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EPREP Program

…provides public, private, and non-governmental 

organizations with the expertise to prepare for       

and respond to emergencies of all 

types; convening public health, healthcare,                      

first-responders, and other organizations                   

to offer practice-based education, exercise             

and evaluation activities centered on                    

public health emergency preparedness



The Exercise Process

FEMA HSEEP



Exercises that simulate emergency scenarios are widely 

accepted as a major component of every well-established 

emergency preparedness program.

Unfortunately,  the variability in the quality of the 

exercises conducted and the lack of standardized 

processes to measure performance have limited the value 

of exercises in improving preparedness efforts. 

Background



1. Has support from leaders and participants

2. Has a realistic timetable

3. Sets realistic, specific and measurable goals

4. Has a clear scenario and ground rules

5. Is as realistic as possible

6. Has structured evaluation

7. Facilitates positive change

8. Is followed through

A Successful Exercise



• Content experts assist in scenario development

• Research realistic background information 

• Review the scenario with exercise planning team

• Do a “talk-through” with the exercise planning team 
to identify possible problems and areas in need of 
improvement

• Finalize the scenario, including injects

Columbia University Public Health Exercise Toolkit 2006

Developing the Exercise



• Exercise participants

• Facilitators

• Controllers 

• Evaluators

• Observers

• Actors

Choosing the Exercise Team



Evaluation data are collected via:

• Hot wash and/or debriefing sessions

• Participant evaluations

• Measurement of pre-specified criteria

• Evaluator assessments

• Expert observation

Evaluation Data Collection



• Inherent contradictions in exercise 

evaluation:

– Educational versus evaluative uses

– Accountability versus performance improvement

• Frequent confusion 

– Evaluation of quality of the drill

– Performance of drill objectives

• Objective and standardized performance 

measures

Evaluating Exercises



Defining Exercise Evaluation

The process of collecting, analyzing and reporting

information regarding the performance of a public 

health or healthcare system and its components in 

responding to a public health threat during an 

exercise. 

Savoia E, Agboola F, Biddinger PD. 

A conceptual framework to measure system’s performance during emergency preparedness exercises. 

Int J Environ Res Public Health. 2014 Sep 17;11(9):9712-22



Elements of 

Exercise

Evaluation 

The Purpose

Accountability

Quality Improvement

The Exercise
Type of Exercise

Quality of Exercise 

The Unit 

Unit of Observation

Unit of Analysis

The  Instrument

The Instrument 
Structure

The Measures

Measurement  
Properties

Reliability

Validity

Feasibility

Utility

Evaluation Key Elements

Savoia E, Agboola F, Biddinger PD. 

A conceptual framework to measure system’s performance during emergency preparedness exercises. 

Int J Environ Res Public Health. 2014 Sep 17;11(9):9712-22



What went well?

What went wrong?

Where was the

plan inadequate? 

Quality Improvement



• Allows players the opportunity to provide 

immediate feedback. 

• Enables controllers and evaluators to capture 

events while they remain fresh in players’ minds

• Ascertains players’ level of satisfaction with the 

exercise and determine any issues or concerns 

and proposed improvement items.

Hot Wash



• More formal forum for planners, facilitators, 

controllers, and evaluators to review and provide 

feedback on the exercise. 

• The lead exercise planner facilitates discussion 

and allows each person an opportunity to provide 

an overview of the functional area observed. 

Debriefing



• HSEEP-created materials designed to 

support evaluation of exercises

• Designed to act as the primary reference to 

ensure all jurisdictions/organizations 

evaluate exercises against the same 

measurable baseline

• Not specifically designed for public health or 

healthcare

Exercise Evaluation Tools



www.hsph.harvard.edu/preparedness/toolkits

EPREP Exercise Evaluation Tool



EPREP Exercise Evaluation Tool



EPREP Exercise Evaluation Tool



• A document that details your exercise and 

lists the highlights and areas for 

improvement that were noticed

• Aligns with the initial objectives set for the 

exercise

• Describes strengths and areas of 

improvement that were observed

After Action Review



• An action list of things to do

• Details who needs to do them

• Establishes a timeframe when the actions 

will be completed 

• Important for planning the next exercise

Improvement Plans



Improvement Plans



Exercise Evaluation and Improvement Process Data 

Collection and Analysis

Step 1

Plan & Organize 

the Evaluation

Step 2

Observe the 

Exercise & 

Collect Data

Step 3

Analyze Data

Step 4 

Develop After 

Action Report

Improving Preparedness

Step 5

Conduct 

Debriefing 

Step 6

Identify 

Improvements

Step 7

Finalize After 

Action Report

Step 8

Track 

Implementation

Evaluation Planning, Observation, and Analysis

Improvement Process



• Exercising without a plan

• Exercising without a program

• Exercising in a vacuum

• Not allowing enough time for planning

• Too many objectives

• “Wrong” attendees

• Insufficient facilitators and/or evaluators

• AARs without specifics

• Lack of follow-through in the Improvement Plan

Common Pitfalls



• Exercises are a very important of improving 
preparedness

• Good exercises take careful planning and attention 
to detail

• Individual exercises should be part of a larger 
program and should build on earlier lessons 
learned

• Exercises should be broad-based and collaborative 
whenever possible

• Evaluation of performance should be carefully 
structured and as objective as possible

Take Home Points



Harvard EPREP

Exercise Evaluation Tool

Emergency Preparedness Exercise Evaluation Toolkit

www.hsph.harvard.edu/preparedness/toolkits

EPREP Exercise Evaluation Tool



Online  www.hsph.harvard.edu/preparedness

Email  eprep@hsph.harvard.edu

Twitter  @HarvardEPREP

Connect with EPREP Program
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