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INTRODUCTION

The purpose of this guide is to present the concept of a comprehensive emergency
management exercise program. This guide is also designed to help state and local governments
develop, conduct, evaluate, and follow-up exercises. Such activity has been shown to be a
practical, efficient, and proven way to improve the individual abilities of emergency service
personnel and the overall capability of emergency management systems.

The basic premise is that exercises must meet the unique needs of the sponsoring
jurisdiction. Exercises should be tailored to fit the individual community or other level of
government. This is true whether you conduct a "packaged" exercise provided by an independent
source, or develop your own. In either case they must be responsive to your specific objectives
and to your jurisdiction’s hazards and emergency response capabilities.

The basic assumptions of this guide are that:
1. Exercises are fundamentally good, beneficial, and worth the effort.

2. Not all jurisdictions have equal emergency management capabilities; therefore, emergency
management exercises must meet varying needs.

3. Emergency management exercises are not one-shot deals; they are part of a jurisdiction's
commitment to improving the overall emergency management program.

4. An exercise development program begins with a single exercise, but is a progressive
commitment to improvement throughout the future.

5. The goal of an exercise program is to give every jurisdiction the capability to conduct
exercises involving all parts of an integrated emergency management system.

The guide is divided into six sections. The first section defines the overall exercise
program in terms of definition, purpose, scope, and participation; This section also identifies the
five elements of an exercise program -- orientation seminars, drills, tabletop exercises, functional
exercises, and full-scale exercises. Each of these elements are discussed in terms of reason, scope,
and requirements. The rationale behind the development of an exercise program is presented, and
the cyclical relationship between the elements is discussed.



Each of the remaining five sections focus on a particular step in the development of a
comprehensive exercise program:

Step 1: Establishing the Base

Step 2: Exercise Development

Step 3: Exercise Conduct

Step 4: Exercise Evaluation and Critique
Step 5: Exercise Follow-up

Each of these five steps are presented with sufficient materials to enable you to develop,
conduct, evaluate, and follow-up exercise within your own jurisdiction, hopefully within the
context of a comprehensive exercise program.



DEFINING AN EXERCISE PROGRAM
Definitions

Before we begin to develop exercises, it is important that you understand that exercises are
only a part of an overall exercise plan. There are several definitions that should be clearly stated.
Exercise

An activity designed to promote emergency preparedness; test or evaluate emergency
operations plans, procedures or facilities; train personnel in emergency management duties; and
demonstrate operational capability.

Exercises consist of the performance of duties, tasks or operations very similar to the way
they would be performed in a real emergency. However, the exercise performance is in response

to a simulated event. Therefore, they require input to emergency personnel that motivates a
realistic action.

Testing

That specific function (when associated with an exercise or drill) which is designed to
measure actual readiness capability of procedures, personnel, facilities, or equipment against
required capabilities described in emergency operations plans.

Simulation

A tool to create the perception of a situation, event, or environment which will evoke
responses similar to those that a real emergency would prompt.

Simulation attempts to approximate reality by using symbols, maps, drawings, scripts, or,

in more elaborate exercises, film, videotapes, or computer graphics. The key to good simulation is
the perception of realism by the individual or group being exercised.

PURPOSES OF AN EXERCISE PROGRAM

There are two kinds of outcomes of an exercise program. The first kind is individual
training. Simply put, people practice their roles and get better at them. The exercise is a learning
experience for individuals.



Second, there is an equally, if not more important result of exercising:
improving the emergency management system in the jurisdiction.

This improvement does not come from conducting the exercise alone. It requires
participants in the exercise to identify how things went, and to develop a list of
RECOMMENDATIONS for improving of the emergency management system in the jurisdiction.
This list of recommendations is, perhaps, the most valuable outcome of the exercise and can be an
important input to the jurisdiction's multi-year development plan.

The fundamental PURPOSE of an exercise program is to improve operational readiness. In
support of that goal, exercises can:

. Reveal planning weaknesses

. Reveal resource gaps

. Improve coordination

. Clarify roles and responsibilities

. Improve individual performance

. Gain public recognition of the emergency management program

. Motivate public officials to support the emergency program

. Build the confidence of emergency professionals

. Develop proficiency and confidence in participants

. Test plans and systems in "live" situations

. Enhance community capabilities for emergency management

. Foster cooperation among government agencies and private sector resources

. Increase general awareness of proficiencies and needs

. Help formulate public policy on community readiness posture

. Satisfy specific requirements of certain program areas (Radiological Emergency
Preparedness, Radiological Defense and Emergency Operating Centers)

. Demonstrate utilization of the Emergency Management process, (the use of Emergency
Management resources, the need for centralized operations, etc.)

. Increase state-local emergency management relationship

SCOPE OF AN EXERCISE PROGRAM

Any emergency action would benefit from a practice session. However, in this guide, we
focus on developing operational capabilities in the functional areas defined by FEMA's Integrated
Emergency Management System as common to all types of disasters and emergencies. The
exercise development program promoted in this guide will lead to the exercising of the FEMA
standards that are described in Civil Preparedness Guides 1-35 (local) and 1-36 (State). Check the
current version of that guide for the most up-to-date statement of functions, standards, and criteria.



Exercising is the principal method of testing and validating a jurisdiction's capability to
implement its emergency plan and perform in the functional standards set by FEMA. An exercise
program will practice and test the FEMA standards periodically, either one at a time or
collectively, depending on the nature of the exercise.

PARTICIPATION IN AN EXERCISE PROGRAM

Participation raises four considerations: Getting the chief executive involved, getting a
team involved in exercise development, finding the most effective role for the emergency
manager, and getting the departments and agencies involved as players.

Chief Executive

The most important component of participation in an exercise is the full support of the
chief executive. Even if the chief executive does not play in the exercise, his or her authority and
support are essential.

Many complex components go into making an exercise successful, but without the support
of the chief executive of the jurisdiction, your exercise will be a long hard battle. Whether elected
or appointed, the chief executive can get nearly instant and complete cooperation. Without that,
putting on an exercise involving departments and agencies over which you personally have no
authority can be very difficult.

So, plan well, work hard, and prepare the exercise creatively and thoroughly. But first get
the support of the chief executive!

A Development Team

The staff numbers for, and of exercise development, vary as widely as do exercises
themselves. Large jurisdictions may have personnel to assign to exercise development, while
smaller jurisdictions may have only one person responsible for the exercise.

Whatever the formally assigned staff, following one principle seems to improve the
exercise: USE A TEAM APPROACH.

In exercises that use previously prepared scenario materials, development time and effort
will be less than in exercises developed by the jurisdiction. A smaller team can adapt the prepared
exercises, but a team approach should still be used.



In jurisdictions choosing to develop exercises, an exercise development team might be
officially assigned by the chief executive to put on the exercise. More likely, a couple of staff
members will be responsible for developing the exercise and they will use the skills and expertise
of other departments and agencies in planning the exercise. Consideration should be given to
exercise assistance in the form of pre-exercise drills and scenario development, exercise control
and critique from state emergency managers, or from local emergency program managers in
adjacent communities. All these suggestions serve to draw on available expertise to make the
exercise realistic. That is the purpose of a team approach.

The Emergency Manager

There is little question that the emergency manager should be a player in the exercise.
The question then is, who is going to plan and develop the exercise?

In jurisdictions where staffing permits, the emergency manager can assign personnel to
develop and conduct the exercise and then leave them alone. The emergency manager should have
the same information as other department heads participating, but no more.

In jurisdictions where the emergency manager is the entire staff, he or she will have to play
a dual role. First, as motivator of exercise development, the manager can try to get supporting
staff assigned from another agency. Even if that succeeds, however, the manager will be
responsible for the development of the exercise.

Second, although he or she is familiar with the exercise, the manager in a small jurisdiction
is also a player. The emergency manager's role lends itself to partial participation in the exercise.
Although familiar with the flow of the exercise, the manager can negotiate and coordinate, can
provide decision support of the chief executive, and can approve resource allocation without
damaging the realistic atmosphere of the exercise.

Departments and Agencies

Each jurisdiction will determine what agencies and organizations participate in each
exercise. The participants may range from exclusively government agencies to the inclusion of
voluntary organizations and business and industry. In general, the most effective exercises will
include all the participants who would have responsibilities in a real emergency.

