
	
	

	
	Unit 3:  The Exercise Process




	
	Introduction

	
	In the previous unit, we took the broad view(the planning of an entire comprehensive exercise program.  In this unit, we will take a step closer and look at what goes into planning and implementing a single exercise within that program.

When an exercise proceeds smoothly, it all looks so easy!  But there is far more to it than the time spent in the exercise itself.  A great deal of thought and planning preceded the exercise, and more work will follow.

An exercise is not an independent activity with clearly marked beginning and ending points.  Rather, it can be seen as part of a complex process that involves a number of accomplishments and tasks.  All of those tasks are interrelated; they affect not only the success of the current exercise but the design and success of future exercises.  

It will be much easier to understand and visualize the individual activities if you can first see how they fit into the overall process.  This unit presents an overview of the main exercise activities and their relationships to one another.  It also discusses some important aspects of laying the groundwork for an exercise.  In later units, we will focus more closely on particular aspects of the design process.



	
	Unit 3 Objectives

	
	After completing this unit, you should be able to:

· Identify the five major accomplishments in designing and implementing an exercise.

· Describe the organization of an exercise design team.

· Define the purpose of the four exercise documents.




	
	The Big Picture

	
	In preparation for launching an exercise program and designing individual exercises, it is important to have a clear vision of the entire exercise process.  There are a number of ways to visualize the exercise process.  Let’s look briefly at three graphic representations of the process:   Organized by task sequence, organized by task categories and phase, and organized by major accomplishments.  Each of them helps clarify the overall process.



	
	Sequence of Main Tasks



	
	In the following graphic, the main tasks are shown in their approximate sequence.  This chart may help you get a good mental picture of the entire sequence.  It’s also a good place to start in creating a more detailed schedule of tasks. 



	Sequence of Tasks for a Successful Exercise

	[image: image1]



	
	The Big Picture (Continued)

	
	Categories of Tasks



	
	Another way to look at the exercise process is by organizing the tasks into two dimensions:  

· Exercise phase (preexercise, exercise, and postexercise)

· Type of task (those related to design and those related to evaluation)

The following matrix illustrates this type of organization.



	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)

	· 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 Big Picture (Continued)

	
	Major Task Accomplishments



	
	One of the simplest ways to envision the exercise process is by major accomplishments.  As shown in the graphic below, the process can be factored into five major accomplishments that make up the design cycle:  

1. Establishing the base

2. Exercise development

3. Exercise conduct

4. Exercise critique and evaluation

5. Exercise followup
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	Each accomplishment is the outgrowth of a set of specific tasks and subtasks (similar to those listed in the earlier models), which we’ll review shortly.  The process is circular, with the results of one exercise providing input for the next.




	
	The Big Picture (Continued)

	
	Flexibility Is Key



	
	The exercise process applies no matter what level of exercise is being designed and no matter what size organization is using it.  Whether you are located in a large jurisdiction with extensive resources, a smaller community with meager resources, or a private or volunteer organization with a particular vested interest in emergency preparations, you can use this process.  

The underlying premise is that this process must be flexible enough to meet the unique exercise needs of the organization using it.  Therefore, as you consider each task, it is important to remember this:

Each task must be designed, tailored, and applied in a manner that suits your organization’s specific objectives and capabilities.



	
	Accomplishment 1:  Establishing the Base

	
	Exercises are designed to motivate personnel to think or act as they would in a real event.  Establishing the base is basically laying the groundwork for the exercise to ensure that happens.  Getting ready for the exercise involves:

1. Reviewing the current plan:  What does it tell us about ideal performance(i.e., how are we supposed to implement policies and procedures in the event of an emergency?
2. Conducting a needs assessment:  What are our risks and vulnerabilities, and where do we need to focus our training efforts?
3. Assessing the jurisdiction’s capability to conduct an exercise:  What resources can we draw from to design and implement an exercise?
4. Defining the exercise scope:  How should we limit this exercise?
5. Selecting the exercise type:  What type of exercise best meets our training needs within the available resources?
6. Addressing the costs and liabilities:  What will the exercise cost in terms of funding, human resources, and organizational liability?
7. Developing a statement of purpose:  What do we expect to gain from the exercise?



