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HOW TO PLAN AND ORGANIZE A CMS EXERCISE – ANNEX L3
How to Plan and Organize a CMS Exercise
According to the Centers for Medicare & Medicaid Services (CMS), Medicare and Medicaid participating providers and suppliers must develop and maintain an emergency preparedness training and testing program that is based on their facilities emergency plan. This plan must be reviewed and updated annually. 
[bookmark: _GoBack]The Training Program - CMS requires Medicare and Medicaid participating providers and suppliers do all of the following:
· Initial training in emergency preparedness policies and procedures to all new and existing staff, individuals providing services under arrangement, and volunteers, consistent with their expected roles
· Provide emergency preparedness training at least annually
· Maintain documentation of the training
· Demonstrate staff knowledge of emergency procedures

What is a Training and Testing Program?
A combination of updating and implementing the plans and processes below on a cyclical 365-day cycle
· Hazard Vulnerability Assessment (HVA)/Risk Assessment and Emergency Plan
· Policy & Procedures
· Communications Plan
· Emergency Operations Plan
· Training & Testing Program
· Exercises (Drills, Tabletops, Full-scale)
· Evaluation/After-Action Report/Improvement Plan
· Corrective Action and Update

Testing Medicare and Medicaid participating providers must conduct exercises to test the emergency plan at least annually and do the following: 
· Participate in a full-scale exercise that is community-based or when a community-based exercise is not accessible, an individual, facility-based. 
· Conduct an additional exercise that may include, but is not limited to following
· A second full-scale exercise that is community-based or individual, facility-based
· A tabletop exercise that includes a group discussion led by a facilitator, using a narrated, clinically-relevant emergency scenario
Note; CMS states that if the Medicare and Medicaid participating providers experiences an actual natural or man-made emergency that requires activation of their emergency plan, the provider is exempt from engaging in a community-based or individual, facility-based full-scale exercise for 365 days/1 year following the onset of the actual event.
· Analyze the providers response to and maintain documentation of all drills, tabletop exercises, and emergency events, and revise the providers emergency plan, as needed.

What is an Operations based Full-Scale Exercise?
In the CMS Interpretative Guidance released on June 2nd. 2017, CMS stated:
· As the term full-scale exercise may vary by sector, facilities are not required to conduct a full-scale exercise as defined by FEMA or DHS’s Homeland Security Exercise and Evaluation Program (HSEEP);
· For the purposes of this requirement, a full-scale exercise is defined and accepted as any operations-based exercise (drill, functional, or full-scale exercise) that assesses a facility’s functional capabilities by simulating a response to an emergency that would impact the facility’s operations and their given community;
· A full-scale exercise is also an operations-based exercise that typically involves multiple agencies, jurisdictions, and disciplines performing functional or operational elements.
Operations-Based Exercises validate plans, policies, agreements, and procedures, clarify roles and responsibilities, and identify resource gaps in an operational environment. Operations can be defined as a planned activity involving any number of people
· Types of Operations-Based Exercises include: 
· Drill: A drill is a supervised activity that tests a specific operation or function of a single agency. A good example is an evacuation drill or shelter-in-place drill
· Functional Exercise (FE): This can be a single or multi-agency activity. It’s designed to evaluate your capabilities and multiple functions using simulated response. Here you’re not acting in real time and you can slow down or speed up your responses. This exercise will involve the activation and simulated activity of all sections of the Incident Command System (ICS).   
· Full-Scale Exercise (FSE): is a high-stress multi-agency, multi-jurisdictional activity involving actual deployment of resources in a coordinated response, as if a real incident had occurred. This exercise moves in real time.  

What is a Tabletop Exercises?
· Tabletop exercises are discussion-based exercises that familiarize players with the facilities current plans, policies, and procedures. The intent of this type of exercise is to  design a scenario that will create discussion around the processes in the plans, policies, and procedures so that you validate whether the process information worked well or needs some improvement or additional training. You can then update the facilities plans, policies, and procedures based on the outcome of the exercise.

