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INTRODUCTION

This handbook was developed to asigt the U.S. Department of Trangportation, Office of Fipdine Safety in conducting
their exercise program. It contains two sections and a series of appendices. The purpose of each sectionislisted below:
SECTION 1 - DEVELOPING AN EXERCISE PROGRAM
To provide protocols for deveoping an exercise.
SECTION 2 - EVALUATION METHODOLOGY
To provide protocols for evauating an exercise.
APPENDICES
To provide standard objectives for exercise design and evauation.
To provide standard reporting formats.
To establish anationwide "lessons learned” system.
Section 1 contains the same guidance and criteria used to develop government-led Preparedness for Response Exercise
Program (PREP) Area Exercises. Organizations that wish to develop exercise programs more comprehensive than the
PREP guiddineswill dsofind it of vaue.
It is recognized that there is no single way to develop effective exercises. The guidance in this handbook will provide a

standard process, not only to the required oil spill exercises, but to dl exercises. This standardization will pavetheway to
share lessonslearned on anaiond basis and improve response preparedness.
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LEGISLATIVE AND REGULATORY BACKGROUND

The cornerstones of the OPA 90 legidation were prevention, preparedness and response. The response plans required by
industry, as wdl as government, are designed to prepare for an incident and, in the event of an ail spill, ensure the
response is conducted to minimize damage to public hedth and the environment. To ensure these response plans and
Area Contingency Plans (ACPs) will be executed effectively during an actud oil spill, OPA 90 and response plan
regulations require that they be exercised. To that end, the PREP was devel oped.

PREP was developed to provide a mechaniam for compliance with exercise requirements, while being economicaly
feasible for the government and ail industry to adopt and sustain. The PREP is a unified federd effort and satisfies the
exercise requirements of the Coast Guard, the Environmenta Protection Agency (EPA), the Research and Specid
Programs Adminigration (RSPA) Office of Pipdine Sefety (OPS), and the Minerds Management Service (MMS).

In August 1994, the PREP Guiddines were published. These guidelines are a culmination of over one and one-haf years
of workshops with federd, state and loca government agencies and private companies, as well as other interested parties.
The Guiddines outline the frequency and types of exercises a plan holder should conduct to meet the exercise
requirements of the gppropriate response plan regulations.

The types of exercises are divided into two categories: internd (facility or vessd specific) and externd (Area pedific).
Theinternd exercisesindude:

Qudified Individud natification exercises;

Emergency procedures exercises for vessds and unmanned barges,
Emergency procedures exercises for facilities (optiond);

Spill management team tabletop exercises, and

Equipment deployment exercises.

All internd exercises are df-evauated and sdf-certified.
The externd exercisesinclude:

Areaexercisss, and
Government-initiated unannounced exercises.

This manud does not duplicate the informetion in the PREP Guiddines. It is intended to supplement the information
about Area Exercises and provide recommendations and examples of ways to design, develop, conduct and evduae
exercise adtivities

The manud discusses three types of exercises: tabletop, functiond, and full-scale exercises. The focus of the manua ison
assiging organizations with functiond or full-scae exercises; however, much of the information has gpplication to
gndler scaleexercises

Exercising provides a means for organizaions to validate capability without actudly going through red-life incidents.

Exercises should be designed to mirror a red-life incident as redidicdly as possble. This type of activity enables the
organizetion to vdidate a multitude of functions and teams, aswell asto evauate the interaction and coordinaion among
al the various players. Exercises come in dl shapes and sizes, depending on the goa's and objectives of the particular
organizetion. Not dl exercises have to be large-scde productions. Conducting a small-scde interna exercise may be

2
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aufficient to meet the particular company objectives. However, for another company or organization, a full-scde Area
exercise may be required indead.  This manud is meant to provide basic guidance, but not a rigid methodology, for
conducting al types and szes of exercises.
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SECTION 1 - DEVELOPING AN EXERCISE PROGRAM
A. GENERAL INFORMATION
A comprehensive exercise program is one of the best means for assessing response plans and procedures, determining the
reediness of responders, darifying roles and responshilities, promoting awareness of potentia incidents, and preparing
for red spill events.

RELATIONSHIP BETWEEN PREPAREDNESS AND EXERCISES

Response preparedness is a continuous process with three integrd functions: planning, training and exercising.  Each
function is dependent on the other two and should not be viewed in isolation. The process generdly begins with
planning, moves to training, then to exercising, and back to planning. There is dways congderable interaction among
these functions. Figure 1.1 illugtrates this process and shows where exercisesfit into the picture.

Figure 1.1 Preparedness activities should not concentrate solely on
development of a regponse plan, but should focus on dl functions that will leed to an organization being well prepared
and equipped to meet the needs that arise during an incident. Once a plan has been developed, response equipment tested,
and personnd trained in its implementation, the response organizaion is ready to vdidate its plan and determine its
adequacy to meat anticipated needs. Planning should then be adjusted and revised based on the findings of the exercise.
Undergtanding this processis an integrd step in developing an exercise program to fit an organization's needs.

An important factor in developing an exercise
program is having a dear understanding of the
response functions (eg., equipment and personnel
deployment, communications, documentation, €tc.)
expected from an organization in the event of a
discharge. These functions should be captured in a
response plan.  An effective exercise program is
based on gods and objectives and on an
understanding of current capabilities versus the
desired level of capability. Improvement in current
response capability will dways be dependent on a
well-developed exercise and training plan to support
response plans. The relationship between these response functions and the development of an exercise program for their
vaidation cannot be over stressed.

Figure 1.2 Every function or activity in the response
plan, whether organizationd, operationd, or supportive, should have a counterpart objective in an exercise to dlow the
response organization to demondtrate its ability to perform that function. In redlity, OPA 90 contains a single task for
federd, dtate and locd government and industry.  Figure 1.2 illustrates this as a Sngle function rdated to a sngle
objective.

4
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BENEFITTING FROM EXERCISES

Exercises serve severd important functions
for regponse organizaions, such as

Incresse readiness in the event of
an actud emergency;
Provide a means to as=ss the
effectiveness of response plans
and response cagpabilities;
Demongrate the knowledge and skill of the plan implementers,
Serve asatraining tool for response personne;
Provide an opportunity to practice skillsand improve individua performance in anon-threstening environment;
Require participants to network with each other and pre-plan decisions on resources,
Provide a means to educate and invalve the public, media, and key community organizations in response
planning;
Vdidae exiging policies and procedures,
| dentify planning conflicts;
I denttify resource needs, and
Clarify rolesand respongihbilities.

The success of an effective and efficient response operation is based on teamwork. Response team interaction should
occur periodicdly (i.e., once aquarter), and exercising is one form of team+-building. Theformat of theseinteractions does
not have to be smulation activities. However, some type of activity once a quarter encourages team-building and ensures
the individuas serving on teams are comfortable with their roles and responsibilities, as well as comfortable with one
another. Team-building activities could come from periodic meetings or from working together to develop potentid
response options for different types of saill scenarios. Simply developing "paper plans' is not enough to maintain an
adequate response capability and is no subgtitute for smulation activities.

Exercises provide a sense of urgency, and the exercise scenario requires response organizations to develop dternaives
and make decisions under the pressure of time without the possibility of serious consequences. Making decisons under
duress is completdy different from making decisons under norma working conditions. Many people who may be
excdlent managers conducting normal, day-to-day activities may not be cgpable of functioning appropriaidy during an
emergency Studion. The ability to quickly identify an emergency or criss sSituation and the subsequent ahility to dter
management or working stylesis not an intuitive kill, but one that should be practiced. Exercises can have an impact on
improving performance during an actua response.

RELATIONSHIPTO MULTI-HAZARD RESPONSES

It is criticd that oil spill exercise programs acknowledge the variety of initiating factors for oil spills. Very often an ail
spill will be a secondary result of aprimary naturd or man-made disaster. Qil spills can occur in conjunction with afire,
flood, earthquake, trangportation accident, hazardous materid release, etc.

Exercise planners should keep in mind the effect that a multi-hazard response--such as with a hurricane or flood scenario--
will have on the design of the exercise. Plan wrriters should have the same concerns when developing their own response
plans. They should be aware of dl response posshilities and options and their ultimate effect on the organization
overdl. Inmany casesthe actud ail spill response will be overshadowed by the response to amore significant disaster or
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emergency sStuaion, such as one deding with human hedth and safety concerns. This does not necessarily mean thet the

ail saill will haveto wait until the resolution of the primary emergency. It does mean that each response organization will
have to ensure that its ail spill regponse plan is congistent with other broader, more comprehensive disaster plans.

Role darification in these incidents will be of paramount concern, and some exercises should be designed to vdidate this
planning, integration and coordination.

6
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B. TYPES OF EXERCISES

There are three types of exercises described below. Each of the various drills and exercises described by the PREP can be
classified into one of these categories.

TABLETOPEXERCISE

A tabletop exerciseis afacilitated discussion or activity conducted in a conference room stting involving discussion of a
scenario by a response organizaion. The primary characteridtic of a tabletop exercise is that it involves a verba "wak
through" of aresponseto anincident. Tabletop exercisesare dso:

used for establishing policies, providing input to planning, developing procedures, darifying roles and
confirming knowledge;

conducted in anon-threatening learning environment; and

conducted by trained personnd to facilitate discussion and evauae performance.

The tabletop exercise should be designed to dicit congtructive discussion by the participants as they examine and resolve
problems based on the response plan. Tabletop exercises typicdly do not involve any demondration of operationd
response. The organization conducting the tabletop exercise may have a fadilitator and an assigant facilitator who plays
therole of evaduetor.

The purpose of a tebletop exercise is to have paticipants practice problem solving skills, resolve questions of
coordination, and assign responghilities in a non-threatening environment, under minimum dress. A tabletop exercise
can be used in preparation for afunctiond or full-scae exercise.

Section 1.D. discusses the exercise design process. The limited nature of the tabletop exercise will cdl for an abbreviaed
design process, but care should be taken to follow the processin generd.

Evauation opportunities and activities associated with tabletop exercises are usudly limited since typicaly only one
individud will have primary responghility for the evduation. Evauation by the participants themselves, aswdll as by the
facilitetor and assgtant facilitator, is recommended. Areas needing improvement that are identified during the tabletop
should be corrected within a reasonable time period. Figure 1.3. summarizes the characteritics of atabletop exercisein
the context of the full pectrum of exercisetypes.

FUNCTIONAL EXERCISE

A functiond exerciseis more extendve than atebletop exercise in that activities are conducted beyond a conference room
amosphere. Thistype of exerciseis often referred to asa"drill," and focuses on a single response function.

Functiond exercises (drills) endble an organization to vdidate key functions/objectives and demondtrate individud and
team knowledge, skillsand capabiilities. Functiond exercises (drills) are characterized by:

Scenario-driven response activities,

Simulation of non-participating parties;

Limited mohbilization of personnd and resources;

Limited scope;

Trained personnd to serve as contrallers, evauators and smulators, and
Hands-on experientid learning.
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The purpose of afunctiona exercise (drill) isto exercise a specific function or alimited range of functions of a response
plan. For example, the exercise may be designed to demondrate the response functions rdated to protection of
environmentaly sendtive areas.  The exercise may vdidae the command staff dements respongible for planning,
induding the saff personnd and equipment necessary to demongtrate the objective. In smpler terms, the exercise would
require the presence of the incident/unified command gtaff personnd, the planning staff, the operations saff and sufficient
resources to carry out the operation. The exercise should be conducted in the actud location(s) designated in the response
plan and the level of resources mobilized should be adequate to demongtrate not only the field aspect, but the command or

management aspects of the objective.

Theided use of functiond exercises (drills) would be to vdidate the whole response plan by exercisng each functiond
eement of the plan over aperiod of time. This offers acost effective means of exercisng the complete response plan.

Evaduaion opportunities and activities will be more extendve than for the tabletop exercise. Use of the complete

evauation methodology, as described in Section 2, should be considered if resources are available.  Figure 1.3.
summarizes the characterigtics of afunctiond exercisein the context of the full spectrum of exercisetypes.

8
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FULL-SCALE EXERCISE

A full-scae exercise is used to evduate a response organization's totd, integrated, operationa capabilities, involves all
levels of the organization and could involve al aspects of a response operation (eg., notification, assessment, initid
response, recovery, digposd, etc)). Many area exercises conducted under PREP would be considered full-scale exercises.

Full-scae exercises are designed to mirror red-life incidents as closely as possible.  This type of activity engbles the
organizetion to vdidate a multitude of functions and teams, aswell asto evauate the interaction and coordinaion among
the participants. Exercisesinvolve:

scenario-driven response activities,

vaiation in the number or type of participants;

simulation of non-participating parties,

arange of personnd and resource mobilization;

participation of multiple teems/management levelsin integrated response;
extengve testing of interaction and coordination within asystem;
extensgve redism; and

trained personnd to serve as controllers and evauators.

The purpose of a full-scde exercise is to exercise the range of response functions in a response plan to the maximum
extent practical. A full-scae exercise will incorporate a high degree of redisam, extensve involvement of personnd and
resources, and an increased leved of stress on player participants. This type of exercise would include mobilization of
personnel and resources to different Stes, and the actud movement of these resources and personnd required to
demondrate a coordinated response cgpability.  As with functiond exercises, this type of activity should include
operaions and coordingtion among policy level personnd, but with a much broader paticipation. The extent of
involvement and mohilization will be determined by the design, scope and objectives of the exercise.

