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Instructions for Template
Purpose: The attached template is intended to help members of the University of Arizona Campus Re-Entry Implementation Planning Team prepare Implementation Planning Guides to support the campus re-entry in Fall 2020. Once ready for distribution, the subgroup Implementation Planning Guides Plans will be integrated and shared with college deans, unit heads, student leaders and others who will use them to guide the development of Operating Plans for their areas of responsibility.
Implementation Planning Guide Overview
University of Arizona Cooperative Extension (UACE) has 33 unit locations across all 15 counties and five tribal communities. These units have approximately 600 total employees. with 365 employees outside of Pima County. UACE employees are direct service providers engaging with diverse clients from age 0-99. Programming primarily is delivered through partnerships with other organizations. The geographic dispersion and diverse clientele delivery modes frame the unique nature of the Cooperative Extension units. 
Unique Features / Concerns
List the features / concerns that make this area distinctive from the perspective of minimizing COVID-19 disease spread.  
· Programming is continual and does not conform to semester schedules. 
· Programming is delivered through 2,816 DCC volunteers. 
· Programming is delivered to large numbers of non-matriculated learning participants (Ages 0-99) and UACE employees enter partner organizations facilities and events with limited ability to inform the protocols of the programming. 
· Programs may have direct service components requiring close contact for service delivery.
· Granting deliverables may be quasi-medical in nature (i.e. dental screening). 
· Offices are geographically dispersed and a one-size-fits all approach will not be feasible and must be able to be responsive to local government oversight.  
· Units are housed in county and tribal government facilities with specific oversight protocol.  
· As a public serving organization many segments of the Arizona population involved in Cooperative Extension operations and programs will have serious reservations about participating in several aspects of this program, particularly testing and tracing.  We can expect significant resistance based on concerns regarding individual privacy rights.  
Key Milestones
· [bookmark: _Hlk40216232]One-on-one and CDC approved (under 10) small adult programming may commence immediately, May 15th with appropriate mitigation and testing protocols available and in-person.  
· UACE unit employees may re-enter offices on June 1st appropriate mitigation and testing protocols available and in-person.  
· Appropriately socially distanced in-person programming may resume on July 1st appropriate mitigation and testing protocols available and in-person.  
· Appropriately socially distanced in-person programming for all youth (ages 0-18) programming will stay suspended through August 1st. 
· School district start dates should be considered. 
· County and state fair dates should be considered. 
Budget Summary Information 
Currently we have no available financial information on the cost of testing. UACE will need approximately 3,250 tests for an initial employee and volunteer testing and 1,736 tests on a monthly basis. UACE also requires access to 20 gallons of hand-sanitizer monthly and 8,680 masks monthly or 434 face shields.  Additionally, cleaning supplies and plexiglass barriers will be needed. UACE is currently in the process of surveying all UACE Units to identify the number of plexiglass installations that will be needed.  

	1. Test: Offer prompt and readily accessible viral (PCR) testing to all symptomatic individuals, as well as strategic sampling of asymptomatic individuals, and offer prompt and readily accessible antibody testing to members of the University of Arizona community.

	Goal 1.1: All UACE employees and DCC volunteers are tested before they re-enter their service locations. 
Goal 1.2: All UACE employees and DCC who interact with community clients are tested weekly.  

	Description:
	UACE employees come in contact with many high-risk clients on a daily basis. All direct delivery professionals must be able to be screened regularly to ensure they are not carriers and are not exposed.  

UACE DCC volunteers who would like to receive a test will be provided a test when requested before or after an in-person program.  

UACE employees may request testing, when tests are available, for clients with prolonged or repeated contact with UACE employees. Requests will be made from employee to supervisor and Unit head.  

	Responsible
Person / Unit:
	Off campus unit head will be responsible for ensuring appropriate procedure and structures are in place for testing. 

UA Re-Open Committee will be responsible for identifying reasonable locations locally or procedures within the office to ensure access to testing. 

	Logistics:
	1. Tests are mailed to all UACE and Research Stations to ensure staff can access tests -or- local access points are identified where tests can be administered. 
2. Identify who can administer tests in each unit or identify where testing can be administered in local communities.  

	Dependencies /
Partnerships:
	Tests will need to be supplied by the UA/Banner partnership.  
A determination will need to be made for who can perform testing.  

	Schedule / 
Duration:
	Between May 15th-June 1st  all UACE employees will need to be tested. 

Ongoing testing should continue until a vaccination or significant infection reduction is achieved. 

