Situation Manual

City of Eugene Tabletop Exercise

Preface

The purpose of publishing a Facilitator/Evaluator Packet is to aid exercise facilitators and evaluators in the conduct and evaluation of an effective exercise. This document also enables evaluators to understand their role and responsibilities in the evaluation process. 

The information in this document is current as of the date of publication and is subject to change, as dictated by the Exercise Design Team.

Important!

This document is a complementary document to the Situation Manual (SitMan).
The Facilitator/Evaluator Packet contains detailed information about the duties and responsibilities of exercise evaluators. This document may also contain scenario information which should not be shared with exercise participants.
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Introduction

This Facilitator/Evaluator (F/E) Packet contains the "nuts and bolts" of the information needed to accomplish your tasks as a facilitator or an evaluator for the Recovery Tabletop Exercise (TTX) on 
The results of the TTX discussions will be documented in the After Action Report/ Improvement Plan (AAR/IP). An outline of a completed AAR/IP, and specifically an example of Chapter 3 (the analysis portion of the AAR), is included in this packet to show you, the facilitators and evaluators, the direction in which we are heading. Evaluators will also learn the steps needed, and the materials available, to complete the Chapter 3 analysis write ups used in completing an AAR/IP.
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After Action Report

An AAR/IP will be prepared to document the evaluation of the overall exercise performance. This AAR/IP will cover the schedule, scenario, players’ activities, evaluations, issues, opportunities, and best practices. 
The AAR/IP is organized by capability/objective, with a section of the AAR/IP devoted to each of the exercised capabilities/objectives. Specific issues and observations will be identified for each capability/objective and activity, and recommendations for resolving issues will be provided, based on the input of the controllers, evaluators, and exercise design team members. 

The AAR contains the following:
· Chapter 1: Exercise Overview (a brief summary with introductory and general statements noting exercise scope, purpose, objectives, players, and an overall performance assessment)

· Chapter 2: Exercise Design Summary (includes the overarching exercise purpose; objectives, capabilities, activities, and tasks identified for validation; a summary of designed initiating event(s) / key scenario events; and exercise design issues)

· Chapter 3: Analysis of Capabilities (the meat and potatoes of the report; showing the Capabilities, Issues, Analysis and Recommendations)
· Chapter 4: Conclusion (another brief summary of the report)

· Appendix A: Improvement Plan (a matrix showing a breakdown of the issues captured in Chapter 3 including Actions, Responsible Agency and projected Date of Completion)

Example of Chapter 3 of the AAR with a Sample Write Up
Chapter 3: Analysis of Capabilities

This section of the report reviews the performance of the exercised capabilities, activities, and tasks. In this chapter, observations are organized by target capability. This chapter lists capabilities linked to the Sampalia County Tabletop Exercise (TTX) objectives. Each activity is followed by related observations, which may include references, analyses, and recommendations.

CAPABILITY: EMERGENCY PUBLIC INFORMATION AND WARNING

Capability Summary: Develop, coordinate, and disseminate accurate alerts and emergency information to the media and the public prior to an impending emergency, and activate warning systems to notify those most at risk in the event of an emergency. By refining its ability to disseminate accurate, consistent, timely, and easy-to understand information about emergency response and recovery processes, a jurisdiction can contribute to the well-being of the community during and after an emergency.

Observation 1 (Area for Improvement): Agencies that contribute public information for this type of incident were unsure how a Joint Information Center (JIC) in Sampalia County would work. 

Analysis: Participants agreed that accurate public information was critical for this type of response. Several times during JIC discussions, it was apparent that major participating agencies were unsure of their role in the JIC, that some JIC plans conflicted with participating agency response plans, and that the JIC location was not easily determined. It is essential that responding agencies coordinate information and provide it to the public in a timely manner.

Recommendation(s): 

1. The Sampalia County DEM should develop and test an all-inclusive Joint Information System (JIS) plan for Sampalia County.

Sample section of Appendix A:  Improvement Plan. The matrix is completed using the write ups from Chapter 3. You are not responsible for this section, but it is provided so that you can see the end result of your write up.  Note: Corrective Action Description, Responsible Party/Agency and the Completion Date are based on input from the exercise design team and appropriate Stakeholders.

Appendix A: Improvement Plan

This Improvement Plan (IP) has been developed specifically for Sampalia County, as a result of the Sampalia County Tabletop Exercise (TTX) conducted on April 2, 2008. The following table includes the key recommendations and corrective actions identified in Chapter 3: Analysis of Capabilities, the After Action Conference, and the Exercise Evaluation Guides (EEGs). The IP has been formatted to align with the Corrective Action Program System.