Evauation activities could be extensive, and maximum effort should be exerted to develop an evauaion process that will
obtain the necessary datato properly assess the organization's response cgpability. The evauaion should reflect exigting
capabilities and provide direction for continuing activities to improve the organization's capabilities.

Figure 1.3. summarizes the characterigtics of afull-scae exercisein the context of the full spectrum of exercisetypes.

Figure 1.3
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C. EXERCISE PARTICIPANTS

Egtablishing an exercise program will require a commitment of personnd and resources. The extent of this commitment
and itsimpact on the organization will be determined by severd factors, including:

size of the operation;

potentid hazards (to the environment/public saefety/worker safety);
ligbilities that the organizetion faces in the event an incident occurs, and
codt of the exercise commitment.

Regardless of the extent and scope of the exercise program, resources must be committed to the program.  The purpose of
this section isto define the roles and responsibilities of the personne involved in that commitment.

The complexity of the exercise devel opment process depends on the objectives, type and scope of the exercises planned.

Figure 1.4 In a smdl tabletop exercise, much of the development
process will be abbreviated and combined into asingle effort. In afull-scale exercise, the deve opment process could take
a condderable amount of time and the key development personne would possibly need assstance. Figure 1.4 illustrates
key postions and groups involved in the exercise design and development process. These people will eventudly become
members of the overdl exercise conduct organization. Whether one person fills a single role or multiple roles is
determined by the Sze and complexity of the exercise.

When making the decison on commitment of personnd,
keep in mind that the exercise program is implemented
through a process, and each step of tha process is
integrated with the others. The key personned in the
exercise process eech have defined respongbilities. The
larger the exercise, the bigger the respongiility.

A successful exercise requires a resource commitment
from the participating organizations that should result in
an extensve learning experience for both the players and
the conduct organization.

The following key positions and their respongibilities are
conddered essertid to aqudlity exercise program:

EXERCISE DIRECTOR

This person is in charge of the overdl exercise activity.
For industry-led exercises, this person should be a

10

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
representative of the industry leading the exercise (the lead plan holder). The Exercise Director for an Areaexercise could
be USCG, USEPA, or indugtry, depending on the lead designated for the exercise. Responghilities of the Exercise
Director areto:

Ensure established policies and procedures for exercises are followed;
Ensure that the exercise devel opment processis followed; and
Solicit membersfor the design and conduct team, including controllers and eva uetors.

The above responghilities can be expanded and shared depending upon program size or the Sze and complexity of the
execie A large program may require a program manager and severd exercise coordinators, esch handling the
development of asingle exercise.

EXERCISE COORDINATOR

The Exercise Coordinator is designated by the Exercise Director and should be a member of the Design Team. This
person isin charge of the mechanics of the exercise. Respongihilities of the Exercise Coordingtor areto;

Facilitate the exercise design mestings,

Manage the adminigtrative portion of the program, including the exercise files and reports;
Ensure exercise design and conduct are progressing satisfactorily;

Ensure dericd support isavailable for the design team;

Ensure the scenario and messages (scripting) are complete;

Ensure the Exercise Plan is properly developed and distributed;

Support conduct of the controller and player training/briefing sessions;

Ensure the security of the scenario and other detalls of the exercise; and

Ensure the Exercise Report iswritten.

DESGN TEAM

The Exercise Design Team congdts of representatives of the regponse organizations that are participating in the exercise.

Figure 1.4 shows four possible sources for these people (i.e, federd, state, and locd governmentd personne, and
industry personnd). Depending on the Sze of the exercise, more than one representative may be needed from each
organization. The primary respongbility of thisteam isto design aredidtic exercise that vdidates the regponse plans and
procedures that would normdly be implemented for an incident in the specified location. For amdler scae exercises, in
which only one organization is playing (with no other outsde agency playing), the design teeam may consst only of
personnel within the organization.
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Their regpongbilitiesinclude, but are not limited to:

Ensure the scenario isredidtic for the location;
Ensure the response functionsin the plans are adequately exercised; and
Ensure the exercise conduct dlows for sufficient evauation.

Both the Exercise Coordinator and the Evauation Director (described later) should be members of the Design Team. In
addition, the remaining Design Team members should form the core members of the eva uation team and the controllers.
None of the Design Team members should be players in the exercise since their knowledge of the scenario and issues
would give them an advantage in performing their role during the exercise and would not provide an accurate assessment
of their response capakiility. Section 1.D. contains additiond information on the Design Team.

EVALUATION DIRECTOR

The Evduation Director is designated by the Exercise Director and should be amember of the Design Team. This person
isin charge of the application of the agreed-upon exercise evauation methodology. Responsihilities of the Evauation
Director areto:

Ensure the Evauation Plan is properly developed and ditributed;
Sdect the proper number of qudified/appropriate evauators;
Conduct the evaduator training sesson; and

Ensure the Exercise Evauation Report iswritten.

CONTROLLERS

Contrallers monitor the flow of the exercise and make adjusments where gppropricte. Ther role is to ensure that the
objectives are sufficiently exercised to permit evauation, that the leve of activity keeps players occupied and chdlenged,
and thet the pace of the exercise proceeds according to the scenario. Controllers may dso ensure that dl safety conditions
are maintained. If more than one contraller is used in the exercise, a Lead Controller should be assigned to manage dl
controller ectivities. Responsibilities of the Controller are to:

12

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
I nput messages to drive the scenario, as gopropriae;
Monitor play to ensure the exercise is proceeding according to the scenario and rules of play, and notifying the
Lead Controller of potentia problems;
Monitor the pace of the exercise and player workloads and notifying the Lead Controller of potentiad problems;
and
Ensure objectives are addressed by tracking the scenario.

EVALUATORS

Evduaors are respongble for observing player actions and evaduaing execution of the response plan and the
effectiveness of the plan. Evauators are assigned to observe the exercise and gather data. Their primary roleisto observe
actions taken by the players, record their observations, and anayze the effectiveness of response actions. An evduaor's
efforts provide the mgor portion of the documentation necessary to critique the exercise and produce an exercise report.
Sometimes an evauaor will serve in adud role, both as evauator and controller. Evduators should not interfere with
the playersin the performance of the latter's duties. Responshilities of the Evauator areto:

Observe the receipt of scenario information by players and evauate the players ability to respond;

Complete eva uation forms and record observetions of player performance;

Resolve any scenario, demondration, or evauation problemsin coordination with the assgned contraller; and
Andyze response information and performance for indusion in the evauation report.

PLAYERS

Players are any individuas or members of the response organization who play a defined role during the exercise activity
and who are committed to executing a pecific response plan. Players are expected to make decisons and respond to
scenario events in as redigtic a manner as possble. All players should be familiar with their particular response plan,
incdluding the organizationd structure and functions and procedures they will be expected to execute.

OBSERVERS

Obsarvers are invited guests who have no officid role in the conduct of the exercise activity but have received permisson
to obsarve the play from specific locations. Observers should be ingtructed to remain out of the exercise play and should
provide no input to the players. Most exercise activities will have people who wish to observe the exercise, 0 the
exercise plan should contain provisons for handling observers. While these people will provide limited input to the
exercisg, they can provide vaue to their own exercise program by goplying the lessons learned within their own
organization.

SIMULATORS

Some exercises use Smulaors to keep the exercise progressing redidticaly, or to ensure the play remains within the scope
of the exercise. Simulation is used to represent organizations or individuas not playing in the exercise but who would
have arolein an actud incident. The use of smulators should be restricted to non-responders. If certain organizations or
individuas decide they cannot be available for the exercise, adecision should be made as to whether or not they should be
smulated. Some groups which could be smulated include the media and the generd public.

D. DESIGN, DEVELOPMENT AND CONDUCT OF AN EXERCISE

The purpose of this section isto provide an overview of the exercise design, development, and exercise conduct process.
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It identifies three phases of the process (pre-exercise, exercise execution, and post exercise) and discusses the steps that
should take place in each phase. While each dtep is separate and didtinct, many seps can and should occur
smultaneoudy. The process shown in this section can be used no matter how large or smal the exercise. The nature of
the exercise will dictate the extent to which each step should be developed.
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PRE-EXERCISE STEPS

Figure 1.5

Step One: Make Schedule and L ocation Decisons

The PREP Scheduleis published in the Federd Register twice ayear. A proposed triennid schedule is published in the
soring and the find scheduleis published in the fall after comments are received and the annua PREP workshop is held.
The schedule ligts the Area where the exercise will be hed, but the EPA Region or the Coast Guard Marine Sefety Office
and Didrict decide the location of the actud event. The schedule ligts dates for the government-led exercises because
these exercisesinvolve the Nationd Strike Force Coordination Center. There is someflexibility in the published dates for
the exercises, but they cannot vary greatly because of the tight schedule to be maintained. For industry-led exercises, the
schedule ligs the suggested quiarters for the upcoming year, but does not ligt any dates for the following two years. To
provide sufficient flexibility, the regulatory agency(s) and the industry player(s) may decide to change the listed quarter the
exercise will be held. The quarters are listed only to provide a platform for discusson and for budget purposes. It is
important to coordinate the scheduling of internal company or other required exercises to supplement and complement an
Area Exercise in which the organization may be involved.

Step Two: Determine Exercise Typeand Scde

Sdection of the exercise type should be based on the experience, needs, objectives and resources of the response
organizations. A good strategy may be to start with aless ambitious exercise (tabletop or functiona) and to build up to a
full-scde exercise. This gpproach builds on the success of preceding exercises, enhances the response organization,
boosgts confidence, and deve ops management expertise.

Step Three: Develop an Exercise Timding/Workplan

Thereisaneed for atimeine/workplan to schedule dl of the associated steps. The Exercise Coordinator, in coordination
with the Design Team, should develop the timdineg/workplan, and a a minimum, it should contain dates and time frames
for each of the mgor seps. The timeine/workplan dso dlows design and development personnd to anticipate ther
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workload.

Step Four: Review Response Plan

The Exercise Coordinator should obtain copies of every response plan to be used in the exercise. For an internd facility
exercisg, this may only involve the locd facility plan. Larger-scale Area Exercises would include the Facility Response
Pan, Area Contingency Plan, and gate and loca contingency plans. A detailed review of these plans by the Exercise
Coordinator isessentia and should be conducted prior to establishing the full design teeam. Thisreview should:

| dentify the roles and respongihilities of each response organization;
| dentify possible locationsfor an incident;

| dentify possible products for the discharge, or potentid discharge;
Examine the worst case and probable scenarios, and

Identify al response functionsin the plans.

Once assembled, the exercise Design Team should become thoroughly familiar with the response plans to be exercised.
In the interest of area familiarization, it may be necessary to actudly visit severd of the possible exercise locations, to
include the proposed incident location and any probable Fidd Command and/or Emergency Operations Center locations.

Step Five: Determine Objectivesfor Design and Evauation

Regardless of whether an exercise is required or voluntary, the objectives give the exercise focus. The Exercise
Coordinator, dong with Design Team members, should assess the needs of the response organization and prepare a
preliminary set of exercise objectivesto fit those needs. This assessment should consider response functions thet have not
been vdidated in previous exercises or may need to be improved based on performance in past exercises. Either way, the
relationship between response functions and exercise objectives, explained in Section 1.A, should be maintaned. A
standard st of objectives has been established under the PREP guidelines. Appendix A contains information on these
core objectives. PREP guiddines contain information on the application of these objectives to specific exercises.

The objectives will further define the scope of an exercise. For example, the design team will need to decide whether the
exercise will be announced or unannounced. This announcement pertains to both the time and date, as well as the
scenario of the exercise. If the objectives of the exercise are to resolve planning issuesin atabletop formet, an announced
scenario would serve the purpose. I the objectives of the exercise involve vdidating response plans, an unannounced
scenario should be congdered. I the scenario is to be unannounced, the Exercise Coordinator should make provisions for
the security of the scenario during the devel opment process.

Step Six: Edtablish Desigrn/yDeve opment Team(s)

Conducting an exercise in a paticular area should benefit the entire response community in that arear The Exercise
Coordinator should ettablish a design and devdopment team for every exercise  For a largescde exercise
representetives from industry, federd, state, and loca agencies who will be participating in the exercise should be invited.

Each group should ensure it is adequately represented and that the exercise provides a fair demongtration of response
plans. For a smdler-scde internd exercise, the design and development team may only condst of internd company
personnel. Proper structuring of the design team is essantia to the success of the exercise. It is not necessary thet each
group be equaly represented. The team should include a mix of response representatives proportionate to their group's
actud response functionsin anincident. While broad representation on the team is necessary, the size of the team should
be held to a managesble sze. Team members typicaly assgt with design, development and conduct. The Exercise
Coordinator should ensure the total makeup of the team offers:
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Adeqguate knowledge of respective response plans,
Sufficient locd knowledge of the areg;

Technicd expertisein the response functions to be demongtrated; and
Scientific expertise necessary to develop design trgjectories and modeling.
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Each response organization should be prepared to provide personnd with the necessary expertise. However, these
personnel should be chosen carefully to ensure that critical response personnd are not sdected to assgt in design and
development, and therefore would not be gble to participate in the exercise as players. The Exercise Coordinator should
congder persondly soliciting participation of desired personndl. Section 2 offers severd dterndtive sources for personnel
to sarve as evduaors, and condderation could be given to recruiting the team from these sources. The Exercise
Coordinator should bear in mind the above qudifications before consdering these dternative sources.

A critical aspect isthe scientific expertise needed for the scenario development. The Exercise Coordinator should include
this expertise in order to properly develop technica agpects of the Stuation, as well asto provide contingencies depending
on response actions.

