參加「APEC exercise management workshop」報告

壹、前言
本研討會由亞太經濟合作會議（APEC）、亞洲災難準備中心（ADPC）及澳洲政府之農漁林部共同主辦，課程為期5天，以講師授課、小組討論、小組報告及邀請貴賓演講之方式進行，並分組進行演習設計作為練習。

其中ADPC為一國際非營利組織，主要關懷亞太國家之社區安全及永續發展，透過相關課程及專案，致力於降低緊急災害所造成的影響；該組織分有7個部門，工作成員來自20餘國；本研討會係由其「公共衛生緊急應變部門」主辦及擔任幕僚。

我國為APEC之會員體之一，以「中華台北」為名，故受邀指派1名代表參與本研討會，後主辦單位因考量名額尚許可，同意我國加派1人，合計我國共指派2名代表參與。本研討會課程不收費，僅需由各會員體自行負擔交通、住宿、膳雜等費用。
貳、目的
本研討會的宗旨在於強化各APEC會員體，設計、執行及評估緊急管理演習的能力，進行方式是由各會員國之代表成員分組完成一個「與動物及人類健康相關議題」之演習設計。

目的如下：

1. 獲得執行演習所需的技巧及知識。

2. 演練執行演習所需的的技巧及知識。

3. 提供各會員體在執行演習時可使用的資源。

本局指派2名代表參與本研討會的目的，在於承襲已有的演習知能及經驗，系統性地學習設計/規劃演習的專業知識，並吸收其他國家的演習經驗，亦期望利用本研討會向專家請教當前演習規劃所面臨之各項疑惑。

就目前業務而言，可應用於日後之流感大流行演習，另相關演習知能亦能視情況應用於其他演習。

參、會議行程及內容
1、 行程
1. 參與本研討會的行程自96年4月29日至5月5日，含路程共7日，其中研討會為期5天（4月30日至5月4日）；會議地點均在泰國曼谷的Grand Mercure Fortune Hotel。

2. 第4天晚上主辦單位於湄南河遊艇上安排farewell party。

2、 參與者
1. 會員體國家：泰國、越南、中國、香港、中華台北（台灣）。

2. 觀察員國家：智利、墨西哥、美國。

3. 其他參與人員所代表單位：Asian Disaster Preparedness Center（ADPC）、Disaster Risk Management and Disaster Response CARE, Asia Regional Management Unit、International Rescue Committee (IRC)、Kenan Institute Asia（KIAsia）。
4. 開閉幕式貴賓：
(開幕式由Dr. Luis Jorge Perez-Calderon副執行長、Mr. Chirawat Khemsawat副部長及Mr. William Paterson大使致開幕詞，並介紹整個研討會的安排。開幕儀式後，全體合照。
(閉幕式由Dr.Luis Fernando Liera Gutierrez獸醫教授代表學員致謝詞，復由講師Dr. Tony Callan進行總結及所有學員發表感言；最後由Dr. Somsak Chaiwat副組長及Dr. Krasae Chanawongse執行長致閉幕詞，並由Dr. Krasae Chanawongse執行長逐一發與結業證書。閉幕儀式後，全體合照。

(開閉幕式貴賓資料如下表。

	開閉幕
	姓名
	服務單位
	職稱

	Opening
	H.E. Mr. William Paterson
	澳洲大使館（Ambassador Extraordinary and Plenipotentiary）
	澳洲駐泰大使（Australian Embassy）

	
	Dr. Luis Jorge Perez-Calderon
	亞洲災難準備中心（Asian Disaster Preparedness Center）
	副執行長（Deputy Executive Director）

	
	Mr. Chirawat Khemsawat
	泰國家畜發展部（Department of Livestock Development）
	副部長（Deputy Director General）

	Closing
	Dr. Somsak Chaiwat
	泰國衛生部 疾病管制局

流感中心（Office of Influenza Program, Department of Disease Control, Ministry of Public Health）
	副組長

（Deputy Director）

	
	H.E. Prof. Dr. Krasae 
Chanawongse
	亞洲災難準備中心（Asian Disaster Preparedness Center）
	執行長

