not been a part of the development process.  Through the project, the key to strengthening and improving the district plan will be to have an active partnership with these and other agencies that provide services within Lancaster County so that schools can effectively respond through all phases of crisis management.
· Lack of training for support staff/school safety team.  Although the district does provide training to principals, since the principal is the leader of most crises at the schools, members of the School Safety Teams (SST) do not receive much training. The SST plays a critical role in preparing for emergencies situations, coordinating activities during an emergency and conducting assessment and follow-up procedures after an emergency. Schools can not have effective emergency management plans without a well-trained and organized SST  that is ready for quick and decisive action. 

· The district lacks common procedures to evaluate school safety plans. In order to ensure that schools are prepared to meet the needs of the schools and community, the evaluation of the school safety plans are critical. Through the project, the district will appoint evaluators to ensure that the plans include all phases of crisis management, address all possible crises and hazards, and are developed in collaboration with public safety agencies.
· Centralizing information for schools.  The district requires the completion of various different documents from schools, including a communication plan, emergency plan, and a school safety plan.  Through this project, the district will design the school safety plans to be inclusive of all necessary information and documents in case of an emergency.  Additionally, the district will begin to centralize information for the development of those plans. Additionally, the plan will be used to guide the district’s newly developed Incident Command Center where emergency procedures and information will come from a single point of contact at the school.  The district will fully utilize NMIS principles to establish an effective Incident Command Center.

· Lack of financial support to improve school safety plans.  Although the one of the district’s top priority in its strategic plan is school safety and security, district funds are primarily used to provide security personnel at the schools, purchase necessary emergency equipment and to provide the most basic functions of safety and security. The project will enable the district to implement a continuous improvement plan that would ensure that all crises and emergencies can be addressed at the schools and that the SSTs at the schools are trained.  

2.
QUALITY OF THE PROJECT DESIGN  

a.
Reflects Up-to-Date Knowledge and Effective Practice:  Several documents and publications were reviewed and used by the planning team in the development of the strategies outlined including: FEMA’s NIMS IS 700 Training Manual and ICS System Training Manuals; United States Secret Service and United States Department of Education, Threat Assessment in Schools: A Guide to Managing Threatening Situations and to Creating Safe School Climates (May 2002); United States Department of Education, Practical Information on Crisis Planning: A Guide for Schools and Communities (May 2003); National Education Association, Crisis Communications Guide & Tool Kit (nea.org/crisis); United States Department of Justice, Combating Fear and Restoring Safety in Schools; the Department of Health and Human Services and the Center for Disease Control and Prevention’s State and Local Pandemic Influenza Planning Checklist, .and Federal Emergency Management Agency documents and guides.  These documents, along with attendance at State, Regional, and National conferences will continue to guide the planning and implementation process. Additionally, the district emergency response and crisis management system is based upon knowledge and implementation of NIMS/ICS protocols.  A clear district plan has been developed to establish linkages with community partners, and all stakeholders will use common language.  All elements of a comprehensive ERCM plan have been, and will continue to be addressed, specifically: Mitigation/Prevention, Preparedness, Response, and Recovery. The plan will also include a written infectioys disease plan to address potential pandemics.  School Safety Teams have been given clear and user-friendly tools to assess site needs and continuously review/revise site plans that address the unique conditions of their schools.  Training will be provided to enhance community, district, and site capacity to ensure effective ERCM plans/procedures.  The needs of disabled students/other individuals will be addressed in all plans and communications.  Parents and the media will be actively involved in all stages of the process. All staff, parents, and volunteers will be provided with training opportunities and fully engaged in the process. The district and school plans are based upon a continuous improvement model - everyone will be provided with opportunities for training, drills and practice, and reflection upon lessons learned; they will then continuously revise and refine plans and training and conduct further drills and practice.  All four areas of ERCM will be addressed through the project.  Most of the activities outlined in this grant application do not address the response phase, because the only phase that is fully addressed by the School Safety Plans is the response phase.  
               b.    Address needs of target population.   HSD has begun the process of  intra/inter agency collaboration necessary to effectively create safe school environments.  Although HSD has a long history of coordination and interagency collaboration with respect to direct services to students and families, however, the area of ERCM had not received such a comprehensive unified focus.  Within the district, a unified philosophy regarding the significance of crisis planning has now been developed, and the connection between school safety and academic performance is understood.  The overarching goal for the ERCM grant is to provide training and technical assistance necessary to bring ERCM under the unified focus of the district and collaborative agencies, and move from fragmented organizational units to a coordinated approach in preventing, mitigating, responding to, and recovering from emergencies. With ERCM funds, the district will be able to fully implement a comprehensive ERCM plan district wide.  Specific goals and objectives of the ERCM program will be as follows: 

	Goal
	Objectives

	Redesign ERCM plans (district wide and school level).
	· Increase the number of hazards addressed by school ERCM plan by 20% annually as compared to a baseline to be established by November 2006.  