	Financial Considerations:
	Testing costs are prohibitive. Currently UACE would not have the financial resources to be able to implement ongoing testing.  UACE will need approximately 380 tests to test all employees and AmeriCorps before re-entry at the 30 off-campus unit locations (outside of Pima County). The 69 UACE employees at seven (7) Pima county units can participate in campus-based employee testing.  

Ongoing weekly testing will require approximately 450 tests across the 37 off-campus unit locations.  

2,816 DCC volunteers across all locations in the state. These volunteers are front-line program deliverers and are often high-risk individuals due to age or location.  

	Data Mgmt and Assessment:
	Unit administrative support will record who is tested in a UACE developed and administered database.    

	Risk / Uncertainty:
	While there is an administrative and bureaucratic burden for administering frequent testing, program staff who are required to engage with a wide range of clients are at greater risk for contracting and spreading the disease.  

Many of the personnel involved will have reservations based on their personal rights.



	3. Trace: Actively trace contacts of all individuals who test positive for COVID-19 and offer information and testing to close contacts.

	Goal 2.1: Keep records of customers UACE employees engage with for at least 6 months after the event.  

	Description:
	UACE employees and DCC volunteers will keep a roster of name, phone number, and e-mail of all participants who attend their face-to-face program in a UACE developed and administered database. Every effort will be made to ensure data collection and validity of the data. 

UACE clients who do not wish to share their personal contact information will not be permitted to participate in face-to-face programming.  

UACE employees will work with trace professionals to share participant contact information when UACE has been notified an employee or participant tested positive.  


	Responsible
Person / Unit:
	Each UACE employee is responsible for keeping records of their clients.  County Extension Director is responsible for supporting compliance.  

	Logistics:
	UACE employees keep track of participants through an individual demographic response form. 

UACE employees will input rosters of clients into the UACE developed and administered  database, available by June 1st.

	Dependencies /
Partnerships:
	For some programs, we go into agency sites to deliver educational programming where the agency keeps personal information on program participants and we only gather demographics (no personally identifying information per that agency’s policy).

	Schedule / 
Duration:
	Ongoing.  

	Financial Considerations:
	No additional costs for tracing measures. 


	Data Mgmt and Assessment:
	UACE employees currently keep participation demographic data about program participation and use several databases including password protected computers and web-based data management systems to protect identifiable information.  

	Risk / Uncertainty:
	We will only know as much information about exposures as is shared. Yet, we will be prepared to support tracing professionals.

Many individuals will have serious reservations about providing information leading to tracing.  We can expect resistance from some people




	4. Treat: Provide health care support, affordable housing and wrap-around wellness services for individuals with COVID-19.

	Goal 3.1: n/a

	Description:
	While UACE recognizes no transfer of care, custody, and control of employees, DCC volunteers, or client’s access to support for personnel who contract COVID-19 must be ensured for those individuals who are in statewide UACE offices/facilities.

	Responsible
Person / Unit:
	

	Logistics:
	

	Dependencies /
Partnerships:
	

	Schedule / 
Duration:
	

	Financial Considerations:
	

	Data Mgmt and Assessment:
	

	Risk / Uncertainty:
	

	5. Offer flexible participation: Offer remote and hybrid learning, working, and teaching options for students, staff, and faculty to protect individuals vulnerable to COVID-19 and reduce crowding.

	Goal 4.1: Allow employees flexible remote work plans to be approved on a case-by-case basis to ensure individual health. 

	Description:
	Supervisors may need to approve new remote work plans or revise existing plans. 
a. After June 1, continuation of remote work approval will be based on ability to work remotely, office rotation needs, child-care needs due to COVID childcare closures, and health risk considerations. 
b. Unit heads (e.g. County Extension Directors) will assist in reasonably accommodating highly vulnerable individuals as defined by national, state, local government, and/or university guidelines. Considerations should be made for individuals’ comfort with the mitigation efforts and risk to their own wellbeing and the wellbeing of their loved ones. 
c. Employees who are asked to attend face-to-face events/meetings are encouraged to meet using remote technologies. If clients do not have the connectivity to do so, meetings must follow current social distancing and sanitation guidelines.

	Responsible
Person / Unit:
	After June 1 reintroduction decisions will be made by the Unit Heads (e.g. County Extension Director) in consultation with County Public Health officials and will provide a gradual and systematic return to “normal” operations as necessary. 


	Logistics:
	Each supervisor will establish working protocol for each direct report consistent with the County Office protocols and UA expectations. 

Supervisors and employees should revise and update remote work plans as required.  

	Dependencies /
Partnerships:
	County Health Department guidance on county-office building use and operation will inform Off campus unit head decision making. 

	Schedule / 
Duration:
	Ongoing. 

