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Administrative Handling Instructions

1. The title of this document is Tempesta Di Neve il New Jersey 2010 Tabletop Exercise After-Action Report and Improvement Plan.

2. The information gathered in this AAR/IP is classified as (FOUO) and should be handled as sensitive information not to be disclosed.  This document should be safeguarded, handled, transmitted, and stored in accordance with appropriate security directives.  Reproduction of this document, in whole or in part, without prior approval from NJPCA is prohibited.

3. At a minimum, the attached materials will be disseminated only on a need-to-know basis and when unattended, will be stored in a locked container or area offering sufficient protection against theft, compromise, inadvertent access, and unauthorized disclosure.

4. Points of Contact: 

Exercise Director:

Amelia Muccio 
Director of Disaster Planning
NJPCA
3836 Quakerbridge Rd, Suite 201
Hamilton, NJ 08619
609.689.9930 (office)
732.921.4188 (cell)
amuccio@njpca.org
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Executive Summary

NJPCA’s tabletop exercise Tempesta Di Neve il New Jersey 2010 TTX was developed to test Federally Qualified Health Center’s emergency preparedness and planning capabilities.  The exercise planning team was composed of participating FQHCs from across the state, but also received guidance from the New Jersey Department of Health and Senior Services (NJDHSS).  The exercise planning team followed the guidance set forth in the Homeland Security Exercise Evaluation Program.  

The Department of Health and Human Services (HHS), through the Hospital Preparedness Program (HPP) guidance, specifically prompts the inclusion of Federally Qualified Health Centers in HPP activities including exercises and after action improvement planning.  

Based on the exercise planning team’s deliberations, the following objectives were developed for Tempesta Di Neve il New Jersey 2010 TTX:

· Planning

· Communications

· Emergency Public Information and Warning
The purpose of this report is to analyze exercise results, identify strengths to be maintained and built upon, identify potential areas for further improvement, and support development of corrective actions.

Major Strengths

The major strengths identified during this exercise are as follows:

· All participating FQHCs have a basic Emergency Operations Plan (EOP).  
· All participating FQHCs have a communication policy for notifying staff and patients in an emergency. 
· Most participating FQHCs used ICS in making decision regarding the severe weather threat.  
Primary Areas for Improvement

Throughout the exercise, several opportunities for improvement in FQHC’s ability to respond to the incident were identified.  The primary areas for improvement, including recommendations, are as follows:

· FQHC’s Emergency Operating Plans (EOPs) did not address in detail what decisions and actions senior agency officials needed to make to address this specific severe weather scenario.  FQHCs need to draft weather specific Standard Operating Procedures (SOPs) and add them to their hazard specific appendices of the EOP.   
· FQHCs need to address human resource and staffing needs for severe weather events and draft policies that support the operational needs of the Center during severe weather.  

· FQHCs should implement robust continuity of operations plan (COOP) to sustain the Center’s essential functions during severe weather events that could render the facility unavailable for an extended period.  
Overall, this exercise was considered successful as it met the established goals and objectives of assessing policy maker’s ability to handle a severe weather related incident at their Center.  Consideration should be given to conduct future exercises that demonstrate policy maker’s skills and ability to develop weather specific policies and continuity of operations plans.  
Section 1: Exercise Overview

Exercise Details

Exercise Name

Tempesta Di Neve il New Jersey 2010 TTX
Type of Exercise

Tabletop Exercise

Exercise Start Date

June 11, 2010
Exercise End Date

June 11, 2010
Duration

4 hours

Location

RWJ Hamilton, NJ

Sponsor

NJPCA

Program

NJDHSS All Hazards Facility Preparedness Grant, 2009-2010
Mission

To improve the preparedness and response abilities of FQHC staff by continuously improving and ensuring effective and efficient protection, response, and recovery activities during a severe weather threat.  