	
	Accomplishment 1:  Establishing the Base (Continued)

	
	8. Gain support and announce the exercise:  How can we obtain the support of those in authority and then use that support to garner support among participants?
Additional “groundwork” tasks include organizing a design team and developing a work plan and schedule. 

Establishing the base need not take a long time and can often be done largely at your desk or with the help of a few other people.  We’ll revisit some of these tasks shortly. 



	
	Accomplishment 2:  Exercise Development

	
	Exercises(particularly tabletop, functional, and full-scale exercises(are developed by following an eight-step process:

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. Gaining and announcing.



	
	Accomplishment 2:  Exercise Development (Continued)

	
	These eight steps will be the focus of Unit 4.



	
	Duplicate Steps?

Performing a needs assessment, defining scope, and statement of purpose are important aspects of developing the overall exercise program.  They crop up again when establishing the base for an individual exercise.  And here they appear as part of exercise development.  Does this mean we just keep repeating the same steps?

Certainly not.  Sometimes (as in a simple exercise), the effort you put into these steps in the early stages will suffice:  You’ll already have done the work when you get to development.  Other times (as with a more complex exercise), you may need to come back to the needs assessment (or the scope or the purpose statement) and build on it or refine it further for the particular exercise.  The more complex the exercise, the more detailed the planning and development tends to be.




	
	Accomplishment 3:  Exercise Conduct

	
	The day of the exercise is the culmination of your planning.  What can you do to help ensure the exercise is successful?  A few suggestions are listed below. 



	
	Conducting a Successful Exercise

· Be clear.  The success of an exercise depends largely on the participants having a clear and consistent understanding of what is expected of them.  Many exercises fail because the ground rules or simulation techniques to be used during the exercise are inadequately explained.

· Sustain action.  Sustaining action through messages is one way to meet the key objectives of the scenario.  Messages help keep all participants active throughout the entire exercise.  This requires careful monitoring and control of the message flow throughout the exercise.

· Foster realism.  Participants should be encouraged to treat the simulated emergency situations(the communications outages, damage, equipment failure, logistical limitations, personnel losses, etc.(as if they were actually occurring.

· Establish timelines.  The establishment of valid timelines helps keep what is occurring in its proper order.

· Review emergency call-off procedures.  To ensure that all participants understand the procedure for a real emergency call-off, they should be briefed before the exercise begins.  

· Capitalize on problem situations.  Situations that can cause stoppage in an exercise also have value because they place added stress on the system.  Often they will test more effectively the organization’s capability to cope in times of real emergencies.



	
	Accomplishment 4:  Exercise Evaluation and Critique

	
	An important part of any exercise is evaluating how well the objectives have been achieved.  The objectives might relate to such issues as:

· Needed improvements in the plan.

· Needed improvements in the emergency management system.

· Personnel training.

· Overcoming staffing deficiencies.

The extent and depth of the evaluation is determined by the participating organizations.  Controllers’ evaluations and observations may suffice for some exercises whereas additional analysis by objective observers may be needed for others.

Critiques and reports analyze and explain the attainment or nonattainment of the exercise objectives and provide recommendations for addressing any deficiencies.  Evaluators should be thoroughly familiar with the community’s EOP and the area that they are evaluating.

Strategies for evaluating an exercise will be the focus of Unit 8.
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þ
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	Accomplishment 5:  Exercise Followup

	
	Followup is one of the most neglected areas of the exercise process.  An exercise without evaluation and recommendations makes for an incomplete exercise.  Similarly, recommendations without followup will keep you from getting the full benefit of the exercise. 

How do you follow up on an exercise?  Selected strategies are provided below.



	
	Exercise Followup Strategies

· Assign responsibility.  Clearly assign tasks and schedules, and designate responsibility for each recommended improvement.

· Monitor.  Establish a monitoring plan to track the progress of implementing recommended improvements.

· Complete the cycle.  Build the testing of improvements into the next exercise.  This is perhaps the surest way to make certain that they are implemented.


It is probably not necessary to fully retest every objective.  Rather, select a few recommendations that would illustrate improvements and include those in a future exercise.


	
	This overview has presented the exercise process in a nutshell.  As mentioned earlier, more detailed discussions of many aspects of this process will follow in later units.  Now, let’s take a closer look at some of the key tasks in establishing the base for an exercise.  (Other groundwork tasks(those that also become part of the exercise development process(will be the subjects of subsequent units.) 




