











Exercise Evaluation Plan Template


Exercise Overview
Complete the table below with key information that provides an overview of the exercise. This will help ensure all foundational details are captured and organized for planning and reference.
	[bookmark: _Hlk53216179]Exercise Name
	[Name of exercise]

	Exercise Dates
	[Start and end dates of the exercise]

	Scope
	This exercise is a [exercise type], planned for [exercise duration] at [exercise location]. Exercise play is limited to [exercise parameters].

	Focus Area(s)
	[Prevention, Protection, Mitigation, Response, and/or Recovery]

	Capabilities
	[List the capabilities being exercised]

	Objectives
	[Exercise objectives]

	Threat/Hazard
	[Threat or hazard (e.g. pandemic)]

	Scenario
	[Brief overview of the exercise scenario, including scenario impacts (2-3 sentences)]

	Sponsor
	[Name of the sponsor organization]

	Participating Organizations
	[Brief summary of the total number of participants and participation level (i.e., Federal, State, local, Tribal, associations). Consider including the full list of participating agencies in Appendix A.] [Delete Appendix A if not required.]

	Point of Contact
	[bookmark: _Hlk51588743][Name, title, agency, address, phone number, and email address of the primary exercise POC (e.g., exercise director or exercise sponsor)]



General Information
Exercise Schedule
[bookmark: _Toc211845236]Provide a high-level schedule for the exercise in the table below. This should include key time blocks, major activities, and transitions to help participants and facilitators understand the overall flow of the exercise.
	Event
	Date
	Location (if needed)

	Participant Registration
	[Date]
	[Location]

	Participant Brief
	[Date]
	[Location]

	Start of Exercise (StartEx)
	[Date]
	[Location]

	End of Exercise (EndEx)
	[Date]
	[Location]

	Hotwash
	[Date]
	[Location] 

	Controller/Evaluator Debrief
	[Date]
	[Location]


Objectives
Use the table below to list the specific objectives and core capabilities to test during the exercise. These objectives should reflect the desired outcomes and support evaluation efforts during and after the exercise. The objectives and aligned capabilities are guided by senior leaders and selected by the Exercise Planning Team.
	Exercise Objective
	Core Capability

	[Objectives]
	[Capability aligned to objective]

	[Objectives]
	[Capability aligned to objective]

	[Objectives]
	[Capability aligned to objective]

	[Objectives]
	[Capability aligned to objective]

	[Objectives]
	[Capability aligned to objective]


