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POLICY DOCUMENT ANNUAL REVIEW

This Policy document is subject to an Review every two years by ESF that is formally documented to ensure its continuing suitability, adequacy and effectiveness.  Areas subject to review include, but are not limited to, follow-up action from previous reviews, policy conformity, review of complaints, status of corrective and preventive actions, and improvements for the forthcoming year.  ESF reserves the right to amend this Policy by notice following such review in circumstances in which it considers such change to be necessary or appropriate. 

Purpose and Introduction
1.1 The Critical Incident Policy is a subset of the ESF Crisis Management Plan which outlines the ESF response to events that invoice the widespread disruption of learning and business as a result of major events. The Critical Incident Policy refers to those events that affect the life of a school, such as the potential injury, actual serious injury or death of a student and/or a member of staff. These can also happen both inside and outside school, a result of school activities or as a result of outside activities, and may be accidental or deliberate. What they have in common is the need for an appropriate response by the school community that is appropriate in the different phases of the incident. There may also be incidents where the behaviour of one or more students causes a detrimental effect on other students, jeopardising the safety and health of other students.

1.2 From time to time, critical incidents happen in school, and senior managers in school need to respond to these emergencies and sensitively to situations of tragedy. Appropriate and responsive communication is key to managing these events and this policy centres on the school managing the critical incident. School leadership teams need to be become skilled and practised at something that is not routine and will only happen occasionally. If the life of the school is disrupted by serious incidents of student behaviours that potentially harm the reputation of the school then these students should be treated as a critical incident.
1.3 The purpose of this is to outline a policy framework for schools to manage critical incidents and the consequences on the school community. This policy must be customized for use in school. 

1. Scope

2.1 This policy applies to all ESF and PIS schools and Kindergartens. 
2.2 This policy, depending on the nature of the critical incident will need to be used in conjunction with the following policies:

· Policy and Procedures for Managing Fieldwork, Outdoor and Off-site activities in Schools;
· Policy and Guidelines for Physical Education and Sporting Activities;
· Child Protection Policy;
· Drugs Policy;
· Exclusions Policy; and, or
· any other schools policy related to the safety and wellbeing of students.
2. Definition/Abbreviations
3.1 A critical incident is any situation where:

· a student or member of staff is seriously injured or facing threat of injury or harm;
· a situation faced by members of a school community causing them to experience unusually strong emotional reactions which have the potential to interfere with their ability to function either at the time the situation arises, or later; and/or
· an incident of student behaviour that has a serious developmental effect on the wellbeing of other students.
3.2 The following are examples of critical incidents that these procedures apply to:
· the death (including murder or suicide) or critical injury of a student, teacher or prominent school community member;
· students witnessing serious injury or death;
· a group of students lost or injured on an excursion;
· the use of emergency medical equipment in response to a serious medical condition;
· allegation (which has become public knowledge) of sexual assault involving a member of the school community [reference: ESF Child Protection Policy];
· the destruction of part of a school;
· any issue of substance abuse that impacts on students in the community; and/or
· any other incident that potentially and suddenly threatens the health and well-being of one or more members of the school community.
3. Responsibilities of Schools and ESF Centre
4.1 Principals [and other senior leaders in the school in their absence]
4.1.1 Principals are responsible for ensuring that policy is customised and implemented, procedures and appropriate action takes place, during and after an incident.  They should ensure sufficient practice and drill as well as regular reflection and evaluation of these procedures.

4.1.2 In response to the incident, Principals should establish a management plan. All Critical Incident Management Plans (CIMP) should take into consideration the following:
· The safety and well-being of the students and staff involved;
· Liaising with support services e.g. medical, police, fire etc;
· Gathering essential information on the incident for dissemination to staff, students, parents and wider community, including the Chair of Council and ESF Centre Contact;
· Activation and Management of the Critical Incident Management Team (CIMT) by the Principal;

· A typical CIMT would include the Principal and at least one other member of the school senior management team;

· Allocation of responsibilities to meet various group and individual needs;

· Clarity around confidentiality necessary for the incident;
· Variations to school routines and resources;
· Planning and conducting of appropriate ceremonies e.g. memorial service;
· Preparation of a timetabled school response; and