	Financial Considerations:
	No additional financial considerations unless physical barriers or other accommodations are required to meet special social distancing needs. Adaptations will be the responsibility of the local Unit.  

	Data Mgmt and Assessment:
	Employees and supervisors should establish written agreements for establishing individual working arrangements.  

	Risk / Uncertainty:
	Future surges in the disease will mean possible inconsistencies in operations and off-campus unit adaptation will need flexibility.  

Conflict will inevitable occur between programming demands and human safety. Individual health and safety must be emphasized while ensuring programming is delivered. 




	6. Minimize contact and reduce crowding: Reduce instances of close physical contact among students, faculty, staff, and visitors during on campus activities.

	Goal 5.1: UACE off campus units will be prepared to ensure minimized contact and reduced crowding by June 1.  
Goal 5.2: UACE on campus units will adhere to campus guidance on facility preparation.  

	Description:
	UACE off campus units will modify scheduling, facility use and practices to keep physical contact at a minimum

	Responsible
Person / Unit:
	UACE Off campus unit heads (e.g. County Extension Director) by Off campus unit.  

	Logistics:
	1. Offices will maintain a minimum of two people in the off-campus unit (administration, business office, etc.) during open hours for safety and security reasons.
a. Exceptions to this will be made for small units, or on a case-by-case basis.
2. Occupancy of office and meeting spaces should aim to ensure optimal social distancing. Practice preventative measures referencing OSHA COVID-19 Control and Prevention practices at https://www.osha.gov/SLTC/covid-19/controlprevention.html#health.  
3. A minimum of six-foot social distancing will be maintained between all UA employees, volunteers, and customers. 
4. Frequent disinfecting of all surfaces will occur following the guidelines provided by the CDC at https://www.cdc.gov/coronavirus/2019-ncov/community/organizations/cleaning-disinfection.html.
5. Increase physical space between employees at the worksite by modifying the workspace.
6. Increase physical space between employees and customers (e.g., drive-through service, physical barriers such as partitions).
7. Prevent employees from congregating by closing or limiting access to common areas. 
8. Strongly discourage handshaking.
9. When possible, members of the public will have limited access to interior of buildings and may need to wait in their cars and call the office for assistance.
a. For example, clients may be asked to wait in their cars and call the office for assistance.  
10. Maintain social distance guidance in vehicles to be used in transporting large groups.

	Dependencies /
Partnerships:
	After June 1st off campus unit heads will work with their County and/or Tribal Governments to ensure that they are meeting county or tribal guidelines and expectations. 
· Complying with the guidance for opening county-offices of the county or tribal governments health department will ensure UACE units are in-sync with the local community.  
On campus unit heads will adhere to campus guidelines and expectations.  

	Schedule / 
Duration:
	Off campus unit heads will work with their County and/or Tribal Governments to ensure that they are meeting county or tribal guidelines and expectations.
· One-on-one and CDC approved small (under 10) adult educational meetings may commence immediately, May 15th. Keep meetings as small as possible and as short as possible. 
· UACE off-campus employees may re-enter offices on June 1st
· Appropriately socially distanced in-person programming may resume on July 1st.
· Appropriately socially distanced in-person all UACE served youth 5-18 programming will stay suspended through August 1st. 
· Unit director review in coordination with county and tribal health department recommendations will be ongoing after July 1st.

	Financial Considerations:
	Expenses will be incurred at the Unit level to install physical barriers by each off campus unit.  

	Data Mgmt and Assessment:
	A written mitigation plan will be established by each off campus unit head and approved by the Director of Extension prior to UACE employees re-entering units. 

UACE employees and DCC volunteers must complete a UACE developed mitigation training prior resuming community based programming of groups larger than 10 participants (on or after June 1).   

	Risk / Uncertainty:
	Every off-campus unit is exposed to the factors in each local community with varying levels of infection and infection rates, policy, and local guidance continue to adapt and change.  Having each county unit decide the level of in-person programming may cause increased confusion for clients.  

	7. Minimize transmission: Reduce the probability of transmission of SARS-CoV-2 during in-person activities.

	Goal 6.1: Units will be thoroughly cleaned and disinfected prior to re-entry. UACE Off-campus units will adhere to county health department cleaning standards. UACE on-campus units will adhere to campus cleaning protocol. 
Goal 6.2: UACE employees are prepared with PPE, abide by social distancing, and ensure programming delivery sites ensure social distancing.  

	Description:
	To minimize transmission UACE units will need to be cleaned before re-entry and employees, DCC volunteers, and clients will need access to masks, have the appropriate supplies to ensure in-person activities meet social distancing requirements, and are only able to attend events where current mitigation guidelines are implemented https://www.arizona.edu/coronavirus-covid-19-information.  

