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	PREPARING TO TRAIN


RATIONALE AND COURSE GOALS

Exercise Design is part of the Professional Development Series (PDS) of courses developed under the supervision of the Emergency Management Institute (EMI) with the assistance of State and local subject-matter experts.  The series includes seven 1- to 3-day courses in key management-skill areas designed to improve the professionalism of local emergency managers.  

Exercise Design is available in an independent study format on the EMI web site.   This Instructor Guide has been developed to enable local and regional training organizations who wish to present the course in a classroom setting to do so.

The goal of this course is to introduce students to the fundamentals of exercise design and prepare them to design and conduct a small functional exercise for their organization.

COURSE OBJECTIVES

At the end of this course, the students should be able to:

· Explain how a comprehensive exercise program is used to improve the four phases of emergency management.

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

· Define the purpose of the four exercise documents.

· Describe and apply the eight exercise design steps.

· Describe the purposes and characteristics of tabletop, functional, and full-scale exercises.

· Compare and contrast the design considerations for tabletop, functional, and full-scale exercises.

· Describe the tasks involved in a systematic exercise evaluation process.

· Describe the purpose, benefits, and potential sources of exercise enhancements.

· Design and implement a small functional exercise using the eight-step design process.

Target Audience

This course is intended for those who have an emergency management function in any phase of the emergency management cycle (i.e., mitigation, preparedness, response, or recovery).  The audience may include, but may not be limited to:

· Emergency managers.

· Planners.

· First responders.

· Representatives from volunteer agencies.

· Representatives from private sector organizations.

Course Strategy

Exercise Design uses a variety of instructional methods, including lecture, interactive question-and-answer, and discussion.  Visual media (video and slides) complement the training methods and support the learning.  The course includes individual and small-group activities that give students the opportunity to apply the course content in the context of their own professional situations.

Course Duration

This course is 2½ days in length.  The training day is scheduled for approximately 7 hours.

Instructor Qualifications

The Instructors for this course should be program specialists or other staff who have experience with designing and conducting emergency exercises.  Instructors should also have experience in training methodologies and working with adult learners.

Course Schedule

This course is intended to be delivered as a field course.  It is divided into 11 units, which are presented sequentially.  The suggested time schedule and a sample agenda are shown on the following page.

Course Schedule (Continued)

	Suggested Time schedule

	Units
Suggested Time
1.
Course Introduction
1 hour 15 minutes

2.
The Comprehensive Exercise Program
1 hour 15 minutes

3.
The Exercise Process
1 hour 5 minutes

4.
Exercise Design Steps
3 hours 10 minutes

5.
The Tabletop Exercise
1 hour

6.
The Functional Exercise
1 hour

7.
The Full-Scale Exercise
1 hour

8.
Exercise Evaluation
50 minutes

9.
Exercise Enhancements
45 minutes

10.
Designing a Functional Exercise
6 hours 50 minutes

11.
Course Summary and Final Exam
1 hour



Approximate Total Time:  19 hours, 10 minutes




	Day one

	8:00 a.m.
	Course Introduction 

	9:15 a.m.
	The Comprehensive Exercise Program 

	10:30 a.m.
	Break

	10:45 a.m.
	The Exercise Process

	11:50 a.m.
	Lunch

	12:50 p.m.
	Exercise Design Steps

	2:20 p.m.
	Break

	2:35 p.m.
	Exercise Design Steps (Continued)

	4:15 p.m.
	The Tabletop Exercise

	5:15 p.m.
	Adjourn


Course Schedule (Continued)

	Day two

	8:00 a.m.
	The Functional Exercise

	9:00 a.m.
	The Full-Scale Exercise

	10:00 a.m.
	Break

	10:15 a.m.
	Exercise Evaluation

	11:05 a.m.
	Exercise Enhancements

	11:50 a.m.
	Lunch

	12:50 p.m.
	Organizing the Class Exercise

	1:20 p.m.
	Designing a Class Exercise

	3:00 p.m.
	Break

	3:15 p.m. 
	Designing the Class Exercise (Continued)

	5:10 p.m.
	Adjourn


	Day three

	8:00 a.m.
	Designing a Class Exercise (Continued)

	8:25 a.m.
	Conducting the Class Exercise

	10:45 a.m.
	Break

	11:00 a.m.
	Course Summary and Final Exam

	12:00 p.m.
	Adjourn


Course Materials

There are four main resources for this course:

· This Instructor Guide (IG)

· The Independent Study (IS)

· The Exercise Design video

· The Exercise Design toolbox, on the web at http://training.fema.gov/EMIWeb/priv/g139.htm 

Each resource is described below.

Instructor Guide
Content.  The IG contains all of the information needed to prepare for and facilitate the course, including:

· Suggestions for course management.

· The training content.

· Copies of visuals.  (Small versions, for reference, are included in the training content.)

· Handout masters for selected activities.  (You will need to make copies of the handouts.  The IG indicates when to distribute them.)

· Instructions for conducting group activities and exercises.

Reference copies of exercise materials and job aids from the Independent Study are included in the IG.

Format.  Each unit begins with an overview which describes the unit objectives, the scope of the unit (topics to be presented), methodology, materials and equipment required for the unit, a time plan for presenting each topic, and any advance preparations that may be required.

Following this overview is the training content, which is presented in a two-column format.  The left column contains icons and instructional procedures.  The icons serve as visual cues to the Instructor and their meanings are presented on the next page.  The right-hand column contains copies of visuals and, below each visual, the accompanying training content to be presented.  The suggested content should be presented in your own words, not read from the Instructor Guide.

Instructor Guide (Continued)

Where discussion questions are used, they are printed in bold type and enclosed in a box.
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	Icon
	Meaning
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	Present content.

	[image: image2.wmf]
	Conduct an activity.
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	Display a visual.  Note that a small version of the visual appears in the training content column for easy reference.
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	Play a segment of the Exercise Design videotape. 



	IS, p. __

[image: image5.wmf]

	Refer the students to the Independent Study.
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	Distribute a handout.
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	Summarize the unit content and transition to the next unit.




Independent Study
The IS is the students’ resource during the session.  It includes:

· All information presented in the course, using text and graphics.

· Additional, in-depth information on selected topics.

· Instructions for all exercises, with worksheets, checklists, or job aids as appropriate.

The IS organization parallels the IG.  Because the IS is designed for use by individual students, the conduct of the IS exercises differs from that of the exercises in this IG.  Review the exercises thoroughly to ensure your familiarity with their content and format.  Job aids are provided in Appendix A.

Exercise Design Video

For each Unit in the IG, except units 9 and 11, you will be instructed to play portions of the Exercise Design video. This video contains portions of the course content in a manner that is more immediate and more visual than a simple verbal presentation would be.  Following each video presentation, you will summarize key points as directed in the IG instructions.  

The beginning and end of each video segment is clearly defined by a title slide and an “End of Video Segment” slide.  When you finish showing a segment, simply stop the tape and turn off the equipment.  Do not rewind the tape.
Exercise Design TOOL BOX

A Tool Box is available for use with the IS and IG.  You can access the Tool Box at the bottom of the files for Exercise Design Independent Study IS-139 at http://training.fema.gov/EMIWeb/IS/is139lst.  This Tool Box contains materials that the students may want to review and use at a later time, including:

· Job Aids.  Copies of all of the job aids are provided in the SM appendix.


· Templates for creating the four design documents:  Exercise Plan, Control Plan, Evaluation Plan, and Player Handbook.


You may wish to print out copies of the templates and have them on display in the classroom for the students to review during breaks.

Preparing for the Course

General Preparation
This course has been designed to encourage student interaction.  You must be prepared to lead discussions, facilitate activities, answer questions, and interact effectively with the class.  Thorough preparation for this course is essential and will require that you:

· Review all materials thoroughly before the session.  Be sure that you are familiar with their contents and format.  (See “Course Materials” for descriptions of these materials.)

· Be prepared to answer questions about decision making and problem solving before, during, and after the course.

· Take the preparatory steps required to ensure that all of the students understand what will be expected of them during the course.  (See “Special Preparation” below.)

Special Preparation
Successful presentation of the course will require that you take steps to prepare, including:

· Determining who should participate in the course.

· Determining the date(s) and location of the course.

· Making initial contacts with prospective students (or their managers).  At this point, interested students should receive:

· A letter of invitation.

· A description of the training.

· The training objectives.

· The target dates for the course.

· Reviewing the course materials thoroughly to familiarize yourself with the content.

· Preparing the course agenda.

· Sending detailed course information to the students at least 3 weeks before the course, including:

· Training dates, times, and location.

· The training agenda.

· The list of registered students.

· A list of required materials.

Optional group study approach
The Instructor may choose to assign sections of text for the students to read and then stop for discussion instead of delivering overhead-guided presentations on the material.  The overheads, Instructor Guide, activities, Job Aids, case studies, and other materials have been provided to give both students and instructors the most vivid and enriching experience possible with the content.  However, the Independent Study was written to be read by individuals.  For group study, therefore, an optional approach may be for the Instructor to do the following with each topic: 

1. Give a brief explanation of the general information and mention any special concepts for the students to focus on.

2. Give the students time to read the written text and do the activities.

3. Answer questions and emphasize key points, adding explanations and anecdotes as needed.

Materials Required

You will need the following materials and equipment to conduct this course:

Materials

· The Instructor Guide (one for each instructor)

· The Independent Study (one for each student)

· The Exercise Design video

· The Exercise Design toolbox, available at http://training.fema.gov/EMIWeb/priv/g139.htm 

· One or more copies of four design templates and three exercise examples for display

· The PowerPoint disk containing the course visuals 

· Handouts

· OpScan Forms (one for each student) for taking the Final Exam

· Name tags (one per student and one per instructor)

· Tablets (one per student)

· Pencils (one per student)

Equipment

· A Computer with display unit 


· A VCR and monitor

Course Evaluation

The students will complete a final examination.
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	UNIT 1.  COURSE INTRODUCTION


TOTAL UNIT:  1 Hour 15 Minutes

	
	

	objectives
	At the end of this unit, the students should be able to:

· Review the main topics that will be covered in this course.

· Relate the topics to their own job and community.

· Identify personal learning goals for this course.



	
	

	scope


	Introductions; the case for exercising; course preview; why exercise; activity:  needs assessment; unit summary and transition.



	
	

	methodology


	After the course welcome and Instructor and student introductions, the Instructor will play a video segment to emphasize the importance of conducting emergency exercises. 

Next, the Instructor will give an overview of the course purpose, objectives, content, agenda, and materials. 

The Instructor will then discuss reasons for exercising.  This presentation will include information on past incidents demonstrating the benefits of having exercised emergency plans before the incidents occurred.  Finally, the students will take part in a small group discussion activity in which they assess exercise needs for their jurisdiction or organization.




	
	

	materials AND EQUIPMENT required


	The materials and equipment required for this unit include:

· The Exercise Design video.

· A VCR and monitor.

· Visuals 1-1 through 1-15.

· A computer display unit.

· The Instructor Guide.

· The Independent Study (one per student).

· Handout 1-1, Course Agenda.

· A sign-in sheet.

· Name tents, pencils, and note paper for the students.



	
	

	time plan
	The suggested time plan for this unit is shown below.

Topic
Time

Introductions
15 minutes

The Case for Exercising
10 minutes

Course Preview
10 minutes

Why Exercise?
15 minutes

Activity:  Needs Assessment
15 minutes

Unit Summary and Transition
10 minutes


TOTAL TIME
1 hour 15 minutes



	
	

	PREPARATION


	Review Handout 1-1, Course Agenda.  Revise it as necessary for your training situation, and make copies for all students.

Prepare the training room.  Check projection equipment, and place student materials (Independent Study, name tent, pencil, note paper) at each place.




	INTRODUCTION 

	
	

	TOTAL TOPIC:

15 minutes
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Exercise Design

Exercise Design

FEMA Professional Development Series




	
	Welcome the students to Exercise Design.  Ask each Instructor to introduce him- or herself by announcing his or her:


· Name and current position. 

· Experience with emergency exercise design and implementation.

· Role in the training.


	
	Then, ask the students to introduce themselves, including their:

· Name.

· Organization and position.

· Past experience with emergency exercises.




	the case for exercising

	TOTAL TOPIC:

10 minutes


	

	
	Emergencies happen.  They can be limited in scope or reach disaster proportions, sweeping through an entire community.  Being prepared to respond to and recover from emergencies is everyone’s challenge.  

Whether your organization is a government agency tasked with a particular response role, a volunteer agency that responds to the community’s need, or a private sector entity that may be faced with an emergency situation, you have an important role in that preparation. 

As an outcome of your organization’s emergency planning process, plans should be in place that specify:

· How you prepare for emergencies. 

· How you will respond if an emergency occurs.

· How you will mitigate the potential effects of emergencies.

· How you will recover.  

Practice is an important aspect of the preparation process, and exercises provide that practice.
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Exercise Design

Exercise

n

Requires participants to function in the same 

capacity as they would in a real event

n

Promotes preparedness

n

Tests policies and plans

n

Trains personnel

A focused practice activity

using a simulated situation

A focused practice activity

using a simulated situation




	
	An exercise is a focused practice activity that places the participants in a simulated situation requiring them to function in the capacity that would be expected of them in a real event.  Its purpose is to promote preparedness by testing policies and plans and training personnel.


	the case for exercising (Continued)
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Play Video Segment 1

(approx. 3 minutes)


	Play Segment 1 of the Exercise Design videotape on the rationale for exercises.  Stop at the “End of Video Segment” message.  Do not rewind the tape. 



	[image: image13.wmf]
Summarize


	Experience and data show that exercises are a practical, efficient, and cost-effective way for organizations in the government, nonprofit, and private sectors to prepare for emergency response and recovery.  




	course preview

	TOTAL TOPIC:

10 minutes


	

	
	This section covers:

· Course purpose and objectives.

· Course content.

· Course agenda.

· Course materials.



	
	Course purpose and objectives

	[image: image14.wmf]
Describe the course purpose and objectives


	This course is based on one important premise:  Emergency exercises are worth the effort.  Exercises identify areas that are proficient and those that need improvement.  Their findings can be used to revise operational plans and provide a basis for training to improve proficiency in executing those plans.  

This course is designed to introduce you to the fundamentals of exercise design and to prepare you to design and conduct a small functional exercise for your organization.




	
	Course purpose and objectives (Continued)
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Exercise Design

Unit Objectives

n

Explain how a comprehensive exercise

program is used to improve the four phases

of emergency management.

n

Identify the five major accomplishments in

designing and implementing an exercise.

n

Define the purpose of the four exercise

documents.




	
	At the conclusion of this course, the students should be able to:

· Explain how a comprehensive exercise program is used to improve the four phases of emergency management.

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

· Define the purpose of the four exercise documents.




	
	Course purpose and objectives (Continued)
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Exercise Design

Course Objectives

n

Describe and apply the eight exercise design

steps.

n

Explain the purposes and characteristics of

tabletop, functional, and full-scale exercises.

n

Compare and contrast the design

considerations for tabletop, functional, and

full-scale exercises.




	
	· Describe and apply the eight exercise design steps.

· Explain the purposes and characteristics of tabletop, functional, and full-scale exercises.

· Compare and contrast the design considerations for tabletop, functional, and full-scale exercises.




	
	Course purpose and objectives (Continued)
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Exercise Design

Course Objectives

n

Identify the tasks involved in a systematic

exercise evaluation process.

n

Describe the purpose, benefits, and potential

sources of exercise enhancements.

n

Design and implement a small functional

exercise using the eight-step design process.




	
	· Identify the tasks involved in a systematic exercise evaluation process.

· Describe the purpose, benefits, and potential sources of exercise enhancements.

· Design and implement a small functional exercise using the eight-step design process.



	
	course content
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Exercise Design

Course Content

n

Unit 1:  Course Introduction

n

Unit 2:  The Comprehensive Exercise Program

n

Unit 3:  The Exercise Process

n

Unit 4:  Exercise Design Steps

n

Unit 5:  The Tabletop Exercise

n

Unit 6:  The Functional Exercise

n

Unit 7:  The Full-Scale Exercise




	[image: image23.wmf]
Preview the content and organization of the course


	Exercise Design contains eleven units:

· Unit 1, Course Introduction, provides an overview of the course, and an introduction to exercise design, explores the benefits organizations derive from exercising, and leads you through a preliminary needs assessment.

· Unit 2, The Comprehensive Exercise Program, provides an overview of five main types of exercise activities that make up a comprehensive exercise program.

· Unit 3, The Exercise Process, presents an overview of the process used to plan and implement a single exercise within a comprehensive program.  It also introduces four key design documents. 

· Unit 4, Exercise Design Steps, takes you through an eight-step process for designing an exercise and provides a variety of job aids to use in applying that process.  

· Unit 5, The Tabletop Exercise, takes a closer look at the tabletop exercise, including key characteristics, best uses, guidelines for facilitation, and special design considerations.

· Unit 6, The Functional Exercise, examines the functional exercise in a similar fashion.

· Unit 7, The Full-Scale Exercise, takes a similar look at full-scale exercises and how they differ from the other types of exercises.



	
	course content (Continued)
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Exercise Design

Course Content

n

Unit 8:   Exercise Evaluation

n

Unit 9:   Exercise Enhancements

n

Unit 10:  Designing a Functional Exercise

n

Unit 11:  Course Summary




	
	· Unit 8, Exercise Evaluation, briefly discusses key aspects of evaluation methodology and the evaluation tasks that must take place before, during, and after an exercise.

· Unit 9, Exercise Enhancements, presents ideas for enhancing an exercise through visuals, equipment, props, and people.

· Unit 10, Designing a Functional Exercise, walks you through applying the eight design steps(using the provided job aids(in developing a simple functional exercise. 


· Unit 11, Course Summary, summarizes key concepts from the entire course.
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Distribute the course agenda

	Course Agenda

Review the course agenda with the class.


	
	course materials
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Describe the Independent Study


	Describe the Independent Study that will be used during the course.  Ask the students to follow along in their manuals as you describe its contents.

The Independent Study contains:

· All of the information that is presented in the course.

· Unit exercises.

· Job aids for use during and after the course.

Encourage the students to take notes in the Independent Study so that it will be more useful to them after class.



	
	Describe the compact disc that accompanies the Independent Study.

The Exercise Design Tool Box contains materials that the students may find useful at a later time, when designing an exercise.  These materials include:

· Job aids.  Copies of all of the job aids are provided in the Independent Study.


· Templates for creating the four design documents:  Exercise Plan, Control Plan, Evaluation Plan, and Player Handbook.