Capabilities

· Planning
· Communications

· Emergency Public Information and Warning

Scenario Type

Severe Weather Event (Snowstorm) 

Exercise Planning Team Leadership

The Members of NJPCA’s Disaster Advisory Committee (DAC)

Participating Organizations

15 Federally Qualified Health Centers (FQHCs)

June 11, 2010
1. CAMcare Health Corporation

2. Southern Jersey Family Medical Center
3. VNA of CJ Community Health Center
4. Newark Community Health Center
5. Neighborhood Health Center Plainfield
6. North Hudson Community Action Corporation
7. Project HOPE
8. Zufall Health Center
9. CHEMED
10. Monmouth Family Health Center
11. Metropolitan Family Health Network
12.  Henry J Austin Health Center
13. Jewish Renaissance Medical Center
14. Ocean Health Initiative 
15. Community Health Care
Number of Participants Total 
· Players:  40
· Evaluators: 5
· Facilitators/Observers: 6/1
Section 2: Exercise Design Summary

Exercise Purpose and Design

The purpose of this exercise was to provide an opportunity for players to evaluate current response concepts, plans, and capabilities and further identify enhancements to preparedness efforts.  The exercise focused on Center’s decision maker’s ability to communicate, notify and implement policies and procedures needed for a severe weather event.  Finally, it provided an opportunity for Centers to strategize policy with peers through the sharing of personal experiences and lessons learned.

Tempesta Di Neve il New Jersey 2010 TTX focused on high-level decisions and concepts that FQHC leadership may need to consider in order to respond to a severe snowstorm.  The progressive scenario and corresponding prompts were designed to aid and facilitate the exploration of the FQHC’s understanding of emergency management fundamentals including chain of command, the emergency planning process, notification protocols and public information. Ultimately, it highlighted the need for a networked approach to health and medical preparedness and response.

Exercise Objectives, Capabilities, and Activities

Capabilities-based planning allows for exercise planning teams to develop exercise objectives and observe exercise outcomes through a framework of specific action items that were derived from the Target Capabilities List (TCL).  The capabilities listed below form the foundation for the organization of all objectives and observations in this exercise.  Additionally, each capability is linked to several corresponding activities and tasks to provide additional detail.  

Based upon the identified exercise objectives below, the exercise planning team decided to demonstrate the following capabilities during this exercise:

1. Planning- Review and evaluate Center’s NIMS compliant Hazard Vulnerability Analysis (HVA), Emergency Operations Plan (EOP), Continuity of Operations Plans (COOP), and Standard Operating Procedures (SOPs) for snow-related emergencies; and assess the Center’s preparedness plans that encompasses planning, training, exercising, evaluation, and the incorporation of after action reviews (AAR) and lessons learned (LL).  

2. Communications- Review and evaluate Center’s communication plans and procedures that enriches interoperable communications to provide advanced customer service, reliability, and operational effectiveness; assess Center’s ability to maintain situational awareness; and policies for backup/alternate communication methods.

3. Emergency Public Information and Warning- Identify all pertinent stakeholders across all disciplines and incorporate them into the information flow through a clearly defined information sharing system; and review plans, procedures, and policies for coordinating, managing, and disseminating notifications effectively during a snow emergency.  
Scenario
Chapter 2 Module 1: Milk, Eggs & Bread

March 15, 2011 (Tuesday) 2 PM

A disorganized area of low pressure that formed in the Gulf of Mexico joined an arctic high pressure system in the Midwestern Great Plains, brought into the mid-latitudes by an unusually steep southward jet stream.  These factors combined to produce unusually low temperatures across the eastern half of the United States.  Temperatures over much of the eastern United States are falling quickly.  The area of low pressure rapidly intensified during the day and snow is expected to beginning falling early to mid morning tomorrow March 16th.  A Winter Storm Watch is in place for all of New Jersey.  Local officials are asking residents to be prepared for the inclement weather.  In preparation for the snow storm, the public has flocked to supermarkets to stock up on basic provisions including milk, eggs and bread.  At a local Wegmans in Central NJ, WBLAH reported basic provisions are “flying off the shelves” and that “the shelves are almost empty.” 