	Responsible
Person / Unit:
	Off campus unit head, Director of Extension, and VP ALVSCE.  

	Logistics:
	1. Implement flexible meeting and travel options even when in-person programming is offered. 
2. Use of virtual engagement when at all possible and feasible.  
3. Use signs, tape marks, or other visual cues such as decals or colored tape on the floor, placed 6 feet apart, to indicate where to stand when physical barriers are not possible at the office or any programming location. 
4. Post signage outside of closed spaces to ensure mask wearing. 
5. Have hand sanitizer at all in-person events and encourage handwashing when feasible. 
6. All UACE employees and volunteers wear face masks during all interactions with each other and the public. 
7. All other operations concerning travel, meetings, programs, employees, etc. will adhere to the current guidelines. 
8. Approved expansion of programming with partner organizations distancing (e.g. County Fair, school-based education, etc.) must meet UA policy and the current recommended social distancing guidelines. 
9. Vehicles must be thoroughly sanitized on all exposed surfaces, similar to office protocols (see pt. 2d).  Personnel must follow social distancing guidelines in vehicles. 

	Dependencies /
Partnerships:
	1. Guidance and support will need to be established from UA Facilities Management to ensure off-campus units have access to appropriate cleaning supplies
2. UACE needs support in procuring and distributing hand sanitizer to each unit 
3. UACE needs support in purchasing and distributing masks to each unit. 
4. UACE needs to coordinate with partner organizations and County and Tribal governments to ensure events meet the social-distancing standards.  

	Schedule / 
Duration:
	Ongoing. 

	Financial Considerations:
	UACE employees will need access to approximately 8,680 masks monthly or 434 face shields  

	Data Mgmt and Assessment:
	Add mitigation efforts to risk management plans.  

	Risk / Uncertainty:
	UACE units are tenants in county or tribal owned properties. Janitorial support is inconsistent across units. Guidance will need to be provided to unit heads to ensure UA employees are receiving consistent safety measures.  

Local access to personal protective equipment is inconsistent across all 15 counties and tribal communities. Coordinate purchasing would increase compliance with wearing masks.  

Implementation may be inconsistent/people relax with implementation over time resulting in potential outbreak?




	8. Communicate: Maintain an active COVID-19 Reopening Campus communication plan.

	Goal 7.1: Communication to all internal and external clients is important throughout the re-open process.  Communication is needed for two aims: employee and DCC volunteer training on protocol and customer awareness.  

	Description:
	UACE Unit heads will appoint a communication point person. This individual in each unit will ensure clear and concise communication across program areas and a consistent message to clients.  
A social media promotion plan is needed to share the re-open plan to all clients.  
A training protocol is necessary to communicate expectations to all DCC volunteers. 
Each county websites require a COVID-19 programming update portal 

	Responsible
Person / Unit:
	Central UACE Administration and faculty and staff with each of their respective program populations.  

	Logistics:
	Social media promotion is developed within the Marketing and Communication Team and is shared widely with all off campus unit’s social media accounts. 
· Social media templates are prepared for UACE employees to use to share their program status. 
· E-mail templates are prepared to communicate stages of re-open to all UACE clients. 
· Tuesday Morning Notes and Friday Extension Notes will continue to relay Director of Extension message to employees.  
Associate Director’s will establish a volunteer training and offer multiple training sessions virtually. 
· A social distancing guide has been established for quick reference by DCC volunteers. 

	Dependencies /Partnerships:
	There should be some coordination of training, possibly a training template that ensures consistency and completeness across the university and UACE for employees and DCC volunteers

	Schedule / 
Duration:
	1. Stakeholder communication to all stakeholders, May 15, 2020*
2. Stakeholder communication to all stakeholders, June 1, 2020*
3. Website update portal available for all units’ websites, June 1, 2020
4. Stakeholder communication to all stakeholders, August 1, 2020*
5. Continuous updated communication will be needed as the situation evolves. 
*Social media posts to compliment internal and direct stakeholder messaging.  
 

	Financial Considerations:
	No additional financial costs.  

	Data Mgmt and Assessment:
	

	Risk / Uncertainty:
	As we continue to have to communicate with internal stakeholders getting and keeping people’s attention, ensuring 100% coverage becomes increasingly difficult.  We are dealing with and must manage competing responses to the pandemic: assuaging fears will be challenging and client and employee fatigue and resulting frustrations with mitigation efforts can cause a backlash.  We will need to speak to both of these populations.  


[bookmark: _GoBack]
[image: ]
2

image1.png
THE UNIVERSITY
. OF ARIZONA