	
	Reviewing the Current Plan

	
	The EOP describes how personnel in the organization should respond in the event of an emergency.  It answers the question, “What resources, personnel, and procedures will be used to resolve problems created by an emergency?”  

Your plan may be called by various names(perhaps one of the following:  

· EOP

· Area Contingency Plan

· Operational or operating plan

· Contingency plan

For simplicity, we will refer to all of these plans as emergency plans, and the plan is the place to begin.

Examining the plan will help you identify problems, select an exercise, define its purpose, and formulate objectives.  While exercises test performance, it is the plan that describes the ideal performance.  To use your plan properly as the base document, you must first become familiar with it.



	
	What to Look for in the Emergency Plan

While reviewing the plan, ask yourself key questions: 

· What responses are currently planned (i.e., what hazards is the plan intended to address)? 

· What resources, personnel, and procedures will be used to resolve problems?

· Are they different for various types of emergencies?

· Do roles vary according to the type of emergency?

· What training have response personnel experienced?

· What training is necessary?




	
	Assessing Capability to Conduct an Exercise

	
	To design an exercise that simulates a real emergency, you must know what responses are planned and assess what capabilities are needed to meet those responses.  Then you must ask, “Are we at a point where we can conduct an exercise?”

Before you launch into an exercise, it’s important to find out if you have the resources(skills, funding, personnel, time, facilities, and support.  Deficiencies in any of these areas will have to be considered in the design of the exercise.  When sheer enthusiasm says, “Let’s do a full-scale exercise,” sometimes the capability assessment will say, “We can only do a tabletop right now.”



	
	Questions to Ask About Capability and Resources

The questions below, though very general, can help you assess your organization’s level of capability.  For example, you may find that before you consider planning an exercise, you will need to develop support and train people.

1. When was your organization’s last exercise?

2. What exercise experience is available in your community or organization?  What is your own experience?  What is your staff’s experience?

3. How much preparation time can you reasonably expect to have allocated to developing an exercise?

4. How much time can people devote to developing an exercise?

5. What skills can those people provide?

6. What physical facilities do you use when you conduct an emergency operation?  Will they be available for an exercise?

7. What communication facilities and systems do you use in a real emergency?  Will they be available for an exercise?

8. What attitudes do you expect of the chief executive and emergency service directors or other organizational leaders toward the exercise?




	
	Addressing Costs and Liabilities

	
	Costs and liabilities should be addressed early on.

Liabilities

A problem inherent in many exercises(particularly drills and full-scale exercises(is the possibility of personal injury or damage to equipment.  Before planning the exercise, check the organization’s or jurisdiction’s insurance coverage.

Costs

Costs (both apparent costs and hidden costs) are incurred at every stage of exercise development.  Plan ahead to be sure that you have the resources.  Some cost considerations to look at are listed below.



	
	Cost Considerations

· Plan for a wide variety of costs.  The following are a few examples; actual cost items will depend on the exercise and your organization’s policies.

· Staff salaries

· Equipment and materials

· Contract services

· Miscellaneous items (e.g., coffee, pencils)

· Fuel to run equipment and transport volunteers

· Ask some key questions to avoid committing more resources than are available.  For example:  

· Will reimbursement for overtime be required if the exercise takes place on a weekend or evening?  

· If the exercise supports a hospital certification exercise, who will cover the costs?

· Employees should have their emergency management responsibilities reflected in their job descriptions.  

· Time for participation in training, planning, and exercising should be set aside by each employee who has an emergency management responsibility.  

· Costs for routine participation in exercises should be recognized by agency or organization officials.
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	Activity:  Getting Ready for Exercise Design

	
	The questions below relate to your organization’s readiness for the exercise process.  Write brief answers to the following questions in the spaces provided.  (Note:  This form also appears as Job Aid 3 in Appendix A.)



	Self-Assessment:  Resources and Costs 

	1. Plans
How familiar are you with the emergency plans, policies, and procedures of your organization or jurisdiction?

· Very familiar

· Only general familiarity

· Familiar with only a portion

· Need to thoroughly review plans, policies, and procedures



	2. Time  
a. How far in advance would your organization realistically have to schedule to plan and design each of the following exercise activities effectively?

