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Metropolitan Washington Council of Governments
Comprehensive Exercise and Corrective Action Program
RFP# 14-06

2.  technical approach
Metropolitan Washington Council of Governments (COG)

Like many jurisdictions throughout the United States, the Metropolitan Washington area has been faced with the challenge of assessing and strengthening the capacity of its emergency preparedness and response system to better anticipate and respond to acts of terrorism. Terrorist attacks, accidents, protests, and natural disasters are woven into the long history of the National Capital Region (NCR). Over time, the region’s disparate and far-spreading communities have made significant strides in reaching out and working with each other. 

In the Nation’s most complex layering of jurisdictions and authorities, making such improvements is difficult. While Federal, State, and local senior administrators and response leadership have led the way in making these improvements, COG has provided the support needed to ease and facilitate this process. In addition to COG’s contributions to regional planning, the Council continues to provide exceptional assistance in coordinating and supporting NCR public safety personnel. By insisting on superior staff support, subject-matter expertise, and facilitation, COG has operated with the insight and political acumen necessary to further NCR preparedness. Accordingly, COG’s management of this contract is a testament to the trust placed on COG by NCR leadership, and recognition of the key role played by COG in regional program management.
Project Purpose and Overview

Recent improvements to mutual-aid agreements have improved the resource request process among NCR jurisdictions. This, however, is only one layer of a multi-jurisdictional, multidisciplinary approach. Past events and previous exercises have demonstrated the need to focus on the NCR communication infrastructure and coordination procedures. 

Investments in regional communication caches, migration towards 800 MHz radios, and other projects are improving tactical and on-scene operations-level communication readiness. The next level up in the command and control process focuses on local emergency operations centers’ (EOCs’) ability to effectively manage information flow and maintain the common operating picture necessary for internal and external resource management and decisionmaking. With many EOCs selecting Web-based EOC management software to meet this need, this requires an assessment of the interoperability of the software platforms’ architecture throughout the lateral and vertical regional coordination structure. The CRA Team has the ability to not only assess this technical data exchange function, but also analyze the construct of internal and external information flow, incorporation of the software into EOC plans and concept of operations, the need for additional administrative support, and user interface (board design), staffing requirements, and other key aspects necessary for maximum effectiveness and efficiency in the use of this new technology.

Certain issues are unique to the NCR that require special consideration. While any disaster large enough to require a regional response will most likely involve Federal decisions on Federal workforce release and receipt of public information, all emergencies are local. COG and the NCR have helped develop and maintain a regional paging system and conference call capability to quickly notify decisionmakers and facilitate their emergency discussions. However, in all practicality, this discussion will likely be predominantly focused on the local level. With almost two dozen possible participants, the process can buckle under its own weight and lead to overly prolonged and less-than-productive conversations.

There is also the need to incorporate State entity-level coordination among the Senior Policy Group (SPG), accommodate interaction among all three branches of the Federal Government, and clarify the role of the Office of National Capital Region Coordination (ONCRC). The Military District of Washington/Joint Forces Headquarters-NCR, the Pentagon Force Protection Agency, and regional transportation such as Metro and Metropolitan Washington Airports Authority, must be included as well in emergency response coordination. CRA has the expertise and ability to effectively analyze these linkages. CRA suggests that the primary purpose of the Senior Leaders Seminar (SLS) will be to identify those regional issues requiring decisionmaking, and clarify their specific decision points throughout the process. This process would be designed to minimize duplication or overlap of prior decision-making matrices, and produce an actual product that key decisionmakers can carry with them that was developed based on their direct input during the SLS. To the extent that senior leaders are actively engaged in the workshop, the end product would be similar to a field operations guidebook, but based only on those specific senior leadership missions, authorities, and decision points during a regional response. This would also be a great resource for senior leadership deputies. 

The NCR prepares for ever-changing threats and growth in planning to protect its citizens and infrastructure. Greater exercise coordination will strengthen the region and provide a pathway to boldly demonstrate a broader strategic vision of regional preparedness. Through this process, the NCR has an opportunity assess recent strengthening of the Region’s homeland security infrastructure and emergency preparedness and response capacity. Thus, the proposed exercises are a mechanism to enhance further collaboration and coordination within the NCR. Moreover, the proposed exercises have been envisioned so that they respect the sovereignty and individual needs of each NCR member, while maximizing utilization of resources while minimizing duplication of effort. 

The various types of exercises administered by COG under this procurement have been purposely selected to address policy, plans, and training, and specifically to validate the NCR emergency response voice and data communication infrastructure among the Chief Administrative Officers (CAOs) and EOCs. For example, the proposed SLSs and tabletop exercises (TTXs) will focus on highlighting issues to inform policy considerations, improve plans, and link with training programs—with the ultimate goal of institutionalizing a self-sustaining and coordinated exercise program within and throughout the NCR.

Exercise programs offer a tangible way for the numerous regional agencies and departments to think and act regionally. Therefore, by facilitating this exercise program, COG is furthering the interconnectivity and effectiveness of regional operations. The CRA Team will function as a centralized facilitator in this process.

Exercising of existing plans is critical to effective response. Many plans exist, and more will need to be developed or altered as the type and sophistication of threats evolve. Whereas exercises should be objective-driven, they also should address known threats. By developing exercise scenarios based on real or anticipated threats, existing plans will be more accurately reevaluated based on their intended use. 

The threats are all-hazard in nature and reflect current security concerns as well.  While not restricting exercises to only these scenarios, this model should be followed in preparing exercises that examine anticipated threats. In preparing for anticipated threats, plans will be evaluated closer to their intended use.

In determining the goals, objectives, and outcomes for this project, the CRA Team recognizes that COG and the NCR must address several key and substantive issues:

· The NCR faces many man-made and natural threats.

· The proposed exercise program should address the different requirements at the Federal, State, and local levels.

· The NCR will experience substantial growth within the next 30 years. That growth will extend along the entire mid-Atlantic corridor. The proposed exercises should examine the needs associated with an expanded area to protect. 

· As the NCR workforce spreads out, planning must include not only the jurisdictions in which the NCR workforce is employed, but also where that workforce resides.  

· As the workforce spreads, so does the infrastructure that supports it.  

· The proposed exercise program will need to accommodate the several recurring exercise cycles within the NCR, as well as exercise programs within Virginia, Maryland, and the District of Columbia. 

· Due to the myriad jurisdictions and agencies involved, consensus-building regarding the goals, objectives, and anticipated outcomes for this program will involve significant effort by COG, NCR, and the exercise contractor. 

· Many of those departments and agencies are local, and local support is critical to the NCR regional exercise program. For example, the CAO and homeland security personnel for each local jurisdiction must endorse the exercise process if it is to be successful and yield meaningful improvements. Similarly, the SPG and ONCRC will need to provide equal priority in facilitating this process.
· Leveraging other current and emerging interactive technologies, including gaming, will augment traditional training and exercise models and sustain interest among emergency response personnel. In addition, Web-based technology can be a viable EOC management tool, increasing the effectiveness of administering and recording exercise results. 