· Liaison with the media should initially take place through ESF Centre Communications Department.
The response will be governed by the nature of the critical incident and the elements of the management plan.
4.1.3 Appropriate practice in response to critical incidents should take place regularly, at least every two years and in the first term of a new principal taking up his/her post.
4.2 ESF Senior Managers
4.2.1 The Head of Student Support will act as the first point of contact for a school.  If in the case of the Head of Student Support being unavailable, school leadership teams should make contact with any member of ESF Senior Management Team or the School Development Advisers.  Appendix III lists the information required by senior managers at ESFC.  The form may be used or similar information should be conveyed in writing.
4.2.2 The Head of Student Support [or other ESF Senior Member of Staff] will according to the nature of the incident do one of the following:

· act as a point of contact for follow up;

· allocate another senior member of staff to act as a point of contact to support the school;

· set up an ESF Centre team to follow up on the incident;

· invoke the ESF Crisis Management Plan; 

4.2.3 The Head of Student Support, in liaison with the Committee of Principals should review this policy at least every three years as well as ensure that appropriate drills and practices take place. Interim review of the policy will take place where necessary.
4. Procedures in the event of a critical incident
The following checklist must be considered by Principals and or Critical

Incident teams even if not all steps may be necessary for that particular incident.
5.1 Immediately and within 24 hours of the incident
5.1.1
Find out the facts

a. Collect information about the incident from reliable sources as soon as possible, e.g. from family, police etc.

b. Contact emergency services, if necessary.

5.1.2
Establish a management plan
a. Convene an urgent meeting of the CIMT, plus any other relevant people from the school and support personnel to formulate a management plan.

b. Inform ESF Centre of the incident in outline:

c. Determine if additional support from helping agencies is needed.  This may include:
· ESF Educational Psychologist;
· School Social Worker;
· ESF Education Advisor / Director of Education; and/or
· School counsellor or outside agency counsellor. 
5.1.3
Inform all staff [unless there is a Child Protection issue or another sensitive matter]:
a. Provide the facts of the incident;
b. Outline the proposed Management Plan; and
c. Suggest sources of personal support for teachers.

5.1.4
Inform all students [unless there is a child protection or other potentially legal and sensitive matter or issue]
a. Assemble the students in an appropriate manner (e.g. class, whole department, small group) at the earliest opportunity.

b. Give appropriate information about:



i.
the facts;


ii.
the school actions; and


iii.
support services.

5.1.5
“At Risk”
a. Identify students and staff who are “at risk” and provide necessary support and resources.

5.1.6
Inform parents [unless there is a child protection issue, in which case refer to the ESF Child Protection Policy for guidance.] 
a. Provide by letter written facts of the incident.

5.1.7
Set up a Recovery Room in the School [if appropriate]
a. Provide, where possible, tea and coffee, comfortable chairs and an appropriate support person, probably the School Nurse; and  
b. Allow distressed students and staff access to this room for several days after the incident.

5.1.8
Liaison with the media
a. Liaise with Communications Officer at ESF Centre in advance of talking to the media and if not a member of the ESF Senior Management of ESF;
b. Agree a spokesperson (usually the Principal); and
c. Keep information to facts and to a minimum.
5. 2. Within 48 to 72 hours after the incident

5.2.1
Restore the School to regular routine as soon as possible
a. Provide structure to help students and staffs return to normal functioning; and
b. Monitor those directly involved or close to any incident.
5.2.2
Student off-loading
a. Encourage teachers to allow students (especially those more directly involved) opportunities to talk about the incident and about their reactions;
b. This is an important part of the recovery process but should not be forced on students; and
c. Teachers to try to place children in friendship groups thus providing a more secure situation for them.
5.2.3
Keep parents informed
a. Inform parents about:



i.
The School Management Plan;


ii.
Possible reactions of students; and


iii.
Sources of help for families.
b. Encourage two-way communication between parents and the school.

