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ADMINISTRATIVE HANDLING INSTRUCTIONS 

1. Title: Guam Memorial Hospital Authority (GMHA) Health Care Provider After Action 

Report/Improvement Plan (AAR/IP) Emergency Water Outage Hospital-Wide Event 

2. This AAR/IP is classified as sensitive information and is designated For Official Use 

Only (FOUO). Please ensure that it is safeguarded, handled, transmitted, and stored in 

accordance with the relevant security directives. GMHA prohibits the reproduction of this 

document, in whole or in part, without prior approval from GMHA. 

3. At a minimum, the distribution of the attached materials should be limited to individuals 

with a need-to-know. When unattended, these materials must be stored in a locked 

container or secure area that provides adequate protection against theft, compromise, 

inadvertent access, and unauthorized disclosure. 

4. Prepared by: 

Therese Paula Pelayo, MBA, MSML 

Hospital Chief Planner 

Guam Memorial Hospital Authority 

850 Governor Carlos G. Camacho Road 

Tamuning, GU 96913 

(671) 647-2448 

therese.pelayo@gmha.org 

 

Points of Contact: 

 

Rizaldy Tugade, PE 

Associate Administrator of Operations (AAO) 

Guam Memorial Hospital Authority 

850 Governor Carlos G. Camacho Road 

Tamuning, GU 96913 

(671) 647-2935 
zaldy.tugade@gmha.org 

Rodalyn Gerardo, CPA, CIA, CGFM, CGAP, CGMA, CICA 

Assistant Administrator of Operations 

Guam Memorial Hospital Authority 

850 Governor Carlos G. Camacho Road 

Tamuning, GU 96913 

(671) 648-6713 

rodalyn.gerardo@gmha.org 
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INTRODUCTION 

The February 7, 2025 emergency water outage tested GMHA’s ability to respond to an urgent 

infrastructure failure requiring immediate corrective action. This report provides an overview of 

the event, highlights key strengths and challenges encountered, and outlines an IP to address 

identified gaps and enhance future preparedness. 

The outage was initiated as an emergency response to a critical leak in the Dietary Department, 

which posed a fire hazard and required immediate repairs. Due to the location of the leak, the 

repair necessitated a full shutdown of the hospital’s main water supply, impacting all 

departments within the hospital, including patient care areas, surgical suites, and support 

services. Recognizing the urgency of the situation, GMHA activated a modified Incident 

Command (IC) structure, led by the Planning Department, to oversee response efforts, coordinate 

resources, and ensure operational continuity. 

The hospital's primary objectives during the outage were to ensure patient safety and continuity 

of care, secure alternative water supply and distribution, implement sanitation and hygiene 

protocols, and maintain effective communication and situational awareness. Special attention 

was given to infection control, hemodialysis, emergency procedures, and patient hygiene, which 

were directly impacted by the water shutdown. 

Throughout the event, the Planning Section documented all response actions, evaluating 

GMHA’s emergency preparedness and identifying areas for improvement. This real-world 

experience provided critical insights into the hospital’s infrastructure resilience, response 

coordination, and contingency planning for essential utilities. The findings from this After-

Action Review (AAR) will be used to strengthen GMHA’s emergency water outage protocols 

and long-term mitigation strategies. 

SECTION 1: EXERCISE OVERVIEW 

Exercise/Event Name: GMHA Emergency Water Outage 

Exercise/Event Start Date: February 7, 2025 

Exercise/Event End Date: February 8, 2025 

Duration: One (1) day 

Focus Area(s): Continuity of Operations, Infrastructure Systems, and Response 

Type of Exercise/Event Completed: 

Discussion-Based Exercise 

☐Seminar ☐Workshop ☐Tabletop ☐Games 
 

Operations-Based Exercise 

☐Drill  ☐Full-Scale Exercise  ☐Functional Exercise 
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Emergency Event 

☒Event 

1. Planning   

The Emergency Management Plan (EMP) provides a structured framework for mitigation, 

preparation, response, and recovery to ensure GMHA remains operational during critical 

infrastructure failures, including water outages. This all-hazards approach ensures GMHA can 

sustain patient care and essential hospital functions despite disruptions to critical utilities. 

Key components of the Emergency Preparedness Manual include the Emergency Operations 

Plan (EOP) and the Loss of Water Contingency Plan, which outline procedures for maintaining 

water supply, ensuring sanitation, and securing alternative resources. These plans are activated 

when an emergency water outage occurs, guiding hospital leadership and response teams through 

coordinated mitigation and recovery efforts. 

For this event, the Planning Department oversaw the modified Incident Command (IC) structure, 

ensuring an organized response and resource coordination. Planning efforts focused on 

identifying alternative water sources, assessing operational impacts, implementing conservation 

measures, and ensuring staff awareness of contingency protocols. 

The structured response process ensured critical hospital operations continued despite the outage, 

providing key insights into infrastructure vulnerabilities, resource dependencies, and areas for 

improving GMHA’s emergency water outage response plan. 