· Orientation

________________________________


· Drill


________________________________


· Tabletop exercise

________________________________

· Functional exercise
________________________________

· Full-scale exercise
________________________________



	b. How much preparation time can reasonably be allocated to developing an exercise?

· Actual person days:

· Elapsed time to exercise:




	
	Activity:  Getting Ready for Exercise Design (Continued)

	Self-Assessment:  Resources and Costs (Continued)

	3. Experience  
a. When was your organization’s last exercise?



	b. What is your previous experience with exercises?  (Check all that apply.)

Orientation:
( Presenter
( Participant

Drill:
( Controller
( Participant

Tabletop exercise:  
( Facilitator
( Participant

Functional exercise:
( Controller
( Simulator
( Player
( Evaluator

Full-scale exercise:
( Controller
( Responder
( Evaluator
( Victim

· Took part in postexercise debrief

· Helped write an evaluation report



	c. What other exercise-related experience is available in your organization?



	4. Facilities
What physical facilities do you use when conducting an emergency operation?



	Will they be required for this exercise? 
Yes (

No (




	Will they be available for this exercise?
Yes (

No (





	
	Activity:  Getting Ready for Exercise Design (Continued)

	Self-Assessment:   Resources and Costs (Continued)

	5. Communications:  What communication facilities and systems do you use in a real emergency?

Will they be required for this exercise? 
Yes (

No (


Will they be available for this exercise?
Yes (

No (




	6. Barriers:  Are there any resource barriers that need to be overcome to carry out this exercise? 



Yes (

No (


If so, what are the barriers and how can they be overcome?




	
	Activity:  Getting Ready for Exercise Design (Continued)

	Self-Assessment:  Resources and Costs (Continued)

	7. Costs  
a. What types of costs might be incurred for these exercises in your organization?  (Do not list exact figures(just types of expenses, such as wages and salaries, transportation, etc.)

For an orientation:

For a drill:

For a tabletop exercise:

For a functional exercise:

For a full-scale exercise:



	b. Are there ways that different organizations can reduce costs (e.g., by combining exercises, cost-sharing, resource-sharing) and still fulfill program requirements?  Explain.




	
	Gaining Support

	
	It is important, from the beginning, to establish authority for conducting the exercise.  This means gaining the support of the highest possible official in your jurisdiction or organization.  

Even if the chief executive does not participate in the exercise, his or her authority and support are essential.  The top official can get nearly instant and complete cooperation from those who will participate in the exercise.  It can be very difficult without that authority and support to put on an exercise involving departments, organizations, or agencies over which you personally have no authority.

Gaining support of the executive is not always easy, but the following approaches will help:

· Gain support for the entire exercise program.  Build a comprehensive, progressive exercise program.  The executive will be more receptive to an exercise that is part of a proven, consistent, and goal-oriented program than to an isolated exercise.

· Protect the organization.  Make a conscientious effort to protect the organization or jurisdiction from lawsuits.

· “Sell” the process.  Your needs assessment, capability analysis, purpose statement, and objectives are important building blocks for the exercise.  Beyond that, they provide a valuable tool for selling the idea professionally(first to your boss and later to the chief executive of your organization.



	
	Presenting the Concept

Having the results of your early preparation activities in hand will add to your credibility when presenting the exercise concept to those in authority.  Your presentation should include brief explanations of:

· The need for the exercise.

· Organizational capability (experience, personnel, costs).

· The type of exercise.

· The scope of the exercise.

· The purpose of the exercise.



	
	Gaining Support (Continued)

	
	· Announce the exercise.  Broad support for the exercise may be gained in some instances by sending out an announcement.  The announcement(often in the form of an exercise directive(should come from the chief executive, but you should be prepared to write it.  The directive serves the purpose of authorizing you to conduct the exercise and giving you the clout you need to gain support from others.



	
	Writing the Exercise Directive

The exercise directive will closely resemble the purpose statement (which will be discussed in more detail in Unit 4).  The directive should contain the:

· Purpose.

· List of participating agencies, organizations, or departments.

· Personnel responsible for designing the exercise.

· Exercise date (or approximate dates).

· Point of contact for additional information.

Notice that the nature of the emergency and the location of the exercise are not revealed.  