For example, exercising the communication function would probably include government
communications systems and personnel, amateur radio operators, and any commercial or industrial
communication systems that might be called upon. The



evacuation function might include private voluntary agencies that provide shelter, warning
agencies, transportation companies, etc. In short, an effective exercise will have to include all of
the organizations and personnel who would respond in a real emergency operation, as either
participants or simulated inputs.

FIVE ELEMENTS OF AN EXERCISE PROGRAM

Before you can begin to exercise, you must understand the relationship of certain elements
to the entire program. This guide presents five elements of an exercise program -- only three of
which are actually considered exercises.

Let's begin with the first element, the orientation seminar. The orientation seminar is
characterized by low stress, little attention to real time, lower level of preparatory effort, and only
rough attempts to simulate reality. The focus is on training and familiarization with roles,
procedures, responsibilities, and personalities in the jurisdiction's emergency management system.
They are usually informal, in a conference room environment, and designed to elicit constructive
discussion by the participants as they attempt to examine the jurisdiction's emergency management
policy, and then resolve problems based on existing emergency operations plans. The general
purpose is for participants to evaluate plans and procedures and to resolve questions of
coordination and assignment of responsibilities in a non-threatening format and under minimum
stress.

The second element, drills, are characterized by activity that tests, develops, or maintains
skills in a single emergency response procedure. The focus is limited, and drills are considered as
part of necessary ongoing training.

These two elements, in their normal format, do not satisfy FEMA program office
requirements for exercise. However, they are important preparatory efforts for the next three
exercise program elements -- tabletop, functional, and full-scale exercises.

The third element of an exercise program is the tabletop exercise. The tabletop presents a
simulated emergency situation, and is intended to evaluate plans and procedures, and to resolve
questions of coordination and assignments of responsibility. Tabletop exercises are not concerned
with time pressures, stress, or actual simulation of specific events.

The fourth element, functional exercises, are intended to test or evaluate the capability of
an individual function, or complex activity with a function. It is only applicable where the activity
or function can be effectively evaluated in isolation from other emergency



management activity. An example would be an exercise of the Direction and Control function. In
this example you could test and evaluate the centralized emergency operations capability and
timely response of one or more units of government under a stress environment. It would be
centered in an EOC, or interim EOC, and simulate the use of outside activity and resource.

In contrast to this, the fifth element or full-scale exercise is intended to evaluate the
operational capability of emergency management systems in an interactive manner over a
substantial period of time. It involves the testing of a major portion of the basic elements existing
within emergency operations, plans, and organizations in a stressful environment.

In the sections below, each of the five elements of an exercise program all described in
three contexts: the "reasons” for conducting that type of exercise, the "scope™ of participation
required, and the "requirements” for effective conduct.

Orientation Seminars

The orientation seminar is exactly what the name implies: an orientation to a plan,
procedure, organization, or idea. The seminar is relatively easy to conduct and serves the dual
purpose of familiarization and motivation. The orientation seminar involves bringing together
those with a role or interest in a plan, problem, or procedure. The variety of methods available to
conduct the orientation include lecture, film, slides or other visuals, and panel discussion.

Uses made of the orientation seminar generally focus on something new, as illustrated in
the following checklist of reasons for an orientation seminar.

Reasons for Orientation Seminars

. No previous exercise of an emergency agency or function
. New plan, SOP, annex, or appendices
. New staff or leadership

Scope

. Hazard: High profile

e Agencies: All that have an emergency management role

. Number of Participants: One or two for each function or service (police, fire,
communications, warning, etc.)

. Personnel Involved: Management, policy, coordination, operations staff

. Types of Actions: Walk through, role identification, negotiation

. Degree of Realism: None



Requirements

Exercise Experience: None

Staff Preparation: Minimal

Preparation Time: Two weeks

Skills: Leadership planning

Materials: Paper plan

Stimulus: Lecturer/Facilitator

Physical Facilities: Sizable conference room

Communication Facilities: None

Support: Chief executive officer, all service chiefs, key operations staff

Drills

A drill is an activity that tests, develops, or maintains skills in a single emergency response

procedure (communication drills, fire drills, command post drills, etc.) A drill usually involves
actual field response, activation of emergency communications networks, and equipment and
apparatus that would be used in a real emergency. The effectiveness of a drill is its focus on a
single, or relatively limited, portion of the overall emergency management system in order to
evaluate and improve it.

Reasons for Drills

Scope

Tests single emergency response function
Involves actual field response
Enables agency to practice/test single procedure or function under realistic conditions

Hazard: Any that highlight procedure being tested

Agencies: All emergency management personnel/agencies

Number of Participants: Depends on procedure/function being tested

Personnel Involved: Coordination, operations, and response personnel

Types of Actions: Actual simulated response, decision-making, resource allocation
Degree of Realism: Live transmission of simulated messages

Requirements

Exercise Experience: Orientation

Staff Preparation: Some experience, understanding of the function of agency being
tested

Preparation Time: One month



. Skills: Good understanding of single component being tested
. Materials: SOP's, functional annex being tested

. Stimulus: Actual message being transmitted plus written

. Physical Facilities: Field scene or EOC

. Communication Facilities: Radio, phone, other if appropriate
. Support: Involvement of agency or function being tested

Tabletop Exercises

A tabletop exercise is an activity in which elected and appointed officials and key agency
staff are presented with simulated emergency situations without time constraints. It is usually
informal, in a conference room environment, and designed to elicit constructive discussion by the
participants as they attempt to examine and then resolve problems based on existing emergency
operations plans. The purpose is for participants to evaluate plans and procedures and to resolve
questions of coordination and assignment of responsibilities in a nonthreatening format with
minimum stress.

The tabletop, in its simplest form, begins with a simulated event that is usually described in
a narrative with optional accompanying maps, charts, etc. The purpose of these materials is to
create for the players an emergency management "scene™ to which they will respond. Response is
made to a set of problems related to the emergency scene. Discussion takes place among the
participants to solve the problems presented using the resources available to them. The tabletop
exercise is a deliberate attempt to examine basic emergency management planning and resource
allocation problems without concern for time pressures, stress, or actual simulation of specific
events. Individuals are encouraged to discuss decisions in depth and the emphasis is on slow-
paced problem solving rather than rapid, spontaneous decision-making.

A more sophisticated form of the tabletop exercise still requires the preparation of a
narrative description of an event; however, messages distributed to the players provide the actual
stimulus for responses. In this way, the tabletop can assume two components of the higher level
exercises. First, messages can be given to individuals or to small groups for decisions. This
contrasts with the more basic approach where the entire assembled group collectively resolves
problems. Second, messages can be given simultaneously. This raises the need for coordination
among individuals or groups, thus increasing the realism of the exercise.



Even with this increased dimension of realism through messages, the tabletop exercise
strives to keep levels of stress and frustration low. There is no time schedule for sending
messages; when a decision is made or action taken, the next message is given. Similarly, there is
no rigid schedule for the entire exercise. If a problem arises, the controller can stop the exercise to
straighten it out. If a message is particularly perplexing, it can be discussed by the whole group.

Reasons for Tabletop Exercise

. New plan, SOP, annex, or appendices
. New key staff or chief executive
. Practice problem solving as a group
. Increase familiarity of chief executive with staff techniques
. Gain experience in staff interpersonal relations
e Staff role coordination
. Examine a specific case or problem that presents a risk to the jurisdiction
. Evaluate the validity of a plan or annex
. Familiarize agencies with their roles and possible role conflicts
. Examine manpower allocation contingencies
. New, potentially hazardous facility operations
. New industrial risk perceived
. New mutual aid agreement with other jurisdictions
. For more advanced tabletops:
--  Familiarize players with more sophisticated techniques of
exercising
-~ Test individual or group message interpretation
--  Test message handling procedures
-~ Observe information sharing
-~ Assess interagency coordination capabilities
--  Highlight the importance of the coordination function
--  Train individuals or groups in negotiation and resource
allocation

Scope

. Hazards: Any priority

e Agencies: All agencies with a policy, planning, or response role

. Number of Participants: One or two for each emergency function

. Personnel Involved: Policy/coordination/operations managers

. Types of Actions: Problem solving, brainstorming, resource allocation
decision-making, task coordination

. Degree of Realism: Situation set up by a scenario narrative (low key
messages)



Requirements

. Exercise Experience: None

. Staff Preparation: Minimal

. Preparation Time: One month

e Skills: Leading group discussion, materials development

. Materials: Situation narrative and problems

. Stimulus: Problems, written/oral messages

. Physical Facilities: General purpose room, conference table
. Communications Facilities: None

. Support: Chief executive and key service chiefs

Functional Exercises

A functional exercise is an activity designed to test or evaluate the capability of an
individual function, or complex activity within a function. It is applicable where the activity is
capable of being effectively evaluated in isolation from other emergency management activity.

