
	
	

	
	Unit 1:  Introduction to Exercise Design




	
	Introduction

	
	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.  In this unit, you will explore some of the benefits that organizations derive from exercising.



	
	Unit 1 Objectives

	
	After completing this unit, you should be able to:

· Explain the value of exercises to improve the four phases of comprehensive emergency management.


· Identify the major reasons to conduct exercises.



	
	Why Exercise?

	
	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 an emergency occurs.


	
	Why Exercise? (Continued)

	
	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 a failed emergency landing attempt.  Although 109 lives were lost in this terrible disaster, 186 passengers survived.  How were so many saved?  Their survival 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.  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.  

Two years before the crash, the community conducted a full-scale exercise based on a commercial plane crash.  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 United Flight 232, the Assistant Fire Chief said, “We made mistakes [in the simulation].  The mistakes we made then did not materialize yesterday.”




	
	Why Exercise? (Continued)

	
	Other Emergencies



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

· 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.



	
	· The After-Action Report following the 1995 bombing of the Alfred P. Murrah Federal Building in Oklahoma City made the following recommendation regarding 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.’”
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	Why Exercise? (Continued)

	
	· 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.”  
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	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.




	
	Why Exercise? (Continued)

	
	Reasons to Exercise



	
	The goal in exercise design is to establish a comprehensive exercise program(one based on a long-term, carefully constructed plan.  In a comprehensive program, exercises build upon one another to meet specific operational goals.  The aim is to provide competence in all emergency functions.

There are two main benefits of an exercise program:

· Individual training:  Exercising enables people to practice their roles and gain experience in those roles.


· 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.



	
	To summarize, there are a number of reasons to perform exercises.  Through exercises, 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

	
	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 and exercising.  Several examples of mandated exercises are listed below.



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


· Agencies or facilities falling under the coverage of the Superfund Amendment Reauthorization Act of 1986 (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.


· Airports, hospitals, and other healthcare facilities must conduct a full-scale exercise once every 2 years to maintain their certification or license to operate.


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



	
	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 13 functions in its Emergency Management Exercise Reporting System:



	
	· Alert Notification (Emergency Response)

· Warning (Public)

· Communications

· Coordination and Control

· Emergency Public Information

· Damage Assessment

· Health and Medical

· Individual/Family Assistance

· Public Safety

· Public Works/Engineering

· Transportation

· Resource Management

· Continuity of Government




	
	Functions (Continued)

	
	If your organization is a private or volunteer organization, you may find it practical to exercise a somewhat different or more limited set of functions.  Each of the functions listed above has a set of subfunctions related to it, and your group may focus on some of those.  For example, your emergency response focus may relate to efforts such as:

· The management and distribution of donations.

· The logistics of providing needed resources.

· The 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.  

The variations are, of course, endless.  However your entity is organized, the point is that your exercise program should identify the applicable functions and emphasize testing the operational procedures within those functions(regardless of the type of emergency.




	[image: image3.wmf]Activity


	Activity:  Needs Assessment

	
	Below is a job aid to help you assess your organization’s exercise needs.  Use this tool to analyze where you may wish to focus your organization’s exercise design efforts.  In completing this needs assessment, you may wish to consult such resources as planning documents, demographic or corporate data, maps, and training records.  (Note:  This assessment form also appears as Job Aid 1 in Appendix A.)



	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 ______________________

	


	
	Activity:  Needs Assessment (Continued)

	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 ________________________ 

	

	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 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?




	
	Summary and Transition

	
	This unit provided an overview of the benefits organizations derive from exercising.   Unit 2 discusses the elements of a comprehensive exercise program and the progressive activities that make up a comprehensive program.
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	For More Information

	
	· 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. National Response Team, Lessons Learned from Exercises and Incidents:  

www.nrt.org/epa/nrt/home.nsf/ba1c0a482258334785256449000567e2/0fcc5620af4d.

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

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

· 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.
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	Knowledge Check

	Carefully read each question and all of the possible answers before selecting the most appropriate response for each test item.  Circle the letter corresponding to the answer you have chosen.



	1. Research has shown that:

a. Exercises are the best way to teach employees new skills.

b. Extended lectures are an effective alternative to exercises.

c. When possible, it is more effective to use real (rather than simulated) emergencies to test response procedures. 

d. People usually respond to an emergency in the way that they have trained.



	2. Through exercising, organizations can reveal planning weaknesses and gaps in resources.

a. True

b. False



	3. A good reason to exercise is to reduce the need for organizational coordination and communication.

a. True

b. False



	4. The focus of an exercise should be on eliminating problems before an actual emergency occurs.

a. True

b. False



	5. An exercise has value only when it leads to improvement.

a. True

b. False



	6. In planning exercises, the main emphasis should be on the organization’s:

a. Vulnerability to natural hazards.

b. Vulnerability to manmade hazards (e.g., terrorism).

c. Ability to effectively carry out response and recovery functions.

d. Ability to respond to specific types of emergencies.
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	Knowledge Check (Continued)

	
	1. d

2. a

3. b

4. a

5. a

6. c