Scenario
Insert the [scenario description] necessary for Evaluator awareness, including [scenario impacts].
Assumptions and Artificialities
In any exercise, assumptions and artificialities may be necessary to complete play in the time allotted and/or account for logistical limitations. Artificialities and constraints, such as the exercise assembly area, may detract from realism.
Assumptions
Assumptions constitute the implied factual foundation for the exercise and, as such, are assumed to be present before the exercise starts. The following assumptions apply to the exercise:
· The exercise is conducted in a no-fault learning environment wherein capabilities, plans, systems, and processes will be evaluated.
· The exercise scenario is plausible, and events occur as they are presented.
· The goals and objectives of the exercise are consistent with functional area operations and technical plans and procedures, whenever possible.
· [bookmark: _Hlk52259485]Exercise simulation contains sufficient detail to allow players to react to the information and situations as they are presented as if the simulated incident were real.
· Participants may need to balance exercise play with real-world emergencies. Real-world emergencies take priority.
· Exercise participants will comply with real response procedures unless otherwise directed by the control staff.
· [Additional assumptions as needed]
Artificialities
During this exercise, the following artificialities apply:
· Exercise communication and coordination will be limited to participating exercise organizations, venues, and other relevant stakeholders. 
· Only communication methods listed in the Exercise Plan are available for players to use during the exercise.
· Participating agencies may need to balance exercise play with real-world emergencies. Real-world emergencies will always take priority.
· [Additional artificialities as needed]
Post-Exercise Activities
Hotwash
[bookmark: _Hlk510715220]At the conclusion of exercise play, site evaluators will facilitate a hotwash to allow players to discuss strengths and areas for improvement and allow evaluators to seek clarification regarding player actions and decision-making processes. Evaluators should actively participate in these hotwashes to validate their initial observations and gather new information. If controllers do not conduct a hotwash, evaluators should attempt to resolve any outstanding questions with exercise players before leaving the site. Evaluators should include details from these hotwashes and other follow up discussions in their Exercise Evaluation Guides (EEG) and raw notes. All participants may attend; however, observers are not encouraged to attend the meeting.
Participant Feedback Forms
Participant Feedback Forms provide players with the opportunity to comment candidly on exercise activities and exercise design. Participant Feedback Forms should be collected at the conclusion of the hotwash.
[Please refer to the Evaluation Guide for additional information on all post-exercise and evaluation activities]. 
Site Controller/Evaluator Debriefing
[bookmark: _Hlk52265786]Site controllers and evaluators will attend a facilitated controller/evaluator debriefing [immediately following exercise activities each day and/or at the discretion of each site]. During this debriefing, controllers and evaluators will provide an overview of their observed [functional areas] and discuss strengths and areas for improvement [observed during that day.]
After Action Meeting
Once the draft After Action Report is complete, senior leaders, evaluators, and program managers will come together for the After-Action Meeting (AAM) to finalize the AAR and create the Improvement Plan (IP). The AAM is scheduled for [date] and located [place].
Evaluation Structure
Exercise Evaluation Overview
Exercise evaluation is a critical process used to measure an organization’s ability to perform essential missions, functions, or objectives. It provides a structured opportunity to assess how well participants execute key tasks against established capability targets. A well-designed evaluation supports meaningful analysis of exercise activities, helping to identify strengths, areas for improvement, and potential best practices that can inform future planning and preparedness efforts.
Evaluator Roles and Responsibilities
General
· Avoid personal conversations with players.
· Do not give information to players about event progress or other participants’ methods of problem resolution. Players are expected to obtain information through their own resources.
Before the Exercise
· Review appropriate plans, procedures, and protocols.
· Attend required evaluator training and other briefings.
· Review appropriate exercise materials, including the exercise schedule and evaluator instructions.
· Review the EEGs and other supporting materials for your area of responsibility to ensure that you have a thorough understanding of the capabilities, capability targets, and critical tasks you are assigned to evaluate.
· Report to the exercise check-in location at the time designated in the exercise schedule and meet with the exercise staff.
· Obtain or locate necessary communications equipment and test it to ensure that you can communicate with other evaluators and the Exercise Director.
During the Exercise
· Wear evaluator identification items (e.g., badge).
· Stay in proximity to player decision-makers.
· Use EEGs to document performance relative to exercise objectives, capabilities, capability targets, and critical tasks.
· Focus on critical tasks, as specified in the EEGs.
· Your primary duty is to document performance of capabilities. After the exercise, that information will be used to determine whether the exercise capability targets were effectively met and to identify strengths and areas for improvement.
After the Exercise
· Participate in the Hotwash and take notes on findings identified by players. Before the Hotwash, do not discuss specific issues or problems with participants. After the Hotwash, summarize your notes and prepare for the Controller and Evaluator Debriefing. Have your summary ready for the Lead Evaluator.
· Complete and submit all EEGs and other documentation to the Lead Evaluator at the end of the exercise.
The evaluation team will deliver an initial draft of the After-Action Report (AAR) for review by [date].  To meet this deadline, the evaluation team requests that evaluators provide their completed EEGs and notes to the AAR team by [date]. All evaluation data should be emailed to [POC]. To the extent possible, all notes and EEG submissions should be typed and electronically submitted. This rapid data collection will allow the evaluation team to begin drafting the AAR immediately following conduct and deliver a final draft into concurrence in a timely manner.
[bookmark: _Toc211845259]

Appendix A: Participating Agencies
	[bookmark: _Hlk52290497]Participating Organizations

	Federal

	[Federal Participant]

	[Federal Participant]

	[Federal Participant]

	State

	[State Participant]

	[State Participant]

	[State Participant]

	[Jurisdiction A]

	[Jurisdiction A Participant]

	[Jurisdiction A Participant]

	[Jurisdiction A Participant]

	[Jurisdiction B]

	[Jurisdiction B Participant]

