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	Final Summary

	Brief narrative:

Between 2006 and 2009, Lao PDR, as a directly affected country, made substantial progress in Avian Influenza (AI) control and pandemic preparedness. The guiding Framework for this was the National Avian Influenza Control and Pandemic Preparedness Plan, 2006-2010. This Framework combined animal and human health interventions for both AI control and pandemic preparedness, and was designed to be multisectoral. Specifically, its Strategy 5 involved Institutional Strengthening and Multisectoral Planning.

However, like most other countries in the region, Lao PDR developed its pandemic preparedness mainly with a bi-sectoral focus on the Ministry of Agriculture and the Ministry of Health. Pandemic preparedness did not extend beyond these two sectors, and the multisectoral aspects of the National Plan were neglected. 

The emergence of the pandemic H1N1 threat in May 2009 made planning beyond the health and livestock sectors more urgent. The effect of pandemic was to emphasize the need for a much broader, multi-sector, multi-disciplinary approach to preparedness that emphasized the involvement of the whole of government and also included the private sector and civil society. 

For countries such as Lao PDR, which have less well developed financial sectors, these BCPs were of limited use as a model for BCP development.  The BCP exercise in Laos was constituted under the overall Pandemic Preparedness Plan of Lao PDR National Avian Influenza (AI) Control and Pandemic Preparedness Plan 2006-2010 (“the National Plan”) that was divided into 5 Strategies as outlined below. Specifically, the BCP efforts fell into Strategy 5, which explored institutional and coordination mechanisms amongst various ministries so that ministerial capacity could be strengthened to manage emergency situations such as pandemics. 

Strategy One: Animal Health. Development of disease free avian influenza management, under leadership of MAF. FAO as lead support agency. 

Strategy Two: Human Health. Disease surveillance and response in humans during outbreak, under leadership of MoH. WHO as lead support agency.

Strategy Three: Human Health. Laboratory and Curative Care, under leadership of MoH. WHO as lead support agency

Strategy Four: Information, Education and Communication. Health Education and Community Action, under leadership of Ministry of Information and Culture (MIC). UNICEF as lead support agency

Strategy Five: Project coordination, project management and regulatory framework, including strengthening of Institutional and Legal Frameworks.
Prior to 2009, Laos had successfully developed the official Lao PDR National Avian Influenza (AI) Control and Pandemic Preparedness Plan 2006-2010 (“the National Plan”) under the leadership of the NAHICO in close collaboration with the UN and other stakeholders. The National Plan focused on the Department of Livestock and Fisheries (DoLF) and the Ministry of Health (MoH). Divided into 5 key Strategies, as aforementioned, the National Plan had narrow focus on how to control a pandemic situation, in particular Avian Influenza (AI). 

While other ministries were involved such as Ministries of Information and Culture, Foreign Affairs and Justice, as well as mass organizations like the Lao Youth Union, Lao Women’s Union and Lao Federation of Trade Unions, the realization of the importance of their involvement was sequential and not automatic. The support these other sectors lend to these plans was mainly in the areas of logistics, awareness creation and information dissemination. 

Over time, originating from the discussion under Strategy 5 of the National Plan, the Lao Government realized the importance of expanding its scope on pandemic preparedness to a more multi-sectoral approach involving various Ministries. Furthermore, the Government realized that the multi-sector preparedness approach could be better managed as a Business Continuity Planning exercise. Consequently, when the government of Lao PDR in mid 2009 came to view BCPs in key sectors as a central priority for preparing Lao PDR for a pandemic, it turned to the UN (under the overall leadership of the UN Resident Coordinator) for support.  The multi sectoral BCP development process in Lao PDR began in July 2009 under the auspices of the Prime Minister’s Office and the National Emerging Infectious Disease Coordination Office (NEIDCO). The UN Resident Coordinator Office (UNORC) supported NEIDCO in this effort. 

