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ABSTRACT: Canada has established a response community exercise 
program, with the use of four tools that were developed through exten-
sive consultation with response community members in each region of 
Canada. The tools developed are: a Program Guide that describes an 
approach toward coordinating response community exercises, a Plan-
ning & Evaluation Guide that provides a framework and project man-
agement approach toward conducting exercises, an exercise information 
system to support the sharing of learning from exercises, and a training 
course for exercise managers. These tools can be used to guide any 
response community in the establishment of a coordinated and consis-
tent program of exercises. 

Triggered by such events as the Nestucca spill in December 1988 and 
the Exxon Valdez spill of March 1989, the Government of Canada 
launched reviews that, in part, assessed Canada's ability to respond to 
spills of oil and chemicals into the marine environment. Recommenda-
tions from these studies and strong support from the federal govern-
ment of Canada have resulted in the Canadian Coast Guard's leader-
ship in reemphasizing the three pillars of Canada's marine 
environmental emergency response preparedness (Figure 1), and in 
development of a National Marine Spill Response Exercise Program 
(NEP). Exercising the response to a marine environmental emergency 
is not new; government and industry have participated jointly and 
separately in such exercises in the past. However, a consistent program 
of exercises did not exist on a national basis. NEP's purpose is to ensure 
the marine spill response preparedness of Canada's response commu-
nity through exercising the response arrangements of its contingency 
plans. 

Although Canada has legislated standards related to contingency 
planning that require certain segments of the private sector to exercise, 
the participation of the private sector in NEP is not mandatory, simply 
practical. The Coast Guard has the option of making NEP the legislated 
standard for exercising. However, the emphasis has been on improving 
the cost-benefit ratio for exercising through better coordination. 

The Coast Guard's National Marine Spill Response Exercise Pro-
gram provides the framework for organizing, coordinating, and guid-
ing the exercise programs and activities of response communities and 
their members. It is a set of principles, guidelines, and planning tools 
that have been developed by the Canadian Coast Guard to help 

members of Canada's spill response community achieve maximum 
benefit—both individually and collectively—from marine spill re-
sponse exercising. 

Development approach 

A distinction of this program is how it is establishing practical tools 
to enable any response community to implement a coordinated pro-
gram of exercises. 

The National Marine Spill Response Exercise Program is flexible so 
as to meet diverse regional needs (depending on level of risk, geogra-
phy, environmental sensitivity, and industrial activity). Yet the pro-
gram also seeks consistency, to ensure that the level of marine spill 
response preparedness across Canada is equitable. 

A further distinction is the NEP emphasis on building partnerships. 
The emphasis in Canada's overall approach to renewing its response 
regime is the establishment of partnerships among those involved in 
preparedness, including federal agencies, industry, provinces, and 
others. NEP itself is the result of extensive consultations with the 
communities in each region of Canada. Its development was a coopera-
tive effort that involved several hundred members of Canada's re-
sponse community. The following principles guided the program's 
development and continue to provide its foundation. 

^ r PLANNING ^ ^ ^ 

EXERCISING TRAINING 

Figure 1. The "three pillars" of response preparedness 
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Community approach to exercising. Marine spill response exercis-
ing aims to incorporate the same cooperative management approach 
among response community members that would occur during the 
response to a spill. The targeted level of exercising is established by the 
community as a whole. Once determined, members work cooper-
atively to achieve this level. Exercises are scheduled to maximize the 
frequency and the degree of community involvement. Finally, exercise 
costs are shared fairly and equitably among community members. 

Progressive development of response preparedness. The response 
community's preparedness is built progressively through simple, dis-
crete exercises, which focus on a limited number of measurable, 
achievable objectives. The community develops its response capability 
and exercise experience levels in a gradual, logical fashion, starting 
with task-oriented operational exercises, building to discrete func-
tional and then combined functional exercises. 

Identifying and sharing exercise lessons learned. All marine spill 
response exercises are evaluated and the lessons learned from them are 
documented and acted upon by participants. NEP holds that the 
critical learning from individual response community exercises must be 
shared with other communities, to improve our overall level of re-
sponse preparedness. 

