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

Emergency Preparedness Exercise Design and Evaluation:
Session Four

Aimee Wollman Nesseth, M.Div, MS, Optima EP​
Brian Kaczmarski, BS, MPH, Optima EP​
August 24, 2023



Exercise Design Series Part 4: Exercise Evaluation and 
Improvement Planning

Aimee Wollman 
Nesseth Brian Kaczmarski

Co-Owners Optima EP 
LLC and Emergency 

Preparedness 
Consultants 

2



Objectives for Session #4
• Define and discuss the importance of the “Hot Wash”
• Demonstrate tools to gather information from evaluators and participants to 

create the Executive Summary and Improvement Plan
• Explain what an After Action Report is and how to utilize emergency exercises 

for quality improvement
• Identify tools and tips to improve the process of evaluation and improvement 

planning
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Let’s Review….
Once you have determined the capabilities you want to 
test, and have built SMART exercise objectives, create a 
scenario that will drive players to test those capabilities. 

Remember emergency exercises can be simple games, 
drills, or seminars, or be table-top discussion-based, 
functional (do vs. discuss) or full-scale (lights and sirens).

Develop tools such as Exercise Evaluation Guides and 
practice using the communication tools you want your team 
to utilize in a real event.
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Exercise Evaluation
Guides

About - HSEEP 
Resources -
Preparedness Toolkit 
(fema.gov)
Click on “Evaluation”

Activity

Tactics
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https://preptoolkit.fema.gov/web/hseep-resources


EEGs page: A place 
to start

Organized by the 5 
phases of the Emergency 
Management Cycle

EEG’s are designed to be 
modified or tweaked to 
meet your needs and plans
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Exercise Evaluation



What is a Hot Wash??
The term Hot Wash comes from the US Army and the practice used by some soldiers of dousing their 
weapons in extremely hot water as a means of removing grit and residue after firing. While this practice by 
no means eliminates the need to properly break down the weapon later for cleaning, it removes the major 
debris and ensures the cleaning process goes more smoothly. One infantry soldier described it as "the 
quick and dirty cleaning that can save a lot of time later.“

In terms of an Emergency Preparedness Exercise it is intended to capture immediate reactions and 
responses to the exercise
• Conducted with ALL players, evaluators, and facilitators/controllers
• Conducted after End Ex for 15-20 minutes 
• Intended to capture ALL reactions and responses about the exercise. Eventually this will get whittled down to the top 

three strengths and top three opportunities
• Not a criticism of individuals, but of the processes, plans, and protocols
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Participant 
Feedback Form
Found in the HSEEP 
Toolkit under “Conduct” 

Customize to meet your 
needs

Handwritten
Survey Monkey
Other survey tool
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Electronic Feedback (such as Survey 
Monkey)
• Easy to incorporate into the After Action Report
• Is anonymous
• Provides a visual tool to evaluate the exercise



Evaluation Tools Lead to Quality 
Improvement

EEGs Hotwash Facilitator/Controller 
Observations

Participant Feedback 
Forms
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When to write an After Action Report
• After every REAL event when elements of your Emergency Operational Plan were activated 

(this can serve as an Emergency Preparedness Exercise!)
• When community partners are involved in the response-demonstrates community-based 

event
• After Table-Top, Functional, and Full-Scale Exercises*

* Reminder: In CMS language, a full-scale exercise is equal to a FUNCTIONAL exercise in HSEEP 
(FEMA) language.  
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Improvement 
Planning
About - HSEEP 
Resources -
Preparedness 
Toolkit (fema.gov)

You will actually 
use these!! 
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https://preptoolkit.fema.gov/web/hseep-resources


After Action Report Elements
Executive Summary 
1. Exercise Overview 
◦ Description of the capabilities being tested

2. Event Summary 
◦ Description of scenario

3. Analysis of Capabilities 
◦ What went well
◦ What can be improved

4. Conclusion 
◦ List of who played
◦ Summary of feedback

5. Improvement Plan 
◦ With time line, assigned roles and 

responsibilities

You may choose to write a report, hold a 
meeting, or do both! 
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Exercise 
Overview & 
Event Summary
Example #1 
From HSEEP 
Template
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Exercise 
Overview & 
Event Summary
Example #2 

A more narrative 
format
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Analysis of  
Capabilities
Example # 1
From HSEEP 
Template 
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Analysis of  
Capabilities
Example # 2 
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Conclusion: Appendices 
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Customize forms to meet your needs
Example: Two-page Executive Summary and Improvement Plan (not a true HSEEP document)

In virtual, regional, or large-scale exercises with multiple players, this form allows each entity to 
provide feedback from their organization which contributes to the overall document.
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Improvement Plan

Some forms will ask you to identify the Capability Element which 
include:
Plans, Organization, Equipment, Training, or Exercises 
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SMART Guidelines for Corrective Actions
Guideline Definition

Specific
Corrective actions should address the five Ws – who, 
what, when, where, and why. The action should be tied 
back to an objective that was evaluated. 

Measurable
Corrective actions should include numeric or descriptive 
measures that define quantity, quality, cost, etc. The focus 
should be on the outcomes of the corrective action. 

Achievable Corrective actions should be within the control, influence, 
and resources of the responsible owner/assignee.

Relevant
Corrective action should be instrumental to the mission of 
the organization and linked to its goals or strategic intent. 
Validation of the corrective action ensures that it meets 
the goals and intent. 

Time-bound Corrective actions should have a specified and reasonable 
timeframe to be completed. 
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Tips for writing Corrective Actions
1. Be realistic regarding “how much you bite off”. 

2. Follow through! Be sure you revisit these at Emergency Preparedness meetings, staff 
meetings, executive meetings. Surveyors may ask to see how you’ve implemented these 
changes! 

3. If changes are made to plans or processes, be sure to build training for all staff around those 
changes.

4. Consider testing these corrective actions in your next exercise cycle to see if additional 
changes need to be made.  
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HSEEP Training 
Videos – YouTube
(34 short videos)
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https://www.youtube.com/playlist?list=PL720Kw_OojlJRVI3gQiZzj2g72Ez8ISlA


Thank you for 
being a part of 
this series!
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Please reach out to Aimee or Brian with any questions.
aimee@optimaep.com
brian@optimaep.com

mailto:aimee@optimaep.com
mailto:brian@optimaep.com


Superior Health: Emergency Preparedness Tabletop 
Exercises

• Multiple virtual facilitated tabletop exercises offered September 2023 
through September 2024. Meets CMS requirements for full-scale 
community-based exercise. (Sign up for one.)

• 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
• Send questions to Toni Kettner, tkettner@metastar.com

https://mailchi.mp/superiorhealthqa/virtually-facilitated-tabletop-exercise
mailto:tkettner@metastar.com


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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