Regarding dates:  Totally unannounced exercises are not recommended.  However, whether you specify the exact date will depend on the degree of surprise you intend.  At a minimum, a range of dates should be given.  In selecting the exercise date, check the community calendar to avoid conflicting with a major event (e.g., an athletic event). 

An example of an exercise directive is given on the next page.  Although this example illustrates an Emergency Management Office announcement, a similar approach would be appropriate for an organization in the nonprofit or private sector.




Sample Exercise Directive
February 24, 20XX

TO:

All Agency Directors

FROM:
CHARLENE W. WILLIAMS



Chief Administrative Officer

SUBJECT:
Emergency Exercise

A simulated emergency exercise involving a terrorist incident has been scheduled for sometime during the week of May 12–18, 20xx.

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

1. Rapid assessment.

2. Notification and alert.

3. Scene isolation and perimeter control.

4. Mass casualty triage.

It is important that your agency participate in this exercise.  We encourage involvement at the highest level.

I believe we all realize the importance of emergency exercises as a means to community preparedness.  I fully support this exercise and intend to join with you in participating.

The Emergency Management Office will be coordinating the exercise.  They will be contacting you to make necessary arrangements for the development and conduct of the exercise.  For purposes of realism and interest, details of the exercise situation will not be made known prior to the exercise.

For further information, call Tom Smith at EXT 1234.

	
	Assembling a Design Team

	
	Planning an exercise requires a multitude of tasks, from designing the exercise to arranging detailed administrative matters.  These tasks require the effort of a dedicated team and team leader.



	
	Exercise Design Team Leader



	
	The exercise design team leader is responsible for the exercise throughout the entire development process—and for managing all administrative and logistical matters.  In an exercise involving multiple organizations or jurisdictions, the team leader needs assistants or liaison persons from each entity to help coordinate the many details.


Who Should Lead?
Because the leader is so important, it is essential that this person be experienced and capable.  The exercise design team leader should be someone who:

· Can devote a considerable amount of time throughout the exercise cycle.


· Is familiar with the emergency plan and has a sound understanding of the response organizations who will be participating.


· Is not a key operational member of one of these organizations.  All key members should participate in the exercise, and they might not be able to participate fully if they are involved in the design.



	
	
What About the Emergency Manager?

Generally speaking, the person with chief responsibility for managing emergency events should be a player in the exercise.  Therefore, instead of heading the design team, the Emergency Manager should assign someone else to develop and conduct the exercise.  Prior to the exercise, the Emergency Manager should be given the same information about the scenario as other department heads(but no more.

Where staffing does not permit the Emergency Manager to assign someone else, he or she will need to play a dual role:

· Assume responsibility for developing the exercise and get people from other agencies to help.



	
	Assembling a Design Team (Continued)

	
	· Participate in the exercise, but on a limited basis.  Despite being familiar with the exercise design, the Emergency Manager can still take a number of actions without compromising the realism(for example, negotiate and coordinate, support the decisions of the chief executive, and approve resource allocation.



	
	Exercise Design Team



	
	Exercise design is a complex task that should not be done by a single individual.  The exercise design team assists the team leader in developing exercise content and procedures.  


Design Team Responsibilities

Design team members:

· Determine the exercise objectives.

· Tailor the scenario.

· Develop the sequence of events and associated messages.

· Assist in the development and distribution of preexercise materials.

· Help conduct preexercise training sessions.

Ultimately, team members will be good candidates to act as simulators or controllers in a functional exercise.



	
	
Design Team Candidates

Ideally, the team should include a representative from each of the participating jurisdictions in a multijurisdictional exercise.  In a single-jurisdictional or single-organization exercise, it should include representatives from the key departments.  However, if this results in an unwieldy team, select a small core team that can draw on other members as needed.  




	
	Assembling a Design Team (Continued)

	
	
Backgrounds

Selecting team members with varied backgrounds helps with coordination and stimulates creativity.  Some additional technical and administrative support may be required for typing, printing, and other mechanics involved in materials preparation.
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	Organizing the Design Team



	
	Design teams are so varied(in number of members, team makeup (multiagency or single organization), available skills, political climate, scope of the exercise program to be developed, and many other factors(that there is no single approach to organizing a design team.