Considering these principles, this initiative has resulted in the devel-
opment of the four tools intended to support any response community 
in the establishment of a consistent and coordinated program of exer-
cises. These tools reflect the best of Canada's experience in marine spill 
response exercising. The four tools, detailed in the subsequent sections 
of this paper, are a Program Guide, an Exercise Planning & Evaluation 
Guide, a wide-area exercise information management system, and a 
training course for exercise managers. 

Result: a Program Guide 

The Program Guide describes the overall framework of the National 
Marine Spill Response Exercise Program. It is generic—intended for 
use by the members of any response community. The Program Guide 
defines the term response community as "a group of organizations and 
individuals who would naturally come together to respond to a marine 
spill." This definition is intentionally broad, to include any organiza-
tion or group of individuals who could provide tangible benefit to the 
ultimate success of a spill response. 

NEP recognizes that the response community is actually layers of 
communities, analogous to the tiered approach to the response to a 
spill. Any organization that maintains a contingency plan forms the 
core of a community. The Program Guide describes these generic 
levels as in Figure 2. 

The shading of each level in this diagram reflects the extent of the 
coordination required with other response community members. The 
contingency planholder should conduct exercises that involve only 
personnel internal to the organization, facility, or site. The next con-
centric layer, organizations cited in the plan, involves exercises with 
those organizations and individuals cited in a contingency plan (such as 
response organizations, environmental agencies, and the Coast Guard). 
Because these organizations may need to exercise with more than one 
planholder, any exercise that seeks to involve these organizations must 
be coordinated and scheduled with the response community. 

Exercises involving members from the outer two levels, the area of 
common risk and resources and the broader geographic region, are 
defined as community exercises, and involve greater coordination and 
cooperation. At these two levels, several organizations or planholders 
come together as equals, to cooperatively plan and execute a marine 
spill response exercise. The objectives of the exercise are determined 
and agreed to collectively by the group instead of by a single organiza-
tion. It is critical to note that NEP promotes simple, focused exercises. 
Although response community exercises are a group effort, they need 
not, and should not, be elaborate, major events. 

The response to every marine spill will involve some segment or level 
of the response community. Consequently, NEP maintains that contin-
gency planholders should exercise their contingency plans through 
each of the levels with which they might have to interact in the event of 
a spill. 

Figure 3 describes the differences in the focus of exercises at each of 
the four response community levels. 

Further to the definition of the response community structure, the 
Program Guide provides a description of the associated roles and 
responsibilities. To maintain a response community exercise program 
three roles must be defined. 
1. The exercise coordination committee, which is responsible for es-

tablishing a target level of exercising, coordinating the members' 
exercise activities, and monitoring and disseminating information 
related to the community's progress toward improving its response 
preparedness. 

2. The focus organization, whose responsibilities include acting as 
chair for the exercise coordination committee and providing general 
administration, including the management of the community's in-
formation management system. A focus organization is required for 
each response community level. In Canada, this role is fulfilled by 
the Canadian Coast Guard at each community level. 

3. The response community member, which, as a participant in the 
program, must maintain an internal exercise program, take part 
actively in the exercise coordination committee, and provide finan-
cial support for and participate in the response community exercise 
initiatives. 

Internal Exercises 

Community Scheduling 

^ * Community Exercises 

Figure 2. Generic response community levels 
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Level A—Common Geographic Region 
• Several response management teams involved in all capacities 

responders, controllers, and evaluators) 
• Catastrophic spill scenario threatening national interest and 

requiring interregional cooperation and coordination 
• Sponsored, initiated and led by government agencies 
• Combined management exercise involving several functions and 

locations 
• Low frequency due to long planning horizons 

Level 3—Area of Common Risk & Resources 
• Spill scenario that reflects an incident of significant risk and scope within 

the area 
• Larger scale or more complex operational exercises, especially equipment 

deployment and operation 
• Combined management exercises involving multiple primary response 

functions 
• Involves response management teams of more than one organization 

acting as responders 
• Planning, control, evaluation roles may be filled by different community 

members 
• Frequency might be annual or even less often but predetermined and 

jointly agreed to by the community as a whole 
• Might displace some Level 2 exercise activities by individual organizations 