The CRA Team: The Right Mix of Knowledge, Talent, and Expertise
While COG is faced with a significant task, it is not impossible to achieve the objectives defined in the solicitation. It will, however, take the experience, knowledge, and expertise of a skilled and recognized contractor. 

As one of the most respected names in the terrorism response exercise field, CRA will provide COG with leading-edge exercise development and support, utilizing a dedicated project staff of emergency response and homeland security exercise professionals with NCR experience. CRA will assure COG of unmatched knowledge and experience gained from managing and providing similar support and expertise to States and local jurisdictions throughout the United States and abroad, and from our experience in exercise design, conduct, and evaluation. 

Our direct experience in support of previous exercise programs, including support to the NCR, has provided an opportunity for us to gain insight and lessons learned regarding the specific needs and dynamics of exercise planning, development, and conduct involving District emergency response agencies and key Federal and neighboring State and local organizations. In addition, CRA was recently notified that we have been selected by COG as one of its “master contractors,” prequalifying CRA to provide public health and exercise technical assistance to COG.

Our teammate and subcontractor, Geo Imaging Consulting, Inc., will provide expertise in applying the most current information technology (IT) tools to support, facilitate, and streamline project tasks and operations, including the project’s Web-based registration and online information-sharing and tracking operations. 

In addition, like CRA, Geo Imaging Consulting is a locally based firm─a small, minority-owned business—headquartered in the District. The NCR is more than a potential client or a project base for the CRA Team─it is our home. We understand and appreciate this area; most of us live here. Thus, we have a “vested interest” in this project and in furthering COG efforts to further succeed in ensuring the safety and well-being of the millions of people and thousands of homes and businesses that comprise the NCR. 

Finally, CRA appreciates the high standards that COG has set for itself in conceptualizing the proposed exercises. We also recognize that COG will hold the selected contractor to those same high standards. Thus, we have structured our response to this solicitation to ensure that we will realize COG’s goal for the proposed exercises. Our staffing plan and our approach to managing project staff and fulfilling project requirements are all based on continually addressing those expectations. CRA offers COG several critical advantages:

· Industry leader with more than 20 years of corporate experience in the design, development, and delivery of seminars, TTXs, functional exercises (FEs), and full-scale exercises (FSEs).
· A dedicated Project Lead, with first-hand experience supporting previous exercise programs for the NCR.
· Previous experience in developing and executing exercises and plans for the NCR as a region. 

· Previous experience in developing and executing exercises and plans for the States and localities within Maryland, Virginia, and the District of Columbia.
· A multidisciplinary group of IT experts, experienced in adapting the most current technologies to support and expedite project operations.
· Highly competent project staff, experienced in implementing and translating Homeland Security Exercise and Evaluation Program (HSEEP) guidance at the regional, State, and local levels.
· Dedicated corporate oversight.
· A locally based project staff, with a personal, as well as professional, commitment to this project.
· Pre-eminent publications support offering high-quality exercise documentation and industry-leading graphic arts services.
· Proven quality control measures to ensure customer satisfaction.
· Staff with real-world experience in communicating with and coordinating multiple response disciplines.
· Delivery of comprehensive after-action reports (AARs) and improvement plans.

Proposed Methodology and Approach

Each of these objectives is a key element in reinforcing and fostering the region’s emergency response strategy and infrastructure. Not only must exercise participants understand their individual agency’s roles and responsibilities, they must also understand and embrace the critical need for building and maintaining relationships throughout the emergency response community—ultimately reinforcing a collaborative and cohesive response network. With 
26 jurisdictions in the NCR, the exercise planning for this project will likely include input from 234 separate departments and agencies. Achieving that goal will require the support and expertise of a knowledgeable contractor that knows and understands COG and the NCR membership, and that can demonstrate impeccable credentials and qualifications in exercise design and delivery. 

The CRA Team’s approach builds on the considerable progress that NCR/COG has made to date. We will work in partnership with COG and the NCR to coordinate plans for terrorism- and security-related training and exercises across the NCR that include all levels of government, as well as schools and universities, health care institutions, and other private and non-profit partners as appropriate. We will utilize a consistent methodology to document and implement lessons learned from actual emergency events and exercises. We will ensure that standards and approaches for each exercise will be consistent across the NCR and reflect national training and exercise strategy requirements. 

The CRA Team approach has been designed to achieve several key project objectives:

· Develop each exercise based on measurable and achievable outcomes that result in a useable work product.
· Engage players in exercises that establish the highest expectations of regional exercises.
· Produce a practical, useable senior leadership field guide for NCR specific to decision‑making/coordination issues.

· Produce a technical analysis of tactical and EOC voice and data interoperability.
· Produce an analysis of the internal and external information flow and lateral and vertical coordination procedures enabled by tactical and EOC voice and data communication.

· Ensure that proposed exercises address identified threats. 

· Serve as a mechanism to assess and validate regional protocols, plans, and procedures.
· Develop recommendations for improvement and resource allocation.
· Solidify and help sustain a framework to enable sharing of exercise information.
· Coordinate development and scheduling of regional exercises within the NCR.
· Establish qualitative and quantitative exercise performance measures that tie directly to exercise program goals.

Scope of Work

The overall goals of these exercises are twofold─to provide a forum for participants from various regional emergency response agencies to build or enhance their skills, and to establish a clear understanding of each agency’s roles and responsibilities in the event of an act of terrorism or a natural disaster affecting the NCR. In this solicitation, COG has defined five main objectives that will inform the structure and direction of the proposed exercises:

· Review the decision-making processes and coordination within and between jurisdictions.
· Review command and operating processes and procedures.
· Understand jurisdictional roles and responsibilities under the National Response Plan (NRP) and the region’s plans.
· Evaluate the coordination and communication processes. 

· Build partnerships between regional agencies and with Federal partners.
· Understand the laws and authorities guiding the interjurisdictional response.

Desired Outcomes

The CRA Team has developed our technical approach based on our assessment of project activities and our experience in successfully managing projects with similar requirements, including providing similar services and projects for the NCR. Because we recognize that this project entails an aggressive and somewhat compressed exercise schedule, our proposal details exercise planning and execution milestones for effective exercise implementation. Furthermore, our proposal outlines HSEEP-required documents and reports. Such documents include development of a situation manual (SITMAN) or situation pamphlet (and situation reports) for each proposed TTX, as well as the exercise plan (EXPLAN), or exercise guide, for the proposed FEs and FSEs. AARs and Improvement Action Plans (IAPs) will be prepared for each exercise. Our draft work plan will be reviewed and monitored in coordination with the Exercise Planning Group (EPG) for final adjustments and approval within 15 days of contract award. This information will assist COG, stakeholders, and participants by providing a comprehensive logistics tracking mechanism that identifies the time commitments of operational staff and equipment necessary to undertake these exercises. Furthermore, CRA seeks to assist COG in planning, preparing for, and responding to incidents that may be catastrophic in nature. These incidents will be depicted and tested in exercises involving chemical, biological, radiological, nuclear, or explosive (CBRNE) materials.