Point out that copies of the templates and examples will be on display in the classroom and available for the students to review during breaks.  Explain that when the class is over, the students can access the Tool Box at http://training.fema.gov/EMIWeb/IS/is139lst.asp 




	why exercise?

	TOTAL TOPIC:

15 minutes


	

	
	This section covers:

· Lessons learned.

· Reasons to exercise.

· Regulatory requirements.

· Functions.



	
	Lessons Learned

	[image: image28.wmf]
Discuss benefits shown  by past exercises


	There are many reasons that organizations conduct exercises. Exercises are conducted to evaluate an organization’s capability to execute one or more portions of its response plan or contingency plan.  Many successful responses to emergencies over the years have demonstrated that exercising pays huge dividends when a crisis occurs.



	
	Sioux City, 1989

The 1989 plane crash in Sioux City, Iowa, provided a clear demonstration of the value of exercises.  In July of that year, United Airlines Flight 232 crashed in flames after attempting an emergency landing.  Although 109 lives were lost in this terrible disaster, 186 passengers survived. 



	[image: image29.wmf]
	What made it possible to save so many lives?

	
	Allow the students time to respond before continuing.




	
	Lessons Learned (Continued)
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Discuss UAL 232 as an example 


	The number of survivors was due mainly to three factors:

· Response of the flight crew before the crash

· Trained rescue units waiting on the ground

· Centralized communications among all response agencies

These factors were present because of training, and the high level of training was no coincidence.  

· Planning.  Years before the crash, a Disaster Services Center was established.  Representatives from 40 local agencies met regularly to review emergency procedures and plan realistic exercises.


	
	· Full-scale exercise.  Two years before the crash, the community conducted a full-scale exercise based on a large plane crash.  

· Problems addressed.  This simulation revealed several problems, including confusion in communications and inadequate numbers of ambulances and other equipment at the scene.  An after-exercise plan was developed to address these problems.

The day after the crash of UAL 232, the Assistant Fire Chief said, “We made mistakes [in the simulation].  The mistakes we made then did not materialize yesterday.”




	
	Lessons Learned (Continued)

	[image: image33.wmf]
Discuss other examples from past emergencies


	Other Emergencies

Other emergencies and disasters before and since the 1989 crash have also demonstrated the importance of exercising.

· Loma Prieta earthquake.  In 1989, FEMA coordinated a full-scale response exercise in Sacramento, California(just two months before the Loma Prieta earthquake struck northern California.  The exercise was credited with improving the response to that disaster by both California and the Federal government.
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	· Oklahoma City bombing.  The After Action Report following the 1995 bombing of the Alfred P. Murrah Federal Building in Oklahoma City made the following recommendations with regard to problems that were identified in integrating the response efforts of multiple agencies:

“Planning, training, and exercising are the only feasible recommenda​tions.  If an integrated emergency management system is to be utilized and effective in future disasters, all levels of government must be on the same page of the book.  Effective coordination cannot be achieved during the chaos following any disaster.  Relationships must be established, plans written and tested, and procedures agreed upon.  Regardless of what our particular role is, our mission is the same… ‘to provide effective response and recovery through coordinated logistics, communications, and information support systems.’”




	
	Lessons Learned (Continued)

	
[image: image36.wmf]Visual

1-10



	[image: image37.wmf]1

-

10

Exercise Design

Why Exercise

n

2000 Denver building collapse scenario 

preceded 2001 World Trade Center collapse.




	
	· Denver building collapse scenario.  In 2000, Urban Search and Rescue (US&R) Task Forces participated in two major exercises.  One was an earthquake-based scenario staged at Ames/Moffett Airfield in California.  The other took advantage of the planned demolition of a sports arena in Denver, Colorado, by running a building collapse scenario.  Of the latter exercise, a Denver Fire Department captain said, “We’re preparing for the event we hope never happens.”  

Ironically, that was exactly the case.  In 2001, some of the same US&R Task Forces that participated in these exercises were sent to New York City to search for victims after the terrorist attack that resulted in the collapse of the World Trade Center towers.



	
	Many communities across the nation have had similar experiences that show the value of previous exercise training.  Research has shown that people generally respond to an emergency in the way that they have trained.  It only makes sense for government, volunteer, and private organizations to exercise their plans and procedures so that they are better prepared to respond to and recover from an emergency.
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	Can anyone describe a similar experience—where lessons learned from an exercise contributed to effective response in an actual emergency? 

	
	


	
	Reasons to Exercise

	
[image: image39.wmf]Visual

1-11


	[image: image40.wmf]1

-

11

Exercise Design

Benefits of Exercising

n

Provides individual training

n

Leads to system improvement

What are some specific reasons 

to conduct exercises?




	[image: image41.wmf]
Discuss the primary reasons for exercising

	There are two main benefits of an exercise program:

· Individual training:  Exercising enables people to practice their roles and get better at them.

· System improvement:  Exercising improves the organization’s system for managing emergencies.

· These benefits arise not just from exercising, but from evaluating the exercise and acting upon the recommendations.  An exercise has value only when it leads to improvement.
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	What are some of the specific reasons we plan and conduct exercises?


	
	Reasons to Exercise (Continued)

	[image: image43.png]



Record the students’ responses on chart paper


	Some of the key reasons for exercising are listed below.  The students may identify others as well.

Through exercising, organizations can:

· Test and evaluate plans, policies, and procedures.

· Reveal planning weaknesses.

· Reveal gaps in resources.

· Improve organizational coordination and communications.

· Clarify roles and responsibilities.

· Train personnel in roles and responsibilities.

· Improve individual performance.

· Gain program recognition and support of officials.

· Satisfy regulatory requirements.



	
	The focus of an exercise should always be on locating and eliminating problems before an actual emergency occurs.  Corrective actions are an important part of exercise design, evaluation, and followup.



	
	Regulatory Requirements

	[image: image44.wmf]
Discuss regulatory requirements that mandate exercising


	Because the human and monetary costs of emergencies and disasters are so high, governments, agencies, and many corporate entities and other governing bodies have mandated preparedness training.
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	What regulatory requirements apply to your organization with regard to conducting exercises?

	
	Allow the students time to respond.  Then use Visual 1-12 to reinforce the discussion and add key points as needed.




	
	Regulatory Requirements (Continued)
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	If not mentioned by the students, add these examples of regulatory requirements:

· Federal Emergency Management Agency (FEMA) and other Federal agencies:  State and local governments receiving Federal funds may have to comply with certain exercise requirements.  FEMA’s requirements change periodically, but the program is normally structured around a four-year cycle. 

· Nuclear Regulatory Commission (NRC):  Nuclear Power Plant facilities must exercise their plan yearly, conducting a full-scale exercise every two years.  This exercise is evaluated by the NRC.

· Superfund Amendment Reauthorization Act of 1986 (SARA) Title III:  Agencies or facilities which fall under the coverage of SARA Title III (e.g., Local Emergency Planning Committees; facilities where chemicals are produced, used, or stored) must conduct a yearly exercise and evaluate their hazardous materials response and recovery plan.

· Public facilities:  Airports, hospitals, and other health care facilities must conduct a full-scale exercise once every two years to maintain their certification/license to operate.

· Occupational Safety and Health Administration (OSHA):  Many employers are required by OSHA to develop an emergency action plan.  OSHA recommends that such plans be exercised at least annually.




	
	Functions
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Review the concept of exercising all-hazard functions


	In planning exercises, the emphasis is on functions rather than on types of emergencies, because preparedness in those functions is common to all emergencies.  Functions are actions or operations required in emergency response or recovery.

FEMA defines the following 13 functions in its Emergency Management Exercises Reporting System:

· Alert Notification (Emergency Response)

· Warning (Public)

· Communications

· Coordination and Control

· Emergency Public Information

· Damage Assessment


	
	Functions (Continued)
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	· Health and Medical

· Individual/Family Assistance

· Public Safety

· Public Works/Engineering

· Transportation

· Resource Management

· Continuity of Government

	
	Point out that some private and volunteer organizations exercise a somewhat different or more limited set of functions—such as subfunctions related to the functions listed on the previous page.  The following are examples:

· Management and distribution of donations

· Logistics of providing needed resources

· Temporary conversion of a manufacturing process to provide emergency supplies

· How to coordinate with other organizations to provide mass care

· How your employees respond to an internal emergency




	
	Functions (Continued)

	
	The key point is that each organization should identify the applicable functions and emphasize testing the operational procedures within those functions(regardless of the type of emergency.
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Introduce video

(optional)

(about 3 minutes)
	Tell the students that the class will view the Exercise Design video for Unit 1, “Why Exercises are Important.”


	Activity:  Needs Assessment

	TOTAL TOPIC:

15 minutes


	

	[image: image54.wmf]
Conduct the activity 

[image: image55.wmf]
IS, p. 1.9
	Conduct the following activity:

1. Arrange the students in small groups, by jurisdiction or organization, if possible.  If small-group organization is not possible, have them complete the activity individually.


2. Ask the students to turn to page 1.9 in the Independent Study.  Explain that this job aid will help them assess their organization’s exercise needs and determine where they may wish to focus their organization’s exercise design efforts.  


3. Point out this will be a cursory needs assessment that will serve as a basis for exercise design activities during the workshop.  In planning an exercise program for their organization or jurisdiction, they will need to make use of a full range of planning documents, demographic or corporate data, maps, training records, and other resources.


4. Tell the students they will have approximately 15 minutes to complete this activity. 




Activity:  Needs Assessment

	1.
Hazards

List the various hazards in your community or organization.  What risks are you most likely to face?  You can use the following checklist as a starting point.  Note:  If your community has already conducted a hazard analysis, that is the best resource.




	(
	Airplane crash
	(
	Sustained power failure

	(
	Dam failure
	(
	Terrorism

	(
	Drought
	(
	Tornado

	(
	Epidemic (biological attack)
	(
	Train derailment

	(
	Earthquake
	(
	Tsunami

	(
	Fire/Firestorm
	(
	Volcanic eruption

	(
	Flood
	(
	Wildfire

	(
	Hazardous material spill/release
	(
	Winter storm

	(
	Hostage/Shooting 
	(
	Workplace violence

	(
	Hurricane
	(
	Other ______________________

	(
	Landslide/Mudslide
	(
	Other ______________________

	(
	Mass fatality incident
	(
	Other ______________________

	(
	Radiological release
	(
	Other ______________________

	

	2.
Secondary Hazards
What secondary effects from those hazards are likely to impact your organization?



	(
	Communication system breakdown

	(
	Power outages

	(
	Transportation blockages

	(
	Business interruptions

	(
	Mass evacuations/displaced population

	(
	Overwhelmed medical/mortuary services

	(
	Other ________________________ 

	(
	Other ________________________ 

	(
	Other ________________________ 

	(
	Other ________________________ 

	(
	Other ________________________ 


Activity:  Needs Assessment (Continued)

	3.
Hazard Priority

What are the highest priority hazards?  Consider such factors as:

· Frequency of occurrence.

· Relative likelihood of occurrence.

· Magnitude and intensity.

· Location (affecting critical areas or infrastructure).

· Spatial extent.

· Speed of onset and the availability of warning.

· Potential severity of consequences to people, critical facilities, community functions, and property.

· Potential cascading events (e.g., damage to chemical processing plant, dam failure).



	#1 Priority hazard:

#2 Priority hazard:

#3 Priority hazard:




Activity:  Needs Assessment (Continued)

	4.
Area

What geographic area(s) or facility location(s) is(are) most vulnerable to the high priority hazards?



	5.
Plans and Procedures
What plans and procedures(emergency response plan, contingency plan, operational plan, standard operating procedures (SOPs)( will guide your organization’s response to an emergency?



	6.
Functions
What emergency management functions are most in need of rehearsal?  (e.g., What functions have not been exercised recently?  Where have difficulties occurred in the past?) You can use the following checklist as a starting point.



	(
	Alert Notification (Emergency Response)
	(
	Public Safety

	(
	Warning (Public)
	(
	Public Works/Engineering

	(
	Communications
	(
	Transportation

	(
	Coordination and Control
	(
	Resource Management

	(
	Emergency Public Information (EPI)
	(
	Continuity of Government or Operations

	(
	Damage Assessment
	(
	Other ___________________________

	(
	Health and Medical
	(
	Other ___________________________

	(
	Individual/Family Assistance
	(
	Other ___________________________


Activity:  Needs Assessment (Continued)

	7.
Participants
Who (agencies, departments, operational units, personnel) needs to participate in an exercise?  For example:

· Have any entities updated their plans and procedures? 

· Have any changed policies or staff?  

· Who is designated for emergency management responsibility in your plans and procedures? 

· With whom does your organization need to coordinate in an emergency?  

· What do your regulatory requirements call for?

· What personnel can you reasonably expect to devote to developing an exercise?



	8.
Program Areas

Mark the status of your emergency program in these and other areas to identify those most in need of exercising.



	
	New
	Updated
	Exercised
	Used in Emergency
	N/A

	Emergency Plan
	
	
	
	
	

	Plan Annex(es)
	
	
	
	
	

	Standard Operating Procedures
	
	
	
	
	

	Resource List
	
	
	
	
	

	Maps, Displays
	
	
	
	
	

	Reporting Requirements
	
	
	
	
	

	Notification Procedures
	
	
	
	
	

	Mutual Aid Pacts
	
	
	
	
	

	Policy-Making Officials
	
	
	
	
	

	Coordinating Personnel
	
	
	
	
	

	Operations Staff
	
	
	
	
	

	Volunteer Organizations
	
	
	
	
	

	EOC/Command Center
	
	
	
	
	

	Communication Facility
	
	
	
	
	


Activity:  Needs Assessment (Continued)

	
	New
	Updated
	Exercised
	Used in Emergency
	N/A

	Warning Systems
	
	
	
	
	

	Utility Emergency Preparedness
	
	
	
	
	

	Industrial Emergency Preparedness
	
	
	
	
	

	Damage Assessment Techniques
	
	
	
	
	

	Other:
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


	9.
Past Exercises

If your organization has participated in exercises before, what did you learn from them, and what do the results indicate about future exercise needs?  For example, consider the following questions:

· 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?




	Unit Summary and Transition

	
	

	TOTAL TOPIC:

10 minutes
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IS, p. 1.15
	Allow the students 5 minutes to answer the questions in the Knowledge Check and compare their answers against the answer key on IS, p. 1.16.
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n

Previewed the course.

n

Considered benefits gained from exercising
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n
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Next:  The Comprehensive Exercise Program




	
	In Unit 1, the students previewed the course and considered the benefits gained from exercising and reasons to conduct exercises.  They also completed an exercise needs assessment for their organization or jurisdiction.  Unit 2 discusses the comprehensive exercise program.

Tell the students that they can get more information from the following web sites:

· FEMA Preparedness, Training, and Exercises, Exercise FAQs:  

www.fema.gov/pte/faq.htm.

· Environmental Protection Agency’s (EPA) Preparedness for Response Exercise Program:  

www.epa.gov/superfund/programs/er/training/prep/prepexer.htm.

· U.S. Department of Justice (DOJ), Office for Domestic Preparedness, Exercises:  

www.ojp.usdoj.gov/odp/exercises/state.htm.




	Unit Summary and Transition (Continued)

	
	· Oak Ridge Associated Universities (in conjunction with U.S. Department of Energy (DOE)), Emergency Management Laboratory, What Would You Do If It Happened to You?:  

www.orau.gov/eml/exercise.htm.

· Occupational Safety and Health Administration, Emergency Preparedness and Response: 

www.osha.gov/SLTC/smallbusiness/sec10.html.




	
	

	
	Unit 2:  The Comprehensive Exercise Program




	UNIT 2.  THE COMPREHENSIVE EXERCISE PROGRAM


TOTAL UNIT:  1 Hour 15 Minutes

	
	

	objectives
	At the end of this unit, the students should be able to:

· Identify the basic components of a comprehensive exercise program.

· Explain the importance of designing a comprehensive and progressive exercise program to meet the needs of your organization or community.



	
	

	scope


	Unit overview; progressive exercising; types of exercise activities; building an exercise program; activity:  develop a comprehensive program plan; unit summary and transition.



	
	

	methodology


	After introducing the unit objectives, the Instructor will describe progressive exercising—its purpose, the participants, and types of activities.  The Instructor will give an overview of five exercise activities, including orientation seminar, drill, tabletop exercise, functional exercise, and full-scale exercise, and compare their similarities and differences.

Next, the Instructor will preview key considerations in building a comprehensive program (to be discussed in greater depth in the next unit) and lead the students in examining a sample plan.  

Finally, the students will work individually or in small groups to draft an outline for a comprehensive exercise program based on the needs assessment developed in Unit 1. 



	
	

	materials AND EQUIPMENT required


	The materials and equipment required for this unit include:

· The Exercise Design video.

· A VCR and monitor.

· Visuals 2-1 through 2-16.

· A computer display unit.

· The Instructor Guide.

· The Independent Study (one per student).




	
	

	time plan
	The suggested time plan for this unit is shown below.

Topic
Time
Unit Overview
2 minutes

Progressive Exercising
10 minutes

Types of Exercise Activities
20 minutes

Building an Exercise Program
5 minutes

Activity:  Develop a Comprehensive Program Plan
30 minutes

Unit Summary and Transition
8 minutes


TOTAL TIME
1 hour 15 minutes



	
	

	PREPARATION


	In the section titled, “Types of Exercise Activities,” you will record activity characteristics in prepared charts.  You may wish to have the charts formatted in advance.  Prepare five charts (labeled Orientation, Drill, Tabletop, Functional, and Full-Scale) with headings along the left side, as shown below.



	[Orientation]

	Format
	

	Applications
	

	Leader(s)
	

	Participants
	

	Facilities
	

	Time
	


	UNIT OVERVIEW 

	TOTAL TOPIC:

2 minutes


	

	
	In any discussion of emergency preparedness, the emphasis is on a comprehensive exercise program:

· Made up of progressively complex exercises . . .

· each one building on the previous one . . .

· until the exercises are as close to reality as possible.  

In this unit, the students will examine five main types of exercise activities that make up a comprehensive exercise program.



	
[image: image59.wmf]Visual

2-1



	[image: image60.wmf]2-

1

Exercise Design

Unit Objectives

n

Identify the basic components of a

comprehensive exercise program.

n

Explain the importance of designing a

comprehensive exercise program to meet the

needs of your organization or community.
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Review the objectives


	After completing this unit, the students should be able to:

· Identify the basic components of a comprehensive exercise program.

· Explain the importance of designing a comprehensive exercise program to meet the needs of your organization or community.




	PROGRESSIVE EXERCISING

	TOTAL TOPIC:

10 minutes


	

	
	This topic includes:

· Characteristics of Progressive Exercising.


· Who Participates.


