
	
	

	
	Unit 4: Exercise Design Steps




	
	Introduction

	
	Exercise design is much like scripting a play to make sure all of the players perform the correct actions and make the right decisions at the appropriate time.  Tabletop, functional, and full-scale exercises are based on a design process that includes the eight steps introduced in the previous unit:

1. Assess needs.

2. Define scope.

3. Write a statement of purpose.

4. Define objectives.

5. Compose a narrative.

6. Write major and detailed events.

7. List expected actions.

8. Prepare messages.

This unit describes what is involved in completing each of the eight steps.



	
	Unit 4 Objectives

	
	After completing this unit, you should be able to list and explain the eight exercise design steps.




	
	Step 1:  Assess Needs

	
	Some organizations plan exercises as a response to pressure or a “gut feeling.”  For example, someone may suddenly decide to do a full-scale exercise based on some dramatic disaster, because full-scale exercises generate a lot of excitement.  Such hasty decisions usually result in failure and embarrassment.  The best way to determine whether you need an exercise(and what kind of exercise is needed(is to study your situation systematically.

Conducting a needs assessment will help you define the problems, establish the reasons to do an exercise, and identify the functions to be exercised.   



	
	Begin With Your Plan



	
	A needs assessment should begin with a review of the emergency plan and should address:

· Hazards—the risks that you are most likely to face and the priority levels of those hazards.

· Area(s) most vulnerable.

· Functions most in need of rehearsal.

· Potential participants (agencies, organizations, departments, personnel).

· Exercise requirements and capabilities.

If you have assessed your organization’s exercise needs when planning a comprehensive exercise program, you have a good basis already.  (For example, the assessment you completed in Unit 1 touched on many key issues.)  Consulting and updating that assessment will be an important step whenever a new exercise is considered for development.




	
	Step 1:  Assess Needs (Continued)

	
	Lessons Learned



	
	In doing a needs assessment for a single exercise, an obvious starting point is the evaluations of past exercises:  

· Who participated in the exercise and who did not?

· To what extent were the exercise objectives achieved?

· What lessons were learned?

· What problems were revealed, and what is needed to resolve them?

· What improvements were made following past exercises, and have they been tested?



	
	Needs Assessment Results



	
	In summary, your needs assessment should reveal the following types of issues if they exist:

· Primary and secondary hazards that the organization faces

· Problems that need to be resolved

· Problems that recur

· Skills that need to be practiced

· Functions that are weak

· Improvements implemented after previous exercises, which now need to be tested

· New facilities, personnel, or equipment that have not been included in an exercise

· Weaknesses (such as gaps, conflicting policies, or vague procedures) in the emergency plan or the SOPs

· The need for role clarification

· The need for a certain type of exercise




	
	Step 1:  Assess Needs (Continued)

	
	A needs assessment form appears as Job Aid 1 in Appendix A.  Now that you know a little more about exercising, you may wish to review your assessment from Unit 1 and update it if needed.



	
	Step 2:  Define the Scope

	
	Defining the scope of an exercise means putting realistic limits on the issues that you identified in the needs assessment.



	
	Why Define the Scope?


	
	A needs assessment may reveal a wide array of concerns.  Clearly you can’t design an exercise that effectively practices:

· All functions. . .

· In the context of all hazards. . .

· Using all agencies, organizations, or departments. . .

· In all exercise formats. . .

· Employing all resources.

You will need to set priorities and make choices.  It is important that the scope be clearly and narrowly defined.




	
	Step 2:  Define the Scope (Continued)

	
	How Is Scope Determined?



	
	Many factors influence which areas of concern will be included in an exercise and which will not.  Sometimes one decision will influence another (for example, the functions selected will determine who plays in the exercise).  Other factors that help define the scope of an exercise include:

· Expense.

· Availability of personnel and other resources.

· Seriousness of the problem.

· Capability of the exercise to address the problem.

· Skills and experience of the designers.

· Length of the exercise.


	
	What Does Scope Include?



	
	There are five key elements of scope:  Type of emergency, location, functions, participants, and exercise type.

· Type of emergency:  An exercise is usually limited to one major event, although others(especially secondary events(might develop as the scenario develops.  Hazards may be chosen for several reasons, including:


· The emergencies that will generate the types of actions that need to be practiced.

· The highest priority hazards that the organization faces.

· The hazards that haven’t been exercised recently.

· Problems that have just recently developed.



	
	· Location:  Identify the location (a specific address) where the simulated event will occur.  For tabletop and functional exercises, select a place where the hazard could realistically occur.  For a full-scale exercise, traffic problems or safety issues may make it necessary to compromise on an area similar to the ideal location.



	
	Step 2:  Define the Scope (Continued)

	
	· Functions:  List the operations that the participants will practice.  Be sure that the procedures within a certain function are clear and narrowly defined.  



	
	Example

To exercise a community’s alert warning system, the following actions might be part of a response function:

Exercise Alert Warning System
· Notify the warning agency.

· Turn on sirens.

· Notify fire or police to use loud speakers in area.

· Notify Emergency Alert System (EAS) to interrupt programming with message.



	
	· Participants:  After the most important functions or needs have been identified, you can narrow the list of participating organizations and individuals to those that are required to carry out the actions.


	
	Ask yourself:

· Which organizations need to be involved to carry out the function(s) being tested?