Once the Exercise Coordinator has established a desigrn/development team, he/she should schedule an initid production
meting.

Step Seven: Hold Working Meetings

It will be necessary to periodicaly bring the design/development team together physicaly. The type and scde of the
exercise will dictate the number and length of these sessions. For smple exercises such as atabletop, the meeting session
could last one day. For theinitid design of an Area Exercise, multiple meetings on different days or one megting up to a
week in length may be needed.

An initid tasking for these meatings should be the designation of an Exercise Coordinator and an Evauation Director.
Great care should be taken in the selection of personnd for these positions. While the exercise will be developed jointly
by the complete team, these people will have the responsibility of compiling the results of the development process and
incorporating them into the Exercise Plan and the Evduation Plan. Details on the contents of these documents arein this
section and in Section 2.A respectively.

Ancther important aspect of conducting these working mestings is to edablish an agenda that ensures the exercise
development process continues smoothly and on schedule. The following items are offered as potentid agenda items for
the various working meetings of the Design/Development Team:

Response plan review;

Objectivesand issues;

Soope and extent of play;

Possible scenario options (eventudly discuss narrative summary and stepstimeline);
Level of amuldion activity;

Evauation plan;

Exercise conduct organization;

Training and briefing required prior to the exercise;
Scripting for the exercise (message devel opment);
Logidtics,

Production needs, and

Next steps.

Working Meeting Task - Develop the Scenario

An exercise scenario is a sequentid, narrative account of a hypothetica incident. The scenario provides the catdyst for
the exercise and is intended to introduce Situations thet will activate certain response functions and demongration of the
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exercise objectives. Scenarios developed by the Desigrn/yDevelopment Team should be examined for their suitability to be
exercised. These scenarios may provide the best garting point for development as they provide a statement of the
response organization's expectations for asgnificant incident withinitsarea. At aminimum, the scenario should contain:

The date and time of theincidernt;

The westher conditions a the time of the incident;

Thetidd and current conditions & the time of the incident;

The primary cause of the incident (e.g., fire, explosion, tank rupture, etc.);
The types and quantities of each product spilled;

The source or sources of the spill (e.g., fadilities, vessds, pipdines, etc.); and
Any other pertinent conseguences resullting from the incident.

Scenario development should be based on the objectives, and consider vulnerabilities, hazards or weeknesses to the
organization, and what probability there is of each occurrence. The depth and quantity of this information could vary
depending on the stuation the designers wish to create, and the objectives that were developed previoudy. Thee
condderations will dso have an impact on the type of exercise to be conducted: a tabletop, functiond or full-scde
exercise. And, of course, the syle and extent of the scenario developed will depend on the type of exercise conducted.
For example, the level of detall in the scenario would not be as greet for atabletop exercise asit would be for afull-scde
exerdse

To receive the maximum benefit from the exercise, the scenario should be redigtic for the area exercised.  The product
spilled should be one that is produced, trangported or stored in that area. The source or sources of the spill/s should be
located or operating in thet area. The weather and tidd/current conditions should be accurate for the ares; they need not
be the actud conditions that exist the day of the exercise, but they should be possible for the area and time. More than
likely the conditions will need to betalored to control the exercise.

Working Meeting Task - Develop Technical Information to Supplement the Scenario

In developing a scenaio, it is important to define the physica aspects of the event as accurately as possble. For soill
scenarios, as in a red response, a method to depict the anticipated path of the product must be used. During a red
incident, every response organization faces this same problem of predicting, based on available information, the peth of
the product once it entersthe environment. This prediction is referred to as forecasting or trajectory modeling.

For scenario development, the design team needs the same information.  The trgjectory should creete a Smulated incident
that will require the desired response demondration.  Fortunately, the design team has the ability to "adjust” the
parameters to suit the needs of the smulation. They can increase or decrease the quantity of spilled product, or they can
adjugt wesather conditions to suit their purpose. Trgjectories should be developed in a manner that is conastent with the
technologies that are available to the responders and the following items should be considered:

Westher conditions at the time of theincident;

Tida and current condition at the time of the incident;
Types and quartities of each product spilled; and
Geography.

One method to develop spill trgectories is to use computerized modding programs supplemented with locd knowledge
of the area. The Scientific Support Coordinator from NOAA is the Coast Guard On-Scene Coordinator's officid source
for these trgectories. EPA can provide this scientific support function through the Environmenta Response Team (ERT).

In addition, severd other modeling tools are available from commercia sources for trgectories. Much of the industry
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aso maintainstheir own in-house trgjectory modeling capability. If computerized modeding capakiilities are not available,
trgjectory information can deve oped from:;
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Higtorical research of previous spillsinthe areg;
Interviewing loca experts (i.e., commercid fisherman, vesse pilots, towboat operators); and
Pre-event andysis of the area.

The above sources of information should aso be used to vdidate the accuracy of computer-generated modds. The
Exercise Coordinator should ensure the devel opment team has the scientific capabilities to develop trgjectories and a the
sametime ensure that they will be consigtent with the trgjectories developed by the response organizations participating in
the exercise. The parameters that are used by the development team should be consstent with those presented to the
playersto ensure Smilar trgjectories.

The exercise sill trgjectory will need to be repeatedly modeled on a defined frequency, such asevery hour. It should then
be made available graphicaly through overlays on maps or charts to the players through exercise controllers. The more
sophigticated modedling tools will produce computer-generated maps. These graphic displays will Sgnificantly aid in the
further devdlopment of the exercise. Ancther factor that should be conddered is the effect reponse actions could have on
the path of the spilled product. An efficient response that contains or deflects a significant quantity of the spilled product
could serioudy dter the pre-determined exercise trgectories. The development team should consder these factors and
will need to develop severd dternative trgjectories or develop contingencies within the scenario to dlow maximum
flexibility with the exercise play. It is important to use the same parameters to deveop exercise trgectories that are
provided to the responders, either up front in the scenario or as controlling events.

Exercise trgectories provide players with avisud illugtration of the spill path and areas of impact. Thetrgectories can be
used by the exercise design team to:

Anticipate the actions of the responders;

Provide a reference point for examining the response plans and identifying response functions relevant to the
smulated incident;

Provide aframe of reference for controlling and evduating the exercise;

Determine the locations for positioning controllers and eva uators,

I dentify oil impact points, induding environmentaly sensitive areas for protection;

| dentify windows of opportunity for protection srategies;

Define thetacticd playing areafor the exercise; and

Define the drategic playing area for the exercise

The above lists are not dl incdlusive, but should be used as a basis for scenario development. As previoudy discussed, it
may be necessary to devdop severd dternative or contingency trgectories to respond to players actions.  Although
developing saill trgjectories are only one aspect of scenario development, it does provide the groundwork to ensure the
scenario isredidic and technicaly accureate.

Working Meeting Task - Develop Exercise Scenario Events

It isimperative that in an actua incident the response organization control events.

In an exercise, the smulation should control the actions of the response organization. Some exercises have been produced
using aconcept caled "freeplay.” When usaed in moderation, this can add vaue and redism. However, if the players are
provided a scenario and dlowed to respond to the incident with little control or scripting from the control cdll, there would
be no guarantee that the objectives would be adequatdly exercised. The exercise may move in an undesirable direction
and exercise objectives will not be met. For example, the use of actud westher or tides and currents may move the ol
outsde of the playing fidd. Exceptiondly favorable conditions on the day of the exercise may remove the necessity for
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any response, thereby not dlowing demongtration of the exercise objectives.

Since atremendous effort is required to conduct an exercise and bring the appropriate players together, the exercise should
be controlled to ensure the response organization has the opportunity to demondrate dl the exercise objectives. For
example, if wildlife recovery and rehabilitation is an exercise objective, there may have to be asmulated event that causes
the failure of a protective booming operation in order to alow the responders to demonstrate thet objective. Contralling
wesether conditions may have to be interjected to ensure the path of the spilled product impacts certain aress to trigger
demondration of exercise objectives. It isimpossible to ligt examples of dl the Smulated events that may be necessary.
It is sufficient to say that the exercise should be controlled to the extent necessary to ensure dl exercise objectives can be
demondrated.

Scenario events should be coordinated and timed with the forecasted path of the product in the environment. The design
team should develop a magter ligt of control, or scenario, events.  Using trgectory moddling, they can anticipate the
actions of the response organization and establish the scenario events to keep the exercise on track.

There are two types of contingency events. A paositive event will be one that moves the exercise dong without direct
interference in the response actions of the players. For example, a change in weather conditions that will dter the
trgectory of the spill would be a positive control event. A negative event will be one that requires direct interferencein
the response actions of the players. The previous example of wildlife recovery and rehabilitetion is an excdlent example
of anegdive evert.

The design team should use postive events as much as possible to drive and contral the exercise. A negative event
should be used only as an dternaive and only when necessary. In anticipating the actions of the response organizetion,
the design team may have to develop severd interchangesble events to alow needed flexibility. While players should be
alowed to respond redidticaly, the integrity of the scenario and exercise objectives should be maintained.

The Exercise Coordinator should make sure thet the exerciseindludes;

A master control space;

Suitable communications for exercise controllers and evauators, and Smulators, if used;
A method for tracking the scenario and corresponding response; and

A method for interjecting control, or smulated, events.

A master events list which indudes the time and method of injection of each event should be developed. Additiondly, a
detailed description of each event containing ingtructions for the individua smulator should be developed. This detailed
description, or scripting, should contain information on additiond/contingency contrals for the smulaors, reporting
requirements for the smulators, instruction on when to stop play, €tc.

Deveoping a scenario, spill trgjectories and designing the scenario events are necessary tasks for development of the
overd| exercise. The processfor developing these events "is not s&t in concrete," but rather, it is something that should be
adapted for each organization's exercise program.

Working Mesting Task - Determine Resource Needs

As the scenario is developed, the design team should determine what resources are needed to execute the exercise. This
includes both personnd and eguipment needs.
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Personne requirements will be determined by andyzing the exercise design, the scenario and the type of exercise. For a
tabletop exercise, one fadilitator and one evaduaor are usualy needed. A larger, more functiond, exercise, such as an
Area Exercise, would need considerably more controllers and evaduators. Smulators may aso be needed at eech fidd
location to inject scenario events.

Once the number of locations of anticipated operdions is determined, the designers can determine the number of
controllers and evaduators necessary to control and evauate the objectives to be demonstrated at each location. The
number of locations and scenario events will determine the number of controllers and evaduators, and smulators if needed.
Caefully congder the number of personnd to staff the control cdl and the number of controllers, evduaors and
smulators required in the fidd to determine the total number of conduct organization personnd required.

Careful congderation aso should be given to the number of evauators necessary to gather sufficient data for evauation.
In many ingtances, a single person could fill both the roles of controller and evauator. However, care should be taken
when combining both functions so that an individud is not over-tasked and vauable evduaion data is not logt.  For
example, if the exercise beginsto gal, the controller may have to focus on additiond inject and not evauation.

If the exercise will demondrate objectives tha reguire fidd deployment of equipment, safety will be another
congderation. An exercise sfety officer or safety observers/'controllers may need to be designated.

No sngle organization should supply al the personne resources for the exercise, unless only one organizaion is
involved. As with the design team and the evduation team, the necessary conduct organization personnd (personne
involved in conducting the exercise) should be amix of representatives of al organizations participating in the exercise.

After determining the number of people required for the exercise, the Exercise Coordinator should obtain commitments
from the participating organizations on the number of people they can each supply to fill these criticd roles. Find
commitment and the names of the personne should be provided early in the deve opment phase of the exercise.

Equipment required to execute and evaduate the exercise should be one of the topics discussed during the working
meetings. The type and scope of the exercise, dong with the number of people involved, will be the mgor factors in
determining the equipment requirements. It isimportant to keep clear the needs of the conduct organization and those of
the player response organizations. Thefollowing list is offered as astarting point for consideration:

A communications system for exercise control, for the exercise conduct organization (controllers and evauators,
and smulaorsif needed);

Suitable administrative equipment (e.g., pens, notepads, flip charts, etc.);

Vehicles and safety equipment (e.g., hard hets) for the exercise conduct organization;

Recording equipment for debriefing, if required;

Laptop computers for recordkesping and rapid data compilation, if necessary; and

Copy and fax machines.

Theabovelig isnat dl inclusive, and cost-effective dternatives should dways be consdered.

Working Mesting Task - Produce an Exercise Plan

A product of the exercise working meetings should be an Exercise Plan and an Evaduaion Plan. Section 2 provides
details on the content of the Evauation Plan. These plans need not be developed separately, and can be combined into a
single document at the discretion of the Exercise Coordinator. The Exercise Director will be responsible for developing
the Exercise Plan and ensuring it contains.
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A lig of the response functions to be demonstrated (objectives);
A ligt of the regponse plansto be exercised;
A ligt of the participating organizations;
A complete description of the exercise containing the scenario, type of exercise and scope of the exercise;
A magter timdinefor the exercise;
A lig of exercise ground rulesincluding safety controls;
Spill trgjectories and technical information to supplement the scenaio;
The madter list of scenario events, or amessage summary;
Theindividud description of each event or message;
A description of the exercise design team;
A description of the exercise conduct organization, including dl controllers, evauators and smuletors;
A description of the roles and respongbilities of the controllers, evauators and smulators;
A plan for the handling of obsarvers;
A description of the conduct organization communications system and ingructions for use;
A ligting of the time and location of the controller and evauator training sessons;

24

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
A ligting of contraller, evauator and smulator assgnments, including the reporting times and locetions;
A description of conduct organization support, eg., transportation, med or lodging arrangements;
A time and location for the player, controller and eva uator debriefings,;
A liding of the review team and process for developing the find Exercise Report; and
A commitment on the ddlivery date of the findl Exercise Report.