· Exercise Activities.



	
	characteristics of progressive exercising
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Discuss the attributes of a progressive program


	A progressive program has several important characteristics:

· Broad commitment of multiple entities.

· Careful planning to achieve identified goals.

· Increasingly complex exercises that build on one another until mastery is achieved.



	
	Take a closer look at each of these characteristics.




	
	characteristics of progressive exercising (Continued)

	
	Broad Commitment

The exercise program must involve the efforts and participation of various entities(whether departments, organizations, or agencies.  Through the involvement of multiple entities, the program allows the involved organizations to test, not only their implementation of emergency management procedures, but their coordination with each other in the process.

A community program must consider every type of responding agency and organization in the community.
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	Who should be involved in planning and participating in a community exercise program?

	[image: image66.png]



List responses on chart paper
	List the students’ ideas on chart paper before continuing the discussion.  Use the following content to fill in any gaps.


	
	Communities are composed of more than police, fire, and public works.  The following community entities have requirements to exercise as well:

· Hospitals

· Airports, chemical and nuclear facilities, and other regulated organizations

· Volunteer agencies and organizations in the private sector that contribute services, materials, and personnel to the response and recovery effort

· Work sites(public or private(that may be vulnerable to significant emergency events

A progressive exercise program, therefore, requires a commitment from various agencies and organizations to participate in increasingly challenging exercises over a period of time, in order to address the larger emergency management system rather than a single problem.
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	What about individual organizations that wish to plan emergency exercises—who should they involve?


	
	characteristics of progressive exercising (Continued)

	
	The same is true when a single organization engages in a progressive exercise program.  It must consider the role of each department and each function that will be involved in responding to and recovering from an emergency event, and it must secure the commitment of all of those elements to a sequence of progressive internal and external exercises that will build a coordinated, effective response.



	
	Careful Planning

Exercises require careful planning around clearly identified goals.  Only through identifying exercise goals, then designing, developing, conducting, and analyzing the results can those who are responsible for emergency operations be sure of what works—and what does not.



	
	Increasing Complexity

Exercises should be organized to increase in complexity(for example, from tabletop discussions to functional exercises to a full-scale exercise.  Each successive exercise:

· Builds on previous exercises.

· Uses more sophisticated simulation techniques.

· Requires more preparation time, personnel, and planning.  

Rushing into a full-scale exercise too quickly can open the door to potential failure because shortfalls have not been identified through less complicated and less expensive exercises.
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	In a progressive exercise program, how would success breed success?


	
	characteristics of progressive exercising (Continued)

	
	An important advantage of building incrementally to a full-scale exercise is that successful exercise experiences breed new successes:

· Officials and stakeholders are more willing to commit resources.

· Personnel are more motivated and look forward to the next exercise.

· Confidence increases.

· Operating skills improve.
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Introduce video

(optional)

(about 4 minutes)
	Tell the students that the class will view the Exercise Design video for Unit 2, “Exercise Program Building and Design Team.”


	
	who participates?
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	Look first at a community-wide exercise program.  For this type of program, the jurisdiction determines what agencies, organizations, and stakeholders participate in each exercise.  

Participants are further determined by:

· Size of the exercise.  Larger exercises would include all of the participants who would have responsibilities in a real emergency.  Smaller exercises, which focus on a limited aspect of the emergency plan, would limit the number of participants.


· Nature of the exercise.  On one end of the spectrum, a tabletop exercise might involve only key decision makers.  An exercise to test particular functions would limit its participants to those functions.  And a full-scale exercise might involve the entire community or the whole facility.



	
	Note:  Tailor the following discussion to any individual organizations (e.g., volunteer agencies, private sector companies) that are represented in the class.



	
	The same is true of exercises conducted by a particular organization.    For example, let’s look at the case of a beer or soft drink bottler that during disasters converts its production line over to bottling water for mass care.




	
	who participates? (Continued)
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	What kinds of procedures might this type of company want to test by means of exercises?

	[image: image74.png]



List the students’ ideas on chart paper
	Allow the students time to respond before continuing the discussion.  Then add to the list as needed from the examples given below.



	
	Exercises could be designed to test procedures for:

· Coordination with jurisdiction officials.

· Managerial decision making on when to convert, how much of the line to convert, and when to convert back.

· Internal notifications.

· Line personnel responsibilities.


· Temporary facility changes.

· Coordination with suppliers.

· Product distribution.

· Transitioning back to regular production.

· Documentation.

In either case(whether the exercises involve an entire community or a more limited population(the nature of the exercise somewhat determines the participants.

Some types of exercises have additional participant requirements.  For example, a functional exercise involves not only players but simulators, controllers, and evaluators.




	TYPES OF EXERCISE ACTIVITIES

	TOTAL TOPIC:

20 minutes
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Introduce the five types of exercise activities
	There are five main types of activities in a comprehensive exercise program:

· Orientation seminar

· Drill

· Tabletop exercise

· Functional exercise

· Full-scale exercise



	
	As we have discussed, these activities build from simple to complex, from narrow to broad, from least expensive to most costly to implement, from theoretical to realistic.  

When carefully planned to achieve specified objectives and goals, this progression of exercise activities provides an important element of an integrated emergency preparedness system.




	
	orientation seminars
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Briefly review the key characteristics 
	For the purpose of comparing the five types of exercises, highlight the key characteristics of each type of activity, beginning with the orientation seminar. 
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	As the name suggests, the orientation seminar is an overview or introduction.  Its purpose is to familiarize participants with roles, plans, procedures, or equipment.  It can also be used to resolve questions of coordination and assignment of responsibilities.



	[image: image81.wmf]

	What is the format of the orientation seminar (i.e., how is it conducted)?

For what purposes would an orientation be useful?

Who leads the orientation?

At what participants would an orientation be aimed?

What facilities are required?

How long is an orientation likely to be?  How long to prepare?
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List students’ ideas on the prepared chart
	

	
	List the students’ ideas on the prepared chart (see p. 2-2).  Use only key words so that you can fit all of the ideas on one chart.
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IS, p. 2.6
	Refer the students to the table, Orientation Seminar Characteristics, on page 2.6 of the Independent Study.  Use the table, which appears on the next page, to fill in any important concepts.  When finished, hang the chart in view.


	
	orientation seminars (Continued)

	Orientation Seminar Characteristics

	Format
	The orientation seminar is a very low-stress event, usually presented as an informal discussion in a group setting.  There is little or no simulation.  (For this reason, orientations do not qualify as FEMA-recognized exercises.)  A variety of seminar formats can be used, including:

· Lecture.

· Discussion.

· Slide or video presentation.

· Computer demonstration.

· Panel discussion.

· Guest lecturers.



	Applications
	The orientation seminar can be used for a wide variety of purposes.  The following are examples:

· Discussing a topic or problem in a group setting.

· Introducing something new (e.g., policies and plans).

· Explaining existing plans to new people (e.g., newly elected officials or executives need an explanation of the EOP and their role at the EOC; new employees need an orientation to operational plans as they relate to emergencies).

· Introducing a cycle of exercises or preparing participants for success in more complex exercises.

· Motivating people for participation in subsequent exercises.



	Leadership
	Orientations are led by a facilitator, who presents information and guides discussion.  The facilitator should have some leadership skills, but very little other training is required.



	Participants
	A seminar may be cross-functional(involving one or two participants for each function or service being discussed (e.g., management, policy, coordination, and operations staff).  Or, it may be geared to several people from a single agency or department.



	Facilities
	A conference room or any other fixed facility may be used, depending on the purposes of the orientation.



	Time
	Orientations should last a maximum of 1 to 2 hours.



	Preparation
	An orientation is quite simple to prepare (two weeks’ preparation time is usually sufficient) and conduct.  Participants need no previous training.




	
	orientation seminars (Continued)
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Present guidelines for conducting orientations


	Guidelines for conducting orientations include the following:

· Be creative.  Use various discussion and presentation methods.  Think of interesting classes you have attended in other subjects, and borrow the techniques of good teachers and presenters.  Examples include:

· Calling on people one by one to give ideas.

· Planning a panel discussion.

· Holding a brainstorming session.

· Presenting case studies for problem solving.

· Giving an illustrated lecture.

· Get organized and plan ahead.  Even though orientation seminars are less complex than other activities, it is no time to “wing it.”

· Be ready to facilitate a successful orientation seminar. 
 

· Discourage long tirades.

· Keep exchanges crisp and to the point.

· Focus on the subject at hand.

· Help everyone feel good about being there.



	
	drills
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Briefly review the key character​istics 


	A drill is a coordinated, supervised exercise activity normally used to test a single specific operation or function.  With a drill, there is no attempt to coordinate organizations or fully activate the EOC.  

The role of a drill in an exercise program is to practice and perfect one small part of the response plan and help prepare for more extensive exercises, in which several functions will be coordinated and tested. 
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	What is the format of a drill?

For what purposes would a drill be useful?

Who leads the drill?

Who would participate in a drill?

What facilities are required?

How long is a drill likely to take?  How long to prepare?
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List students’ ideas on the prepared chart 
	List the students’ ideas on the prepared chart (see p. 2-2).  Use only key words so that you can fit all of the ideas on one chart.
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IS, p. 2.8
	Refer the students to the table, Drill Characteristics, on page 2.8 of the Independent Study.  Use the table, which appears on the next page, to fill in any important concepts.  When finished, hang the chart in view.




	
	drills (Continued)

	Drill Characteristics

	Format
	A drill involves actual field or facility response for an EOC operation.  It should be as realistic as possible, employing any equipment or apparatus for the function being drilled.


	Applications
	Drills are used to test a specific operation.  They are also used to provide training and new equipment, to develop new policies or procedures, or to practice and maintain current skills.  Drills are a routine part of the daily job and organizational training in the field, in a facility, or at the EOC.  Some examples of drills run by different organizations are listed below:

· EOC:  Call down procedures

· Public works:  Locating and placing road barriers under time constraints

· Public health and safety:  Site assessment and sampling

· Red Cross:  Locating specific types of blood within a time constraint

· Military:  Activation and mobilization drill

· Airport:  Fire Department response to the furthest part of a runway within a given time

· Chemical plant:  Evacuation and isolation of spill area and valve system shutoff

· Private sector resource provider:  Warehouse readiness drill


	Leadership
	A drill can be led by a manager, supervisor, department head, or exercise designer.  Staff must have a good understanding of the single function being tested.


	Participants
	The number of participants depends on the function being tested.  Coordination, operations, and response personnel could be included.


	Facilities
	Drills can be conducted within a facility, in the field, or at the EOC or other operating center.


	Time
	½ to 2 hours is usually required.



	Preparation
	Drills are one of the easiest kinds of exercise activities to design.  Preparation may take about a month.  Participants usually need a short orientation beforehand.




	
	drills (Continued)
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Present guidelines for conducting a drill

	Guidelines for conducting a drill include:

· Prepare.  If operational procedures are to be tested, review them beforehand.  Review safety precautions.

· Set the stage.  It is always good to begin with a general briefing, which sets the scene and reviews the drill purpose and objectives.  Some designers like to set the scene using films, slides, or videotapes.

· Monitor the action.  After a drill has been started, it will usually continue under its own steam.  If you find that something you wanted to happen is not happening, however, you might want to insert a message to trigger that action.  (Messages will be discussed later on.)




	
	tabletop exercises
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Briefly review the key characteristics


	A tabletop exercise is a facilitated analysis of an emergency situation in an informal, stress-free environment.  It is designed to elicit constructive discussion as participants examine and resolve problems based on existing operational plans and identify where those plans need to be refined.  

There is minimal attempt at simulation.  The success of the exercise is largely determined by group participation in the identification of problem areas.
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	What is the format of a tabletop exercise?

For what purposes would a tabletop exercise be useful?

Who leads the tabletop exercise?

Who would participate in a tabletop exercise?

What facilities are required?

How long is a tabletop exercise likely to take?  How long to prepare?

	[image: image100.png]



List students’ ideas on the prepared chart
	

	
	List the students’ ideas on the prepared chart (see p. 2-2).  Use only key words so that you can fit all of the ideas on one chart.
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IS, p. 2.11
	Refer the students to the table, Tabletop Exercise Characteristics, on page 2.11 of the Independent Study.  Use the table, which appears on the next page, to fill in any important concepts.  When finished, hang the chart in view.


	
	tabletop exercises (Continued)

	Tabletop Exercise Characteristics

	Format
	The exercise begins with the reading of a short narrative, which sets the stage for the hypothetical emergency.  Then, the facilitator may stimulate discussion in two ways:  

· Problem statements:  Problem statements (describing major or detailed events)  may be addressed either to individual participants or to participating departments or agencies.  Recipients of problem statements then discuss the actions they might take in response.

· Simulated messages:  These messages are more specific than problem statements.  Again, the recipients discuss their responses.

In either case, the discussion generated by the problem focuses on roles (how the participants would respond in a real emergency), plans, coordination, the effect of decisions on other organizations, and similar concerns.  Often maps, charts, and packets of materials are used to add to the realism of the exercise.


	Applications
	Tabletop exercises have several important applications.  They:

· Lend themselves to low-stress discussion of coordination and policy. 

· Provide a good environment for problem solving.  

· Provide an opportunity for key agencies and stakeholders to become acquainted with one another, their interrelated roles, and their respective responsibilities.

· Provide good preparation for a functional exercise.



	Leadership
	A facilitator leads the tabletop discussion.  This person decides who gets a message or problem statement, calls on others to participate, asks questions, and guides the participants toward sound decisions.



	Participants
	The objectives of the exercise dictate who should participate.  The exercise can involve many people and many organizations(essentially anyone who can learn from or contribute to the planned discussion items.  This may include all entities that have a policy, planning, or response role.



	Facilities
	A tabletop exercise requires a large conference room where participants can surround a table.  



	Time
	A tabletop exercise usually lasts from 1 to 4 hours but can be longer.  Discussion times are open-ended, and participants are encouraged to take their time in arriving at in-depth decisions(without time pressure.   When the time is up, the activity is concluded.  Although the facilitator maintains an awareness of time allocation for each area of discussion, the group does not have to complete every item for the exercise to be a success.



	Preparation
	It typically takes about a month to prepare for a tabletop exercise.  Preparation also usually requires at least one orientation and sometimes one or more drills.




	
	functional exercises
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Briefly review the key characteristics


	A functional exercise is a fully simulated interactive exercise that tests the capability of an organization to respond to a simulated event.  The exercise tests multiple functions of the organization’s operational plan.  It is a coordinated response to a situation in a time-pressured, realistic simulation.
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	What is the format of a functional exercise?

For what purposes would a functional exercise be useful?

Who leads the functional exercise?

Who would participate in a functional exercise?

What facilities are required?

How long is a functional exercise likely to take?  How long to prepare?
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List students’ ideas on the prepared chart
	List the students’ ideas on the prepared chart (see p. 2-2).  Use only key words so that you can fit all of the ideas on one chart.
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IS, pp. 2.13 and 2.14
	Refer the students to the table, Functional Exercise Characteristics, on pages 2.13 and 2.14 of the Independent Study.  Use the table, which appears on the next page, to fill in any important concepts.  When finished, hang the chart in view.




	
	functional exercises (Continued)

	Functional Exercise Characteristics

	Format
	An interactive exercise—similar to a full-scale exercise without the equipment.  It simulates an incident in the most realistic manner possible short of moving resources to an actual site.  A functional exercise is:

Geared for policy, coordination, and operations personnel(the “players” in the exercise—who practice responding in a realistic way to carefully planned and sequenced messages given to them by “simulators.”  The messages reflect ongoing events and problems that might actually occur in a real emergency.

A stressful exercise because players respond in real time, with on-the-spot decisions and actions.  All of the participants’ decisions and actions generate real responses and consequences from other players.  

Complex—Messages must be carefully scripted to cause participants to make decisions and act on them. This complexity makes the functional exercise difficult to design.



	Applications
	Functional exercises make it possible to test several functions and exercise several agencies or departments without incurring the cost of a full-scale exercise.  A functional exercise is always a prerequisite to a full-scale exercise.  

In some instances, taking part in a functional exercise may serve as a full-scale exercise for a participating organization (e.g., a hospital may conduct its own full-scale exercise as part of a community-based functional exercise).



	Leadership and Participants
	Functional exercises are complex in their organization of leadership and the assignment of roles.  The following general roles are used:

· Controller:  Manages and directs the exercise.

· Players:  Participants who respond as they would in a real emergency.  Players should include policy makers; may include coordinators and operational personnel directing field activities.

· Simulators:  Assume external roles and deliver planned messages to the players.

· Evaluators:  Observers who assess performance.



	Facilities
	Usually conducted in the EOC or other operating center.  Ideally, people gather where they would actually operate in an emergency.  Players and simulators are often seated in separate areas or rooms.  Realism is achieved by the use of telephones, radios, televisions, and maps.



	Time
	Requires from 3 to 8 hours; can run a full day or even longer.



	Preparation
	Plan on 6 to 18 months or more to prepare for a functional exercise, for several reasons:  

· Staff members need considerable experience with the functions being tested. 

· The exercise should be preceded by lower-level exercises, as needed.

· The controller, evaluators, and simulators require training.

· The exercise may require a significant allocation of resources and a major commitment from organizational leaders.


	
	full-scale exercises
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Briefly review the key characteristics


	A full-scale exercise simulates a real event as closely as possible.  It is an exercise designed to evaluate the operational capability of emergency management systems in a highly stressful environment that simulates actual response conditions.  

To accomplish this realism, it requires the mobilization and actual movement of emergency personnel, equipment, and resources.  

Ideally, the full-scale exercise should test and evaluate most functions of the emergency management plan or operational plan.
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	What is the format of a full-scale exercise?

For what purposes would a full-scale exercise be useful?

Who leads the full-scale exercise?

Who would participate in a full-scale exercise?

What facilities are required?

How long is a full-scale exercise likely to take?  How long to prepare?
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List students’ ideas on the prepared chart
	

	
	List the students’ ideas on the prepared chart (see p. 2-2).  Use only key words so that you can fit all of the ideas on one chart.



	[image: image113.wmf]
IS, p. 2.16
	Refer the students to the table, Full-Scale Exercise Characteristics, on page 2.16 of the Independent Study.  Use the table, which appears on the next page, to fill in any important concepts.  When finished, hang the chart in view.


	
	full-scale exercises (Continued)

	Full-Scale Exercise Characteristics

	Format
	Begins with a description of the event, communicated to responders in the same manner as would occur in a real event.  Field personnel proceed to assigned locations, where they see a “visual narrative” in the form of a mock emergency.  From then on, actions taken at the scene serve as input to the simulation taking place at the EOC or operating center.