As detailed above, the main challenge facing UN and NEIDCO at project initiation was that multi-sectoral planning for pandemic was in its infant stages without proper capacity in Laos in 2009, as it was throughout the region. NEIDCO and UN attempted to address this gap as follows in chronological order:

· In July 2009, the Ministry of Health and NEIDCO hosted a multisectoral meeting with non-health Ministries to discuss multisectoral pandemic preparedness.

· In August 2009, the MoH and NEIDCO, with technical and financial support from UNRCO and the World Bank, undertook the first National Simulation Exercise for Multisectoral Pandemic Preparedness and Response. 

· In December 2009, UNCT and UN and other development partners were briefed on the proposed BCP Workplan.

· In January 2010, NEIDCO and UN organized the First Business Continuity Planning Workshop. It was conducted with high level government sponsorship, being Chaired by of H.E. Cheung Sombounkhan, Minister in the Prime Minister’s Office, Head of Government’s Secretariat, Head of NSCCDC.  Its subject matter was the concepts related to Business Continuity Planning, and it outlined the process that Ministries and sectors should work through to develop BCPs for their areas of operations, provided a BCP template and ran an exercise to begin the task of identifying different sectors’ critical activities.  

· In January 2010, the Prime Minister’s Office was briefed on the BCP development Workplan by the UN and NEIDCO.  

· In July 2010, the PMO issued a letter to ten ministries to commence development of their BCPs. The official BCP development process was thus initiated by a high level Cabinet decision. High level government support is a crucial pre-requisite for developing BCPs in the public sector. (please refer to Lessons Learned, Section 7)

· In August 2010, a Second BCP Workshop took place, where different levels of progress of the 10 Ministries towards completing the BCP Templates became evident. Some BCP templates were almost complete, while others were still at a formative stage. To remedy this, UNRCO recruited a National BCP Consultant to provide more constant input to the process. Technical work on the BCP Templates took place between August 2010 and January 2011. 

· In February 2011, the 3rd and final BCP Workshop took place.   Following this, NEIDCO and RCO staff, including the national BCP consultant, worked intensively with Ministry BCP Teams that were lagging behind, to enable them to complete their BCP Templates by May 2011. 

BCPs and Operational BCPs 

As aforementioned, standard BCPs for Laos (Annex I) have been developed using the BCP template that had been established as part of the pandemic preparedness exercise. The template for BCPs is comprised of key questions for each Ministry’s discussion and decision that identify mission critical activities, key personnel, and define BCP, all of which are crucial in ensuring the key concept of BCP, which is: Ministerial ability to continue its public sector key functions and operations during emergencies (such as pandemic) to minimize the economic and social impact of the respective threats. The BCPs have been developed with the assumption of up to 30 % employee absence for a period of one month at the height of emergency situation (such as pandemic) and lower levels of absence for 1-2 months on either side of the peak.  Operational BCPs (Annex II) go beyond the standard ones in that: they include corporate policy on human resources and key functions of the ministerial office/department. Also, they contain a generic Action Plan that would be used by the respective office/department for emergency planning purposes. 

The templates used for the BCP exercise are very practical, user friendly, standard BCP documents, based on international best practices, many of which were adapted from the private sector. There are clearly defined policies and a series of response actions.  

Way Forward: Mainstreaming Multi-sectoral BCPs into National Disaster Risk Reduction Planning. 

The BCP achievements to date may be more useful for Lao PDR if mainstreamed into Disaster Management through the National Disaster Management Office (NDMO). This would involve leveraging the new BCP capacity within Ministries into national disaster management processes, plans, and committees.
 Mainstreaming pandemic preparedness by integrating it within multi-hazard disaster planning could make it more sustainable. 

“Pandemic preparedness should not be developed in isolation from other emergency preparedness plans that are already available in many countries and done by skilled and experienced planners. Building on similarities with other emergency plans and integrating pandemic preparedness plans within an overall emergency preparedness framework might make it more sustainable.”