	
	Generally, the team leader should use the kinds of teamwork strategies that make any team successful.  Team leadership is too large a topic to address in this course, but there are many resources (courses, written documents, Internet resources) you can access to learn more about teamwork.  A few suggestions for organizing the work of a design team are listed on the next page.




	
	Assembling a Design Team (Continued)

	
	Strategies for Organizing the Team

· Establish clear goals.

· Agree on a plan of action, with specific responsibilities and due dates, to meet the established goals.

· Reach consensus on a realistic schedule for completing milestone activities.

· Meet regularly to monitor progress.

· Work together to share expertise and resources to get the job done.

· Use the team interaction to learn more about each other’s organizations.  The more you know about other stakeholders, the better you will be able to work together to manage emergencies when they arise.

· Keep lines of communication open about new ideas, potential pitfalls, successes, problems, and needs.  Shared information and creative problem solving are huge assets in emergency management. 

· Use job aids to make the schedule, responsibilities, and progress visible and to keep everyone “on the same page.”

· Some examples are provided in the following pages.  Remember, these are only examples:  Any job aid you use should be adapted to the needs of your team.




	
	Assembling a Design Team (Continued)

	Checklist.  A simple “to-do list” similar to the following can be used provide an overview of the process and ensure that all main tasks are completed.  (Note:  This checklist appears as Job Aid 4 in Appendix A.)



	Sample Exercise Development Checklist

	
	

	Mission
	Scenario

	(
	· Needs Assessment
	(
	· Narrative

	(
	· Scope
	(
	· Major/Detailed Events

	(
	· Statement of Purpose
	(
	· Expected Actions

	(
	· Objectives
	(
	· Messages

	
	
	
	

	Personnel
	Logistics

	(
	· Design Team
	(
	· Safety

	(
	· Controller or Facilitator
	(
	· Scheduling

	(
	· Players
	(
	· Rooms/Location

	(
	· Simulators
	(
	· Equipment

	(
	· Evaluators
	(
	· Communications

	(
	· Management
	
	· Phones

	
	· Safety
	
	· Radio

	
	· Observers
	
	· Computers

	
	
	(
	· Enhancements

	Information
	
	· Maps

	(
	· Directives
	
	· Charts

	(
	· Media
	
	· Other:

	(
	· Public Announcements
	
	

	(
	· Invitations
	Evaluation

	(
	· Community Support
	(
	· Methodology

	(
	· Management Support
	(
	· Locations

	(
	· Timeline Requirements
	(
	· Evaluation Forms

	
	
	(
	· Postexercise Debrief

	
	
	

	Training/Briefings
	After Action Documentation/

	(
	· Train Simulators, Evaluators,
	Recommendations

	
	Controllers
	(
	· Evaluation Meeting

	(
	· Players’ Preexercise Briefing
	(
	· Evaluation Report

	
	
	(
	· Followup Ideas for Next Exercise



	
	Assembling a Design Team (Continued)

	Activities Schedule.  For relatively simple exercises, a basic schedule may be used to show major activities of the team leader and the team and completion deadlines for each.  An example is shown below.  Deadlines should be realistic, based on team resources.  (Note:  See Job Aid 5 in Appendix A for a blank version of this schedule form.)



	Sample Activities Schedule

	Deadline for Completion
	Leader Activities
	Team Activities

	
	
	

	3 months prior
	· Hold initial planning meeting
	

	2½ months prior
	· Brief government officials

· Arrange for facilities

· Determine simulation structure

· Convene and brief design team
	· Attend team briefing

	2 months prior
	· Review and finalize scenario
	· Develop/review exercise procedures

· Arrange simulation

· Arrange participation

· Review exercise scenario

	
	· 
	· 

	
	· 
	· 

	
	· 
	· 

	1½ months prior
	· Obtain exercise materials

· Prepare ideas for scripted messages
	· Prepare participant information packet

· Prepare operational data

	1 month prior
	· Review messages with team
	· Review messages with leader

· Review evaluation forms

· Print forms

· Prepare scripted messages

	3 weeks prior
	· Prepare briefing for participants
	

	2 weeks prior
	
	· Integrate messages into time schedule

· Develop training sessions

	1 week prior
	· Prepare exercise facility
	

	2–4 days prior
	· Conduct training session

· Train supervisors
	· Assist in training sessions


 Activities Schedule

	Sample Activities Schedule (Continued)

	Deadline for Completion
	Leader Activities
	Team Activities

	Day of Exercise
	· Conduct participant briefing

· Perform preexercise check

· Supervise the exercise
	· Assist with preexercise check

	1 week after
	· Help prepare draft of final report
	· Review final report and make suggestions

	2 weeks after
	· Revise and submit report
	

	3 weeks after
	· Submit recommendations
	


	
	Assembling a Design Team (Continued)

	
	A more detailed plan is needed for a major exercise, which must be planned with the thoroughness of any major organizational effort.  A Gantt chart, as shown in the example below, is a useful scheduling tool for such detailed planning.

