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• Identify the key components of emergency preparedness 
exercise and design.

• Explain the four functions of the Homeland Security Exercise 
and Evaluation Program (HSEEP) cycle.

• Understand the connection between capabilities and 
objectives.

• Identify helpful tool and resources that support the elements of 
emergency preparedness exercise and design.

Objectives



Exercise Design Series Part 1: Welcome and 
Introductions

Aimee Wollman 
Nesseth Brian Kaczmarski

Co-Owners Optima EP 
LLC and Emergency 

Preparedness 
Consultants 
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Exercises are intimidating, difficult, and, at times 
frustrating.  Our job is to make the process easy and 
meaningful.

“I’d much rather fall flat on my face during an exercise than 
in front of a CNN reporter….”

“No fault” vs. “at fault” are two very different places…”

“We LOOK for failures during exercises, we want them, we 
want to shine a big old spotlight on them…..what we don’t 
want is that big old spotlight when we’re trying to explain 
why we did such a horrible job….”
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History and Setting the Stage
Yes, this part is boring…..no, we can’t skip it…

Background: 9/11, Katrina, and ‘insert bad 
thing here’ have shown us multiple times we 
are vulnerable.

In 2003, two particular presidential directives 
have led to the world of emergency 
preparedness and response that we know and 
love today. Homeland Security Presidential 
Directives HSPD-5 & HSPD-8

Center for Medicare & Medicaid (CMS)  
agencies came to the table in 2017, officially. 

The 2021, Appendix Z added to the love….
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There was an unforeseen issue….

1. We knew we 
weren’t prepared and 
were still vulnerable

2. We continued to 
mess up when bad 
things did happen

3. There was no 
standardized incident 

management structure 
in place

4. There were no 
‘structured 

capabilities’ or 
‘functions’ to focus on.
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Solutions: NIMS and Capabilities Based Planning
Response Structure

Along came the National Incident Management 
System (NIMS) – our lovely application of NIMS is 
the Incident Command System (ICS). Did you know 
that there is NHICS?  Nursing Home ICS.  Impress 
your friends at your next social gathering

Capabilities-Based Planning

There are MANY models but they are CRITICAL to 
this work

Standard capabilities led to standardized 
planning….our plans align in that they speak to the 
same capabilities, regardless of the ‘bad thing’

This led to ‘Capabilities Based Planning’ and ‘All-
Hazards Planning’ – two identified best practices
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Cool!  We’re ready….now 
we just sit around and 
wait for the ‘bad thing’ 
right?

“ THAT WITH WHICH 
WE DO NOT 

PRACTICE GOES ‘BYE-
BYE’…”
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Actual proof of people just sitting around waiting 
for the bad thing to happen….

Images by:  www.bing.com/images
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The need for a standardized 
‘testing’ system….
Exercise Requirements – depending on your 
discipline/provider type, you have between 1-2 
exercise or real event requirements annually

• We needed a standardized system for this as well
• ‘Homeland Security Exercise and Evaluation 

Program’, lovingly referred to as HSEEP, was 
created to meet this need. 

• Welcome - Preparedness Toolkit (fema.gov)
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https://preptoolkit.fema.gov/web/guest/welcome


HSEEP Cycle

Four Functions

1. Design and Development

2. Conduct

3. Evaluation

4. Improvement Planning

Images by BING

Images by B
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HSEEP: Functions within each module
There are 18 different functions 
within the modules. 

Sounds easy, right?? 

If you don’t do it regularly, it can be a 
challenge.

Images by Bing
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We are here to 
help!

The series 
breakdown

Part 1- Introduction to Emergency Preparedness 
Exercise and Design

Part 2- Design and Development

Part 3- Conduct

Part 4- Evaluation and Improvement Planning

The remainder of Part 1 will focus on the ‘building 
blocks’ approach and the capabilities breakdown
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The Building 
Block 
Approach

Only Tabletop, 
Functional, and Full-
Scale Exercises typically 
require an After-Action 
report
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Nomenclature
Capability

• A large, complex function 
requiring ‘staff and stuff’ to 
be completed in a 
coordinated manner.  

• Typically, a series of 
activities is required to 
demonstrate this.

Activities

• Smaller, more measurable 
and observable functions 
that collectively make up a 
capability.

Tactics

• Single, measurable actions 
that collectively form an 
activity.
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The Capability &  Objective connection
Ask yourself: 

What do you hope to accomplish by 
performing a particular capability?

This is where objectives come in.

We dive into this more in Part 2 (that’s called a 
cliffhanger!)

Images by Bing
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Capabilities –
are 
everywhere!

The 15 PHEP 
Capabilities

https://www.cdc.gov/orr/readin
ess/phep/index.htm
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Capabilities – Hospital Preparedness

The HPP Capabilities*

New HPP Capabilities Emphasize 
Healthcare Response (hhs.gov)

*Note:  4 new Capabilities are being 
proposed for the new Cooperative 
Agreement which would begin on July 1, 
2024. 

8 hpp capabilities - Bing images
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Capabilities for Accreditation

The Joint Commission 
Capabilities

eICS - Incident Reports (juvare.com)
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https://eics.juvare.com/web/pages/recovery/incidentreports.aspx?id=92307212&fromIncident=true


Capabilities – FEMA

FEMA Core Capabilities

fema core capabilities - Bing images
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Suggestions/Best Practices
• Know if your provider type/discipline has specific ‘capabilities’
• Format your plans into capabilities

• Activities
• Tactics (these become your Standard Operating Procedures or Ops Checklists)
• Exercise Evaluators will be looking at the ‘tactics’ level

• You’ll never reach proficiency at the tactic level until you understand what’s above them; 
capabilities and activities

• The ‘tactics’ and how they are formatted are THE most important part of your plans
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Example of 
Plan

Not all names are 
the same…
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About - HSEEP 
Resources -
Preparedness 
Toolkit (fema.gov)
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https://preptoolkit.fema.gov/web/hseep-resources


HSEEP 
Resources -
Preparedness 
Toolkit 
(fema.gov)
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https://preptoolkit.fema.gov/web/hseep-resources


More HSEEP 
Resources
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Or just ‘YouTube’ 
it….
HSEEP Training 
Videos – YouTube
(34 short videos)
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https://www.youtube.com/playlist?list=PL720Kw_OojlJRVI3gQiZzj2g72Ez8ISlA


Part 2: Design and 
Development 

Please reach out to Aimee or Brian with any questions.
aimee@optimaep.com
brian@optimaep.com
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Superior Health: Emergency Preparedness Tabletop 
Exercises

• Virtual facilitated tabletop exercises September 2023 through 
September 2024.

• Meet CMS requirements for full-scale community-based 
exercise.

• Test functional elements of your Emergency Plan.
• Complete the required documentation and receive an “After 

Action Report” from Optima EP.
• To register: Meet the CMS Requirement: Virtually facilitated 

tabletop exercise (mailchi.mp)

https://mailchi.mp/superiorhealthqa/virtually-facilitated-tabletop-exercise


Empowering patients, families and caregivers to achieve health care quality improvement

This material was prepared by the Superior Health Quality Alliance, a Quality Innovation Network-Quality 
Improvement Organization under contract with the Centers for Medicare & Medicaid Services (CMS), an 
agency of the U.S. Department of Health and Human Services (HHS). Views expressed in this material 

do not necessarily reflect the official views or policy of CMS or HHS, and any reference to a specific 
product or entity herein does not constitute endorsement of that product or entity by CMS or HHS. 
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