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INFORMATION & GUIDANCE MEMO


09-01-04

DATE:
September 13, 2004

TO:
County Emergency Management Directors

FROM:
Robert J. Rude

Acting Administrator

SUBJECT:
WISCONSIN EMERGENCY MANAGEMENT EXERCISE POLICY 
Purpose
The purpose of this Information & Guidance Memo is to establish exercise policy. It supersedes Information & Guidance Memos 08-01-94 and 08-01-99.

Purpose of an Exercise Program

The primary purpose of an exercise program is to improve the operational readiness of the emergency management system.  When such improvements are viewed as the overall goal, exercises can:

· Reveal planning strengths and weaknesses

· Identify resource needs

· Improve coordination

· Clarify roles and responsibilities

· Gain public recognition of the emergency management program

· Motivate public officials to support the emergency management program

· Validate plans and systems in “live” situations

· Foster cooperation among government agencies and private sector.

· Increase awareness of proficiency and needs

An exercise program consists of both pre-exercise training (orientation seminars and drills), and the exercises themselves: tabletops, functional exercises and full-scale exercises.  In addition, the evaluations and corrective actions identified from the exercise should serve as a basis for changes to the plan, additional training, and changes in equipment or facilities (Corrective Action Process).

Exercise Definitions

Tabletop Exercise (TT): The tabletop exercise is an exercise that can be conducted in an Emergency Operating Center or a conference type setting. This exercise is conducted in a discussion type format, under low stress conditions. The exercise should incorporate a hazard that is a realistic threat to the community. The exercise is not necessarily conducted in "real time" and is designed to give the players a chance to discuss their part in the emergency operations plan, their capabilities and resources, as well as their expectations from other responding agencies. 

A tabletop exercise will test, at a minimum, Direction and Control and at least three (3) other functions identified on the FEMA exercise report form 95-44 (EMERS).  Scenario selection and development should place special emphasis on the functions and sub-elements that support response and recovery operations. Players in this exercise will be department heads or their representatives, elected and appointed officials, and emergency managers. Other players may be from volunteer agencies, hospitals and nursing homes, media, private industry, National Guard, school systems, public safety instructors, regional hazardous materials teams, etc. 

Since a tabletop exercise is a chance for players to become familiar with their roles and responsibilities it is considered vital for training and planning purposes and should be viewed as an important step in a total exercise program. Discussion and discoveries generated during a tabletop should be used to begin planning for the next logical step in the exercise program—the functional exercise.   Corrective Actions should be taken following a tabletop exercise.  A functional exercise should not be conducted without first implementing the Corrective Action Process.
Functional Exercise (FE): The functional exercise is designed to test the emergency operations plan and train the operational and policy level personnel.  This exercise will test multiple functions and provide training for several agencies including mutual aid agencies.  The exercise should incorporate a hazard that is a realistic threat to the community and should include the testing of functions that were identified as needing improvement based on corrective action statements made after a previous exercise or actual occurrence. 

The setting for a functional exercise will be an Emergency Operating Center or an established Unified Command Post consistent with the normal operating procedures that the agency(s) utilizes and under the principles of the Incident Command System. A functional exercise will test, at a minimum, Direction and Control and at least five (5) other functions identified on the FEMA exercise report form 95-44 (EMERS).

Players in a functional exercise will experience higher levels of stress as it is designed to more closely resemble an actual incident.  Messages will be used in a functional exercise and may be delivered via radio, fax, telephone, TV, orally, written or any combination. When possible, message delivery should be accomplished with whatever communications system is expected to be used during an actual occurrence. 

The design of a functional exercise will include provisions for an exercise controller, simulators, and evaluators. The exercise design team will also include an exercise evaluation team that will be responsible for developing written evaluation tools, evaluating the exercise, and preparing a written post-exercise evaluation, which includes corrective action recommendations.  

A functional exercise will include players from the appropriate responding agencies as well as elected and appointed officials as appropriate.  Individuals who participated in the design of the exercise should not participate as players but may function as controllers, evaluators or simulators.