5.2.4
Monitor staff for signs of undue stress

a. Encourage stressed staff to seek professional help;
b. Try to provide a supportive environment; and
c. Provide for increased demand on teacher relief time.
5.2.5
Very important - Inform ESF Centre School Council more fully using Appendix III. 

This should include copies to the: 

· CEO, Director of Education or another member of the Senior Management Team;

· Head of Student Support;

· ESF School Council representative;
· Head of Procurement and ESF insurance company in the event of any serious accident to a student; 
· Chair of School Council and or other members of the school council (as appropriate); and
· Others as felt appropriate.
5.3.
During the First Month
5.3.1 Procedures for bringing about ‘Closure’
a. Arrange a memorial service or ceremony at school within a week of the incident;
b. Encourage close friends and others directly involved in the incident to participate and be involved in the planning;
c. Encourage older students to attend funerals;
d. Convene a meeting of parents of students involved in the incident after three or four weeks where a number of students were directly involved; and
e. Enlist the aid of counselling professionals to encourage parents to express and share their feelings and concerns about their children’s welfare and to help them understand their children’s reactions.

5.3.2
Student Follow-up
a. Encourage staff to be alert for signs of significant persistent changes in behaviour of those affected by the incident;
b. Some students may not experience or exhibit reactions until days or weeks after the incident.

c. Student with behaviour changes persisting for more than a month may need specialist professional help; and
d. Hospitalised students to have access to emotional and academic support programs.

5.3.3 Staff Support
a. Allow time for staff members to deal with their own emotional responses;
b. Provide support for staff by appropriately qualified counsellors where needed;
c. Counsellor to inform staff of the possible effects on students; and
d. Provide advice on how to manage student reactions.
5.3.4 Reporting and reflection on critical incidents
a. A confidential report must be made to the school council with a copy to the Chief Executive Officer on the incident and the actions taken to reduce the risk [if that is feasible] of the incident in the future; and
b. The only exception to this is if there is a Child Protection issue involved, confidentiality is protected by the Data Ordinance and therefore a matter for the Principal and ESF Centre only. 
5.4. In the Longer Term

5.4.1
The mental and physical health of the people involved in the critical incident may be affected by the influences of anniversaries, inquest and legal proceedings.

5.4.2
Special support for those affected may be needed again at these times.

5.4.3
Make extra staff and services available if necessary.
5. Compliance
6.1
This policy complies with the laws of Hong Kong. Matters of a criminal nature are referred to the Police and appropriate Hong Kong Authorities.

6.2
The policy complies with the Personal Data (Privacy) Ordinance (Cap. 486) which prevents the passing on of information to third parties other than appropriate authorities.


6.3 Any matters concerning the implementation of this policy in a particular school/organization should be raised with the Principal.  Any matters concerning non-compliance should be raised with The Head of Student Support, ESF Centre. 
 
Every two years, schools are expected to conduct a drill or practice to enable leadership teams to practise and review their variation of these policy and procedures. If a genuine incident has taken place then this will be sufficient providing, a reflection report is conducted in the light of the incident.  

6.4 Appendix I Suggested Roles for a Critical Incident Team
A1.1 Principal

a. Head Team and establish facts.

b. Co-ordinate all activities and procedures.

c. Communicate information to students, staff, parents (and media if necessary).

d. Negotiate roles of outside agencies.

A1.2 Vice Principals

a. Liaise with Principal.

b. Maintain/change routines.

c. Redirect resources, personnel.

d. Support staff and students.

e. Fill Principal’s role if Principal not available.

A1.3
Teachers

a. Listen to and support students.

b. Report observations.

c. Identify students/staff/parents at risk.

d. Make suggestions and referrals.

e. Utilise counsellors and support services

f. Support the decisions of the school Critical Incident Team.
A1.4
Educational Psychologists

a. Liaise with Principal.
b. Provide psychological advice.

c. Support teachers and/or students. 
d. Provide longer term support e.g. bereavement training.
A1.5
Office Staff

a.       Support the Principal and C.I. team, e.g. contacting emergency
      services.
b.       Monitor incoming phone calls and ensure a free line out.

c.       Accept changes to routines.

d.       Support teachers and students.

e.       Provide empathic understanding to parents.

f.       Identify individuals at risk.

g.       Provide refreshments to personnel as needed.