Level 2—Organizations Cited in the Contingency Plan 
• Spill scenarios that will trigger a call for outside assistance and resources 
• First practical level of response community exercise application 
• Operational exercises aimed at initial response actions and equipment deployment 
• Adds limited-scale management exercises of one or a few key primary response 

functions 
• Involves some or all response management team members and appropriate 

representatives of outside organizations in person 
• Highest frequency of management exercise 

Level 1—Contingency Planholder 
• Spill scenarios that are focused on smaller, higher probability, operational spills 
• Operational exercises oriented towards emergency operating procedures, initial response 

actions, and on-site equipment readiness and deployment 
• Involves designated initial response personnel madeup of on-site and onboard operating and 

supervisory personnel 
• Internal to a single organization 
• Management exercises involve roleplaying of outside agencies 
• Frequency should be regular, predetermined and highest of all response activities 

Figure 3. Exercise priorities according to response community level 

In summary, the Program Guide provides a framework for the 
coordination of the wide number and range of marine spill response 
exercises conducted within a response community. The next result of 
the NEP initiative, the Planning & Evaluation Guide, focuses on 
establishing a common approach and lexicon for the conduct of individ-
ual exercises. 

Result: a Planning & Evaluation Guide 

The purpose of this guide is to help any organization—whether or 
not the organization is participating in NEP—to plan, conduct, and 
evaluate marine spill response exercises. Notwithstanding this specific 
purpose, the concepts, approach, and guidance provided in this docu-
ment can have application to all types of emergency preparedness 
exercises. 

The Planning & Evaluation Guide first provides a framework and a 

lexicon for exercises. The guide then describes a project management 
approach to completing an exercise. The approach guides exercise 
managers from the identification of exercise priorities, through the 
planning and conduct of an exercise, to ensuring that the lessons 
learned from the exercise are acted upon. 

Related to the framework for exercises described in the Planning & 
Evaluation Guide, reference was made previously to the three pillars of 
response preparedness: planning, training, and exercising (Figure 1). 
It is important to note that training and exercising are distinct functions 
of preparedness and should be differentiated. While training is princi-
pally concerned with providing an individual with specific skills and 
knowledge, exercising provides a means to review the use and integra-
tion of individuals, organizations, equipment, and procedures. NEP 
has defined exercising as "a structured activity that requires people to 
solve problems, take actions, or make decisions in a team setting, as if 
they were responding to a spill into the marine environment." 

The primary goals of exercising, as defined in the Planning & Eval-
uation Guide, are to identify improvements to contingency plans and 
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Incident Management 
Strategy Development 
Equipment Deployment Readiness 
Fishery Protection 
Vessel Casualty Response 
Alternative Actions: Chemicals 
Logistics 
Public Affairs/Media Relations 

Figure 4. Primary response functions 

other reference materials, response training programs, spill response 
techniques and procedures, and the exercise program itself. 

With this definition and these goals, NEP has defined two broad 
categories of exercises: operational and management. Operational 
exercises focus on the competent, safe, and timely performance of an 
individual task or group of closely related tasks. Operational exercises 
are characterized by a focused, limited scope; a practical, hands-on 
and task-oriented approach; involvement of on-site operational per-
sonnel at a single facility or site; and no incident scenario or script. 

Management exercises, on the other hand, are aimed at developing 
the organization's ability to identify, mobilize, direct, and sustain the 
personnel and resources required to respond to a marine spill. Man-
agement exercises are characterized by emphasis on seeking and eval-
uating information, identifying and prioritizing key issues, solving 
problems, allocating scarce resources such as people and equipment, 
making decisions, and developing strategic and tactical plans of action. 

NEP has segmented the incident response management into 17 
primary response functions that can be directly related to management 
exercises. This listing is provided in Figure 4. It is not intended to be all-
inclusive, but is considered to address the majority of functions that 
comprise the management of an emergency response. 