The functional exercise is one of the goals of an emergency management exercise program.
These exercises are fully simulated, using messages that can be either written, or transmitted by
telephone or radio, or both. The functional exercise creates stress by increasing the frequency of
messages, intensity of activity, the complexity of decisions, and/or the requirements for
coordination.

The problems the messages/directives evoke are complex and realistic. Responses must be
rapid and effective. In short, the functional exercise simulates the reality of operations in any
functional area to the maximum degree.

The functional exercise takes more preparation time than the tabletop, may require a
significant allocation of resources, and a major commitment from the service chief having
responsibility for the function(s) involved.

Reasons for Functional Exercises

. Evaluation of any function or complex activity

. Observe (in the D&C function), the physical capabilities of the EOC
or command center

. Reinforce established policies and procedures

. Help with hospital accreditation

. Test deployment of seldom used resources

. Evaluate resource adequacy



Scope

. Hazards: Any that highlight function

e Agencies: Active and involved

. Number of Participants: Few to several disparate multi-agency

. Type of Actions: Decision-making, coordination, communications
. Degree of Realism: Intense, fully simulated message

Requirements

. Exercise experience: Completion of progressively complex series

. Preparation staff: Team with considerable experience and functional expertise
. Preparation Time: Three months (variable by function)

. Skills: Promotion, logistics, simulation

. Materials: Messages written; simulated transmission

. Physical Facilities: Appropriate exercise environment, simulation facilities

. Communications Facilities: Telephone and selected radio

. Support: Key service chief(s) and/or department head(s)

Full-Scale Exercises

A full-scale exercise is intended to evaluate the operational capability of emergency
management systems in an interactive manner over a substantial period of time. It involves the
testing of a major portion of the basic elements existing within emergency operations plans and
organizations in a stress environment. This type of exercise includes the mobilization of personnel
and resources and the actual movement of emergency workers, equipment, and resources required
to demonstrate coordination and response capability.

Full-scale exercises add an integration and coordination component to the functional
exercise. They do not substitute for simulation, rather they complement it. Events and messages
are complex and detailed. Many are prescripted and scheduled while others may be input
dynamically by controllers in response to the flow of the exercise.

Full-scale exercises greatly expand the scope and visibility of the exercise program. As a
result, a full-scale exercise done well can result in substantial improvement in public attention and
credibility. At the same time, a poorly conducted exercise can jeopardize the credibility of the
emergency management program. Full-scale exercises should be the culmination of an exercise
development program that has grown with the capacity of the jurisdiction to conduct exercises in
an ongoing cycle of progressively more in-depth evaluation.



Reasons for Full-Scale Exercises

. Build a positive relationship with an emergency service director
. Draw media and community attention to emergency management
. Coordination of information

e Test communications

. Evaluate interagency cooperation

. Practice negotiation

. Resource and manpower allocation

. Test message handling

Scope

. Hazards: Highest priority

e Agencies: Active and involved

. Number of Participants: Few to several disparate functions

. Personnel Involved: Policy, coordination, operations

. Types of Actions: Direction and control, field operations, field command
posts, coordination, negotiation

. Degree of Realism: Intense, live transmission of simulated messages

Requirements

. Exercise Experience: Functional exercises and multiple drills
. Preparation Staff: Functional, tabletop and drill experience

. Preparation Time: Over three months

. Skills: MSEL writing, simulation development

. Stimulus: Messages, actual transmission and written

. Physical Facilities: EOC, field locations, simulation room

e Communications Facilities: Radio, telephone

. Support: Chief executive, key service chiefs and media

AN EXERCISE CYCLE

As you have seen in the previous section, there are five elements of an exercise program.
Of those five, orientation seminars are considered a foundation necessary to lay the groundwork
for future emergency management exercise efforts. Similarly, drills are also important in
contributing to the success of exercises.



An exercise development program is based on the premise that you must crawl before you
can walk, or walk before you can run. The surest route to failure is to take on an actual exercise
before you are ready. The last three program elements -- tabletop, functional, and full-scale
exercises -- are designed with progressive complexity. Each one requires more preparation time,
more personnel, and more planning than the preceding exercise. Each one also uses more
sophisticated simulation techniques to increase the realism of the exercise.

An exercise development program, therefore, is a commitment to progressively more
challenging exercises over a period of time. This form of long-range planning for exercises helps
bolster the essential parts of an emergency management program:

. Commitment of officials

. Familiarity with techniques

. Motivation among personnel

. Operating skills

. Confidence in results

. Positive anticipation of the next exercise

In parallel with the development of the exercise program itself, there is overall
preparedness which revolves around planning, resource identification, training, exercising,
evaluation, upgrading plans, etc.

Developing an exercise program involves the same skills and tasks as planning other parts
of your emergency program. It involves selecting some long-range goals for the program and
sticking to them throughout a cycle of exercises. You can certainly benefit from any exercise, but
you will benefit most from a series of exercises that move your jurisdiction closer to an established
goal.

There are certainly many ways you could go about achieving this goal, and an exercise
development program is critical in any system. Take a look at the following table. The time
period is merely suggestive. You may be able to speed it up -- but don't try to skip any steps.



AN EXERCISE DEVELOPMENT PROGRAM SCHEDULE

EXERCISE TYPE | PURPOSE PARTICIPANTS SCHEDULE
Orientation Review plans and Emergency Management 1st month
procedures with Mental | Staff, Mental Health
Health Association
Orientation Communications Emergency Management 2nd month
Staff, RACES, Hams, etc.
Tabletop Problems faced in flood, | Emergency Management 4th month
evacuation and Staff, Mental Health, Shelter
sheltering Managers, RACES, Hams,
etc.
Orientation Increased church group | Emergency Management 5th month
involvement and Staff, Clergy, Laymen
awareness
Drill Communications RACES, Hams, etc. 7th month
Tabletop Media roles in Emergency Management 8th month
promoting/controlling Staff, Media Representatives,
voluntary participation | Clergy, Mental Health
Association
Tabletop Volunteer help in a Emergency Management 12th month
slow-building flood Staff, Clergy, Mental Health,
Shelter Managers, RACES,
Hams, Media Representatives
Functional Problems in evacuation | Emergency Management 15th month
manpower allocation Staff, Fire, Police
Full Scale Evacuation, shelter, and | Emergency Management 18th month

relocation in a spring
river flood

Staff, Fire, Police, Mental
Health, Shelter Managers,
RACES, Hams, Clergy,
Media, etc. State Emergency
Office




In the first month, an orientation seminar is held with the mental health workers. Later, the
volunteer communicators have an orientation seminar. Then, mental health workers and radio
operators are combined in a tabletop exercise.

Clergy are given an orientation in the fifth month in anticipation of bringing them together
with the media and mental health association in a later tabletop of volunteer control and
enlistment, a key problem uncovered in this jurisdiction.

In the seventh month, communications are tested in a drill. Participants include RACES
and Ham operators, and other communications personnel.

At this point, the least familiar personnel have had at least two orientation experiences, all
in anticipation of a twelfth-month tabletop involving all concerned in volunteer help in a flood.

Missing at the twelfth-month tabletop were the emergency services themselves, police and
fire. Their needs are not for orientation or close involvement in managing volunteers. Their needs
are for a refresher on evacuation procedures and manpower allocation. A 15th-month functional
exercise brings familiarity with flood evacuation.

All this has been building to the 18th-month full-scale exercise. The full-scale is the
culmination of this part of exercise development. Everyone plays. The volunteers, who a year
before would have been lost and without direction, are now practiced in their roles. They fall right
in beside the skilled (and recently re-familiarized) police and fire. Everyone knows his or her job
and does it effectively. Volunteers have become an integral part of the evacuation, shelter, and
relocation of people during a simulated spring river flood. One phase of the jurisdiction's
emergency management program works effectively in the only realistic test of its operations
available --short of a real flood. When it comes, they will be ready.

If your jurisdiction can say the same thing about its emergency management system, then
your program, too, is on its way to success.

When you have arrived at the capacity to design and conduct a functional and full-scale
exercise, you do not abandon the less taxing orientation seminars, drills, and tabletop exercises.
They become part of an ever expanding exercise program, broadening the number of functions that
may be tested and the number of agencies, and even jurisdictions, that may participate.

