
	
	

	
	Unit 8: Exercise Evaluation




	
	Introduction

	
	Evaluation is the process of observing and recording exercise activities, comparing the performance of the participants against the objectives, and identifying strengths and weaknesses.  

Evaluation is a very complex topic, and this unit provides only a very general overview.  In this unit, we will briefly discuss the importance of evaluation and its relationship to exercise development, evaluation team structure and duties, key aspects of evaluation methodology, and evaluation tasks that happen after the exercise is finished.



	
	Unit 8 Objectives

	
	After completing this unit, you should be able to:

· Describe the need for a systematic approach to exercise evaluation.


· Identify and explain the tasks in the exercise evaluation process. 





	
	Why Evaluate the Exercise?

	
	In order for an emergency management system to be effective, it is critical that the personnel, plans, procedures, facilities, and equipment be exercised and tested on a regular basis.  Yet no amount of exercising will be constructive unless each exercise is followed by a structured evaluation that enables the emergency management organization to identify successes and shortfalls.

Good evaluation can help the organization identify:

· Whether the exercise has achieved its objectives.


· Needed improvements in the EOP, procedures, or guidelines.


· Needed improvements in the emergency management system.


· Training and staffing deficiencies.


· Needed operations equipment.


· Need for continued exercising of the plan and the emergency management functions.


	
	If these goals are to be met, the evaluation approach must be systematic(methodical in procedure, thorough, and organized.




	
	Integrating Evaluation Throughout Development

	
	As you have seen in the previous units, exercise development is a continuous process which begins long before the exercise and continues after the exercise is over.  It continues until needed changes have been made and suggestions have been incorporated into the next exercise.

Evaluation is not something that is done when all of the action is over.  It begins when exercise design begins, when objectives are developed.  You encountered the following chart in Unit 3.  Notice again the kinds of evaluation activities that occur in the three exercise phases.  In the remainder of this unit, we will take a brief look at each of the major evaluation activities listed in this chart.



	Task Categories

	
	Preexercise Phase
	Exercise  Phase
	Postexercise Phase

	Design
	· Review plan

· Assess capability

· Address costs and liabilities

· Gain support/Issue exercise directive

· Organize design team

· Draw up a schedule

· Design exercise (8 design steps, including developing objectives)

	· Prepare facility

· Assemble props and other enhancements

· Brief participants

· Conduct exercise
	

	Evaluation
	· Select evaluation team leader

· Develop evaluation methodology

· Select and organize evaluation team

· Train evaluators
	· Observe assigned objectives

· Document actions
	· Assess achievement of objectives

· Participate in postexercise meetings

· Prepare evaluation report

· Participate in followup activities



	
	The Evaluation Team

	
	In the early stages of exercise design, a number of people will be brought together into a design team, led by a design team leader or exercise director.  One member of this team will become the evaluation team leader, or chief evaluator, and this person will in turn select the members of the evaluation team.



	
	Team Structure

The size and composition of the evaluation team will depend on the type of exercise, its complexity, and the availability of people to serve.  A small exercise with limited objectives, few participating organizations, and only a few locations might need only a team leader and three to six evaluators.  A group this small would report directly to the team leader.

A large full-scale exercise might require an evaluation director to supervise several team leaders at different sites(who in turn supervise several evaluators.  With this size team, the various evaluators would be assigned to serve at selected sites and a means of coordination or communication set up among them.  An organizational chart would be helpful to keep lines of authority straight.



	
	Role of the Team Leader

What?  The evaluation team leader is primarily responsible for the evaluation methodology, for selecting and training the evaluation team, and for preparing the evaluation report.

Who?  Ideally, the team leader should have experience in evaluation, management, exercise design or participation, and training or education.  Normally, he or she should be a member of the design team.  In some cases, it might be necessary to bring in someone from outside the design team, although that is usually unnecessary if a volunteer training and exercise officer is on the design team and is willing to serve.  (Other design team members are likely to be too heavily involved in developing the exercise.)




	
	The Evaluation Team (Continued)

	
	When?  Selecting the evaluation team leader as early in the design process as possible has several advantages:


· It will ensure that the evaluation becomes an integral part of the exercise development effort.


· It will maintain the integrity of the evaluation function and prevent it from overlapping with the control and simulation functions.


· It will ensure that at least one person can devote time and mental effort to the large task of evaluation.