Thedboveligisnot dl inclusive. Depending on the type and scope of the exercise, the list could be considerably shorter
or longer. The draft of this Exercise Plan should be completed far enough in advance of the exercise s0 that
representetives of dl participating organizations will have time to review and cdearly understand their roles and
respongbilities. They will dso have to know what personnel and equipment resources they will be providing.

Step Eight: Hold Find Development Medting

The purpose of the find meeting isto findize the structure and details of the exercise. The Exercise Coordinator should
review both the Exercise Plan and the Evauation Plan during this medting. Each participating response organization
should be able to findize its commitment for providing adequate numbers of contrallers, evauators, mulators, etc. Any
find decisonswill have to be made on the contents of the Exercise Plan and the Evaduation Plan.

Thelength of this meeting can vary. The Exercise Coordinator should prepare afirm agenda for the meeting to include:

A careful review of the Exercise Plan and the Evduation Plan;

A review of al aspects of the technica and personnd support;

An examination of, and necessary adjusmentsto, the timeline for the remaining portion of the process;
Findization of the date for assembly of the exercise $&ff; and

Findization of the schedule of steps for the exercise execution phase.

After the meeting, find versons of both the Exercise Plan and Evauation Plan should be drafted for distribution to the
design team members. Each member should make a commitment to review these plans by a specific date and return any
commentsfor indusoninthefind plan.

The success of the exercise depends on the planning conducted during this Pre-Exercise Phase. This meeting will be the
lagt chanceto review the planning items and ensure the exercise will be executed in as smooth amanner as possible.

EXERCISE EXECUTION STEPS

Figure 1.6

Step One: Assemble the Exercise Conduct Organization
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The exercise conduct organization will need to assemble at the location prior to exercise day. How much earlier than the
day of the exercise will depend on what needs to be accomplished. The schedule of activities will be crested during the
development meetings and will be based upon needed set-up, briefings, training and preparaion. A phased assembly may
be most practicd, with critica set-up personnd arriving first, followed by the controllers and eva uators.

Step Two: Han Technicd S&t-Up

Sufficient time should be alowed to set-up and test the exercise equipment. It is typicdly best to have communications
sysemsin place and functioning a least one day prior to the exercise. Other equipment and documentation, such as pens,
notebooks, additions to controller, evauator and smulator packages, etc., should be prepared for digtribution.  If
trangportation, lodging or medl arrangements are necessary, they should be confirmed.

Step Three: Conduct Controller and Evauaor Training

Although these are actudly two seps, they are grouped together because of ther smilarities. Depending on the type and
scope of the exercise, this training might be conducted smultaneoudy. Simulaors, if used, should dso atend this
training. Members of each group should be provided with the information and materids they will need to carry out their
respective roles during the execution of the exercise. This can be accomplished in advance as well as through the
digtribution of specific packets of information during thetraining. Information should include:

The scope of the exercise, induding objectives to be demongtrated and the extent of play agreements;

The structure of the exercise, including individud controller, evauator and smulator, assgnments;

The exercise scenario and simulator inputs;

The exercise ground rules,

Redevant portions of the eva uation methodology and data collection forms;

Caopies of plans and procedures for participating organizations that are pertinent to the assigned objectives;
Portions of previous evauation reports including unresolved issues and previous lessons learned;

The exercise schedule, including aschedule of post-exercise activities, and

Logigticd information, location of meetings, lodging arrangements, etc.

Mogt of the above items will be contained in either the Exercise Plan or the Evauaion Plan. Severd of the items will
have to be obtained from the participating organizations or from previous exercise records. Thetraining should indlude a
briefing that coverstheseitemsin sufficient detail for the controllers, evduators, and smulators. Thistraining should dso
focus on both the specific evauation methodologies to be used, and areview of the regponse plans to be demongtrated.
Plans should be covered in sufficient depth so thet the contrallers, evauators and Smulators can anticipete actions thet are
likely to occur and be thoroughly familiar with ther roles. This dso would be a convenient time to digribute
identification badges, or other means of identification such as color-coded vests or armbands, to dl controllers, evduators,
smulators and obsarvers. Thistype of training istypicaly completed prior to the exercise and may take one or more days
depending on the complexity of the exercise.

Step Four: Hold Player Briefings

Player briefings prior to the exercise are used to explain the ground rules of conduct. The briefings usudly cover:

The overd| objectives and scope of the exercise;

The parameters and limits of play;

Overview of the organization's cris Slemergency management program;
The function of the control cdl;
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What to doif ared event occurs;
Whereto get further exerciseinformation; and
How the debriefing processis going to occur.

If personnd are familiar with participating in exercises, this step may not be necessary. Player briefings should be held if
the personnd have never or infrequently participated in an exercise activity or if there are unique aspectsto the exercise.

Step Five Make Find Production Arrangements

This is the lagt chance to fine tune the scenario, stage and st the Ste and equipment, and findize logigtica and
coordination aspects of the exercise.

It isimportant to note thet the amount of last-minute activities will likely increase proportionately with the scope and type
of exercise. Consequently, gppropriate time and resources should be dlowed to complete the criticd lagt-minute
activities.

Step Six: Executethe Exercise

The conduct phase presents the culminating activity for players. It provides the actud opportunity for player training and
for vdidating crisis and emergency capabilities. The advance planning of the design phase sets the stage for the smooth
execution of the exercise. The Exercise Coordinator should assume responsibility for execution of the exercise and ensure
that the exercise stays on track and that the objectives of the exercise are met. Helshe oversees the following activities:

Presents the players with the exercise-initiating scenario;

Announces or injectsthe firgt control (Smulated) event;

Ensures the controllers, evauators and smuleators are at their assgned positions;

Manages the flow and pace of the exercise by introducing the remaining control (Smulated) seps in the
appropriate sequence; and

Kegps the exercise on schedule and terminates play at the specified time.

In generd, it is best to let the exercise play deveop naturdly within the scope of the design. The smulators, if needed,
track the progress of the scenario using status boards and a posted timeline of events and should control most of the
scenario events not being played. However, some response actions are S0 critica to the completion of the exercise
objectives that the Exercise Director, contrallers or smulators may have to stimulate play by injecting additiond scenario
messages to ensure the objectives are met.  The exercise contrallers should observe play and give feedback to the
smulators, who can then modify, redirect or adjust the pace of the scenario. If this occurs, it should be noted and
discussad during the eva uation and as part of the exercise design debriefing.

POST-EXERCISE STEPS

Figure 1.7
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Step One: Technicd Breskdown

Immediately following the exercise, dl exercise equipment should be dismantled and repacked for the next exercise
Equipment that mafunctioned during the exercise should be noted and repaired or replaced immediately, since a red
incident could occur anytime that would require dl equipment to be in proper working order.  All exercise materids
should be gathered together and given to the Exercise Director or Evauation Director. Confidentia company or scenario
information may have been used during the exercise, S0 it is important to collect dl that information and dispose of it
properly. All response and conduct locations should be returned to their origina state.

Step Two: Conduct the Player Debrief

The player debrief gives each participant a chance to input comments on the performance of the response organizations.
This debrief will provide additiond information to the Player/Participant Evduaion Methodology if used. It dso
providestime for the playersto complete their written critique comments.

This debrief should be conducted as soon as practicd after the exercise by one of the exercise controllers. For alarge
exercise, taking place in multiple locations, severd debriefs may be necessary. Congideration should be given to audio
recording the debriefs, if the players have no objections.  All player comments should be forwarded to the Exercise
Director or Evauation Director for inclusion in the Exercise Eva uation Report.

Step Three: Conduct the Controller/Evauator Debrief

As soon as practica after the conclusion of the exercise, dl evduaors and controllers, and smulatorsif they participated,
should be debriefed. This debrief should be moderated by the Evaduation Director. The different evauation
methodologies (see Section 2) and the scope of the exercise could very wdl dictate severd debrief sessions. In any evert,
the debriefing topics should:

Determine whether dll the exercise objectiveswere met;

Allow commentsfrom dl evauaors;

Provide obsarvations of postive actions taken and areas that need improvement;

Produce the basis for the evauation report (See Appendix B);

Include any issues that were not addressed during the exercise, such asif a "disposd” issue was not addressed
because the length of the exercise did not dlow the players enough time to consider;

Gather dl the evauator information at the end of the exercise; and

Comment on the exercise process.

Step Four: Generate the Exercise Evauation Report

Every exercise should be critiqued by the Joint Evduaion Team. The team is comprised of members from the
government, if gopropriate, and industry players organizations. (Note: interna facility exercises may not dways include
government players) This report evauates the response plan and the success of the pill response vis-avis the response
plan execution, as well as the design and conduct of the exercise. Evauating the design and execution is important to
maintaining an effective exercise program. The Joint Evauation Team summarizes observations from the exercise and
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recommends actions. The Joint Evauation Team never places blame on any one member or organization that participated
intheexercise. Jugt asthe player learns from the exercise, S0 does the design gtaff. The report should address:
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Effectiveness and redism of the scenario;
Effectiveness and redism of scenario events
Payer lessonslearned; and

Congderations for improvemen.

Details on producing an eva uation report are contained in Section 2 and Appendix B.

Sep Five: Generate Lessons Learned

The main purpose of an exerciseisto vadidate response capabilities and identify any necessary changes or improvements.
Every exercise, when critiqued, provides some opportunity to learn from performance. Every response organization
should be willing to share these "L essons Learned” in the hope that others will benefit from past experiences.

Appendix C provides details specificdly on the PREP Lessons Learned System (PLLS) and how to participete.
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SECTION 2 - EVALUATION METHODOLOGY

A. THE FOUNDATIONS OF EXERCISE EVALUATION

This section presents an overview of the concept of exercise evauation. It addresses the reasons for evauating exercises,
the nature and purpose of exercise evauation, the structure of an exercise eva uation team, and information on evauation
reports. The evauation phase incdludes: development of the evauation process that begins during the design phase; the
actud evauation (data collection and initid assessment) during exercise conduct; the debriefing activities immediately
fallowing conduct; and the data analysis, completion and presentation of afind evauaion report. In summary, this phase
condggts of development of the process, observation, data collection, andyss of the collected data, documentation and
presentation of the findings.

This section and the evauation report formats contained in Appendix B have been designed to enhance the vdue of the
exercise to participating organizations. It should:

Facilitate the sdlection of aset of standards for objective assessment;

Enhance and focus an exercise eva uation team assessment on these sandards;

Convey itsfindings to the participating organizations in the context of these gandards;

Improve the trandation of the findings into concrete improvements of plans and overal preparedness.

BASISFOR EXERCISE EVALUATION

The reason to evauate an exercise isto assess the response plan and execution of the plan. An evauation should:

Vdidate the adequacy and implementation of response plan(s);
Measure the adequicy of training efforts;
Indicate the generd leve of preparednessfor aresponse; or
Saisfy a satutory requirement that a response organization conduct evauated exercises. (OPA 90, and its
accompanying regulations, is an example of thisform of requirement.)
Any exercise without effective evauation or feedback offers limited vaue except to provide personnd with an opportunity
to parformin their roles. Evauation offersthe meansto:

Focus on the Facility and Vessd Response Plans, Area Contingency Plan and other response plans and
preparedness activities;

Collect data, andyze and document how players understand and perform their designated response roles;
Assess the consolidated capabilities of teams and organizations; and

Ensure the continua improvement of emergency and crisis regponse capabilities by documenting strengths and
aressfor improvement.

EXERCISE OBECTIVESAND EVALUATION CRITERIA

Every response plan should describe certain response functions and identify the "perceived ahilities' of the response
organizations covered by thet plan. The basis of any evauation systemn should be to examine these perceived abilities and
objectively determine the response organization's "demondtrated abilities” Asindicated in Section 1.D, it is criticd that
the response organization(s) whose exercise performance will be evauated identify a specific sat of objectives. Thee
objectives will be the basis on which to design an evduation sysem. Figure 2.1 illugtrates this concept.  Sample
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objectives for oil spill response exercises can be found in the PREP Guiddines and areincluded in Appendix A.
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Figure2.1
The objectives contained in Appendix A should
be used to evduate an oil soill response
exads. The devdopmett of peformance
dandards and evauation criteria is the means of
ng the exercise objectives.

A didginction should be made between
performance sandards and evauation criteria
A peformance dandad is a levd of
performance thet can be assessed quditatively or
quantitatively. The Tiered Response Equipment
requirements contained in the appropriate OPA
90 reguldions could conditute one set of
peformance dandards, for  drill/exercise
purposes.  For regulatory purposes, these have
been ddiberady defined as “planning
gandards’ only. (The use of these gandards in
exercise evaduation does not and will not be
congrued in any way as an enforcement action
relative to these regulations)) Evdudtion criteria
ae points of review used to messure how
successfully the standard and/or objective has
been met.

The sxteen (16) PREP core objectives
contained and described in Appendix A should
not be considered dl inclusive; other objectives
may be added where necessry.  However,
response plan holders using PREP to mest
exercise requirements should chdlenge dl 16
objectives during athree-year period. There may
be stuations where objectives "unique' to a
particular industry, organization, community or geographic area need to be developed for a particular exercise to augment
these 16 core objectives. The key to objective-based evauaion using this methodology and the formsin Appendix A is
to recognize and use only those objectives applicable and necessary to the exercise.

