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Introduction  

• Emergency response exercises are:

– A powerful tool for verification and improvement

– Used for training, validation, evaluation and 

regulatory purposes

– Increasingly considered an important part of safety

• Their value depends on clear objectives

– Preparation

– Conduct

– Evaluation
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Evaluating Performance

• Drill

• Table Top

• Exercise
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Drill

• Drill = small directed exercise

• Purpose is learning or testing a small portion of the 
plan or procedures

• Examples
– Activation drill

– Survey drill

– Medical drill

– Decision-making drill

• A drill is often preceded and/or followed by a 
training session
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Table Top

• Table top = exercise without deployment of 

resources

• Used mainly for decision-makers

• Evolution can be slow-time and discussion is 

encouraged
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Exercises

• Exercise = coordinated response to a simulated 

and complex scenario

• Exercises challenge

– Plan

– Procedures

– Resources

– Performance

• The only real way to test the integrated 

performance
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Purpose of an Exercise

• To test the overall performance of emergency 

response plans, procedures, arrangements, 

resources and people

– The main purpose is not to test individuals, but to 

test the system

– The purpose of an exercise is not to demonstrate 

how good the response organizations are, or how 

bad they could be
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Purpose of an Exercise

A successful exercise is not necessarily one 

where everything goes well, but rather one 

where many lessons are identified
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Secrets to a Good Exercise

• Objectives must be clearly identified and 

communicated

• Scenario must be realistic and challenging

• Exercise instructions must be clear, well 

communicated and professional

• Exercise control must be strict, non-intrusive and 

professional

• Evaluation must be critical and well substantiated 

• Evaluation report must be timely
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Process Overview

• Step 1: Appoint an exercise management 

committee
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Process Overview

Exercise Management Committee

• Exercise director

• Lead controller

• Lead evaluator

• Representatives from key organizations
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Process Overview

• Step 2: Develop the exercise specifications

– Exercise objectives

• What will be exercised?

– Scope

• Who will participate?

• How long will the exercise be?

• How much will be accomplished?
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Process Overview

• Step 2: (cont’d)

– Constraints

• Financial

• Scheduling

• Staff resources

– Inform all participating organizations
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Process Overview

• Step 3: Appoint a scenario design team

– Develop the scenario and exercise data

– Develop the exercise manual’s guide for 

controllers and evaluators

• Step 4: Validate the scenario

– Check with experts in the various fields

– Ensure that the scenario is realistic

– Ensure that the scenario meets all the exercise 

objectives
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Process Overview

• Step 5: If required, design and implement 
training and drills program leading to the 
exercise

– Only for major exercises!

• Step 6: Appoint the exercise team

– Controllers

– Evaluators

– These should not be players in the exercise
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Process Overview

• Step 7: Make arrangements for the exercise

– Locations

– Logistics requirements (special clothes, safety 

equipment)

– Accommodations (if people come from far away)

– Communications

– Transport

– Briefing rooms

– Identification tags

– Establish a simulation cell if required

– Publish an exercise telephone and contact list
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Process Overview

• Step 8: Finish the exercise manual

• Step 9: Distribute the appropriate parts of the 

exercise manual to:

– Controllers

– Evaluators

– Players (if required)
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Process Overview

• Step 10: Train the controllers and evaluators

– Ensure they are familiar with the exercise 

objectives, scenario, exercise data, schedule and 

evaluation methodology

– Ensure they know what you expect of them

– Ensure they know how to do their job
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What is an Exercise Manual?

• The consolidated set of documentation 

required by participants, controllers and 

evaluators to conduct the exercise

• The road map for the preparation and 

conduct of the exercise

• There are several models for exercise 

manuals.  This presentation introduces one 

example
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General Outline

• Exercise specifications

• Scenario

• Injects and data

• Guide for controllers and evaluators

• Guide for players

• Media management
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Exercise Specifications

• Objectives

– Response objectives

– What is being tested?

• Scope

– What organizations will participate?

– Time and duration

– Extent of actions to accomplish

• Constraints

– Practical, financial, political and management
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Developing Exercise Objectives and 

Criteria

• What are exercise objectives?