· Which representatives from the identified organizations should be there?

For example, in an EOC or other operations center, you would typically want policy makers, coordinators, and operations personnel.  In an Incident Command Post, you would most likely want personnel who are knowledgeable in field operations and have some on-scene decision-making authority.



	
	


	
	Step 2:  Define the Scope (Continued)

	
	· Exercise type:  Finally, a decision must be made on the type of exercise. 



	
	Ask yourself:

· What exercises are most needed?

· What experience have personnel had with the various types of exercises?

· What stress level do we want?

· What types of exercises are mandated by regulatory requirements?



	
	After these issues have been settled, it is time to formulate them into a statement of purpose.



	
	Step 3:  Write a Statement of Purpose

	
	The purpose statement is a broad statement of the exercise goal.  It focuses and controls the whole exercise.  The purpose statement:

· Governs the selection of the objectives, which in turn governs subsequent steps.


· Clarifies for the chief executive and potential participants why the exercise is being conducted.


· Is useful in communicating plans to the media and community leaders.



	
	Developing the Purpose Statement



	
	A purpose statement is easily constructed.  One approach is simply to incorporate the scope decisions (type of emergency, location, functions, organizations, and exercise type) into a single sentence.  A date is usually added.

Two sample formats are provided on the following pages.




	
	Step 3:  Write a Statement of Purpose (Continued)

	
	Using the Purpose Statement as an Exercise Directive



	Statement of Purpose:  Sample 1

	The purpose of the proposed emergency management exercise is to improve the following emergency operations:

a. Flood stage monitoring

b. Evacuation warning

c. Relocation of school children

d. Shelter management

by involving the following agencies:

a. Emergency Management

b. Fire Department

c. Public Works

d. Health Department

e. Red Cross 

f. Public Schools

in a functional exercise simulating a flash flood
at Planter’s Street Bridge to Route I-740 on April 2.



	
	


	
	Step 3:  Write a Statement of Purpose (Continued)

	Statement of Purpose:  Sample 2

	The purpose of the proposed emergency management exercise is to coordinate the activities of city and county government, volunteer organizations, and private industry in their response to a major incident; to provide training to staff; to test and evaluate the Alert and Warning, Evacuation and Shelter/Mass Care Annexes; and to enhance interagency coordination and cooperation by involving the following department or agency heads:



	1. County Commissioner or Chief Administrative Officer

2. Mayor

3. Emergency Manager

4. Emergency Manager

5. Fire Chief

6. Law Enforcement

7. PIO

8. HazMat Team Liaison

9. Chemical Expert

10. Poison Control Center

11. The American Red Cross

12. Liberty City Hospital


	Justice County

City of Liberty

City of Liberty

Justice County

Justice County 

Justice County Sheriff

Liberty City Gazette Representative

Justice County Team #3

Arrow Chemical Company

Dr. Smith, Disaster Director

Emergency Room Director



	These entities will be tested on July 15, in a simulated exercise involving a hazardous materials transportation accident at SW Mail Road near SW Johnston Boulevard, approximately 300 yards from the Liberty City Hospital.




	
	The exercise directive, as discussed in Unit 3, is a memo from the chief official in your organization or jurisdiction, sent to agencies or departments whose support you need.  The directive is essentially a restatement of the purpose statement.  

When using the statement of purpose as the basis for the directive, the following information should be added:

· Contact person and telephone number

· Hours the exercise will be conducted

· Exercise location (may be omitted to retain an element of surprise)
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	Activity:  Define Exercise Scope and Purpose

	
	In Unit 2, you outlined a comprehensive exercise program for your organization.  Select a tabletop or functional exercise from that outline.  Then define the scope and write a statement of purpose using the worksheet (also provided as Job Aids 7 and 8 in Appendix A).



	1. Highest priority hazards (major and secondary):



	2. Geographic areas/locations of greatest vulnerability to these hazards:



	3. Agencies/departments/organizational units:  List below the entities that have a significant role in emergency management/response.  Then enter check marks in any columns that apply. 


	Agency/Organization
	Limited experience with major emergencies
	New plans, staff, or organizational structure not yet exercised
	Problems revealed in prior exercises

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	


	
	Activity:  Define Exercise Scope and Purpose (Continued)

	4. Types/levels of personnel you want to have in the exercise:


· Policy making (elected officials, chief operating officers, department heads)

· Coordination (managers, EOC representatives, department deputies)

· Operations (field personnel, headquarters staff level)

· Public representatives (media, PIOs, general public)

· Other: _____________________________________



	5. Types of operations/functions that you want participants to engage in (e.g., notification, evacuation):



	6. Degree of stress, complexity, time pressure the exercise should have:




	
	High
	
	Medium
	
	Low

	Stress
	
	
	
	
	

	Complexity
	
	
	
	
	

	Time pressure
	
	
	
	
	


	
	Activity:  Define Exercise Scope and Purpose (Continued)

	Exercise:



	Scope:



	Type of Emergency:



	Location:



	Functions:



	Organizations and Personnel:



	Exercise Type:




	
	Activity:  Define Exercise Scope and Purpose (Continued)

	Statement of Purpose

	


	
	Step 4:  Define Objectives

	
	Early in the development of an exercise, you must decide what the exercise is intended to accomplish.  These outcomes, or objectives, must be specified clearly.

