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Meetings
1. Invite your entire Incident Management Team to the initial planning meeting.  After the initial planning meeting, you may decide to leave minimal staff on the planning team. Members of the planning team WILL NOT participate in the exercise as players, so consider your planning team members carefully. 
If you don’t have an Incident Management Team, some suggestions of people to invite would be:
· Senior Administrative Leadership (e.g., CEO, COO, CMO, CNO or CFO) 
· Emergency Preparedness Coordinator
· Physicians 
· Nurses
· Nursing Assistants
· Facilities Management staff
· Environmental Services staff
· Infection Prevention Leadership
· Respiratory Protection Program/Industrial Hygiene Leadership 
· Any other staff members that participate in patient care
2. Consider inviting members of your Local Public Health, Healthcare Delivery System, Fire and Rescue, Law Enforcement, and/or EMS teams to your planning meetings if you plan for them to participate in the full-scale exercise. 
3. Planning meetings leading up to the exercise may include an Initial Planning Conference (IPC), a Midterm Planning Conference (MPC), a Master Scenario of Events List (MSEL) Conference, and a Final Planning Conference (FPC). SEE SAMPLE COIPC AGENDA.
4. A Controller/Evaluator Briefing should be scheduled for between 1 to 7 days prior to the exercise. This briefing session will allow you to distribute documents to ensure that your staff who will control and evaluate the exercise can become familiarized with the exercise documents, expectations and procedure. This is also an opportunity for these staff to get their questions answered, prior to the start of exercise play. 
5. A Player Briefing should be scheduled the day before or the day of the exercise. This briefing session will allow you to provide key information of exercise play, logistics, and expectations for staff participating in the exercise as players. 









Position Assignments
1. You will need to assign an individual to facilitate and plan all logistics of the exercise. This person will become the Exercise Director during the exercise. 
2. If there are multiple sites or areas of your facility participating in the exercise, you will need to assign an Exercise Controller for each site/area. This person will be responsible for communicating with the Exercise Director to ensure play is happening according to plans. If exercise play is delayed or going faster than anticipated, the Exercise Controller and Exercise Director will need to discuss appropriate modifications of injects and times to ensure exercise objectives are addressed. 
3. You will need to assign Exercise Evaluator(s) that evaluate exercise play at each site. 
4. Controllers and Evaluators need to be instructed to not hold extraneous conversations with the Exercise Players during the exercise. This can lead exercise players to do things that they normally would not due to distraction or additional input, and can lead to false outcomes for the AAR.
5. To ensure that the appropriate questions are reviewed and all data is collected for the AAR, you should assign someone to facilitate the post-exercise hotwash (hotwash description and facilitation tips attached.) 
6. The player hotwash will be completed immediately following the exercise. During the hotwash, Evaluators and Controllers should hold comments for the end. This will allow player perspectives and input to be shared with the planners without biases. The hotwash should be facilitated in a way to keep the comments and suggestions directed to the Ebola/Highly Infectious Disease plan improvements rather than focusing on exercise planning and logistics suggestions. A separate Controller/Evaluator debriefing can be held to discuss specific exercise planning concerns, if needed.

Document Distribution
1. The Exercise Director and Controller(s) should have a copy of the ExPlan, MSEL, EEG, and Communication Plan during the exercise.  Template documents included in this package. 
2. The Evaluator(s) should have a copy of the ExPlan, MSEL, EEG and Communication Plan during the exercise.
3. Have all participants fill out a sign-in sheet. It is important to document the participant list, in case there are questions or concerns about the exercise that need to be listed in the AAR. 
4. Have all participants fill out a Participant Feedback form and return it to you. It is important to have participant complete this form after the exercise but PRIOR to the Hotwash/Debriefing. This will ensure that you receive all feedback from your participants and not just the group’s thoughts that will be prevalent after the discussion of the exercise. 
5. An After Action Report and Improvement Plan template is included in this packet. This is a template for you to fill out after the exercise is completed. It will allow for you to easily organize your strengths, weaknesses and improvement planning efforts, and allow you to be compliant with the Homeland Security Exercise Evaluation Program (HSEEP). 
6. The Controller/Evaluator Handbook (CE Handbook) and EEG’s are meant to be distributed ONLY to the Exercise Design Team/Evaluators. Players in the exercise should NOT receive copies of these documents, as it can affect the outcomes of the exercise if the players know exercise details prior to the event. 
7. The ExPlan is meant for distribution to players, as needed. The Player Brief Summary can also be used to distribute information if the culture of your organization lends itself to this type of information dissemination (brief summary rather than full documents). 
















What is a Hotwash?

The purpose of a hotwash is to gather immediate feedback from exercise participants. The information gathered can be included in the After Action Report, or it can be used to stimulate discussion at the After Action Review. A Hotwash should be conducted immediately after an exercise with both the players and the Controllers/Evaluators. Depending on your preference, these groups can be separated. At the end of the hotwash, all participants should receive the “Participant Feedback Form”.

Here are some things to keep in mind when facilitating the discussion:
· Keep discussion of the exercise play separate from the discussion on the exercise content/quality; it should be focused on the former
· Keep participant responses brief
· Keep the participants from ‘going negative’ too soon
· Keep discussion focused on how critical tasks would be performed
· Always remain neutral, objective, and fair
· Record all ideas and facts
· Face the group
· Involve the participants whenever possible
· Do not be afraid to interrupt people who are rambling
· Honor break, lunch, and quitting times
· Call people by name
· Use the space you are in
· Allow group members to speak to each other, not you
· Know when to be quiet; do not answer too many questions
· Do not allow the group to transfer ownership of the process, problem, or recommendation to you
· Read the group and respond
· Never say, “I told you so.”
· Know your art, be confident, and be flexible
· Preserve the integrity of the group and every individual
· Learn to laugh at yourself

Here is a sample agenda for a Hotwash.
· Complete the Participant Feedback Form.
· What went well today?
· What could have been gone better?
· For those things that could be improved, what is needed to improve them? 
a. Planning? 
b. Organization and Leadership? 
c. Personnel? 
d. Equipment and Systems? 
e. Training? Exercises?	
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