（Chairman）


3、 課程大綱
	時間
	4/30
	5/1
	5/2
	5/3
	5/4

	8:30-10:00
	Opening Ceremony
	Exercise Design
	Exercise Planning
	Preparation for Group Presentations
	After Action Review

	10:10-12:00
	Workshop Introduction
	Exercise Design-Guest Speaker
	Exercise Documents
	
	Exercise Examples-Guest Speaker

	13:00-15:00
	Exercise Management Overview
	Exercise Design
	Exercise Control
	Group Presentations
	Workshop Evaluation

Closing Ceremony

	15:10-17:00
	Exercise Experiences
	
	After Action Review
	Group Presentations-Debrief of Presentations
	

	17:00-17:30
	Participant feedback
	Participant feedback
	Participant feedback
	Participant feedback
	


4、 講師
1. 課程講師
	姓名
	服務單位
	職稱

	Mr. Tony Callan
	澳洲農漁林部（Dept of Agriculture, Fisheries and Forestry）
	Emergency Preparedness Manager

	Mr. Frederick John Abo
	亞洲災難準備中心（Asian Disaster Preparedness Center）, PHE
	Technical Manager


2. 演講貴賓
	姓名
	服務單位
	職稱

	Dr. Koji Nabae
	聯合國系統流感合作會議（UNSIC）Asia Pacific Regional Hub
	Avian and Human Influenza Coordinating Officer for Asia-Pacific

	Ms. Mary Henderson
	聯合國兒童基金會（UNICEF）East Asia and Pacific Regional Office
	Avian and Pandemic Influenza Focal Point

	Mr. Jim Hopkins
	Kenan Institute Asia (Public Health Program)
	Public Health Manager

	Dr. Keith Holtermann
	美國健康與人類服務部（U.S. Department of Health & Human Services）, Office of the Assistant Secretary for Public Health Emergency Preparedness
	Special Assistant


5、 重要課程內容
（一）演習規劃總架構
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Figure 1: The Exercise Management Model





(演習流程：釐清需求-分析需求-演習設計-演習執行-演習報告-演習考評

（二）釐清需求（Identify the need）

(先問自己，為何執行演習，以及演習將帶來什麼效益。

（三）分析需求（Analyses the need）

(以利決定宗旨（purpose）及目的（objectives）。

（四）演習設計（Design the Exercise）

1. 宗旨（Purpose）
· 一個演習只有一個宗旨。

· 大方向：a general and broad statement of intent which sets an overall direction for the exercise。
· 具體：should be begin with a verb and be positive, clear, concise, achievable & measurable。
· 正向描述：Statements of Purpose should be positive (avoid using the word NOT), and should require an activity。
· 找出可能限制宗旨的因素（factors[limitations and considerations]）。
- 可能包括：想定、時機、規模、場地、人員、機構、經費、設備、工作權責、氣候、大環境條件、行政配合、後勤資源、法規。

2. 目的（Objectives）
· 「目的」用來描述希望藉由演習達到的結果。

· 一個宗旨可以發展出多個目的。

· 每個目的可以延伸出多個「執行方法（Performance Measures）」：
· 是檢驗演習成果是否達至「目的」的方法，也是讓演習成功完成的關鍵。
· 一個好的PM可以區分成三個元素：Action, Condition, Standard。
3. 範圍（Scope）
· 確認演習究竟要到怎樣的規模是很重要的，演習範圍的界定要具體，「範圍內（include）」及「範圍外（not include）」都要具體呈現。

· 重要提醒：應避免演習範圍漫無目的地延展（scope creep）!!! 
4. 形式（Type）
· 討論型演習（Discussion Exercises）
· 沒有角色扮演及虛擬實境。

· 使用時機：當演習主題尚未有SOP時，藉以形成共識。
· 包含3種方式：Hypothetical、Table-top（兵棋推演）、group。
· 功能性演習（Functional Exercises）
· 有角色扮演及虛擬實境。

