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Situation Manual Seeking Safe Haven

This Situation Manual (SitMan) provides exercise participants with all the necessary tools for
their roles in the exercise. Some exercise material is intended for exercise planners,
facilitators, and evaluators, but all participants may view the SitMan.

Exercise Overview

Seeking Safe Haven: Evacuating Our Seniors

Exercise Dates Date: April 24, 2025
Time: 1:00 - 4:30 PM ET

This exercise is a tabletop exercise (discussion-based), planned for up to
Scope three and a half hours, on Zoom. Exercise play is limited to virtual
participation at each facility or organization.

Focus Area(s) Response and Recovery

Hospital Preparedness Program (HPP) Core Capabilities

e (Capability 2: Health Care and Medical Response Coordination
e Capability 3: Continuity of Healthcare Service Delivery

Public Health Emergency Preparedness (PHEP) Capabilities
e (Capability 1: Community Preparedness
e (Capability 2: Community Recovery

Capabilities e Capability 3: Emergency Operations Coordination
e Capability 6: Information Sharing

Federal Emergency Management Agency (FEMA) Core Capabilities
e Planning
e Operational Communications
e Operational Coordination
e Critical Transportation

e Health and Social Services
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Objectives

Threat or Hazard

Scenario

Participating
Jurisdictions/

Point of Contact

Objective 1: Assess your organization’s decision-making process for
initiating an evacuation, and ability to quickly activate and follow
evacuation plans that address the unique needs of seniors, including
mobility, medical, and cognitive challenges.

Objective 2: Discuss how your organization communicates with staff,
emergency management partners, and families to ensure a smooth and
coordinated evacuation while maintaining the safety, comfort, and
medical care of seniors and staff.

Objective 3: Understand your organization's ability to identify, request,
and mobilize critical resources to assist with evacuating seniors safely.

Objective 4: Discuss your organization’s short- and long-term recovery
plans following a utility failure and evacuation.

Evacuation

Overnight, a major water main break occurred, impacting the greater
Southwest Florida area. This incident has resulted in contamination of
drinking water, as well as low or no water pressure in multiple
communities. The Florida Department of Health has issued a water boil
advisory for the impacted areas. There is no timeline indicating when
water pressure will return. Affected facilities across the region, including
multiple long-term care, skilled nursing, and assisted living facilities, have
identified that that the patients they are serving need to be transferred to
external facilities for continuing care.

Southwest Florida Healthcare Coalition

Hospitals, Long Term Care Facilities, Emergency Management, Public
Health, and Emergency Medical Services partners from the Southwest
Florida Healthcare Coalition.

Brian Massey

Southwest Florida Healthcare Coalition

Program Manager

Coalition@HPCSWEF.com

Ginny Schwartzer, MEP, CEM

All Clear Emergency Management Group
CEO

GinnyS@AIlIClearEMG.com

General Information

Exercise Objectives and Capabilities

The following exercise objectives in Table 1 describe the expected outcomes for the exercise.
The objectives are linked to capabilities, which are the means to accomplish a mission,
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function, or objective based on the performance or discussion of related tasks under specified
conditions to target performance levels. Capabilities have been identified for the Public Health
Emergency Preparedness (PHEP) Program, the Hospital Preparedness Program (HPP), and the
Federal Emergency Management Agency (FEMA). The Exercise Planning Team selects the

objectives and aligned capabilities.

Exercise Objectives PHEP Capabilities HPP Capabilities FEMA Core
Capability

Objective 1: Assess your
organization’s decision-
making process for initiating
an evacuation, and ability to
quickly activate and follow
evacuation plans that
address the unique needs of
seniors, including mobility,
medical, and cognitive
challenges.

Objective 2: Discuss how
your organization
communicates with staff,
emergency management
partners, and families to
ensure a smooth and
coordinated evacuation
while maintaining the safety,
comfort, and medical care of
seniors and staff.

Objective 3: Understand
your organization's ability to
identify, request, and
mobilize critical resources to
assist with evacuating
seniors safely.

Objective 4: Discuss your
organization’s short- and
long-term recovery plans
following a utility failure and
evacuation.

