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Introduction

We’ve come a long way in realizing importance of exercise.  During the 1970s and 80s there was zero mention of emergency management in academia.  Now, it’s a hot topic and the reason for this conference. In the beginning, emergency planning was about civil defense and nuclear power. Today, the nuclear power industry has its own set of guidelines for drills and exercises that are unique to their needs.  HSEEP is national program that covers everyone else’s needs. 
What is HSEEP and what does it do?

HSEEP is a standard for exercise design, development, and conduct. It provides a common language, synchronizes exercises in the nation, and provides a common framework.  The framework aspect is key since materials and ideas can be used from exercise to exercise.  This allows for reduced costs and allows us to use what works, toss what does not.  
5 Volumes to HSEEP

HSEEP Volume I: HSEEP Overview and Exercise Program Management provides guidance for building and maintaining an effective exercise program and summarizes the planning and evaluation process described in further detail in Volumes II through V. 

HSEEP Volume II: Exercise Planning and Conduct helps planners outline a standardized foundation, design, development, and conduct process adaptable to any type of exercise.

HSEEP Volume III: Exercise Evaluation and Improvement Planning offers proven methodology for evaluating and documenting exercises and implementing an improvement plan. 

 HSEEP Volume IV: Sample Exercise Documents and Formats provide sample exercise materials referenced in HSEEP Volumes I, II, III, and V. 

HSEEP Volume V: Prevention Exercises contains guidance consistent with the HSEEP model to assist jurisdictions in designing and evaluating exercises that test pre-incident capabilities such as intelligence analysis and information sharing.
Note: Most of the difficulties occur in improvement planning or adapting what is learned in exercise to training.  We regularly see the same mistakes repeatedly
Why conduct exercises?

· Training purposes
· Find flaws in our response plans and evaluate/validate our capabilities
· Getting to know people and how to interact with them

· Show constituents our capabilities 

· Orient new staff and test new equipment

· Justify funding – give elected/appointed individuals a reality check

· The challenge is getting the executive (mayor, governor, etc.) to cooperate and play along

· If you do it right once, they’ll buy it. Make it realistic and provide feedback

Exercise Types
· Discussion based exercise - familiarize participant

· Seminar. A seminar is an informal discussion, designed to orient participants to new or updated plans, policies, or procedures (e.g., a seminar to review a new Evacuation Standard Operating Procedure). 

· Workshop. A workshop resembles a seminar, but is employed to build specific products, such as a draft plan or policy (e.g., a Training and Exercise Plan Workshop is used to develop a Multi-year Training and Exercise Plan). 

· Tabletop Exercise (TTX). A tabletop exercise involves key personnel discussing simulated scenarios in an informal setting.  TTXs can be used to assess plans, policies, and procedures. 

· Games. A game is a simulation of operations that often involves two or more teams, usually in a competitive environment, using rules, data, and procedure designed to depict an actual or assumed real-life situation. 

· Operations based exercise - Hands-on

· Drill. A drill is a coordinated, supervised activity usually employed to test a single, specific operation or function within a single entity (e.g., a fire department conducts a decontamination drill). 

· Functional Exercise (FE). A functional exercise examines and/or validates the coordination, command, and control between various multi-agency coordination centers (e.g., emergency operation center, joint field office, etc.). A functional exercise does not involve any "boots on the ground" (i.e., first responders or emergency officials responding to an incident in real time). 
· Full-Scale Exercises (FSE). A full-scale exercise is a multi-agency, multi-jurisdictional, multi-discipline exercise involving functional (e.g., joint field office, emergency operation centers, etc.) and "boots on the ground" response (e.g., firefighters decontaminating mock victims). 

· Properly designed exercise include everyone equally
· Exercise Documentation - common terms, common process, common reference, common documentation
· A Situation Manual (SitMan) is a participant handbook for discussion-based exercises, particularly TTXs. It provides background information on exercise scope, schedule, and objectives. It also presents the scenario narrative that will drive participant discussions during the exercise. 

· The Exercise Plan (ExPlan), typically used for operations-based exercises, provides a synopsis of the exercise and is published and distributed to players and observers prior to the start of the exercise. The ExPlan includes the exercise objectives and scope, safety procedures, and logistical considerations such as an exercise schedule. The ExPlan does not contain detailed scenario information. 

· The Controller and Evaluator (C/E) Handbook supplements the ExPlan for operations-based exercises, containing more detailed information about the exercise scenario and describing exercise controllers' and evaluators' roles and responsibilities. Because the C/E Handbook contains information on the scenario and exercise administration, it is distributed only to those individuals specifically designated as controllers or evaluators. 

· The Master Scenario Events List (MSEL) is a chronological timeline of expected actions and scripted events (i.e., injects) to be inserted into operations-based exercise play by controllers in order to generate or prompt player activity. It ensures necessary events happen so that all exercise objectives are met. 

· A Player Handout is a 1-2 page document, usually handed out the morning of an exercise, which provide a quick reference for exercise players on safety procedures, logistical considerations, exercise schedule, and other key factors and information. 