A full-scale exercise differs from a drill in that it coordinates the actions of several entities, tests several emergency functions, and activates the EOC or other operating center.  Realism is achieved through:

· On-scene actions and decisions.

· Simulated “victims.”

· Search and rescue requirements.

· Communication devices.

· Equipment deployment.

· Actual resource and personnel allocation.



	Applications
	Full-scale exercises are the ultimate in the testing of functions(the “trial by fire.”  Because they are expensive and time consuming, it is important that they be reserved for the highest priority hazards and functions.



	Leadership and Participants
	One or more controllers manage the exercise, and evaluators are required.  All levels of personnel take part in a full-scale exercise:

· Policy personnel

· Coordination personnel

· Operations personnel

· Field personnel



	Facilities
	The event unfolds in a realistic setting (e.g., a plane crash at an airport, a terrorist attack at a public venue).  The EOC or other operating center is activated, and field command posts may be established.



	Time
	A full-scale exercise may be designed to be as short as 2 to 4 hours, or to last as long as 1 or more days.



	Preparation
	Preparation for a full-scale exercise requires an extensive investment of time, effort, and resources—1 to 1½ years to develop a complete exercise package.  This timeframe includes multiple drills and preparatory tabletop and functional exercises.   In addition, personnel and equipment from participating agencies must be committed for a prolonged period of time.




	
	comparing the five activities

	[image: image114.wmf]
Conduct a group discussion on reasons to conduct each type of exercise


	Direct the students’ attention to the five charts displayed on the wall.  Point out that each of the five activities plays an important part in the overall exercise program.

Using the following table as a reference, ask the class a series of questions about reasons to conduct each type of exercise activity.  The following are examples:
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	What kind of activity would be best for introducing new procedures?

What type of exercise would you use to measure resource adequacy?

What are some reasons to conduct a tabletop exercise?
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IS, p. 2.17
	Allow the students time to answer.  Then, refer them to the table, Reasons to Conduct Exercise Program Activities, on page 2.17 of the Independent Study.




	
	comparing the five activities (Continued)

	Reasons to Conduct Exercise Program Activities

	Orientation
	Drill
	Tabletop 
Exercise
	Functional Exercise
	Full-Scale 
Exercise

	· No previous exercise

· No recent operations

· New plan

· New proce-dures

· New staff, leadership

· New nuclear facility

· New industrial risk
	· Assess equipment capabilities

· Test response time

· Personnel training

· Assess interagency cooperation

· Verify resource and staffing capabilities
	· Practice group problem solving

· Promote executive familiarity with EM plan

· Assess plan coverage for specific case study or risk area

· Examine staffing contingencies

· Test group message interpretation

· Assess interagency or interdepart-mental coordination

· Observe information sharing

· Train personnel in negotiation
	· Evaluate a function

· Observe physical facilities use

· Reinforce established policies and procedures

· Assess hospital preparedness

· Test seldom-used resources

· Measure resource adequacy

· Assess/ strengthen jurisdiction/ organization relationships
	· Assess/ improve Information analysis or interagency cooperation

· Support policy formulation

· Assess negotiation procedures

· Test resource and personnel allocation

· Direct media attention

· Assess/ strengthen jurisdiction/ organization relationships

· Assess personnel/ equipment locations

· Test equipment capabilities


	
	comparing the five activities (Continued)
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IS, pp. 2.18 and 2.19
	Refer the students to the table, Comparison of Key Activity Characteristics, on pages 2.18 and 2.19 of the Independent Study.  Using the table, which is shown below,  briefly compare the key characteristics of the five types of exercise program activities.



	Comparison of Key Activity Characteristics

	
	Orientation
	Drill
	Tabletop 
Exercise
	Functional Exercise
	Full-Scale 
Exercise

	Format
	Informal discussion in group setting

Various presentation methods
	Actual field or facility response

Actual equipment
	Narrative presentation

Problem statements or simulated messages

Group discussion

No time pressures
	Interactive, complex

Players respond to messages (events/problems) provided by simulators.

Realistic but no actual equipment.

Conducted in real time; stressful
	Realistic event announcement

Personnel gather at assigned site

Visual narrative (enactment)

Actions at scene serve as input to EOC simulation

	Leaders
	Facilitator
	Manager, supervisor, department head, or designer
	Facilitator
	Controller
	Controller(s)

	Participants
	Single agency/ department, or cross-functional
	Personnel for the function being tested

May include coordination, operations, response personnel
	Anyone with a policy, planning, or response role for the type of situation used
	Players (policy, coordination, and operations personnel)

Simulators

Evaluators
	All levels of personnel (policy, coordination, operations, field)

Evaluators

	Facilities
	Conference room
	Facility, field, or EOC
	Large conference room
	EOC or other operating center (multiple rooms)
	Realistic setting

EOC or other operating center

	Time
	1–2 hours
	½–2 hours
	1–4 hours or longer
	3–8 hours or longer
	2 hours to 1 or more days


	
	comparing the five activities (Continued)

	Comparison of Key Activity Characteristics (Continued)

	
	Orientation
	Drill
	Tabletop 
Exercise
	Functional Exercise
	Full-Scale 
Exercise

	Preparation
	Simple preparation, 
2 weeks
	Easy to design, 1 month

Participants need orientation
	1 month preparation

Preceded by orientation and 1 or more drills
	Complex, 6–18 months preparation

Preceded by simpler exercises

Significant allocation of resources
	Extensive time, effort, resources

1–1½ years development

Including preparatory drills, tabletops, functional exercises


	Building an exercise program

	TOTAL TOPIC:

5 minutes
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Explain the process for building an exercise program


	Building an exercise program is a little like planning a single exercise(except that the activities take place on a much larger scale.  Plans are developed by a team and are based on a careful examination of the operating plan.

The development of an exercise program has many facets, including:

· Analysis of capabilities and costs.

· Scheduling of tasks.

· Public relations efforts.

· Development of a long-term plan.

Careful work on the long-term plan will carry over into the design of individual exercises.
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Play Video Segment 2
(4 minutes)
	Play Segment 2 about the exercise program building process and the exercise design team.




	Building an exercise program (Continued)
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Discuss the makeup of the planning team

	A comprehensive exercise plan requires the combined efforts of many people.

For a community program, the team should consist of representatives from every major government agency in the jurisdiction and from private and volunteer organizations large enough to have exercise mandates.
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	Who would you include on the planning team for a community-level exercise program?

	
	If not mentioned by the group, add the following:

· Fire department

· Sheriff

· Public works

· Hospitals

· Airport

· Schools

· Communications

· Volunteer organizations (e.g., The American Red Cross)




	Building an exercise program (Continued)

	
	In a private or volunteer organization that is planning an exercise program, the team would be similarly organized, with representatives of all major functions and departments.
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Describe the planning tasks

	Team organization:  The emergency manager and other emergency personnel (or the person responsible for the organization’s emergency response effort) usually takes the lead.

The representatives meet to analyze what they need to do to support one another.  Often organizations can meet the exercise needs of more than one agency at a time.  This teamwork can help establish important relationships among participating organizations.

Later, members of the team can also serve on exercise design teams to design individual exercises.

Goal setting:  Because a comprehensive exercise program usually extends over several months, it is important to set long-term goals or develop a mission statement.  Without this, the program is likely to lack focus and continuity.

Sequence and scheduling:  Then, the hard work of drawing up a plan can take place.  Developing the exercise program plan involves:

· Laying out a series of exercises that can meet the needs of the various participating entities.


· Organizing them into a workable sequence and time schedule.




	Building an exercise program (Continued)

	
[image: image129.wmf]Visual

2-15


	[image: image130.wmf]2

-

15

Exercise Design

Plan Elements

n

Timeframe

n

Problem statement

n

Long

-

range 

goal(s

)

n

Functional objectives

n

Schedule

n

Exercise descriptions:

F

Type of exercise

F

Participants

F

Purpose

F

Rationale




	[image: image131.wmf]
Review the elements of an exercise program plan

	An exercise program plan can use any format, but it should include the following elements:

· A timeframe

· A problem statement

· Long-range goal(s)

· Functional objectives

· A schedule

· Exercise descriptions, including:

· Type of exercise.

· Participants.

· Purpose.

· Rationale.
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IS, pp. 2.23 through 2.26
	Refer the students to the sample pan format on pages 2.23 through 2.26 of the Independent Study.  Briefly review the sample, which appears on the following pages.




	Building an exercise program (Continued)


	Plan Format
	Sample Plan:  Comprehensive Exercise Program

	
	Note:  During the previous year, several tabletops and functional exercises were held to test weaknesses in Communications, Alert and Notification, and Individual/Family Assistance.  The series of exercises might take less time in some communities.



	Timeframe
	The exercise program extends over an 18-month period.



	Present Problems
	This program has been formulated to address problems arising as a result of rapid population growth.  According to experts, possibilities for a mass casualty incident are increasing.  Personnel involved in the functional areas listed below have not been tested in the last year.



	Long-Range Goal
	To work toward a full-scale exercise testing all important functions in the context of a mass casualty incident.  This will satisfy FEMA requirements and full-scale exercise requirements for the hospital and airport, by involving these agencies.



	Functions to be Tested
	Health and Medical, Public Information, Coordination and Control (EOC Operations, Incident Command)

· To determine the adequacy of plans and procedures within the following functional areas to handle a mass casualty incident:  Health and Medical, Public Information, Coordination and Control (EOC Operations, Incident command).

· To test the ability of the above-named functional areas to communicate and coordinate their response efforts during a mass casualty incident.

· To test the ability to obtain adequate resources (locally and through mutual aid agreements) in the above-named functional areas to handle a mass casualty incident.



	First Month
	Exercise:
	Orientation



	
	For:
	Emergency Management staff and heads of various agencies:  Mental Health Association, State Funeral Director, County Coroner, County Fire, County Police



	
	Purpose:
	To review new plans and procedures for dealing with mass casualty incidents.



	
	Rationale:
	Inform those who are unaware of plans and gain support and additional input from department leaders.




	Building an exercise program (Continued)


	Plan Format
	Sample Plan:  Comprehensive Exercise Program

	Second Month
	Exercise:
	Orientation



	
	For:
	Emergency management staff and heads of various agencies:  fire, police staff, county Public Information Officer (PIO)



	
	Purpose:
	To review new plans for mass casualty incidents with responders.



	
	Rationale:
	Gain support and additional input from first responders and acquaint them with leadership’s plans.



	Fourth Month
	Exercise:
	Training course with functional exercise.



	
	For:
	Responders and incident commanders;  Emergency management staff; various chiefs, captains, lieutenants from fire and police; Emergency Medical Services (EMS), mental health, Radio Amateur Civil Emergency Services (RACES), funeral directors, county coroner, county PIO



	
	Purpose:
	To provide training in field mass casualty incident response.



	
	Rationale:
	This is a training session in the FEMA Field Mass Casualty Incident Response course.  This course provides an excellent overview of specific needs related to a mass fatality incident.  The course culminates in a functional activity.



	Seventh Month
	Exercise:
	Drill



	
	For:
	Fire, police, EMS, coroner, funeral directors



	
	Purpose:
	To set up the Incident Command System (ICS) for responding to mass fatality incidents.



	
	Rationale:
	Establish ICS to support needed functions and tasks.



	Eighth Month
	Exercise:
	Drill



	
	For:
	PIO, fire, police, Emergency Manager



	
	Purpose:
	To set up Joint Information Center (JIC)



	
	Rationale:
	Acquaint participants with the PIO function and JIC operations, test equipment and lines of communication.




	Building an exercise program (Continued)


	Plan Format
	Sample Plan:  Comprehensive Exercise Program

	Ninth Month
	Exercise:
	Drill



	
	For:
	Mental health, funeral directors, PIO, clergy, Emergency Manager



	
	Purpose:
	To set up a family assistance center.



	
	Rationale:
	Acquaint participants with the office equipment and test role as support to the victims’ families.



	Eleventh Month
	Exercise:
	Tabletop exercise



	
	For:
	Incident Command, PIO, police, fire, EMS



	
	Purpose:
	To pull together the three functions tested in the previous drills in the context of a mass casualty incident as the result of a hotel fire.



	
	Rationale:


	Address and resolve potential communication and coordination problems among the Incident Command, PIO, police, fire, and EMS before the functional exercise.



	Fourteenth Month
	Exercise:
	Functional exercise



	
	For:
	Communications, coordination and control, ICS and EOC, PIO, health and medical



	
	Purpose:
	To test additional functions for mass fatality in the context of a plane crash:  Emergency public information effectiveness, health and medical mass casualty, coordination and control, ICS, and EOC operations.



	
	Rationale:
	Identify preliminary shortfalls and test overall coordination before full-scale exercise.



	Fifteenth Month
	Exercise:
	Tabletop exercise



	
	For:
	Communications, coordination and control, ICS and EOC, PIO, health and medical



	
	Purpose:
	To correct and retest problems identified in preceding functional exercise.



	
	Rationale:
	Work out potential problems discovered in the previous functional exercise and make adjustments necessary before the full-scale exercise.




	Building an exercise program (Continued)


	Plan Format
	Sample Plan:  Comprehensive Exercise Program

	Eighteenth Month
	Exercise:
	Full-scale exercise:  Airplane crash



	
	For:
	All agencies:  heads of agencies and responders



	
	Purpose:
	To test all functions in the context of a mass casualty airplane crash.



	
	Rationale:
	The exercise fulfills full-scale requirements for FEMA, Federal Aviation Administration (FAA) requirements for airports, and Joint Commission on Accreditation of Healthcare Organizations (JCAHO) Certification for the hospital.
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	Refer the students to the activity titled, “Develop a Comprehensive Program Plan,” on page 2.27 in the Independent Study.

Briefly review the key elements of the plan.  Point out the progression of exercises, from orientation through drills, tabletop, functional, and finally full-scale.




	Activity:  Developing a Comprehensive Program Plan

	TOTAL TOPIC:

30 minutes
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Conduct the activity
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	Conduct the following activity:

1. Organize the students into sensible work groups based on their jurisdictions or organizations.  They will continue to work in these same groups for subsequent design activities.  If grouping is not feasible, they may work independently, although teamwork is preferable.


2. Explain that in this activity they will begin developing an overall exercise program.  Have the students turn to the Comprehensive Exercise Program Planning Worksheet on page 2.27 of the Independent Study.  Point out that it uses the same format as the sample that they just reviewed.


3. Tell the students they will have 30 minutes to complete the activity.  Point out that fully developing a program will take much more time than is available during this workshop.  For now, they should:

· Focus on one problem identified in the needs assessment they completed in Unit 1.


· Identify one or two goals, and related functional objectives, to address that problem.  


· Outline several exercises that address the identified goals and objectives.  The planned exercises should include at least one tabletop or functional exercise they can use as the basis for design activities later in the workshop.


4. At the end of the activity, remind the students to save their planning materials for use in later design activities.



Activity:  Developing a Comprehensive Program Plan

Using the Comprehensive Exercise Program Planning Worksheet which follows, begin planning an exercise program to address a problem identified in the needs assessment you completed in Unit 1.  In order to complete the activity in the allotted time, you will need to:

· Select one problem identified in the needs assessment.

· Identify one or two goals, and related functional objectives, to address that problem.  
· Outline several exercises that address the identified goals and objectives.  The planned exercises should include at least one tabletop or functional exercise you can use as the basis for design activities later in the workshop.

	Comprehensive Exercise Program Planning Worksheet

	Timeframe:


	

	Present Problems:


	

	Long-Range Goal:


	

	Functional Objectives:


	

	
	
	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	


Activity:  Developing a Comprehensive Program Plan (Continued)

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	


Activity:  Developing a Comprehensive Program Plan (Continued)

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	

	Month:


	

	Exercise:


	

	For:


	

	Purpose:


	

	Rationale:


	


	Unit Summary and Transition

	
	

	TOTAL TOPIC:

 8 minutes
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	Allow the students 5 minutes to answer the questions in the Knowledge Check and compare their answers against the answer key on IS, p. 2.34.



	
[image: image137.wmf]Visual

2-16


	[image: image138.wmf]2-

16

Exercise Design

Unit Summary

In Unit 2, we:

n

Discussed the characteristics of and types of

activities in a comprehensive exercise

program.

n

Reviewed the main tasks in building an

exercise program.

n

Initiated a comprehensive exercise program

plan.

Next:  The Exercise Process




	
	In Unit 2, the students learned about the characteristics of a progressive exercise program, five types of activities in a comprehensive program, and the main tasks in building an exercise program.  They then applied this information by initiating a plan for a comprehensive exercise program.  

Unit 3 will focus in on what is involved in planning and implementing a single exercise within the planned program.

Tell the students that they can get more information from the following web site:

· The FEMA Comprehensive Exercise Program:

www.fema.gov/pte/section3.htm.




	
	

	
	Unit 3:  The Exercise Process




	UNIT 3.  THE EXERCISE PROCESS


TOTAL UNIT:  1 Hour

	
	

	objectives
	At the end of this unit, the students 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.



	
	

	scope


	Unit overview; exercise process overview; the five task accomplishments; establishing the base; activity:  getting ready for exercise design; assembling the design team; activity:  identify design team members; exercise documents; unit summary and transition.



	
	

	methodology


	After introducing the unit objectives, the Instructor will present an overview of the exercise process, beginning with the big picture.  The presentation will continue with explanations of five major task accomplishments in that process:  Establishing the base, exercise development, exercise conduct, exercise critique and evaluation, and exercise followup.

Next, the Instructor will present more detailed information on some of the key tasks in establishing the base, and the students will complete a self-assessment related to their organization’s readiness for the exercise process.  The Instructor will then discuss key aspects of assembling a design team, and the students will complete an activity in which they identify potential design team members.

Finally, the Instructor will present a brief overview of four major design documents:  The Exercise Plan, Control Plan, Evaluation Plan, and Player Handbook.  Templates for these documents are provided on the students’ CD, and they will have opportunities to review sample copies during breaks. 




	
	

	materials AND EQUIPMENT required


	The materials and equipment required for this unit include:

· The Exercise Design video.

· A VCR and monitor.

· Visuals 3-1 through 3-19.

· A computer display unit or overhead projector and screen.

· The Instructor Guide.

· The Independent Study (one per student).



	
	

	time plan
	The suggested time plan for this unit is shown below.

Topic
Time
Unit Overview
2 minutes

Exercise Process Overview
5 minutes

The Five Task Accomplishments
10 minutes

Establishing the Base
10 minutes

Activity:  Getting Ready for Exercise Design
10 minutes

Assembling the Design Team
 5 minutes

Activity:  Identify Design Team Members
10 minutes

Exercise Documents
5 minutes

Unit Summary and Transition
8 minutes


TOTAL TIME
1 hour 5 minutes



	
	

	PREPARATION


	No special preparation is required for this unit.