– Actions that the overall emergency 

response organization must be able to 

accomplish

• Exercise objectives must be supported 

by evaluation criteria

– Criteria define what must be observed to 

evaluate a specific exercise objective
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Example of Objective and 

Criteria

• Exercise objective (contamination accident)

– Verify the ability to protect emergency workers

• Criteria:

– An access control point is established

– Dosimeters are worn

– Turn-back limits are established

– Dose control procedures are implemented

– People are monitored when they leave the contaminated 

area

– Names and doses are recorded
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Scenario

• Start state

• Narrative

• Key events and critical timeline

• Detailed sequence of events

• Master events list

24



Injects and Data

• Inject = information “injected” by a controller 

to a player to simulate an event

– Example: Initiation of a fire alarm in a facility

• Data = information provided by a controller to 

a player when adequate actions are taken to 

obtain it

– Example: ambient gamma measurement when a 

survey is conducted
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Guide for Controllers and 

Evaluators

• Organization

• Schedule and coordinating instructions

• Locations

• Logistics

• Communications

• Safety

• Detailed instructions
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Exercise Team

27

Deputy Director

Evaluators

Lead Evaluator
On-Site

Evaluators

Lead Evaluator
Off-Site

Evaluation Team

Controllers

Lead Controller
Off-Site

Controllers

Lead Controller
On-Site

Control Team Observers

Exercise Director



Exercise Team (Cont’d)

• Exercise Director

– Overall exercise preparation and conduct

– Go/no go decisions

– Coordination of lead controllers

• Deputy Director (for large exercise)

– Assist the Exercise Director
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Exercise Team (Cont’d)

• Lead Controllers

– Overall coordination of exercise inputs

– Resolve issues related to timing and events

– Monitor safety and stop the exercise, if required

– Keep the Exercise Director informed 
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Exercise Team (Cont’d)

• Controllers

– Keep the scenario on track

– Conduct of their respective groups or activities

– Provide inputs and trigger actions

– Monitor safety and stopping their respective 

portion if required

– One controller for each key group
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Exercise Team (Cont’d)

• Lead Evaluators

– Coordinate the overall evaluation

– Brief and direct evaluators

– Ensure consistency in the evaluation

– Instruct evaluators on report format and schedule

– Produce the consolidated evaluation report
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Exercise Team (Cont’d)

• Evaluators

– Take notes during the exercise

– Gather material from the exercise

– Complete evaluation checklist

– Produce the consolidated report, in accordance 

with the Lead Evaluator instructions

• Evaluators and controllers should not be the 

same persons, except for practical reasons
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Principles of Evaluation

• Performance required by plans and 

procedures is being tested

• Evaluations are results-oriented to enhance 

the plan and the supporting elements, such 

as proper organization, training, and 

equipment
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How to Evaluate Based on Performance 

(1)

• Define the response or exercise objective

– e.g. Protection of facility personnel

• Define the criteria

– e.g. The personnel are promptly alerted

– e.g. The dose to personnel is kept within 

established limits
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How to Evaluate Based on Performance 

(2)

• For each performance objective, define the 

evaluation criteria

– e.g. The personnel are promptly alerted

• Was a public address message broadcast immediately upon 

discovery of an emergency situation?

• Did all personnel hear the message?

– e.g. The dose to personnel is kept within established 

limits

• Were personnel relocated to safe areas?

• Was the dose rate monitored at personnel assembly areas?
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How to Evaluate Based on Performance 

(3)

• After the  exercise, based on the FACTS, 

answer the question: “was the performance 

objective met”?

• It is not absolutely necessary that all criteria 

be satisfied

– The actual response will depend on the situation
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How to Evaluate Based on Performance 

(4)

• If the performance objective was met

– Was the procedure followed?

– Was the result achieved in good faith or by emergency?

• If the performance objective was not met, why?

– Was the procedure followed?

– Was training lacking?

– Was equipment lacking?

– Was the exercise at fault?
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Classification of Unsatisfactory 

Grades

• Critical Deficiency

• Major Deficiency 

• Minor Deficiency
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Exercise Report

• A useful report is most difficult to write

• Based on facts, not impressions

• Focus on key areas

• Use the exercise objectives as the basis for 

the report

• Prepare and publish in a timely fashion

• Not everybody will agree with the findings
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Thank you!