	
	· Improve capacity to guide the development of District School Safety Plans and School Site Plans by creating a Safe School Index (multiple measures).

	Improve crisis drills.
	· Increase the number of drills reported by schools by 100% annually (February of each year) from baseline established in January 2006. 

	
	· Improve response time for crisis drills by 1 minute annually as measured by reported time on the HSD drill reporting system, from a baseline established in January 2006.  

	
	· Improve quality of response by 20% annually as measured against a baseline established in 2/06 using reports and site observations    

	Achieve full implementation of NIMS by 9/30/07.
	· Organize individual school site safety plans around NIMS.  All schools submit revised safety plans by March of each year for Board approval.

	
	· A minimum of 15 key district staff will complete NIMS IS-700 by 11/30/06.  

	
	· All SST members will complete an IS-700 compliant training developed by HSD by 9/30/07.  A total of 12 individuals will receive this training.

	Increase parent confidence in & understanding of ERCM procedures.
	· Surveyed parents will demonstrate a 50% increase in understanding of ERCM procedures and their roles/responsibilities as measured by a pre/post questionnaire.  Baseline established 1/07.

	
	· Percentage of surveyed parents expressing confidence in school ERCM procedures will increase by 25% from baseline as measured by a pre/post questionnaire.  Base line will be established 1/07.

	Effectively implement threat assessment and mitigation procedures district wide.  
	· Increase staff understanding of threat assessment procedures and knowledge of early warning signs of a threat through continued training.  As measured by pre/post surveys, 80% of staff will demonstrate increased understanding by 3/31/08 against a baseline established 1/07. 

	Increase ability to restore the learning environment after a crisis.
	· Develop written interagency agreements outlining recovery strategies to restore the learning environment and mutual aid agreements by 3/31/06.

	District and community partners will commit to sustain and continuously improve school ERCM plans beyond the grant.
	· By 3/31/07, develop a written community wide sustainability plan that will allow for continuous improvement of the ER/CM beyond the grant period.  



Through the ERCM grant, HSD will be able to provide the training and resources necessary to fully implement a comprehensive safe school process that effectively integrates prevention/mitigation, preparation, response, and recovery; and includes comprehensive training, monitoring, and evaluation, along with full collaboration with community partners (i.e., Police, Fire, Mental Health, Health, and local government agency). Local capacity has and will continue to be expanded through increased collaboration and communication between HSD and community partners, technical assistance, increased awareness, and joint training.   The district’s extensive and comprehensive school safety policy requires that local police and fire departments be included in planning each school’s emergency response procedures. It ensures that the first responders provide inspections and assist in communicating the plan to the media and the public in case of an emergency. This policy serves as the foundation for the district’s emergency management plan. Additionally, large system support and collaboration with local safety agencies is a critical part to developing comprehensive safety plans at the schools and district. As described in the partnership collaboration agreement in the appendix, the district will partner with local the police department, fire department, health and mental health departments, and the local government. The district’s aim is to provide collaboration, through training and active participation, of these agencies in developing the district emergency procedures and School Safety Plans. The district recognizes that it is imperative to the project that not only should first responders, such as the fire and police departments, be involved in threats or incidents that may occur but that in order to have a comprehensive plan, it needs to include agencies that can deal with prevention and the recovery efforts.  As mentioned previously, partners will take an active role in the project through the development of training, leading practices/tabletop exercises, and providing expert technical assistance in developing the School Safety Plans. Through this process, the district will be able to expand the scope of the ERCM plan to address multiple hazards and meet the needs of all students, teachers, parents, and other school staff (including individuals with disabilities).
Each school has established a School Safety Team (SST) that is composed of site administrators, counselors, nurses, teachers, students (as appropriate based on age), and parents, who are responsible for site planning, implementation, training, practice, and revision.  SSTs will receive training in NIMS/ICS, table tops, drills, threat assessment, and other training.   SSTs will be responsible for going back to their school sites and providing training to all site personnel regarding district policies/procedures and the School Safety Plans.  A district level School Safety Plan (DSSP) will be developed in collaboration with community first responders, members of the district School Safety Team (DSST), parents, and students (as appropriate).  The DSSP is a multi-hazard plan based upon NIMS/ICS protocols that addresses: fire, spill/HazMat incident, medical emergency, earthquake, severe weather, civil disorder, violence in school, drive by shooting, bomb threat, abduction/hostage, sexual assault, suicide/attempt, armed intruder, power outage, gas leak, steam leak, flooding/sever incident, communications loss, water and food contamination, chemical attack/incident, biological attack/incident, radiological attack/release, nuclear attack/release, explosion, entrapment, transportation incident, medical pandemics and structural collapse.  The plan includes various response strategies (evacuation, reverse evacuation, shelter, rescue, and lockdown), Threat Assessment Planning Guide, and School Guide to Recovery. The DSSP will be used as a template for SSTs to use in the development of their individual site School Safety Plans. ERCM funds will be used to train SST members in the development of their plans using the DSSP as a template along with  multiple assessment tools.  With the assistance of external expert consultants, the district will train SST members in the four phases of crisis management and the NIMS/ICS protocols.  The professional development provided SSTs will be developed through the participation of partners.  Training will primarily be delivered by expert consultants, district-based personnel and public safety partners, as well as self-paced, web-based modules.  The content of the training will be aligned to the areas of prevention/mitigation, preparedness, response and recovery (topics are described in Section 3d).  In addition, all professional development will follow a result-driven model where participants will demonstrate understanding of the content of the training and the ability to perform procedures taught before entering the next level of professional development.  To ensure the mastery of the procedures taught in the training, exercises and drills will be developed and implemented. Additionally, with the assistance of the public safety agencies, activities/drills that include students will be developed to assist the schools in effectively implementing safety procedures during times of crisis. Training for parents will also be provided using lessons that will be developed through the program. Apart from regular training procedures, such as emergency drills, students will be given classroom or after-school based lessons that address how to respond to an emergency at the school or at home.  Additionally, with the assistance of the public safety agencies, activities/drills that include students will be developed to assist the school in effectively implementing safety procedures during times of crisis. Training will address: school configuration, student transportation, disciplinary issues, schedules, community use, off campus activities, neighborhood and adjacent land use, access and identification procedures, emergency communication, mail room procedures, plant management,  public address system, security monitoring systems, fire suppression systems,  special needs employees/students, ERCM training and exercising, evacuation routes, assembly points, sheltering, lockdown, crisis management team, emergency operations center, building ventilation, use/storage of hazardous materials, kitchen/food management, signage, student drop off/pick up, landscaping, lighting, athletic facilities, boiler room, restrooms, elevators, refuge/safe areas, etc.   With ERCM funds, the district will be able to provide on-site, hands-on training to members of the SSTs.  In addition, the district will build capacity by instituting a train the trainers model that will expand their capacity to conduct threat assessments and preparation to all HSD schools.  In order to document progress towards the stated objectives of the project, HSD will work with an external evaluator to develop a School Safety Index that rates school safety and climate incorporating a variety of weighted variables (training, suspensions/expulsions, student surveys, staff surveys, parent surveys, etc.).  The School Safety Index will be used by schools to provide feedback and direction for their annual School Safety Plans.  With these tools and strategies, each school will be able to develop a School Safety Plan that complies with district policies and procedures and NIMS/ICS protocols, while at the same time addressing the unique needs for their school, students, employees, and surrounding community.