Since the functional exercise does provide the opportunity to test many of the functions of the emergency operations plan and to train the responding personnel while continuing to identify corrective action needs, it is logical to assume that the functional exercise, with proper evaluation, should be used as a training and planning tool in the development of the next step in the exercise program—the full scale exercise.  Corrective Actions should be taken following a functional exercise.  A full scale exercise should not be conducted without first implementing the Corrective Action Process.  
Full Scale Exercise:  The full scale exercise is used to test the operational capabilities of the emergency operations plan, over an extended period of time, under simulated conditions.  This exercise also trains policy level personnel in the use of the Emergency Operating Center and Incident Command Post for coordination and control of resources.  The exercise should incorporate a hazard that is a realistic threat to the community and should include the testing of functions which were identified as needing improvement based on corrective action statements made after a previous exercise or actual occurrence.  An EMERS report for an actual occurrence can be submitted for request of exercise credit if the event tested the Emergency Operations Plan. The actual occurrence would require activation of the Emergency Operations Center, mobilization of field personnel, resources and equipment and validate at a minimum, the Direction and Control function and five other emergency functions as listed on the Federal Emergency Management Agency Form 95-44 (EMERS).
A full scale exercise will include activation of an Emergency Operating Center and an established command post consistent with the normal operating procedures that the agency(s) utilizes and under the principles of the Incident Command System. Provisions should be made to test a minimum of the Direction and Control function and five (5) other functions as contained on the FEMA exercise report form 95-44 [EMERS].  Scenario selection and development should emphasize the functions and sub-elements that support recovery operations.  

Mobilization of operational personnel in the field as well as movement of personnel, resources, and equipment are an integral part of the full scale exercise.  Every effort should be made during planning to create an environment for field personnel which as nearly as possible recreates an actual incident.  The use of moulage, artificial smoke, actual transport vehicles, etc is encouraged.  The use of red lights and sirens during the response to an exercise is discouraged for the safety of the responders and the citizens.

Players in a full scale exercise should not be members of the exercise design team.  The exercise design team may function as controllers, evaluators, and simulators.  Provisions shall be made for a Safety Officer(s) at each exercise who will oversee the entire exercise and who will have complete authority to terminate the exercise in the event an unsafe condition or actual emergency arises.

The exercise design team will also include an exercise evaluation team which will be responsible for developing written evaluation tools, selecting and training evaluators, evaluating the exercise, and preparing a written post-exercise evaluation which includes corrective action recommendations.

The full scale exercise, although the largest undertaking in the exercise program, is not the end of the program, but rather, the evaluations and corrective actions identified during the exercise should serve as a basis for changes to the plan, additional training, and changes in equipment or facilities. After these areas have been addressed, their effectiveness is again tested through the use of a Comprehensive Exercise program.

Hazards
Hazards are divided into three categories, natural hazards (such as flood, tornado, wild fire, drought, or winter storm), technological hazards (such as hazardous materials spill, radiological release, dam failure, power failure, or transportation accident), and national security/terrorism hazards (such as civil disorder or terrorism).  Hazards should be chosen that accurately reflect threats facing the jurisdiction.  Selection of a specific hazard to be used in exercising any of the three major hazard categories should be based on the local potential for an occurrence of that hazard.   

CORRECTIVE ACTION PROCESS (CAP) 

Since the intent of exercising is to test the plan and train personnel, it becomes imperative that local governments utilize exercising to ensure that:

1.
The Emergency Operations Plan is tested, and where applicable, updated.

2. Personnel understand the Emergency Operations Plan and their responsibilities within the plan.

3.
Training opportunities and required equipment to improve emergency response are identified.
The key elements of the Homeland Security Exercise Evaluation Program (HSEEP) Corrective Action Process are exercise evaluations (written and oral) that incorporate the thirteen functional areas of FEMA Form 95-44 (EMERS).  Evaluations gleaned from exercises and actual events will identify improvement opportunities in the Emergency Operations Plan. The Corrective Action Improvement Notes section on FEMA Form 95-44 (EMERS) should be entered in the Functions Section under Improvements and include, according to function: 
1. What could be improved 
2. What actions will be taken to make those improvements 
3. Who is responsible for the remedial action and when it will be implemented.  

Any corrections made to the emergency management program in planning, training, personnel, facilities or equipment would be a high priority for testing through an ongoing Comprehensive Exercise Program.  Corrective actions can be addressed at the local or county level and/or with the assistance and advice of Wisconsin Emergency Management.