NEP promotes the exercising of each primary response function 
individually, referred to as functional exercises. Once personnel have 
demonstrated competence in managing individual primary functions, 
then several functions should be combined, to assess management's 
ability to integrate these functions. When viewed with operational 
exercises, this progression forms a building-block development of re-
sponse preparedness, as depicted in Figure 5. 

With the framework and lexicon for exercises defined, the Planning 
& Evaluation Guide then details the project management approach 
toward undertaking an exercise. "Project management is defined as 
the planning, organizing, and managing of tasks and resources to 
accomplish a defined objective, usually within time and cost con-
straints." 

Figure 6 depicts the stages and linkages involved in completing an 
exercise. The Planning & Evaluation Guide details the tasks required 
to complete each of the defined stages. Every marine spill response 
exercise will require some level of effort at each stage. 

A strength of the Planning & Evaluation Guide is the integration of a 
structured evaluation methodology into the exercise development 
process. Considerations about the evaluation of the exercise are intro-
duced at Stage 1, with the establishment of exercise objectives. The 
Guide follows the evaluation through the writing of an objective eval-
uation report, to the establishment of an action plan for the recommen-
dations made in this report. 

In support of this evaluation methodology, the Planning & Evalua-
tion Guide is supplemented with sample evaluation forms for each of 
the 17 primary response functions NEP has defined. In addition, 
sample forms are provided for three operational exercises (vessel light-
ering, skimmer operation, and boom deployment). 

The sample evaluation forms are examples for use by the evaluation 
team, as a starting point in the development of exercise-specific evalua-
tion forms. They are intended to be modified and augmented to suit the 
needs of the exercise. These forms can also be used as models in the 
development of evaluation forms for primary response functions and 
operational exercises not yet defined by this program. 

Each evaluation form has four basic parts: an objective, briefly 

OPERATIONAL EXERCISES 
Rssponss T a s k s 

M A N A G E M E N T EXERCISES 

Functions 
Functional COmtohtmdt 

ACTIVATION 

Notification 

AJerting 

Mobilization (Team Assembly) 

EQUIPMENT 

Confeinment boom deployment towing & recovery 

Defensive boom deployment 

Skimmer operation 

SAFETY A SECURITY 

Small boat operation 

Site evacuation 

HAZMAT assessment & identification 

Ch 1 I 

D 

1 i 

1 

1 

1 

Single 
targeted 
function 

More than one 
targeted function 

Figure 5. The building-block approach to exercises 
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STAGE 1 

Establishing priorities 

STAGE 2 

Planning the exercise 

STAGE 3 

Identifying exercise personnel 

STAGE 4 

Designing the exercise 

STAGE 5 

Planning the evaluation 

STAGE 6 

Preparing 1er the exercise 

STAGE 7 
Conducting the exercise 

STAGE 8 
Evaluating the exercise 

STAGE 9 

Learning from the exercise 

Figure 6. Exercise deve lopment f lowchart 

summarizing the result expected in assessing each function; subobjec-
tive, identifying discrete and measurable aspects of a specific function; 
criteria, giving the key actions the responders should perform in order 
to achieve the functional objective; and evaluator's notes, providing 
guidance to the evaluator to support the capture of specific information 
(such as, times, organizations contacted, and reference material used), 
to guide the assessment of the response. A sample evaluation form is 
illustrated in Figure 7. 

Result: an information management system 

The principle of identifying and sharing lessons learned from exer-
cises is one of three principles that form the foundation of this program. 
NEP holds that the key lessons of individual response community 

exercises should be reviewed and shared to improve overall response 
preparedness. 

To facilitate the sharing of exercise information, NEP is developing a 
wide-area information system. The system parameters listed below 
were defined through consultation with a cross-section of the response 
community in Canada. 

• Users must have selective, direct access to specific information 
that relates to their needs. 

• Users must be able to trace information contained in the system 
back to its original source to get additional data about a particular 
exercise or learning from that exercise. 

• The system must be able to serve as an archive of exercise-related 
information. 