Why Do We Exercise?
· To assess your organization’s capabilities to respond to and recover from an event in accordance with your established plan(s)
What Are We Exercising?
· Risk Assessment and/or Hazardous Vulnerability Assessment (HVA) 
· Policies and Procedures
· Communication Plan
· Training Guides
· Emergency Operations Plan

So How Do I Begin to Plan a Full-Scale Exercise?
· Network - join with other exercises that are being planned with like facilities in your area. CMS wants you to exercise within your community. CMS does not define what that community is. We recommend getting together with other like agencies, State or County agencies, or the community that surrounds you. 
· County and State agencies should have a Multi-Year Training and Exercise Plan. Ask if you can be made aware of what others are exercising.

Exercise Phases

· Designing and Developing your exercise
· Conducting
· Evaluate the Exercise
· After-Action Report/Improvement Plan (AAR/IP)
· Update/Corrective Action

Designing & Developing Exercises
1. Assess needs - using your Risk Assessment (RA), Hazard Vulnerability Assessment (HVA), plans, policies, procedures, and training.
2. Define the scope – Who do you need to participate, how much time do you have, who will be available to participate, what resources do you need?
3. Write a statement of purpose - The statement of purpose is a broad statement of the exercise goal. This goal focuses and controls the whole exercise.  This will help you narrow in on the goal of your exercise and stop any exercise creep from pulling you away from your goals.
For Example:
The purpose of the evacuation drill is to coordinate the activities of our facility in response to a fire; to provide training to staff; to evaluate our Alert and Warning system, and evacuation procedures; and to enhance coordination and cooperation by involving the facility executives, the facility Incident Management Team (IMT) and the local Fire Department in an evacuation drill simulating a fire on the second floor of our facility on May 10, 2018

4. Define objectives – The objectives are descriptions of the capabilities and expected actions that should occur during the exercise. 
What the exercise is intended to accomplish?
Effective objectives should be measurable. Following the SMART objective format, you will be able to evaluate your exercise objectives and be able to determine if the tasks were completed fully, partially, or not at all.  This will enable you to identify strengths, and areas for improvement within your training, plans, and processes.
SMART Objectives should be;
· Specific – Defines the goal
· Who is involved, What do I want to accomplish, Where will it be done, Why reason, purpose, Which requirements do I have
· Measurable – How will you know it was completed?
· Attainable/Achievable – Can the objective be accomplished?
· Relevant – Will the objective meet your needs?
· Timely – Have a time frame to complete the objective

5. Compose a Scenario/Narrative - a brief description of the events that have occurred up to the minute the exercise begins. Here’s an example:
It was a dark and stormy night; the rain fell in torrents — except at occasional intervals, when it was checked by a violent gust of wind which swept up the streets (for it is in London that our scene lies), rattling along the housetops, and fiercely agitating the scanty flame of the lamps that struggled against the darkness.[footnoteRef:1] [1:  Written by English novelist Edward Bulwer-Lytton in the opening sentence of his 1830 novel Paul Clifford] 

6. Write Major and Detailed Events - Link the simulated events to the actions you want people to take. This will create the structure you need.
7. List Any Expected Actions - Expected actions are the responses, actions, or decisions that you want participants to have or to be able to carry out that will demonstrate that your emergency preparedness policies, procedures, and training are accurate to the event at hand.
8. Based on the above actions create Injects or Discussion Questions to help guide your participants in the exercise to meet your objectives. 
a) For a full-scale exercise prepare your Injects/Master Scenario Events List (MSELs). The injects/MSELs serve one purpose: To evoke a response—that is, to cause exercise participants to make decisions and take an action that meets the exercise objectives.
b) Prepare your tabletop discussion questions for your tabletop exercise. These questions guide your participant to use your facilities plans, policies, and/or procedures to react. This will  let you know if your facility plans, policies, and/or procedures are complete or need to be updated/revised.
Meetings – Hopefully you are working with a team to help you through the exercise process. These meeting will be spaced throughout the exercise planning cycle to help you get any approval, feedback, and to help you get the buy-in from the participants and upper management that you need. Note; CMS does not require any of these meetings.
· Concept and Objectives (C&O) Meeting, this is the formal beginning of the exercise planning process.  This meeting is used to identify the scope and objectives of the exercise.  The C&O meeting can be held at the same time as the Initial Planning Meeting.
· Initial Planning Meeting (IPM), the exercise development phase.  In this meeting you will determine the exercise scope by gathering input from the exercise planning team; design requirements and conditions (e.g., assumptions and artificialities); objectives; extent of play; and scenario variables (e.g., time, location, hazard selection).  The IPM is also used to develop exercise documentation by obtaining the planning team’s input on exercise location, schedule, duration, and other relevant details
· Mid-Term Planning Meeting (MPM) (typically not utilized for discussion-based exercises), Here you will discuss your exercise organization and staffing; scenario and timeline; scheduling, logistics, and administrative requirements. 
· Final Planning Meeting (FPM), this meeting is where you make sure everything is complete and everyone is ready to go.
 