· 使用時機：當演習主題已存在有SOP；按表（SOP）操課，藉以檢討與補足SOP或察覺到的gap。
· 通常在測試命令流（Command post）及溝通管道。

· 田野演習（Field Exercises）
（1） 技術演練（Drill）（小規模）：針對小型技術之演練。

（2） Large-scale/Full-scale（大規模）：參與人數與層次較多。
5. 參與人員（Participants）
應該清楚描述參演人員及層級等，尤其應確認參與人員符合演習範圍。
6. 想定（Scenario）
· 要有一個general ideals與多個specific ideals。
· General Idea：設定大環境的疫情背景，資訊要足夠讓參與人員在演習前進行準備。
· Special Ideas/exercise serials/narratives/input（發布狀況）
· 提供演習狀況予演習人員，假定這些狀況真實發生時，其反應為何？ 

· 可採各種方式： 口頭, 書面, 表演, 廣播…等皆可。
7. 演習規劃（Exercise Planning）
（1） 演習規劃小組（Exercise Planning Team）：參酌ICS的架構精神，用以設計、執行及評估演習。
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（2） 演習相關會議（Exercise Meetings and Conferences）
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	演習相關會議
	會議目的
	會議資料(input)
	會議產出（output）

	Concept Development Meeting
	· Agree and consider the broad exercise concept

· Consider the need to conduct an exercise
	· Exercise scoping documents
	· General agreement on the exercise concept

· Information to draft the Exercise Plan

	Initial Planning Meeting
	· Agree on exercise details, such as purpose, objectives, scope, participants, draft scenario etc
	· Draft Exercise Plan
（一般計畫）
	· Broad agreement on the exercise details and sufficient guidance to refine the Exercise Plan

	Mid Planning meeting
	· Endorsement of the Exercise Plan

· Agree on exercise management arrangements
	· Exercise Plan

· Draft Scenario Documents（想定）
	· Management of issues that arise during the design phase

	Final Planning Meeting
	· Review all exercise planning and confirm that planning is complete

· Validate scenario and document
	· Completed Scenario Documents
	· Identify outstanding issues and allocate responsibility for resolution

	Post Exercise Meeting
	· Finalise the exercise and related activities

· Review the draft Exercise Evaluation Report
	· Debrief Minutes

· Draft Exercise Evaluation Report（指裁計畫）
	· –Exercise Evaluation report

· –Guidance on implementation of recommendations
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演習相關文件 (Exercise Documentation)
	演習文件
	描述

	Exercise scoping documents
	assist you to answer the question of ‘Why do we need to conduct an exercis contribute towards the authority to conduct an exercise?’

	Meeting Agenda & Minutes
	a valuable record for evaluation, reflection and guidance on the conduct of future exercises 

	Exercise Plan
	•Introduction
•Exercise Format

•Program of Activities

•Exercise Control

•Exercise Evaluation

•Administration

•Attachments

	Detailed Scenario Documentation
	•General Idea
•Special Idea

•Master Schedule

•Exercise Inputs

•Checklists and forms

	Exercise Instructions
Post Exercise Report
	•provide sufficient information to allow individuals/organisations to participate in the exercise.
•What was planned
•What was achieved

•Why did it happen (evaluation summary)

•What can be done (Recommendations)


8. 演習架構（Exercise Directing Staff）
（1） 討論性演習（Discussion Exercise）之演習控制小組（Exercise Control Team）
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功能性演習（Functional Exercise）之演習控制小組（Exercise Control Team）
· 視演習的規劃決定是否需要副指揮官。
· 需預先決定每個小組之人數或機構數。

（3） 田野演習（Field Exercise）之演習控制小組（Exercise Control Team）
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（五）執行演習（Conduct the exercise）

1. Pre exercise activities：

需進行前置作業，以卻確保演習能順利進行，包括測試ICT：

資訊（Information）、溝通管道(Communication)、技術(Technology)。

2. Briefings：類似演習前的「說明會」，採書面或口頭的方式皆可。用意在於讓參與人員清楚演習的進行方式、規則及他們所應扮演的角色，Briefing的內容應包括SMEAC（Situation, Mission, Execution, Administration and Logistics, Command and Communication）。