Project Tasks

In the section that follows, the CRA Team describes our overall methodology for designing and conducting the types of exercises that are required for this project. We then discuss our approach to fulfilling the specific tasks described in the Request for Proposals (RFP).

Develop, Execute, and Evaluate Exercises

CRA has extensive experience in developing and executing HSEEP-oriented exercises, including SLSs, TTXs, FEs, and FSEs. As one of the key companies working with the U.S. Department of Homeland Security, Office of Grants and Training (USDHS/OGT), CRA helped develop the HSEEP evaluation methodologies now used by jurisdictions across the country through OGT-approved Exercise Evaluation Guides (EEGs). With our intimate knowledge of the EEG process, CRA will be able to assist COG in developing the customized exercise evaluation tool described in the proposal. 

For all exercises requested for this procurement, CRA will assist COG in reviewing standard operating procedures (SOPs) and emergency management plans, policies, and procedures for use in testing the current systems that guide the prevention of, response to, and recovery from catastrophic incidents. Our team of expert exercise analysts will design and develop discussion- and operations-based exercises that promote interagency and interjurisdictional relationships and cooperation when responding to catastrophic incidents. Exercise design and development will be conducted through a series of planning conferences so that the planning committee is able to discuss individual exercise needs and ideas. Furthermore, the design of these exercises will also aid senior agency management in identifying current strengths and weaknesses in their plans, policies, and procedures during these simulated incidents. The following sections detail the proposed requirements and associated deliverables. 

TTX

There are two categories of TTXs—basic and advanced. In a basic TTX, the scene set by the scenario remains constant. The scene describes an event or emergency incident, bringing participants up to the simulated present time. Players apply their knowledge and skills to a list of problems presented by the facilitator. Problems are discussed as a group, and resolution is generally agreed upon, then summarized by the leader. 

Activities in a TTX may include:

· Practicing group problem solving

· Familiarizing senior officials

· Conducting a specific case study

· Examining personnel contingencies

· Testing group message interpretation

· Participating in information sharing

· Assessing interagency coordination

· Achieving limited or specific objectives
Command Post Exercise (CPX)/FE 

The objective of the FE is to execute specific plans and procedures and apply established policies, plans, and procedures under crisis conditions, within a particular function or by a specific team. The exercise is designed to simulate the reality of operations in a functional area by presenting complex and realistic problems that require rapid and effective responses by trained personnel in a highly stressful environment. Activities include:

· Evaluating prevention, response, and recovery functions

· Evaluating EOCs, headquarters, and staff

· Reinforcing established policies and procedures

· Measuring the adequacy of resources

· Examining interjurisdictional relationships

CRA will design and develop operations-based FEs that promote interagency and interjurisdictional relationships and cooperation when responding to catastrophic incidents. The exercise will facilitate communication and interoperability among the Incident Command Post (ICP); regional, State, and local EOCs; and other agency coordination centers. Centers will be set up and will work through the simulated incident, increasing the reality of operations more closely, but no assets will actually deploy.

FSE

In an FSE, response elements are required to mobilize and deploy to a designated site or location in response to a simulated attack, typically for an extended period. Actual mobilization and movement of personnel and resources are required to demonstrate coordination and response capability. EOCs and field command posts are activated. The FSE is the largest and most complex exercise type and may involve participation at the Federal, regional, State, and local levels. Although pre-scripted events may be used, the exercise is primarily driven by player actions and decisions. 

The FSE is used to evaluate the operational capabilities of systems, functional interfacing, and interaction during an extended period. It involves testing a major portion of operations plans, as well as overall organization under field conditions. Activities in an FSE may include:

· Assessing organizational or individual performance

· Demonstrating interagency cooperation

· Evaluating resource and personnel management

· Assessing equipment capabilities

· Activating personnel and equipment locations

· Assessing interjurisdictional cooperation

· Exercising public information systems

· Testing communication systems and procedures

· Analyzing memoranda of understanding, SOPs, plans, and policies

See Section 2.1, “Workplans/Timelines and Deliverables,” for additional details on each of the types of exercises described above.

AARs for Real Events

CRA will provide individuals to observe and evaluate operations during actual events, such as snow emergencies, protests/demonstrations, and other special events (e.g., the District’s July 4th celebration, the anthrax incident, the Million Man March), or other events as requested. Observations made during these events will be collected and placed into an AAR and IAP that will identify both key strengths and areas for improvement. This will be done by placing an appropriate number of subject-matter experts (SMEs) in identified operations centers. These SMEs will be responsible for the collection of data relating to the different emergency support functions and for determining how the operations center functions during all aspects of the event.

Exercise Design

Each TTX, FE, and FSE will be based on scenarios designed by CRA and the EPG. The scenarios will be designed to include all participating agencies and entities involved in response for COG. CRA, in conjunction with the EPG, will create scenarios that are most appropriate for assessing the responses of the participating functional groups. COG will provide 18 scenarios that include technical and natural hazards impacting the region. These scenarios will focus on responses to a simulated CBRNE, natural disaster, and/or mass casualty event. The EPG may utilize more than one component to further test regional response capabilities. CRA will tailor the scenarios to solicit responses based on the region’s response plans, policies, and procedures. We are fully versed in translating and applying HSEEP guidelines. We are also prepared to work with COG and exercise planners to develop alternative performance measurements. These could then be tied into existing regional training and infrastructure improvement reports as an additional project management tool for regional projects. 

Because of our experience in the creation of scenarios for large-scale exercises, we can create scenarios that include a multi-State, multi-agency, multi- jurisdictional, or multi-regional response. We will ensure that each scenario is comprehensive enough in size and scope to require activation of the EOCs throughout the region. As noted earlier, CRA provided similar exercise support to the NCR. Conduct of the NCR exercise involved coordinating more than 
30 command posts/operation centers from Reisterstown, MD, to Richmond, VA, as well as in the District. Federal agencies were also involved in the exercise.

CRA will also create exercise designs that encourage COG’s utilization of the Incident Command System (ICS) and National Incident Management System (NIMS). We will incorporate designs that utilize the operations, planning, logistics, and finance/administration components of the ICS or unified command structure. Finally, as an integral component of the exercise design process, we will assure that the exercises highlight the roles of the public information officer (PIO) and physical and virtual joint information center structures.

Other scenario designs can incorporate support agencies, such as hospital facilities and staff, public health responders, and volunteer agencies (e.g., Red Cross, Salvation Army). 
Requirements for Conducting Proposed Exercises

CRA will follow HSEEP benchmarks and guidance strictly during exercise execution. As noted earlier, CRA is one of the authors of HSEEP guidance; we are also a leading practitioner of HSEEP methodology. All CRA exercise staff members are trained and experienced in HSEEP doctrine and in the underlying framework for institutionalizing a system of continuous improvement of our Nation’s emergency response capacity, as set out in HSEEP Volume II: Exercise Evaluation and Improvement and in HSEEP Volume III: Program Management and Exercise Planning Process. We will also ensure the incorporation of valuable information from Volume V: Prevention and Deterrence, once this volume has been completed. At the same time, the CRA Team recognizes the importance of conformance with Federal standards and other programmatic guidelines within the context and realities of actual daily operations. Therefore, while we will continually assess exercise design and delivery for conformance to required standards, our approach will not be rigid or so zealously constructionist that we sacrifice realistic conditions. 