· Exercise Evaluation Guides (EEGs) help evaluators collect and interpret relevant exercise observations. EEGs provide evaluators with information on what tasks they should expect to see accomplished during an exercise, space to record observations, and questions to address after the exercise as a first step in the analysis process. 

· An After Action Report/Improvement Plan (AAR/IP) is the final product of an exercise. The AAR/IP has two components: an AAR, which captures observations and recommendations based on the exercise objectives as associated with the capabilities and tasks; and an IP, which identifies specific corrective actions, assigns them to responsible parties, and establishes targets for their completion. The lead evaluator and the exercise planning team draft the AAR and submit it to conference participants prior to an After Action Conference (see below). The draft AAR is distributed to conference participants for review no more than 30 days after exercise conduct. The final AAR/IP is an outcome of the After Action Conference and should be disseminated to participants no more than 60 days after exercise conduct. 
4 Parts to HSEEP Compliance/Requirements:
 

	1. Training and Exercise Plan Workshop (T&EPW) 


· All HSEEP compliant entities conduct a T&EPW each calendar year in which they develop a Multi-year Training and Exercise Plan, which includes:
· The entities' training and exercise priorities (based on an overarching strategy and previous improvement plans).
· The capabilities from the TCL that the entity will train for and exercise against.
·  A multi-year training and exercise schedule which:
· Reflects the training activities which will take place prior to an exercise, allowing exercises to serve as a true validation of previous training.
· Reflects all exercises in which the entity participates.
· Employs a "building-block approach" in which training and exercise activities gradually escalate in complexity.
· A new or updated Multi-year Training and Exercise Plan must be finalized and implemented within 60 days of the T&EPW. 
· All scheduled exercises must be entered into the National Exercise Schedule (NEXS) System.
· The Multi-Year Training and Exercise Plan must be updated on an annual basis (or as necessary) to reflect schedule changes.
 

	2. Exercise Planning and Conduct


 

The type of exercise selected by the entity should be consistent with the entity's Multi-year Training and Exercise Plan.
 

Exercise objectives should be based on capabilities and their associated critical tasks, which are contained within the EEGs. For example, if an entity, based on its risk/vulnerability analysis, determines that it is prone to hurricanes, it may want to validate its evacuation capabilities. In order to validate this capability it would first refer to the "Citizen Protection: Evacuation and/or In-Place Protection" EEG. Tasks associated with this capability include: "make the decision to evacuate or shelter in place;" "identify and mobilize appropriate personnel;" and "activate approved traffic control plan." An entity may wish to create its own Simple, Measurable, Achievable, Realistic, and Task-oriented (S.M.A.R.T.) objectives based on its specific plans/procedures associated with these capabilities and tasks, such as: 
1) "Examine the ability of local response agencies to conduct mass evacuation procedures  in accordance with Standard Operating Procedures
2) Evaluate the ability of local response agencies to issue public notification of an evacuation order within the timeframe prescribed in local Standard Operating Procedures.
 

The scenarios used in exercises must be tailored toward validating the capabilities, and should be based on the entity's risk/vulnerability assessment.
 

3. After-Action Reporting 
AAR/IPs created for exercises must conform to the templates provided in HSEEP Volume III: Exercise Evaluation and Improvement Planning.
Following each exercise, a draft AAR/IP must be developed based on information gathered through use of Exercise Evaluation Guides (EEGs).
Following every exercise, an After-Action Conference (AAC) must be conducted, in which:
· Key personnel and the exercise planning team are presented with findings and recommendations from the draft AAR/IP.
· Corrective actions addressing a draft AAR/IP's recommendations are developed and assigned to responsible parties with due dates for completion.
A final AAR/IP with recommendations and corrective actions derived from discussion at the AAC must be completed within 60 days after the completion of each exercise.
 
4. Improvement Planning

· An improvement plan will include broad recommendations from the AAR/IP organized by target capability as defined in the Target Capabilities List (TCL). 
· Corrective actions derived from an AAC are associated with the recommendations and must be linked to a capability element as defined in the TCL.
· Corrective actions included in the improvement plan must be measurable.
· Corrective actions included in the improvement plan must designate a projected start date and completion date. 
· Corrective actions included in the improvement plan must be assigned to an organization and a point of contact (POC) within that organization.
· Corrective actions must be continually monitored and reviewed as part of an organizational Corrective Action Program.
Training

Training is done through the National Standard Exercise Curriculum, or NSEC. The goals of NSEC are to align DHS exercise courses, ensure consistency with National Incident Management System and the National Preparedness Goal, promote future course development, and allow for a clear path for advancement. There are 4 levels to the NSEC pyramid: Awareness, Intermediate, Advanced, and Professional, with appropriate training courses for advancement. Some courses are still being developed. 
Due to their similarity to this breakout session, parts of this summary have been adapted from https://hseep.dhs.gov/pages/1001_About.aspx and http://training.fema.gov/TEConf/doc/May%2014%20-%20Day%203/NSEC%20Final.ppt.