Capability 1: Community
Preparedness

Capability 3: Emergency
Operations Coordination

Capability 6: Information
Sharing

Capability 3: Emergency
Operations Coordination

Capability 2: Community
Recovery

Table 1. Exercise Objectives and Associated Capabilities

Capability 2: Health
Care and Medical
Response
Coordination

Capability 2: Health
Care and Medical
Response
Coordination

Capability 2: Health
Care and Medical
Response
Coordination

Capability 3:
Continuity of Health
Care Service
Delivery

Capability 2: Health
Care and Medical
Response
Coordination

Capability 3:
Continuity of Health
Care Service
Delivery

Planning

Operational
Coordination

Operational
Communications

Intel and
Information Sharing

Planning
Operational
Coordination

Operational
Coordination

Critical
Transportation

Health and Social
Services
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Participant Roles and Responsibilities

The term participant encompasses many groups, not just those playing in the exercise. Groups
of participants involved in the exercise and their respective roles and responsibilities are as
follows:
o Healthcare Participants: Healthcare participants are personnel expected to actively
participate in discussing their regular roles and responsibilities during the exercise.

e Other Participants: Other participants may include personnel from supporting
organizations that play a role in the regional healthcare service delivery. These
participants are expected to actively participate and discuss their regular roles and
responsibilities during the exercise.

o Facilitators: The Facilitator plans and manages exercise play and sets up and operates
the virtual exercise. The Facilitator directs the pace of the exercise, provides key data to
participants, and may prompt or initiate specific participant discussions to ensure
exercise continuity. In addition, they issue exercise material to participants as required
and monitor the exercise timeline.

e Note Takers: Note Takers observe and document performance against established
capability targets and objectives per the Exercise Evaluation Guides (EEGS).

e Technology Support Staff: The Technology Support Staff will include an individual who
performs administrative and logistical support tasks during the exercise (i.e.,
registration, monitoring Zoom breakout groups, operating polls, etc.).

Virtual Exercise Participation

After registering for the exercise, participants should have received a confirmation email,
information on accessing their exercise materials through the Web Portal, and an
individualized login link from Zoom. If you plan to participate as a group, we highly recommend
participating from a single physical location and using one Zoom login.

WAYS TO JOIN ZOOM

Join from BC _Mac. iPad, or Android

{ Join Meetin;\

As a part of your set of exercise documents, you can download and review the Virtual Exercise
Participation Guide through your All Clear Web Portal. This document informs participants of
their 'to-do' items before, during, and after the exercise, and it functions as a 'Quick Start'
guide for utilizing the Zoom platform for virtual exercises.

Situation Manual Southwest Florida Healthcare Coalition
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Exercise Structure

This exercise will be a PowerPoint-facilitated exercise conducted virtually using the Zoom
platform. Players will participate in the following three (3) modules:

e Module 1: Sporadic Water Pressure Concerns

e Module 2: Prolonged Regional Utility Outage

e Module 3: Short- and Long-Term Recovery

Each module is designed as a standalone module and begins with a multimedia update that
summarizes key events occurring within that time period. After the updates, participants
review the situation and engage in a large group discussion guided by questions and
discussion points.

Exercise Assumptions, Guidelines, and Artificialities

e This exercise will be held in an open, no-fault environment wherein capabilities, plans,
systems, and processes will be evaluated. Varying viewpoints, even disagreements,
may occur.

e Respond to the scenarios using your knowledge of current plans and capabilities (i.e.,
you may use only existing assets) and insights derived from your training.

e Decisions are not precedent-setting and may not reflect your
jurisdiction's/organization's final position on a given issue. This exercise is an
opportunity to discuss and present multiple options and possible solutions.

e |Issue identification is less valuable than suggestions and recommended actions that
could improve response efforts. Problem-solving efforts should be the focus.

e The assumption is that the exercise scenario is plausible, and events occur as they are
presented. All players will receive information at the same time.

Exercise Evaluation Activities

Exercise Evaluation is based on the objectives and aligned capabilities, and capability targets,
which are documented in EEGs. The Note Takers have EEGs for each of their assigned groups.
Additionally, players will be asked to complete a Participant Feedback Form by May 1, 2025,
to receive a certificate of participation. These documents, paired with facilitator observations
and notes, will be used to evaluate the exercise and compile the After-Action Report
(AAR)/Improvement Plan (IP).