Exercise evaluation planning will need to be integrated into the overall exercise planning program to provide emergency managers with the tools to implement the Corrective Action Process. Exercise evaluation can be incorporated into your exercise program by encouraging planning team members to attend the Exercise Evaluation Course (G130), and through the use of the Exercise Evaluation Guide.
Pre-Exercise*
	Tabletop
	Functional
	Full-Scale

	The Regional Director will receive notification of the intent to exercise thirty (30) days prior to the exercise.  The Exercise Notification Memo (Attachment 2) will be used, and should include:

· Type of Exercise

· Date, time, and location.

· Request for tort liability coverage.

· The functions to be tested.  Tabletop Exercises will need to test the Direction and Control and at least three (3) other functions identified on FEMA form 95-44 (EMERS).
· Agencies expected to participate.

· Hazard/s.

· Identification of corrective actions to be taken based on previous exercises or actual occurrences.


	The Regional Director will receive notification of the intent to exercise thirty (30) days prior to the exercise.  The Exercise Notification Memo (Attachment 2) will be used, and should include:

· Type of Exercise

· Date, time, and location.

· Request for tort liability coverage.

· The functions to be tested.   Functional Exercises will need to test Direction and Control and at least five (5) other the functions identified on FEMA form 95-44 (EMERS).

· Agencies expected to participate.

· Hazard/s.

· Identification of corrective actions to be taken based on previous exercises or actual occurrences.

· A list of the objectives to be tested during the exercise.


	The Regional Director will receive notification of the intent to exercise thirty (30) days prior to the exercise.  The Exercise Notification Memo (Attachment 2) will be used, and should include:

· Type of Exercise

· Date, time, and location.

· Request for tort liability coverage.

· The functions to be tested.  Full-Scale Exercises will need to test Direction and Control and at least five (5) other functions identified on FEMA form 95-44 (EMERS).

· Agencies expected to participate.

· Hazard/s.

· Identification of corrective actions to be taken based on previous exercises or actual occurrences.

· A list of the objectives to be tested during the exercise.

· Any significant simulations which will be used, i.e. transport trucks, airplanes, smoke grenades, moulage, etc.




*For WMD exercises, the Weapons of Mass Destruction Exercise Funding Assistance Grant Request should be submitted along with the Exercise Notification Memo (Attachment 2).

During Exercise

	Tabletop
	Functional
	Full-Scale

	· Tabletop Exercises should allow participants to examine and resolve problems based on existing Emergency Operations Plans.  The exercise should generate discussion focusing on roles, plans, coordination, effect of decisions on other agencies, and the like.
· Tabletop Exercises will test at a minimum Direction and Control and at least three (3) other functions identified on the FEMA exercise report form 95-44 (EMERS).


	· Functional Exercises will include testing of Direction and Control and at least five (5) other functions identified on the FEMA exercise report form 95-44 (EMERS).

· Functional exercises will require activation of an Emergency Operating Center or a Unified Command Post or both.  Elected or appointed official involvement as a player(s) as appropriate.

· Emphasis should be placed on exercising functions of the Emergency Operations Plan that will aid in the recovery process.

	· Full-Scale Exercises will need to test Direction and Control and at least five (5) other functions identified on FEMA form 95-44 (EMERS).

· Full-Scale exercises will require activation of an Emergency Operating Center and a Unified Command Post.  Elected or appointed official involvement as a player(s) as appropriate.

· Emphasis should be placed on exercising functions of the Emergency Operations Plan that will aid in the recovery process.

· Full-Scale exercises will require the activation of a field component to include movement of personnel, equipment and resources, which closely simulate an actual event.




Post-Exercise
	Tabletop, Functional, and Full-Scale Exercises

	· The County Director will submit FEMA Form 95-44 (EMERS) to the Regional Director no later than ninety (90) days after completion of the exercise or actual occurrence.  FEMA Form 95-44 (EMERS) is the After Action Report.

· The exercise evaluation will be included under Lessons Learned on FEMA Form 95-44 (EMERS).

· Functions that did not successfully meet the exercise design objectives will be included in the Corrective Action Notes section of FEMA Form 95-44 (EMERS).  The form has spaces for including Function, Subfunction, and Item.  The corrective actions that will be taken should be listed under Improvement Notes.  (See Attachment 1)

· Along with FEMA form 95-44 (EMERS), the County Director will submit Participant Sign-In Sheets to the Regional Director.