Module 2: Storm of This Century

March 16, 2011 (Wednesday) 1 PM

The storm is making its way across the state, battering the entire region, where at least three counties have declared a State of Emergency and several other counties have travel restrictions in place.  Heavy snow and high winds have toppled trees and knocked out power in ten counties. Weidner Electric is reporting some 250,000 customers without power, according to spokesperson Ernie Cutedog.  A Blizzard Warning is in effect in Atlantic, Burlington, Cape May, Cumberland, and Ocean counties, with the rest of southern, central and northern New Jersey under a Winter Storm Warning.  Heaviest snow falls are expected in the south, with 20 to 30 inches of snow expected according to the National Weather Service. 
Northeast winds carrying gusts of between 40 and 50 mph mean coastal communities will contend with beach erosion and flooding. Sussex County, usually most prone to severe winter weather, has only a few inches of snow thus far. 
NJ Transit has suspended most of its bus service in south and central New Jersey. All buses are expected to be off the roads by 3 PM this afternoon.  The service suspension will remain in effect until further notice.  Several counties have banned all non-essential vehicles from roadways while crews try to keep up with the snow, which is dumping an inch of snow or more per hour and many areas are asking residents to stay off the streets.  “It’s bad out there. We’re asking people to stay home,” said Dr. Cookie a spokesperson from Monmouth County’s Office of Emergency Management.
Chapter 3 Module 3: The Great American Dig-Out 

March 17, 2011 (Thursday) 5 AM

Heavy snowfall has created treacherous driving conditions.  Some 1,200 plows and other snow equipment have been on the road all night, but while the roads are passable, they are still snow-covered.  Wind gusts along major highways in heavy-hit areas can send snow whirling, at times creating near white-out conditions.  State Police responded to 101 calls about disabled vehicles and 50 reported accidents in north Jersey. In south Jersey, callers reported 190 disabled vehicles and 75 accidents. 
The weather has left most cars snowed in and driveways in desperate need of shoveling.  Disaster Diva, Swami Muccio, 32, got up early to get an early start shoveling her driveway but decided it was “futile” and she climbed back into bed.  "There is a soccer match on in England," Muccio said. "I'm staying inside." 
The weight of record snows collapsed many roofs and snowdrifts on the windward sides of buildings caused a few decks with substandard anchors to fall from homes.  Snow is falling lightly and will taper off by 8 AM.  
Section 3: Analysis of Capabilities

This section of the report reviews the performance of the exercised capabilities, activities, and tasks.  In this section, observations are organized by capability and associated activities.  The capabilities linked to the exercise objectives of Tempesta Di Neve il New Jersey 2010 Tabletop Exercise are listed below, followed by corresponding activities.  Each activity is followed by related observations, which include references, analysis, and recommendations.
Capability 1: Planning
Capability Summary: Planning is the mechanism through which Federal, State, local and tribal governments, non-governmental organizations (NGOs), and the private sector develop, validate, and maintain plans, policies, and procedures describing how they will prioritize, coordinate, manage, and support personnel, information, equipment, and resources to prevent, protect and mitigate against, respond to, and recover from Catastrophic events.
Activities: Conduct strategic planning; develop Emergency Operations Plans, Continuity of Operations Plans and Standard Operating Procedures; develop a preparedness planning and review cycle that encompasses planning, training, exercising, evaluation, and the incorporation of after action reviews (AAR); and ensure that trained, exercised, and equipped personnel are available to execute all planning requirements as determined by applicable standards of proficiency.
Observation:  Strength: All Centers had a basic emergency operations plan and hazards vulnerability assessment which is their foundation for planning, preparedness and response.  One Center had a badge that indicated the staff member was essential personnel to overcome travel barriers.  Another Center had developed a furlough policy for extended emergencies.  Areas for improvement:  Center’s lacked hazard specific Standard Operating Procedures (hazard specific appendices) which complicated the decision making process in absence of clear guidance based on pre-planned triggers and policies.  Center’s need more robust COOP guidance for extended emergency situations that are complex emergencies requiring additional planning and training.  Also, human resource policies should be closely examined to determine if they are operationally supportive during severe and extended weather emergencies for staff and patients.  
References:  Center’s EOP/EMP/SOP
Analysis: Center’s should revise current emergency plans to include weather specific emergencies (located in hazard specific appendices of EOP).  Likewise, Center’s should review Continuity of Operations Plans (COOP) and revise for weather specific emergencies.  Centers’ should also convene a meeting of senior leadership to assess ‘out of the box’ solutions to severe weather situations (physicians that live far from Center could stay in close area hotel to secure their operational status in inclement weather).  Include a policy for the transportation, security and transfer of vaccine in severe weather.  Lastly, the inclusion of a transportation plan for staff and patients is essential.       
Recommendations: 