The current Operational BCPs are quite generic in nature, which may make them easy for Ministries to customize for natural disasters. However, while business continuity usually involves planning for keeping all operations in the midst of disruptive events, disaster management focuses on restoring critical operations that support business functions after a disruption. Pandemic BCPs focus on  process occurring before and during a pandemic while Disaster Recovery generally occurs after a calamity and focuses on the set of actions to be taken after suffering disaster. Disaster management can be seen as a subset or specialized area of BCP, focusing more on recovery than mitigation. 
Although the BCP’s may be generic enough to probably quite easily be made operational for disaster management, the current pandemic-focused BCPs emphasize readiness and response, whereas BCPs for disaster management would need to be more based around recovery. Therefore customizing the existing Operational BCPs for Disaster Management will require additional work focused on drafting Policies and corresponding Actions that relate to the emergency response and recovery stage. 

UN is exploring ways to mainstream the BCP into disaster management as Lao Government authority in disaster management (NDMO = National Disaster Management Office) expressed interest in the concept. NDMO agreed that the initial entry point will be to include the BCPs in the Interagency Contingency Plan. This will ensure continuity of essential services during an emergency. For example, during this process, it would be important to know that EDL can still provide electricity to affected areas such as hospitals, and that NAPT is able to maintain its telecommunications network to facilitate information sharing and reporting. It has been proposed that EDL, NAPT and Nampapa be included as members of the Interagency Standing Committee for Disaster Management and Response.  

Achievable Products:

· Development of 10 Key Ministries BCP, 5 Operational BCPs and 5 draft BCPs of the respective Ministries. Five Ministries completed Operational BCPs: 1) Ministry of Industry and Commerce, 2) Ministry of Public Security, 3) Electric Du Laos (EDL), 4) National Authority for Post and Telecommunication (NAPT) and 5) Vientiane Water Supply Authority (Nampapa Lao). These Ministries have defined their mission critical activities and critical staff, customized key policy areas and defined key actions that need to be carried out under each policy area according to pre-determined triggers. 

Five other Ministries (6) Ministry of Public Works and Transportation, 7) Ministry of Agriculture and Forestry, the 8) National Tourism Administration, the 9) Ministry of Education and the 10) Ministry of Health) completed their general BCP, where they defined their mission critical activities and critical personnel, and have  defined and reviewed the policies and actions that are required to create Operational BCPs. 

On 13 June 2011, PMO has endorsed the 5 operational BCPs of EDL, NAPT, Nampapa, MoIC and MPS.  

· Appointment of BCP Focal Points and BCP Teams at all 10 Ministries was endorsed by the Prime Minister’s Office.  

· Laos became the best practice in the region by pioneering the development of BCP within the public sector. The creation of the BCP Template and its use by trained Ministry BCP Teams was a groundbreaking process in the public sector in Asia, and formed the foundation of most of the BCP training, workshops and technical assistance between December 2009 and May 2011. Given the starting point of from near zero awareness of Business Continuity Planning at Lao PDR government and ministry level in 2009, coupled with absence of BCP resources and a roadmap, this should be seen as a significant achievement.  Without doubt the overall original aim of the BCP process to have a groundbreaking result for multisectoral BCP planning to contribute to best practices in the region has been at least partially achieved. This achievement must be seen in the regional context, with business continuity planning in the region for non-health sectors remaining relatively low, and despite the delays, with Lao PDR now being ahead in this process for the region. 

Success Indicators:

1. Draft Business Continuity Plans for at least eight Ministries.

· The 5 operational and 5 standard BCPs of respective Ministries (Annex I & II)
2. Active BCP planning teams in key Ministries.

· 10 BCP focal points and teams established in July 2010 and continue to develop their BCP draft
3. Inter Government collaboration between Lao PDR and ASEAN countries on disaster management strengthened. 