	Capability
	Observation
	Recommendation
	Corrective Action Description
	Responsible Party/Agency
	Completion Date

	Emergency Public Information and Warning
	Observation 1 (Area for Improvement): Agencies that contribute public information for this type of incident were unsure how a Joint Information Center (JIC) in Sampalia County would work.


	Recommendation 1: The Sampalia County DEM should develop and test an all-inclusive Joint Information System (JIS) plan for Sampalia County.


	Corrective Action 1: Develop and test an all-inclusive Joint Information System (JIS) plan for Sampalia County.


	Sampalia County DEM
	1st Quarter; FY09

	
	
	


Below is a breakdown and explanation of the parts of the write up. Your write up should be similar to this example for each Top Issue identified from your table. Please refer to the Chapter 3 Template document for the Capabilities and Capability Summaries.

CAPABILITY: EMERGENCY PUBLIC INFORMATION AND WARNING 

Capability Summary: Develop, coordinate, and disseminate accurate alerts and emergency information to the media and the public prior to an impending emergency, and activate warning systems to notify those most at risk in the event of an emergency. By refining its ability to disseminate accurate, consistent, timely, and easy-to understand information about emergency response and recovery processes, a jurisdiction can contribute to the well-being of the community during and after an emergency. 
Observation 1 (Area for Improvement): Agencies that contribute public information for this type of incident were unsure how a Joint Information Center (JIC) in Sampalia County would work. 


Analysis: Participants agreed that accurate public 

information was critical for this type of response. 

Several times during JIC discussions, it was apparent that 

major participating agencies were unsure of their role in 

the JIC, that some JIC plans conflicted with participating 

agency response plans, and that the JIC location was not 

easily determined. It is essential that responding agencies 

coordinate information and provide it to the public in a timely manner. 

Recommendation(s): 

The Sampalia County DEM should develop and test 

an all-inclusive Joint Information System (JIS) plan 

for Sampalia County. 


Exercise Control Team Members and Responsibilities

Facilitators provide situation updates and moderate discussions. They also provide additional information or resolve questions, as required. Exercise design team members may assist with facilitation as Subject Matter Experts (SMEs) during the TTX.

Evaluators observe and record discussions during the exercise and at the participant hot wash. Using their notes, Evaluators develop and submit analyses of the discussed issues. These write ups are used to create Chapter 3 of the AAR/IP.
Scribes record the discussions at their table during the exercise. 

Materials

The following materials required to assist you, as facilitators and evaluators, are provided with this F/E packet:
· Situation Manual (SitMan)

· Selected Exercise Evaluation Guides (EEGs)

· Chapter 3 Template

· Top Issues form ("Vote" Paperwork)
· Blank Note Sheets (Evaluators' use)
· Spokesperson Note Sheets (Facilitators' use)

Exercise Conduct

The exercise Objectives, Functional Table Groups and Schedule follow. Each participant will receive the following materials:

· Situation Manual (SitMan)

· Participant Note Sheets
· Participant Feedback Form

· Badge and Name Tent

Exercise Objectives
Exercise objectives are focused on increasing knowledge of prevention and response concepts, identifying planning opportunities, and/or achieving a modified approach in coordinated activities. The Maine/New Hampshire Interstate Recovery TTX exercise planning team identified the following objectives for this exercise:

· Evaluate existing plans, policies, and procedures used to identify and prioritize the repair or replacement of critical infrastructure.

· Evaluate existing plans, policies, and procedures that are used to support recovery operations.

· Evaluate interstate MAC operations issues and interagency coordination (standard operation procedures, communications, and decision support mechanisms) and intergovernmental coordination and incident response—vertically and horizontally. 

· Identify local public information officers’ (PIO’s) coordination plans. 

· Evaluate plans for sheltering of people with disabilities and animal populations. 

Functional Table Groups

· Local Elected Officials (Board of Selectmen, Town Managers, etc.)

· Emergency Operations (local emergency management agencies, PIOs, etc.)
· Human Services (American Red Cross, the Salvation Army, community groups)
· Public Safety (first responders, law enforcement, fire, medical, public works)
· State/Federal (State/Federal level emergency management)
Schedule

The exercise will take place April 5, 2008.