Critical to the district’s plans for emergency response is communication.  Through the project, a plan for communication to parents, in the event of an emergency, will be developed including reunification and shelter-in-place procedures.  The plan will be communicated using public service announcements throughout HSD and other means of communication so that parents are aware of the procedures and practices of the school district in securing the safety of their children. 


ERCM funds will be used to purchase a rapid notification system by Streem Alert Systems that will be used as the primary communication system with parents during a crisis situation.  The system can be used to notify first responders, government agencies and departments, state officials, the media and most of all, the parents.  The system will communicate emergency messages during emergency situations and can be accessed through the Internet (text message is converted to voice), telephone/cell phone or multi-function device. The system includes a list management tool that will include the phone numbers (including cell phone numbers), fax number, email addresses and any other contact information of the all parents in the district. The communications plan will call for an update of parent contact information throughout the school year to ensure the success of this system. One of the most significant components of the system is its real-time communication progress that includes successful and unsuccessful delivery attempts, along with responses and acknowledgments.  The district will establish procedures, in its communication plan, to respond to unsuccessful communications.  District staff will also receive on-site training for system set-up and management.

ERCM plans will take into consideration the needs of individuals with disabilities (ambulatory, visual, auditor, cognitive, and emotional).  Plans will reflect FEMA and Americans with Disabilities Act guidelines and requirements regarding access and egress.  Student and parent fact sheets explaining the ERCM plan (including reunification procedures and steps to take at home) will be published and will include information about how individuals with disabilities can prepare for an emergency.   Evacuation route and refuge area signage will be posted.   Each school will be responsible for maintaining a list of special needs students/staff and their locations throughout the school day.  Each special needs student/staff will be assigned a trained buddy responsible for helping them to evacuate.  Special Emergency Evacuation Plans (SEEPs) will be developed for each disabled individual needing notification and evacuation assistance (including individuals with temporary disabilities that may restrict mobility or awareness).  Disabled students/employees will be consulted in the development of their individual SEEPs.  The SEEP will include location specific plans for all areas of the campus/facility the student/employee will use throughout the day and reflect that individual’s schedule.  Changes will be made in the SEEP when a change in schedule/location occurs.  The SEEP will include: 1) nature and extent of the disability, 2) types and extent of risks in each area that will be used by the student/employee, 3) appropriate accommodations and required level/type of assistance, and 4) assigned buddy.  SEEPs will be developed in collaboration with the student/employee, Special Education (for students), Human Resources (for employees), ERCM Coordinator, and parent/guardian. 