· For WMD exercises approved to receive grant funds, receipts for expenses will be submitted to the Regional Director as well. 
· Close-Out materials for WMD and All-Hazards Exercises will be forwarded by the Regional Director to the State Exercise Training Officer for processing.




Questions regarding this document should be directed to: Daniel Wenborne 608-242-3215, Cregg Reuter 608-242-3300 or Jerry Haberl 608-242-3213.

Distribution:

MG Albert Wilkening, TAG

Stan Davis, Governor’s Legal Counsel

Wisconsin Emergency Management Staff

County Emergency Management Directors

Attachments: 

Attachment 1 - FEMA Form 95-44 (EMERS)

Attachment 2 - Exercise Notification Memo

*Previous Information and Guidance Memo: 08-01-04 Application Materials -- Hazardous Materials Emergency Preparedness (HMEP) Planning Sub-grants to County LEPCs - 2005
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Emergency Management Exercise
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Attachment 2

(Exercise Notification Memo)

Exercise Notification Memo

NOTICE DATE:  ___________________________  
TO:  ____________________________________________________   (Regional Director’s Name)

FROM:  ________________________________________________   (County Director’s Name)

_________________  County intends to conduct a:
(County Name) 
 FORMCHECKBOX 
  Tabletop

     FORMCHECKBOX 
  Functional

 FORMCHECKBOX 
  Full-Scale

Exercise Date:______________  Exercise Time: ___________  

Exercise Location: _____________________________________

Type of HAZARD SCENARIO:         FORMCHECKBOX 
 Natural
 FORMCHECKBOX 
 Technological
 FORMCHECKBOX 
 National Security/




Terrorism


 FORMCHECKBOX 
 Tort Liability (under Wis. Stats. 166.03(8)(d)(e)(f)) is requested for this exercise.

List any significant simulations which will be used (i.e. transport trucks, airplanes, moulage, etc.):
_______________________________________________________________________________
Functions to be tested include:

 FORMCHECKBOX 
 Alert Notification
 FORMCHECKBOX 
 Damage Assessment
 FORMCHECKBOX 
 Public Works/Engineering

 FORMCHECKBOX 
 Warning (Public)
 FORMCHECKBOX 
 Health & Medical
 FORMCHECKBOX 
 Transportation

 FORMCHECKBOX 
 Communications
 FORMCHECKBOX 
 Individual/Family Assistance
 FORMCHECKBOX 
 Resource Management

 FORMCHECKBOX 
 Direction & Control
 FORMCHECKBOX 
 Public Safety
 FORMCHECKBOX 
 Continuity of Government

Agencies expected to participate include:

 FORMCHECKBOX 
 Emergency Management
 FORMCHECKBOX 
 Hazardous Materials Team(s)
 FORMCHECKBOX 
 Hospital

 FORMCHECKBOX 
 Law Enforcement
 FORMCHECKBOX 
 Public Works
 FORMCHECKBOX 
 State Agencies

 FORMCHECKBOX 
 Fire
 FORMCHECKBOX 
 Volunteer Organizations
 FORMCHECKBOX 
 Federal Agencies

 FORMCHECKBOX 
 Emergency Medical Services
 FORMCHECKBOX 
 Administration
 FORMCHECKBOX 
 Other Agencies____________
 FORMCHECKBOX 
 Ag Agency
 FORMCHECKBOX 
 Public Health
Corrective Actions taken based on previous exercises or actual occurrences:

 FORMCHECKBOX 
 Planning
 FORMCHECKBOX 
 Training
 FORMCHECKBOX 
 Personnel
 FORMCHECKBOX 
 Equipment
 FORMCHECKBOX 
 Facilities
Exercise scenario:

Exercise oBJECTIVES to be tested:
Tabletop or functional exercise conducted in preparation for full scale:

Type:  ________________________________ 
Date: ________________

Type:  ________________________________
Date: ________________
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STATE OF WISCONSIN \ DEPARTMENT OF MILITARY AFFAIRS


WISCONSIN EMERGENCY MANAGEMENT





	2400 WRIGHT STREET


	P.O. BOX 7865


	MADISON, WISCONSIN 53707-7865


		Telephone (608) 242-3232


		Facsimile (608) 242-3247


		24-Hour Emergency Hotline:  1-800-943-0003





		



























































































5