A keystone of our approach is thus flexibility. Throughout this project, the CRA Team will work with the COG Program Manager and NCR staff to incorporate any newly identified or ad hoc measures to continually assess project results for both process and outcomes validation.

CRA understands that the basic tenets of HSEEP doctrine are the result of a determination at the Federal level to establish an exercise baseline for regional, State, and local homeland security exercise efforts. Federal policymakers recognized that well-designed and relevant exercises can foster development and improvement of response and prevention plans. HSEEP is based on the concept that a well-constructed exercise should challenge assumptions; test the capabilities of participants; and teach planners, responders, and policymakers how to best use their strengths, while identifying areas for improvement. 

CRA will follow HSEEP methodology in our design and execution of exercises to support the COG Exercise Program. As discussed throughout this proposal, we will also follow HSEEP guidance in collecting exercise data and feedback to prepare HSEEP-compliant AARs and IAPs. 
Exercises Built Upon Each Other

The exercise process has three essential components: design, execution, and evaluation. Exercise design is the most problematic, yet the most valuable, but because it answers critical questions about objectives and structure, and entails ongoing communication among exercise participants─key to ensuring exercise success. The CRA Team also recognizes that exercises should function as the practical examination of training. During the exercise, benchmarks from the training should serve as evaluation criteria for the exercise. This is a professionally accepted practice within the first response community.

The CRA Team will ensure that each exercise builds on the preceding exercise, as well as other exercises conducted during this project. This is done by incorporating lessons learned from the previous exercises and adding necessary components into the new exercises, following the HSEEP model. As shown in Figure 1 below, CRA methodology is a dynamic process, linking each functional component of exercise design, development, and conduct.
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Figure 1-1. CRA Exercise Methodology

Moreover, scenarios are often intertwined, thereby allowing participants to incorporate the lessons from the previous exercise and put them into action. 
Senior Exercise Project Manager and Core Exercise Team Members

This proposal illustrates the CRA Team’s commitment to providing COG with an exercise program that will be viewed as the benchmark standard of exercise programs. In honoring these commitments, Shannon LaVine, CRA’s Director of Exercise Team Operations, will serve as Project Manager, ensuring ongoing corporate oversight and resource allocation to support this project. CRA has selected John Cosgrove as the proposed Project Lead. In addition to 
Mr. Cosgrove’s 5 years of experience in exercise and project management, he provides firsthand knowledge of and experience in working with regional exercise planners and members of COG. (More specific information regarding Mr. Cosgrove’s background is presented in Section 1, Qualifications of the Firm and Personnel, of this document). Our core exercise team also includes John Wisner, Richard Vasquez, LaRunda Hobbs, and Clinton Pipkin. Other personnel will include facilitators, evaluators, and SMEs. They will be supported by the IT professionals from Geo Imaging Consulting, Inc. 

In addition, the exercise team will be supported by CRA administrative and logistical support staff as needed. CRA’s full-time publications department, staffed by editors/writers, graphic artists, and support personnel, are all experienced in developing and producing HSEEP-compliant documentation for similar projects. These staff members will produce exercise support materials and after-action documentation that clearly communicate needed information while meeting COG and NCR high standards for product design and quality. Our publications staff has a well-earned reputation for producing industry-leading print and multimedia products, and can fully support video development. This in-house capability helps ensure ongoing quality assurance, while also helping to control document production costs.

The following section details CRA’s approach to the specific tasks detailed in the Statement of Work under Requirements.

1.
Host a Kickoff Meeting

Each exercise will have a kickoff meeting. These meetings will serve to set the foundation for the exercise or, if applicable, the exercise series. CRA will provide a facilitator and note taker for each meeting. To focus and expedite the discussion, we will develop a read-ahead document for distribution before the meeting, to include an agenda and all major topics that are going to be addressed in the meeting. The facilitator will use a slide presentation to discuss the major foundation items, in accordance with HSEEP.

Meeting objectives:

· Establish a draft list of participating agencies, along with a list of who should provide representatives for the EPG.

· Define the purpose of the exercise or exercise series, which will establish the basic foundation for the exercise.

· Develop a scope statement for each exercise. This statement will list the type of exercise, duration, targeted audiences, and any major focus areas.

· Develop draft exercise objectives that will be further reviewed by the full EPG at a later meeting.

2.
Work with COG to Establish Core Exercise Planning Group (EPG)

At the kickoff meeting, COG will identify an EPG for the exercise. This group will include personnel from COG and each of the NCR Regional Emergency Support Function (RESF) committees, which include public health, fire, police, etc. Other agencies, including Federal bureaus and agencies, will be invited as required by the exercise planners. This group will be responsible for representing their agencies during exercise design, development, and execution.

CRA will assist COG in developing an EPG. Not all members of the RESF will be included in each exercise. CRA will work with COG to invite the most relevant members for the designated exercise. In conjunction with the EPG, CRA will coordinate comprehensive, relevant exercises for COG. CRA and the EPG will also identify appropriate exercise venues, recruit the required exercise personnel, and address other requirements such as local logistics. 

Working with the EPG, CRA will define goals and objectives, as well as exercise purpose and scope, and develop exercise scenarios. We understand that our role is to create scenarios and tools that facilitate the achievement of those goals and objectives. To ensure that all components of exercise planning and execution are accounted for and completed in a thorough and timely fashion, CRA will present a comprehensive exercise work plan and logistics checklist at each planning conference for each exercise. These plans and checklists will be continually updated during the planning process to better reflect the changing needs of each exercise.
This planning group will also play a key role in evaluating exercises. This group of experts is well-suited to serve as evaluators: they are SMEs; they are familiar with the SOPs of their functional areas; and they are well-versed in the NRP and regional emergency response plans. As needed, CRA exercise team members will be available for additional meetings.

3.
Interview Individuals

CRA will conduct interviews with stakeholders, as selected by the EPG, to gather exercise‑related information. Their involvement will serve to further clarify, confirm, and/or refine requirements, parameters, objectives, and issues surrounding the event to optimize the utility of exercise scenarios. This information is essential to building a realistic, relevant, and useful exercise series. 