2. Communications  

Effective communication was critical in ensuring a coordinated response during the emergency 

water outage at GMHA. Messaging was focused on information staff, updating the public, and 

coordinating with healthcare partners to mitigate disruptions to patient care and hospital 

operations. 

GMHA prioritized timely and clear communication to staff regarding the water outage, 

operational adjustments, and resource management. Updates were disseminated through huddles, 

email notifications, and verbal briefings to ensure all units were aware of response measures. 

Department most affected by the outage received specific guidance on water conservation, 

modified workflows and contingency plans. Leaders ensured that essential personnel were 

informed of alternative water distribution methods and emergency protocols to minimize patient 

care disruptions. 

GMHA issued a media release to inform the public about the emergency water outage and its 

potential impact on hospital operations. 

Additionally, GMHA collaborated with emergency management agencies and healthcare 

partners, ensuring they were aware of the situation and coordinating contingency plans as 
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needed. GMHA also issued a media release during the following morning to notify the public 

that water has been restored. Repairs were successful and visitation hours, along with, elective 

surgical procedures, were restored by Saturday morning, February 8, 2025.  

3. Risk Management   

To minimize disruptions and ensure patient safety, GMHA strategically scheduled the 

emergency water outage for after hours, allowing critical operations to proceed with minimal 

impact. Recognizing the essential role of water in clinical care, sanitation, and facility 

operations, GMHA took proactive measures to mitigate risks. Hemodialysis patients were 

dialyzed prior to the outage, ensuring that those requiring this life-sustaining treatment were not 

affected. Additionally, the Emergency Department (ED) diverted all incoming patients to other 

healthcare facilities to prevent any complications arising from limited water access. 

To accelerate repairs and restore full functionality as quickly as possible, multiple repair teams 

were activated simultaneously, significantly reducing downtime. Backup repair parts were 

readily available, ensuring there were no delays in sourcing materials, and GMHA placed Guam 

Waterworks Authority (GWA) on standby in case additional support was required. GWA 

provided back-up water as contingency plans.  

 

ANALYSIS OF CAPABILITIES 

Guam Memorial Hospital Authority 

(a) Patient Safety and Continuity of Care: Maintained essential patient care services by 

implementing contingency measures to minimize disruptions and uphold infection control 

protocols. 

(b) Logistics Management and Resource Coordination: Coordinated repair efforts efficiently to 

restore operations quickly while ensuring the availability of necessary resources and external 

support if needed 

(c) Communication and Coordination: Facilitated timely communication across departments, 

with external partners, and to the public to ensure situational awareness and a well-

coordinated response. 

 

SECTION 2: EXERCISE/EVENT DESIGN SUMMARY 

Event Purpose 

The primary objective of the emergency water outage response was to assess GMHA’s 

preparedness and operational resilience in managing a critical utility disruption. The event 

provided an opportunity to evaluate the effectiveness of GMHA’s Emergency Operations Plan 

(EOP) in maintaining patient care, resource coordination, and communication strategies while 

sustaining essential hospital functions. 
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Event Design 

The emergency water outage was a planned response to an urgent infrastructure issue, requiring 

immediate action to prevent further risks. While the outage was temporary, GMHA activated 

emergency response protocols to ensure patient safety, sustain operations, and minimize 

disruptions. Key actions included: 

 Coordinating repairs to restore water service as quickly as possible. 

 Implementing contingency measures to maintain patient care and infection control. 

 Communicating with staff and external partners to ensure situational awareness. 

The event demonstrated GMHA’s ability to effectively manage critical utility failures while 

maintaining operational continuity. 

 

Scenario Details: 

Date: February 7, 2025 

Location: Guam Memorial Hospital (GMH)  

Incident: Emergency Water Outage   

 

OBJECTIVES AND CAPABILITIES 

Patient Safety and Continuity of Care: 

Objective No. 1 – Ensure Patient Safety and Continuity of Care  

 Maintain uninterrupted care for all patients, prioritizing critical areas such as Intensive 

Care Unit (ICU), Labor and Delivery (L&D), ED, Operating Room and Hemodialysis. 

 Implement contingency measures for sanitation, hydrations, and medical equipment that 

requires water. 

 Ensure continued operation of critical utilities that affects patient safety. 

Objective No. 2 – Implement Sanitation and Hygiene Protocol 

 Distribute alternative hand hygiene solutions such as alcohol-based hand sanitizers and 

disinfectant wipes 

 Ensure safe disposal of waste and adherence to infection control guidelines 

Logistics Management and Resource Coordination: 

Objective No. 3 – Secure Alternative Water Supply and Distribution 
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 Coordinate with local emergency management and water suppliers for potable water 

deliveries. 

 Deploy and monitor water storage tanks/containers, bottled water, and portable 

handwashing stations throughout the facility. 

Communication and Coordination: 

Objective No. 4 – Maintain Effective Communication and Situational Awareness 

 Provide timely updates to hospital staff, patients, and visitors about the outage and 

contingency measures. 

 Establish a liaison with GWA. 

 

SCENARIO SUMMARY 

On February 6, 2025, a critical infrastructure issue was reported by the Acting Facilities 

Maintenance Manager, Adrian Manuel, to CEO Lillian Perez-Posadas, identifying a leak in the 

Dietary Department that posed a fire hazard due to its proximity to an electrical component. 