A1.6
Parents

a. Maintain contact with the school and with other parents.

b. Avoid tying up the phones.

c. Support the procedures of the C.I. team.

d. Accept changes to school routines.

e. Use counsellors.

f. Identify individuals at risk.

g. Listen to and accept the feelings of children.

h. Listen to and be accepting of strong personal thoughts and feelings.

A1.7
Students

a. Support each other.

b. Identify others “at risk”.

c. Talk to other students, teachers and parents about the incident.

d. Avoid and discourage rumours and gossip.

e. Be flexible and accepting about changes in routines.

f. Stay calm and follow directions quickly.

g. Use the counsellors.

h. Accept the strong feelings and thoughts of others and self.

Appendix II 
Some Guidelines for Teachers Supporting Students after a Traumatic Incident

A2.1
Communicate caring and acceptance
a. Demonstrate a sincere interest in what the student is saying.  Children will communicate more effectively when they feel safe, accepted and understood.

b. Recognise and acknowledge students’ feelings so that they are able to feel at ease in exploring information further.

c. Maintain a positive attitude so that students are helped to view the future in a hopeful way. Reassure students that their feelings and behaviours are normal reactions and will fade in time.

d. Assist students with overwhelming, immediate problems initially.  Success even in a small practical way will help to build trust and confidence.

A2.2
Be patient
a. Allow the students to express his/her concerns at a rate, which is personally comfortable.

b. Be patient in gaining an understanding of the student’s account of the incident.  The story may be told in a garbled form with disjointed factual and emotional content flowing quickly.

c. Tracing back carefully over aspects of the story, which can be discussed with comfort, may assist in ordering thoughts, reducing fears and re-establishing trust.

A2.3
Be aware of body language
a. Listen carefully and try to understand what the experience means within the context of the student’s total environments.

b. Use short sentence and unemotional language.

c. Use a quiet, steady voice, with minimal prompts to encourage the student, e.g. uhhuh, mmm, nods.

d. Encourage the student to express his/her feelings openly, e.g. “How did you feel when “happened?””.

e. Use open-ended questions when seeking more information about facts, issues or a closer understanding of the student’s feelings.  Closed questions can be used when the teacher wants specific information, e.g. “Who is at home now?” “Was Christine on that bus?”

A2.4
Monitor emotional/behavioural states

a. Provide information to students when they request it in a way that they can understand.  Do not attempt to hide the facts.

b. Monitor the student’s physical, emotional and behavioural functioning over time.  Enlist support from guidance officers and others if required.
Appendix III - Notification to ESFC of a Critical Incident – Compulsory
This report should be conveyed to Head of Student Support, Director of Education and the Chief Executive Officer or their representatives.
	Report School / Number (e.g. WIS - 001)
	
	

	Student(s) involved: Number(s)
	Directly
	Indirectly

	Year group(s)
	
	

	Gender
	Male
	Female


	Category
	Date
	Notes

	a. Death of a Student
	
	

	b. Serious injury to a student 
	
	

	c. Serious crime 
	
	

	d. Illegal substance related incident 
	
	

	e. Serious infections/disease 
	
	

	f. Serious behavior 
	
	

	g. Possession of a weapon
	
	

	h. Students witnessing death/serious injury 
	
	

	i. Use of emergency medical equipment
	
	

	j. Allegation of sexual abuse
	
	

	k. Major vandalism
	
	

	l. Destruct part of the school
	
	

	m. Others 
	
	


	Incident descriptor
	

	

	Actions taken
	

	

	Other relevant information (consequences)
	

	

	ESF Support/advice requested or given
	

	

	Person making report
	

	Position and Contact details
	


Appendix IV Critical Incident Register/Annual Return – COMPULSORY

This register must be kept by schools and submitted each year by June 15th 

	Date
	Incident Descriptor

Code [a-m]
	Number Students Involved
	Year Group[s]
	Action taken in summary 

please record Disciplinary Action: (disciplined/suspended/excluded)
	Report Number/School (e.g. WIS001)
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