Project Management Timeline

Operations-based Exercises
	TASKS
	MONTHS

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	I.  Foundation

	Develop project management timeline (e.g., Gantt)
	
	
	
	
	
	
	
	
	
	
	
	

	Identify exercise planning team
	
	
	
	
	
	
	
	
	
	
	
	

	Schedule first planning team conference
	
	
	
	
	
	
	
	
	
	
	
	

	Develop exercise budget (e.g., personnel, contractor, overtime, travel, supplies, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Concept & Objective Meeting (C&O)

	Determine exercise scope (threat/hazard, participating agencies, objectives, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Initial Planning Conference (IPC)

	Develop sign-in sheets
	
	
	
	
	
	
	
	
	
	
	
	

	Develop agenda
	
	
	
	
	
	
	
	
	
	
	
	

	Develop presentation
	
	
	
	
	
	
	
	
	
	
	
	

	Determine scenario (i.e., agent, venue)
	
	
	
	
	
	
	
	
	
	
	
	

	Assign responsibilities and due dates for each task
	
	
	
	
	
	
	
	
	
	
	
	

	Develop minutes
	
	
	
	
	
	
	
	
	
	
	
	

	Final Planning Conference (FPC)

	Develop sign-in sheets
	
	
	
	
	
	
	
	
	
	
	
	

	Develop agenda
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct exercise site visit
	
	
	
	
	
	
	
	
	
	
	
	

	Develop minutes
	
	
	
	
	
	
	
	
	
	
	
	

	II.  Design and Development

	Scope

	Identify design objectives
	
	
	
	
	
	
	
	
	
	
	
	

	Identify participants
	
	
	
	
	
	
	
	
	
	
	
	

	Scenario

	Identify the threat/hazard
	
	
	
	
	
	
	
	
	
	
	
	

	Identify the venue
	
	
	
	
	
	
	
	
	
	
	
	

	Determine weather conditions (i.e., pre-determined or real-world)
	
	
	
	
	
	
	
	
	
	
	
	

	Determine date and time for scenario to take place
	
	
	
	
	
	
	
	
	
	
	
	

	Documentation

	Develop Exercise Plan (EXPLAN)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Controller/Evaluator Handbook (C/E Handbook)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Evaluation Plan (EVALPLAN) 
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Controller Instructions (COSIN)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Master Scenario Events List (MSEL)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Simulator Cell (SIMCELL) Messages
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Procedural Flow (PROFLOW)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Exercise Evaluation Guides (EEGs)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Controller/Evaluator Packets
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Multi-media Presentation
	
	
	
	
	
	
	
	
	
	
	
	

	Develop exercise schedule
	
	
	
	
	
	
	
	
	
	
	
	

	Develop list of Controllers and Evaluators and assignments
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Deployment Timetable for Assembly Area
	
	
	
	
	
	
	
	
	
	
	
	

	Exercise Site Areas

	Exercise site 
	
	
	
	
	
	
	
	
	
	
	
	

	Dispatch (determine whether dispatch will be off-site or on-site; and provide dispatchers)
	
	
	
	
	
	
	
	
	
	
	
	

	Response route (i.e., between the Assembly Area and exercise site)
	
	
	
	
	
	
	
	
	
	
	
	

	Parking (i.e., for controllers, evaluators, actors, observers/VIPs, and media)
	
	
	
	
	
	
	
	
	
	
	
	

	Registration
	
	
	
	
	
	
	
	
	
	
	
	

	Assembly Area
	
	
	
	
	
	
	
	
	
	
	
	

	Observer/media area
	
	
	
	
	
	
	
	
	
	
	
	

	Simulation Cell (SIMCELL)
	
	
	
	
	
	
	
	
	
	
	
	

	Actors

	Determine number of actors
	
	
	
	
	
	
	
	
	
	
	
	

	Identify source (i.e., drama students, fire/police recruits, etc.) for actors
	
	
	
	
	
	
	
	
	
	
	
	

	Confirm recruited actors
	
	
	
	
	
	
	
	
	
	
	
	

	Provide waiver forms to all actors
	
	
	
	
	
	
	
	
	
	
	
	

	Develop and disseminate actor instructions (e.g., ensure actors are prepared for decontamination with water – bathing suits worn under clothing)
	
	
	
	
	
	
	
	
	
	
	
	

	Arrange for moulaging actors and a location for moulage
	
	
	
	
	
	
	
	
	
	
	
	

	Provide water (e.g., a bottle of water for each actor) and food for actors
	
	
	
	
	
	
	
	
	
	
	
	

	Determine the mode of transportation for actors to and from the exercise site to participating hospitals (if applicable)
	
	
	
	
	
	
	
	
	
	
	
	

	Establish transportation schedule, pick-up points, actor tracking system, and communication between the mode of transportation (i.e., bus or ambulance), hospitals, and the exercise site.
	
