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Background

During the Santa Cruz County wildfire in August 2020, the hospital was 

threatened with the potential need for evacuation. The emergency 

response team identified gaps in the hospitals’ readiness: 

• The hospital evacuation plan was insufficiently detailed for a wildfire 

evacuation scenario where air quality is a significant concern.. 

• The evacuation criteria did not account for local geographic 

challenges that are factors when determining risk, such as blocked 

access roads in a small community with limited exits.

• Emergency supplies were inadequate to care for the volume and 

medical needs of patients.  

• Staff were unaware of emergency supply locations. 

• Staff did not know how to evacuate patients when outside air 

quality is unsafe to stage patients in the parking lot.  

• Many staff were personally evacuated, creating additional staffing 

challenges.

• There was no plan for the pharmacy: medication security must be 

maintained.

Purpose

The quality improvement project goal was twofold:  

• Train hospital staff to efficiently and safely evacuate a hospital 

during a wildfire 

• Ensure staff has access to adequate medically necessary supplies 

to manage care.

Methods

A multidisciplinary team used the Failure Mode Effect Analysis (FMEA) 

method to identify the largest gaps in our evacuation plan. 

FMEA is a validated hospital quality and safety tool to proactively 

identify, assess, prioritize and manage risk. Risk levels are scored by 

multiplying 0-10 scale scores about  frequency of risk, detection and 

severity of risk. A higher score indicates the risk should be managed as 

a higher priority. 

Results

✓ Developed criteria for evacuation risk based on the county 

geography (Figure 2). This was used during Incident Command 

huddles to determine current evacuation risk status.

✓ Updated HICS 260e forms to include TRAIN resource allocation 

triage model (Figure 5)

✓ Crafted a better emergency plan specific to a wildfire event

✓ Made GO BAGS with critical supplies for each unit

✓ Created a new Disaster Supply Cart and other supply kits 

(Figures1, 3 and 4)

✓ Drilled on the new improved plan, and redrilled a year later

✓ Installed Pulse Point, Purple Air apps on leader phones

✓ Created action checklists specific to each unit

✓ Approved a workflow for Pharmacy to provide medications to 

evacuating patients and to secure the pharmacy in the event of a 

total hospital evacuation.

Discussion / Conclusions

The hospital is much more prepared for wildfire evacuation than 

previously. The FMEA method is a suitable tool to measure risks and 

identify necessary mitigation strategies. It is essential to drill on the 

plan regularly to ensure leaders and staff are familiar with supplies, 

equipment and evacuation procedures. 

✓ The emergency response team created standard work to ensure 

that supply carts and GO-BAGS are included in regular supply 

outdate checks. 

✓ The wildfire response plan was added to the hospital’s policy 

review system, so it is reviewed and updated at least every three 

years. 

✓ 100% of nurses use TRAIN, embedded in the EHR risk screening 

processes, to evaluate all inpatient’s potential evacuation needs.

✓ The pharmacy has a plan to securely evacuate and provide 

necessary medication if needed. 
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Figure 1: neonatal , maternal 

and adult  evacuation supplies

Figure 5: TRAIN evacuation methodFigure 2: Fire evacuation risk calculator

Figure 3: GO BAG and critical supply packs inventory lists

Figure 4: Directions about what to bring to evacuation location  

https://www.ihi.org/resources/Pages/Tools/FailureModesandEffectsAnalysisTool.aspx