THE STRUCTURE OF AN EVALUATION TEAM

Generdly dl exercises are evauated using ateam concept. Theteam usudly consists of personne from each organizaion
participating in the exercise. This provides for a representative eva uation where a consensus of performanceis achieved,
rather than each participating organization compiling and digtributing areport of their observations independently.

Team Size and Composition

The size of the evaduation team is dependent on severd factors. Theseinclude:

33

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
Thetype of exercise (eg., tabletop, functiond, or full-scae);
The purpose and objectives of the exercise
The dze and complexity (eg., the number of objectives to be demondrated, the number of organizations
participating, and the number of locations where the scenario is being played);
The specific evauaion methodol ogies to be used; and
The availability of resources needed to conduct the eva uation.

Notice that the above factors are part of the exercise design. As a generd rule, the evduation team should be large
enough to provide for the evduation of dl objectives, organizations, and locations. In a amdl exercise, with few
organizations and a limited number of objectives and locations, a Smple organizationd structure with an Evauation
Director and a smdl number of evduators will usudly suffice. In some very smal drills and in tabletop exercises, only

one evauaor may be necessary.

In a full-scde exercise, where a large number of objectives are demongrated by multiple organizations at severd
locations, a more forma and complex sructure is usudly required. There are a variety of structures that can be used
effectivdy for evduation. Figure 2.2 depicts a generic structure suitable to exercises with multiple organizaions and
locations.
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Figure2.2

THE EVALUATION PLAN

It will be necessary to develop an Evduation Plan specific to the exercise being conducted. Devedopment of this
Evauation Plan will normally take place as a Pre-Exercise Step as discussed in Section 1.
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It isimportant to understand that the development of this Evauation Plan is not a separate event, but rather a function of
the exercise design. The exercise cannot be designed without consdering the evauation, nor can the exercise be evduated
without congidering the design.

As noted in Section 1, the two primary members of the exercise design gaff should be the Exercise Director and the
Evauation Director. As exercise development proceeds, each will be respongble for their particular aspect of the design
and ensuring congstency and compatibility during execution.
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The Evduation Director will be responsible for devel oping the Eva uation Plan and ensuring it contains the following:

Brief description of the exercise containing the scenaio;

Type and scope of the exercise;

Description of the exercise evdudtion team;

Definition of the roles and responghilities of the team members;
Evaduator'sguiddines,

List of the response functions to be demongtrated (objectives);
List of the specific evaduation methodologies to be used;

List of the data collection formsto be used;

List of thetime and location of the evduator training session;
List of thetimes and locations for evauator assgnments;
Description of the necessary eva uator support and any logigtics arrangements,
List of exercise ground rules;

Time and location for the player debrief;

Time and location for the evduator debrief;

Review team for the find report;

Description of the reporting process to be followed; and
Commitment on the ddlivery date of thefind report.

This is not intended to be an dl-inclusive lis. This ligt of contents provides the Evauation Director with a "dtarting
point" for compiling the data necessary for an effective evduation. The size and scope of a pecific exercise would affect
the contents of the Evalugtion Plan.

EVALUATION REPORTS

One mgor purpose of any exerciseis to assess the organizetion's response capabilities. This evaduation process generdly
condgts of two digtinct parts. the data gathering and compilation phase, and the interpretation of this datainto a ussble
report. The lessons learned from the report should then be used to revise and improve the gopropriate response plans.
Figure 2.3 illustrates the overdl evauation process.
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Figure2.3

The interpretaion of the
peformance  obsarvation s
actudly the evauation and should
be as objective as possble. Two
things are essentid in the find
product of the evauation. These
are lessons learned (both postive
and aress that need improvement)
and issues requiring  resolution.
Without these "end products', and
the follow-on actions that should
be taken in the form of plan
revisons, the vaue of the exercise
isdiminished.

In the evduation of an exercis,
the responghility is divided
among multiple evduators who
are eech responsble for a specific
segment of the evdudtion. For
gndler-scde and  tabletop
exercises, this responghility may
fdl to one parson. Thefind evauation report should tie together input from al evauators and should address the extent
to which communication and interaction between various segments was successful. The evauation team should integrate
the collective input, reconcile any discrepancies and draw appropriate conclusons. By following standard reporting
formats, the information gathered during the exercise will not only be useful to the participating organizations, but can be
digtributed nationwide to everyones benefit. The length of the report will vary, depending on the complexity and sze of
the exerciseand leve of detail required.

Appendix B containsinformation on developing reports usng abasic format.

B. SPECIFIC EVALUATION METHODOLOGIES

Each of the following evauation methodol ogies provides a different perspective on the performance of the organizations
participating in the exercise. In most instances they are used in conjunction, but they can dso be used independently
depending on the type and scope of the exercise and the desired level of evauation to be achieved. The ddtails of each
specific evauation methodology are listed below. Appendix B provides more detail on evauation reporting requirements
and formats.

PEER EVALUATION

In this type of evaduation, individuas with experience in the function to be eva uated are recruited to provide an unbiased
independent assesament of exercise play. This methodology is particularly suited for evduation of the command dements
of the response and the rdated staff, but can be used for most any aspect of the response.

The evaduaion personnd would usudly come from the exercise design staff and would be amix of representatives of dl
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participating organizetions. Should insufficient personnd be available from the design staff, personnel could be drawn
from the following sources:

Payer Organizations -- Each organization participating in the exercise could designate personnd to represent
them on the evduation team. Thesewould be senior leve personne with gppropriate qudificationsto provide a
subjective evduation of performance. While these evauators would come from within the player organizetion,
they would not be playersin the exercise.

Pear Groups - The exercise design daff could designate "peers’ from personne outsde the represented
organizations or from another region within their company or agency. Possihilities include: other responders,
other on-scene coordinators (OSCs), personnd from a different region, etc. The qudlifications required above
would remain the same.

Under the overdl supervison of the Evauation Director, these evduators would be responsible for observing the
performance of the fidd operations, Unified Command, and its support structure and staff. The size of the team and
number and location of the evauators will be dependent on the sSze and scope of the exercise. These evaduators could
dso beapart of the review team for the eva uation report.

This methodology will provide a subjective evauation of the performance of the response organizations participating in
the exercise. While data collection forms will be available for the evauators, experience has shown that most of these
evauators will tend to record their observations, and after the exercise has concdluded, they will transfer the comments to
the data collection form. This gpproach is acceptable, but the Evaluation Director should ensure during the eva uator
debrief that subjective comments are supported with data. All comments and observations should be rdated to one of the
exercise objectives or issues.

All acoeptable datawill have to be collated into a single report based on the exercise objectives. If this method was used
independently, this will be the fina Exercise Evauation Report. If combined methods were used, this information will
haveto be integrated in thefind Exercise Evaduation Report.

PLAYER/PARTICIPANT EVALUATION

This method relies on the actud players as the principa collectors or source of exercise evauation data. The players can
provide their firg-hand experience on the effectiveness of effortsto implement plans and procedures.

Under the supervison of the Evauaion Director, a player evduaion form would be developed to collect data and
information. Players would have to be informed during the initid player briefing of the evduation team's expectations to
receive their written and verbd input.

Idedly, aform will be received from every player, but there should not be alimitation on the number of observations and
recommendations a single player could input to the evaluation. Input dso should be received from the players during the
debriefing sesson immediaey following the condusion of the exercise.

All acceptable observations and recommendations should be collated into a single report based on the exercise objectives.
If this method was used independently, this will be the find Exercise Evaduation Report. If combined methods were
used, thisinformation will haveto be integrated in the fina Exercise Evauation Report.

Mogt exercise evauations rely on a combination of the two methods identified above to provide the broadest possible
perspective and input to the eva uation process.
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C. ACTIVITIES AND TASKS OF THE EVALUATION TEAM

Regardiess of the size and compostion of the evauation tesm assembled for a particular exercise, two key roles exist
within thisteam. Fird isthe Evauation Director and second is the evauator or data collector. Team/Group Leaders play
an important role in controlling a number of evauators when more than one evauation location is necessary during an
exercise. The following sections provide generd details of their activities and steps. For congstency, these activities and
seps have been grouped by the same categories identified in Section 1 for developing an exercise, Pre-Exercise Steps,
Exercise Execution Steps and Pogt-Exercise Steps.

THE EVALUATION DIRECTOR

The responghility of the Evauation Director is to complete three mgjor activities and their associated tasks. These
activities are to plan and manage prepardtion of the Evauation Plan, supervise the evaduation of the exercise and manage
the development of the Evauation Report. The tasks associated with these activities are depicted in Figure 2.4.
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Figure2.4
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Pre-Exercise Activity: Plan and Manage Preparations of the Evduation Plan

Sep One Paticipatein the Design of the Exercise

Sep Two: Determine Method and Format of Evauaion

Step Three: Determine Process for Capturing and Andyzing Exercise Results

Step Four: Determine Processfor Presentetion of Exercise Results and Lessons Learned

Sep Five Determine the Evauation Team Structure, Size, and Compaosition

Step Six: Recruit the Evduation Team Members

Sep Seven: Determine the Schedule of Activities.

Step Eight: Arrangefor Logigtica Support of the Evauation Team

Essentidly al of the steps listed above are completed by the exercise design daff. They are listed here as a task for the
Evduation Director to dress the Evauation Director's role in managing the overdl evauation, since this person is
specificaly tasked with compiling these design resultsinto the Evauation Plan.

Sep Nine Prepare the Evaduation Plan

The Evduation Plan provides the specific structure and framework for the evduation. The Plan was discussed previoudy
and a comprehengive ligt of its contents presented.  This sep is probably the single most important contribution of the
Evauation Director during the development of the exercise. The vaue of the exercise could be serioudy diminished if the
eva uation plan does not provide the necessary coordination for a systematic observetion of the exercise.

Exercise Execution Activity: Supervisethe Evduation of the Exercise

Step One: Conduct the Pre-Exercise Briefing/Training of the Evauation Team

In this task, the Evauation Director provides the evaduators with the information and materids they will need to prepare
for the evduaion effort. This is accomplished through the digtribution of evauator packets containing information on
suchitemses

The scope of the exercise to be evduated, incdluding objectives to be demongrated and the extent of play
agreements;

The structure of the evduation team, including individua evaluator assgnments;

The exercise scenario (narrative summeary and timdling) and message summary;;

The exercise ground rules,

Redevant portions of the eva uation methodology and data collection forms;

Caopies of plans and procedures for participating organizations pertinent to the assigned objectives;

Portions of previous eva uation reports including unresolved issues and aress that needed improvement;

The exercise schedule, including aschedule of post-exercise activities, and

Logidticd information, location of meetings, lodging arrangements, etc.
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Sep Two: Manage the Evdudtion of the Exercise

The criticd first step in preparing the exercise report is the collection of data on the adequacy of the Facility and Vess
Response Plans, ACP and other response plans, and the performance of the participating organizations during exercise
play. Inthistask, the Evauation Director monitors and supervises the data collection activities of the exercise evauation
team during the exercise. In many exercises, the Evauation Director will dso be responsible for collecting data on a
particular aspect of the reponse. For smdler-scae exercises where only one organization is participating, the evauation
report would not be"joint." It would simply reflect the response efforts of one organization.

A magor part of thistask isto coordinate with the exercise controllers and smulators on the progress of the exercise, and
to advise the exercise evauaion team of developments affecting their roles and responsibilities as data collectors. In
addition, the Evduation Director may be cdled on to reasign evaduaors to different objectives or locations if
crcumdances dictate.
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Post-Exercise Activity: Manage the Development of the Evauation Report

Sep One Fadilitate the Player Debrief

Thistask can be conducted by ether the Evauation Director or one of the lead controllers.

Sep Two: Moderate the Evauation Debrief

Step Three: Oversee the Compilation of Data

The Evduation Director (or gtaff) will oversee the compilation of data necessary to prepare the Evad uaion Report.

Step Four: Manage the Preparation of the Evauation Report

In this task, the Evaduation Director manages the preparation of the Evauation Report.  Depending on the leve of
evauation effort, the Director will review the results of each phase of the evauation report-writing process, as described
in Appendix B. A draft will be compiled for review by the gppropriate members of the evauation team.

Sep Five Produce Lessons Learned

In this task, the Evauation Director will ensure the preparation of Lessons Learned from the exercise. The response plan
exercised will be revised, as gppropriate, based on the Lessons Learned and should be placed in a data base to assist other

plan holders.

THE DATA COLLECTOR OR EVALUATOR

The terms "data collector”" and "evauaor”" are essentidly interchangeable in the context of any exercise. For continuity,
"evauator" will be used in the succeeding paragraphs. The following sections will discussin greater detail the evduator's
activities and tasks as they rdae to the three phases of the exercise

During the exercise, the overdl job of an evaduator isto serve asareporter. Associated with each phase of an exercise, an

evauator's specific job as areporter isto: conduct research, observe and document actions, evauate, and reports results.
Refer to Figure 2.5 for specific steps.
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Figure2.5

Pre-Exercise Activity: Research and Preparefor the Exercise

Sep One Receive and Review Evduaor Materids
Step Two: Review the Scope of the Exercise
Step Three: Review al Pertinent Plans and Procedures

Since plans and procedures are the basis for regponse efforts, an evauator should review and understand these plans and
procedures in order to anticipate the response efforts that are likely to occur. Evauaors should be knowledgesble of the
fallowing:

The response plan's organization and concept of operations;

The participating organization's primary response authority for the basic functions;

Theimportant acronyms used in the plans;

The status of the response plans of the participating organizations;

The rdationship of this exercise to the overdl exercise program of the participating organizations; and
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Any specific lessons learned or issues from previous exercises that might reguire particular observetion during
thisexercise.