The shorter orientation seminars and tabletop exercise are designed to identify policy
issues of problems that should be resolved prior to conducting functional exercises. These



training and problem-solving efforts should be conducted by agencies as soon as a plan is
completed or modified. They focus on specific problems. For example, receiving and caring for
evacuees or movement of people out of a hazard area. Depending on the number of agencies
involved and the pace of the planning effort, this series of single jurisdiction efforts may occur
over a period of several months or a period of one or more years.

As capabilities expand, problems of multi-jurisdictional concern can be added and
discussion or tabletop exercises should be conducted involving representatives of all jurisdictions
involved. This multi-jurisdictional exercise will focus on problems and issues of
interjurisdictional coordination and decision-making. The results of these exercises should be
used to modify and improve the plan.

Next in the sequence of exercises are the more realistic functional exercises conducted after
the series of training and problem-solving exercises described above is completed. Each
jurisdiction should conduct a series of functional exercises in which all other jurisdictions are
stimulated. There may be a series of single-jurisdiction exercises spread over several months.
Each jurisdiction would focus on the implementation of the plan for its own special functional
problem areas.

Finally, following the series of single-jurisdiction functional exercises, all jurisdictions in
the region that might have to work together in a disaster should participate in an all-day
multijurisdictional exercise. The focus of this exercise would be on interjurisdictional
coordination in the implementation of functional plans. The results of the single-jurisdictional
exercises may be used to develop inputs for the multijurisdictional exercise. Plans should be
revised and improved based on the evaluation of the exercises.

After the initial series of functional exercises, the jurisdictions may proceed to conduct
full-scale exercises. The decision to conduct such exercises will depend on personnel availability
and the need for a movement of personnel and equipment to more thoroughly test the plan.

It is expected that the sequence of exercises described above would begin immediately
after completion of a jurisdiction's plan. It may be appropriate for jurisdictions whose plan was
previously developed and exercised to begin at another point in the sequence. Of course, other
factors such as exercise experience, personnel availability, and funding, will also enter into the
decision regarding the type of exercise to conduct. If a crisis should develop that might lead to
implementation of the plans, exercising would be an effective means of improving operational
readiness during the crisis period.



Throughout this period of progressively more complex exercises, orientation seminars,
drills, and tabletop exercises are used to enhance the understanding and broaden the participation
of the emergency community. When a functional exercise results in a changed plan, that change
should become the subject of the orientation seminars, drills, or tabletop exercises. These are far
less costly in money and time, and will result in greater understanding of the changed plan -- long
before its testing in a more complex exercise.

An exercise development program leading to a long-range exercise planning cycle is the
mark of a growing and improving emergency program. Not only is the program becoming more
effective, but the conduct of exercises also will become more efficient. As a result, the jurisdiction
will be able to develop more complex exercises with greater ease -- all the while building a
stronger emergency management program.



STEP 1: ESTABLISHING THE BASE

Before you launch an exercise, groundwork must be laid to make certain that the exercise
you select is appropriate for your community.

Getting ready to exercise involves several tasks. They need not take you a long period of
time, and they can be done largely at your desk or with the help of a couple of other people. But
they are as important to the success of the exercise as anything else suggested in this guide. To
establish a firm and consistent base for your exercise, you will need to:

Review the current emergency plan

Conduct a needs assessment

Assess your capability to conduct an exercise
Define the exercise scope

Select an exercise type

Address costs and liabilities

Develop a statement of purpose

Announce the exercise -- the directive
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Each of these tasks are described in the following sections.

A. REVIEWING THE CURRENT EMERGENCY PLAN

The emergency plan for your jurisdiction is the starting point for any exercise.

Exercises are designed to motivate personnel to think or act very similarly to how they
would in a real event. Because the emergency plan is a description of what personnel in
government should do in the event of an emergency, it is the place to begin to discover what and
how you should be exercising. While the exercise tests performance, it is the plan that describes
the ideal performance: What resources, personnel, and procedures will be used to resolve problems
created by an emergency? To design an exercise that simulates a real emergency, you must know
what responses are planned. Exercises are built upon the emergency plan.

The review of the emergency plan is one of a series of steps that you will take in
developing an exercise. Whether you use a prepared scenario or design your own, the objectives,
events, participants, and evaluation will all develop your emergency plan review.

Doing this assessment will help you select an exercise and objectives that will contribute
most to improving the emergency management program. It will help you best define the purpose
of the exercise in order to obtain the support of the jurisdiction's chief executive.



Conducting this assessment is not difficult or time-consuming, but it can help you get
started with an exercise especially if you have never conducted one before. This is designed to be
a desktop assessment. It is up to you whether you seek more detailed information from others.

The assessment suggested here should be adapted to your own needs. It is generally
designed to help you uncover the most important component of selecting an exercise: the
REASONS for exercising. Examine the assessment tool suggested on page 26. Use it, or the one
included in the appendix, to analyze your community. In the following section you will use the
information you provide to help define the proper scope of an exercise for your community. Then
you will see how your definition of need for exercising will relate to your capability to develop an
exercise in order to help you select the most appropriate exercise for your jurisdiction.

B. CONDUCTING A NEEDS ASSESSMENT

The reasons for doing an exercise are extremely important in selecting both the type of
exercise and the specific objectives.

The table on the following page shows one way to assess the reasons you have for
exercising. The facilities, personnel, plans, and activities listed in the lefthand column are
suggestive of the many components of the jurisdiction's emergency system that can be exercised.
You can delete these or add others as they fit your jurisdiction. Across the top are five categories
to consider when reviewing the components. You might try a checkmark if any or all of the five
categories are appropriate, or, a date can be useful.

The purpose of completing this table is to identify the components of the emergency
management system that are the highest priority candidates for exercising. The table helps you
check the status of emergency components against two important reasons for exercise: newness
and insufficient use.




THE NEED FOR EXERCISES

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 N/A
Emergency

Emergency Operations Plan

Plan Annex(es)

Appendices

Standard Operating Procedures

Resource List (Jurisdiction-owned)

Maps, displays

Reporting Requirements

Notification Procedures

Mutual Aid Pacts

Policy-Making Officials

Coordination Personnel

Operations Staff

Voluntary Organizations

EOC/Command Center

Communication Facility

Warning Systems

Utility Disaster Preparedness

Industrial Disaster Preparedness

Damage Assessment Techniques




C. ASSESSING YOUR CAPABILITY TO CONDUCT AN EXERCISE

Another important part of choosing an exercise is whether you have the skills, resources,
manpower, and support to conduct an exercise. Among the types of exercises, the requirements
vary widely as you will see in their descriptions.

The questions below concern the important requirements that exercises have. There are
sure to be others, but these at least point out the level of effort and other requirements placed on
the locality that begins an emergency management exercise program.

SUGGESTED QUESTIONS ABOUT CAPABILITY TO CONDUCT AN EXERCISE

1.  What and when was your organization's last exercise?

2. What exercise experience is available in your community?
Yourself

Staff

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

4. What manpower can you reasonably expect to have devoted to developing an exercise?
List their names and person days available.
Own staff

Other agencies

Volunteers

State Emergency Office




5. What skills can that manpower provide? List names of staff providing the skills.
[ ] Planning : :
[ ] Logistics : :
[ ] Promotion : :
[ ] Materials : :
[ ] Scenarios : :
] Other , :

[
[] , ,

6. What physical facilities do you use when you conduct an emergency operation? Note
whether they would be available for the exercise.

7. What communication facilities and systems do you use in a real emergency? Note whether
they would be available for the exercise.

8. What are the expected attitudes of the chief executive and emergency service directors
toward the exercise?
Chief Executive
Emergency Service Directors

D. DEFINING THE EXERCISE SCOPE

Defining the SCOPE of the exercise involves analyzing six conditions relating to your community
and your emergency program. These six conditions are:

. Operations

. Agencies involved
. Personnel

. Hazard

. Geographical area

. Degree of realism



Operations involve the type of behaviors you plan for the players. Are you testing
notification, communication, resource allocation, plan user competency, or what?

The importance of defining the operations should be readily recognized. You cannot very
well have operations that include triage in an orientation seminar, for example.

The agencies involved are those that you might expect would become involved in
performing the actions you want exercised.