	
	Selection of Team Members

The evaluation team leader is responsible for selecting and training the evaluation team.  The ideal evaluator has many skills and personal attributes.  Although it may not be possible to find a person who has all of these characteristics, the team leader will be looking for the following:



	
	Skills
	Attributes

	
	· Appropriate technical expertise in evaluation

· Communication skills, both verbal and written

· Organizational ability

· Ability to see the relationship between events and objectives

· Ability to adjust to rapidly changing situations


	· “People skills,” sensitivity

· Objectivity

· Self-motivation

· Willingness to help

· Honesty and integrity (reports facts truthfully, keeps information confidential) 

· Familiarity with the plan



	
	Often an evaluation team can be assembled by using a little imagination and beating the bushes.  Evaluators can be drawn from various sources, including:

· Neighboring jurisdictions.

· Emergency services personnel who will not be playing in the exercise.

· Professional evaluators.

· State or Federal personnel.

· College or university faculty.

· Public service organizations.


	
	The Evaluation Team (Continued)

	
	Training of Team Members

The training of an evaluation team usually can be done in an orientation meeting.  The nature and length of the meeting will depend on the experience and skill of the members.  Most evaluators(no matter how experienced(will need information on:

· The exercise scenario.

· Rules of play.

· The objectives.

· Evaluation requirements and procedures.

· Evaluation forms.

Inexperienced evaluators may need some practice drills.  Evaluators from outside the organization/jurisdiction will need information about the organization/jurisdiction.



	
	Try to Be Unobtrusive

It is well documented that the presence of an evaluator can affect the behavior of those being observed, possibly resulting in inaccurate data.  Therefore, the evaluation team should plan ways to observe that are as unobtrusive as possible.  Examples include:

· Being in position when the exercise begins so as not to attract attention.
 

· Postponing taking notes for a few minutes until players get involved in the play and stop noticing them.




	
	Evaluation Methodology

	
	Evaluation methodology is simply the procedures and strategy used to evaluate an exercise.  The methodology includes:

· How the evaluation team will be structured.

· Objectives to be measured.

· Evaluation packet.


	
	Defining the Team Structure

Aspects of the team structure will have a significant impact on how the evaluation proceeds.  Therefore, decisions such as the following are an important part of the methodology:

· Number of evaluators and their evaluation-related experience and knowledge

· Organization of evaluators at multiple sites (i.e., subteams)

· Lines of authority (e.g., evaluators, supervisors or team leaders, chief evaluator)

· Communication and coordination among team members



	
	Evaluation Criteria

One of the first steps in developing the methodology is to determine the criteria that will be used to determine if the exercise is successful.  These criteria are tied to the objectives and expected actions.

At the outset of exercise design, the general objectives are defined.  Then, in developing the scenario, the general objectives are broken into smaller units(the expected actions.  From the expected actions, specific points of review and other evaluation measures can be developed.




	
	Evaluation Methodology (Continued)

	
	As discussed in Unit 4, the objectives must be stated clearly and precisely, describing actions that can be observed and measured.  Using the SMART system will ensure that objectives are:

· Simple.

· Measurable.

· Achievable.

· Realistic.

· Task-oriented.

You may wish to review the material in Unit 4 now to refresh your memory about the important elements of good objectives.



	
	Evaluation Packet

The evaluation packet, or Evaluation Plan, contains all plans for the collection of data, including objectives and points of review, checklists or other evaluation forms, and observation techniques.  A sample Evaluation Plan, with instructions for customizing it for a specific exercise, is provided in the “Samples” directory in the Exercise Design Tool Box, available at http://training.fema.gov/EMIWeb/IS/is139lst.asp. 

Data can be collected by various means, such as evaluation forms, running written narrative, audiotape, or videotape.  Each method has advantages and disadvantages, which should be considered in developing the methodology.   Some suggestions are on the next page.




	
	Evaluation Methodology (Continued)

	
	Suggested Evaluation Strategies



	
	· Plan the observation process.  One approach is to use these four steps:

1. Recall the specific objectives of the exercise, the detailed events, and the actions or decisions that they suggested.

2. Identify the players expected to take the actions or make decisions as those who should be observed.

3. Locate evaluators in a position to observe the players.
4. Brief the evaluators on what actions or decisions are expected.


	
	· Provide points of review to guide evaluators.  They make it possible to be very objective in collecting data.