c.
Encourages parental involvement. 
Parents will be involved in all phases of the project: planning, training, evaluation, and continued planning and implementation.  Hempfield School District works closely with parents at all levels to assure that a community-wide effort is being made to coordinate drug/alcohol and violence programs. At the elementary level, parents work with the building principal and teachers to coordinate the types of prevention and intervention programs and activities via the parent organizations. Parent advisory groups, at the middle and high school levels, work with principals and secondary school staff to integrate bullying prevention and drug/alcohol prevention and intervention programs. The Hempfield School District Safe and Drug Free Schools Advisory Council coordinate the use of Safe Schools Funds and the types of programs the funds support. The council is composed of parents (all levels), students, community members, and local police departments. This council provides a forum for discussing linkages between the school's programs and those in the community and the individual school buildings.  ERCM policies and procedures will be communicated to parents through PTA and School Site Council Presentations, parent informational meetings, publications, meetings with parents of disabled students to develop the SEEP, and informational postings on the district ERCM web page.  The HSD website will be expanded to provide information for parents and students on upcoming school safety-related meetings/training sessions, responsibilities within the school safety plan, special safety-related announcements (school closings, lockdowns, air quality, etc.), safety measures that can be taken at home, and other information needed to further our district’s school safety efforts.  The district already works with local media (both television and radio stations) to disseminate crisis response information to parents.  

d.
Constitute a coherent, sustained program of training.  A variety of training opportunities will be provided covering all phases of ERCM.  Staff participation in all training will be documented by professional development portfolios.  Training will be designed to maintain expertise at the district level so staff can continue to train at the school level, encourage ownership of the project by relevant departments; being in a constant training mode, and keeping a process in place to continue training every year.  Key district staff will complete NIMS Awareness Course National Incident Management System, A Introduction (IS 700) online by the end of November 2006.  In order to provide additional access to this course information for site administrators (principals, assistant principals, vice principals, and program managers) the district will develop a slide show presentation of the online course along with a NIMS awareness assessment.   Individuals will have the option of completing IS 700 on line, watching the slide show individually or in small groups at their school site and completing the course test, or attending NIMS Awareness workshops using the slide show at the HSD offices. By September 30, 2007 a total of 12 individuals will have completed the NIMS Awareness course using these various strategies.  Completion will be documented by the NIMS assessment and in entries in professional development portfolios. Site administrators and SSTs may also use the slide show for large group presentations to parents and community members.

The following chart provides a description of the training that will be provided to schools, first responder agencies, parents, and students through this program.  Pre- and Post test will be provided for training to ensure the effectiveness of the training. In some training sessions, follow-up activities will be provided.  The training will be developed with the assistance of first responder and community agencies to ensure a coherent and highly effective program.  Training will be sustained through the development of training manuals that can be used and accessed after the grant period has ended.

	Type of Training


	Description
	Target Audience

	Phase 1: School Safety Plan

Training –

Mitigation/

Prevention Training


	In the event that an emergency/critical incident arises, heightened emotions and physiological factors play a pivotal role.  Training will include threat assessment, conflict resolution, safety zone planning, security zone needs assessment, and the review the roles of school based personnel including security specialists, school monitors, teachers and pertinent staff. A deterrent to critical incidents are prevention steps, the district will train staff in violence prevention and other activities to promote prevention activities. The development of a school safety plan for each school will include all stakeholders essential to the safety of property, personnel, and students.  This training will provide a how to guide for the development of the plans and assist with specific needs and concerns identifiable to their individual school. Training will also include the development of training for the SST, and will introduce the school staff to mitigation/preventions strategies that can be implemented at the school, and include risk identification, and risk assessment.
	Principals, Assistant Principals, School Safety Team, Select Teachers and School Staff

	Phase 2: School Safety Plan

Training – Preparedness


	The training is the second phase (preparedness) of the School Safety Plan training. The School Safety Teams will work with community stakeholders and law enforcement to ensure preparation for the safety of persons on campus.  Safety equipment training is included for theses teams to become familiar with emergency devices and safety gear such as a safety vest. The training will include crisis planning and preparation. 
	Principals, Assistant Principals, School Safety Team 

	Phase 3: School Safety Plan

Training – Response


	This training is the third phase (response) of the School Safety Plan training. The School Safety Teams will work with community stakeholders to ensure that proper procedures are adopted into the School Safety Plans. The training will consist of mobilization and response in the event of an emergency. All schools will be provided update training for personnel turn-over.  Additionally, the School Safety Team will receive on-site training by Streem Alert Systems in basic system management.
	Principals, Assistant Principals, School Safety Team