Interviewees may include, but are not limited to, the following:

· Emergency Managers

· Chief Information Officers

· CAOs 

· SPG 
· Regional public safety project managers

· Public safety communications staff (e.g., PIOs)

· EOC Operations Directors

· Chief of Police

· Fire Chief

· Director of Emergency Medical Services (EMS)
· Director of Public Health

· Hazardous materials (HazMat) personnel

· Officials from the USDHS
· Federal law enforcement (e.g., Federal Protective Service, Federal Bureau of Investigation, U.S. Secret Service [USSS], U.S. Marshals Service)

· Officials from the Governor’s/mayor’s offices
· U.S. Office of Personnel Management (OPM)
· Office of National Capital Region Coordination

· Legislative staff

· U.S. Supreme Court security staff

· Military District of Washington/Joint Forces HQ-NCR

· Pentagon Force Protection Agency

· Federal, State, local, and private transportation (WMATA, MWAA)

· Private-sector representatives (e.g., Greater Washington Board of Trade)

· Volunteer service and community-based organizations (e.g., Red Cross)
CRA exercise staff, as well as our SMEs, will interview those selected by the EPG. CRA staff will work with the EPG to develop a standard list of questions that will provide information needed to enhance the realism and utility of the exercise. Interview questions will likely address issues such as the following:

· Most vulnerable areas (or areas at greatest risk) 

· Emergency planning

· Hospital surge capacity

· Public health issues associated with a mass casualty event

· Venues most at risk

· Interagency agreements and partnerships

· Communication interoperability

· Public information

· Regional decision-making coordination

· Situational awareness, information flow, and common operating picture

· Voice and data communication

· Strategic decision-making organizations
4.
Coordinate with COG to Identify Points of Contact

In addition to the EPG, representatives from various agencies should be involved in the exercise program. Depending on the scenario, representatives from Federal agencies should be invited to participate. Decisions regarding what Federal agencies should be involved and staff within those agencies to invite will likely be coordinated through the ONCRC. 

Other key players will likely include:

· Regional Exercise Coordination Committee (RECC)

· CAOs

· Representatives from MD, VA, and DC

· MWCOG Police, Fire Chiefs, and Health Officers Committees

· CAO (or CAO deputy)

· Private and nonprofit representatives
· Staff representing executive, legislative, and judicial offices
The CRA Project Manager and Project Lead will work with the ONCRC to assist in contacting designated staff from the USDHS as well as representatives from the OPM, USSS, and other Federal agencies, including the U.S. Department of Health and Human Services (DHHS) and the U.S. Department of Transportation. Other key points of contact may include the Pentagoon Force Protection Agency, MDW/JFHQ-NCR, Capitol Police, and U.S. Park Police, as well as other fire, law enforcement, and emergency response agencies, such as the District of Columbia Emergency Management Agency.

These points of contact can play several roles that enhance any exercise. They can provide key reference documents; specific agency institutional knowledge on operations, equipment, and procedures; artwork and graphics; and comprehensive evaluation write-ups. Also, these contacts can be invaluable in their capacity as potential evaluators. As noted earlier, these SMEs are well-versed in regional and local plans, policies, and procedures, which will assist in effectively evaluating COG exercises.

5.
Support On-site Registration

CRA staff will be present during each exercise. We will be able to provide careful onsite registration for participants, facilitators/controllers, evaluators, and victims. For each exercise, we will provide sign-in sheets to record participant names, affiliations, titles/position, phone numbers, and e-mail addresses. This information will then be entered into an electronic spreadsheet in Microsoft Excel. Print and soft copies, with the most current entries, will be available for COG. This information will be accessible to the COG Program Manager and NCR staff through the project Web site, which will be overseen by CRA’s teammate, Geo Imaging Consulting, Inc. 

It is understood that COG will be responsible for providing exercise locations and audiovisual equipment.

6.
Secure Exercise Locations for TTXs

An exercise analyst will be responsible for procuring space and refreshments, if needed, for the SLS and the three TTXs. The following will be some of the issues handled through our logistical support:

· Confirming participant and support personnel availability.
· Securing the appropriate room for the exercise.
· Confirming facility availability for briefings, play locations, and control cells

· Training and briefing needs.
· Security or access arrangements for appropriate personnel in conjunction with local exercise planners.
· Food and beverage requirements.
· Providing necessary tables, chairs, and exercise documents for exercise participants.
· Make travel arrangements and accommodations for CRA staff, subcontractors, and consultants.
7.
Produce an On-line Registration Web Site

In collaboration with COG personnel, CRA and our teammate, Geo Imaging Consulting, Inc., will develop and maintain for 9 months a secure project Web site linked to individual exercises for the purposes of providing:

· Exercise participants the option of registering on-line (with “real-time” confirmation of their registration).
· The ability to post documents (e.g., player guides, agendas, and objectives) in advance of the exercise.
· A secure mechanism for reviewing participant and speaker participation status in support of exercise management and implementation. 

The project Web site will include a comprehensive exercise and event calendar. With restricted levels of access and administration, the COG Program Manager and NCR staff could view planned exercises and regional events that impact the ability to execute exercises. If preferred, our Team will also work with COG and the USDHS OGT staff to establish and maintain such a calendar through the OGT Web portal throughout the course of the contract.  

Immediately upon contract award, the CRA Team will meet with the COG Program Manager and other designated staff to discuss detailed specifications and client requirements. Geo Imaging Consulting staff will lend their expertise in determining the most cost-efficient and user-friendly options for the look and layout of the Web site, as well as the “back-end” architecture and any other key issues, including security, design constraints, required links, and adherence to COG standards for Web design and online information dissemination, including adherence to Section 508 accessibility guidelines. The CRA Team will assist in ensuring that the project Web site will be compatible with current COG and NCR Web applications and systems. They also will ensure that the project Web site will readily revert back to COG at the end of the project without requiring significant reconfiguration or “retro fitting” by the client.  

8.
Develop Exercise Materials 

Exercise materials will vary depending on the type of exercise utilized. To develop exercise materials, CRA will use specific data for the District, including existing plans, SOPs, planning committee documents, interviews, site visits, and research (for example, literature reviews). Support documents will be based on the type of exercise (seminar, workshop, TTX, FE, or FSE). Examples may include SITMANs (or pamphlets), multimedia presentations, controller and evaluator manuals, master scenario events lists (MSELs), AARs, and IAPs. Key documents are described in the following sections.

CRA will be responsible for taking minutes during all exercise meetings, as well as during exercises. These minutes will be presented in a format best suited to the content and based on COG requirements.

Discussion-Based Exercises.  Discussion-based exercises are a non-threatening and relatively low-cost approach to validating capabilities. Seminars, workshops, TTXs, and games are types of discussion-based exercises. CRA will use discussion-based exercises to explore and validate plans, identify logical or structural conflicts or gaps in those plans, and develop specific areas for further study and improvement. 

Support documents will be based on the type of exercise. Examples of documentation used to support discussion-based exercises include SITMANs, multimedia presentations, and controller and evaluator manuals. 

SITMANs/Situation Pamphlets.  A SITMAN provides participants with the information needed to participate in discussion-based exercises. Furthermore, CRA will develop the SITMAN as an information resource that exercise participants can take away for future reference. This manual will include:

· General information section/introduction: overview of the specific exercise activity.
· Ground rules section: describes expectations for exercise participants.
· Objectives and scope section: contains information developed during the design phase, including measurable exercise objectives.
· Exercise agenda section: lists all scheduled activities.
· Scenario information section: presents scenario narrative, timeline, and any messages, if used.
· Appendices: include additional information to support the exercise, such as expected actions of participating agencies, acronym guides, glossaries, relevant Web site URLs, contact numbers, organization charts, maps, models, agency-specific information, research related to the exercise subject matter, and relevant policies, procedures, and plans.
· Evaluation forms.