	
	Example:

Objective:  Demonstrate the adequacy of displays to support the emergency operations during the exercise.

Points of Review:
YES
NO


· Status boards available in facility

______

______

· Status boards utilized


______

______

· Status boards kept updated

______

______

· Maps available



______

______

· Maps up to date



______

______



	
	

	
	· Provide evaluation forms.  They may include simple questionnaires, checklists, or rating sheets on which observations are recorded.  They need not be complicated, but they must be objective, simple, and specific.



	
	Evaluation Methodology (Continued)

	
	The following table illustrates a checklist for carrying out the four observation steps.  (Note:  This checklist also appears as Job Aid 19 in Appendix A.)



	Sample Observation Checklist

	Objective
	Action/Decision to Look For
	Players to Observe
	Where
	Expected 
Time

	Notify principals
	Activate “call-down” procedure
	Superintendent
	In EOC, school
	10:15

	Emergency contact of bus drivers
	“Call-down” procedure(phone
	Transportation Supervisor
	EOC, 
School player
	11:05

	School closure announcements on TV/radio
	Message preparation and distribution
	Superintendent, Emergency Manager, Media
	EOC, 
Media player
	11:10

	Open cafeteria and gym for shelter
	Notify media, opening and supplying facilities
	Superintendent, Facilities
	EOC, School player
	12:20


	
	Key Event Monitoring

Most exercise scenarios include a number of events specifically designed to put stress on selected elements of the plan.  These are termed key events.  Evaluators should pay special attention to these events.  

When a key event message is input, the evaluators monitor the participants’ responses to the event.  All responses should be noted on a Key Event Response Form.  This form provides for multiple responses from several positions within the EOC as well as responses from outside the EOC.



	
	Problem Log

The Problem Log allows participants, controllers, and simulators to document any observed action that may possibly create a problem.  (While observing it should be understood by everyone that what may seem to be a plan or procedure problem may actually be a participant or simulator error.)

These potential problems can then be analyzed after the exercise to determine which ones are serious enough to require corrective action and to determine their source(s)(plan, preparedness, training, or simulation.




	
	Evaluation Methodology (Continued)

	
	Sample Forms

Examples of the following forms are provided on the next few pages.  (Note:  These forms also appear as Job Aid 20-25 in Appendix A.)

· Evaluator Checklist

· Narrative Summary Form

· Key Event Response Form

· Problem Log

· Exercise Debriefing Log

· Exercise Critique Form




Evaluator Checklist

	Evaluator: __________________________                           Date: _______________

Location: ___________________________




	Objective No.:

	Function Being Evaluated:


Objective:
Performance Criterion [#]

Points of Review:
	Please answer the following:  Y = Yes,   N = No,   NA = Not Applicable,   NO = Not Observed


	
	Y
	N
	NA
	NO

	1.


	
	
	
	

	2.


	
	
	
	

	3.


	
	
	
	

	4.


	
	
	
	


Comments:

	

	

	

	

	

	

	

	

	


Narrative Summary

	Objective Number: ______________________            Criterion Number: ________________

Evaluator: ______________________________      
Location: ______________________



	Issue:
A specific statement of the problem, plan, or procedure that was observed.

___________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Discussion:
A discussion of the issue and its specific impact on operational capability.

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Corrective Action Recommendation:
Recommended course(s) of action to improve performance or resolve the issue to improve operational capability.

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________




Narrative Summary (Continued)

	Office of Primary Responsibility:
The department, agency, or organization responsible for implementation of corrective actions.
Department, Agency, or Organization: ____________________________________________________________

Individual Responsible: ____________________________________________________________

Title: ________________     Date Assigned:  ___ / ___ / ___    Suspense Date: ___ / ___ / ___




Key Event Response Form

	Event No.
	
	
Scheduled Date/Time
	

	Initially Input To
	
	
Actual Date/Time
	

	
	
	

	Response
Date/Time
	Position Responding
	Action Taken

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Problem Log

	Date:  __________________________

Exercise Assignment:  ____________________________
Tel. No:  ______________________



	Time
	Message Library No. (if known)
	Problem
	Analysis

(Leave Blank)*

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Exercise Debriefing Log
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Recorder _________________________

Date _________________________

Problem Summary

Recommended Action

Responsible Agency/Person

Exercise _______________________


Exercise Critique Form

Please take a few minutes to fill out this form.  Your opinions and suggestions will help us prepare better exercises in the future.