1.  Develop weather specific policies for emergency situations (including snowstorms) with triggers (hazards specific appendices of EOP).
2. Formalize and update all policies in advance of severe weather.
3. Revise COOPs to include severe weather situations.
4. Revise human resource policies to include issues faced in severe weather emergencies including staffing, shortages, furloughs, paid/unpaid time for days when the Center is closed and cohorting kids at Center when schools are closed.  
5. Hold a planning meeting for senior leadership to discuss revisions and amendments needed for inclement weather planning.  
6. Draft a HSEEP compliant AAR/IP after an actual weather event.  
Capability 2:  Communications
Capability Summary: Communications is the fundamental capability within disciplines and jurisdictions that practitioners need to perform the most routine and basic elements of their job functions.  A continuous flow of critical information is maintained as needed among multi-jurisdictional and multidisciplinary emergency responders, command posts, agencies, and the governmental officials for the duration of the emergency response operation in compliance with National Incident Management System (NIMS).
Activities:  Develop communication plans, policies, procedures, and systems that support required communications with all Federal, regional, State, local, and tribal governments and agencies as well as voluntary agencies; identify emergency communications and data requirements for each stakeholder; design reliable, redundant, and robust communications systems for daily operations capable of quickly reconstituting normal operations in the event of disruption or destruction; and develop and conduct training to improve all-hazard incident management capability for response communications.
Observation:  Strength:  All Center’s had a basic communication system in place.  One Center was using a text based system to blast notification and communications as it came in (this included Center’s operational status).  Areas for improvements:  Center’s with phone trees struggled to completely and accurately guarantee that all staff were notified of the Center’s status.  Communication programs that relied on one person calling another to complete the communication system broke down more often than systems that did not rely of human to human communication.    
References:  Center’s Communication SOPs
Analysis:  Centers’ need to update communication information monthly or quarterly.  Many Centers’ admitted issues with reaching all staff because of outdated communication information.  Centers’ also struggled with phone tree communication systems.  Text or web based systems and call in systems were more accurate and reliable in communicating pertinent information to staff on the Centers’ status.  
Recommendations: 

1.  Update emergency communication information monthly or quarterly.  
2. Revise communications plans to meet the needs of weather specific emergencies.
3. Formalize communication plans and share with staff before weather emergency takes place.  
4. Host a staff meeting to review protocols for severe weather (prior to season starting).  
5. Draft a policy for ‘off hours’ communication for ICS team and/or senior leadership including the option for conference calls to maintain situational awareness.  
Capability 3: Emergency Public Information and Warning

Capability Summary: The Emergency Public Information and Warning capability includes public information, alert/warning and notification.  It involves developing, coordinating, and disseminating information to patients, staff and the community.  

Activities:  Develop Crisis and Risk Communication Plan; Identify all Pertinent Stakeholders; Develop Plans, Procedures and Policies for Coordinating, Managing and Disseminating Notifications to At Risk Populations.  