Hot Wash

After exercise play, the Facilitator will conduct a Hot Wash, which is an immediate exercise
debrief to allow participants to discuss strengths and areas for improvement. All participants
are encouraged to provide feedback and engage in this discussion.

Situation Manual Southwest Florida Healthcare Coalition
Homeland Security Exercise and Evaluation Program Rev. 2020 508
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After-Action Report and Improvement Planning

Thirty days following the exercise, you will receive a completed After-Action
Report/Improvement Plan. To complete this report, you must incorporate your organization's
specific information into the organization-specific Improvement Plan. If you have trouble
completing the organization-specific portions of the After-Action Report, please contact Ginny
Schwartzer at GinnyS@AIIClearEMG.com.

Improvement planning is the process by which the observations recorded in the AAR are
resolved through the development of concrete corrective actions, which are prioritized and
tracked as a part of a continuous corrective action program. The IP identifies specific
corrective actions, assigns them to responsible parties, and establishes target dates for their
completion.

Situation Manual Southwest Florida Healthcare Coalition
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Module 1: Sporadic Water Pressure Concerns

Exercise Scenario

Initial Scenario: Recently, a Long Term Care facility in a neighboring state underwent a water
utility failure. The facility had no water pressure and was under a boil water advisory for an
extended period before the utility was restored. Following this nearby incident, facilities across
Florida have been encouraged by the Florida Department of Health to examine their plans to
prepare for water utility failures in the future. You are tasked with assessing your facility’s
capacity to respond to a water failure.

Scenario Update: Yesterday afternoon, several long-term care facilities in the Southwest
Florida area began reporting low water pressure to their facilities. Reports of water utility
failure have been sporadic across the region. However, the maintenance departments at
several facilities are reporting that their facilities do not have adequate water flow to flush
toilets in their residents’ rooms and may not have adequate water flow to operate their fire
suppression systems. At present, the cause of the water failure remains unclear.

Associated Exercise Objectives

Objective 1: Assess your organization’s decision-making process for initiating an evacuation,
and ability to quickly activate and follow evacuation plans that address the unique needs of
seniors, including mobility, medical, and cognitive challenges.

Objective 2: Discuss how your organization communicates with staff, emergency management
partners, and families to ensure a smooth and coordinated evacuation while maintaining the
safety, comfort, and medical care of seniors and staff.

Exercise Questions

Based on the information provided, participate in the discussion concerning the issues raised
in Module 1. Identify any critical issues, decisions, requirements, or questions that should be
addressed.

The following questions are suggested subjects you may wish to address as the discussion
progresses. These questions are not meant to constitute a definitive list of concerns to be
addressed, nor is there a requirement to address every question.

Questions for Initial Scenario Discussion:

1. Describe how you would assess your facility’s risk and prepare for possible water utility
failure.

a. What are the potential impacts to patient care during a water utility failure?
What systems or processes are impacted?

2. Is water failure listed on your organization’s hazard vulnerability analysis (HVA)?

a. What known gaps, if any, exist in continuity of operations during a water utility
failure for your facility and utilities?

3. How long could your facility operate during a water utility failure?

Situation Manual Southwest Florida Healthcare Coalition
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a. Do you know how much water you need per day to continue services?
b. Who at your facility should be made aware of a water utility failure when it
begins?
c. How would your facility continue to provide care during this outage?
4. l|syour facility able to provide care during a water utility outage? How would your facility
secure supplemental water during an outage?
a. Does your plan list an emergency water utility contact?
b. Which organizations or entities would you contact about supplemental water?
c. What methods of water delivery and storage would your facility use?
d. What water supply do you have on hand? What other water outage supplies
such as hand sanitizer and flushless toilet options?
5. Does your facility have emergency water conservation measures in place that can be
quickly implemented?
6. Describe what communication would begin at this time.

a. Have you established direct communication channels with local emergency
management, public health agencies, and EMS for real-time updates?

b. Have you coordinated with transportation providers to ensure vehicles will be
available for evacuation if needed?

c. How do you plan to inform residents and their families about the water utility
failure situation and potential evacuation plans?