1. Please rate the overall exercise on the following scale.

	
	
	
	
	
	
	
	
	


1
2
3
4
5
6
7
8
9
10

Very Poor








Very Good

2. Compared to previous exercises, this one was:

	
	
	
	
	
	
	
	
	


1
2
3
4
5
6
7
8
9
10

Very Poor








Very Good

3. Did the exercise effectively simulate the emergency environment and emergency response activities?           Yes _________
No __________


If no, briefly explain why: 

4. Did the problems presented in the exercise adequately test readiness capability to implement the plan?           Yes _________
No __________


If no, briefly explain why: 

Exercise Critique Form (Continued)

5. The following problems should be deleted or revised:

6. I suggest you add the following problems for the next exercise.

7. Please add any other comments or suggestions

	
	Postexercise Meetings

	
	There are two types of postexercise meetings:  The player debriefing and meetings of the evaluation team.



	
	Player Debriefing

A short exercise debriefing should be conducted with the players immediately after the exercise.  This debriefing gives them an opportunity to have their say about how things went, what they think should be changed, and commitments they might make.

This is how a debriefing generally goes:

· The controller conducts the debriefing, beginning with a review of broad objectives and commenting generally on both successes and shortfalls.


· The controller asks for a brief response (about 2 minutes each) from each player.  


· As participants comment on their performance, the controller tries to maintain a balance between positive and negative comments and encourages everyone to contribute.  Comments during the debriefing should be recorded for inclusion in the After Action Report.  An Exercise Debriefing Log may be used for this purpose.  An example is provided at the end of the unit.



	
	Postexercise Meetings (Continued)

	
	· The debriefing is for exercise participants.  If evaluators wish to say a few words, they should concentrate on all the positive aspects of the exercise.


· It is a good idea to prepare a simple questionnaire for participants to fill out after the exercise.  People who hesitate to enter into group discussions will often respond to a questionnaire.  One possible format is a set of objective questions requiring only a check mark response, along with some open-ended questions about the performance in general (e.g., “What was good or bad about the notification procedure?”).



	
	Keeping the Debriefing on Track

The purpose of the debriefing is to examine player performance.  However, players will often want to critique the exercise itself:  It was too long, too short, had too many or too few messages.  The goal is to keep the players on track, focusing on performance insofar as possible.  Explain that they will have an opportunity later to provide input into exercise design, then provide an exercise critique form for that purpose at the end of the debriefing.  An example is provided at the end of this unit.




	
	Evaluation Team Meetings

Evaluation team meetings are held to analyze the exercise and prepare the After Action Report.  Evaluation team meetings may include:

· A meeting of the evaluation team(s) shortly after the exercise to compare notes.


· A more formal meeting of the team a week or so later to analyze the findings and develop an accurate account of what worked and what did not.  The team analyzes evaluation responses and any other data, and discusses how well each of the objectives was met. 


· Additional meetings as needed to analyze data and prepare the report.  The exercise design team may join the evaluation team at one or more meetings to offer feedback and suggestions.  The report should be prepared within one to three weeks after the exercise, while memories are still fresh.



	
	After Action Report

	
	The findings of the evaluation team meetings are compiled in the After Action Report, which documents the effectiveness of the exercise.  It serves as the basis for planning future exercises, upgrading the EOP or contingency plan, and taking corrective action.

The After Action Report is the responsibility of the evaluation team leader or chief evaluator, working with the evaluation team.

Form

The report may take a variety of forms.  For example, a small exercise may warrant only a brief summary of the minutes of the player debriefing, followed by a few recommendations.  Sometimes a memo will do the job.  For large exercises(particularly functional or full-scale exercises(the report should be specific and comprehensive.

 

	
	Format

There is no set organizational plan for an After Action Report.  However, the topics listed in the following outline are usually covered.




	
	After Action Report (Continued)

	
	Sample Report Outline
· Introduction

(Main purpose of the report, why it is being submitted, preview of main topics, evaluation methodology used, and perhaps a general summary of main problems and recommendations)

· Statement of the Problem

(Purpose of the exercise)

· Exercise Summary

Goals and Objectives

Preexercise Activities

Participants and Agencies

Description of Exercise Scenario

· Accomplishments and Shortfalls

Evaluation Group Findings

Summary of Postexercise Debriefing

· Recommendations

Training Needs

Changes in the Emergency Plan

Other Corrective Actions




	
	A copy of the After Action Report should go to the chief elected official of the jurisdiction (or head of the organization involved) and each participating entity.