• The system must be user-friendly, to encourage response 
community members to provide relevant information. 

• The system must be dedicated to NEP and based on the program's 
framework and lexicon. 

Objective 

1 To evaluate the 
1 organizations ability 

1 to co-ordinate the 
1 development and 
1 distribution of clear, 
1 accurate and timely 
1 information for the 
1 public and the media 

Sub-Obiective 

To deal effectively 
with conflicting, 

inaccurate, 
incomplete, or 
misleading 
information. 

Evaluation Criteria 

1. A spokesperson was designated. 1 

2. Background information kits were 1 
prepared and distributed. 1 

3. The organization was proactive in 1 
providing the media with 1 
information 1 

4. Public representatives, media and 1 
special-interest groups were given 1 
appropriate access to the incident 1 
site and response management. 1 

5. etc. 1 

Figure 7. Sample objective, sub-objective, and evaluation criteria from the public affairs/media relations primary 
response function 
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Executive Summary 
Summarizes overall findings and observations 

1 . Overview of Exercise Objectives and Design 
Briefly describes the exercise objectives, targeted functions and basic design. 

2. Evaluation Technique(s) and Criteria 
Describes the technique(s) (e.g., self, peer or independent evaluation) and the major 
evaluation criteria used. 

3. Assessment of Exercise Objectives 
A critical appraisal of the exercise objective or targeted response functions. 

Findings 

Specific 
Observations 

Conclusions 

Summary statement describing a key learning. 

Observed decisions and tasks noted during the exercise by 
responders, evaluators and controllers that directly support the 
finding. 

Assessment of the impact of the finding on overall achievement 
of the objective and evaluation. 

Recommendations Description of corrective or follow-up action required to improve 
marine spill response preparedness. 

Repeat for each objective or function. 

Assessment of Exercise Design 
A critical appraisal of the design, process and execution of the exercise. Use the 
same format for each key finding related to the exercise design: 
é Findings 
é Specific Observations 
é Conclusions 
4 Recommendations 

Appendices or Attachments 
May or may not be required. 

Figure 8. Outline of the exercise evaluation report 

• The information maintained by this system must be made avail-
able to all members of the response community, either directly or 
through a focus organization such as the Coast Guard. 

The source of the information maintained by the system will be the 
formal evaluation report that is produced for every community exer-
cise. Figure 8 gives the outline of NEP evaluation reports. The lessons 
drawn from an exercise will be in Section 3, Assessment of Exercise 
Objectives, and Section 4, Assessment of Exercise Design. 

If information is judged nonproprietary, it can be considered for 
dissemination. However, before information can be shared beyond the 
immediate exercise participants, it must be prioritized according to its 
value to others. Some information will be useful only to the participat-
ing organizations and need not be distributed beyond this group. Other 
information might have value beyond the immediate community. In 
this case, the degree of benefit and the extent of its value (local, 
regional, or national) must be determined. 

The community's exercise coordination committee is responsible for 
determining which information will be shared. When passing informa-
tion along to other communities, a minimal amount of tombstone data 

should be included to enable participants to trace the information to its 
source. 

Figure 9 provides an overview of the information-sharing process. 
Sharing exercise information and lessons learned will be a regular and 
vital link among the various response communities. Not only does it 
provide to response community members an excellent source of infor-
mation on exercising, it also links members in a cost-effective, results-
driven, and community-initiated way. In other words, it makes the 
achievement of the goals of the National Exercise Program possible. 

Result: a training course 

NEP also includes a training course for exercise managers. The 
course is intended to provide members of the response community 
with the skills and knowledge to plan, design, conduct, evaluate, and 
learn from exercises in support of the National Marine Spill Response 
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Key Information and 
Laamlnçs lûentifted 

Preparation of Exercise 
Évaluation Report 

Exercise 
Program 

Response 
Training 

Response 
Techniques 

Proprietory 
(No Further Distribution) 

Contingency 
Planning 

Proprietary 
or 

NonProprietary 

Local Significance 

Regional Significance 

National Significance 

Shared Arnoðá Participants 
and Local Response 

Community Members 

T O M B S T O N E DATA 
•Date 
• Locations(s) 
• Participant(s) 
• Type of Exercise 
• Objective^) 

Entered, Stored and 
Disseminated to 

Regional Response 
Community Members 

Entered. Stored and 
Shared at National 

Response Community Level 

Figure 9. Exercise program information flow 

Exercise Program. Like the Planning & Evaluation Guide, the princi-
ples, concepts, and approach to exercising provided in this training 
course can apply to any exercise activity. 