Observation:  Strength:  Most Centers’ posted information/signage and informed patients of their operational status well in advance of the emergency.  Centers’ also had a strong communications network in which they received timely, accurate storm related information.  Areas for Improvement: Centers’ need to provide redundant communication systems for notifying their patients of their operational status and should try to maintain the highest level of client satisfaction.   

References:  Center’s Communication SOPs 

Analysis: Centers’ need to balance the pros/cons of opening and closing their Center based on the anticipated weather.  Centers’ should convene conference calls and/or meetings to assess the impact the storm will have on their patients and how to best serve their patients in severe weather (providing medical care but keeping patients safe during severe weather).  Decisions need to be made in a timely manner, well in advance of storm.      
Recommendations: 

1.  Revise emergency public information and warning policies during severe weather.
2. Develop partnerships with other agencies including OEMs to establish assistance to protect Centers’ at risk populations during severe weather emergencies.  

Section 4: Conclusion

The Tempesta Di Neve il New Jersey 2010 TTX exercise was successful in that, at a broad level, all objectives were accomplished, lessons learned were shared, and areas for improvement were identified. It is the responsibility of each participant FQHC to reflect on the analyses and recommendations contained herein, determine which areas may have applied to their Center, and ultimately specify their own Improvement Plans and Corrective Actions.  The Disaster Advisory Committee will reconvene to share Improvement Plans and to specify corrective actions for the Association to take in support of the FQHCs’ Improvement Plans and Corrective Actions.
Appendix A: Improvement Plan

This IP has been developed specifically for FQHCs as a result of tabletop exercise conducted in June 2010.  These recommendations draw on the After Action Report.   

	Capability
	Observation Title
	Recommendation
	Corrective Action Description
	Capability Element
	Primary Responsible Agency
	Agency

 POC
	Start Date
	Completion Date

	Capability: Planning
	Centers’ do not have weather specific policies 
	Centers’ should develop weather specific policies for various severe weather scenarios

	 Draft SOPs for severe weather emergencies (snow, flooding, heat, power outages)
	Planning
	FQHC
	DAC Member
	10/1/10
	6/30/11

	
	Centers’ are not trained in HSEEP
	Centers’ should have HSEEP training to help them develop AAR/IPs
	Provide/Conduct Training
	Training

	NJPCA
	NJPCA Director of Disaster Planning
	10/1/10
	6/30/11


Table A.1 Improvement Plan Matrix

	Capability: Communication 
	Centers’ need to update communication information
	Centers’ should update communication information monthly-quarterly

	 Create a system for systematic updating of staff information
	Planning
	FQHC 
	DAC Member or Staff Member Appointed
	10/1/10
	6/30/11

	
	Phone Trees experienced communication failures during emergencies
	Centers’ should develop a redundant communication system that does not rely on ‘single chain’ structure
	Examine other comm. resources available for emergency usage.  
	Planning

	FQHC
	DAC Member and ICS Team
	10/1/10
	6/30/11


	Capability
	Observation Title
	Recommendation
	Corrective Action Description
	Capability Element
	Primary Responsible Agency
	Agency

 POC
	Start Date
	Completion Date


	Capability Emergency Public Information and Warning

	Communicate with external partners in severe weather emergency 
	Establish a communication protocol with checklist and triggers for notifying external agencies of Centers’ operational status including resource requests

	 Meet with local OEM, red cross, LHDs, LEPCs and other local partners to include the most accurate and reliable information during severe weather events
	Planning

	FQHC
	DAC Member and Senior Leadership
	10/1/10
	6/30/11

	
	Communicate in timely fashion with Centers’ patients during a severe weather event
	Draft/Revise SOPs for communicating with patients during severe weather events
	Conduct a HSEEP compliant drill to test Emergency Public Information and Warning systems during a severe weather event
	Exercising

	FQHC
	DAC Member and ICS Team
	10/1/10
	6/30/11
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