Situation Reports/Multimedia Briefings/Scenario Briefings.  CRA may use computer-driven media software (e.g., PowerPoint, Quicktime) to introduce the exercise scenario. Graphics, maps, animations, audio clips, and simulated news clip videos may be used to enhance situational awareness and present scenario events in as realistic a fashion as possible, as well as to conduct the exercise in an engaging manner. Scripts for the media components will be reviewed with COG prior to shooting/recording, and will be designed to advance the scenario and provide a sense of reality and urgency to the exercise. 

Leader/Facilitator Guidebooks. The effective performance of the exercise facilitators is crucial to a successful exercise. A leader/facilitator guidebook assists facilitators with both preparing for and conducting the exercise. The guidebook will include:

· Prompts and questions based on exercise objectives and issues

· Scope, concept of play, and objectives

· Assumptions, artificialities, and simulations

· Rules, regulations, and procedures

· Additional scenario details

· Expected outcomes

· Evaluation forms
In addition, CRA will provide nametags and table tents for all discussion-based exercises.
Operations-Based Exercises.  CRA will produce a variety of material and documentation based on the type of operations-based exercise. Identification tags and badges for players, evaluators, controllers, and victims will be provided by CRA. 

Below is a listing of anticipated products by type of exercise. 

· EXPLAN (Exercise Plan). CRA will produce an EXPLAN that will identify the scope and content of play for all players; provide key exercise assumptions; provide exercise objectives and associated evaluation elements; explain the roles of controllers, simulators, and evaluators from the players’ view; and establish administrative and support requirements and procedures applicable to player activity during conduct of the exercise.

· Control Staff Instructions (COSIN). CRA will produce a COSIN containing guidance for controllers, simulators, and evaluators regarding procedures and responsibilities for exercise control, simulation, and support. COSINs may be more detailed for a drill.
· MSEL. CRA will develop a MSEL, as well as implementers/injects, with the purpose of evoking complex and realistic problems. This enables achievement of exercise objectives. Both the MSEL and COSIN will serve as the primary tools that bind together the actions of all controllers.
· Communications Directory (COMMDIR). CRA will assemble a COMMDIR, containing telephone and fax numbers, Web sites, e-mail addresses, radio frequencies, and other contact information for communicating among all exercise sites. CRA will base the COMMDIR on participant input and controller needs. This information is generally contained in the controller/evaluator packets.
· Controller and Evaluator Orientation Briefings. CRA will ensure that the exercise staff is fully trained. CRA will provide a briefing to provide staff with the necessary details for execution of and safety in the exercise.
· Evaluation Plan (EVALPLAN). CRA will produce an EVALPLAN that establishes procedures for determining the adequacy of the plans, policies, and procedures that are implemented by participants during the simulated emergency. The EVALPLAN includes EEGs contained in USDHS/ODP’s HSEEP, Vol. II, Exercise Evaluation and Improvement. The EEGs outline the expected participant actions.
· Controller and Evaluation Packets. All of the above materials will be part of a packet issued to both controllers and evaluators prior to execution of the exercise(s).
· Role Player/Actor/Victim Orientation Briefing. CRA will conduct a briefing for simulators, role players, and actors. This briefing will provide instructions for play and identify safety controls in place.
· Liability Waiver. CRA will develop and distribute an exercise liability waiver for role players, actors, and victims. The purpose of this document is to waive any liability for damages against the government initiated by a role player, actor, or victim volunteer as long as the exercise is conducted within the parameters provided on the waiver form. In some instances, local jurisdictional waiver forms may be used.

· Player Briefing. CRA will conduct a briefing to further ensure that players are provided with sufficient information to execute the exercise and understand the scope and objectives of the exercise. This briefing will also focus on safety and the expected actions of players.

· Procedural Flow Synopsis (PROFLOW). CRA will produce a PROFLOW describing response resource responsibilities and functions and outlining a sequential flow of anticipated actions by participating organizations. 
· Multimedia Presentation. CRA will produce a multimedia presentation to introduce the scenario. The presentation may incorporate graphics, animation, and videos in order to make the situations as realistic as possible. CRA may also use displays such as maps, charts, message forms, and lists to provide details for the scenario and track exercise activities. In addition, CRA may utilize multimedia in conjunction with briefings.

9.
Provide Evaluators

As part of the exercise planning cycle, CRA will work with COG staff to identify exercise evaluators. We have found that using local expert evaluators provides a wealth of often undocumented or anecdotal, yet useful, information about an organization’s routine or daily operations and actual implementation of local policies and procedures. CRA is prepared to provide at least 20 evaluators for the FSE and 2 evaluators for each of the up to 25 EOCs participating in the FE. Evaluators for the FE and FSE will be selected based on their individual expertise within a specific functional area (e.g., emergency department or law enforcement). Before the FE and FSE, CRA will conduct a brief training session specifically for evaluators. 

10.
Provide Support Staff for Simulation Cell (SIMCELL) for the CPX/FE

Simulators will be used to assume the roles of others, including representing agencies that may not be directly playing in the exercise.  They will be used to provide injects to smoothly control the flow of the exercise and to provide a degree of realism for players.  Where possible, people with significant expertise, or those who actually perform that role, will be selected as simulators and will staff the SIMCELL.

11.
After-Action Debriefing and Reports

CRA recognizes that an exercise without meaningful follow-up is a waste of time and valuable resources. No lessons are learned, and important findings are lost. CRA strives to ensure exercises live beyond the last scenario element or group discussion by using a disciplined, organized evaluation process. By utilizing evaluators with direct knowledge of the plans and problems confronting the players, CRA has consistently produced AARs that are accurate and, more importantly, action-oriented. This focus on results is one reason CRA was selected by USDHS/ODP to assist in HSEEP development. 

As discussed earlier, CRA will use HSEEP doctrine to plan, execute, and evaluate the District’s exercises. Exercise teams, in conjunction with COG, will review and modify the HSEEP EEGs as necessary to tailor exercise evaluation to the specific needs of the District and its participating agencies. In particular, the EEGs will address the three tiers of play envisioned under the solicitation—individual player, team or group performance, and communitywide response. Figure 2 illustrates the CRA Exercise Evaluation Planning and Evaluation process.

After-Action Debriefing/Hot Wash.  Immediately following each exercise, CRA exercise staff and evaluators will conduct an after-action briefing—hot wash—for all participants. Evaluators will share key observations and discuss exercise outcomes with participants and observers. The hot wash is an opportunity to raise questions or clarify issues that may have arisen during the exercise. It also serves as a reality check for the exercise team, and a chance to “get smarter.” 

Following the hot wash, the exercise team will facilitate a formal exercise debrief with the evaluation team. This debrief will capture critical exercise performance information based on the exercise objectives.