An objective is a description of the performance you expect from participants to demonstrate competence.  Objectives go hand in hand with the purpose statement but are more specific and performance based.



	
	Why Define Objectives?



	
	Objectives are essential during the four stages of the exercise process: 

· Design process:  Objectives are the pivot point in the design process:

· The needs assessment, scope, and purpose statement lead to the formulation of objectives.

· The success of later actions and decisions begins with carefully written objectives.

· The narrative, the major and detailed events, expected actions, and messages are all based on the objectives.  In one sense, the objectives can be thought of as general statements of expected actions.

· Exercise conduct:  During the exercise itself, elements of the exercise should be conducted according to the objectives to make sure that it stays on track.


· Evaluation:  Writing objectives is the beginning of the exercise evaluation process.  During the exercise, observers use the objectives to evaluate performance.  After the exercise, the evaluation report is based upon those objectives.  The process of identifying evaluation criteria takes place at the time objectives are written.


· Followup:  During the followup period, participants retrain, plan, and practice to address objectives that were not fulfilled.



	
	Step 4:  Define Objectives (Continued)

	
	How Are Objectives Determined?



	
	Many objectives become evident at the time of the needs assessment, when designers identify problem areas.  These needs can usually be translated into a statement of objectives.

Example:  Suppose your last exercise showed weaknesses in alert and notification(specifically a failure on the part of the EOC to analyze and implement call-down procedures.  One of the resulting objectives would be to verify that the EOC is now able to notify the proper agencies according to the plan.

Objectives are also arrived at by breaking down a purpose statement into its logical components.



	
	How Many Objectives?



	
	There can be as few as two or three objectives in a small exercise, or as many as 100 in a large national exercise including many Federal, State, and local jurisdictions.  For an average exercise, 10 or fewer objectives are recommended.

In larger exercises, each participating organization should be responsible for developing its own specific objectives, which are then incorporated into one exercise package by the design team.



	
	What Makes a “Good” Objective?



	
	The main thing to remember about objectives is that they must be clear, concise, and focused on participant performance.  They should contain:

· An action, stated in observable terms.

· The conditions under which the action will be performed.

· Standards (or level) of performance.

In other words, an objective should state who should do what under what conditions according to what standards.




	
	Step 4:  Define Objectives (Continued)

	
	Here’s an example:

[image: image2.wmf]Within 15 minutes

after the evacuation notice is given,

members of the EOC

will complete notification procedures to

school administrators.

Who

Specific action

Conditions

Standards




	
	Writing SMART Objectives



	
	A useful guideline for writing objectives is the SMART system, which is described below.  This system is easy to use and easy to remember.



	SMART Guidelines for Useful Objectives

	Simple
	A good objective is simply and clearly phrased.  It is brief and easy to understand.



	Measurable
	The objective should set the level of performance, so that results are observable, and you can tell when the objective has been achieved.  This doesn’t mean that you have to set a quantifiable standard.  It just means that people can agree on whether they succeeded.



	Achievable
	The objective should not be too difficult to achieve.  For example, achieving it should be within the resources that the organization is able to commit to an exercise.



	Realistic
	The objective should present a realistic expectation for the situation.  Even though an objective might be achievable, it might not be realistic for the exercise.



	Task Oriented
	The objective should focus on a behavior or procedure.  With respect to exercise design, each objective should focus on an individual emergency function.
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	Activity:  Analyze an Objective

	
	How good is the following objective?  Use the provided rating scale to analyze the objective.



	Objective:  To demonstrate an understanding of the procedures necessary in protecting responder health and safety.

Is this objective …

	Simple?
	No
	Needs Work
	Yes

	Measurable?
	No
	Needs Work
	Yes

	Achievable?
	No
	Needs Work
	Yes

	Realistic?
	No
	Needs Work
	Yes

	Task Oriented?
	No
	Needs Work
	Yes


	Is this a useful objective?  Why?




	
	Activity:  Analyze an Objective (Continued)

	Suggested Response:

The writer of this objective may have known exactly what he or she meant, but the statement doesn’t work as an objective because it doesn’t clearly communicate its meaning to anyone else.  We are left with many unanswered questions, such as:

· What does “demonstrate” mean?

· What would the participant do to properly “demonstrate?”

· Who is the person who will demonstrate this understanding?

· What does “complete understanding” mean, and what standards would the participant have to reach to prove competence?

· What specific “procedures” does the writer have in mind?




	
	Step 4:  Define Objectives (Continued)

	
	Points of Review



	
	Another way to ensure that the objective will provide useful measures is to include specific points of review(very specific items to be observed by an evaluator. 

For example, the objective below is a little too vague to guide an evaluation team:

Objective:  Demonstrate the adequacy of displays and other materials to support emergency operations.

However, if the objective is supported by points of review similar to those shown below, it will be adequate:


	Display
	Yes
	No

	1. Status boards available in facility


	(
	(

	2. Status boards used


	(
	(

	3. Status boards kept updated by ________


	(
	(

	4. Maps available


	(
	(

	5. Maps up to date


	(
	(


	
	Step 4:  Define Objectives (Continued)

	
	Helpful Hints:  Word Choice

· Use concrete words.  One way to avoid vagueness is to use concrete words.  Pay particular attention to the verb that describes participant performance.

