Template: Emergency Prep Exercise Debrief “Hot Wash” Agenda
This is a sample template for a structured, 30-minute hot wash agenda tailored specifically for a home health or hospice agency. This structure focuses on clinical communication, field safety, and patient care continuity during an emergency. Adapt as needed for your agency.
[Agency Name] – Emergency Exercise Hot Wash Agenda
Date: [Date] | Time: [30 Minutes] | Facilitator: [Name/Role] | Note-Taker: [Name/Role]

1. Introduction & Ground Rules (3 Minutes)
· Objective: Establish a safe, blame-free environment focused on system improvement, not individual performance.
· Reminder: Keep feedback concise, actionable, and focused on patient safety and regulatory compliance.
2. Objective vs. Reality (5 Minutes)
· The Plan: Briefly restate the emergency scenario (e.g., severe weather, power outage, active shooter) and the agency’s intended response protocols.
· The Reality: Did field staff, office coordinators, and leadership successfully execute their roles?
3. Field & Patient Care Operations (7 Minutes)
· Patient Triage: How well did we identify and prioritize high-acuity/dependent patients?
· Field Safety & Communication: Were field clinicians (nurses, therapists, aides) able to communicate safely with the office and receive timely updates?
· Supplies & Medication: Were there any immediate gaps in patient medical supplies or critical care continuity?
4. Administrative & Tech Systems (5 Minutes)
· EMR Access: Did field staff maintain reliable access to electronic medical records and care plans during the disruption?
· Staff Accountability: How quickly and accurately were we able to account for the location and safety of all field staff?
· External Coordination: Did our communication with local emergency management, physicians, or family members work smoothly?
5. Key Successes & Immediate Gaps (7 Minutes)
· What went well: Highlight the processes, tools, or teamwork that worked exactly as intended.
· Top challenges: Identify the single biggest bottleneck or failure point discovered during the exercise.
6. Next Steps & Action Items (3 Minutes)
· Assign specific staff members to update protocols, replace faulty equipment, or revise the Emergency Preparedness Plan (EPP).
· Outline the timeline for incorporating these notes into the formal After-Action Report (AAR).