Tools to help you organize your exercise[footnoteRef:2]. CMS does not require any specific exercise documentation, but they do expect you to have documented you exercises. [2:  Most of these documents can be found in Connect Consulting Services, Inc. exercise toolkit on our website at https://connectconsulting.biz  or at The Homeland Security Exercise and Evaluation (HSEEP) site at https://preptoolkit.fema.gov/web/hseep-resources
] 

· Exercise Checklist – Using a checklist helps you not only keep track of the exercise process and timeline for completion, it helps you delegate other to help you and to keep track of what has been completed.
· Inject Tracking System – Used in a full-scale exercise this is a listing of the messages you need to deliver in the specific time and sequence they need to be delivered in.
· Exercise Plan (ExPlan) – Used in both Tabletop and Full-Scale Exercises. 
· Controller/Evaluator (C/E) Handbook/Briefing – This contains the same information as the Exercise Plan but adds additional information about the scenario/narrative, so they know how and when exercise play will go and it describes the controller and evaluators roles and responsibilities.
· Exercise Evaluation Guides (EEGs) – Use this to let your evaluation personnel know what the policy or procedure is and what they need to look for.
· Player Briefing - Used in a full-scale exercise. This is given to all of the players in the exercise and to give them an idea of what will be happening,i.e., the agenda, purpose, exercise overview, objectives, identify exercise personal, safety, roles and responsibilities, communication, and any safety information they might need.
· Participant Feedback Forms – A questionnaire given out after the exercise is over to get basic feedback from your event.

Conducting Your Exercise
Begin the exercise by briefing your scenario/narrative before the “event” takes place. Then brief the “event”.
Tabletop Exercise – Develop discussion questions based on the scenario and have participants that are part of the tabletop answer based on the processes in the facilities current plans, policies, and/or procedures. Include questions like; “Who would activate the Emergency Operations Procedures when the event occurs”, “Do you have trigger point developed that lets you know when to activate your plan”, “How do you communicate with other staff members if the power is out”, How do you decide to “Stay in Place” or “Evacuate the facility”. 
Full-Scale Exercise – The exercise is guided by the injects you created and timing of the delivery of those injects. Players are briefed on the scenario, are given injects, then and act out on their decisions. Players are fed the injects until the objectives of the exercise are met or time is up. 
Debrief/Hotwash – Feedback about the exercise directly after the exercise to capture the comments from the exercise participants and evaluators
Exercise Evaluation – Using the same objectives you used in developing your exercise you now need to evaluate your exercise. To be able to track any actions/processes that were done well and actions/processes that you didn’t do so well, you have to evaluate the exercise.
Once you have collected the information from the debrief/hotwash and evaluation(s) you can then begin the After-Action Process (AAR). Here we gather all the comments about what was done well and what was seen as areas for improvement and create an Improvement Plan (IP)/corrective action plan to address when and how you will update your plans, policies, and trainings to better your facilities processes and procedures. Using the results of your AAR/IP set a timeline to update your training, policy and procedures.
This completes the Training and Testing Program cycle. You then you begin the process all over again, concentrating on the items you didn’t do so well to see if the improvements and corrections implemented have made your process better.
*Remember CMS states that the training and testing program must be reviewed and updated at least annually