· Avoid vague verbs, such as:

· Know.

· Understand.

· Appreciate.

· Show the ability to.

· Be aware of.

· Use action words, such as:



	
	· Assess.

· Clarify.

· Define.

· Determine.

· Demonstrate.

· Establish.

· Evaluate.


	· Examine.

· Explain.

· Identify.

· Inspect.

· List.

· Notify.


	· Operate.

· Prepare.

· Record.

· Report.

· Show.

· Test.



	
	Most objectives written for exercises describe performance(that is, the actions that a person or organization will carry out.  Occasionally (especially in orientation seminars and some tabletops) the objective describes the understanding of a concept or a change in attitude.
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	Activity:  Compare Good and Poor Objectives

	
	Some examples of objectives are listed below.  Review each example.  Is it a good objective that will be useful to designers, players, and evaluators?  Or is it a poor objective that needs improvement?  Mark your answers in the provided boxes.



	
	Good


	Poor



	1. Responders will establish an incident command post in the lobby of the high-rise structure within 15 minutes after the initial call for service.


	(
	(

	2. To get all of the emergency services to sit down in the same room together and talk.


	(
	(

	3. Demonstrate the ability to field a nuclear response team (fully equipped and assembled) within 30 minutes following a terrorist incident.


	(
	(

	4. Identify and activate an alternate communication system to be used as a backup within 30 minutes of failure of the primary communication system.


	(
	(

	5. To get the agencies to improve their disaster operations.

	(
	(

	6. The Mental Health Coordinator in the EOC will contact and deploy crisis intervention teams to the incident site after notification of request.


	(
	(

	7. To determine the capabilities of the fire/rescue department to effectively perform fire fighting, rescue, hazardous materials containment, and similar hazard abatement duties during a major emergency.


	(
	(

	8. The warehouse manager will inventory and report to Central Processing the available stores of protective building supplies within 2 hours of notification by city officials. 


	(
	(

	9. To identify the primary reason for slow response of ambulance units.

	(
	(

	10. Volunteers will be utilized.


	(
	(

	11. Emergency management staff will initiate and complete a callback of EOC personnel as prescribed in the emergency plan.


	(
	(


	
	Activity: Compare Good and Poor Objectives (Continued)

	
	Good


	Poor



	12. Demonstrate the ability of the Emmit International Airport Fire Brigade to respond to the farthest portion of the runway within 3 minutes of an alarm.

	(
	(

	13. All facility personnel will respond properly to a chemical spill.


	(
	(
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	Activity: Compare Good and Poor Objectives (Continued)

	
	Compare your answers with the following suggested responses.




	
	Good
	Poor

	1. 
	(
	(

	2. 
	(
	(

	3. 
	(
	(

	4. 
	(
	(

	5. 
	(
	(

	6. 
	(
	(

	7. 
	(
	(

	8. 
	(
	(

	9. 
	(
	(

	10. 
	(
	(

	11. 
	(
	(

	12. 
	(
	(

	13. 
	(
	(
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	Activity:  Develop Objectives

	
	For the same tabletop or functional exercise for which you developed a statement of purpose earlier in this unit, write three objectives and identify the responsible organization.  Use the SMART system, and remember to include:

· Action, stated in observable terms.

· Conditions.

· Standards.



	Exercise Objectives

	Objective #1:
Organization:



	Objective #2: 
Organization:



	Objective #3: 
Organization:




(Note:  A similar worksheet appears as Job Aid 9 in Appendix A.)

	
	Step 5:  Compose a Narrative

	
	An exercise is a scenario that simulates an emergency.  Part of this scenario is the narrative, which is a brief description of the events that have occurred up to the minute the exercise begins.  The narrative has two important functions.  

First, it sets the mood for the exercise.  Participants need to be motivated to participate.  The narrative captures their attention and makes them want to go on.

Second, the narrative sets the stage for later action by providing information that the participants will need during the exercise.



	
	Characteristics of a Narrative



	
	A good narrative:

· Is usually one to five paragraphs long.

· Is very specific.

· Is phrased in present tense.

· Is written in short sentences to lend immediacy and tension.

· May develop the situation chronologically (event with warning time).

· May emphasize the emergency environment.

For an emergency with warning time (e.g., a hurricane), the narrative often outlines the developing situation chronologically.  

For an unexpected event (e.g., a chemical spill or terrorist bomb attack), the narrative may be shorter.  Or, it may devote more detail to the environment of the emergency (e.g., a nearby school, other chemicals stored, rush hour approaching) to create intensity of feeling.




	
	Step 5:  Compose a Narrative (Continued)

	
	Hints:  Outlining a Narrative



	
	You can outline a narrative by jotting down short responses (one or two words) to the following questions:

· What event?

· How fast, strong, deep, dangerous?

· How did you find out?

· What response has been made?

· What damage has been reported?

· What is the sequence of events?

· What time?

· Was there advance warning?

· Where does it take place?

· What are the relevant weather conditions?

· What other factors would influence emergency procedures?

· What is predicted for the future?



	
	Then, when you’re ready to write the text of the narrative, just take each of the key words and turn it into a brief sentence.



	
	Two sample narratives are provided on the following pages.  As you read the narratives, notice where the questions listed above are answered.