	Phase 4: School Safety Plan

Training – Recovery


	The training is the fourth phase (recovery) of the School Safety Plan training will include working with community stakeholders, including health and mental health agencies, to ensure that recovery efforts are effective. Staff will be trained on how to recover from situations, and how to collaborate with recovery agencies. 
	Principals, Assistant Principals, School Safety  Team

	School Emergency Information Training

(Written Materials and Face-to-Face)
	Parents will learn how to obtain information in the event a crisis may occur within their school area. The district will provide information at Open Houses and other forums to ensure parents are aware of the procedures and the communication process for emergencies. 
	Parents, Community Stakeholders


Application Requirements And Certifications:  Needs of children with disabilities:  Diverse parent groups (including Special Education Advisory Committees and the PTA) and Special Education staff will be included in all phases of the ERCM planning and evaluation process to ensure that all the needs of disabled children are addressed. Participation of Private School Children and Teachers: All private schools within the district boundaries had an opportunity to participate in the grant planning process and will have an opportunity to participate in the implementation plan through individual contact and administrator surveys of need.  Through the ERCM grant, private schools will have access to grant activities and training.  Agreements with community partners:  Agreements with the 5 required partners are included in the appendix NIMS Compliance:  Key district and site staff will complete NIMS IS 700 online or a locally developed and complaint training program by 9/30/07 HSD Board of Education by July 2007.  HSD will work with City/County government to establish NIMS baseline using NIMS Compliance Assessment Support Tool (CAST) and establish a timeframe and strategy for full NIMS implementation.  Coordination with State Homeland Security: HSD will work with the Pennsylvania Office of Homeland Security to coordinate its Homeland Security Alert system protocols into the ERCM program. By coordinating with the state agency, HSD will be able to participate in state-sponsored training to enable the district to fully coordinate its emergency response and planning efforts. HSD will also coordinate with Pennsylvania Emergency Management Agency (PEMA) which coordinates state agency response, including the Office of the State Fire Commissioner and Office of Homeland Security, to support county and local governments in the areas of civil defense, disaster mitigation and preparedness, planning, and response to and recovery from man-made or natural disasters. Plan for Infectious Disease: Planning for pandemic influenza is critical.  The district will follow the efforts of the US Department of Health and Human Services (HHS) and the Centers for Disease Control and Prevention (CDC) in their establishment of procedures to prepare for disease outbreak.  The agencies have developed a checklist that identifies important and specific activities needed to prepare for a disease outbreak. The district will use this checklist to establish a plan for infectious disease pandemics. The plan will include, but is not limited to, procedures for isolation and quarantine; procedures school lockdown and/or closure; methods used to support, service, and monitor those affected by the contaminant; procedures for level of movement restrictions within, to, and from the school; and procedures to inform key city and county health officials of the outbreak of influenza in the school.  The schools will also exercise the plan to implement various levels of movement restrictions in the schools during the disease outbreak. 

3.
QUALITY OF THE MANAGEMENT PLAN 

a.
 Adequacy of the management plan.  

Grant Administration - A part-time ERCM Project Coordinator will be hired to assist in coordinating all program activities and work with first responder agencies to further enhance their collaboration and coordination of services. The Coordinator will assist the schools to plan, implement and evaluate their individual School Safety Plans.  This position will require a bachelor’s degree and a minimum of two years of working in an education facility, security or a related field.  The primary function of the Coordinator includes overseeing the day-to-day operations of the program; coordinating/scheduling professional development/training sessions; collaborating with key personnel and the independent evaluator; collecting data; developing reports; conducting project meetings; and reporting information to key stakeholders.  The Coordinator will work closely with the schools in developing the School’s Safety Plan and in scheduling professional development activities and organizing support activities (practice drills or plan evaluations) for the schools.  The Project Coordinator will work with an external evaluator to develop the evaluation design and collect appropriate data.  Community Partners and parents will be fully engaged in the planning and implementation of project activities.  Each school site will be responsible for developing and implementing ERCM plans that address the schools’ particular and unique characteristics and needs, while at the same time uniformly implementing standardized ERCM procedures that comply with NIMS/ICS.  
School Site Management Structure - The SSTs are the site-based mechanism for planning, implementation, training, practice, revision, and evaluation.  The SSTs are composed of site administrators, counselors, nurses, support staff and select teachers.  The ERCM Coordinator will provide guidance and assistance to school sites in this process.  The District Comprehensive Safe School Plan will provide the framework for these activities.  The wide variety of training and support provided by consultants, local first responders, district staff, and community partners will help to expand the SSTs’ capacity to move from theory to practice and to full implementation while following the guidelines of the DSSP. SST members will participate in training and then develop training programs for all students, staff, and parents at their schools.