As outlined in Figure 10, the training course has been developed in a 
modularized format, in which the job of exercise manager has been 
segmented into six discrete duties with associated tasks. Some of these 
duties are directly related to the stages of exercise development (Fig-
ure 6) described in the Planning & Evaluation Guide. 

Course modules can be taught separately, allowing the course to be 
modified to meet the needs of a specific audience. For example, the 
evaluation and the planning and design modules could be selected to be 
delivered to persons who would simply be supporting the conduct of 
community and internal exercises. 

The exercise manager training course plays a critical role in main-
taining the cohesiveness of the National Marine Spill Response 
Exercise Program and the consistency of the approach to exercises 
conducted under NEP's umbrella. 

Conclusions 

Canada has developed tools to guide the conduct of exercises and the 
establishment of a marine spill response exercise program in any 
response community. The results of this program were achieved 
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Duties 
I Program 
I Representation 

I Exercise 
I Project 
I Management 

I Exercise 
I Planning & 
I Design 
I (stages 1-4) 

I Exercise 
I Preparation & 
I Conduct 
I (stages 6 & 7) 

I Exercise 
I Evaluation 
I (stages 5 & 8) 

I Learn From the 
I Exercise 
I (stage 9) 

Tasks | 
è 

è 

é 

è 

é 

è 

è 

è 

è 

é 

é 

é 

4 

é 

è 

é 

4 

è 

è 

è 

è 

è 

è 

é 

understand the principles, structure, function and roles of the program 1 
establish and maintain an internal exercise program 1 
participate in the establishment of the community exercise program 1 
identify exercise priorities for the internal organization and for the 1 
community 1 
understand the function of, and participates on the exercise co- 1 
ordination committee 1 
co-ordinate internal exercise schedule with that of the community 1 
maintain or support the exercise information management system 1 
understand the nine stages of exercise development and the 1 
associated tasks 1 
estimate the timing and costs of exercise development stages 1 
establish a detailed work plan for exercise projects 1 
identify the tasks within each development stage 1 
monitor, track and, as required, adjust project schedules and costs 1 
identify exercise priorities 1 
determine and limit exercise objectives 1 
select the type of exercise and the broad parameters that will allow for 1 
the achievement of the objectives 1 
set a target date for the exercise 1 
confirm the total budget available and the costing method that will be 1 
used to estimate and track expenses 1 
staff the exercise organization inclusive of the Design, Control and 1 
Evaluation Teams 1 
produce a comprehensive exercise design and to communicate it to 1 
the exercise organization 1 
complete all logistical arrangements required to support the conduct of 1 
the exercise 1 
ensure that the conduct of the exercise focuses on the exercise 1 
objectives, involves all participants, and follows the exercise script 1 
plan evaluations in parallel with and to complement the exercise 1 
design 1 
plan the evaluation process for the exercise in concurrently, and in 1 
consultation with the exercise design team 1 
produce an evaluation that relates directly to the exercise objectives 1 
and that participants consider accurate, thorough, objective, fair and 1 
credible 1 
ensure that the recommendations from the exercise lead to tangible 1 
improvements in the organization's level of preparedness for marine 1 
spill response 1 

Figure 10. Exercise manager duty and task list 

through extensive consultation with a significant cross-section of 
Canada's marine spill response community. The program's approach 
focuses on multiplying the benefits from exercising by establishing 
a cooperative rather than a regulatory program. The program is also 
addressing the need to establish a consistent and improved level of 
preparedness nationally, while accommodating the diverse needs of 
the various regions within our borders. 
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