	UNIT OVERVIEW 

	TOTAL TOPIC:

2 minutes


	

	
	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.

Planning a single exercise:

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

· Is part of a complex process.  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 OVERVIEW (Continued)
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Exercise Design

Unit Objectives

n

Identify the five major accomplishments in 

designing and implementing an exercise.

n

Describe the organization of an exercise 

design team.

n

Define the purpose of the four exercise 

documents.
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Review the objectives


	After completing this unit, the students 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.




	exercise process overview

	TOTAL TOPIC:

5 minutes
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Exercise Design

Exercise Process: The Big Picture

n

Three ways to visualize:

F

Organized by task sequence

F

Organized by task categories and phase

F

Organized by major accomplishments
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Describe the three design process models
	In preparation for launching an exercise program and designing individual exercises, it is important to have a clear vision of the entire exercise process—the big picture.  

There are a number of ways to visualize the exercise process.  We will look briefly at three graphic representations of the process:   

· Organized by task sequence

· Organized by task categories and phase

· Organized by major accomplishments

Each of them helps clarify the overall process.
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Introduce video

(optional)

(about 3 minutes)
	Tell the students that the class will view the Exercise Design video for Unit 3, “The Exercise Development Process.”


	
	Sequence of Main Tasks

	[image: image146.wmf]
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	Ask the students to turn to the graphic titled, “Sequence of Tasks for a Successful Exercise,” on page 3.2 in the Independent Study.

Point out that the main tasks are shown in their approximate sequence, arranged in sequence within three time periods relative to the exercise:  Before, during, and after.  This chart may help the students get a good mental picture of the entire sequence.  It is also a good place to start in creating a more detailed schedule of tasks. 
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Play Video Segment 3
(6 minutes)
	Play segment 3 of the Exercise Design video titled, “The Road to a Good Exercise.”




Sequence of Tasks for a Successful Exercise

	



	
	categories of tasks
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	Ask the students to turn to the chart titled, “Task Categories,” on page 3.3 in the Independent Study.

Point out that this matrix sorts the tasks in the exercise process into two dimensions:  

· Exercise phase (preexercise, exercise, and postexercise).

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




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



	
	Major Task Accomplishments
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Exercise Design

Major Task Accomplishments

1. Establishing the base

5. Exercise 

followup

4. Exercise critique

and evaluation

3. Exercise conduct

2. Exercise 

development




	
	One of the simplest ways to envision the exercise process is by major accomplishments.  As shown in this graphic, 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

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




	
	Using the Exercise process
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Exercise Design

Using the Exercise Process

n

Process applies to:

F

All types and levels of exercises.

F

Any size jurisdiction.

F

Any type of organization.

n

Flexibility is the key:

F

Each task must be designed, tailored, and

applied in a way that suits 

your

 objectives

and capabilities.




	
	The exercise process applies:

· No matter what level of exercise is being designed.


· No matter what size organization is using it.  

You can use this process whether you are located in:

· A large jurisdiction with extensive resources.


· A smaller community with meager resources.


· A private or volunteer organization with a particular vested interest in emergency preparations.  

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




	the five task accomplishments 

	TOTAL TOPIC:

10 minutes


	

	
	Take a closer look now at the five task accomplishments in the last process model.



	
	task accomplishment 1:  establishing the base
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Exercise Design

Task 1:  Establishing the Base

1. Review the current plan.

2. Conduct a needs assessment.

3. Assess capability to conduct an exercise.

4. Define the scope.

5. Select the exercise type.

6. Address costs and liabilities.

7. Develop a statement of purpose.

8. Gain support and announce the exercise.
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Explain task accomplishment 1
	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 motivation occurs.  

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?



	
	task accomplishment 1:  establishing the base (Continued)

	
	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?
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 will revisit some of these tasks shortly. 




	
	task accomplishment 2:  exercise development
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Exercise Design

Task 2: Exercise Development

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.
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Explain task accomplishment 2
	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. Prepare messages.


	
	These eight steps will be the focus of Unit 4.




	
	task accomplishment 2:  exercise development (Continued)

	
	Note:  If the students raise a question about the first three steps appearing repeatedly (in the overall program planning, when establishing the base, and again here), you may wish to offer the following explanation.

Performing a needs assessment, defining scope, and writing a statement of purpose are important aspects of developing the overall exercise program, establishing the base for an individual exercise, and exercise development.  However, this does not mean we just keep repeating the same steps.

Sometimes (as in a simple exercise), the effort you put into these steps in the early stages will suffice:  You will 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 tend to be.




	
	task accomplishment 3:  exercise conduct
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Exercise Design

Task 3:  Exercise Conduct

To conduct a successful exercise:

n

Be clear.

n

Sustain action.

n

Foster realism.

n

Establish timelines.

n

Review emergency

call-off procedures.

n

Capitalize on problem

situations.
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Explain task accomplishment 3
	The day of the exercise is the culmination of your planning.  What can you do to help ensure that the exercise is successful?

· 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.




	
	task accomplishment 4:  exercise evaluation and critique
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Exercise Design

Task 4:  Evaluation and Critique

n

Evaluate how well the objectives have been 

achieved.

n

Extent and depth of evaluation are 

determined by participating organizations.

n

Critique and report:  

Analyze results and give

recommendations for 

addressing deficiencies.
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Explain task accomplishment 4
	How well have objectives been achieved?  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.

Extent and depth.  The extent and depth of the evaluation are 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.  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.




	
	task accomplishment 5:  exercise followup
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Exercise Design

Task 5:  Exercise 

Followup

n

Getting full benefit from an exercise requires 

following up on evaluation recommendations.

F

Assign responsibility.

F

Monitor progress.

F

Complete the cycle:  Build testing of 

improvements into the next exercise.
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Explain task accomplishment 5
	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?

· 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 retest every objective fully.  Rather, select a few recommendations that would illustrate improvements and include those in a future exercise.


	
	Remind the students that many of the tasks just mentioned will be explored in greater depth later in the workshop.




	establishing the base

	TOTAL TOPIC:

10 minutes


	

	
	This topic includes:

· Reviewing the Current Plan.


· Assessing Capability to Conduct an Exercise.


· Addressing Costs and Liabilities.


	
	Note:  In this unit, the operating plan that describes how emergencies will be handled is referred to generically as the emergency plan.  This term is intended to include the full range of such plans, including (but not limited to):

· The Emergency Operations Plan (EOP).

· An Area Contingency Plan.

· An Operational or operating plan.

You may wish to adjust the terminology according to the types of emergency plans the students will be working with.



	
	Now that the students have had a cursory view of the whole process, take a closer look at some of the key tasks in establishing the base for an exercise. 



	
	Reviewing the Current Plan

	
	The emergency plan answers the question, “What resources, personnel, and procedures will be used to resolve problems created by an emergency?”

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.




	
	Reviewing the Current Plan (Continued)
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	In laying the groundwork for exercises, what should you look for in the emergency plan?

	[image: image169.png]



List ideas on chart paper
	Jot the students’ ideas on chart paper.  If not mentioned by the students, add the following.

While reviewing the plan, you should ask these key questions: 

· What responses are currently planned (i.e., what are the hazards that the plan is 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
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Discuss key capability factors
	Before launching into an exercise, it is 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.”
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Exercise Design

Assessing Capability

n

When was your last exercise?

n

What exercise experience is available?

n

How much preparation and development time

can be devoted?

n

What skills can people provide?

n

What physical facilities are available?

n

What communication facilities and systems

are available?

n

What attitudes can you expect from leaders?




	
	These questions—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.)  Consider the following questions:



	
	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?




	
	Assessing Capability to Conduct an Exercise

	
	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 in the planning process.
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Exercise Design

Costs and Liabilities

n

Cost items:

F

Salaries

F

Contract services

F

Equipment and 

materials

F

Fuel

F

Miscellaneous 

items

n

Other considerations:

F

Reimbursement for overtime?

F

Who foots the bill?

F

Exercise responsibilities 

covered in job descriptions?

F

Routine exercise costs 

recognized by officials?

F

Injury and damage covered 

by insurance?
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Discuss exercise costs and liabilities
	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.  These are some important cost considerations:

· Plan for a wide variety of cost items.  Actual cost items will depend on the exercise and your organization’s policies.  Examples include:

· Staff salaries.

· Contract services.

· Equipment and materials.

· Fuel to run equipment and transport volunteers.

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


	
	Addressing Costs and Liabilities (Continued)

	
	· Avoid overcommitting resources by asking some key questions.
· Will reimbursement for overtime be required if the exercise takes place on a weekend or evening?  

· Who pays?  E.g., if the exercise supports a hospital certification exercise, who will cover the costs?

· Are employees’ emergency management responsibilities reflected in their job descriptions?  (Time for participation in training, planning, and exercising should be set aside for each employee who has an emergency management responsibility.)  

· Are costs for routine participation in exercises recognized by agency or organization officials?



	
	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.




	Activity:  Getting Ready for Exercise Design

	TOTAL TOPIC:

10 minutes
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Conduct the activity
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	Conduct the following activity:

1. Explain that in this activity the students will complete a self-assessment related to their organization’s readiness for exercise design, in terms of resources and costs.


2. If jurisdiction- or organization-based work groups have proven feasible for this class, organize the students into the same groups as before.  (Otherwise, have them work individually.)


3. Have the students turn to the chart titled, “Self-Assessment:  Resources and Costs,” on page 3.14 in the Independent Study.


4. Explain that the groups will have 10 minutes to discuss and answer the questions.  Point out that, while this will not be sufficient time to address the questions in depth, it should allow them to begin thinking about resource and cost issues that need to be addressed.




Activity:  Getting Ready for Exercise Design

	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 review plans, policies, and procedures thoroughly



	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

	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

	5.
Communications:  What communications 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

	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

	
	Another aspect of laying the groundwork for exercising is gaining official support.
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Exercise Design

Gaining Support

n

Gaining support of the highest official gets

participant cooperation.

n

To gain official support:

F

Seek support for entire exercise program.

F

Protect the organization.

F

“Sell” the process.

F

Announce the exercise.
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Discuss the importance of official 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.  Without that support, it can be very difficult 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.  Prepare a presentation that lays out the need, the plan, and the expected results.




	
	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( authorizes you to conduct the exercise and gives you the clout you need to gain support from others.  The directive should come from the chief executive, but you should be prepared to write it. 
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Exercise Design

Selling the Process

n

Use the needs assessment, capability

analysis, purpose statement, and objectives

as sales tools.

n

Present the exercise concept, including:

F

Need for the exercise.

F

Organizational capability.

F

Type of exercise.

F

Scope and purpose of

the exercise.
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Present guidelines for “selling” the exercise 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.

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)
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	Refer the students to the table titled, “Writing the Exercise Directive,” on page 3.19 in the Independent Study.  Point out that this table includes guidelines for writing an exercise directive.

Then direct the students to the “Sample Exercise Directive,” on page 3.20 in the Independent Study.




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 for 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 that 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 the design team

	TOTAL TOPIC:

5 minutes


	

	

	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
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Exercise Design

Exercise Design Team Leader

n

Is responsible for entire development process

n

Should be someone who:

F

Can devote significant time.

F

Is familiar with the emergency plan.

F

Knows the participating organizations.

F

Is 

NOT

a key operational member.

?




	[image: image187.wmf]
Discuss who should lead the design team
	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.

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 that 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.


	
	Exercise Design Team Leader (Continued)
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	Would the Emergency Manager make a good design team leader?  Why?

	
	Allow the students time to voice their opinions before continuing.



	
	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.
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	If the Emergency Manager is the only logical choice, what is the solution?

	
	When 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.


· 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 members

	
	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.
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Design Team Responsibilities

n

Determine exercise objectives.

n

Tailor the scenario.

n

Develop the sequence of events and 

associated messages.

n

Assist in development and distribution of 

preexercise

materials.

n

Help conduct 

preexercise

training sessions.

n

May act as simulators or controllers.




	
	Design team responsibilities include:

· Determining the exercise objectives.

· Tailoring the scenario.

· Developing the sequence of events and associated messages.

· Assisting in the development and distribution of preexercise materials.

· Helping conduct preexercise training sessions.

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




	
	Exercise design team members (Continued)
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Exercise Design

Design Team Candidates

n

Include representatives of:

F

Participating jurisdictions.

F

Participating agencies.

F

Key departments.

n

If that makes too large a team, select a small

core team that draws on others as needed.

n

Select members with varied backgrounds.

n

Provide technical/administrative support.

?

?

?

?

?
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Describe the design team makeup

	Ideally, the team should represent all exercise participants:

· In a multijurisdictional exercise, include a representative from each of the participating jurisdictions.  


· In a single-jurisdictional exercise, include a representative from each participating agency.


· In a single-organization exercise, include a representative from the key departments.  


If this results in an unwieldy team, however, select a small core team that can draw on other members as needed.  

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.




	
	Organizing the Design Team
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Organizing the Team

F

Establish clear goals.

F

Agree on plan of action.

F

Reach consensus on

realistic schedule.

F

Meet regularly.

F

Share expertise and

resources.

n

 No single, standard approach.

n

 Use teamwork strategies.

F

Learn about each

other’s organizations.

F

Keep lines of

communication open.

F

Use job aids to keep

everyone on the same

page.
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Present guidelines for organizing the team
	No single approach.  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.

Use teamwork strategies.  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 for learning more about teamwork.  Here are a few suggestions for organizing the work of a design 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.




	
	Organizing the Design Team (Continued)

	
	· 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.”
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	Direct the students’ attention to the sample forms titled, “Sample Exercise Development Checklist” and “Sample Activities Schedule,” on pages 3.25 through 3.27 in the Independent Study.  Emphasize that these are only examples.  Any job aid should be adapted to the needs of the particular team.




Sample Exercise Development Checklist

	Checklist.  A simple “to-do list” similar to the following can be used to provide an overview of the process and ensure that all main tasks are completed.  (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



Sample Activities Schedule

	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.  (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


Sample Activities Schedule (Continued)

	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
	


	
	Sample Gantt Chart



	
	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.)

	
	
	
	
	
	
	
	
	


	Activity:  Identify design team members

	TOTAL TOPIC:

10 minutes
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Conduct the activity
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	Conduct the following activity:

1. Have the students turn to the activity titled, “Identify Design Team Members,” on page 3.29 in the Independent Study.  


2. Explain that in this activity the students will identify potential candidates for a design team to work on the exercise program they outlined in Unit 2.  [Note:  Candidates do not have to present to the class; this is a theoretical team that they might organize later, after the training.]


3. Assemble the students in their small groups.  (Alternatively, have them complete the activity individually.)


4. Tell the students they will have 10 minutes to complete the activity.




Activity:  Identify Design Team Members

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 that 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).

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
	Design Team Worksheet

	Name
	Agency Represented
	Contributions/Qualifications

	Leader

	
	
	

	Members

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


	exercise documents

	TOTAL TOPIC:

5 minutes
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Exercise Documents

For . . .

Exercise Plan

§

 

Everyone

Control Plan

§

 

Controllers

§

 

Simulators

§

 

NOT

 players

Evaluation Plan

§

 

Evaluators

§

 

Controllers

§

 

Simulators

Player Handbook

§

 

Players
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Briefly describe the four 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.



	
	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.
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	Ask the students to turn to the chart titled, “Contents of Exercise Design Documents,” on page 3.32 in the Independent Study, and review the topics covered in each of the design documents.


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


	
	Player handbook (Continued)

	
	Remind the students that templates for completing each of the four documents are provided in the toolbox at http://training.fema.gov/EMIWeb/IS/is139lst.asp.

Tell them that display copies are also available in the training room and can be reviewed during breaks.




	Unit Summary and Transition

	
	

	TOTAL TOPIC:

8 minutes
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IS, p. 3.34
	Allow the students 5 minutes to answer the questions in the Knowledge Check and compare their answers against the answer key on IS, p. 3.36.
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Unit 3 Summary

In Unit 3, we:

n

Examined the overall design process and five

major task accomplishments in that process.

n

Learned key aspects of establishing the base.

n

Discussed key factors in assembling a design

team.

n

Reviewed 4 major design documents.

Next:  Exercise Design Steps




	
	In Unit 3, the students:

· Examined the overall exercise process from three different perspectives and considered five main task accomplishments in that process:  Establishing the base, exercise development, exercise conduct, exercise critique and evaluation, and exercise followup.


· Learned about key aspects of establishing the base for an exercise—including reviewing the current plan, assessing capability, addressing costs and liabilities, and gaining support—and completed a self-assessment on readiness for exercise design.


· Discussed key factors to consider in assembling and organizing a design team, and completed an activity in which they identified potential team members.


· Reviewed four major design documents.  

Unit 4 will present the eight-step design process.




	Unit Summary and Transition (Continued)

	
	Tell the students that they can find more information on the following web sites:

· FEMA Internet Exercise Toolkit: 

http://training.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 (IS240)

· Decision making and Problem-Solving (IS241)

· Effective Communication (IS242)




	
	

	
	Unit 4: Exercise Design Steps




	UNIT 4.  EXERCISE DESIGN STEPS


TOTAL UNIT:  3 Hours 10 Minutes

	
	

	objectives
	At the end of this unit, the students should be able to list and explain the eight exercise design steps.



	
	

	scope


	Unit overview; step 1:  assess needs; step 2:  define the scope; step 3:  write a statement of purpose; activity:  define exercise scope and purpose; step 4:  define objectives; activity:  develop objectives; step 5:  compose a narrative; activity:  outline a narrative; step 6:  write major and detailed events and list of actions; step 7:  list expected actions; activity:  write major and detailed events; step 8:  prepare messages; activity:  compose a message; pulling it together:  the master scenario of events list; alternatives to self developed exercises; unit summary and transition.



	
	

	methodology


	After introducing the unit objectives, the Instructor will describe each of the eight steps.  After each step is introduced, the students will work in small groups to apply that step in designing an exercise from the exercise program that they outlined in Unit 2.  Job aids will be provided for each of the design activities. 

The Instructor will then present information on developing the Master Scenario of Events List (MSEL) and review a job aid and a sample MSEL.

Finally, the Instructor will briefly discuss alternatives to self-developed exercises, including exercise-based training courses and prepackaged exercises.



	
	

	materials AND EQUIPMENT required


	The materials and equipment required for this unit include:

· The Exercise Design video.

· A VCR and monitor.

· Visuals 4-1 through 4-34.

· A computer display unit or overhead projector and screen.

· The Instructor Guide.

· The Independent Study (one per student).




	
	

	time plan
	The suggested time plan for this unit is shown below.