	
	Step 5:  Compose a Narrative (Continued)


Sample Narrative:  Hurricane

The National Weather Service’s National Hurricane Center issues news on the formation of a storm off the southern U.S. coast that appears to have hurricane potential.  Tropical storm Anne is upgraded to Hurricane Anne and NWS issues a Hurricane Watch for a three-state area along the U.S. coast.  Wind velocity and northwest movement over the last day have decreased, but an overnight change in direction to a steady northwest line calls for an immediate Hurricane Warning for five coastal counties of the state.  Winds of 120 m.p.h. are predicted during the incoming tide, with high water expected to reach 12–15 feet over high tide.  Low lying, newly developed resort areas and heavy influx of visiting weekend campers have been advised to evacuate the area.  Access bridges to barrier islands are narrow and could become impassable with 15-foot water heights.

Hurricane Anne, considered a very dangerous hurricane with high winds and an accompanying storm surge, will hit the coastal communities along Stevens Bay and farther inland, a population area of between 5,000 and 25,000.

Following the hurricane watch, emergency service personnel notified elected officials and agency heads within the watch area.  News media were also alerted and encouraged to broadcast the notice.  When the warning of landfall within 24 hours was given, the Emergency Manager placed her staff on alert but did not activate the EOC.  She has asked all appropriate emergency service personnel to meet at 07:30, approximately four hours after the warning was given.  On its present course, the hurricane will make landfall at approximately 23:30.  Flood stage from rising tides and tidal surge could, however, impact bridges by 16:00.  All appropriate staff and emergency personnel are now gathered in the EOC.

	
	Step 5:  Compose a Narrative (Continued)


Sample Narrative:  Air Crash

A Boeing 747, en route from Panama to San Francisco, is experiencing in-flight engine problems and will have to make an emergency landing.  Plans have been made to land at a large airport 200 miles north.  However, the latest communication with the pilot indicates that the plane has lost engine power and is losing altitude too quickly to reach the large airport.  Even though your city airport is too small to handle a 747, you are the only hope for the 350 passengers and 10 crew members.

Conditions at your airport are clear, and the surrounding area is dry.  A hot, dry wind is blowing from the north.

The main runway lies along a relatively unpopulated suburban area.  However, the likelihood of the pilots being able to control the huge plane and stay within the landing space is slim.  The approach passes over populated suburban housing developments.

The airport control tower alerts its own Crash/Fire Rescue units and requests that the local emergency services provide backup assistance in fire, police, medical, welfare, and search and rescue capabilities.
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	Activity:  Outline a Narrative

	
	For the same tabletop or functional exercise as before, outline the key points of a narrative using the worksheet below (also provided as Job Aid 10 in Appendix A).  Just list key words; you do not need to develop the full text at this time.



	Narrative Outline

	Event:



	How fast, strong, deep, dangerous:



	How you found out:



	Response made:



	Damage reported:



	Sequence of events:



	Current time:



	Advance warning:



	Location:



	Relevant weather conditions:



	Other factors that would influence emergency procedures:



	Predictions:




	
	Step 6:  Write Major and Detailed Events

	
	Developing an exercise scenario is much like writing a play.  In developing a play, the playwright organizes events into acts and scenes.  Similarly, an exercise designer organizes events into major and detailed events.  

Major and detailed events are occurrences(large or small(that take place after and as a result of the emergency described in the narrative.  It may be helpful to think of them as problems requiring a realistic action that will meet exercise objectives.

The goal in developing events is to provide a structure that will:

· Link the simulated event to the actions you want people to take.

· Provide unity to the exercise.  Without the overall organization provided by major events, the exercise could dissolve into random actions.

Careful scripting is very important if you are going to produce a convincing, unified scenario rather than a series of unrelated, miscellaneous occurrences.  It is also necessary for creating an exercise that is governed by objectives.



	
	Developing Major Events



	
	Major events are big problems resulting from the emergency.  They should be likely events, based on case studies or operational plans, that call for realistic action.

Usually, the best way to arrive at a list of major events is to take it in two stages:

· First, identify several major occurrences(the high points in a sequence(that might follow the narrative events.


· Second, decide which of these events might generate situations that would test the objectives.  Then concentrate on those that best support the objectives.




	
	Step 6:  Write Major and Detailed Events (Continued)

	
	The major events in the following example were developed from the sample airplane crash narrative presented in Step 5.



	
	Sample Major Events Sequence for Air Crash Scenario
1. Fuselage breaks apart and hits buildings below.

2. Jet fuel ignites several homes in the area.

3. About 60 survivors are thought to be trapped in the front section of the aircraft.

4. Several bystanders are injured on the ground.

5. A crowd convenes around the crash site.

6. Family members of victims begin to gather at the crash site.

7. Estimates of passenger casualties rise between 200 and 220 deaths and at least 70 severe burn victims.



	
	

	
	Most events require action from one or more organizations.  Because your goal is to develop an exercise that will test certain functions and organizations, the major events should be developed from your purpose statement.



	
	Example:

· Event # 1 above tests damage assessment and command and control.  

· Event # 2 tests deployment of fire, police, and medical services.  

· Event # 3 tests search and rescue and medical personnel procedures.



	
	Step 6:  Write Major and Detailed Events (Continued)

	
	Developing Detailed Events



	
	Detailed events are specific problem situations to which personnel must respond.  Each detailed event should be designed to prompt one or more expected actions for one or more organizations that are participating in the exercise.  When the design task is small, it may not be necessary to distinguish between major and detailed events.  However, for functional exercises, it is easier to write messages if you can base them on a list of detailed events.  