The personnel are those you want present at the exercise. Selecting an exercise type has
helped you identify what combination of policy coordination or operations people you want as
players.

The hazard involves selecting a high priority problem. (Meeting CCA Guidelines also may
be a consideration when selecting a hazard.)

The geographical area involves a logical place where that hazard could strike. Later in this
guide you will see how maps are useful exercise material.

Degree of realism refers to the amount of stress, complexity, and time pressures you want
in the exercise. As you will see later, exercises vary in the amount of realism they provide in
simulation, from none to very realistic. You will have to decide how realistic you want to make the
exercise early in the planning.

In defining scope, you are laying the basis for the exercise. This definition of exercise
scope can be a desktop analysis. The following list of information is provided as a tool to help you
assess the scope of the exercise you have in mind.



SUGGESTED QUESTIONS TO DEFINE THE SCOPE OF THE EXERCISE

Using CPG 1-35, identify the highest priority natural, man-made or attack hazards in your
community.

Identify the geographical areas or subdivisions most vulnerable to these high priority
emergencies.

List the agencies of the jurisdiction from “most” to “least” in the three categories below:

Frequently in operation Experienced with Participation with
major disasters emergency management
program

The types of personnel you want to have in the exercise are:

[ ] Policy-making -- (elected officials, department heads)

[ 1 Coordination -- (managers, EOC representatives, department deputies)
[ 1 Operations -- (field personnel, headquarters staff level)

[ ] Public representatives -- (media)

The type(s) of operations you want participants to engage in include(s):




6. Check the degrees of stress, complexity and time pressure you wish to
instill in the exercise.

High

Medium

Low

Stress

Complexity

Time Pressures

Communication Mode

The purpose of including information about the community in your scope definition is to
help you make a judgment about the most useful exercise. After considering the above questions,

you should be able to combine the conditions (hazard, agency, actions, etc.) into the most

beneficial exercise for the jurisdiction. As you will see shortly, this will become a good, quick
way of describing to the chief executive exactly what it is that you will be exercising. The
definition of scope of an exercise might read like this.

OPERATIONS Flood stage monitoring, evacuation warning, relocation of school
children, and shelter of evacuees

AGENCIES Fire, Emergency Management, Public Works, Health Department, Red

INVOLVED Cross, Public Schools, State

PERSONNEL Department or Agency heads or their deputies

HAZARD Flash flood

GEOGRAPHICAL
AREAS

Planter's Street Bridge to Route 1-740

DEGREE OF
REALISM

The exercise will be instructional with only a modest amount of stress

introduced




E. SELECTING AN EXERCISE TYPE

In the following section, you will make use of the desktop assessment suggested by the
questions. The purpose of the preceding assessment was to get you thinking about the kind of
exercise you want and the capability present in your jurisdiction to conduct that exercise. The
following section is a comparison and review of the five elements of an exercise program. Each of
them is increasingly complex and will require your jurisdiction to have a greater exercise
capability. You may already have that capability through previous exercises or you may have to
develop it. Either way, examining the comparisons of the five elements should help you interpret
your own needs analysis, capability assessment, and scope definition completed earlier.

Where you need to do a higher level exercise, but only have the experience and capability
to do less complex exercises, you will have to embark on an exercise development program to
achieve those capabilities. If your assessment points to an exercise for which you have too little
time or staff, now is the time to deal with the problem, not later.

All of these assessments should be completed before you or the jurisdiction has been
committed to the exercise by the chief executive's directive. Now is the time to assure exercise
success by selecting an exercise appropriate to other needs and capabilities.



REASONS FOR CONDUCTING THE FIVE ELEMENTS

OF A COMMUNITY EXERCISE PROGRAM

ORIENTATION DRILL TABLETOP FUNCTIONAL FULL-SCALE
No Previous Equipment Practice group Evaluate any Information
exercise capabilities problem solving | function analysis
No recent Response time Executive Observe physical | Interagency
operations familiarity facilities use cooperation
Personnel
New plan training Specific case Reinforce Policy
study established formulation
New procedure Interagency policies and
cooperation Examine procedures Negotiation
New staff, manpower
leadership Resource and contingencies Hospital Resource and
manpower accreditation manpower
New nuclear capabilities Test group allocation
facility message Test seldom-used

New industrial
risk

New mutual aid
agreement

interpretation

Observe
information
sharing

Assess
interagency
coordination

Training
personnel in
negotiation

resources

Measure resource
adequacy

Inter-
jurisdictional
relations

Media attention

Equipment
capabilities

Personnel and
equipment
locations

Inter-
jurisdictional
relations




SCOPE CHARACTERISTICS OF FIVE ELEMENTS OF AN EXERCISE PROGRAM

ORIENTATION DRILL TABLETOP FUNCTIONAL FULL-SCALE
HAZARDS High profile Any priority Any priority To highlight Highest priority
function
AGENCIES Less active; less Active and Less and medium | Active and involved | Active and
involved Involved active and involved

involved

NUMBER OF ON- Single functions Single One or two Few to several Few to several

GOING ACTIVITIES procedure or functions disparate functions | disparate functions

functions

PERSONNEL Coordination Coordination Policy, Policy, coordination | Policy,

INVOLVED operations operations coordination, coordination,
operations operations

TYPES OF ACTIVITY Walk through; Fire operations; | Problem solving; Decision-making Field operations;

identify roles and
responsibility

field command
post; decision-

brain-storming;
resource allocation

policy making;
negotiation;

field command
post; coordination;

making task coordination | coordination; negotiation
communication
DEGREE OF REALISM | None Live Scene setting with | Intense, fully Intense, live
transmission of | scenario narrative | simulated messages | transmission of
simulated and low-key simulated
messages messages messages




REQUIREMENTS FOR EACH ELEMENT OF A COMMUNITY EXERCISE PROGRAM

ORIENTATION DRILL TABLETOP FUNCTIONAL FULL-SCALE
SEMINAR
EXERCISE None Orientation Orientation Series of progressively Functional
EXPERIENCE complex tabletops exercises and many
drills
PREPARATION Minimal Some experience Minimal with little Team with one-two Functional,
STAFF understanding of the experience leaders and considerable | tabletop drill
function of Agency experience experience
being tested
PREPARATION Two weeks One month One month Three months More than three
TIME months
SKILLS Leadership Good understanding Group process materials | Promotions; logistics MSEL writing,
planning of single component development simulation simulation,
being tested development
MATERIALS Proper plan SOP’s Functional Narrative, problems, and | Charts, displays, maps Moulage, victim
Annex being low-key messages and messages tags, field
exercised simulation
equipment
STIMULUS Lecturer, Actual message Problems; messages; Written message, some Actual message
METHODS facilitator transmission plus low-key, no simulated transmission transmission plus
written transmission written
PHYSICAL Conference Room | Field scene or EOC Player room and Player room, simulation | EOC plus field
FACILITIES minimal simulation room, communication scene and
facility (option) communication
COMMUNICATION | None Radio, phone if None Telephone and selected | Radio, phone
FACILITIES appropriate radio
SUPPORT Good among Involvement of Good among Excellent chief Chief executive
NECESSARY coordination agency or function coordination personnel executive and service service chiefs,

personnel

being exercised

chiefs

media




F. ADDRESSING COSTS AND LIABILITIES

The period of early planning is also the time to address the costs and liabilities of the
exercise. Liabilities need to be recognized most often in field exercises. Check the jurisdiction's
insurance coverage for an exercise. Cost of personnel equipment, and such miscellaneous items as
coffee also must be planned. Will individual agencies expect reimbursement for overtime if the
exercise is on a weekend or evening? If the exercise supports a hospital certification exercise or
nuclear facility exercise, can the jurisdiction be reimbursed for its costs? These questions need to
be examined during planning.

Costs are incurred for every stage in exercise development and conduct, from plan review
and needs assessment to monitoring follow-up. These costs consist of staff salaries, equipment
and materials use, expendable materials and equipment, and contract services. The following table
suggests one format for analyzing these costs, a task which needs to be done before approaching
the chief executive for the directive to announce the exercise.

Government employees should have their emergency management responsibilities reflected
in their job descriptions. Time for participation in training, planning and exercising should be set
aside by each employee with a potential or designated emergency management responsibility. A
balance of reliance on volunteers and designated government employees is suggested.

The costs for this routine participation in exercises should be recognized by government
officials.