District Level Management Structure – The District School Safety Team (DSST) will guide the district safe school plan (review, revise, approve, etc), evaluate incident responses, and serve as district contact point for collaboration and linkage with other agencies. The SST includes: Health Services, Maintenance, Transportation, Food Services, Mental Health Services, Fiscal Services, Facilities, Curriculum and Instruction, Technology Services, and ERCM (ERCM Coordinator).  In addition to understanding and being directly involved in various aspects of district ERCM activities, the DSST members all have specific areas of expertise and have developed working relationships with various public and private agencies critical to providing ERCM services.  Community partner collaboration will be facilitated at this level through a SST’s subcommittee structure.  Five subcommittees will advise the ERCM Coordinator:  1) Student Intervention and Support Planning Team (Special Services Supervisor, school counselors, county social workers, and other student support services) focuses on student wellness related to the safe school plan, prevention education programs, bullying, school and community based social services, threat assessment, recovery planning, debriefing strategies, recovery curriculum, etc.   2) The Communications Team (Director of Community Relations, Director of Technology, and local media) is establishing  appropriate linkages with local media, developing ERCM communication plans, identifying/developing appropriate strategies/systems for communicating with parents, staff, and the general community (phone, internet, written). 3) The School Safety Plan Users Group (made up of school site administrators from public and private schools) reviews guides, templates, handbooks, flipcharts, tactical site hazard checklists, and other documents and guidelines developed by the School Safety Team to ensure they are user friendly and meet the needs of all schools.   4) The Parent Safe School Planning Advisory (PTA, School Advisory Committee, and the Safe School Advisory Committee) reviews all guidelines, policies, and materials to provide comprehensive input to the ERCM planning, training, and implementation process.  The District School Safety Team (and its subcommittees) will meet periodically throughout the project as needed to discuss in depth specific aspects of the project and bring to the table unique knowledge and perspectives from throughout the district. 
	Date (by)
	Activity 
	Responsible Party

	10/06
	Hire Part-Time ERCM Coordinator
	Assistant Superintendent and Human Resources

	10/06
	ERCM Collaborative meeting.  Quarterly thereafter.
	ERCM Coordinator, Collaborative Agencies

	10/06
	District School Safety Team meeting.  Monthly thereafter
	ERCM Coordinator

	10/06
	Revised Comprehensive School Safety Plan and distribute.
	ERCM Coordinator

	10/06
	Develop for bids to: identify external technical assistance provider for trainings & external evaluator.
	ERCM Coordinator and District  Purchasing Department

	10/06
	Order equipment and supplies for emergency preparation
	ERCM Coordinator

	10/06 
	Begin to provide monthly training sessions to staff.  Continue monthly.
	SST members and ERCM Coordinator

	11/06
	Conduct trainings for SST members from 10 schools (schools will complete all training by 3/06).
	ERCM Coordinator, external consultant, and site leadership.

	11/06
	Develop parent survey and distribute at schools
	External Evaluator and ERCM Coordinator

	11/06
	Central office administrators complete NIMS IS 700 online.
	Administrators and ERCM Coordinator

	11/06
	Student Survey and Staff School Climate Survey administered. Repeated each November.
	External Evaluator

	11/06
	Complete development of NIMS IS 700 slide show. And begin quarterly training workshops.
	ERCM Coordinator

	12/06
	Identify external technical assistance provider and external evaluator.
	ERCM Coordinator

	12/06
	Verify number of school drills, response time, & quality reported (annually).
	ERCM Coordinator

	1/07
	Compile baseline data to measure objectives.
	External Evaluator and ERCM Coordinator

	3/07 & ongoing
	Schools submit revised Safe School Plans each March and receive approval.
	Principals and ERCM Coordinator

	3/07& ongoing
	Conduct trainings for SST members from all schools.
	ERCM Coordinator, external consultant, and site leadership.

	3/07
	Develop MOUs w/community partners for mutual aid and sustainability of planning efforts.
	ERCM Coordinator & ERCM Collaborative

	3/07
	Submit preliminary report to US Department of Education.
	ERCM Coordinator, External Evaluator