0830
Registration

0900
Welcome and Introductions

0915
Capabilities of the new Multi-Agency Coordination 
(MAC) Center



Norman Sanborn, Jr, Chief, Rochester Fire 





Department

0925
Capabilities of the Maine MAC Center



Ms. Pam L'Heureux, York County Emergency 




Management Agency

0935
Mutual Aid 



Ms. Julia Chase, Field Representative, Homeland 




Security and Emergency Management, New 





Hampshire Emergency Management

0955
Break

1010
Recovery Capabilities of the National Guard 






Don Lagace, Colonel, 52nd Troop Command, Maine 





Army National Guard


Limited Seminar Discussion Period

1050
Module 1 and Report Back

1135
Working Lunch

1215
Module 2 and Report Back

1300
Hot Wash

1330
Closing Comments

Facilitators
Each participant will be provided with a Situation Manual, a Participant Notes Sheet, Participant Feedback Form and a badge and name tent.

At the beginning of the discussion period, introduce yourself and have the participants at your table introduce themselves, their agency and their role during the recovery phase of a disaster. 

Select a group spokesperson and provide them with the Spokesperson note sheet.

Begin with the End in Mind - So that the participants have an idea of what is expected of them at the end of the modules, please briefly explain that we will be initiating a vote at the end of the exercise and encourage them to use their Participant Note Sheets to capture their thoughts, issues and ideas for improvement throughout the day.  **The Participant Note Sheets are theirs to keep at the end of the exercise.
The Participant Feedback Form will be completed at the end of the session (or they make notes as the day goes on). This form will be turned in at the end of the exercise. 

The Vote
Before the discussion period is scheduled to end, conduct a table vote to identify the top three issues resulting from that module.

Poll the table participants and ask the participants to list their one priority for that module. Ask the scribes to capture each bulleted comment on the easel pad. After the participants have listed their issues, ask the participants to vote on each issue to prioritize the top 3 issues from the list. The scribe can put a slash by each issue on which it is voted.

Example: Ask, "How many people by a show of hands feels that Communications is the most important priority?" etc.

*Even if it is obvious as to the top three issues, continue down the list so that it becomes apparent if issues fall into the High, Medium or Low priority category.

Next, for the top three issues identified by your group, ask the participants to identify recommendations (plans, training, equipment, etc.) and the responsible agency/organization that would address the issues. 

Emphasize to the participants that the exercise planning team and stakeholders have the final approval on the recommendations that actually go into the After Action Report/ Improvement Plan.
Tips for Facilitation
· Adequate preparation is the best safeguard against serious problems. Do not assume that because you have facilitated before, preparation is unnecessary. 

· Understand what the group expects of you, and let them know what you expect of them.

· Be flexible. Have alternative ideas on how to achieve exercise goals. 

· There are no wrong answers. Always respond in a positive manner, such as “That’s an interesting perspective. Would anyone like to comment on it?”

· Do not be too serious when you confront a problem. A little humor can make the situation much easier to handle. Try to anticipate problems you might have. 

· Make sure the group understands that you all share responsibility for the success or failure of the session. 

· Be honest at all times. If you do not know an answer, say so, then try to find it.

· Review the applicable plans, policies, and procedures to ensure a basic understanding of the system and potential issues that may arise.

· Review and understand the exercise objectives; these should be your guidelines for facilitating the group and keeping it on track. Review the exercise handbook and its reference documents to plan how to help the group attain the exercise goals. 

· Develop a personal strategy for facilitating the group. Use information provided and prior experience to prepare supplemental questions to guide the flow of discussion and augment the specific questions in the exercise handbook. 

Evaluators
Evaluation is a process that begins during the inception of the exercise, through the Multi-Year Training and Exercise Plan and continues through improvement planning.  Evaluation for a Tabletop Exercise focuses on plans and procedures, staffing, equipment, communications, organizations and interagency coordination.

Before the exercise

· Attend required Evaluator Training and other briefings.

· Review appropriate exercise materials including the Situation Manual and this F/E packet.

· Review the exercise objectives and appropriate EEGs.

· Review the Capabilities and Capability Summaries in the Chapter 3 Template.

During the exercise

Observe and record discussions throughout the exercise at your table and during the report back sessions.

Before the discussion period is scheduled to end, the facilitator will conduct a table vote to identify the top three issues resulting from that module. After the participants identify the top three issues, the facilitator will ask for the participants' recommendations for each issue. The information from this vote will provide you, the evaluator, with three top issues and related recommendations on which to focus your analysis and write up.
A participant hot wash will be conducted immediately after the last module. Everyone involved in the exercise will participate in this discussion. Please take notes during the hot wash. 