Step Four: Attend the Pre-Exercise Briefing

Depending on the scope of the exercise and the specific evauatorss role, certain evauation items should be covered
during the pre-exercise briefing and training sesson. Each evduator isrespongble for knowing:

The exercise objectives that will be demongrated;

The objectives the evauator is responsible for obsarving;
Specific roles and respongbilities;

Any specid requirements inherent to the exercise play; and
The exercise scenario and exercise rules.

Although the Evduation Plan for the exercise will be digtributed to each evduator and should contain everything
necessary for the evauator, each evauator isresponsble for finding out:

Recent and significant changes to the response plans being exercised;
L ocation-specific protocols regarding safety or conduct; and
Local geography.

As dated, dl of the above topics should be covered in the Evauation Plan and thoroughly discussed during the
pre-exercise brigfing and training session. Idedlly, this materid should be mailed to the members of the evauation team
ahead of time s0 they may become familiar with the information prior to the briefing.

46

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
Exercise Execution Activity: Perform the Data Collection Operdtion

Sep One Observe Actions during the Exercise

The exercise will be conducted under the guidance of the exercise contrallers.  The evauator should observe players
activities, make gppropriate notes, record steps, gather facts, times and details rlevant to the exercise, and collect copies
of the records produced by the exercise participants (e.g., Sgrin sheets, logs, copies of messages, press releases and
documentation records.)

During the exercise, evduators observe and record the actions of the players. Generdly spesking, during the exercise
phase evduators are "invisble' and do not interfere with exercise play, except for safety reasons.

Sep Two: Follow Evduator Guiddines

How evauators present themsdlves a an exercise affects how successful they will be in obtaining necessary information.
The evduator should follow suggested guiddinesfor:

The evduator'srole and attitude;
Dress and gppearance a an exercise;
Deding with the media;

| nformati on-gathering techniques, and
Actud emergencies.

A =t of gandard evauator guidelinesis contained in Section 2.D. They are not dl inclusive but they will be useful to the
Evauation Director when developing the Evauation Plan.

Post Exercise Activity: Reporting the Reaults of the Exercise

Step One: Compilethe Individud Data
Each evduator should compile pertinent exercise data to ensure an effective evauation. The evauator should review the

specific data collection forms used for completeness.  All information should be compiled for presentation at the
evauation debrief.
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Step Two: Paticipatein the Player Debrief

Every evauator should participate in the player debrief, usudly conducted immediady after the concluson of the
exercise. The player debrief gives evauators a chance to input their comments on player performance into the evauation.
By observing and fadilitating this debrief, the evauaor has the opportunity to see the performance through the "eyes' of
the participant. This could provide a substantid supplement to the data gathered by the evd uator.

Step Three: Provide Input a the Evad uation Debrief

The evauator should participete in this debrief, which is usualy moderated by the Evauation Director. Evauators may
exchange information or seek supplementd data from other evauators who may be able to provide missing pieces of
information. This debrief is one source of information used in developing the find Exercise Evauation Report. This
information can take the form of written comments on the data collection forms, or observations that may be reported
ordly at the debrief. Complete and well-devel oped written or verba comments:

Contain a concise description of how the objective was demongtrated;
Are developed objectively, stating only facts and observations,
Highlight positive aspects aswdll asthose areasthat need improvemert;
Avoid opinions (eg., "l think they did agood job"); and

Describe unresolved issues.

To be of vdue, dl information generated a the evaduaor debrief should be corrdlated to the exercise objectives. It is
criticd to the deveopment of lessons learned and the find Exercise Eva uation Report that this be accomplished.

Step Four: Review the Draft Exercise Evauation Report
The Evauation Director is responsible for compiling the data necessary to prepare the Evaluation Report. A draft report
will be developed for review by designated members of the evauation team. This could indude dl members, but more

likely in alarge exercise, designated senior evauators from the exercise design phase will review the draft reports. It is
essentid that the review be completed promptly. Timeliness of the find report is criticd.
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D. STANDARD EVALUATOR GUIDELINES

Very few evduation teams will have the luxury of experienced evduators. The following guiddines, presented in a
guestion and answer format, were developed from the questions most frequently asked by new evaduaors. They have
been compiled here for the Evauation Director's convenience. They do not address every question but can be used to
provide some basic guiddines for the Evauation Plan.

THE EVALUATORSROLE

What is the evaluator's role at an exercise? And how can the evaluator's function be best described?

The evauator is much like an unobserved reporter; the evduator is agood observer and ligtener and is able to
document facts without interfering with ongoing activities.

The evauator is often perceived by players as a guest, or more likely, as the watchdog. Be courteous and
professond.

Pan ahead; arrive a the specified location on time with al necessary tools (eg., forms, pens, €c.); ensure
enough timeto process through any security or check-in location.

Appropriate interaction with the players helps to establish rapport and can lead to accurate observations. DO
NOT INTERFERE WITH THE PLAY.

DRESS AND APPEARANCE

What is acceptable clothing to wear at an exercise?

Evauators will be on ther feet for many hours -- 0 wear comfortable footwear that conforms to the sfety
requirements for that location. Thisis epecidly appropriate for roving evauators.

Evauators should dressin a professiond manner suitable to the activity they will be observing.
Obsarvation of field activitieswould require coverdls, protective clothing or suitable work clothing.

MEDIA INTERACTIONS

If a reporter from the local newspaper or television station attempts to interview an evaluator, what should he/she do?
All mediainquiries should be directed to the media center or the Exercise Coordinator.
Never provide evadudion gatus information or express any persond opinions to the media during the course of
theexercise. Thisincludesal phases.
If asked, the evauator may provide the appropriate post-exercise meeting information.

INFORMATION-GATHERING VIA QUESTIONING

How does an evaluator find out information that is not obvious, like who a particular individual is talking to on the
telephone?

49

This handbook is developed for internal use only by the
U.S. Department of Transportation/Office of Pipeline Safety.



3/27/97
Wait until thereisalull in the action and then ask.

Do not interrupt the playersin the response activities.

If an evauator does not ohserve specific agpects of an organizationss performance, ask questions of the exercise
players after the exercise

Be sure that questions do not prompt a response that might otherwise have been overlooked by the player.

Work with a.controller or other evaluators to obtain information.
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ACTUAL EMERGENCIES

Suppose a real emergency takes place during the exercise. What acceptable protocol should an evaluator follow?
Red emergencies take precedence over exercise activities. Document when the "bresk in the action” occurred.
If the red emergency prevented completion of required activities, document it as such.

Contact the Exercise Coordinator or team leeder if unexpected problems occurs, such as safety concerns or if the
evauator has a persond emergency.
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APPENDIX A - EXERCISE OBJECTIVES

The foremost requirement of the Qil Pollution Act of 1990 was to task the il industry and the federa government to plan
for and develop the cgpability to respond to a wordt-case ail discharge to the maximum extent practicable. This broad
tasking was further defined and placed in the appropriate parts of the Code of Federd Regulations. The planning
requirements contained in the Code of Federd Regulations segmented this broad tasking into managesble "response
functions'.

These "response functions' provided the plan writers with the structure for their plan and the exercise program with the
objectives necessary to andyze these plans. Section 1A detailed the relaionship between the response functions, the
exercise objectives, and the correlating of lessonslearned. Appendices B and C provide the details for sandard reporting
formats and distribution of lessonslearned.

During each triennid cycle, dl components of a plan holder's response plan should be exercised a least once. The
purpose of this requirement isto ensure that dl plan components function adequetely for response to an ail spill. The 16
core components listed below are the types of functions that should be exercised. However, these components may not be
contained in each response plan. As such, the plan holder should identify those that are gpplicable from this ligt, adding
or deleting as gppropricte. The objectives listed below were taken from the Nationa Preparedness for Response Exercise
Program (PREP) Guiddines dated August 1994.

EXERCISE OBJECTIVES

1 Notifications Test the notifications procedures identified in the Area Contingency Plan and the associated
Responsble Party Response Plan.
2. Saff Mohilization: Demongrate the ability to assemble the spill response organization identified in the Area
Contingency Plan and asociated Responsble Party Response Plan.
3. Unified Command: Demongrate the ability of the spill response organization to work within a unified
commeand.
31 Federa Representation:  Demondrate the ability to consolidate the concerns and

interests of the other members of the unified commeand into a unified srategic plan
with tacticd operations.

32 Sate Representation:  Demondrate the ability to function within the unified
command sructure.
33 Locd Representation: Demondrate the ability to function within the unified
command sructure.
34 Responsible Party Representation:  Demondrate the ability to function within the
unified command dructure.
4, Response Management System:  Demondtrate the ability of the response organizetion to operate within the

framework of the response management system identified in their repective plans.
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Operations. Demondrate the ahility to coordinate or direct operations relaed to the
implementation of action plans contained in the respective response/contingency
plans developed by the unified command.

Panning: Demondrate the ability to consolidate the various concerns of the
members of the Unified Command into joint planning recommendations and
specific long-range drategic plans. Demondrate the ability to develop short-range
tactica plansfor the operations divison.

Logidics Demongrate the ability to provide the necessary support of both the
short-term and long-term action plans.

Finance Demondrae the ability to document the daly expenditures of the
organization and provide cost estimates for continuing operations.

Public Affars Demongrate the ability to form a joint information center and
provide the necessary interface between the unified command and the media

SHety Affars Demondrate the ability to monitor dl field operaions and ensure
compliance with ssfety standards.
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Legd Affars Demondrae the ability to provide the unified command with
suitable legd advice and assistance.

Discharge Control: Demondrate the ability of the spill response organizetion to control and stop the discharge

a the source.

Asessment: Demondrate the ability of the spill response organization to provide an initid assessment of the
discharge and provide continuing assessments of the effectiveness of the tecticd operations.

Containment: Demongtrate the ability of the spill response organization to contain the discharge at the source or
in various locations for recovery operations.

Recovery: Demondrate the ability of the spill response organization to recover the discharged product.

81 On-Water Recovery: Demonstrate the ability to assemble and deploy the on-water recovery resources

identified in the response plans.

82 Shore-Based Recovery: Demondrate the ability to assemble and deploy the shoreside clean resources

identified in the response plans.

Protection:

Demondrate the ahility of the spill response organization to protect the environmentadly and

economicaly sendtive areasidentified in the Area Contingency Plan and the respective industry response plan.

91

9.2

9.3

94

95

9.6

Protective Booming: Demongrate the ability to assemble and deploy sufficient resources to
implement the protection strategies contained in the Area Contingency Plan and the respective

industry response plan.

Dispersant Use Demondgrate the ability to quickly evaduate the applicability of dispersant
use for this incident and implement the protection drategies contained in the Area
Contingency Plan and the respective industry response plan.

In-Situ Burning: Demongtrate the ability to quickly evauate the applicability of in-situ
burning for thisincident and implement a pre-approved plan from the Area Contingency Plan
or develop aplanfor use

Water Inteke Protection: Demondrate the ability to quickly identify water intekes and
implement the proper protection procedures from the Area Cortingency Plan or develop a
planfor use

Wildlife Recovery and Rehabilitation: Demondrate the ability to quickly identify these
resources a risk and implement the proper protection procedures from the Area Contingency
Pan or develop aplan for use.

Population Protection: Demongrate the ability to quickly identify hedth hazards associated
with the discharged product and the population at risk from these hazards, and to implement
the proper protection procedures from the Area Contingency Plan or develop aplan for use.
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Alternate Technologies Demondtrate the ability to quickly evauate the applicability of
dternate technologies for usein an incident, and implement a plan from the Area Contingency
Pan or develop aplan for use.

10. Digposd: Demongrate the ability of the spill response organization to digpose of the recovered materid and
contaminated debris.

11 Communications Demonstrate the ability to establish an effective communications system for the spill response

organization.

111

11.2

Internd  Communications Demondrae the ability to establish an intra-organization
communications system. This encompasses communications both within the administrative
eements and the field units.

Externd Communications. Demondrate the ability to establish communications both within
the adminigrative dements and the fidd units.

12. Trangportation: Demongtrate the ability to provide effective multi-mode trangportation both for execution of the

discharge and support functions.
121  Land Transportetion: Demongtrate the ability to provide effective land transportation for dl
elements of the response.
122  Waeborne Trangportation: Demondrate the ability to provide effective waerborne
trangportation for dl dements of the response.
12.3  Airborne Trangportation: Demondrate the ability to provide the necessary support of dl

personnel associated with the response.

13. Personnd Support: Demonstrate the ability to provide the necessary support of dl personne associated with the

response.

131

13.2

13.3

134

135

Management: Demongtrate the ability to provide adminigtrative management of al personnel
involved in the response. This requirement includes the ahility to move personnd into or out
of the response organization with established procedures.

Lodging (Berthing): Demondrate the ability to provide overnight accommodations on a
continuing basis for asustained response.

Meds (Messing): Demondrate the ability to provide suitable feeding arrangements for
personne involved with the management of the response.

Opeaationd and Adminidrative Spaces Demondrate the ability to provide suitable
operationd and adminigrative goaces for personnd involved with the management of the

response.

Emergency Procedures. Demondrate the ability to provide emergency
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sarvicesfor personnd involved in the response.

14. Equipment Maintenance and Support: Demongtrate the ability to maintain and support al equipment associated

with the response.

141

14.2

Response Equipment: Demondtrate the ability to provide effective maintenance and support
for al regponse equipment.

Support Equipment:  Demongtrate the ability to provide effective maintenance and support
for dl equipment that supports the response.  This requirement includes communications
equipment, trangportation equipment, administrative equipment, etc.