3. Starting the exercise：正式開始演習前，應最後確認ICT已到位、向與會人員最後確認演習進行方式、將模擬的意外狀況/道具/演習人員/支援人力等就定位，最後告知演習統裁官所有前置作業皆已就位，可以在設定的時間宣布演習開始。

4. Managing the exercise
-「演習」只是演習，必須在文件中註記足以辨識的標示。

-要有暫停演習的計畫。
5. Finishing the exercise
宣布演習結束是演習控制的重要活動之一。
（6） 演習報告（Debriefings）

Debriefings在演習一結束就應進行（hot debrief），所有的演習參與人員及幕僚人員皆應參與Debriefing，而Debriefing包括二部分，針對演習參與人員及針對演習幕僚人員。Debriefing的內容亦應包括SMEAC （Situation, Mission, Execution, Administration and Logistics, Command and Communication）。

（七）演習考評（Evaluate the exercise）

演習結束後約一個月內，應召開After Action review(AAR)會議，檢視目

的達致度、優缺點、收集可行策略…等，這是演習完美結束的關鍵。

6、 演講內容
（一）4月30日

1. Dr. Jim Hopkins分享美國於2007年3月舉辦為期2天之流感大流行phase 3-6的演習。本演習為跨國演習，共有6個國家及很多NGO參與，以Table-top方式進行。其中Table-top分成Discussion 與Functional兩種；第1天上午採Discussion，先針對可能疫情，提出預防方法；第1天下午到第2天上午採Functional，在時間限制內，依所設定的演習情境，提出各種因應措施，如監測，後勤，應變等；第2天下午進行指裁，並討論演習所遇到的挑戰(包括：語言的隔閡，國家邊境之間的管制，大家都不了解SOP…等)。
2. Turkey：Short case study

依過去土耳其之地震監測模式，自1920-1999年的強烈地震，約10年出現一次，發生地點可連成一直線，且依斯坦堡被預期為下一個地震中心。因此，土耳其為因應地震之可能來襲，設立一個專屬機構，該機構之建築係據地震安全性的考量而建造，並於2003年12年進行演習，內容假設因地震導致電子資訊設備無法運作，回歸採人工紙筆作業…等。
（二）5月1日

1. 日本籍的UNSIC Coordinating Officer Dr. Koji Nabae分享在南韓舉辦的亞太地區大型演習的影片，該演習於2006年10月舉辦，共11個家參與，第一階段採functional及drill方式，第二階段採full scale方式。
2. Unicef 的代表Ms. Mary介紹UNICEF Regional Officer for South Asia(ROSA)及Early Warning and Preparedness Unit of EMOPs於2006年1月，在日本政府的大力支持下，共同辦理的流感大流行演習，該演習的目的在於讓各國可以藉以演練及修正準備計畫。並播放演習相關影片供觀看。
（三）5月4日
1. 中國的吳威獸醫師以簡報及影片分享該國進行感染H5N1流感養禽場之撲殺、清場過程。
2. 美國健康及人類服務部的Dr. Keith Holtermann教授以分享該機構辦理流感大流行的演習經驗，說明「The prepardness Cycle」。
-演習的最主要目的在於驗證PPPT：政策（Policy）、計畫（Plans）、流程（Procedure）、戰略（Tactic）。
-演習之前，所有的參與人員均需熟悉所有的政策、流程或需要用到的活動（戰術）。