Questions after Scenario Update:
7. Describe your facility’s actions in response to a water utility failure.

a. What steps does your facility take to assess whether to shelter-in-place versus
evacuate?

b. What factors or thresholds trigger your facility to initiate an evacuation during a
utility failure of this nature?

c. Who within your facility has the authority to make the final decision to
evacuate?

d. Describe your shelter-in-place plans and how they would transition to
evacuation plans if evacuation became necessary.

e. How do you coordinate with local emergency management and public health
officials when making the decision to evacuate?

f. How do you communicate with your staff and patients during an emergency
evacuation, and what notifications would be occurring at this time?

8. Discuss the immediate action items and priorities of your staff when an evacuation is
decided.

a. Are staff members trained on evacuation procedures? How often do they
receive this training?

Situation Manual Southwest Florida Healthcare Coalition
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b. What evacuation equipment (i.e. StairChairs, Evacusleds) does your facility
have? Do staff practice with these devices regularly?

c. Have you identified and documented high-risk residents who may need priority
evacuation?

d. How do you assess and document residents' medical needs, including those
who rely on oxygen, dialysis, or other life-sustaining equipment?

Situation Manual Southwest Florida Healthcare Coalition
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Module 1: Organization Evaluation Chart

Complete the following chart by documenting any organization-specific strengths and areas
for improvement. For each area for improvement, identify a mitigation action item or a
description of how you plan to address the area for improvement. This chart can be used later
when completing your organization-specific Improvement Plan.

Strengths
1.
2.
3

Mitigation Action Items
Areas for Improvement (i.e., planning, training,

exercise, equipment)

2 2
3 3
Situation Manual Southwest Florida Healthcare Coalition
Homeland Security Exercise and Evaluation Program Rev. 2020 508
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Module 2: Prolonged Regional Utility Outage

Exercise Scenario

This morning, the City Public Works Department announced that a major water main break
has occurred, impacting the greater Southwest Florida area. The water main break occurred
in an aging section of major supply line (over 72" in diameter) and has caused major damage
to the surrounding area. This incident has resulted in contamination of drinking water, as well
as low or no water pressure in multiple communities. The Florida Department of Health has
issued a water boil advisory for the impacted areas.

Healthcare facilities across the region, including multiple long-term care, skilled nursing, and
assisted living facilities, are reporting that they do not have adequate water pressure to
maintain their fire suppression and sanitation systems.

There is no timeline being provided yet from the utility on when repairs may be complete or
when the boil water advisory may be lifted. Affected facilities are being asked to assess their
healthcare services and identify patients who may need to be transferred to alternative
facilities for continued care.

Associated Exercise Objectives

Objective 1: Assess your organization’s decision-making process for initiating an evacuation,
and ability to quickly activate and follow evacuation plans that address the unique needs of
seniors, including mobility, medical, and cognitive challenges.

Objective 2: Discuss how your organization communicates with staff, emergency
management partners, and families to ensure a smooth and coordinated evacuation while
maintaining the safety, comfort, and medical care of seniors and staff.

Objective 3: Understand your organization's ability to identify, request, and mobilize critical
resources to assist with evacuating seniors safely.

Exercise Questions

Based on the information provided, participate in the discussion concerning the issues raised
in Module 2. Identify any critical issues, decisions, requirements, or questions that should be
addressed.

The following questions are suggested subjects you may wish to address as the discussion
progresses. These questions are not meant to constitute a definitive list of concerns to be
addressed, nor is there a requirement to address every question.

1. Describe the process for immediate evacuation and staging for transportation.

a. Describe the types of facilities with which you have evacuation agreements.
How would you communicate with these facilities if evacuation was necessary
due to utility failure? How do you ensure that these facilities have the capacity
for evacuated patients?

Situation Manual Southwest Florida Healthcare Coalition
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b. What transportation resources do you have owned by your facility or by
agreement? If you have transportation resources by agreement, how would you
communicate with the facilities that own those resources?

c. How would your facility acquire transportation beyond the resources you have
by your facility or by agreement? Who would you communicate with to inquire
about these resources?

d. How would you prioritize patients for transfer, especially those with critical care
needs or complex conditions? Are there patient types that would be more
difficult to find placement for?

e. How would you track and communicate patient information to ensure continuity
of care?

2. Describe any communications to staff, patients, and their families/visitors.

3. Describe how your facility would need to adapt its evacuation plans to address a
regional threat affecting multiple facilities and resources.

a. What additional resources would be needed to support a regional threat?