15. Procurement: Demondtrate the ability to establish an effective procurement system.

151

15.2

153

Personnd:  Demondrate the ability to procure sufficient personnd to mount and sustain an
organized response. This requirement incdludes insuring that dl personnel have qudifications
and training required for their position within the response organization.

Response Equipment:  Demondgrate the ability to procure sufficient response equipment to
mount and sustain an organized response.

Support Equipment: Demondrate the ability to procure sufficient support eguipment to
support and sustain an organized response.

16. Documentation: Demongtrate the ability of the spill response organization to document dl operationad and
support agpects of the response and provide detailed records of decisions and actions taken.
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APPENDIX B - EVALUATION REPORTING AND FORMATS

EVALUATION REPORTING

Exercise evauations should be documented and reported for two reasons.  Fird, the pogt-exercise report serves as the
officid record of the exercise and documents lessons learned.  Second, it is the means by which aress of improvement in
contingency preparedness policies, procedures, plans, equipment, and personnd are identified. Although Area Exercises
focus on the lead plan holder's response plan, severd response plans come into play. Each should be evauated
individualy as wel asfor how each interfaces with the Area Contingency Plan. For samdler-scae internd exercises there
may be only one plan being exercised and evduated for the particular company. However, this should not diminish the
importance of the evauation process. Therole of the Evauation Team is to decide the parameters of the evauation and
the format for the presentation of evauation results.

Asindicated previoudy, exercise objectives are used to establish the performance standards and evauation criteria. The
evdudtion criteria for each objective should be linked to the plans and procedures being assessed or to established
regulatory requirements. The evauation data collected during the response should be geared toward determining whether
the evauation criteria are met.  Since one of the gods of PREP exercises is to improve reponse plans, improvement
items should be documented in the exercise report. Informeation on both positive actions and aress that need improvement
should be digtributed so that other organizations and agencies may benefit from the lessons learned that resulted from the
exercise. Improvements that are identified in the evduation should be implemented through changes in the gppropriate

response plan(s).

The vaue of the exercise to the response organizations that participated is supported by the qudity of the find exercise
evaduation report. Each exercise that is conducted provides training for members of the participaing response
organizations, but unless an accurate assessment of their performance can be compiled, they will continue to train and
perfect their mistakes. The same holds true for the Nationd Response System. OPA 90 requires that the Nationd
Response System, which is actualy a conglomerate of al response organizations, plan for an integrated response, exercise
these response plans, and report on the preparedness of the Nationd Response System.

One deficiency that is routindly evidenced in most exercise processes is in the area of andyzing responses, and making
these assessments available to the entire Nationa Regponse System. The guidance in this gppendix addresses the need for
reporting and presents a process for developing a standard reporting format.  Appendix C presents the framework for a
"L essons Learned Didribution System” that could benefit dl members of the National Response System.

Regadess of whether a dngle specific evduaion methodology has been used or a combination of various
methodologies, there is a pecific process to be followed in developing afind exercise evauaion report. The process for
drafting an evauaion report should begin during the design and development phases of the exercise process. Before a
report can be drafted, anumber of issues and concerns need to be addressed, such as.

The audience for the evauation report;

How the report will be presented to the organization;
Thetype of report (micro vs. macro); and

Qudlification and experience of the exercise evduators.

DEVELOPMENT PROCESS
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PHASE 1 -- Initid Compilaion of Data

Each evduaor will have to compile hisher data for review. Step one of this process will be to complete any data
collection forms. Step two will be to separate the data in groups based on the exercise objectives. The evduator should
be ready to present dl comments, either verbdly or in a written format, a the evauators debrief. The completed data
collection form should be collected a the end of this debrief.

PHASE 2 -- Integration of Data

During the evduators debrief, the Evauation Director will oversee the integration of data into a preiminary set of
comments. The Evauation Director will moderate the debrief and provide dericd saff to gather the initid data. The
debrief should,

Use the exercise objectives as the agenda;

Allow each evduator to present their comments verbaly, both on the objectives evauated and on the exercise
conduct;

Be recorded for transcription to aid in the development of the find exercise eva uation report;

Gather dl completed data collection packages;

Deveop lessonslearned, both positive and areas that need improvement; and

Deveop issuesto be resolved by regponse organizations.

Thefina product of the evauators debrief should provide sufficient data on every objective demongtrated by the exercise
PHASE 3 -- Writing the Draft Report

The Evdudtion Director bears the respongbility for managing the preparation of the exercise evauation report. For Area
Exercises, it is important that the recommended format be followed to ensure consgtency with a nationa reporting and
lessons learned system. A suggested format is given below. For interna exercises, companies may Utilize any reporting
system that suitstheir internd requirements. However, some type of interna digtribution system should bein place so as
to be able to distribute the lessons learned throughout the company. One problem routindy found with reportsis that they
contain long narraive summaries with much of the vaue buried in the text. The recommended format summarizes
comments on the particular objectives, including both observations and recommendations.

PHASE 4 -- Acceptance of the Find Exercise Evadudtion Report

During the design phase of the exercise, a team should have been established to review the find exercise evauation
report. The Evauation Director is responsible for ensuring that this review process is conducted and completed in a
timey manner. A mgor dement of the Evduation Plan is establishing a firm date for the ddivery of the evduaion
report. Thiswill require the review team for the exercise evduation report to consider this report a priority even though
they may have returned to their jobs dsewhere. The timdiness of the evauaion report cannot be over stressed. It is
recommended that the Evauation Director establish a systemn during the design phase for expediting this review.

PHASE 5 - Digribution of Exercise Findings and Lessons Learned

No report is complete until the findings and lessons learned are shared with dl the participating organizations, and with
any other organization or agency that may have an interest. The intent of sharing these lessons learned is so that other
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organizations and agencies may benefit from the experiences learned during the exercise, and target aress identified for
improvement.
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RECOMMENDED FORMAT

Thefallowing format is suggested as a standard for the Exercise Evaduation Report:
SECTION 1 - Introduction/Basic Informetion
This section should contain:

Generd information, suich as exercise participants, location, date and times, exercise scope, exercisetype, etc.;
Theoverdl objectives,

The badic scenario;

The evduation methodol ogies used; and

A lidting of any acronymsthat were used.

SECTION 2 - Evduation Comments

This section is the "heart” of the report. It is based on the objectives established during the design phase and should
contain obsarvations, lessons learned, and recommendations. This section should formatted as follows;

Title- Objective

Obsarvation - a brief factud statement of the observed success or problem. This satement can be (1) positive,
about something thet was done exceptiondly well, or about procedures used that should be advertised or shared;
or (2) areas that need improvement, something that happened that was not supposed to occur or something that
did not but should have occurred. Each lesson learned should be linked to a single observation.

Lesson Learned - This paragraph can contain (1) a statement of the positive action, if any, taken to generate
SUCCESS, Or (2) astatement of the action that should have been taken to avoid or dleviate the problem.
Recommended Action - This should contain a statement of how to repest the suiccess or permanently correct the
problem, and who is responsible for making the correction. The recommendation could result in a requirement
for new or modified plans or procedures, procuring new eguipment, etc.  This should not be a restatement of
lessons learned.

SECTION 3 - Acoeptance

It isimportant to list each member of the report review team. 1t would be very difficult, due to time condraints, to obtain
asgnature from each reviewer; however, it would be sufficient to note the date of their concurrence with the report. The
fina exercise evauation report does not require gpprova from any particular agency or organization, but it does require
the Evauation Director to "accept" the report. This should be noted in this section by hisher signature.

SECTION 4 - Attachments

This section could include any attachments to the report that may assis in its review and use, such as timeline
information, detailed objectives and issues, conduct organizetion chart, etc.
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APPENDIX C - LESSONS LEARNED SYSTEM

PREP LESSONS LEARNED SYSTEM (PLLS)

The PREP Lessons Learned System (PLLS) is a computerized data management system used to enhance contingency
preparedness. It provides each plan holder the ability to capture and locdly store lessons learned. It dso gives all
members of the PREP community access to a nationd lessons learned database of knowledge and experience gained
through exercises and red world operations. Additiondly, PLLS provides each participating organization with the option
to egtablish its own continuous improvement program for tracking areas that need improverment.

A Preparedness for Response Exercise Program is only as good as its ability to identify what works and what needs
improvement. Capturing and sharing lessons learned enables each participating organizetion to identify and address
wesknesses in the Area Contingency Plan (ACP) and their own response plans, learn from the experiences of other plan
holders, and achieve the greatest return on their PREP investment by ultimatdy reducing risk and potentid costs. PLLS
software offers the capability to creste and maintain a database of dl lessons learned resulting from drills and exercises.
For the areartype exercises, the Evauation Team will be responsible for submitting the lessons learned from the exercise
to the Area Commiittee for their review and submission into the PLLS. Currently, the Nationd PLLS database should
contain only lessons learned thet pertainto Areaexercises. PLLSisfor use by dl federd, sate, and locd government and
industry PREP participants.

DATA FLOW

On completion of an exercise or red world operation each participating organization should evauate how well their
response plan and the ACP worked. A separate lesson learned should be written for each significant strength or area of
improvement identified in each plan. Organizations usng PLLS software will have their new lessons learned
automaticaly added to their organizetion'slocd PLLS database.

All lessons learned that reside in the Nationd PLLS database will be made avalable for download to the PREP

community through a cal-in computer bulletin board. The number is
(703) 313-5910 or internet: http:/Aww.naveen.uscg.mil/prep/prepl.htm
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ACCESSING THE NATIONAL PREP DATABASE

A.

Logging On:

Using a computer with a modem and communications software, you can access the Navigation Information
Service (NIS) Buletin @ Boad Sysem (BBS) a: (703) 3135910 or internet:
http:/AMawww.naveen.uscg.mil/prep/prep/.itm

Egtablishing an Account on the NISBBS:

The firgt time your computer connects to the system, you will go through a sign-up procedure which
conggsof: answering afew quedtions; entering your preferred user name; and selecting a password.

If you have any problems with the technica aspects of connecting to the NIS BBS, contact the NIS
Watchstander at: (703) 313-5900.

On subseguent connections, you will be able to gain access to the NIS BBS by smply entering your
account user name and password.

Onceyou have accessed the NIS BBS, the screen will display the NIS Notice Board.

Accessing the Nationd PREP/PLLS Database:

1 Sdect either option "n" (nongtop) or "' (continue) by pressing its corresponding letter to enter the
MAIN MENU.
2. Press <1> to proceed from the MAIN MENU to the "Information from other Coast Guard

Commands" MENU.
3. Press <1> to accessthe "Preparedness for Response Program (PREP)" MENU.

The PREP MENU hasfour libraries:

a PREP GUIDELINES. The PREP GUIDELINES Library has brief information on the
GUIDELINES.
b. PREP LESSONS LEARNED. The PREP LESSONS LEARNED Library contains lessons

learned files, the PLLS Usar's Manud, and the three freeware files needed to ingdl the PLLS
software (explodeexe, plissetup.exe, and pliszip.exe). PLLS is a powerful program thet
enables users of DOS computers to sort and search lessons learned databases for specific
information.

C. PREP GENERAL FILES. Files on PREP background, the PREP Schedule, ordering PREP
publications, and Federd Register excerpts pertaining to PREP are hdd within the PREP
GENERAL FILES Library.

d. HOW TO CONTACT THE PREP STAFF. Thislibrary contains saff contact information.
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4, From the PREP MENU, determine the library you wish to access and press the corresponding number
to enter it.

5. Once you have entered your sdected library, chose a file by moving the highlight bar with the arrow
keys, or by pressng the corresponding Ietter.

6. To view the adminigtrative data for the highlighted files, press<ENTER>.

7. From the adminigrative data screen, files with the extension ". TXT" can be viewed or-ine by presing

"CTRL> + <V>. Files that do not have the ".TXT" extenson must be downloaded first (pressing
<CTRL> + <D> and follow the on-screen ingructions) and then viewed through your computer's

gpplicetions.
Logging Off:
1 Press <X> (sometimes <X> + <ENTER>) until you receive the prompt: "Are you sure?"
2. Press<Y> and then <ENTER>; your log off is complete.
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APPENDIX D - ABBREVIATIONS AND ACRONYMS

ACP AREA CONTINGENCY PLAN

DOT DEPARTMENT OF TRANSPORTATION

EC EXERCISE COORDINATOR

ED EVALUATION DIRECTOR

EER EXERCISE EVALUATION REPORT

EPA ENVIRONMENTAL PROTECTION AGENCY

FEMA FEDERAL EMERGENCY MANAGEMENT AGENCY

IC INCIDENT COMMANDER

ICS INCIDENT COMMAND SYSTEM

JER JOINT EVALUATION REPORT

MMS MINERALSMANAGEMENT SERVICE

NOAA NATIONAL OCEANOGRAPHIC AND ATMOSPHERIC ADMINISTRATION
NRS NATIONAL RESPONSE SYSTEM

OPA 90 OIL POLLUTION ACT OF 1990

OsC ON SCENE COORDINATOR

PREP PREPAREDNESS FOR RESPONSE EXERCISE PROGRAM
RSPA RESEARCH AND SPECIAL PROGRAMSADMINISTRATION
uc UNIFED COMMAND

USCG U.S COAST GUARD
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APPENDIX E - DATA COLLECTION FORMS

The overdl evduation methodology essentiadly congigts of observing the demongtration of mgjor response functions, thus
accomplishing the exercise objectives.  This gppendix contains a framework for collecting data (conducting the
evaduation) and provides some sample data collection forms and the indructions for their use. They were developed
specificaly to asigt the evauator in observing and recording data related to these response functions. The sample forms
may be used for either functiond exercises (drills) or full-scae exercises and the type and formeat of the forms will be the
decided by the Evdudtion Team. The amount and type of data collected by the evauators will be dependent on the
objectives of the exercise and the type of report that will be completed. A detailed "micro-type" report will need more
detailed information collected, and an evauation form and process should be developed to support this data collection
effort. Sample forms two, three and four would be used for callecting this type of data. A "macro-type' report will
require a different evauation form and process for data collection, smilar to sample one forms.  Sample forms five and
Six represent generd critique formsto be completed by players and smulators.