-後勤資源的配合是規劃及執行演習最困難的一環。

-以3Es來檢視演習成功與否：Efficacy, Effectiveness(在真實環境中是否可行), Efficiency（是否符合成本效益）。

7、 參與狀況說明
（1） 開幕式之自我介紹後，主辦單位簡介研討會的目標及課程，並請所有成員逐一說明自己的演習經驗及對本研討會的期待；本局2位代表先行介紹疾病管制局及第四組之法定執掌及業務任務，並就我國近年來參考軍方經驗，系統性地進行之國際、國內（中央/地方）等流感大流行演習進行簡要分享；並表達期望來此與各國交流與分享演習經驗。
（2） 主辦單位隨機將所有成員分為3個小組，每組成員6-8人。本局2位代表恰巧安排於同一小組，同組其他成員有2名泰國漁業署代表、2名ADPC代表（尼泊爾籍及斯里蘭卡籍）、1名泰國疾病管制局代表、1名泰國Kenan Institute ASIA清邁分局代表（詳細名單如下），另我國農委會代表鄭淑文技正亦為同小組。

	姓名
	服務單位
	職稱

	Dr. Somkiat Kanchanakhan
	Disease Control and Diagnostic Research Unit, Inland Aquatic Animal Health Research Institute(AAHHRI)
	Head

	Dr. Tipprapa Tansirisithikul
	Bureau of General Communicable Diseases

Department of Disease Control, Ministry of Public Health
	Medical Officer

	Ms. Pensri Boontamchouy
	Coastal Aquatic Animal Health Research Institute 

Department of Fisheries (DOF)
	Fishery Biologist

	Ms. Nirmala Fernando
	Asian Disaster Preparedness Center（ADPC）, UDRM
	Project Coordinator

	Mr. Sanjeeb Kumar Shakya
	Asian Disaster Preparedness Center（ADPC）, PHE
	Project Coordinator

	Ms. Ratikorn Khuptarat
	Kenan Institute Asia (Public Health Program)
	Coordinator-Avian Influenza Project


（3） 在進行課程前，講師要求每個小組設定一個代表動物；本局2位代表向同組成員介紹我國2006年流感大流行演習年之演習代號「白鷺鷥系列演習」，小組成員決定以「白鷺鷥」（egret）作為本小組之代表動物；由張員代表向全體報告「白鷺鷥」之命名由來及我國所辦理之「白鷺鷥系列演習」，並展示本局「白鷺鷥三號」之演習紀實及logo。

（4） 課程：

1. 因本小組（Egret）有約各半的衛政及農政代表人員，故演習設計之主題設定為「Influenza outbreak in animals, suspected transmission to human」。

2. 5天課程中，講師保留大量時間進行小組討論、報告及討論/分享，各小組皆被要求針對每個主題進行報告；本局2位代表多次代表所屬小組進行報告，並與其他小組討論交流。

3. 每天課程之後，主辦單位邀集講師及工作人員召開當日檢討會議，各小組成員得自由參與；本局2位代表於5/1主動參與檢討會議，發表訓練心得及提供相關建議。

（5） coffee break及午餐時間為所有成員自由交流時間；本局2位代表利用同桌共餐或coffee break的機會，與其他成員、講師或來賓進行交流及經驗分享，並互換名片，以備需要時可以適時善用此資源進行交流及互動。

（6） 本局2位代表依ADPC之邀請，提供「演習研習營-以流感大流行為例（書本及DVD）」、「白鷺鷥3號-因應流感大流行應變體系處置演習 演習紀實」及「因應流感大流行執行策略計畫（中、英文版）」等3份本局演習相關文件及應變計畫，置於 ADPC reference library供其他人參考或使用。

（7） 結業總報告：

1. 各小組進行整體討論，形成共識，並完成分工。

2. 撰寫書面作業及編製簡報檔案：本局2位代表及農委會鄭技正負責書面報告及簡報檔案之第1-2部分，第3-5部分由其他成員分別完成，最終共同彙整及討論確認之。

3. 口頭報告：張員進行第1-2部分之口頭總報告，第3-5部分由泰國籍及斯里蘭卡籍成員分別報告。

肆、心得及建議
一、心得
1. 本局近年來向軍方學習演習知能、參酌世界衛生組織對於演習規劃之建議，進行多場流感大流行演習，其實已具相當之演習規模；參與本研討會之最大收穫在於系統性學習演習規劃知能，得到全面性架構之概念，更能將過去實務經驗、閱讀心得等多元知能系統性地拼湊及連結，也更能在規劃演習時靈活地運用所知之演習知能。