Recognizing the immediate safety risk, executive management made the decision to proceed 

with an emergency repair, which required a hospital-wide water shutdown. In response, the 

Emergency Operations Plan (EOP) was activated per executive management, and a morning 

huddle was schedule for February 7 to coordinate pre-outage mitigation efforts.  

Following the huddle, the Hospital Chief Planner/EOC recommended the activation of a 

modified Incident Command (IC) structure to oversee response efforts and ensure the systematic 

implementation of mitigation measures prior to the shutdown. To guide the hospital’s response, 

the Planning Department developed a checklist based on GMHA’s Loss of Water policy and the 

outcomes of the morning huddle. An afternoon huddle was conducted to verify that all pre-

outage tasks had been completed and that departments were fully prepared. 

Key Actions Taken: 

 Activation of IC to oversee response efforts 

 Development of a response checklist to ensure all necessary actions were completed 

 Conduct morning and afternoon huddles to enhance coordination and preparedness in 

implementing Interim Life Safety Measures (ILSM).  

 Notification of GMHA leadership, healthcare partners, emergency management agencies 

and first responders 

 Coordination with GWA for backup water supply 

 Inventory and procurement of water resources, including potable water containers 

 Distribution of potable water, bottled water, and hand sanitizers to maintain hygiene and 

sanitation 

 Shutdown of ice machines and posting of “out of service” signs on ice machine and 

drinking fountains 
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 Hemodialysis patents were dialyzed prior to the outage to prevent disruption of critical 

treatment 

 Planned diversion of incoming patients to reduce the hospital water demand during the 

outage 

 Implementation of hygiene training for clinical staff on proper water spout usage and 

conservation methods 

 Issuance of informational circular and overhead announcements to keep staff and patients 

informed 

 Press release to notify the public and maintain transparency 

Response & Recovery of Sequence of Events 

On February 7, 2025 at 2100, all mitigation procedures have been completed. IC 

communicated with each department to confirm delivery of potable water.  

 At 2118 hours, Hemodialysis Unit had requested to postpone the shutoff until 2230. 

 At 2140 hours, all restrooms, water fountain, ice machines were secured. 

 At 2200 hours, cooling water prepped and hose connected to back up supply of water 

 At 2217 hours, IC confirmed with Hemodialysis that there were no more patients in the 

unit. 

 At 2224 hours, IC called Communication Center to announce the start of water outage. IC 

also notified Facilities Maintenance (FM) to wait for the announcement before shutting 

off the water. 

 At 2237 hours, Communication Center announced after the water outage, FM shut off the 

water, and immediately started with the repairs. 30 min or less updates were provided to 

the IC by FM. IC also confirmed that GMH is on full divert. 

On February 8, 2025 at 0000 hours, IC continue to monitor the repairs. 

 At 0005 hours, 15% of repairs were complete. 

 At 0127 hours, 100% repairs were complete. Leak test immediately followed. 

 At 0257 hours, all areas were reported to be leak-free. 

 At 0330 hours, all repair procedures were completed. EOC assessment was then 

conducted lead by Hospital Chief Planner & FM 

 At 0350 hours, IC notified CEO of ALL CLEAR and announcement. “Dr. Clearwater” 

was announced overhead and on the leader’s chat. 

 At 0430 hours, IC stood down. 

During the outage, FM capitalized on the opportunity to execute supplementary infrastructure 

repairs across the hospital. To optimize efficiency, FM organized multiple repair teams, 

designating crew members to various areas to address outstanding maintenance tasks that could 
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be accomplished while the water supply was temporarily suspended. This proactive strategy 

facilitated the resolution of several facility issues, thereby enhancing the overall resilience of the 

hospital’s infrastructure and minimizing the necessity for future disruptions.
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SECTION 3: IMPROVEMENT PLAN 
This Improvement Plan (IP) has been developed specifically for GMHA to address necessary improvements based on the summarized 

information within this AAR. The AAR's findings are derived from incident feedback and feedback from the hotwash following the 

Emergency Water Outage event. This IP aims to enhance GMHA’s response plans to ensure a more effective and efficient response to 

future emergencies. 

Capability Issue/Area for Improvement Corrective Action 
Primary Responsible 

Organization 
Start Date 

Completion 

Date 

Patient Safety 

and Continuity 

of Care & 

Logistics 

Management and 

Resource 

Coordination 

(a) The Loss of Water policy is 

outdated and does not 

reflect current operational 

procedures. 

(a) Update the policy to align with current 

response protocols and best practices. 

(a) EOC led by the 

Planning 

Department 

March 3, 

2025 

 

Communication 

and 

Coordination 

(a) The Communication Center 

lacked a ready-made script 

for emergency 

announcements, leading to 

uncertainty in messaging. 

(a) Develop standardized emergency 

announcement scripts for all critical 

incidents. 

(a) Information, 

Communication, & 

Technology 

(Communication 

Center) & Public 

Information 

Officer 

Pending  
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