Situation Manual Southwest Florida Healthcare Coalition
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Module 2: Organization Evaluation Chart

Complete the following chart by documenting any organization-specific strengths and areas
for improvement. For each area for improvement, identify a mitigation action item or a
description of how you plan to address the area for improvement. This chart can be used later
when completing your organization-specific Improvement Plan.

Strengths
1.
2.
3

Mitigation Action Items
Areas for Improvement (i.e., planning, training,

exercise, equipment)

2 2
3 3
Situation Manual Southwest Florida Healthcare Coalition
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Module 3: Short- and Long-Term Recovery

Exercise Scenario

One week has passed since the widespread water utility failure. Water pressure has been
restored to the greater Southwest Florida area, and the boil advisory was just lifted today.
Healthcare facilities, including yours, are beginning to resume normal operations. At present,
patients that were originally receiving care in your facility are currently at their evacuation
location.

Associated Exercise Objectives

Objective 4: Discuss your organization’s short- and long-term recovery plans following a
utility failure and evacuation.

Exercise Questions

Based on the information provided, participate in the discussion concerning the issues raised
in Module 3. Identify any critical issues, decisions, requirements, or questions that should be
addressed.

The following questions are suggested subjects you may wish to address as the discussion
progresses. These questions are not meant to constitute a definitive list of concerns to be
addressed, nor is there a requirement to address every question.
1. Describe the process to ensure that your facility is ready for re-entry and use after a
water utility failure to treat patients.

a. Describe the initial recovery actions your facility would take. What systems need
to be repaired, maintained, or inspected to ensure their operation?

b. How does your organization establish priorities for recovery after an incident of
this kind?

c. What water and equipment tests do your facility need to conduct to ensure that
patients can return safely? What outside partners need to be involved in facility
inspection? How do you contact these individuals?

2. How would your organization communicate the “all clear” upon resuming normal
operations to staff, patients, and families?

a. Who will communicate with patients and their families? Through what
method(s)?

b. What communication strategies will your facility use to rebuild trust in patients
and families that may have anxiety about returning to your facility after this
event?

3. Describe the process for patient return.

Situation Manual Southwest Florida Healthcare Coalition
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a. Which patients are prioritized for movement first?

b. Are different transportation methods used for the return and evacuation
process? If so, which additional resources will be used during return?

c. Would your current patient tracking capabilities be sufficient to track patients
from their evacuation location to your facility? How will you track any
medications and belongings that they bring with them?

4. Some patients may not want to transfer their care back to your facility. What is the
process for handling these patients?

5. Describe the behavioral health resources available to staff, patients, and their families
after an evacuation.

6. How do you maintain situational awareness during recovery to support continued
protection of vulnerable populations, ensure continuity of utilities, and respond to
secondary health impacts?

Situation Manual Southwest Florida Healthcare Coalition
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Module 3: Organization Evaluation Chart

Complete the following chart by documenting any organization-specific strengths and areas
for improvement. For each area for improvement, identify a mitigation action item or a
description of how you plan to address the area for improvement. This chart can be used later
when completing your organization-specific Improvement Plan.

Strengths
1.
2.
3

Mitigation Action Items
Areas for Improvement (i.e., planning, training,

exercise, equipment)

2 2
3 3
Situation Manual Southwest Florida Healthcare Coalition
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Appendix A: Exercise Schedules

Date April 24, 2025

1:00 PM EST Welcome and Introductions

1:15 PM EST Exercise Overview

1:30 PM EST Module 1: Scenario Presentation and Discussion
2:05 PM EST Module 2: Scenario Presentation and Discussion

2:50 PM EST Break

3:00 PM EST ‘ Module 3: Scenario Presentation and Discussion
4:15 PM EST ‘ Hotwash/Closing comments
4:30 PM EST ‘ Exercise End

Situation Manual Southwest Florida Healthcare Coalition
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Appendix B: Acronyms

AAR/IP After-Action Report/Improvement Plan

EEG Exercise Evaluation Guide

EOC Emergency Operations Center

FEMA Federal Emergency Management Agency

HPP Hospital Preparedness Program

PHEP Public Health Emergency Preparedness Program
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