There are several ways to develop detailed events.  For example, you can:

· Plan the detailed events and expected actions at the same time.  


· Work backwards(first identifying an action that you want players to perform, then listing a problem (a detailed event related to a major event) that would motivate the action.


· Make a list of specific problems that are likely to occur in connection with each major event, then identify actions that would be expected as a result.

Whatever method you use, the result should be a list of specific events that are closely linked with actions that you want the participants to perform.  



	
	The detailed events in the following example were developed from event # 7 in the Sample Major Events Sequence (“Estimates of passenger casualties rise between 200 and 220 deaths and at least 70 severe burn victims”).



	
	Sample Detailed Events

a. The mortuary is unable to accept the large numbers of remains resulting from the crash.

b. Local hospitals lack specialized facilities and personnel to treat large numbers of severe burn victims.

c. The American Red Cross has agreed to set up a family information center to link victims and their families.



	
	Step 7:  List Expected Actions

	
	Expected actions are the actions or decisions that you want participants to carry out in order to demonstrate competence.  It is necessary to identify expected actions in order to:

· Write messages.  Because the point of the exercise is to get the participants to think and react in certain ways, the script must be carefully developed to ensure that the messages get the planned results.  Your list of expected actions will enable you to write effective messages.


· Determine what should be evaluated.  The exercise evaluation will focus on whether the participants respond appropriately in an emergency.  The list of actions will become the core of that evaluation. 
 

	
	Types of Actions



	
	There are four types of actions that the participants may carry out:

· Verification:  Gather or verify information.

· Consideration:  Consider information, discuss among players, negotiate, consult plan.

· Deferral:  Defer action to later, put action on priority list.

· Decision:  Deploy or deny resources.

How do you know what actions are appropriate in response to a given event?  Refer to the emergency plan.



	
	Step 7:  List Expected Actions (Continued)

	
	Relationship to Objectives



	
	Expected actions are closely tied to objectives.  Objectives state general desired actions.  Expected actions are a breakdown of objectives(the actions that would be taken by an organization or an individual to meet the objective.
The following example illustrates this relationship.



	Example:  Objective and Expected Actions

	Function
	Coordination and communication among the airport and the jurisdiction’s emergency systems.



	Objective
	Upon notification that a crash is imminent, response units will stage within 3 minutes, according to SOPs.



	Event
	Landing of disabled aircraft is imminent.



	Expected Actions
	Airport Control Tower:  

· Notify police, fire, medical personnel to proceed to airport.

· Alert hospitals of potential mass casualty incident.


Dispatch Center:

· Alert police, fire, and medical supervisors.

Hospital:

· Notify other medical facilities as appropriate.

Crash Fire Rescue:

· Initiate Incident Command System.

· Notify dispatch of command post and staging locations.



	
	


	
	Step 7:  List Expected Actions (Continued)

	
	Generally speaking, every detailed event results in one or more expected actions from various organizations.  When you prepare a list of expected actions:

· List only those that involve the participating organizations (those identified in the exercise scope and statement of purpose).

· List expected actions for all exercise participants.  (However, it is not necessary that each detailed event generate responses from all participants.)
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	Activity:  Write Major and Detailed Events

	
	First, review the objectives you developed earlier.  With these objectives in mind, write two major events.  Then complete the Expected Actions Planning Sheet that follows.  (This sheet is also provided as Job Aid 11.) 



	Events

	Major Event #1:



	Detailed Events:

1.

2.



	Major Event #2:



	Detailed Events:

1.

2.




Note:  Leave the objectives # column blank for now.

	
	Activity:  Write Major and Detailed Events (Continued)

	
	For each detailed event listed on the previous page, identify the expected action, the organization responsible, and the objectives it addresses. 



	Expected Actions Planning Sheet

	Detailed Event
	Expected Action
	Organization 
	Objectives #

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


(Note:  See Job Aid 10 in Appendix A for a similar planning sheet.)

	
	Step 8:  Prepare Messages

	
	Messages are used to communicate detailed events to exercise participants.  One message may represent an event, or several messages may be needed to notify the participants of the event.  Messages serve one purpose:  To evoke a response(that is, to cause exercise participants to make decisions and take actions that meet the exercise objectives.  

In a full-scale exercise, the controller may input prescripted messages into the action.  Participants receiving the messages make decisions or take action as they would in a real emergency.



	
	Transmitting Messages



	
	Messages can be transmitted in various ways, including:

· Landline telephone.

· Cellular telephone.

· Radio.

· In person.

· Written note.

· Fax.

When transmitting messages in functional or full-scale exercises, try to use the method of transmission that would be most likely in an actual emergency.



	
	Credibility



	
	However messages are delivered, they must come from a credible source and be delivered through credible channels.  

Example:  If the participants are in the EOC, a message from John Q. Public to the EOC from an unlisted number would not be credible.  However, the call could go to dispatch or to someone’s secretary and the information could then be relayed to the EOC.



	
	Step 8:  Prepare Messages (Continued)

	
	Relationship to Expected Actions



	
	Messages have a direct relationship to expected actions.  Each message is designed to generate one or more expected actions.  The following example, begun earlier, lists some ideas for messages that could achieve the expected actions.