Topic
Time
Unit Overview
2 minutes

Step 1:  Assess Needs
5 minutes

Step 2:  Define the Scope
10 minutes

Step 3:  Write a Statement of Purpose
5 minutes

Activity:  Define Exercise Scope and Purpose
25 minutes

Step 4:  Define Objectives
15 minutes

Activity:  Develop Objectives
18 minutes

Step 5:  Compose a Narrative
10 minutes

Activity:  Outline a Narrative
25 minutes

Step 6:  Write Major and Detailed Events
10 minutes

Step 7:  List Expected Actions
10 minutes

Activity:  Write Major and Detailed Events
20 minutes

Step 8:  Prepare Messages
10 minutes

Activity:  Compose a Message
10 minutes

Pulling it Together:  The Master Scenario of Events List
5 minutes

Alternatives to Self-Developed Exercises
2 minutes

Unit Summary and Transition
8 minutes


TOTAL TIME
3 hours 10 minutes



	
	

	PREPARATION


	No special preparation is required for this unit.


	UNIT OVERVIEW 

	TOTAL TOPIC:

2 minutes


	

	[image: image208.wmf]
Introduce the unit
	Exercise design is much like scripting a play to make sure that 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 the 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.
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Exercise Design

Unit Objective

n

List and explain the eight exercise design

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




	UNIT OVERVIEW (Continued)

	[image: image212.wmf]
Introduce video

(optional)

(about 11 minutes)
	Tell the students that the class will view the Exercise Design video for Unit 4, “Exercise Design Steps.”


	STEP 1:  Assess Needs

	TOTAL TOPIC:

5 minutes
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Review the importance of assessing 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
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Exercise Design

Step 1: Assess Needs

Begin with your plan:

n

Hazards and priorities

n

Vulnerable areas

n

Functions in need of rehearsal

n

Potential participants and program areas

n

Past exercises

n

Exercise requirements

n

Capabilities
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Review the plan items that should be reviewed

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

· Hazards—the risks 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 and programs (agencies, organizations, departments, personnel).

· Past exercises.


· Exercise requirements. 

· Capabilities.



	
	If you have assessed your organization’s exercise needs when planning a comprehensive exercise program, you already have a good basis.  (The assessment you completed in Unit 1 touched on many key issues and provides a beginning point.)  

Consulting and updating that assessment will be an important step whenever a new exercise is considered for development.




	
	Lessons Learned
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Exercise Design

Assessing Needs

Learn from past exercises:

n

Who participated?

n

To what extent were objectives achieved?

n

What lessons were learned?

n

What problems were revealed, and what is 

needed to resolve them?

n

What improvements have been made 

since,

and have they been tested?
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Discuss how past exercises reveal current exercise needs
	In doing a needs assessment for a single exercise, an obvious starting point is the evaluations of past exercises.  Questions to consider include:

· 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
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Exercise Design

Needs Assessment Results

n

Primary and secondary hazards

n

Problems, weak functions

n

Skills requiring practice

n

Improvements requiring testing

n

Untested facilities, personnel, equipment

n

Weaknesses in emergency plan or SOPs

n

Need for role clarification

n

Need for certain types of exercises
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Summarize the results of a needs assessment

	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, and functions that are weak


· Skills that need to be practiced

· 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



	
	Note:  Because of time constraints, the students will not revisit the needs assessment step.  The needs assessment that they completed in Unit 1 will provide a sufficient basis for the remaining exercise design steps.




	Step 2:  Define the Scope 

	TOTAL TOPIC:

10 minutes
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Exercise Design

Step 2:  Define the Scope

Factors that help define scope:

n

Expense

n

Availability of resources

n

Seriousness of the problem

n

Capacity of the exercise to address the 

problem

n

Designers’ skills and experience

n

Exercise 

length

Defining the scope = Setting realistic limits
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Explain what is involved in defining exercise scope
	Defining the scope of an exercise means putting realistic limits on the issues that were identified in the needs assessment.

A needs assessment may reveal a wide array of concerns.  Clearly you cannot 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.



	
	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 that are 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.


	Step 2:  Define the Scope (Continued)

	
	· Capability of the exercise to address the problem.

· Skills and experience of the designers.

· Length of the exercise.


	
	What Does Scope include?
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Exercise Design

Defining Scope

n

Scope includes the:

F

Type of emergency.

F

Location.

F

Functions.

F

Participants.

F

Exercise type.
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Describe the key elements of scope
	There are five key elements of scope:  

· Type of emergency

· Location

· Functions

· Participants

· 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.




	
	What Does Scope include? (Continued)
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	What are some factors you would consider in choosing the type of emergency?

	[image: image230.png]



Jot the students’ ideas on chart paper
	If not mentioned by the group, add the following:

In choosing the type of emergency, try asking yourself questions such as:


· What emergencies will generate the types of actions that need to be practiced?


· What are the highest priority hazards that the organization faces?


	
	· What hazards have not been exercised recently?


· Are there problems that have just recently developed?


	
	Location and Functions
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Exercise Design

Defining Scope

n

Location:

F

Choose a realistic site.

F

Consider traffic problems and safety issues.

n

Functions:

F

List operations to be practiced.

F

Be specific about the procedures addressed

within each function.




	
	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.



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




	
	What Does Scope include? (Continued)

	
	Note:  Adapt the following question, as appropriate, for the audience.  For example, if the students are from volunteer agencies or private industry, use an example from that setting.
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	In exercising a community’s alert warning system, what procedures would you want to have demonstrated?

	
	The students will probably mention such actions as notifying the warning agency, turning on sirens, notifying fire or police to use loud speakers in the area, and notifying the Emergency Alert System (EAS) to interrupt programming with a message.



	
	Point out that these actions would be delineated as part of the scope.



	
	Participants
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Defining the Scope

n

Participants:

F

Which organizations need to be involved to 

carry out the functions being tested?

F

Which representatives from those 

organizations should be there?

n

Narrow the list to those who are 

required

to

carry out the actions.




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



	
	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.

Note:  Adapt the example, as needed, for the audience.




	
	What Does Scope include? (Continued)

	
	Exercise Type
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Defining the Scope

n

Exercise type:

F

What exercises are most needed?

F

What experience have personnel had with

various types of exercises?

F

What stress level do we want?

F

What types of exercises are mandated by

regulatory requirements?




	
	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?




	Step 3:  Write a Statement of Purpose 

	TOTAL TOPIC:

5 minutes


	

	
[image: image238.wmf]Visual

4-10



	[image: image239.wmf]4

-

10
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Step 3:  Write a Purpose Statement

n

Purpose statement: A broad statement of the 

exercise goal

F

Governs objectives, which determine 

subsequent steps

F

Clarifies reasons for the exercise

F

Useful for communicating with media and 

community
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Describe the purpose statement

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

The statement of purpose 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 govern 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.
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IS, pp. 4.8 and 4.9
	Refer the students to the two sample purpose statements on pages 4.8 and 4.9 in the Independent Study.

	
	Point out that when the statement of purpose is used as an exercise directive, the following information should be added:

· Contact person and phone number

· Exercise hours

· Exercise location (optional)




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.




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.




	Activity:  Define Exercise Scope and Purpose

	TOTAL TOPIC:

25 minutes
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Conduct the activity
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IS, p. 4.10


	Conduct the following activity:

1. Organize the students in their work groups.


2. Have the students turn to the activity titled, “Define Exercise Scope and Purpose,” on page 4.10 in the Independent Study.  Point out that the planning worksheet in this activity is also provided as Job Aids 7 and 8 for later use. 


3. Explain that, using the provided worksheet, the groups will:

· Select a tabletop or functional exercise from the program outline they developed in Unit 2.


· Define the scope of the exercise.


· Write a statement of purpose.


4. Tell the students they will have 25 minutes to complete the activity.  The products of this activity should be saved for use in later activities.



Activity:  Define Exercise Scope and Purpose

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

Scope and Purpose Planning Worksheet

	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 that 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 that 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 

	TOTAL TOPIC:

15 minutes


	

	
	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.
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Exercise Design

Step 4: Define Objectives

n

Objectives:  Descriptions of the performance 

you expect from participants to demonstrate 

competence

n

Objectives are essential for:

F

Design process.

F

Exercise conduct.

F

Evaluation.

F

Followup

.
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Explain the nature and purpose of objectives

	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, 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.



	
	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. 

Objectives are also arrived at by breaking down a purpose statement into its logical components.
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	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.  What objective would you define to address this problem?

	
	Students’ answers may vary.  One of the resulting objectives would be to verify that the EOC is now able to notify the proper agencies according to the plan.

How many?  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?
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Exercise Design

What Makes a “Good” Objective?

n

Clear, concise, focused on participant 

performance

n

Should contain:

F

Action, stated in observable terms.

F

Conditions under which the action will be 

performed.

F

Standards (or level) of 

performance.
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Explain 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.
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Exercise Design

A Good Objective

n

Should state 

who

 should do 

what

 under 

what

conditions

 according to 

what standards

.

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
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Review the example shown on the visual
	In other words, an objective should state who should do what under what conditions according to what standards.  




	
	Writing SMART Objectives
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SMART Objectives

n
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imple

n
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easurable

n
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chievable

n

R  

ealistic

n

T  ask oriented
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Explain the five elements of a “SMART” objective
	A useful guideline for writing objectives is the SMART system.  This system is easy to use and remember.

· 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 does not 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.



	
	Writing SMART Objectives (Continued)
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Exercise Design

Is This a Useful Objective?

To demonstrate an understanding of

the procedures necessary in protecting

responder health and safety.
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	Consider this objective.  Is it a good and useful objective?

	
	No—this objective leaves a lot to be desired.
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	What is wrong with the objective?

	
	Allow the students time to respond.  If not mentioned by the group, add the following points:

This objective does not clearly communicate its meaning.  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?




	
	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. 

This example illustrates how points of review can be used.
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Points of Review

n

Objective:  Demonstrate the adequacy of 

displays and other materials to support 

emergency operations

n

Points of Review:

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

¨

¨




	
	The objective in this example is a little too vague to guide an evaluation team.  With the support of the points of review shown here, it will be adequate, however.




	
	Word Choice
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Word Choice

n

Use concrete words.

n

Avoid vague verbs, such as:

F

Know.

F

Understand.

F

Appreciate.

F

Show the ability to.

F

Be aware of.

n

Use action words.
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Present guidelines for word choice

	Here are some helpful hints for writing objectives.

· 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 verbs.
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	What are some useful action verbs for objectives?
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Jot the students’ ideas on chart paper
	If not mentioned by the group, some useful action verbs for objectives are:



	
	· Assess.

· Clarify.

· Define.

· Determine.

· Demonstrate.

· Establish.

· Evaluate.
	· Examine.

· Explain.

· Identify.

· Inspect.

· List.

· Notify.


	· Operate.

· Prepare.

· Record.

· Report.

· Show.

· Test.




	
	Word Choice (Continued)
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	Ask the students to turn to the list of sample objectives titled, “Good or Poor Objectives,” on page 4.21 in the Independent Study and to spend a few minutes reviewing them.
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	Which are the best of these objectives?

What is wrong with objective number ___?  (Select a few of the poor examples.  It is not necessary to review all of them.)

	
	The students should identify the following objectives as examples of good objectives:  1, 3, 4, 6, 8, 11, and 12.  In most cases, the poor objectives are vague or lack sufficient information to be useful measures of performance.




Examples:  Good or Poor Objectives?

	
	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 firefighting, 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.


	(
	(

	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.


	(
	(


	Activity:  Develop Objectives

	TOTAL TOPIC:

18 minutes
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Conduct the activity
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	Conduct the following activity:

1. Students should be organized in their work groups. 


2. Ask the students to turn to the activity titled, “Develop Objectives,” on page 4.24 in the Independent Study.


3. Explain that, using the provided worksheet, the students will write three objectives for their exercise and identify the responsible organization.  Each objective must include:

· Action, stated in observable terms.

· Conditions.

· Standards.

4. Tell the class they will have about 15 minutes to complete the activity.

Note:  Point out that the worksheet is also provided as Job Aid 9, for later use.




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 Worksheet

	Objective #1:
Organization:



	Objective #2: 
Organization:



	Objective #3: 
Organization:




	Step 5:  Compose a narrative 

	TOTAL TOPIC:

10 minutes
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Exercise Design

Step 5: Compose a Narrative

n

Narrative:  A brief description of the scenario 

events that have occurred up to the exercise 

beginning.

F

Sets the mood

F

Provides information that sets the stage for 

later action
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Discuss the characteristics and purpose of the 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 does has two important functions.  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.

· Sets the stage for later action by providing information that the participants will need during the exercise.




	
	Characteristics of a narrative
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Exercise Design

Narrative Characteristics

A good narrative:

n

Is usually 1 to 5 paragraphs long.

n

Is very specific.

n

Is phrased in present tense.

n

Is written in short sentences.

n

May develop the situation chronologically 

(event with warning time).

n

May emphasize the emergency environment. 
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Describe the characteristics of a good 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.




	
	Characteristics of a narrative (Continued)
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	Ask the students to review the table, “Hints:  Outlining a Narrative,” and “Sample Narrative (Hurricane),” on pages 4.26 and 4.27 in the Independent Study.

When they have finished, ask them to answer the following questions about the narrative.
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	· What is the event?

· How fast, strong, deep, or dangerous is it?

· How did you find out about it?

· What response has been made?

· What damage has been reported?

· What is the sequence of events?

· How much time has elapsed?

· 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?
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	Ask the students to review the Sample Narrative (Air Crash) on page 4.28 in the Independent Study.

When they have finished, ask them to answer the same questions, as listed above.



	
	When both examples have been analyzed, point out that a narrative can be outlined by jotting down short responses (one or two words) to the same questions they have just answered.  Then, when it is time to write the text of the narrative, each of the phrases in the outline can be turned into a brief sentence.




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 the 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 0730, approximately four hours after the warning was given.  On its present course, the hurricane will make landfall at approximately 2330.  Flood stage from rising tides and tidal surge could, however, impact bridges by 1600.  All appropriate staff and emergency personnel are now gathered in the EOC.

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.

	Activity:  Outline a narrative

	TOTAL TOPIC:

25 minutes
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Conduct the activity
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	Conduct the following activity:

1. The students should still be organized in their work groups.


2. Ask the students to turn to the activity titled, “Outline a Narrative,” on page 4.29 in the Independent Study.


3. Explain that, using the provided worksheet, the students will outline the key points of a narrative for their exercise.


4. Tell them they will have 25 minutes to complete the activity.

Note:  Point out that the worksheet is also provided as Job Aid 10 for later use.




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 

	TOTAL TOPIC:

10 minutes


	

	
	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.
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Exercise Design

Step 6: Write Major & Detailed Events

n

Events are:

F

Occurrences that happen as a result of the 

emergency described in the narrative.

F

Problems requiring actions that will meet 

the objectives.

n

Careful scripting is required to:

F

Produce a convincing, unified scenario.

F

Create an exercise governed by objectives.
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Discuss the purpose of 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 that 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
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Exercise Design

Developing Major Events

n

Major events:

F

Big problems.

F

Likely events calling for realistic action.

n

To develop major events:

1. Identify major occurrences that would

 follow the narrative events.

2. Select those that might generate

 situations to test the objectives.
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Present information on major and minor 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.
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	Ask the students to turn back to the Sample Air Crash Narrative on page 4.28 in the Independent Study.

	[image: image290.wmf]
	What are some major events that might follow from this narrative?

	[image: image291.png]



Jot the students’ ideas on chart paper
	The students’ answers may vary widely.

Note:  Do not spend a lot of time on this question.  Appropriate events would depend largely on the purpose statement, the objectives of the exercise, and the functions to be tested.  The point is to develop a sense of what a major event is.  The following sample major events sequence illustrates the types of events that the students should be identifying.




	
	Developing Major Events (Continued)

	
	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 to 200 to 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.


	
	


	
	Developing Detailed events
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Exercise Design

Developing Detailed Events

n

Detailed events:

F

Specific problem situations that will prompt

one or more expected actions.

n

To develop detailed events:

F

Plan detailed events and expected actions

together.

F

Work backwards from the actions.

F

List specific problems likely to stem from

major events, and actions that would be

expected to address them.
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Explain how detailed events are developed
	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.  For functional exercises, however, 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.




	
	Developing Detailed events (Continued)
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Exercise Design

Detailed Events Example

n

Major event:  “Estimates of passenger

casualties rise to 200 deaths and at least 70

severe burn victims.”

n

Possible detailed events:

F

Mortuary cannot accept so many remains.

F

Local hospitals lack specialized facilities and

personnel to treat large numbers of severe

burn victims.

F

The Red Cross has agreed to set up an

information center to link victims and their

families.
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Review the example


	This example shows a possible major event for the air crash narrative, and three detailed events that relate to it.




	Step 7:  List Expected Actions 

	TOTAL TOPIC:

10 minutes
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Exercise Design

Step 7:  List Expected Actions

n

Expected actions:  Actions or decisions you 

want participants to carry out 

to

demonstrate 

competence.

n

Types of actions:

F

Verification.

F

Consideration.

F

Deferral.

F

Decision.
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Describe the purpose and types of expected actions
	Expected actions are the actions or decisions that you want participants to carry out to demonstrate competence.  It is necessary to identify expected actions 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.


	
	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 until later, put action on priority list.

· Decision:  Deploy or deny resources.




	Step 7:  List Expected Actions (Continued)
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	How do you know what actions are appropriate in response to a given event?

	
	You need to refer to the emergency plan.



	
	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.
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	Ask the students to turn to the sample titled, “Example:  Objective and Expected Actions,” on page 4.34 in the Independent Study.

Explain that this example illustrates the relationship between expected actions and objectives.  Briefly review the example.




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.




	
	Relationship to Objectives (Continued)
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Exercise Design

Listing Expected Actions

n

List only those that involve the participating

organizations.

n

List expected actions for all exercise

participants.

n

It is not necessary for each detailed event to

generate responses from all participants.




	
	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.   (It is not necessary that each detailed event generate responses from all participants.)



	Activity:  Write major and detailed events

	TOTAL TOPIC:

20 minutes
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Conduct the activity
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	Conduct the following activity:

1. The students should still be organized in their work groups.


2. Ask the students to turn to the activity titled, “Write Major and Detailed Events,” on page 4.36 in the Independent Study.


3. Explain that in this activity the students will write major and minor events for the objectives that they developed earlier.  Then they will list expected actions and the organizations responsible for the detailed events.


4. Tell them they will have 20 minutes to complete the activity.

Note:  Point out that these worksheets are also provided as Job Aid 11 in Appendix A, for later use.