GOVERNMENT/LOCALITY:

TOTAL STAFF ASSOCIATED | ASSOCIATED TYPICAL NON- EXPENDABLE SERVICES
STAFF DAYS RECURRING ONE-TIME DAILY SAL EXPEND. EQUIP/MAT. COSTS
INVOL. USED STAFF STAFF & EXP. OF EQUIP/MAT. | COSTS (EXER (EXER
COSTS COSTS PARTICIP. COSTS (EXER SPECIFIC) SPECIFIC)
SPECIFIC)

DETAILED INVOLVEMENT

Development of:

Needs assessment

Capability assessment

Statement of purpose

Exercise requirements (type)

Objectives (initial)

Refined objectives

General problem

Narrative

Sequence of events list

Messages

Administrative planning

SUBTOTAL

Training of:

Controllers

Observers

Evaluators

Simulators

Players

SUBTOTAL

Preparation of:

Maps

Charts

Directories

Forms

SUBTOTAL




Procurement of:
EOC space
Peripheral facilities
Transportation
Special comm. equip.
Other equip. services
SUBTOTAL

Participation of:
Players
Evaluators
Observers
Controllers
Simulators
SUBTOTAL

Follow-up:
Critique
Evaluation
Formal Report
Remedial action sched.
SUBTOTAL

TOTALS

TOTAL STAFF | ASSOCIATED | ASSOCIATED | TYPICAL NON- EXPENDABLE | SERVICES
STAFF DAYS | RECURRING | ONE-TIME DAILY SAL EXPEND. EQUIP/MAT. COSTS
INVOL. USED STAFF STAFF &EXP.OF | EQUIP/MAT. | COSTS (EXER (EXER
COSTS COSTS PARTICIP. COSTS SPECIFIC) SPECIFIC)

(EXER

SPECIFIC)




G. DEVELOPING THE STATEMENT OF PURPOSE

The last step to accomplish before announcing the exercise is to develop a statement of
purpose. A statement of purpose clearly and briefly states what you plan to accomplish by
conducting the exercise. Developing the purpose statement, therefore, is an extremely important
task that influences the entire exercise.

This guide suggests you consider describing your purpose in two parts. First, there is the
general purpose statement that you develop out of the scope of the exercise. Second, there are
objectives that you use to specify exactly what is expected of exercise participants. The specific
objectives suggest actions or decisions that will take place in the exercise. These actions or
decisions taken by players are what is observed by evaluators and discussed in the critique. Thus,
purpose and objectives are important all the way through the exercise.

The following diagram shows the development and use of the purpose throughout the
exercise. (As you use this guide, you will become familiar with all these parts of exercise design.)

*Needs and Recommendations
Capability Expected and follow-up
Assessment | Purpose —| Objectives |—| Actions | Evalu- —
to ation Individual Training
Scope Observe
System Improvement

Exercise T T
Selection Acceptable Next Exercise

Performance

* Civil Preparedness Guide 1-35 should be used to assist in this process.

Developing a statement of purpose is part of the process you follow to get the exercise
started. The purpose should be included as part of the letter sent by the chief executive
announcing the exercise.

A purpose statement is written largely from the exercise scope. In the scope example,
flood stage monitoring, evacuation warning relocation of school children, and shelter were the four
key operations.



A statement of purpose using the scope description on page 24 might read:

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

Flood stage monitoring
Evacuation warning
Relocation of school children
Shelter management

e

by involving the Department or Agency heads or their deputies from:

Emergency Management
Fire Department

Public Works

Health Department

Red Cross

Public Schools

U~ wWNE

In a simulated flash flood occurring at the Planter’s Street Bridge to Route 1-740.

This purpose statement is all that is necessary at this stage in the development of the
exercise. It serves to clarify for the chief executive and potential participants why the exercise is
being conducted. Most importantly, it takes you to the next part of exercise preparation --
commitment by the executive to hold the exercise.

H. ANNOUNCING THE EXERCISE: THE DIRECTIVE

In developing the exercise, you cannot put too much effort into establishing a clear and
influential authority for conducting the exercise. This means working with the highest possible
official in the jurisdiction to get his or her active support for the exercise. It also means having a
state or local ordinance that establishes the basis for the exercise. If you don't have one, formulate
one and have it passed first.

The whole purpose of the above activities is to give your exercise the professionalism it requires
for success right from the very beginning. This professionalism is even more important when you
expose the idea for the exercise, first to your boss and, shortly thereafter, to the chief




executive of your organization or jurisdiction. Having the results of your early preparation
activities in hand will give you good credibility with the executive. You can make your
presentation clear and concise with the following statements of:

. Need for the exercise

. Capability to conduct (experience, personnel, costs)

. Type of exercise selected

. Scope of the exercise, including agencies, hazard, etc.
. Purpose that will be achieved

Your goal in making this presentation is to obtain the most visible form of support for the
exercise from the highest authority available. This support comes in the form of an
EMERGENCY MANAGEMENT EXERCISE DIRECTIVE.

The directive authorizes the emergency manager to conduct the exercise. It is the main
way to obtain the participation of department heads. Clearly, the directive needs the maximum
clout possible to get support and participation from other emergency service directors, department
and agency heads, and neighboring companies or jurisdictions if necessary.

Gaining the support of the executive is not always a simple task. There are ways, however,
to make the job a little easier. You might try either a “carrot” or a “stick” approach The “stick”
to drive support by the executive is one of liability. Making a conscientious effort to practice and
improve the emergency plan can protect the jurisdiction from lawsuits. The “carrot” approach
involves building a positive, rewarding exercise program. This guide began with the statement
that exercises are not one-time shows. They are part of the jurisdiction's commitment to
improving the whole emergency program. For now, we suggest that the executive will be more
receptive to being part of a program of proven, consistent, and goal-oriented exercises than to an
exercise that is brought up as a new idea. The support of the executive is directly dependent on the
number, frequency, and quality of your exercises. So, don't complain about lack of support. Do
something about it, beginning with the basic exercises to build the confidence of the executive in
the success of the exercise program.

When it finally comes to writing the exercise directive for the executive of your
jurisdiction, some of the items you might want to suggest for inclusion are:

»  Statement of purpose

. Participating agencies

. Personnel responsible for exercise development
. Date of the exercise

The inclusion of the last item, date, will depend on the degree of surprise you desire. This
guide does not recommend totally unannounced, surprise exercises. At a minimum, a range of
dates is an alternative to specifying a single day. Some indication of the date is necessary to allow
agency personnel the opportunity to digest the statement of purpose and refine procedures. The
nature of the emergency or parts of the scenario should generally not be provided in the directive.



A final word of caution on selecting the date: Check the community calendar. Make sure
you don't conflict with a major football game or other event. That will reduce participation.

The following is an example of an exercise directive. The nature of the emergency or parts
of the scenario should generally not be provided in the directive. In the directive, note that the
actual location of the exercise has been deleted from the purpose statement.

Once you have the directive, the exercise is official. You will need to turn your attention to
developing the exercise, the subject of the next section of this guide.



SAMPLE EXERCISE DIRECTIVE

February 23, 19XX
TO: All Agency Directors

FROM: Robert W. Williams
Chief Administrative Officer

SUBJECT: Disaster Exercise

A simulated disaster exercise has been scheduled for sometime in the week of May 11-18,
19XX. Your agency is requested to participate as called for in local ordinance XXXX.

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

Flood stage monitoring
Evacuation warning
Relocation of school children
Shelter management
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by involving the Department or Agency heads or their deputies from:

Emergency Management
Fire Department

Public Works

Health Department

Red Cross

Public Schools

SourwNE

in a simulated flash flood.

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




STEP 2: EXERCISE DEVELOPMENT

With the authority of the chief executive behind your exercise, you will face a variety of
tasks that must be completed to successfully develop any exercise. You will need to:

Identify Resources

Plan the Exercise

Develop Simulation Materials

Prepare Facilities, Create Displays and Materials, and Consider Exercise Logistics
Identify, Select, and Train Staff
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Each of these tasks will be addressed in the following sections.

A. IDENTIFYING RESOURCES

The issuing of a directive by the chief executive represents a decision to exercise an
emergency plan that initiates an extensive process of preparing for the exercise. This process
involves diverse tasks ranging from designing the exercise to arranging detailed administrative and
logistical matters. Planning the exercise requires the effort of a dedicated team led by the exercise
director.