COMPONENTS OF EVALUATION

OBSERVATION AND DOCUMENTATION

During exercise conduct, evauaors must be able to quickly document player and group responses and activities.
Evauation forms should be created that dearly reflect the exercise objectives and provide performance standards and
evauation criteria that will asist evduaors in their observations. Documentation on evauation forms should be in
sufficient detail and format to facilitete rliable analyss of performance. Evauators should have aworking knowledge of
the response plans and procedures, as well as the response sructure. Observations should indude both aress that need
improvement, and responses which deserve credit and might serve as models for the rest of the organization.

DATA COLLECTION

Severd types of data should be collected during and after the exercise activity. In addition to the notes included in the
completed evdudtion forms, daa from player activity logs and observetions from simulators should be assembled.
Debriefings for players and smilar sessons with evauators, smulators and controllers will dso provide important data.
Debriefings of playerswill often provide the mogt critical and important evaluation observations.

DATA ANALYSS

This andlysis links the objectives of the exercise to the actud decisions and response actions of participants during the
exercise. The andyss should indude sufficient detail to support the observations of performance made by both the
evduators and players. Planning for andyds should include activities to evduae how effectively the design and
deve opment alowed accomplishment of exercise objectives.

DOCUMENTATION OF EVALUATION

Gods for documentation are to develop a format and presentation that meets the feedback needs of management and
players, while appropriately representing the consensus of the evauation tesm. 1t is generdly desirable to provide some
sort of written document to facilitate continuous improvement. For extensve exercises, there may be a need to segment
the evduation report, providing severd versions that focus on different aspects of exercise paformance. In addition,
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provisions should dways be made to document both positive lessons learned and areas that need improverment.

PLAN FOR EVALUATION

In designing and developing an exercise, one should consider the "How" of evduation. This should indude the
development of appropriate forms, indructions and training that provide evaduators with a common understanding of the
How.

The development of usable and appropriate evauation formsis one of the most important items in the eva uaion process.

The forms should be based on previoudy developed exercise objectives. Questions which guide the evauaion of
performance rdated to each objective should be induded . Specific forms should be developed for the evduation of
participant understanding of emergency response/management and esch group/team’s roles and responghilities. Forms
should provide for an assessment of both strengths and areas that need improvement.
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Ingructions to evaduators may be provided in written form, either as a separate document in the evauation plan or
included on the evduation forms. Evauation will often require that ingtructions on how to evauate specific activities a
certain locations be provided to individud evauators, in addition to any generd indructions. While an experienced
evduation teeam may require only limited ingtructions, more extensive indructions or training sessions may be
advantageous where the team is less experienced. This training session is appropriate because it provides to the
evduators afull understanding of how they are expected to accomplish eva uation.

This gppendix provides some sample ingructions that may assist evaduators in completing their evdudtion forms. A
representative sample of different types of evduation formsis dso provided to serve as an example of the type of system
that may best it the organization's exercise eva uation needs. All the evauation forms should be deve oped based onthe
particular objective that is being andyzed; however, the design of the forms may vary. For aless experienced team, a
number of questions may be induded to assigt the evduaor in determining whether or not the objective was
accomplished. These questions can vary consderably in scope and content.  They may require only a "yes' or "no"
answer, or they may require a detailed explanation. Either way, there should dway's be a mechaniam present in the data
collection process that dlows the evduaor to document hisher observations, findings and recommendations for
improvement.  Also included is a sample obsarvation log that can be used by evduators to document observations,
findings and recommendations throughout exercise play.

Included in this gppendix are sample player and smulator critique forms that should be completed at the condusion of the
exercie These formsare essartid for gathering critica information on the effectiveness of the exercise. Sufficient forms
should be provided in al exercise spaces and locations for those players and smulators not present during the debriefing.
All players and smulaors should fill out the form and return it prior to departing the exercise.

Planning for the evauation of exercises should recognize that "How" it is accomplished may vary dramaticaly depending
on the objectives of the exercise and the type of exercise activity being conducted. While the specifics of "How" do and
should vary, the qudity of evduation is measured in its utility as a means of identifying lessons learned and guiding
continuous improvement of emergency management cgpabilities.
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SAMPLE ONE: EMERGENCY MANAGEMENT TEAM (EMT) EVALUATION

Assgned Location:

The objectives for this exercise are listed below. After each objective, evduators should note their observations and
document their assessment of the extent and manner in which each objective was addressed.

OBJECTIVES/PERFORMANCE STANDARDS

*

DEMONSTRATE TIMELY NOTIFICATION AND ASSEMBLY OF THE EMERGENCY
MANAGEMENT TEAM.
(Be sureto note times for receipt of notification and activation of the team.)

DEMONSTRATE QUALITY AND TIMELINESS OF INFORMATION FLOW BETWEEN THE EMT
AND INCIDENT COMMAND.

VALIDATE THE APPROPRIATE MAKE OF THE EMERGENCY MANAGEMENT TEAM.

DEMONSTRATE IDENTIFICATION AND INITIAL WORK ON RESOLUTION OF ISSUES.

DEMONSTRATE THE ABILITY TO EFFECTIVELY COMMUNICATE AND COORDINATE AMONG
THE REPRESENTATIVE AGENCIESWITHIN THE EOC.

DEMONSTRATE CLARITY OF ROLES AND RESPONSBILITIES OF THE EMERGENCY
MANAGEMENT TEAM MEMBERS
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* VALIDATE THE EFFECTIVENESS OF EXISTING PLANS AND PROCEDURES,
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EVALUATION OF DEPARTMENTS

State condusions on the adequacy of the following agpects of the emergency management program as demongtrated in the
exercise. Where areas for improvement have been identified, offer solutionswhich will addresstheissue.

Staffing

Facilities and Equipment

Other Resources

Plans and Procedures

Training
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SAMPLE TWO: EXERCISE EVALUATION FORM

Objective: To vaidate the current gatus of the Emergency Management (EM) Program by demondtrating use and
integration of gppropriate plans and procedures.

Criteria: To satidfy this objective, participants within the EM structure should demongtrate sufficient knowledge
of the EM program through the use of checklists and development of regponse options in a manner that exhibits a
thorough familiarization of plans and procedures. Evauators should dso note the set-up and functiona capability of
work areas where teams operate.

EVALUATION QUESTIONS:
Wasthere agenerd comprehension of individua and overdl structures and plans?

Were plans and procedures used? Did they facilitate coordination and information flow throughout al responding groups
(i.e integrated response)? Describe.

Were roomsiwork areas functiondly organized?
Isthe demonstrated capability adequate? |sit adequately reflected in planning documents?

Provide Detailed Observations:

Recommendations:
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EXERCISE EVALUATION FORM

Objective: To demondrate the ability of the spill response organization to provide an initid assessment of the
discharge and provide continuing assessments of the effectiveness of the tecticd operations.

Criteria: Individuas and teams should demonstrate a capability to assess the incident in an organized and timely
fashion. Key regponse resources should be identified to ensure proactive or over-reponse in accordance with company
philosophy.

EVALUATION QUESTIONS:

Was the Situation assessed according to plan and in an organized manner?

Did the assessment of the incident lead to the development of appropriateinitia response resource gpplication?
Did the organization continue to provide assessments throughout the response?

Did the assessmentsindude information on the effectiveness of the response operations? (provide details)

Provide Detailed Observations:

Recommendations:
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EXERCISE EVALUATION FORM

Objective: To demondrate natification procedures identified in the Area Contingency Plan and the asociated
Responsble Party Response Plan.
Criteria: To satiffy this objective, personnd should demondrate use of a natification sysem whereby personnd

are notified promptly and move to assigned response locations in atimely manner. Mohilization requirements have been
defined in respective planning documents; however, mohilization is generdly designed to occur between 30 minutes and
two hours.

EVALUATION QUESTIONS:

At what time was the decision made to mobilize personnd?

At what time was natification started and completed?

How effective was the rogter(s) or automated system for natification?

Were dl gppropriate personnd notified? If not, who was not natified and for what reason? Did this affect the team's
ability to perform its response functions?

Provide Detailed Observations:

Recommendations:
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EXERCISE EVALUATION FORM

GENERAL EM PROGRAM
The overdl purpose of the exercise is to demondrate and vaidate the company's emergency management capabiility, and

to reinforce and enhance these capabilities throughout dl leves of the organization. To assst in measuring how well the

emergency management dructure performed as a totd unit, evauators are requested to provide generd evauaion
comments on thisform.

Overall Observations Concerning Response:

Recommendations for Improvements to the Response Structure, Planning Documents, Training or Other
Areas:
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SAMPLE THREE: EXERCISE EVALUATION FORM

Objective: To demondtrate the ability to establish an effective communications system for the spill
response organization.

EVALUATION QUESTIONS:

1.

What is the primary means of communications between and for emergency
communications?

Weasit demonstrated? By whom?

What is the secondary means of communications in an emergency?

Weasit demonstrated? By whom?

Do other forms of communications exist? Identify them.

Were other forms of communications demonstrated?

Did communications systems appear adequate to meet emergency needs?

Do plans and procedures define primary/secondary communications systems and policy for their use?

Are personnel trained and proficient in the use of communications equipment?

Observations/Recommendations:
(use additional sheets, if necessary)
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SAMPLE FOUR: GENERAL QUESTIONS

(Note: These questions may be congtructed S0 asto be used as data collection forms))
Natifications
Were 24-hour notification contact members available in the Area Contingency Plan and the Vessd/Facility Response
Pan?
Were there any natifications that could not be completed, or natifications made thet were not listed in the plan(s)?
Saff Mobilization
. Did the Area Contingency Plan identify specific individudsto servein the Unified Command?
Did the Area Contingency Plan identify a pre-designated site for assembly of the Unified Command? Wasthis Ste used?
Did the Responsible Party(s) Response Plan(s) contain the structure of an Incident Command Staff?
Was the Unified Commeand formed in atimely manner?
Unified Commeand
. Did the Unified Commanders prepare written strategic objectives and response priorities Sgned by each member?
Did the Unified Commanders review and gpprove adaily Incident Action plan?
Did the Unified Commanders conduct at least one joint press briefing each day?
Did the press briefing address media, community and public relations concerns?
Were concerns of local government addressed within the Unified Command?
Was the Unified Command's organization organized as written in the Area Contingency Plan?

Wasthe Unified Command able to provide necessary support to dl personne associated with the response?
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SAMPLE INSTRUCTIONS

EVALUATION FORMS

The fallowing evauation forms are intended to assist in recording obsarvations and assessments of performance during the
exercise. The forms should be used in conjunction with the Observetion Logs to document a chronology of activities. As the
exercise progresses, note activities, conversations and decisons in some detall onthelog. (Note: Yes and No answers are not
sufficient.)

Please read through dl forms carefully in advance of exercise play. Thiswill assigt in determining what to document, and will dso
ensure thet observations are sufficiently detailed to facilitete development of a pogt-exercise report. The report will be based on
observations and assessments, comments by participants in the exercise, and a review of plans and other materids deve oped
during the exercise.

The evduation forms are organized in the following manner:

an objectiveisidentified and;
paceis provided for generd observations and recommendations.
Remember that evduation forms should aso include the eva uator's perception of how the entire group did overdl as oneintegrated

team. Also, dways note if player actions were different from what were described in the planning documents. For dl forms, use
additiona sheets of paper to describe complete observations and recommendations of player performance.

Evaluation forms should be completed and submitted before departing. All forms and materials collected from players
will be collected when evaluation forms are submitted.
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SAMPLE FIVE: PLAYER EXERCISE EVALUATION FORM

Please take a few minutes to complete this form. Please use additional sheets of paper for more room. Return it to a
Controller/Evaluator during the debriefing session after the exercise.

Based on the exercise, what additiona capabilities/equipment/resources are needed?

Whét changes or additions to the current plans, procedures, or training should be made based on your participation in the exercise?

What additiond job ads, checkligts, etc. would you like to have made available?

What recommendaion do you have to improve future exercises and how should lessons learned be shared throughout the
corporation/agency?

NAME AND PHONE NUMBER:
NOTE: This information will be kept confidential, but we may need
to contact you for further information.
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SAMPLE SIX: SIMULATOR EXERCISE EVALUATION FORM

Please take a few minutes to complete this form; feel free to use additional sheets of paper for more room. Return it to the
Simulation Cell Lead during the debriefing session after the exercise.

What is your assessment of player performance during the drill? Were players proactive in response? Were they familiar with their
roles and respongihilities? Did they manage response operations effectively?

What is your assessment of the design and conduct of the exercise? What recommendations do you have to improve future
exercises?

If the exercise (incident) continued for an extended period, what is your assessment of how response would have continued to
develop? Congder long-range strategies, shift changes and other issues that should be addressed for an extended operation.

NAME AND PHONE NUMBER:

NOTE: This information will be kept confidential, but we may need
to contact you for further information.
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