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• Dedicated focus on community based services for people served
• Listen, Learn
• Changing Environment in Policies and Procedures
• Adjust Models of Service
• Provide Appropriate Tools and Support

• Communicate
• Compliance

ARCA Culture
Embrace change, don’t avoid it. 



Learn, Educate, Respond



Ensure staff, individuals served, families and 
community partners are informed of and understand 
changes to policies, procedures and practices.

• Ongoing communication between management and state/federal agencies to ensure 
compliance.

• Agency developed, mandated employee online COVID-19 and Best Practices training.

• Ongoing email, video and intranet communication with employees.

• Letter to families and community partners detailing agency’s COVID-19 measures 
and website updates.

• COVID-19 fact sheets posted in homes, offices, online and email.



Implement response structure.

• Establish Response Team 
• Review/Implement/Reinforce Guidelines from Industry Associations, State, CDC  

• Streamline/Promote Open Communication 
• Establish and promote use of separate email account for internal/external concerns 
• Video Communication
• Daily meetings with agency leadership and response team
• Clearly defined Staff Listening Posts 

• Update Relevant Policies/Procedures/Protocols to reflect mandated standards
• Infection control policy 
• Modify protocol to institute coordinated effort including childcare issues, response to facility 

access questionnaire 
• Promote essential status of employees while relaxing stay at home policies
• Develop response/contingency plan for potential positive cases

• Provide “Essential Employee” documentation  



Limit Exposure



Reduce face-to-face contact.

• Suspend all community-based activities, including fundraising events.
•Where possible, implement staggered shifts and teleworking.
• Discontinue gatherings of more than five people. 

• Enforce social distancing.
• Conduct Board, Staff, IDT and other required meetings of more than 

five people via telephone or video conferencing.

• Create “storehouse” enabling direct support staff to pick up food and 
commodities from administrative buildings, reducing potential 
exposure from grocery stores.



Implement facility access protocols.

• Limit access to ARCA homes and offices to essential employees and pre-approved 
essential vendors. 

• Post signage at entrances explaining facility access protocols, including hand sanitization, 
potential symptoms/exposure questionnaire and sign-in documentation.

• Prior to completing facility access paperwork, essential staff and pre-approved visitors 
must use provided hand sanitizer.  

• Questionnaire on possible symptoms and/or exposure is completed by everyone entering a 
facility.  Access is denied if possible symptoms and/or exposure is indicated. 

• Require Sign-in and Sign-out, including date, time and temperature.



Adapt PTO and Remote Work Policies



• Staff potentially exposed to COVID-19 through out of state travel, travel to high 
risk areas, face-to-face contact or who display symptoms must self-quarantine for 
14-days.

• Relax attendance policies to accommodate self-quarantine and stay at home orders.

• Implement flexible process for staff to stay home to care for sick family or children 
at home because of school closures. 
• Encourage open communication between staff, leadership and Human Resources.

• Assist staff with CARES Act relief.

• Utilize administrative and community program staff to cover shifts in homes.

Mandate self-quarantine and stay at home when 
sick policies.



Promote Healthy Habits



Implement health and safety standards in 
compliance with state and federal COVID-19 
guidelines.

• Communicate through email, video and posted signs social distancing, 
handwashing techniques and coughing/sneezing etiquette.
•Maintain and distribute adequate supply of hand sanitizer, anti-

bacterial soap, paper towels and tissues.
• Host on-site COVID-19 testing for staff and train nursing staff to test 

individuals in compliance with state guidelines.



Essential to maintain and distribute adequate supply of face masks, gloves and other 
PPE as appropriate.

• PPE was NOT accessible through traditional distribution channels
• Reached out to community partners in sectors including research labs, 

manufacturing, construction, dentists, medical suppliers, nail and hair salons
• Interstate communication with manufacturers for gloves, hand sanitizer
• Individuals made and donated thousands of masks
• Ongoing communication (waitlist) with medical suppliers for temporal 

thermometers, N-95 masks
• Bishops Storehouse for cleaning supplies, paper goods, food

Acquire and Distribute PPE.



Train Staff and Individuals on Proper PPE Use.

• Communicate training via video, email, intranet
• Develop and distribute storyboards for individuals
• Actively engage individuals to understand scenario and 

become willing participants
• Train and implement staff on disinfecting techniques for 

homes/office



Expand Environmental Cleaning Practices



Maintain a sanitary environment.

• Ensure cleaning/disinfecting supplies are available on-site.
• High touch areas and items, including reception, kitchen, breakroom, 

doorknobs, copiers and keyboards cleaned/disinfected at least daily.

• Adapt to changing circumstances – disinfect 3x day, upgraded to every 
shift – in homes and offices.
• Contract with two environmental firms for deep cleaning of facility 

should a positive case emerge.



Communicate



Consistent, ongoing, open lines of 
communication with employees, individuals, 
families and community partners.

• Keep staff informed.
• Establish and promote Response Team contact information.
• Be available to discuss concerns and promote emotional support resources.

• Keep vendors apprised of changing agency processes.
• Be honest with donors and volunteers about ongoing needs.   
• Reinforce staggered shifts, teleworking, stay at home and CARES Act 

assistance.



Make compliance easier



• Nursing staff found handmade masks to match the personality of each 
individual served to encourage use 

• Promote physical activity - ARCA on the Move

• Share projects and activities like home party themes, handmade thank you cards 
and paintings

• Games – collect new games and puzzles for all homes 
• Education – collect reading, math and other learning activities for homes

• Recognize staff and individuals who go the extra mile 

• Celebrate the big and small successes every day.

Avoid boredom, encourage fun.



What if?



• Staff get sick 
• Stay at home policies
• Assistance with short term unemployment
• Overtime / system to notify staff of open shifts

• Individuals get sick 
• Contract with environmental remediation company
• Implement Hazard Pay
• Ensure availability of appropriate PPE

• Potential exposure in the workplace
• Disinfect physical areas
• Test staff, individuals potentially exposed
• Quarantine staff, individuals potentially exposed

Be prepared.



Gratitude



• Employees
• Families
• Community Partners

• Leadership

Ask for what you need, share what you have.



Questions?

For further information, please contact us at Ekaul@ARCASpirit.org
or EVelasquez@ARCASpirit.org

http://ARCASpirit.org
http://ARCASpirit.org