A Gantt chart displays time across the top and a sequence of tasks down the left-hand side.  Time can be given in days, weeks, or months.  The duration of time devoted to each activity is represented by bars extending across the time lines.  

The example shows task groupings (with supporting subtasks scheduled) and staff allocations indicated by initials in the left column.



	Sample Gantt Chart

	Tasks
	January
February

1
7
14
21
28
4
11
18
25

	
Refine Objectives

Scenario Development

Narrative (EW, CF)

Major Events (EW, CF)

Detailed Events (EW)

Messages (EW)

Materials Development

Maps (SD)

Handouts (SD)

(etc.)
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	Activity:  Identify Design Team Members

	
	Who can assist in developing exercises? Consider your own staff, other departments or agencies, volunteer organizations, the State Emergency Office, or others as appropriate.  Consider the following types of skills that may be needed for designing exercises:



	
	· Planning

· Logistics

· Promotion


	· Materials

· Scenarios/messages

· Other



	
	Using the worksheet below (also provided as Job Aid 6 in Appendix A), identify potential candidates for a design team to work on the exercise program you outlined in Unit 2 and decide who could be the leader.  For each person, identify what function or organization they represent and what they would bring to the design process (e.g., particular skills, experience, knowledge, perspective).



	Design Team Worksheet

	Name
	Agency Represented
	Contributions/Qualifications

	Leader

	
	
	

	Members

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


	
	Exercise Documents

	
	Four major documents are developed during the exercise design process:

· Exercise Plan

· Control Plan

· Evaluation Plan

· Player Handbook

These documents are basically handbooks for specific audiences and serve as useful tools during exercise development, conduct, and evaluation.



	
	Exercise Plan



	
	The exercise plan contains information that everyone needs and serves many purposes.  For example, it can be used:  

· To provide general information about the exercise for everyone concerned, including exercise overview, parameters, and timelines.

· As a guide for developers and participants.

· To assist participants in enhancing exercise play.

· As a promotional tool by the exercise director.



	
	Control Plan



	
	The control plan is for controllers and simulators.  It is not made available to players.  It provides information about controller and simulator requirements and explains the exercise concept as it relates to controllers and simulators.  This plan:

· Establishes the basis for control and simulation of the exercise.

· Explains the procedures, responsibilities, assignments, and support for exercise control and simulation.

· Defines the communications, logistics, and administrative structure needed to support control and simulation during the exercise.


	
	Exercise Documents (Continued)

	
	Evaluation Plan



	
	The evaluation plan provides exercise evaluators, as well as controllers and simulators, with guidance concerning exercise evaluation procedures, responsibilities, and support.  This plan:

· Explains the exercise concept as it relates to the evaluation process.

· Establishes the basis for evaluation.

· Defines the communications, logistics, and administrative structure needed to support evaluation before, during, and after the exercise.



	
	Player Handbook



	
	The Player Handbook provides exercise players with information needed to participate effectively in the exercise.  This information is also discussed at the player briefings conducted prior to the start of the exercise. 



	
	Specific information included in each document is listed in the table on the next page.  Templates of these documents are provided in the Exercise Design course Tool Box, in the “Templates” directory, available at http://training.fema.gov/EMIWeb/IS/is139lst.asp.