Activity:  Write Major and Detailed Events

First, review the objectives that you developed earlier.  With these objectives in mind, write two major events.  Next, for each major event, write two detailed events.  Then, complete the Expected Actions Planning Sheet that follows.)
	Events

	Major Event #1:



	Detailed Events:

1.

2.



	Major Event #2:



	Detailed Events:

1.

2.




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 #

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	Step 8:  Prepare Messages 

	TOTAL TOPIC:

10 minutes


	

	
	Message Characteristics
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Exercise Design

Step 8:  Prepare Messages

n

Messages:

F

Communicate detailed events.

F

Evoke a response (decision or action) to 

meet objectives.

F

Are transmitted by phone, 

radio, note, fax, in person.

F

Must come from credible 

source, through credible 

channels.
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Discuss the characteristics of exercise messages
	Function:  Messages are used to communicate detailed events to exercise participants.  

Purpose:  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. 

Transmission:  Messages can be transmitted in various ways including:

· Landline telephone.

· Cellular telephone.

· Radio.

· In person.

· Written note.

· Fax.




	
	Message Characteristics (Continued)

	
	Credibility:  However messages are delivered, they must come from a credible source and be delivered through credible channels.  When transmitting messages in functional or full-scale exercises, try to use the method of transmission that would most likely be used in an actual emergency.
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Give an 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.



	
	Relationship to events and actions
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Exercise Design

Messages, Events, and Actions

n

One message may represent one event

    or . . .

n

Several messages may be needed to notify

participants of an event.

n

Each message is designed to generate one or

more expected actions.
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Describe how messages relate to events and actions
	Messages and events.  One message may represent an event, or several messages may be needed to notify the participants of the event.

Messages and expected actions.  Messages have a direct relationship to expected actions.  Each message is designed to generate one or more expected actions.  
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	Ask the students to turn to the chart titled, “Example:  Objective and Expected Actions,” on page 4.39 in the Independent Study.  Explain that this example, begun earlier, lists some ideas for messages that could achieve the expected actions.



	
	Point out that Job Aid 12 provides a worksheet for planning messages to generate 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.



	
	Message Variables
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Exercise Design

Message Variables

n

Message source

n

Transmission method

n

Message content

n

Recipient

n

These variables

influence the action

taken

è

WHO?

è

HOW?

è

WHAT?

è

TO WHOM?

è

To what EFFECT?
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Review the four main message variables
	Messages(whether simple or complex(have four main variables:



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


	
	· Transmission method (HOW):
	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 to take action?)



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

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.
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	Refer the students to the page titled, “Message Examples,” on page 4.41 in the Independent Study.


	Message Examples



	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.



	

	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.



	

	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.



	

	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.



	

	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?




	
	mESSAGE fORMAT
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Exercise Design

Message Format

CONTENT:  ________________________________________________

___________________________________________________________

___________________________________________________________

__________________________________________________________

ACTION TAKEN:  ____________________________________________

__________________________________________________________

___________________________________________________________

___________________________________________________________

EMERGENCY EXERCISE

<MESSAGE>

TO:

FROM:

METHOD

NO:

TIME:
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Review the message format
	Exercise designers often use a standardized form with spaces for the four variables:  

· To

· From

· Method

· Content

A standard message form may also have spaces for:

· Message number.

· Time the message is to be delivered.

· Action to be taken.  
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	Refer the students to the page titled, “Message Format,” on page 4.42 in the Independent Study.

Note:  Point out that this sample message format is provided as Job Aid 13 for later use.




	
	Spontaneous messages
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Exercise Design

Spontaneous Messages

n

In tabletop and functional exercises, most

messages are 

prescripted

.

n

Participants do not always respond as

anticipated.

n

Controllers and simulators must be ready to

ad lib.

n

Designers should give them ideas for

handling situations beforehand.
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Describe the use of spontaneous messages
	Most exercise messages in tabletop and functional exercises are prescripted. 

But participants do not always respond as you expect them to.   When that happens, the controller and simulators will need to improvise.  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.

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.




	
	Composing a message
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Exercise Design

Composing a Message

n

Begin with an expected action.

n

Decide:

F

What message would provoke that action?

F

Who will send it? Who will receive it?

F

What should the message say?

F

How will the message be transmitted?

n

Keep it realistic!

n

Practice with a partner . . . does the message

“work?”
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Provide guidelines for composing a message
	When composing a message, these are some tips that can help:

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

· 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?


· Keep it realistic.

· Practice.  Read the messages 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.




	Activity:  Compose a Message

	TOTAL TOPIC:

10 minutes
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	Conduct the following activity:

1. The students should still be in their work groups.


2. Ask the students to turn to the activity titled, “Compose a Message,” on page 4.44 of the Independent Study.


3. Explain that each person in the group should select a different expected action that the group listed in the last activity and compose a message that would generate the selected action.  The message should include the following items on the provided form:  

· To

· From

· Method

· Content


4. When everyone in the group is finished, they should share and discuss their results. 


5. Tell the students that they will have 10 minutes to complete the activity.




Activity:  Compose a Message

Each person in the group should select one of the expected actions that 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

When finished, share your results with the members of your work group.

	EMERGENCY EXERCISE
<MESSAGE>

	
	TO:


	
	METHOD
	
	FROM:


	

	

	
	NO:


	
	TIME:
	

	

	CONTENT:  ______________________________________________

______________________________________________________________

______________________________________________________________

______________________________________________________________

ACTION TAKEN:  ______________________________________________

______________________________________________________________

______________________________________________________________

______________________________________________________________




	Putting it Together:  The Master Scenario of Events List 

	TOTAL TOPIC:

5 minutes
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n

Includes:

F
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F
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F
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n

Organized by time of occurrence

n
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schedule

n

Should NOT be shown to participants
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Review the purpose of the MSEL
	During a functional exercise, a Master Scenario of Events List (MSEL) 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.
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IS, p. 4.45
	Refer the students to the page titled, “Sample Master Scenario of Events List,” on page 4.45 in the Independent Study.  Briefly review the entries.  Point out that Job Aid 14 provides an MSEL worksheet.  




Sample Master Scenario of Events List

	Time
	Message/Event
	Expected Actions

	0735
	Plane radios tower:  losing engine power and altitude
	1.
Tower notifies dispatch center

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


	0740–0750
	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


	0755
	Hospital calls dispatch requesting more information
	1.
Dispatch obtains potential number of casualties and relays to hospital

2.
Hospital notifies other medical facilities


	0800
	Media call dispatch requesting information

	(etc.)


	Alternatives to Self-Developed Exercises 

	TOTAL TOPIC:

2 minutes
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Exercise Alternatives

n

Exercise-based training courses:

F

E.g., 

FEMA’s 

Integrated Emergency

Management Course (IEMC).

n

Prepackaged exercises:

F

Many exercise incidents—natural, 

hazmat

,

terrorist, etc.

F

Should be adapted to local setting.
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Briefly review 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; mini-preparatory 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.




	Unit Summary and Transition

	
	

	TOTAL TOPIC:

8 minutes
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IS, p. 4.48
	Allow the students 5 minutes to answer the questions in the Knowledge Check and compare their answers against the answer key on IS, p. 4.50.
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Unit Summary

In Unit 4, we:

n

Discussed the eight-step design process.

n

Applied each step in the initial development

of an exercise.

Next:  The Tabletop Exercise




	
	In Unit 4, the students learned about the eight-step exercise design process and applied each of the steps in the initial development of an exercise.  The next three units will provide more detailed information about designing and implementing specific types of exercises:  Tabletop, functional, and full-scale exercises.  Unit 5 will focus on tabletop exercises.

Tell the students that they can get more information from the following web sites:

· Integrated Emergency Management Course: 

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

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



	
	

	
	Unit 5:  The Tabletop Exercise




	UNIT 5.  THE TABLETOP EXERCISE


TOTAL UNIT:  1 Hour

	
	

	objectives
	At the end of this unit, the students should be able to:

· Describe the purposes and characteristics of a tabletop exercise.

· Describe the steps in facilitating a tabletop exercise.



	
	

	scope


	Unit overview; characteristics of the tabletop exercise; how a tabletop works; facilitating a tabletop exercise; designing a tabletop exercise; activity:  develop problem statements; activity:  develop messages; unit summary and transition.



	
	

	methodology


	After introducing the unit objectives, the Instructor will play a videotape segment that describes key characteristics of a tabletop exercise and demonstrates important aspects of facilitating a tabletop exercise.

Next, the Instructor will briefly review the key points covered in the video related to tabletop characteristics and facilitation.  The Instructor will also explain how the eight-step design process can be simplified when designing a tabletop exercise.

Finally, the students, working in design teams, will complete two activities.  In the first, they will review a sample tabletop plan, develop problem statements to complete that plan, and compare the results with those of other teams.  In the second, they will review a another sample tabletop plan, develop messages appropriate for that plan, and again compare results with other teams. 




	
	

	materials AND EQUIPMENT required


	The materials and equipment required for this unit include:

· The Exercise Design video.

· A VCR and monitor.

· Visuals 5-1 through 5-10.

· A computer display unit or overhead projector and screen.

· The Instructor Guide.

· The Independent Study (one per student).



	
	

	time plan
	The suggested time plan for this unit is shown below.

Topic
Time
Unit Overview
2 minutes

Characteristics of the Tabletop Exercise
13 minutes

How a Tabletop Works
5 minutes

Facilitating a Tabletop Exercise
5 minutes

Designing a Tabletop Exercise
5 minutes

Activity:  Develop Problem Statements
12 minutes

Activity:  Develop Messages
10 minutes

Unit Summary and Transition
8 minutes


TOTAL TIME
1 hour



	
	

	PREPARATION


	For the discussion that follows the opening videotape, you may wish to prepare the chart paper in advance, as shown below.  



	Tabletop Exercises

	Advantages
	Disadvantages

	
	

	
	


	UNIT OVERVIEW 

	TOTAL TOPIC:

2 minutes


	

	
	Now that the students have been given a look at the “big picture” of the exercise process and the steps in designing an exercise, they are ready to take a closer look at specific kinds of exercises.  The students will examine tabletop, functional, and full-scale exercises, focusing on key characteristics and what is different about designing each type.  This unit focuses on the tabletop exercise.  
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Preview the unit
	First, review with the students how a tabletop exercise works and the role of the facilitator.  At some point the students will probably be called upon to serve in this role, so we will discuss some guidelines for successfully facilitating a tabletop exercise.  Finally, the students will examine how the design steps they learned in the previous unit are applied to this type of exercise, and the students will have an opportunity to participate in some design activities.
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Unit Objectives

n

Describe the purposes and characteristics of a

tabletop exercise.

n

Describe the steps in facilitating a tabletop
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Review the objectives
	After completing this unit, the students should be able to:

· Describe the purposes and characteristics of a tabletop exercise.

· Describe the steps in facilitating a tabletop exercise.
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Introduce video

(optional)

(about 6 minutes)
	Tell the students that the class will view the Exercise Design video for Unit 5, “The Tabletop Exercise.”

Note:  The video segment includes orientations and drills in addition to tabletop exercises.




	Characteristics of the Tabletop Exercise

	TOTAL TOPIC:

13 minutes
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Introduce topic
	As we discussed earlier, a tabletop exercise simulates an emergency situation in an informal, stress-free environment.  The participants(usually people on a decision-making level(gather around a table to discuss general problems and procedures in the context of an emergency scenario.  The focus is on training and familiarization with roles, procedures, or responsibilities.



	
	Key Characteristics

	
[image: image347.wmf]Visual

5-2



	[image: image348.wmf]5-

2

Exercise Design

Tabletop Characteristics

n

Purpose:  Solve problems as a group.

n

Format:

F

Discussion guided by facilitator.

F

No simulators.

F

No elaborate facilities or communications.

n

Evaluation:

F

Observers may be present.

F

Success measured by participant feedback,

impact on policies, plans, procedures.
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Briefly review key characteristics of tabletop exercises
	Purpose:  The purpose of the tabletop is to solve problems as a group.  

Format:  The tabletop is largely a discussion guided by a facilitator (or sometimes two facilitators who share responsibilities).  There are no simulators and no attempts to arrange elaborate facilities or communications.  



	
	Evaluation:  One or two evaluators may be selected to observe proceedings and progress toward the objectives.  The success of a tabletop exercise is determined by feedback from participants and the impact this feedback has on the evaluation and revision of policies, plans, and procedures.




	
	Key Characteristics (Continued)
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	Each type of exercise has advantages and disadvantages that need to be considered when selecting the type of exercise for a particular purpose or situation.   What are some of the advantages of tabletop exercises?

What are the disadvantages?
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List students’ ideas on chart paper
	Jot the students’ ideas on chart paper (see “Preparation” at the beginning of this unit for chart format). 

If not mentioned by the students, ask leading questions to prompt responses similar to the following:



	
	Advantages:

· It requires only a modest commitment in terms of time, cost, and resources.

· It is an effective method for reviewing plans, procedures, and policies.

· It is a good way to acquaint key personnel with emergency responsibilities, procedures, and one another.

Disadvantages:

· It lacks realism and thus does not provide a true test of an emergency management system’s capabilities.

· It provides only a superficial exercise of plans, procedures, and staff capabilities.

· It does not provide a practical way to demonstrate system overload.



	How a Tabletop Works 

	TOTAL TOPIC:

5 minutes


	

	
	In many respects, a tabletop exercise is like a problem-solving or brainstorming session.  Unlike a functional exercise, problems are tackled one at a time and talked through without stress.



	
	Problem Statements and Messages
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Problem Statements, Messages

n

Present verbal or written problem statements 

to:

F

Group.

F

Individuals, then open discussion to group.

n

Deliver prescripted messages to individuals, 

who coordinate with 

others and respond.

n

Take time to resolve

tough problems.
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Briefly review problem statements and messages
	A tabletop is not tightly structured, so problem statements can be handled in various ways—verbally and in written form:

· Verbal problem statements:  The facilitator can verbally present general problems one at a time to the group for discussion.  Or, they can be addressed to individuals first and then opened to the group.


· Written detailed events (problems) and related discussion questions can be given to individuals to answer from the perspective of their own organization and role, then discussed in the group.  


· Prescripted messages:  The facilitator can deliver prescripted messages to individual players to answer from the perspective of their own organization and role.  The group then discusses the issues raised by the message, using the EOP or other operating plan for guidance.  The group determines what, if any, additional information is needed and requests that information.  They may take some action if appropriate.




	
	Problem Statements and Messages (Continued)

	
	· Occasionally, players receiving messages handle them individually, making a decision for the organization that they represent.  Players then work together, seeking out information and coordinating decisions with each other.

Some facilitators like to combine approaches, beginning the exercise with general problems directed to key individuals and then passing out messages one at a time to the other players.



	
	Handling Problems:  It is usually wise to take the time to resolve problems, rather than hurry from one problem or message to the next, even though players sometimes will want to bypass the tough problems.




	
	Facilities and Materials

	
[image: image355.wmf]Visual

5-4



	[image: image356.wmf]5

-

4

Exercise Design

Facilities and Materials

n

Operations center or conference facility

n

Materials:

F

Emergency plans

F

Maps

F

Other references




	[image: image357.wmf]
Review facility and materials requirements for tabletops
	Facilities.  It is recommended that the EOC or other operations center be used for the tabletop exercise, for two reasons:

· It provides the most realistic setting.

· Needed plans, displays, and maps are available on the premises.


Any conference facility that will comfortably accommodate the expected number of participants in a face-to-face setting will be adequate, however.

Arrangement.  The number of participants and the scenario will determine the number and arrangement of tables for the exercise.  Some facilitators like to arrange small groups around separate tables.  Others prefer a U-shaped layout.

Materials.  Provided reference materials should include emergency plans, maps, and other reference materials that would normally be available in the EOC.




	Facilitating a Tabletop Exercise 

	TOTAL TOPIC:

5 minutes


	

	
	A tabletop exercise provides a relaxed environment of team problem solving.  While functional and full-scale exercises are interactive, a tabletop is managed by a facilitator.
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	What are the chief responsibilities of the exercise facilitator?
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List students’ ideas on chart paper
	If not mentioned by the group, guide the discussion to include the following responsibilities, which will be elaborated upon shortly:

· Setting the stage (e.g., introducing the narrative).

· Involving everyone—stimulating discussion and drawing answers and solutions from the group (rather than supplying them).


· “Facilitating” in-depth problem solving.


· Controlling the pace and flow of the exercise and distributing messages.



	
	Setting the Stage

	
	The facilitator must have good communication skills and be well informed on local plans and organizational responsibilities.  Although the facilitator can be thought of as a discussion leader, the role can be much more broad.




	
	Setting the Stage (Continued)
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Suggest facilitation strategies 
	The opening remarks and activities influence the whole experience.  Players need to know what will happen and to feel comfortable about being there.  Strategies for setting the stage for a successful tabletop exercise include:



	
	· A welcome.  Begin by sincerely welcoming participants and putting them at ease.


· A briefing.  Brief the participants about what will happen.  This includes a clear explanation of:

· Purposes and objectives.

· Ground rules.

· Procedures.


· A narrative.  Start the exercise by reading (or having someone read) the narrative and introducing the first problem or message.


· An ice breaker.  Try breaking the ice by beginning with a general question directed at one or two high-ranking officials or to the group as a whole.  Later, other problem statements or messages can be addressed to other individuals or organizations.



	
	Involving Everyone

	
	It is important that everyone participates and that no one person or organization dominates the discussion.
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	What are some strategies that the facilitator can use to involve everyone in the discussion?

	
	Acknowledge the students’ responses.  Then use Visual 5-6 to summarize the discussion and add points as necessary.
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Present guidelines for facilitating tabletops
	Ways to involve all of the participants include:

· Organizing the messages so that all organizations must deal with a question or problem.   


· Giving extra encouragement to those who are a little reticent.


· Avoiding the temptation to jump in with the right solutions when players are struggling.  This will often hamper the discussion.  Instead, try to draw out the answers from the players.  They will be more likely to participate if they feel people are listening intently and sympathetically.


· Modeling and encouraging the behaviors you want from the participants: 

· Eye contact

· Acknowledging comments in a positive manner




	
	In-Depth problem solving

	
	The purpose of tabletop exercises is usually to resolve problems or make plans as a group.
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	What can a facilitator do to keep the exercise participants focused on in-depth problem solving?

	
	Acknowledge the students’ responses.  Then summarize the discussion and add points as necessary.



	
	Resolving problems means going after real solutions(not superficialities.  If you spend all of the time on one big problem, maintain interest among players, and reach consensus, then the tabletop is a success!  So(push the players past superficial solutions.

Some facilitators make the mistake of trying to move too fast through the scenario, believing that they have to meet all of the objectives and get through all of the messages.  However, that is not a good approach if nothing gets settled.