2. 本次研討會較著重在演習的規劃，至於演習狀況的設定或操作、指裁計畫的擬訂則非研討標的；相較於張員93年派赴美國佛羅里達州參與3天之演習訓練課程，本次研討會的最大優點在於提供學員大量的討論及練習時間，可以及時演練講師所教授的課程理論，並藉由與小組成員的討論，對課程理論有更精闢的瞭解。

3. 本次研討會相當成功地凝聚了所有成員的情誼，成員於課餘時間亦有許多交流，無形中取得流感大流行、演習、公共衛生、緊急應變等議題之國際資源，也強化瞭解其他國家之相關經驗，及取得相關重要文件；未來如有必要，將可以適時與國際間夥伴取得交流。

4. 我國雖以「中華台北」之經濟體名稱參與APEC，惟因本研討會為訓練性質，主辦單位及與會人員皆無政治考量，友善且理解地以「台灣」稱呼我國，並於許多課餘場合，表達對「台灣」之喜愛或嚮往，本局2位代表亦樂於向其他成員介紹台灣，及邀請大家到台灣旅遊或拜訪。

5. 就個人層次而言，參與本研討會亦具有強化英文溝通能力之具體收穫。

二、建議
1. 我國未來在舉辦演習時，如欲邀請國外專家學者觀摩，或有相關演習研討會之課程規劃，可考慮邀請ADPC公共衛生緊急應變部門的成員，因其在緊急應變之議題，累積有相當多的經驗及知能，並與各亞太國家素有互動及瞭解。

2. 此種實務型訓練之收穫豐碩且具體；未來如有機會，建議仍應推派相關人員參與，並可嘗試參與進階訓練課程，以持續提昇我國演習能量。

3. 應持續將所學之演習設計/規劃/評估等知能應用於本局之各項演習。
伍、附錄
一、照片

（一）會場
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（二）開幕式
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（三）課程期間
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（四）總報告 及 farewell party
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（五）結業式
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二、小組作業：演習設計（含WORD檔及簡報檔）

Disease outbreak in animal and suspected human case
1. INTRODUCTION


1.1 Background

· Current situation

A possible threat of influenza pandemic comes from the epidemic spread within fowls caused by influenza A virus subtype H5N1 and the occurrence of human cases.
Because the scope of the virus expands, human exposure to the virus is getting higher and the risk of infection increases.  According to recent evidence, the species barrier of H5N1 virus still exists. In other words, this virus is still fowl adaptive, and it’s not easy to be transmitted from fowl to human. After investigation of human cases, it is found that they mostly inhabited in HAPI-affected areas and had engaged in risky activities which involved close contact with ill or dead fowls, such as butchery, de-feathering or cooking. In a word, the risk of human infection increases.

1.2 Aim (Purpose) of the exercise program

· To evaluate the communication arrangements between Department of Livestock Development (DLD) and the Department of the Disease Control (DDC) under WHO influenza pandemic phase 3. 

1.3 Outcomes / Objectives

· To test communication between health and agricultural department during emergency outbreak.

· To evaluate each department communication plan.

· To evaluate communication facilities in each department.

1.4 Sub Objectives / performance indicators

	Items
	Performance indicators
	Check (Y/N)

	The DLD Director informs the DDC Director as the suspected farms were identified 
	The DLD Director informs the DDC Director as the suspected farms were identified within 24 hours by phone
	

	The DDC Director informs the DLD Director as the suspected H5N1 case were identified
	The DDC Director informs the DLD Director as the suspected H5N1 case were identified within 24 hours by phone
	

	Incidence Commend Center (ICS) Establishment
	Two departments set up Incidence Commend Center (ICS) within 24 hours
	

	Information exchange
	Immediately
	

	Data collection and analysis
	According to the investigation plan
	


1.5 Scope

· On WHO influenza pandemic phase 3.

· Between DLD and DDC

· Focus on communication methods or procedures.