	5/31/08
	Submit final report to US Department of Education.
	ERCM Coordinator, External Evaluator


b.  
Diversity of perspectives.  All segments of the community will be involved in the all aspects of the project.  The committee structure discussed in this section (and above in “a”) ensures that local government, first responders, private/charter schools, the local media, parents, students, and school site staff are directly involved in the continuous revision of ERCM plans and training activities.  The ERCM Collaborative brings together community partners and key individuals from within the school district. Collaborative membership include includes: East Hempfield Township Police Department, West Hempfield Fire Department, Mental Health Association, Hempfield Township, and Emergency Medical Services.  The Collaborative meets at least quarterly, and is currently engaging in completing a comprehensive capabilities and needs assessment of the districts ERCM plan, planning interagency drills, and discussing mutual aid agreements.  Formal memorandums of understanding detailing mutual aid agreements, with respect to the four phases of ERCM, will be developed at the end of the project period. Diversity of perspective will also be obtained through the involvement of HSD’s Safe and Drug Free Schools Advisory Council (SDFSAC).  SDFSAC is the district advisory committee for all safe and drug free school programs.  The council is composed of parents (all levels), students, community members, and local police departments. This council provides a forum for discussing linkages between the school's programs and those in the community and the individual school buildings.
The evaluation component will also be designed to continuously obtain feedback from all stakeholders.  Regularly scheduled meetings of the Collaborative and other committees will ensure input and sharing of resources at every point of the process.  The school district needs the resources and expertise of its community to effectively implement this effort.  The district has identified the key players in the community, and additional participants will be identified as the district moves through the grant period.  Special needs of students will constantly taken into consideration through the participation of a broad segment of the school district and community and involvement of special interest/advocacy groups.
4.
ADEQUACY OF RESOURCES 

a. Potential for Continual Support of Project after Federal Funding Ends A strong infrastructure is currently in place with district and partnership support. After funding is ceased, the project will be sustainable through 1) the development of an assessment rubric for continuous assessment; 2) a model for continuous improvement; 3) the development of professional development; 4) the development of response strategies; and (5) the development of evaluation procedures for continuous improvement.  In addition, the project will also develop products, establish resources, and provide valuable training that will help the district’s continuing efforts after the end of the grant. 

In addition, partnering agencies have committed to assisting in sustaining the program by continuing to provide a representative on the Advisory Committee, attend safety and security meetings, coordinate services, assisting with drills, assisting in developing procedures for newly identified vulnerabilities, and including the district in agency training where permitted. The support from these agencies will ensure the continuation of efforts established through the program.  

5.
QUALITY OF THE PROJECT EVALUATION 

a. Objective performance measures.   The overall goal of the evaluation will be to document activities outlined in the grant take place, provide on-going feedback regarding program effectiveness, provide guidance to reach the project goals, and guide plans to improve and sustain the project.  The evaluation will include both formative and summative analysis of program effectiveness, and look at both qualitative and quantitative data.  An evaluation timeline based on the project plan will be established to facilitate ongoing analysis throughout the project.  The district, with assistance of an external evaluator, will collect data on each objective of the program from administrators, teachers, students, parents, community partners, observation tools, and program artifacts.  The evaluation will be utilized to compare information to predetermined standards and a judgment will be made about the program or activity.  Both an internal and an external evaluation will be conducted.  The specific foci of the internal and external evaluations will consist of:  Internal Evaluation – Assess the participation in and utility value rates of crisis response trainings; assess the extent of implementation of the trainings; and support the external evaluator with data collection and data processing. External Evaluation – Assess the fidelity of the program and assess the quality and implementation feasibility of the written plan.  The external evaluator will:  assist HSD in developing the overall evaluation plan, provide guidance in the design of surveys and observation tools, facilitate focus group discussions among key Collaborative members; evaluate program artifacts (training materials, meeting notes, plans, etc.), and prepare the final evaluation report based upon data provided to them.

The external evaluator (in collaboration with the ERCM Coordinator) will be responsible for compiling relevant data normally collected by the district, developing and administering pre/post surveys (staff and parents). The ERCM Coordinator will be responsible for developing the Safe School Plan Rubric to evaluate school site plans, maintaining/enhancing the online drill reporting system, etc.  The ERCM Coordinator will work closely with the External Evaluator, who will specify any additional data required to evaluate project processes and outcomes.  The external evaluator will develop drill observation tools (in collaboration with first responders); review and analyze information collected by the evaluator and the Coordinator; conduct site observations, interviews, and file/artifact reviews; facilitate quarterly formative evaluation sessions; and complete mid-term and end of project evaluation reports.  The evaluation reports will address services implemented to achieve each of the objectives induced in this application (including the processes used to work toward program goals; a description of each major project activity and services as actually delivered; and the impact of project activities - singly and in combination – on the populations they were intended to serve).  

Information from the evaluation will be used to inform further program implementation, measure progress against the goals and objectives (including GPRA measures established for this program elements, and demonstrate program effectiveness to district administration (superintendent, Board of Education, etc.), the Collaborative, parents, and other community partners.  HSD agrees to cooperate with any national evaluation of this grant that may be required.   HSD will work with the ERCM Technical Assistance Center to collect key program information as required by US Department of Education.  The following table shows data elements, collection tools, and timeline.

	Data Element
	Collection Tool 
	Timeframe

	Number of hazards addressed by Safe School Plans.
	A School Safety Plan review rubric will be developed to annually review new/revised plans.  
	Baseline established 1/07.   Plans evaluated annually.