A few carefully chosen, open-ended questions can keep the discussion going to its logical conclusion.




	
	Controlling and Sustaining Action

	
	To maintain a high level of interest and keep everyone involved, the facilitator needs to control and sustain the action.
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	As a facilitator, what are some strategies you can use to control and sustain the action?

	
	Acknowledge the students’ responses.  Then summarize the discussion and add points as necessary.
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Present strategies for controlling and sustaining action
	Ways to control and sustain action include:

· Using multiple event stages.  Develop the scenario narrative in event stages.  (For example, the initial narrative may involve warning.  A later one could deal with search and rescue.)  Then, as discussion begins to fade on one issue, introduce the next segment.


· Varying the pace.  Add or delete problem statements and messages to alter the speed of the action.  Occasionally give two messages at the same time to increase pace and interest.


· Maintaining a balance.  Maintain a balance between overly talking about a problem and moving along so fast that nothing gets settled.  Do not hesitate to control the exercise tightly!

· Watching for signs of frustration or conflict.  Always remember that the tabletop is basically training, not testing.  People may come with fragile egos and little exercise experience.  If you see mounting frustration or conflict, stop the exercise.  Reach into your experience as a discussion leader to help the players resolve conflicts and feel comfortable.


· Keeping it low-key.  Avoid a bad experience by keeping in mind the low-key nature of the tabletop.

Note:  The activity on IS, page 5.8, “Your Ideas for Facilitating a Tabletop” is designed for the student to do individually and need not be covered in the group session.




	Designing a Tabletop Exercise 

	TOTAL TOPIC:

5 minutes
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Introduce tabletop design
	The eight-step process—and the accompanying job aids—that were used in Unit 4 can be used to design all exercises, including the tabletop exercise:

1. Assess needs.

2. Define the scope.

3. Write a purpose statement.

4. Define objectives.

5. Compose a narrative.

6. Write major and detailed events.

7. List expected actions.

8. Prepare messages.


	Designing a Tabletop Exercise (Continued)

	
	For a tabletop exercise, the first four steps are handled as for any exercise.  The remaining steps can be somewhat simplified:

· Because a tabletop is only partially simulated, it requires little scripting.  


· The only roles are the facilitator, the participants (who respond in their real-life roles), and one or two recorders.  


· Recorders take minutes and record decisions and usually do not need formal evaluation forms.

Point out the main differences in how the design steps are applied for this type of exercise.



	
	Applying the Design Steps
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Discuss differences in designing tabletops
	Narrative

The tabletop narrative is sometimes shorter.  It is nearly always given to the players in printed form, although it can be presented on TV or radio.  When the purpose of the tabletop is to discuss general responses, the narrative can be presented in parts, with a discussion of problems after each part.



	
	Events

The events should be closely related to the objectives of the exercise.  Most tabletop exercises require only a few major or detailed events, which then can easily be turned into problem statements.


	
	Applying the Design Steps (Continued)
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	Expected Actions

A list of expected actions is useful for developing both problem statements and messages.  It is always important to be clear about what you want people to do.  However, in a tabletop, sometimes the “expected action” will be a discussion that will eventually result in consensus or ideas for change.

Messages

As always, messages should be closely tied to objectives and should be planned to give all participants the opportunity to take part.  

A tabletop can succeed with just a few carefully written messages or problem statements. It is a good idea to write a few more messages than you think you will need.  However, messages that are carefully thought through will create a rather lengthy discussion, so it is better to have 10 or 15 good messages than it is to have 20 or 30 hastily written ones.

Depending on the purpose of the exercise, messages can relate to a large problem (similar to an announcement of a major event) or a smaller problem.  Usually they are directed to a single person or organization, although others may be invited to join in the discussion.




	
	Applying the Design Steps (Continued)
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IS, p. 5.10
	Briefly review the following message example that is provide on page 5.10 of the Independent Study.  



	
	Message Example



	
	General Problem Statement:  

During a relocation process, what do you feel is needed for the support of your functions?

Specific Message:

A call from Southside Nursing Home:  They do not have enough transportation for all of their patients.



	
	

	
	How many messages?  It is a good idea to write a few more messages than you think you will need.  If messages are carefully thought through, however, they will create a rather lengthy discussion.  It’s better to have 10 or 15 good messages than 20 or 30 hastily written ones.
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IS, p. 5.11
	Ask the students to turn to the page titled, “Tabletop Exercise Checklist,” on page 5.11 in the Independent Study.  Point out that this type of checklist can be used to guide the design process.  Briefly review the checklist items.




Tabletop Exercise Checklist

	Design

	(
	Needs assessment, scope, statement of purpose, and objectives developed

	(
	Narrative:

	(
	May be shorter

	(
	Presented all at once or incrementally

	(
	Events:

	(
	Limited number

	(
	Presented as problem statements

	(
	Expected actions:

	(
	May involve identification of appropriate responses, identification of gaps in procedures, reaching group consensus, developing ideas for change, etc.

	(
	Messages:

	(
	Limited number (e.g., 10-15)

	(
	Involve everyone

	(
	Tied to objectives

	Facilitation

	(
	Welcome participants

	(
	Briefing:

	(
	Purpose and objectives

	(
	Ground rules and procedures

	(
	Narrative presentation (printed, verbal, TV, radio)

	(
	Ice breaker questions directed at high-ranking officials

	(
	Messages organized to involve all organizations

	(
	Strategies to encourage the reticent

	(
	Facilitate(do not dominate

	(
	Model positive behaviors (eye contact, positive reinforcement)

	(
	Aim for in-depth problem solving

	(
	Strategies for sustaining action

	(
	Multiple event stages

	(
	Varied pace

	(
	Balanced pace

	(
	Conflict resolution

	(
	Low-key atmosphere



	Activity:  Develop problem statements

	TOTAL TOPIC:

12 minutes
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Conduct the activity
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IS, p. 5.13


	Conduct the following activity:

1. The students should still be organized in their design teams.  Ask them to turn to the activity titled, “Develop Problem Statements,” on page 5.13 in the Independent Study.

2. Explain that the tabletop plan in this activity illustrates one tabletop exercise design approach—the “scenario development” approach. To accomplish the exercise goal (to generate general solutions to problems), this plan presents the narrative in sections, each section followed by a few problem statements.  The facilitator would have participants discuss each problem statement until reasonable solutions have been reached, then proceed to the next narrative section and its accompanying problem statements.

3. Explain that the teams should:

· Review the sample plan.  (Notice that problem statements for the third narrative section have been omitted.)

· Develop two problem statements, where indicated, that would help achieve the objectives of the exercise.

· Be prepared to share their results with the other teams

4. Tell the students that they will have approximately 10 minutes for this activity.

5. When the teams have finished, ask each team to report one or both of their problem statements (depending on the time available), and invite discussion.

Note: A wide variety of problem statements could be developed.  Below are two examples.  The students’ problem statements will probably be different, but they should reinforce the exercise objectives.

A.
Does this body have the power to make policy decisions with regard to contract violation, shift problems for extended response periods, and injuries related to personnel performing functions outside their normal duties?  Have liability issues been fully addressed?

B. What plan is in place to assist city responders (this group included) with family information assistance to reduce the stress of employees not knowing how their families are?


Activity:  Develop Problem Statements

The following example illustrates one tabletop exercise design approach(the “scenario development” approach.  The goal of this exercise (based on an earthquake scenario) is to generate general solutions to problems.  To accomplish this, it presents the narrative in sections, with each section followed by a few problem statements.  The facilitator would have participants discuss each problem statement until reasonable solutions have been reached, then proceed to the next narrative section and its accompanying problem statements.

Review the sample plan.  Problem statements for the third narrative section have been omitted. Develop two problem statements, where indicated, that would help achieve the objectives of the exercise.  Be prepared to share your results with the other students.

	Tabletop Plan:  Example 1 (Scenario Development Approach)

	Organization:
	Department of Management Services



	Objectives:
	1. Heighten awareness of city plan and standard operating procedures.

2. Identify and prioritize response activities.

3. Identify plans, policies, and procedures which are specific for this department and its various divisions.

4. Identify resources available to the department team.

5. Identify critical operations.


	Participants:
	Department Level
· Department of Management Services; Department Director

· Assistant to Mayor

· City Treasurer

Division Level
· Division of Human Resources Management

· Division of Labor Relations

· Division of Accounting

· Division of Budget

· Treasurer

· Division of Purchasing

· City Recorder



Activity:  Develop Problem Statements (Continued)

	Tabletop Plan:  Example 1 (Continued)

	Scenario Development 1 (Narrative, Part 1)



	
	It is 9:00 a.m. on Tuesday, January 15.  You have just felt a moderate earthquake as you worked at your desk in the City Office Building.  You hide under your desk as plaster and glass flew around your office.  After the shaking had stopped, you left the building from the nearest exit.  Everyone is shocked, but apparently there are no serious injuries.  You see several cracks in the rock fascia and wonder whether it is safe to reenter the building.  Your assistant comes up to you and tells you that he could not get a dial tone on his phone before exiting the building.  Near panic, he asks these questions:  “What do we do?  How do we get help?  How do we call the emergency command center?  How bad do you think the quake is?”

It occurs to you that these are questions that need to be answered.



	
	Problem Statements:
A.
As Division heads, what are our primary and secondary priorities and responsibilities?  What are the time constraints on these activities?


B.
As a Department Command Team, what are our priorities and responsibilities?


C.
How is this department prepared to sustain division support/activity throughout a lengthy response?  What about shifts for the command post members?



	Scenario Development 2 (Narrative, Part 2)



	
	Because of possible structural damage to the building, the group decides to relocate the Department Command Post to ______________.  It appears that the earthquake was not too severe; however, it will require a serious effort to keep the department services available and respond to the city’s needs.  Since the City Command Post is expecting the department to be located at the City Office Building in Roger Brown’s office, it is necessary to discuss what to do and how to do it.



	
	Problem Statements:
A.
If there is damage to this building, how do we select where we will relocate?


B.
Roger Brown, at the City EOC, has to know of your whereabouts.  How do you contact him at the City EOC to let him know where you are relocating?  If radios are used, where did they come from?  Are they operational?

C.
During a relocation process, what do you feel as a team is needed for the support of your functions (administrative support, personnel, facilities, etc.)?




Activity:  Develop Problem Statements (Continued)

	Tabletop Plan:  Example 1 (Continued)

	Scenario Development 3 (Narrative, Part 3)



	
	It is now 1½ days since the earthquake.  None of you have been able to go home.  Because of debris removal, all of the city response agencies, including public works, have been working almost nonstop.  You hear of a street worker who was injured falling out of a tree while cutting down a broken branch.  Also, last night a secretary complained that she was doing purchasing/contract procurement while only being paid as a secretary.  She joked with her supervisor, but Frank was alerted to this concern by the supervisor for policy guidance.



	
	Problem Statements:  (Develop your problem statements in the spaces below.)



	
	A.





	
	B.



	
	Note: The scenario may continue through two or three more problem areas.  The problem statements need not be addressed in sequence.


	Activity:  Develop a tabletop exercise Message

	TOTAL TOPIC:

10 minutes
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	Conduct the following activity:

1. Continuing in the same design teams, ask the students to turn to the activity titled, “Develop a Tabletop Exercise Message,” on page 5.17 in the Independent Study.


2. Explain that the tabletop plan in this activity illustrates another tabletop exercise design approach—a single narrative with messages.  This plan focuses the participants on more specific responses to problems through the use of printed messages.  The facilitator would present the entire narrative, then distribute the messages to specific players for discussion.

3. Explain that the teams should:

· Review the plan.  


· Imagine that their organization is included among the players.  In the space provided, develop a message related to one of the following issue areas (as assigned by the Instructor) that would affect the organization’s ability to meet the stated objectives of the exercise:


· Warning

· Communications

· Public information

· Health/environment

· Be prepared to share their results with the other teams.


4. Assign each team one of the issue areas.  Tell them that they will have about 5 minutes to create the message.


5. When the teams have finished, ask each team to share the message that they developed, and invite discussion.




Activity:  Develop Messages

The following example illustrates another tabletop exercise design approach(a single narrative with messages. This plan focuses the participants on more specific responses to problems through the use of printed messages.  The facilitator would present the entire narrative, then distribute the messages to specific players for discussion.

Review the plan.  Imagine that your organization is included among the players.  Your instructor will assign your team an issue area.  In the space provided, develop a message related to that issue area that would affect your organization’s ability to meet the stated objectives of the exercise.

	Tabletop Plan:  Example 2 (Message Approach)

	Objectives:
	Participants will demonstrate the ability to:

1. Coordinate effective evacuation.

2. Establish and maintain shelters for evacuees.

3. Coordinate round-the-clock field operations.

4. Ascertain safety levels needed to allow reentry into affected areas.


	Players:
	· City/County Manager

· Emergency Manager

· Law Enforcement Representative

· Fire Services Representative

· Health/Environmental Representative

· Public Works Director

· Public Information Officer

· Volunteer Shelter Coordinator



	Narrative:
	Steady rain has been falling in the region due to a moisture-laden low pressure system.  Early into the storm, a Flood Watch was issued by the National Weather Service (NWS).  Within 10 hours after the rain began to fall, the NWS issued a Flood Warning for low-lying areas along small streams.  Some roads had to be closed and a small number of residents had to be evacuated along overflowing streams located northwest of the city.

Sixteen hours have elapsed since the rain began.  Based on reports from designated citizens with rain gauges, total rainfall across the jurisdiction ranges from 4.1 to 4.7 inches. The soil has reached the saturation point, causing extensive runoff.  Designated river spotters, water level gauges, and/or electronic river rise warning devices indicate that the river has risen to a dangerous level.

The 24-hour forecast calls for continued rainfall, with a clearing trend possible.  Based on these data, the NWS issues a Flood Warning for areas along the river basin.  Police report additional road closings due to high water, and a couple dozen more residents have been evacuated.  Water levels are rising steadily, as a driving rain continues to fall.  It is now 3:00 p.m.  The EOC has been opened and the staff has been assembled.




Activity:  Develop Messages (Continued)

	Tabletop Plan:  Example 2 (Continued)

	Messages:



	
	Message #__1__ 
Time 4:15 pm

To: Public Works

From: Water Treatment Plant

Water continues to rise.  River approaching flood stage.  Debris is piling up at bridges. Water is now to top step of plant.


	
	Message #  2_  
Time 5:00 pm

To: Police Chief

From: Police Officer

Motorists stranded in high water along Riverside Drive, south of bridge.  They are on top of their cars in about 3 feet of water.  The water is rising and moving faster.


	

	

	
	Message #__3__
Time 5:30 pm

To: Fire Chief

From: Battalion Chief

House on Nelson Drive contains 6 children under age 4, babysitter is only 11.  They are in an upstairs bedroom.  Water is over 2 feet deep in house.  The sitter refuses to let the kids leave until the mother returns.


	
	Message # __4__
Time 6:45 pm

To: Public Works

From: Public Works Crew

Heart attack victim in River Oaks.  Ambulance cannot get to him because of high water.
	

	
	
	
	
	

	
	Message #__5__
Time 7:30 pm

To: Dispatch

From: Citizen

Power line down near the Riverside City Park.  One person appears dead, at least 3 others trapped in vehicles.  Water is rising rapidly.


	
	Message # __6__
Time 7:30 pm

To: Emergency Manager

From: Dispatch

Switchboard and dispatch are over​whelmed.  We are short of replacement personnel.
	

	
	
	
	
	

	
	Message # __7__
Time 8:45 pm

To: Volunteer Coordinator

From: Incident Coordinator

Emergency workers have been on job for many hours.  They are in need of food and refreshments.


	
	Message #__8__
Time 11:00 pm

To: Public Information Officer

From: Public Utilities

Many parts of the city have lost power and telephone service, including many city agencies.  Utilities do not know which agencies need repair first.  Setting priorities is difficult.


	

	


Activity:  Develop Messages (Continued)

	Tabletop Plan:  Example 2 (Continued)

	

	
	Message #__9__
Time 11:30 pm

To: City Manager

From: Incident Commander

Emergency personnel have been working for many hours and are exhausted.
	
	Message #__10__
Time 1:00 am

To: Volunteer Shelter Coordinator

From: Red Cross

Shelters are running low on supplies, especially food.  Evacuees have forgotten to bring vital medications.


	

	

	
	Message #__11__
Time 3:30 am

To: Health/Environment Representatives

From: Policeman

Flood waters recede.  Some residents are wanting to get back in their homes.  Some lack proper ID.  Some areas are still too dangerous.


	
	Message #__12__
Time 9:00 am

To: Health/Environment Representatives

From: Citizen

There is a shortage of potable water.
	

	
	
	
	
	


Your Message:

	Message #  13
Time:  _________________

To: [Your Organization] ____________________________________________

From:

Message:




	Unit Summary and Transition

	
	

	TOTAL TOPIC:

8 minutes
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	Allow the students 5 minutes to answer the questions in the Knowledge Check and compare their answers against the answer key on IS, p. 5.23.
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Exercise Design

Next:  The Functional Exercise

Unit Summary

In Unit 5, we:

n

Reviewed how a tabletop exercise works.

n

Discussed facilitation guidelines.

n

Examined how the eight design steps are

applied to tabletop exercises.

n

Developed problem statements and

messages.




	
	In Unit 5, the students reviewed how a tabletop exercise works, discussed facilitation guidelines, examined how the eight design steps are applied to tabletop exercises, and practiced developing problem statements and messages.

Unit 6 will provide a similar examination of functional exercises.

Tell the students that they can get more information from the following web sites:

· FEMA’s Emergency Management Exercise Reporting System (EMERS)

www.fema.gov/onp/emers

FEMA:  Descriptions of past tabletop exercises:

· Las Cruces counter-terrorism exercise:  http://www.fema.gov/reg-vi/2001/r6_24.htm

· Pacific Northwest terrorism workshop: http://www.fema.gov/reg-x/2001/r10_36.htm



	Unit Summary and Transition (Continued)

	
	· Virtual tabletop exercise (Internet): http://www.fema.gov/pte/98365.htm
· Red River Basin flooding exercise: http://www.fema.gov/reg-viii/premac.htm

· Tabletop exercises participated in by FEMA:  www.fema.gov.  Type in “tabletop” under search FEMA.gov and click “Go”.

U.S. Department of Energy/Oak Ridge Associated Universities, Emergency Management Laboratory:

· Design course:  Beyond the Traditional Tabletop Exercise:  www.orau.gov/eml/manage.htm


· What Would You Do If It Happened to You?  A Tabletop Exercise Gives You a Chance to Find Out:  www.orau.gov/eml/exercise.htm
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This is the format for a discussion question.
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