CRA will facilitate an AAR/IP debrief no more than 14 days following the distribution of the final draft AAR for exercise participants and participating agencies. The AAR/IP debrief will typically be held at or near the site of the exercise; the timing and actual location will be determined and shared with participants at or before the exercise. CRA will assist agencies that participated in the exercise in putting AAR recommendations into action. Participants should be prepared to debrief the exercise to other public officials and interested audiences who can assist them in identifying and documenting corrective actions for preparedness and response improvement.

AAR.  The information gathered at the after-action debrief will form the basis for the AAR, analysis of mission outcomes, and analysis of critical task performance as identified in HSEEP Volume II. Once complete, the recommendations and action items developed in the analysis of 
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Figure 1-2.  CRA’s Exercise Planning and Evaluation Process

critical task performance will be placed into an improvement plan (IP) matrix and incorporated into an IP appendix in the draft AAR. (A sample IP matrix is provided in each of the sample AAR reports found in the Sample Section.)

As part of this assessment process, exercise evaluation forms will be distributed to all participants for completion and submittal prior to leaving the exercise site. These comments will be used to evaluate the programmatic aspects of the exercise and identify areas for improvement. These assessments will be shared with COG. 

Results of the evaluation will be documented in the AAR and become the basis for a comprehensive IP. Our staff of SMEs, in conjunction with our publications department, will provide comprehensive, well-written, and well-designed AARs and IAPs that detail the commitment of the District and participating agencies in this aggressive public safety initiative.

The draft AAR, including the IP matrix, will be provided to COG within 10 days after the exercise. After initial review by COG, our exercise team will facilitate a formal AAR and IP debrief. 

AARs will provide an accurate review of each exercise, including a statement of its overall purpose, exercise goals and objectives, a brief summary of the scenario, and the problems presented in the scenario. The AAR will provide an analysis of issues and problems identified/solved during the exercise by the players; the AAR will also present the information compiled by evaluators that was the basis for that analysis. The report will also include an executive summary that condenses the exercise setting and succinctly presents key issues and actions.

Comments from participants and COG will be incorporated into a revised draft that will then be submitted to the District for final review. No later than 5 days following District approval of the draft, the final AAR/IP will be distributed to participants and participating agencies. 

12.
Develop Exercise Agenda

The CRA Exercise Support Team (EST), in conjunction with COG and the EPG, will develop an exercise agenda. As noted earlier, this process will begin at the kickoff meeting. This agenda will be both a global and specific timeline. This timeline will reference times and dates of milestones in the exercise process. The section of our proposal entitled “Workplans/Timelines and Deliverables” includes detailed information about when events occur, who needs to attend, issues to be discussed, and deliverables to be completed. Specific dates and timelines will be discussed at the kickoff meeting, which will occur within 10 days of contract award. The agenda will be a guide for COG and the EPG as to when to expect deliverables and exercise dates, and how the exercises build on one another. 

13.
Provide Expert Consultant to Facilitate Exercises

CRA understands that the requirements outlined in the RFP will require strong management skills and controls. Our approach will be tightly controlled to ensure the District’s complete understanding of and satisfaction with our exercise planning and coordination activities. We believe in building client relationships by working diligently to keep our clients apprised of the nature of and rationale for all exercise development activities. In our experience, effective problem solving occurs when the client participates in solutions. 

Skillful facilitation can be the difference between an exercise that engages participants and one that loses their attention. The facilitator leads the exercise, providing participants with information, posing problems to be solved, and pulling hesitant players into the game, while stopping well short of dominating or dictating play. Facilitation is, at its best, equal parts science and art. CRA takes pride in noting that we will support the District’s exercises with a world-class team of expert facilitators. CRA has successfully facilitated TTXs and FEs for audiences ranging from first responders to Governors and Cabinet officers. These exercises have addressed many of the challenges envisioned by the District, including biological terrorism, heat emergencies, weather emergencies, explosions, and other mass casualty events. Several of our key facilitators will be CRA staff. They will be supported as necessary by other professionals from our staff. As part of the facilitation process, we will work with COG and NCR personnel to identify in advance key concerns, roles, and relationships that will require special attention during the conduct of exercises. Facilitators will be integrally involved in the development of the exercise scenarios and materials to ensure that they are fully prepared to guide participants through a successful exercise.

14.
Provide Computer/IT Consultant to Run Presentations

CRA staff, including IT specialists, routinely conduct more than 250 presentations each year. These presentations, including planning meetings, briefings, actual exercises, and speaking engagements at national conferences, have provided us with the comfort level and technical expertise to assure a seamless, high-quality presentation. As required, Geo Imaging Consulting staff will be available to provide support and guidance in utilization of various Web-based, “real-time” technologies to enhance and expedite project-related briefings and presentations.

15.
Provide Refreshments for Exercises Longer than 5 Hours

As specified in the RFP and clarified in responses to questions, CRA will provide refreshments to include coffee, sodas, water, and snacks for all exercises that are longer than 5 hours in duration. As discussed earlier, as part of the initial logistics planning for each exercise, CRA project staff will prepare a detailed specifications/requirements checklist that will specify the estimated number of participants and the type and number of refreshments and snacks to be provided. Once registration is closed and confirmed for each event, CRA will review these specifications with the COG Program Manager and designated NCR staff to finalize the numbers and types of beverages and refreshments to be provided for the specific event.

16.
Provide Note Taker to Capture Issues for AAR

An AAR is the most tangible result of an exercise. CRA understands that there is often too much activity during an exercise for one (or even two) individuals to capture each possible issue. To address this discrepancy, CRA will provide a note taker during each exercise and event. Whereas player feedback and evaluator write-ups are the primary methods for collecting background information and identifying issues that should be included in an AAR, a note taker will record additional information or expand on or clarify information from players or evaluators. As with other project-related materials, this information will be posted on a password-protected page linked from the project Web site to expedite program review and dissemination.
2.1  Workplans/Timelines and Deliverables
2.1.1  Workplan/Timeline for TTXs/SLSs
	Tabletop/SLS
	When
	Who
	Topics
	Deliverables

	Kickoff Meeting
	Ten days after award
	· COG Program Manager

· NCR Planning Committee Members 

· CRA Team Staff
	· Exercise Vision to include desired Goals of the Exercise Program
	· Agenda

· Minutes (within 5 days)

· Work plan

	Initial Planning Conference
	Within 30 days of Kickoff Meeting
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff
	· Exercise Purpose

· Exercise Location

· Goals and Objectives

· Exercise Scope

· Participating Agencies

· Scenario Development

· Exercise/Planning Dates
	· Agenda

· Invitations

· Minutes (within 5 days)

· Draft work plan that includes draft Goals and Objectives, Scenarios, Exercise Site Location 

	Final Planning Conference
	Within 25 days of exercise
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff
	· Review/Revise Situation Pamphlet

· Functional Support

· Administrative Support

· Logistical Support Review/Revise Situation Pamphlet

· Review/Revise Facilitator/Evaluator (F/E) Handbook 

· Final Outstanding Items
	· Agenda
· Invitations

· Situation Pamphlet
· Invitations

· Work plan that details Goals and Objectives, Scenarios,  Exercise Site Location