	Example:  Objective and Expected Actions

	Function
	Coordination and communication among the airport and the jurisdiction’s emergency systems.



	Objective
	Upon notification that a crash is imminent, response units will stage within 3 minutes, according to SOPs.



	Event
	Landing of disabled aircraft is imminent.



	Expected Actions
	Airport Control Tower:  

· Notify police, fire, medical personnel to proceed to airport.

· Alert hospitals of potential mass casualty incident.


Dispatch Center:

· Alert police, fire, and medical supervisors.

Hospital:

· Notify other medical facilities as appropriate.

Crash Fire Rescue:

· Initiate Incident Command System.

· Notify dispatch of command post and staging locations.



	Possible Messages
	· Radio call from plane to tower.
· Tower calls police, fire, rescue.
· Plane requests runway be designated.
· Call from hospital requesting information.
· Calls to dispatch from media.
· Degrading radio communications with plane.
· Pilot feels major vibrations/noise on the plane.



(Note:  Job Aid 12 in Appendix A provides a worksheet for planning messages to generate expected actions.)

	
	Step 8:  Prepare Messages (Continued)

	
	Message Variables



	
	Messages(whether simple or complex(have four main variables, which are listed in the table below.  Not all variables will be explicitly stated in every message, but they should be kept in mind as you write because these variables form the classic definition of communication:

Who sends what to whom, with what effect.



	
	Message Variables

	
	· Message source (WHO):
	Who sends the message (must be a credible source).


	
	· Transmission method (SENDS):

	How the message is transmitted (must be a credible means of transmission).

	
	· Message content (WHAT):
	Information conveyed.  (Does the message contain the information needed by the recipient to make a decision?)

	
	· Recipient (TO WHOM):
	Who should receive the message.  (Who would credibly receive it, and who ultimately needs to receive it in order to take action?)

	
	All of these variables will influence the action taken (to what EFFECT).

	
	

	
	Some message examples are given on the next page.


	
	Step 8:  Prepare Messages (Continued)

	
	Message Examples



	
	From:  Police
	To:  EOC Police Staff



	
	Cab door of trailer truck has been forced open and driver has been removed.  Shipping papers indicate hydrochloric acid being transported.  Acid flowing into sewers.  Attempts to open rear trailer door ongoing.



	
	

	
	From:

Environmental Protection (Field)


	To:  EOC Environmental Staff

	
	Resident managers of apartments in area request information concerning safety of drinking water, water in swimming pools, and dwellings after evacuees are allowed to return to homes.



	
	

	
	From:

EOC Fire Staff
	To:  Fire/Rescue Communications



	
	Weather Service reports winds in an east-northeast direction at 10 to 15 mph with gusts of 20 to 25 mph.  Forecast for continued rain with possible thunderstorms with strong gusting winds of up to 45 mph during the storm.  Current temperature:   82 degrees.



	
	

	
	From:

Chemical Facility Safety Officer


	To:
Fire Dept. HazMat Team Leader



	
	The supervisor responsible for shutting off chemical valves in a plant area near the fire has not reported in.  It is unknown whether the valves have been shut off and whether the person has evacuated.



	
	

	
	From:

Betsy Ames


	To:
Township Fire PIO



	
	My name is Betsy Ames.  I’m a reporter for the Daily Express News.  Can you give me a flood situation report for Hamilton, Jordan, Kemper, and the lakes in this area?



	
	


	
	Step 8:  Prepare Messages (Continued)

	
	Message Format



	
	Exercise designers often use a standardized form with spaces for the four variables:  To, From, Method, and Content.  A standard message form may also have spaces for message number, the time that the message is to be delivered, and the action to be taken.  A sample messages format is shown below and appears as Job Aid 13 in Appendix A.



	EMERGENCY EXERCISE
<MESSAGE>

	
	TO:


	
	METHOD
	
	FROM:


	

	

	
	NO:


	
	TIME:
	

	

	CONTENT:  ________________________________________________

___________________________________________________________

___________________________________________________________

__________________________________________________________

ACTION TAKEN:  ____________________________________________

__________________________________________________________

___________________________________________________________

___________________________________________________________




	
	Step 8:  Prepare Messages (Continued)

	
	Composing a Message



	
	· In composing a message, begin with an expected action.  

· Think about who could send a message and what that person could say to motivate the expected action.

· Keep it realistic.

· Think about the four message variables:

· Who would credibly send the message?

· How will the message be transmitted?

· Who will receive the message?  If not the decision maker, where would the message be redirected?

· Does the message provide all of the information needed to make a decision?


· Practice with the messages.  Read them through with someone who is familiar with the organization involved.  Does the message motivate the expected action?  If it does, then you probably have a successful message.



	
	Spontaneous Messages



	
	The majority of exercise messages in a functional exercise will be prescripted.  And in the course of designing a functional exercise, it is a good idea to try to anticipate things that might go wrong and to provide the controller and simulators with ideas about ways to handle those situations. 