	
	Other Reporting Requirements

Other types of exercise reports are often required by agencies mandating exercises.  Often they are simple checklists which require less time to prepare than a full written report.  Check with the appropriate regulatory agencies for specific reporting requirements.




	
	Implementing Change

	
	Recommendations for the future are the whole reason for conducting the exercise.  The goals of an exercise are not achieved until the recommendations that come out of the evaluation are implemented.  The purpose of the evaluation is to improve the emergency management plan and the organization’s performance in carrying out that plan.

This is most likely to occur if objectives relate clearly to emergency functions and the focus of the evaluation is on performance, not people.  Specifically, the change effort centers around these issues:

· Are the procedures sound?


· Are resources sufficient to support the procedures?


· Are personnel adequately trained to follow the procedures and use resources?



	
	Remember:  We test plans, but we train people.
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	Activity:  Plan the Evaluation

	
	In Unit 4, you completed several design steps for a tabletop or functional exercise.  In that unit, you:

· Defined the scope.

· Wrote a statement of purpose.

· Developed three objectives.

· Outlined a narrative.

· Wrote two major events and two detailed events for each of them.

· Composed a message.

Review the materials you developed in those activities, then complete the following questions with regard to the same exercise.



	1. What size of evaluation team and what team structure would be appropriate for your exercise?



	2. Who would you select for your evaluation team?  What resources are available to you for obtaining qualified evaluators?



	3. What kind of training would you provide for the evaluators?




	
	Activity:  Plan the Evaluation (Continued)

	4. Briefly describe what evaluation methodology would be appropriate for your exercise.  Consider:

· Observation strategies.

· Documentation.

· Forms.

· Followup.



	5. What type of report should be prepared, and how will it be generated?



	6. How would you ensure that needed changes are implemented after the exercise?




	
	Summary and Transition

	
	Unit 8 provided a general overview of the process for evaluating exercises.  The next unit discusses materials and methods for enhancing an exercise simulation.
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	For More Information

	
	FEMA exercise evaluation courses:  

· Exercise Evaluation Course (G130): 

http://training.fema.gov/emiweb/nrcrs.htm
· Radiological Emergency Preparedness Exercise Evaluation (E304): 
http://training.fema.gov/emiweb/rclist2002.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. Good evaluation can help the organization identify:

a. Training and staffing deficiencies.

b. Qualified members of the evaluation team.

c. Exercise objectives.

d. The scope of the exercise.

2. Evaluation begins when the exercise gets underway(usually when the narrative is presented.

a. True

b. False

3. It is usually best to keep the design team and the evaluation team separate and to bring in an outside evaluation team leader.

a. True

b. False

4. Every exercise should have an evaluation director, several teams of evaluators headed by team leaders, and a means of communicating among the teams.

a. True

b. False

5. The evaluation team leader is primarily responsible for the evaluation methodology, selecting evaluation team members, training the team, and preparing the evaluation report.

a. True

b. False

6. During the exercise, evaluators should:

a. Ensure that players are aware of when they are being observed.

b. Offer suggestions that can improve the exercise results.

c. Focus on the positive.

d. Avoid attracting players’ attention.


	
	Knowledge Check (Continued)

	7. One thing evaluators should focus on during an exercise is:

a. Explaining evaluation methodology to the players being observed.

b. Having players explain their reasons for actions taken.

c. Noting what actions are taken in response to key events.

d. Finding as many positive points as negative ones.

8. A constructive evaluation strategy would be to have players, simulators, and controllers document problems they observe during the exercise. 

a. True

b. False

9. The main purpose of the postexercise debriefing is:

a. To inform the participants of the evaluation results.

b. To give the players a chance to comment on the exercise performance. 

c. To obtain feedback on the exercise design.

d. To prepare the After Action Report.

10. The ________________ documents the effectiveness of the exercise and serves as the basis for taking corrective actions. 

a. Evaluation Plan

b. Problem Log

c. After Action Report

d. Evaluator Checklist
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	Knowledge Check (Continued)

	
	1. a

2. b

3. b

4. b

5. a

6. d

7. c

8. a

9. b

10. c