1.6 References

The following documents will form the main references for actions within the exercise.

· National influenza pandemic preparedness plan

· Strategy Plan for Execution of Influenza Pandemic Response

· Mobilization and preparedness plan for influenza pandemic prevention (Battle plan)

· The emergency management plan for avian influenza.

· Business Continuity Plan (BCP)

1.7 Participants

1.7.1 Units: DLD and DDC

1.7.2 Persons: 

· Directors, 

· Staffs of relative division, such as 

· secretariat/administrative officer;

· information center (person);

· IT;

· Data entry operator.

1.8 Roles and responsibilities
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2. EXERCISE FORMAT

2.1 Exercise Name

The exercise is to be known as Exercise Egret “1”.

2.2 Exercise Type

The exercise will be conducted as a functional exercise.

During the exercise participants will work in groups relevant to their identified roles. Scenarios information will be provided to the group throughout the exercise with individuals and groups being required to undertake and complete a range of tasks relevant to their roles. It is anticipated that this will only be achievable through interaction with other groups working within the exercise.

2.3 Scenario (outline only)

2.3.1 General idea: Current situation of HPAI (WHO PHASE 3)

2.3.2 Special ideas:

	Time
	Events

	D day and

D+1 day
	30,000 chickens sudden died in 5 farms in Muang district, Chiang-Mai within 2 days, and the emergency outbreak was informed.

	D+3 day
	One worker of the affected farms felt sick (fever >39℃, cough, muscle pain) and went to the hospital, and the case was informed. 

	D+5 day
	Those affected farms were identified as suspected H5 HPAI farms by PCR test.

	D+6 day
	The worker was also identified as a suspected H5N1 case by PCR test.


3. EXERCISE CONTROL
3.1 Exercise Staff

The exercise will be controlled by the  Exercise Management Team. Appointments within this team are:

Exercise Director

Dr.Somkiat Kanchanakhan

Facilitators


Sanjeeb





Candy





Yang





Cheng





Pensri





Nirmala





Ratikorn





Tipprapa

Observers 


Director of Fisheries





Director of ICT

Media/Visitor manager
CH3, 5, 7, 9, 11, TITV, UBC, BBC, CNN, Reuter




3.2 Briefings

To ensure the success of Exercise Egret “1”, it is essential that all exercise participants and the Exercise Management Team are appropriately briefed on the requirements of their role during the exercise.

Briefings that are required for this exercise include: 

	Date
	Activity
	Personnel

	1 Aug 2007 0900-1200
	Pre exercise briefings
	Egret Executive Management Team

	7 Aug 2007 0900-1200
	Pre exercise briefings and Exercise Briefing, scenario and initial activities
	Exercise participants (Director of DLD and DDC, Chief of ICT section from each department) and  Exercise management team 

	14 Aug 2007 0900-1200
	Exercise Management Team Briefing
	Exercise management team

	16 Aug 2007 0900-1200
	Exercise Briefing
	Exercise participants (All) 

	17 Aug 2007 0900-1200
	Start Exercise
	All are involved


3.3 Documentation

A range of documents are required for this exercise, they include:

Exercise Egret “1” – Exercise plan

Exercise Egret “1” – Joining instructions (Introduction)

Exercise Egret “1” – Exercise Management Team package, which includes:




Master schedule




Facilitator’s Checklists




Sequence of events (Scenario)




Background Information




Inputs and Attachments




Briefing and debriefing guides

Exercise Egret “1” – Debrief Rational

Exercise Egret “1” – Communication Strategy

All documentation is to be treated as confidential. All documentation provided during the exercise, and relating to the scenario, is to be returned to the Exercise Director at the conclusion of the exercise.

3.4 Communication

3.4.1 Participant’s communication

All exercise communication will be confined to the exercise environment and there will not be any need for the participants to communicate with individuals, agencies or organizations outside of the exercise.
Any written communication that is generated as part of the exercise must be clearly marked with the words “EXERCISE ONLY”.