· Minutes (within 5 days)

	Evaluator Training
	One day before exercise
	· Selected Evaluators (Subject-Matter Experts)

· CRA Team Staff
	· Review F/E Handbooks

· Conduct Evaluator Training
	· Agenda

· F/E Handbook

· Training Aids

	Tabletop Exercise
	Exercise day
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff

· Approved Exercise Participants
	· Exercise Execution

· Debrief/Hot wash
	· Registration Sheets

· Credential Badges

· Participant Situation Pamphlet

· F/E Handbook

· Exercise Evaluation Guides

· Photographic Exercise CD-ROM

· Capture of Hot wash

· Capture of Participant Feedback Forms

· Capture of Evaluators’ Comments

· Scenario Briefing

	Draft Report (AAR/IAP)
	Within 10 days of exercise and 30 days of each event
	· COG Program Manager

· NCR Representatives (as directed) 

· CRA Team Staff

· NCR Agencies (as directed)
	· Exercise Feedback, Observations and Comments 

· Draft, Revise and Finalize AAR/IAP


	· Collate all Feedback Forms, Evaluations and Observations

· Develop Statistical Analysis Matrix

· Final AAR/IAP


2.1.2  Workplan/Timeline for FEs
	FE
	When 
	Who
	Topics
	Deliverables

	Kickoff Meeting
	Within 10 days of award
	· NCR Program Manager

· NCR Planning Committee Members 

· CRA Team Staff
	· Exercise vision to include desired Goals of the Exercise Program
	· Agenda

· Minutes (within 5 days)

· Work plan

	Initial Planning Conference
	Within 30 days of Kickoff Meeting
	· NCR Program Manager

· NCR Planning Committee Members 

· CRA Team Staff
	· Exercise Purpose

· Exercise Location

· Goals and Objectives

· Exercise Scope

· Participating Agencies

· Scenario Development

· Exercise/Planning Dates
	· Agenda

· Invitations

· Minutes (within 5 days)

· Draft Exercise Guide that includes Draft Goals and Objectives, Scenarios, Exercise Site Location



	Midterm Planning Conference
	Within 60 to 120 days of exercise
	· NCR Program Manager

· NCR Planning Committee Members 

· CRA Team Staff
	· Review/Revise Exercise Guide and C/E Handbook

· MSEL Conference

· Functional support

· Administrative support

· Logistical support
	· Agenda

· Invitations

· Exercise Guide that details Goals and Objectives, Scenarios, Exercise Site Location

· Draft MSEL

· Minutes (within 5 days)

	Final Planning Conference
	Within 30 days of exercise
	· NCR Program Manager

· NCR Planning Committee Members 

· CRA Team Staff
	· Review /Revise Exercise Guide

· Review/Revise C/E Handbook 

· Final Outstanding Items
	· EVALPLAN

· Exercise Guide

· C/E Handbook
· MSEL
· Minutes (within 5 days)

	Evaluator Training
	One day before exercise
	· Selected Evaluators (Subject-Matter Experts)

· Selected Controllers (Subject-Matter Experts)

· CRA Team Staff
	· Review Exercise Guide and C/E Handbooks

· Conduct Evaluator Training
	· Agenda

· Exercise Guide

· C/E Handbook

· Training Aids

	Functional Exercise
	Exercise Day
	· NCR Program Manager

· NCR Planning Committee Members 

· CRA Team staff

· Approved Exercise Participants
	· Exercise Execution

· Debrief/Hot wash
	· Registration Sheets

· Credential Badges

· Exercise Guide

· Controller/Evaluator Handbook

· Exercise Evaluation Guides

· MSEL

· Scenario Briefing

· Photographic Exercise CD

· Capture of Hot wash
· Capture of Participant Feedback Forms

· Capture of Evaluators’ Comments

	Draft Report (AAR/IAP)
	Within 10 days of exercise and 30 days of each event
	· NCR Program Manager

· NCR Representatives (as directed)

· CRA Team Staff

· NCR Agencies (as directed)
	· Exercise Feedback, Observations and Comments 

· Draft, Revise and Finalize AAR/IAP
	· Collate all Feedback Forms, Evaluations and Observations

· Develop Statistical Analysis Matrix

· Final AAR/IAP


2.1.3  Workplan/Timeline for FSEs
	FSE
	When
	Who
	Topics
	Deliverables

	Kickoff Meeting
	Within 10 days after award
	· COG Program Manager 

· NCR Planning Committee Members as directed

· CRA Team Staff
	· Exercise Vision to include desired Goals of the Exercise Program
	· Agenda

· Minutes (within 5 days)

· Work plan

	Initial Planning Conference
	Within 30 days after Kickoff Meeting
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff
	· Exercise Purpose

· Exercise Location(s)

· Goals and Objectives

· Exercise Scope

· Participating Agencies

· Scenario Development

· Exercise/Planning Dates
	· Agenda

· Invitations

· Minutes (within 5 days)

· Draft Exercise Guide that includes Draft Goals and Objectives, Scenarios, Exercise Site Location

	Midterm Planning Conference
	Within 60 to 120 days of exercise
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff
	· Review/Revise Exercise Guide and C/E Handbook

· MSEL Conference

· Functional support

· Administrative support

· Logistical support
	· Agenda

· Invitations

· Exercise Guide which details Goals and Objectives, Scenarios, Exercise Site Location

· Draft MSEL

· Minutes (within 5 days)

	Final Planning Conference
	Within 45 to 60 days of exercise
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff
	· Review/Revise Exercise Guide

· Review/Revise C/E Handbook 

· Final Outstanding Items
	· Exercise Guide

· EVALPLAN

· C/E Handbook
· MSEL
· Minutes (within 5 days)

	Evaluator Training
	One day before exercise
	· Selected Evaluators (Subject-Matter Experts)

· Selected Controllers (Subject-Matter Experts)

· CRA Team Staff
	· Review Exercise Guide and C/E Handbooks 

· Conduct Evaluator Training
	· Agenda

· Exercise Guide

· C/E Handbook

· Training Aids

	Full-Scale Exercise
	Exercise day
	· COG Program Manager

· NCR Planning Committee Representatives

· CRA Team Staff

· Approved Exercise Participants
	· Exercise Execution

· Debrief/Hot wash
	· Registration Sheets

· MSEL

· Credential Badges

· Exercise Guide

· Controller//Evaluator Handbook

· Exercise Evaluation Guides

· Photographic Exercise  CD

· Capture of Hot wash

· Capture of Participant Feedback Forms

· Capture of Evaluators’ Comments

	Draft Report (AAR/IAP)
	Within 10 days of exercise and 30 days of each event
	· COG Program Manager

· NCR  Representatives (as directed)

· CRA Team Staff

· NCR Agencies (as directed)
	· Exercise Feedback, Observations and Comments 

· Draft, Revise and Finalize AAR/IAP
	· Collate all Feedback Forms, Evaluations and Observations

· Develop Statistical Analysis Matrix

· Final AAR/IAP
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