A facilitator/evaluator debrief will be held immediately following the exercise. Facilitators, evaluators and exercise planning team members will attend this debrief. This will be an opportunity for you to clarify notes or issues that were discussed during the exercise. 
Drafting the AAR Write Up after the exercise

Materials

· Top Issues and recommendations from the Vote

· Chapter 3 Template

· EEGs

· Your notes
Process
· Choose one Top Issue

· Using the Chapter 3 Template and the EEGs, determine which Capability the issue matches. Note that the issue discussed may not be applicable to the selected EEGs. This is acceptable. 
· Using the Chapter 3 sample write up (page 5), write up the Issue, Analysis and Recommendations

Repeat this process for each top issue for your table. 
Feel free to cut and paste Capabilities for additional issues or delete the appropriate Capabilities sections in the Chapter 3 Template.

Best practices for writing recommendations for Homeland Security Exercise and Evaluation Program (HSEEP) After-Action Reports (AARs)
· Feel free to make honest recommendations; improvement is the primary goal of exercises.

· Recommend a specific action that can be implemented and measured.

· Use action verbs.

· Indicate who (which agency) should take responsibility for implementation.

· Recommendations should flow from the observation and analysis.

· Make each recommendation a stand-alone statement that can be understood without referring to the text and spell out acronyms.

· Check for consistency; resolve issues that lead to conflicting recommendations.


· Indicate where performance was good or adequate and where no recommendations were needed.

Developing recommendations for discussion-based exercises
· What changes need to be made to the discussed plans and procedures to improve capabilities?

· What changes need to be made to organizational structures to improve communication?

· What changes need to be made to leadership and management processes to improve communication?

· What training is needed?

· What changes to equipment are needed?

· What lessons can be learned that will direct how to approach a similar problem in the future?

Summary for Facilitators

Responsibilities:

· Work as a team with the evaluator and scribe at your table

· Facilitate discussions
· Encourage full participation and contact with other tables
· Collect and turn in exercise documentation

Tools:

· Facilitator/Evaluator Packet

· Situation Manual

· Speaker Note Sheet

· Vote (Top Issues) Sheet

Checklist:

 Table introductions

 Designate a spokesperson and give them the Spokesperson note sheet
 Briefly explain the Vote and ask them to jot down thoughts on their Participant Note Sheets (these are theirs to keep)

 Facilitate discussion

 Facilitate group vote

 Remind them to complete the Participant Feedback Form

 Collect exercise documentation (collect all colored sheets; participants can keep white sheets)
· Vote/Top Issues paperwork

· Spokesperson note sheet

· Participant Feedback Form

· Easel pad/Scribes' notes
Summary for Evaluators

Responsibilities:

· Work as a team with the facilitator and scribe at your table

· Observe discussions
· Record key discussions

· Collect information

· Record results of the Hot Wash

· Perform Analysis; develop and submit write ups

Tools:

· Facilitator/Evaluator Packet

· Situation Manual

· Exercise Evaluation Guides (EEGs)
· Your notes
Checklist:

 Observe and record participant discussions
 Record discussions at hot wash

 Clarify notes during the Facilitator/Evaluator debrief

 Perform Analysis and develop write ups

 Submit to Amy Foster, DHS Support Team, by Friday, April 18, 2008*. 


Contact information: alfoster@egginc.com; 503.914.5928

* This date is chosen because we encourage you to develop your write ups while the exercise discussions are fresh in your mind. Please contact Amy Foster if you have any questions regarding the materials or process.

Additional Materials/References

· HSEEP Volume III: Exercise Evaluation and Improvement Planning offers proven methodology for evaluating and documenting exercises and implementing an Improvement Plan (IP).  This document is the third of five HSEEP volumes, all of which are available at the HSEEP website (http://hseep.dhs.gov). 

· Exercise Evaluation Guides can also be found: www.hseep.dhs.gov 

"Begin with the end in mind"


~ Stephen Covey, author of Seven Habits of Highly Effective People








Capability and Capability Summary are provided in the template





Observation is a one-two sentence statement summarizing the issue. Think of it as a thesis statement. 


Remember to include "Strengths" as well as Areas for Improvement.





The Analysis is a summary of the discussion that supports the issue stated above. Try to answer these questions:


- What did you hear/see?


- What was supposed to happen based on plans, policies and procedures?


- What was the difference between what you heard/saw and what the participants discussed? Why? 





The Recommendation should identify which agency should take what action to address the stated issue above. 
































Evaluation should not be a painful process
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EXERCISE NAME