	Quality of School Safety Plans. 
	ERCM Review Rubric.


	Same as above.

	Number of school site staff complete training.
	Number of staff completed training tabulated by Coordinator.  
	Training will be completed yearly in Nov. and incorporated into ERCM plans. 

	Number of crisis drills.
	Self report from school sites using the HSD drill reporting system.  
	Ongoing.

	Response time for crisis drills.
	Self report from schools using drill reporting system.  Drill response time defined as time from start of drill to when the SST establishes that all students/staff are accounted for.  
	Reporting will be ongoing.  Evaluation against benchmark will be done every January. 

	Quality of crisis drill responses.
	Drill reporting system includes quality indicators.  Will develop observation tool to be completed by principal.  Schools will be evaluated against their baseline & district aggregate; after action reports. Fire Dept. will evaluate drills on a random basis & submit written report
	Ongoing.  To be compiled & tabulated bi-annually.  Baseline established by 11/06.  Progress measured bi-annually (January).

	NIMS awareness
	IS-700 certification or completion of HSD pre/post assessment, sign in sheets, staff portfolios.  
	Ongoing at the completion of training.



	Workshop participation and outcomes.
	Training schedule, agendas, sign-in sheets, agendas, workshop materials, pre/post surveys developed by External Evaluator. 
	Ongoing.

	Parent confidence in/ understanding of ERCM procedures.
	Survey to be distributed 
	Baseline established 1/07, given annually Nov. each year.

	Site effectiveness in implementing the program.
	SST questionnaires, on-site observations, interviews, and review of completed documents.  
	Ongoing.    

	Understanding of threat assessment/ mitigation procedure.
	Threat Assessment
	November each year.

	Changes in policy and procedures and interagency collaboration.
	Board Policies, Admin Regulations, MOUs w/community partners, ERCM & SST agendas, minutes, quarterly formative assessment reports. 
	Ongoing

	Teacher perception of school safety & implementation.
	Staff Climate Survey  
	November each year.  

	Student perception of school safety.
	Student Survey
	November each year.  

	Overall school safety climate.
	Student, Staff, and Parent Survey
	Annually 

	Materials purchased & printed.
	Purchase orders, invoices, and distribution lists.
	Ongoing


b.   Provide Feedback and Permit Periodic Assessment of Progress.  Collection of information for the evaluation will be done on an on-going basis throughout the 18 months. All training will focus on a continuous improvement process and the importance of constantly evaluating plans, exercises, and simulations to gain knowledge for future revisions of the plans and protocols.  The formative evaluation will be designed to provide continuous feedback regarding program implementation, stakeholders’ responses to program strategies and services, examine approaches that are successful and identify those that need to be modified or possibly abandoned.   Much of the information for formative evaluation is qualitative data, however, there also is a need for ongoing outcome data to be collected to gauge the impact of project activities; therefore, the formative evaluation also will include a summary and analysis of quantitative data. The external evaluator and ERCM Coordinator will develop quarterly progress reports that will be shared with the SST and ERCM Collaborative.  An evaluation report will be completed annually and shared with the Board of Education. The quarterly reports will be used as a vehicle for facilitating formative evaluation sessions with these groups. The formative evaluation sessions will include discussions of program implementation, adherence to the original program design and timelines, workability of schedules for professional development, examination of program data, review of current strategies, review of future actions, and necessary adjustments to the plan.  During these sessions participants will identify barriers to full implementation and discuss solutions.  Coming together in a problem-solving mode will result in higher levels of communication and teamwork among stakeholders and provide an opportunity to capture and preserve anecdotal and other kinds of qualitative data that will be a complement to objective data in assessing the total impact of the project.  After each formative evaluation session, the ERCM Coordinator will summarize findings that will be distributed to school staffs and community partners and used as points of departure for discussions of next steps in the implementation process.  Charting the evolution of program features and operations over time is essential to documenting the nature of program delivery. However, it will also provide useful insights about the feasibility of the project model for replication in other locations and circumstances.  Awareness of the nature of program implementation changes over time may also permit identification of any underlying problems with program models that should be addressed before replicating program features in other settings. These formative meetings will keep the project focused on the overarching goal of improving ERCM plans and strategies that fully address the four phases of crisis planning (Prevention/Mitigation, Preparedness, Response, and Recovery).  

School Safety Plans will be reviewed by the ERCM Coordinator on an annual basis using a rubric developed for this purpose that evaluates the plans based upon number of hazards addressed, compliance with NIMS/ICS, identification of staff and alternates for ICS positions, communications systems, needs of disabled students/employees, etc. Plans will be tested continuously through crisis drills that are evaluated using evaluation checklist, after action report guide, and feedback from Fire Dept.  This information will be used by schools and the district to make changes as necessary. 
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