	
	
	
	
	
	
	
	
	
	
	

	Identify the number and type of patients (i.e., self-referral and EMS transport) each hospital would like to receive
	
	
	
	
	
	
	
	
	
	
	
	

	Develop victim casualty matrix
	
	
	
	
	
	
	
	
	
	
	
	

	Develop symptomology cards that identify actor signs and symptoms 
	
	
	
	
	
	
	
	
	
	
	
	

	Provide a method for collecting personal effects (e.g., plastic garbage bag with attached identification).
	
	
	
	
	
	
	
	
	
	
	
	

	Provide protection after decontamination (i.e., protective clothing – Tyvek suits, paper sheets)
	
	
	
	
	
	
	
	
	
	
	
	

	Media/Public Information

	Develop media release/public information handout
	
	
	
	
	
	
	
	
	
	
	
	

	Develop public announcement
	
	
	
	
	
	
	
	
	
	
	
	

	Disseminate information to public and media (i.e., via pamphlets, print, radio, television, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Schedule and conduct press conference
	
	
	
	
	
	
	
	
	
	
	
	

	Designate someone to escort and brief media and observers/VIPs before and during the exercise
	
	
	
	
	
	
	
	
	
	
	
	

	Develop media policy
	
	
	
	
	
	
	
	
	
	
	
	

	Logistics

	Develop correspondence letters (e.g., participant and actor invites, thank you letters)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop mailing lists (players, controllers, evaluators, observers/VIPs, planning team)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop identification badges (i.e., for controllers, evaluators, actors, observers/VIPs, media, support staff)
	
	
	
	
	
	
	
	
	
	
	
	

	Procure color hats, vests, arm bands
	
	
	
	
	
	
	
	
	
	
	
	

	Provide restrooms (e.g., portable toilets) in the Assembly Area and at the exercise site
	
	
	
	
	
	
	
	
	
	
	
	

	Provide food and refreshments
	
	
	
	
	
	
	
	
	
	
	
	

	Determine location for food and water stations (e.g., canteen)
	
	
	
	
	
	
	
	
	
	
	
	

	Provide radios for controllers (i.e., a controller network with a dedicated frequency)
	
	
	
	
	
	
	
	
	
	
	
	

	Designate radio channels for the exercise
	
	
	
	
	
	
	
	
	
	
	
	

	Provide for videotaping of the exercise
	
	
	
	
	
	
	
	
	
	
	
	

	Provide any necessary props (i.e., debris, mannequins, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Provide any necessary devices (i.e., flash bangs, smoke machines, mock secondary device, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Provide secondary device for render-safe procedures
	
	
	
	
	
	
	
	
	
	
	
	

	Provide site security
	
	
	
	
	
	
	
	
	
	
	
	

	Procure perimeter barricading and signage
	
	
	
	
	
	
	
	
	
	
	
	

	Adhere to weapons policy
	
	
	
	
	
	
	
	
	
	
	
	

	Safety

	Identify Safety Controller
	
	
	
	
	
	
	
	
	
	
	
	

	Develop rules of engagement
	
	
	
	
	
	
	
	
	
	
	
	

	Establish a dedicated ALS/BLS ambulance unit for real emergencies only
	
	
	
	
	
	
	
	
	
	
	
	

	Determine real emergency procedures (i.e., code word or phrase)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop safety policies (i.e., pyrotechnics, inclement weather, heat stress, hypothermia, safety plan, etc.)
	
	
	
	
	
	
	
	
	
	
	
	

	Exercise Staffing

	Determine exercise staff requirements (i.e., controllers, evaluators, support, Sim Cell simulators) 
	
	
	
	
	
	
	
	
	
	
	
	

	III.  Conduct

	Briefings

	Controller/Evaluator Brief
	
	
	
	
	
	
	
	
	
	
	
	

	Hospital Brief
	
	
	
	
	
	
	
	
	
	
	
	

	Actor Brief
	
	
	
	
	
	
	
	
	
	
	
	

	Observer Brief
	
	
	
	
	
	
	
	
	
	
	
	

	Player Hotwash
	
	
	
	
	
	
	
	
	
	
	
	

	Controller/Evaluator Debrief
	
	
	
	
	
	
	
	
	
	
	
	

	Hospital Debrief
	
	
	
	
	
	
	
	
	
	
	
	

	Distribute feedback forms to players
	
	
	
	
	
	
	
	
	
	
	
	

	Exercise Control

	Conduct communications check
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct pyrotechnic and device check
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct safety check
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct weapons check
	
	
	
	
	
	
	
	
	
	
	
	

	Announce StartEx
	
	
	
	
	
	
	
	
	
	
	
	

	IV. Evaluation

	Develop After Action Report (AAR)
	
	
	
	
	
	
	
	
	
	
	
	

	Develop AAR letter of transmittal
	
	
	
	
	
	
	
	
	
	
	
	

	Access lessons learned/best practices database
	
	
	
	
	
	
	
	
	
	
	
	

	V. Improvement Planning

	Conduct After Action Conference
	
	
	
	
	
	
	
	
	
	
	
	

	Develop Improvement Plan (IP)
	
	
	
	
	
	
	
	
	
	
	
	

	Track implementation of AAR/IP
	
	
	
	
	
	
	
	
	
	
	
	