Exercise Director

The exercise director has overall responsibility for organizing the exercise. The exercise
director will organize and lead the exercise design team and assign tasks to its members. The
director will take the lead in arranging for participation and in managing all administrative and
logistical matters associated with the exercise. In a multijurisdictional exercise, the director may
need assistants or liaison persons from each jurisdiction to help coordinate the many details of
exercise preparation.

The summary outline on page 45 presents the responsibilities of the exercise director. The
checklist includes deadlines for completing each task in one of the more complex exercises. The
deadlines are based on the minimum time that would be required for a typical jurisdiction. The
initial planning meeting should be conducted at least three months prior to the exercise for a single
jurisdiction exercise. It will be necessary to hold the initial planning meeting even earlier for a
multijurisdictional exercise. The lead role of the Exercise Director will continue through the
actual conduct of the exercise and development of the post-exercise evaluation report.



It is essential to have an experienced and capable individual to fill the important role of the
exercise director. The exercise director must be an individual who can devote a considerable
amount of time over a several-month time period to the many steps involved in pulling together all
of the necessary elements for a successful exercise. The director should be familiar with the plan
to be exercised and have a good understanding of the participating emergency response
organizations. However, the director should not be a principal or key operational member of the
emergency organization being exercised. The key members should all be participants in the
exercise.

Exercise Design Team

The exercise design team will assist the exercise director in developing the exercise content
and procedures. Specifically, they will determine exercise objectives, tailor the pre-exercise
scenario, and develop the Master Sequence of Events List (MSEL) and the exercise messages
associated with the MSEL.

Members of the design team should also assist in the development and distribution of
various pre-exercise materials and assist in conducting pre-exercise training sessions. Ultimately,
members of the team would be good candidates to function as either simulators or controllers
during the conduct of the exercise.



EXERCISE DIRECTOR CHECKLIST

(SUMMARY)

Deadline for
Completion

Activity

Before the Exercise
3 months prior

2-1/2 months prior

2 months prior

1-1/2 months prior

1 month prior
3 weeks prior
1 week prior

2-4 days prior

* Hold initial planning meeting.

* Brief government officials.

* Arrange for facilities.

* Determine simulation structure.

e Convene and brief exercise design team.
* Review and finalize exercise scenario.

* Obtain exercise materials.
* Prepare ideas for scripted messages.

* Review messages with exercise design team.
* Prepare intelligence briefing for participants.
* Prepare exercise facility.

» Conduct training session for participants.
* Train supervisors.

Day of Exercise

* Conduct intelligence briefing for participants
* Perform pre-exercise check.
* Supervise the exercise.

After the Exercise
1 week after

2 weeks after

3 weeks after

* Prepare exercise final report.
* Review exercise report.
* Submit recommendations.




The following is a summary outline of the major activities of the exercise design team.

If at all possible, the exercise design team should include a representative from each of the
participating jurisdictions in a multijurisdictional exercise and from the key departments in a
single jurisdictional exercise. This will help to ensure a coordinated exercise. The size of the
design teams will vary depending on the number of participating jurisdictions or agencies. When
there is a large number of participants, it may be necessary to select a small core team which can
draw on representatives of other participating jurisdictions or agencies as needed. Some additional
technical and administrative support may be required for typing, printing, and other mechanical
aspects of preparing exercise materials.

EXERCISE DESIGN TEAM CHECKLIST

Deadline for Activity
Completion

Before the Exercise

2-1/2 months prior » Attend exercise director’s briefing.

2 months prior * Develop/review exercise procedures.
e Arrange simulation.

* Arrange participation.

* Review exercise scenario.

1-1/2 months prior * Prepare participant information packet.
» Prepare operational data.
1 month prior * Review exercise evaluation forms.

* Print forms.
» Prepare scripted messages.

2 weeks prior * Integrate scripted messages into time schedule.
» Develop training sessions.

2-4 days prior * Assist in conducting training sessions.




Sustaining Support for the Exercise

Maintaining the support of the chief executive and local governing board of the
jurisdiction(s) that will participate in the exercise is critical. Their support will ease the way and
encourage cooperation of the many individuals and agencies who must be involved in planning,
conducting, and evaluating the exercise.

To obtain this support, it may be desirable to present periodic briefings on the exercise to
appropriate officials. As a minimum, they should be informed of the objectives and scope of the
exercise and the importance of the exercise for maintaining emergency preparedness.

Selecting Participants and Facilities

The emergency plan to be exercised is the most authoritative guide to establish who the
participants should be for the exercise. Generally, the participants should be those personnel (not
alternates) who would function in that capacity in the event of an actual emergency. The inclusion
of alternates is sometimes necessary and understandable. In general, however, the commitment by
a community to conduct an exercise should include commitment from the appropriate staff
members to participate in the actual conduct of the exercise.

To the extent possible, participant facilities provided for the exercise should be within the
same facility and in the same operational configuration that would occur in an actual emergency.
Displays (maps, status boards, etc.) should be brought up to date and made operable for the
exercise. Similarly, participant work spaces should be predesignated and working supplies made
available. Usually, a standard message form will be available. Some of the scripted input to be
used in the exercise will undoubtedly already been reproduced onto these forms. Therefore, no
special or new form should be introduced without first coordinating with the exercise director.

B. PLANNING THE EXERCISE

With the directive in hand and an exercise design team assigned, the tasks turn to exercise
development planning. Without an effective plan, a complex exercise will be extremely difficult
to achieve. The period for which you are planning may be only a few weeks (for an orientation or
tabletop) or it may be for six months (for a full-scale exercise). This section suggests some
planning techniques that will help you effectively coordinate any of the exercises.

Defining Objectives

The statement of purpose explained to the chief executive and (through the directive) to
department heads what the exercise would achieve. A purpose statement is not, however,
sufficient to plan the details of the exercise. From the purpose, objectives must be written.



The following diagram shows how objectives are used. They are essential for defining the
actions expected of the players. These expected actions, in turn, lead to the development of
problem statements for orientation seminars and detailed event sequences and messages for
tabletop and functional exercises. You will learn more about writing problem statements and
messages in a later section. For now, the diagram illustrates that the success of later actions and
decisions in the exercise program begin with carefully written objectives.

ORIENTATION
SEMINARS AND
TABLETOP
EXERCISE

Purpose

Objectives

Expected Actions
-players
-decision/action

FUNCTIONAL AND
FULL-SCALE
EXERCISES

What problem will
motivate the
expected action?

Problem
Statement

I

Detailed Events
What event will motivate
the expected action?

Message
What message will simulate

the event to motivate
the expected action?




Look at the expected actions developed from one item in the purpose statement. You can
see that, for two reasons, this is the heart of the exercise. First, the actions help you write a
message or problem statement that will motivate the players to take the action. Second, the actions
help evaluators observe players to see if they have taken the action. If expected actions are
properly performed, then no improvements are necessary. If the actions are improperly performed,
then RECOMMENDATIONS for FOLLOW-UP improvement will be produced.

One final point about expected actions: LOOK FIRST IN YOUR PLAN. Expected
actions are standard operating procedures that may be included in sufficient detail in your plan to
be used exactly as written in the plan.

ON WRITING OBJECTIVES

PURPOSE OBJECTIVE ACTION/DECISION EXPECTED

EOC notification of school

., .

To assess notification Board/Superintendent

f school principals L
0 School principal “call-down”
—
procedure

Impro(;/e Superintendent notification
?roce ures — of transportation
or re- To assess emergency department/maintenance yard
locating —— procedures for
school contacting bus drivers . Y
children Bus driver “call-down

procedure

To assess school closure announcements
> on TV/Radio

To assess procedures for opening school

o etc.
facilities as shelter for evacuees

L, To assess damage to school building




Tasks and Scheduling

Exercise planning consists of two specific parts: assigning tasks and scheduling.

The exercise must be planned with the same thoroughness as any major organizational
effort. While there are many useful tools available to help plan, one of the more traditional ones is
well suited to graphically depicting the relationship of tasks to time --- the essence of exercise
planning. This tool is the GANTT CHART.

A Gantt chart displays time across the top and a sequence of tasks down the left-hand side.
The schedule of activity is illustrated by bars that extend along the time lines. The length of the
bar indicates the duration of the activity, its starting and ending times. Tasks can be grouped as
illustrated with supporting subtasks also scheduled. Depending on the number of subtasks, a
separate summary Gantt chart of all major tasks may be a useful tool.

The allocation of staff to complete tasks can be indicated by names or initials in the left
column with the tasks, as illustrated.