However, in an actual exercise activity, the participants don’t always respond as you expect them to.  Then, it becomes necessary for the controller and simulators to improvise.  Usually, the controller will decide on an appropriate response.  But if the action is intense, the simulators may also have to make quick decisions and ad lib.  If the controller and simulators are familiar with the scenario and objectives, their spontaneous messages can still fulfill the purposes of the exercise.
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	Activity:  Compose a Message

	
	Select one of the expected actions you listed in the last activity and compose a message that would generate the selected action.  You can use the message form provided below.  In your message, complete the following items:

· To

· Method

· From

· Content



	EMERGENCY EXERCISE
<MESSAGE>

	
	TO:


	
	METHOD
	
	FROM:


	

	

	
	NO:


	
	TIME:
	

	

	CONTENT:  ________________________________________________

___________________________________________________________

___________________________________________________________

__________________________________________________________

ACTION TAKEN:  ____________________________________________

__________________________________________________________

___________________________________________________________

___________________________________________________________




	
	Pulling It Together:  The Master Scenario of Events List

	
	During a functional exercise, a Master Scenario of Events list is often used to monitor the progress of the exercise to keep it on schedule and on track.  This chart (a list of events, time of occurrence, and expected actions) provides a picture of the whole exercise that is essential to the controller and helpful to simulators.  The list should NOT be shown to the participants.

(Note:  Job Aid 14 in Appendix A provides an MSEL worksheet.  A partial example is shown below.)



	Sample Master Scenario of Events List

	Time
	Message/Event
	Expected Actions

	07:35
	Plane radios tower:  losing engine power and altitude.
	1.
Tower notifies dispatch center.

2. 
Dispatch alerts police, fire, medical to proceed to airport.


	07:40 –07:50
	Pilot reports major vibrations/noise; requests runway designation.
	1.
Tower designates runway; notifies dispatch of runway and potential for mass casualty incident.

2.
Dispatch relays runway to police, fire, medical.

3.
Dispatch notifies hospitals.

4.
Crash fire rescue initiates ICS; notifies dispatch of CP and staging locations.

5.
Dispatch relays CP and staging locations to police, fire, medical.


	07:55
	Hospital calls dispatch requesting more information.
	1.
Dispatch obtains potential number of casualties and relays to hospital.

2.
Hospital notifies other medical facilities.


	08:00
	Media calls dispatch requesting information.

	(etc.)


	
	Alternatives to Self-Developed Exercises

	
	In addition to developing exercises as described in this course, there are two other ways to prepare for an emergency management exercise:

· Exercise-based training courses.  FEMA sponsors the Integrated Emergency Management Course (IEMC).  Over a period of several days, this course accomplishes at least five important emergency management objectives:  Agency-specific briefings; minipreparatory exercises; multiagency, real-time exercise; creation of a teamwork environment; and participant critique.


· Prepackaged exercises.  FEMA and many State and local governments have developed a wide variety of exercise packages that may reduce the design time and effort.  The available exercise incidents include natural (e.g., weather-related) emergencies, hazardous materials incidents, terrorist scenarios, and others.  These materials must be tailored to fit the specific needs and characteristics of your jurisdiction or organization.  Therefore, you should review them carefully and adapt them before using them in your community.



	
	Summary and Transition

	
	Unit 4 explained the eight-step design process.  The next three units will provide more detailed information about designing and implementing specific types of exercises:  Tabletop, functional, and full-scale exercises. 
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	For More Information



	
	· Integrated Emergency Management Course: 

http://training.fema.gov/emiweb/iemc.htm
· Regional and state FEMA offices:

http://www.fema.gov/about/regoff.htm
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	Knowledge Check

	Carefully read each question and all of the possible answers before selecting the most appropriate response for each test item.  Circle the letter corresponding to the answer that you have chosen.



	1. Which of the following is an example of a good exercise objective?

a. To improve the number of accurate messages transmitted by the police to the communications center.

b. At the time the evacuation notice is received, the EOC policy and coordination groups will examine the needs of schools and other special facilities and organize notification according to SOPs.

c. Proper procedures to declare a disaster or ask for outside aid will be taken.

d. Interaction with other jurisdictions will be demonstrated.



	2. An objective should specify the level of performance, so that results are observable.

a. True

b. False



	3. Which of the following verbs would be most useful in an objective?

a. Know

b. Be aware of

c. Appreciate 

d. Notify


	4. The narrative:

a. Sets the stage for later action.

b. Lists all of the events that will occur in the exercise.

c. Provides the master scenario of events list and expected actions.

d. Explains the objectives of the exercise.



	5. The scope:

a. Sets the mood for the exercise.

b. Establishes the limits of the exercise.

c. States the objectives of the exercise.

d. Lists the financial and human resources required to run the exercise.




	
	Knowledge Check (Continued)

	6. A convincing, unified scenario requires:

a. 10 major events and approximately 100 detailed events.

b. Messages written in a way that will not allow unexpected responses to occur.

c. The players having knowledge of the events in advance.

d. Careful scripting of events.



	7. Every major event should require an action from all participants involved in the exercise.

a. True

b. False



	8. Deferring action until later might be a valid action to take in response to a message.

a. True

b. False



	9. In most exercises, the best way to deliver messages is in writing, using a standard form.

a. True

b. False



	10. A ________________ is a useful tool to help the controller keep the exercise on track and on schedule.

a. Message form

b. Narrative

c. Master scenario of events list

d. Exercise directive
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	Knowledge Check (Continued)

	
	1. b

2. a

3. d

4. a

5. b

6. d

7. b

8. a

9. b

10. c