	
	Exercise Documents (Continued)

	Contents of Exercise Design Documents

	Exercise Plan
	Control Plan
	Evaluation Plan
	Player Handbook

	· Exercise type and purpose

· Scenario narrative

· Scope

· References

· Assumptions, artificialities, and simulations

· Objectives

· Concept of operations

· Exercise management structure and responsibilities

· Safety and security

· Administration and logistics

· Exercise management job aids
	· Exercise concept

· Preexercise player activity

· Assumptions, artificialities, and simulations

· Concept for management, control, and simulation

· Control team staffing

· Control team training

· Control team staff responsibilities

· Control team procedures

· Communications, logistics, administrative, and other support
	· Exercise concept

· Preexercise player activity

· Assumptions, artificialities, and simulations

· Concept for evaluation management

· Evaluation team staffing

· Evaluation team training

· Evaluation team staff responsibilities

· Evaluation team procedures

· Support for the evaluation team


	· Exercise scope (concept of play, assumptions, artificialities, and simulations)

· Scenario narrative

· Player procedures and responsibilities

· Safety and security

· Communications

· Reporting

· Administrative systems

· Recommended preexercise training events

· Schedule of player exercise briefings

· Provisions to review community plans, policies, and procedures

· EOC (or other operating center) procedures


	
	Summary and Transition

	
	Unit 3 presented an overview of the main exercise activities and their relationships to one another.  It also discussed some important aspects of laying the groundwork for an exercise, including:

· Reviewing the current plan.

· Assessing capability to conduct an exercise.

· Addressing costs and liabilities.

· Gaining support.

· Assembling and organizing the design team.

Finally, this unit provided an overview of the four main design documents:  the exercise plan, control plan, evaluation plan, and player handbook.  Unit 4 explains the eight steps in the design process.
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	For More Information



	
	· FEMA Internet Exercise Toolkit: 

http://training.fema.gov/EMIWeb/IS/is139lst.asp

· FEMA Comprehensive Exercise Program:

http://www.fema.gov/pte/cepnew.htm

· FEMA National Exercise Schedule: 

http://www.fema.gov/pte/nes.htm

· FEMA Regional Liaisons: 

http://www.fema.gov/pte/pdb.htm

· FEMA courses related to team leadership:

· Leadership and Influence (G240)

· Decision making and Problem-Solving (G241)

· Effective Communication (G242)




	[image: image7.wmf]Check


	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. The major task accomplishments in the exercise process are:

a. Conducting tabletop, functional, and full-scale exercises.

b. Developing, conducting, and evaluating the exercise.

c. Establishing the base, exercise development, exercise conduct, critique and evaluation, and followup.

d. Conducting a needs assessment, writing objectives, and evaluating whether the objectives were achieved.



	2. In conducting an exercise, unexpected problem situations are likely to lead to failure of the exercise.

a. True

b. False



	3. Critiques and reports analyze how well objectives were achieved.  They should also provide recommendations for addressing any deficiencies.

a. True

b. False



	4. An important followup strategy is to implement needed improvements revealed in the exercise and to test those improvements in the next exercise.

a. True

b. False



	5. Availability of resources:

a. Is irrelevant to the exercise process.

b. Should not affect exercise design.

c. Should be considered in scheduling and planning an exercise.

d. Is seldom an issue for exercise design because exercises require few resources.



	6. The exercise design team leader should be:

a. The Emergency Manager.

b. Someone who is familiar with the emergency plan.

c. A key operational member of a participating organization.

d. The chief official of the jurisdiction or organization.




	
	Knowledge Check (Continued)

	7. The design team should consist of:

a. As many members as possible from all agencies or departments.

b. Two or three members of the chief official’s key staff. 

c. Members with varied backgrounds, representing key participating entities.

d. The organization’s training department.



	8. The primary audience of the Exercise Plan is:

a. Controllers and simulators.

b. Participants.

c. The facilitator.

d. Everyone involved in the exercise.



	9. The Control Plan explains the procedures, responsibilities, assignments, and support for exercise control and simulation.

a. True

b. False



	10. The Control Plan should not be seen by ______________.

a. Controllers

b. Simulators

c. Evaluators

d. Players



	11. The ______________ can be used as a promotional tool by the exercise director.

a. Exercise Plan

b. Control Plan

c. Evaluation Plan

d. Player Handbook
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	Knowledge Check (Continued)

	
	1. c

2. b

3. a

4. a

5. c

6. b

7. c

8. d

9. a

10. d

11. a




1. Establishing the base





5. Exercise �    followup





4. Exercise critique�    and evaluation





3. Exercise conduct





2. Exercise �    development





*





*





*





*





*





*





*