Time on the Gantt chart can be given in days, weeks, or months. It can be in actual time or
time to the event.



EXERCISE SCHEDULE AND TASKS

January February
TASKS 1 7 14 21 28 4 11 18 25

Refine Objectives (EM) ] *
Scenario Development
Narrative (EM, LJ) A
Major Events (EM, LJ) *
Detailed Events (EM) T
Messages (EM) *

Materials Development
Maps (DK) A
Handouts (DK) *

etc....

You will note immediately that the type of exercise and approach you are taking will
considerably alter the time frame and task complexity of the exercise. In the illustration above, for
example, if you are using a prepared scenario, the one-month “Scenario Development” set of tasks
will be easily collapsed into several days.

Work Plans

Another planning technique that can be used alone or with the Gantt chart is a WORK
PLAN. The work plan sets out in a brief narrative format exactly what will be accomplished
through a period of time. The work plan illustrated on the page 53 notes a DATE when the
described ACTIVITY will take place, the PERSON RESPONSIBLE for the tasks, and assorted
REMARKS.




Jones County

SAMPLE EXERCISE WORK PLAN

Proposed Date of Exercise:

January, 1988

DATE ACTIVITY REMARKS
June 1987 Study and update local Hazard Analysis; Check with local agency
Study and update local resource availability | heads.
listings.
July 1987 Meet with local officials to assist in Check with State

determination of exercise needs; gain
approval/support of local officials (can be
accomplished via briefing of local officials).

Emergency Office for
possible assistance where
necessary; Check with
NOAA.

August 5, 1987

Determination of exercise type in concert
with local officials.

August 10, 1987

Initial exercise objectives set; copies sent to
appropriate agency heads to gain
concurrence; suspense date for return set.

Coordinate with agency
heads for those agencies
participation.

August 14, 1987

Return of exercise objectives from apropos
agency heads; meet with governing officials
to set date(s) for exercise.

Coordinate with agency
heads.

Sept. 1, 1987

Prepare rough draft of major sequence of
events based upon finished objectives; mail
out draft to apropos officials.

Major sequence draft returned and revised.
Appoint exercise design committee over
signature of local governmental officials.

Committee meetings to design exercise;
exercise package completed; schedule
positional instruction, ETC., ETC.

If appropriate, ensure State
Emergency Management
Office approval and or

workman’s compensation

approvals are complete.

Obtain exercise design
“go-ahead” from officials;
set committee meeting
date.




C. DEVELOPING SIMULATION MATERIALS

With the directive in hand, an exercise design team assigned, and a plan developed, the
tasks in exercise development turn to those of preparing. This preparation could take as little as a
couple of weeks or as long as six months, depending on the type of exercise activity number of
agencies, number of jurisdictions, and availability of appropriate prepared scenarios. The listed
tasks described in the sections that follow begin with your carefully planned schedule of tasks, and
conclude with the training of staff during the last hours before exercise conduct.

Designing the Simulation Concept

Now that you have a clear picture of the exercise purpose and objectives, you need to deal
with the design of the simulation concept. This involves determining who will be involved in the
simulation and what, in fact, will be simulated.



SIMULATED ENTITIES

Other County State/or State/Federal Private
EOCs Substate > Officials Industry/
EOC Facilities Business
Field Unitsof\\ | PARTICIPANTS /
Reception Co. ' P R Media
Departments EMERGENCY OPERATING CENTER
and Agencies
Chief Executive
Coordinator of Emergency Services
Support Staff Coordinators
Otheras | | |Emergency Services Chiefs and Congregate
Appropriate 1™ coordinators 1 Care
Facilities
Utilities Private City EOCs within Medical
Citizens the Reception Facilities
County

The above illustration shows a county or local EOC in which the full EOC staff participates
while all other agencies (outside the heavy line) are simulated.



State EOC

SIMULATED ENTITIES

R State/Federal

T

County
Departments/
Agencies

Agencies

PARTICIPANTS

Substate EOC

AR N

Military
Units

/

Utilities

City Depts./
Agencies

County | | County | | County

C

D

Media

Hospital and
Medical
Facilities

/'

Congregate
Care Centers

Other

Industry

S

Commercial
Business

The second illustration is a complex, multijurisdictional exercise in which many counties
and cities are players and simulated agencies include the military and all other departments and

agencies.




In designing the simulation concept, you will have to determine what agencies participate
and what units of government or the private sector are simulated. When you have done so, you
can turn to the next step in simulation development, the scenario narrative.

Development of Simulation Materials

Exercise materials consist of a package of all the words, maps, displays or other materials
that are used to simulate an emergency for the purpose of exercising emergency
management/service organizations. The exercise package consists of four parts. The first three
are present for all exercise activity; the last one differs according to the type of exercise activity.
These four parts are described in the following sections.

1. SCENARIO NARRATIVE -- sets the scene for the simulated event and briefly
describes what has happened up to the time of the exercise. As illustrated in the sample scenario
packages, the narrative is usually from one to five paragraphs.

2. MAJOR SEQUENCE OF EVENTS LIST -- itemizes the events from the beginning
of the exercise to the conclusion that will result in emergency service actions in response to those
events.

3. DETAILED SEQUENCE OF EVENTS -- list details for each major event.
4. PROBLEMS AND MESSAGES -- are the actual simulation transmissions that

players get. In a discussion exercise, these are problems. In a tabletop exercise, these are low-key
messages. In an emergency operations simulation, these are the most realistic messages possible.

The process for developing these simulation materials is depicted in the following flow
chart. The chart illustrates the way that the exercise scope, type, and objectives are combined with
a knowledge of the jurisdiction to produce a scenario.



EXERCISE MATERIALS

[
| [
Master Detailed
Sequence Events
of Events Sequence
Lists
1. a.
2. b.
NARRATIVE 3. C.
4. d. MESSAGES
5. e. OR
6. f. — |PROBLEMS
Case
Studies Realistic Decide what Write a realistic
“Chapters” events could message or problem
Experience in story get agencies to convey the
to carry out detailed event and
Exercise actions motivate agency
Scope actions

Writing Scenario Narratives

The narrative should get the participants in the mood for the exercise. They need to be
motivated to play. Let it build up to a dramatic point, if possible. It sets the stage and brings them
right up to the minute the exercise begins. That may be difficult in the case of an unexpected
event. There the narrative may be shorter, or may devote more time to the environment of the
emergency (nearby school, other chemicals stored, rush hour approaching, etc.) to get some
intensity of feeling into the narrative.

Think of the narrative as the first chapter of a mystery novel. It captures the attention of
the players and makes them want to go on. It sets the stage for later action. In a mystery novel,
the lights go out. A murder is committed. We know the main characters -- the players in your
exercise. The rest of the novel (and the exercise) is the carrying out of a plan to reach the
conclusion the authors (and exercise designers) want.



SAMPLE HURRICANE SCENARIO
NARRATIVE

National Weather Service National Hurricane Center issues information on the formation
of a storm off the southern U.S. coast that appears to have hurricane potential. Tropical storm
Anne is renamed Hurricane Anne and NWS issues Hurricane Watch for a three-state area on U.S.
coast. Wind velocity and northwest movement over last day have decreased, but overnight
change in direction to steady northwest line calls for an immediate Hurricane Warning for five
coastal counties of state. Winds of 80 mph are predicted with high water expected to reach 12 -
15 feet over high tide. Low-lying, newly developed resort areas and heavy influx of visiting
weekend campers have been advised to evacuate the area. Access bridges to barrier islands are
narrow and could become impassable with 15-foot water height.

Hurricane Anne, considered a very dangerous hurricane with high winds and an
accompanying storm surge, will hit a population area of between 5,000-25,000 in coastal
communities and further inland. Emergency services personnel, including the local leadership
who know their EOC procedures, have a plan for the locality that they can follow during the
watch stage, the warning stage, the response stage, and the recovery stage.

Following the Hurricane Watch, emergency services personnel notified elected officials
and agency heads that the jurisdiction was 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 his staff on alert, but did not activate the EOC. He has asked all
appropriate emergency service personnel (on his staff and from other services) to meet at 07:30,
approximately four hours after the warning was given. On its present course, the hurricane would
make landfall at approximately 23:30. Flood stage from rising tides and tidal surge could,
however, impact on bridges by 16:00. All appropriate staff and emergency personnel are now in
attendance.

Read through the previous sample hurricane scenario. As you do so, think about what it
says to the exercise players -- what information does it provide? 