	[Jurisdiction B Participant]

	[Jurisdiction B Participant]




Appendix B: Operational Tempo
The following schedule is provided for planning purposes. Please note that this schedule may change and adapt to exercise needs as conduct progresses. 
MCC Hours of Operation: [Insert]
MCC Conference Call Number: [Insert]
	[bookmark: _Hlk52290805]Day 1: [Date]
	Personnel
	Activity
	Location

	 [Time]
	Controllers, evaluators, and exercise staff
	Controller and Evaluator Briefing
	[Location]

	As needed
	Controllers and exercise staff
	Set up control cell and walkthrough
	[Location]



	Day 2: [Date]
	Personnel
	Activity
	Location

	[Time]
	Controllers and exercise staff
	Check-in for final instructions and communications check
	[Location]

	[Time]
	Media
	Media Briefing
	[Location]

	[Time]
	VIPs and selected exercise staff
	VIP Controller Briefing
	[Location]

	[Time]
	Controllers and evaluators
	Controllers and evaluators in starting positions
	[Location]

	[Time]
	All
	Controllers provide player briefs
	[Location]

	[Time]
	All
	Exercise starts
	[Location]

	[Time]
	All
	Exercise ends
	[Location]

	Immediately Following the Exercise
	All
	Venue Hotwashes/turn in all Participant Feedback Forms
	[Location]



	Day 3: [Date]
	Personnel
	Activity
	Location

	[Time]
	Controllers, evaluators, and elected and appointed officials
	Controller and Evaluator After Action Review
	[Location]



Appendix C: Exercise Scenario
Scenario
[Insert the detailed exercise scenario narrative or scenario ground truth, including scenario information across all venues and functions. This should establish a common understanding of the scenario for all controllers and evaluators.]
Major Events
[Venue Name]
[Insert a list of major exercise events at each venue, including both simulated scenario events and important expected player actions.]
[Event description.]
[Event description.]
[Venue Name]
[Insert a list of major exercise events at each venue, including both simulated scenario events and important expected player actions.]
[Event description.]
[Event description.]
[Venue Name]
[List of major exercise events at each venue, including both simulated scenario events and important expected player actions.]
[Event description.]
[Event description.]
 


Appendix D: Controller and Evaluator Assignments
[Note: This is a sample list of controller and evaluator assignments. The positions should be modified based on the type and scope of the exercise. For example, if the exercise will not include a Simulation Cell, then a controller does not need to fulfill that function. Both controllers and evaluators may be assigned to a second area if play has been completed in the first.]
	Name
	Role
	Position
	Exercise Venue Name

	[Name]
	Controller
	Exercise Director
	[Insert]

	[Name]
	Controller
	Senior Controller
	[Insert]

	[Name]
	Controller
	Safety Controller
	[Insert]

	[Name]
	Evaluator
	Lead Evaluator
	[Insert]

	[Name]
	Controller
	Site safety officer
	[Insert]

	[Name]
	Controller
	[Function/venue] controller
	[Insert]

	[Name]
	Controller
	[Function/venue] controller
	[Insert]

	[Name]
	Evaluator
	[Function/venue] evaluator
	[Insert]

	[Name]
	Evaluator
	[Function/venue] evaluator
	[Insert]

	[Name]
	Controller
	Site safety officer
	[Insert]

	[Name]
	Controller
	[Function/venue] controller
	[Insert]

	[Name]
	Controller
	[Function/venue] controller
	[Insert]

	[Name]
	Evaluator
	[Function/venue] evaluator
	[Insert]

	[Name]
	Evaluator
	[Function/venue] evaluator
	[Insert]

	[Name]
	Controller
	Lead SimCell controller, Master Scenario Events List (MSEL) manager
	[Insert]

	[Name]
	Controller
	[Function/organization] simulator
	[Insert]

	[Name]
	Controller
	[Function/organization] simulator
	[Insert]


 


Appendix E: Acronyms
	Acronym
	Definition

	AAR
	After-Action Report

	COB
	Close of Business

	EEG
	Exercise Evaluation Guide

	ENDEX
	End of Exercise

	MCC
	Master Coordination Cell

	VCC
	Venue Coordination Cell
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