· UN (RCO/OCHA) and ASEAN Secretariat started discussion on collaboration for multi-sector BCP 
· Concept of BCP introduced in Lao Disaster Management mechanism of IASC = Inter-agency Standing Committee on Disaster Management 

· Presentations were made at the Inter-Agency Contingency Planning workshop to further discuss on how to integrate the concept of BCP into disaster management 
4. Legal instruments to support and mainstream BCP developed by Ministry of Justice.

n/a
5. Lessons learned document on the process
General lessons learned 

· The Generic Aspect of the BCPs has Relevance for Preparedness for all Emergencies. 

The BCP method used in Lao PDR holds good regardless of whether the threat is from vector-borne diseases such as malaria and dengue, from emerging infectious diseases such as SARS, AI and H1N1, or from some other health threat such as food safety, industrial contamination, drug quality, climate change or the public health threat of mass gatherings.  It provides a response platform that is relevant for any disaster. 

· The Process of Identifying Critical Activities and Personnel Has Resulted in a Better Understanding of how these Ministries Function. 

Assisting BCP Teams to identify their mission critical activities requires a clear understanding of how each Ministry functions. Such an understanding was acquired in the BCP Process by UNRCO and the insight gained may prove valuable for future non-BCP related projects with each of these Ministries.  

· Efficiency and Institution Building 

BCP can help develop efficiency and emergency response by streamlining  actions in responding to emergency situations. Compared to responding on an ad-hoc basis to each new disease outbreak or disaster, BCP can help build  generic capacity from one emergency to the next. In the long run, it could also have positive financial implications. In disaster management, studies have shown that 1 dollar of investment saves around 7 dollars in relief during times of disaster. BCP as a preparedness measure may contribute towards such norm.   

· The BCP Process was Conceived in the Unstable Context of a Pandemic. This Created Planning Challenges. 

Because applying the concept of BCP for emergency response was new in Laos, BCP activities had neither been planned nor budged for. In other words, NEIDCO, UN and respective key line Ministries experienced various planning challenges, from lack of budget set aside for activities, understanding of the key line ministries as well as initial hesitation that translated into slower progress by the line Ministries.  In reality, it was only under the threat of the H1N1 pandemic and with the realization that coordinated response needed to be broader than the agriculture and health sectors that influenza pandemics became an entry point for developing BCPs for key sectors. This meant practically that planning had to be done quickly with few existing technical resources as guidance. 

There was thus a difficulty early on for Lao PDR to obtain the planning documents that other countries in the region were intending to use.

6. Workshop reports.

· BCP 3rd Workshop Report (Annex III ) 
Challenges/problems encountered:

Significant changes/adjustments to be made: (with brief justification)

There are ongoing discussions on mainstreaming BCP into Disaster Preparedness and response framework. Based on the discussions with UNSIC in February 2011, UNRCO would have a discussion with OCHA/UNSIC and key government counterpart such as National Disaster Management Office on how to make a transition from pandemic preparedness to disaster preparedness and risk reduction. Also, with the major shift in the approach, discussions were made between UNRCO and OCHA with regards to reprogramming the fund. Discussion came to mutual understanding that the remainder of the funds that would have been initially used for the provincial level activities would be used to support the technical assistance needed to manage the development of 10 BCPs of the respective Ministries. 



	Financial Details

	(please note all financial figures in U.S. dollars)

Category

US$

Expenditure
Remaining

1. Technical support (staff, travel and workshops) 
74,000

74,000
0
2. Technical assistance (international consultant)
34,000
34,000
0
3. Coordination support to NEIDCO for ministerial coordination for operational BCP 
10,000
10,000
0
Total direct costs

118,000

118,000
0
6. Indirect support costs

8,260
8,260
Total project budget

126,260
126,260
0




� Due to unique political situation in Lao PDR, we had received extension of the programme until 30 September 2011, which included the final report and the Government-endorsed BCP documents of the respective Ministries.   


� Such an approach does not necessarily need to exclude ongoing BCP work through the existing NEIDCO structure – BCP development could occur both through NEIDCO and through NDMO – these options are not mutually exclusive. 





� From: Animal and Pandemic Influenza: A Framework for Sustaining Momentum. Fifth Global Progress Report, July 2010.
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