3.4.2 Exercise control communication

Scenario information and inputs will be injected into the exercise by the Exercise Facilitators.
Any communication that is not part of the pre-scripted exercise information is to be cleared by the Exercise Director before it is injected into the exercise.
Any written communication generated by the Exercise Management Team must be clearly marked with the words “EXERCISE ONLY”

3.4.3 Media communication

Communication with the media before, during and after the exercise will be coordinated by Mr. Sanjeeb or Ms Nirmala. A communication strategy has been developed which details arrangements.

3.5 Safety and Security

Safety and security arrangements are required to ensure that access to the exercise is limited to those that are essential for the conduct of the exercise and who have been authorized to attend.

To ensure authorized personnel are identifiable, all participants, exercise staff and visitors will be required to wear appropriately coloured name tags, which will be provided upon registration.

All people attending this exercise will be required to register upon arrival on briefing meeting (Aug 16, 2007) and deregister upon departure from debriefing meeting (Aug 17, 2007).

3.6 Media and visitors

To ensure that any Media or Visitors are not mistaken for exercise participants, all Media and visitors will be identified by appropriately coloured name tags.

Signage is to be placed within the exercise location to direct media and visitors attending the exercise in provided teleconference room at DDC.

3.7 Exercise termination (and exit strategy)

The exercise activities are scheduled to conclude by 12.00 pm on Friday 17, August, 2007. This will be followed by an exercise debrief.

However, should the Exercise Director determine that the exercise needs to conclude prior to this time, all participants and the Exercise Management Team will be advised.

3.8 Exercise debrief

Hot debrief at each department with participants at 12.15-12.30 pm.


The exercise debrief will commence at 2.00 pm, concluding by 3.00 pm and will include all exercise participants and exercise staff at DDC office.

This will not be a full debrief, as the activities of this exercise will continue into Exercise Egret “1”, however it will provide an opportunity for participants to disengage from this exercise and provide valuable feedback that will contribute towards exercise Egret “1”

4. EXERCISE EVALUATION
 

4.1 Purpose of Evaluation

The purpose of evaluation is three fold as follows;

1) To evaluate the response to the developing scenario.

2)  To evaluate the value of the exercise.

3)  To ensure that the aims and outcome of the exercise are achieved.

4.2 Process of Evaluation

The exercise will be evaluated during the exercise and during an exercise debrief at the conclusion of the exercise. Participants will also be provided with the opportunity to provide written and verbal comments subsequent to the exercise.

4.3 Exercise Reporting

A final exercise report will be completed and distributed by the team leader of the exercise.

A full report will be provided to the Director General of Department of Livestock Development and the Director General of Department of Disease Control within two months of the conduct of the exercise.

These reports will be compiled from feedback obtained during the exercise, feedback from participants, facilitator’s reports, the exercise debrief and post exercise reports by evaluators of the Egret Exercise. 

5.  ADMINISTRATION

5.1 Costs / budget 

Costs associated with the conduct of Exercise Egret will be met by the ADPC/DLD/DDC.  A summary of the expected costs are;

· Travel and accommodation costs of members of the Exercise Management Team.

· Establishment of suitable facilities, required to conduct the exercise.

· Acquiring and installing equipment, required conduct the exercise.

· Catering (morning tea, lunch) during the exercise for all exercise participants and Exercise Management Team.

· Etc.,

5.2 Logistical requirements

The exercise will require the establishment of a venue to simulate components of the DDC and DLD and a suitable area for controlling the exercise.

All venues and equipment will need to be in place prior to the commencement of the exercise. This will be coordinated by the EGERT Team.

5.3 Travel & accommodation

As the exercise will be conducted in each department (DDC & DLD), it is not expected that there will be any travel or accommodation requirements for participants to attend the exercise. However, briefing and debriefing meeting will be at DDC office.

In the event that exercise facilitators are required to travel then this will be coordinated by ADPC, consultation with the individual involved. 

5.4 Catering

Morning tea and lunch will be provided for all participants and the exercise management team at their respective exercise venue.

The cost of morning tea and lunch will be met by ADPC.
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