Basic Evaluator / Data Collector Instructions

General Instructions
	Welcome!


	Your role is to observe and document what happens today and, if you can, evaluate.


Today we have observers with different levels of experience, from expert observers to first-time observers. 
[image: image1.wmf]The form is a data collection instrument and a guide that lets you communicate with us regarding the identification of accomplishments and failures in the exercise as well providing suggestions as to how we can better prepare for and respond to future events.  
You want to answer these questions about the emergency responders you see in action today:

· Did they act as planned?

· If not, how far from the plans did they stray?

· How should plans be improved?

Methods:

	· Look


	· Listen (Often much less intimidating for the participants, as opposed to you constantly staring and writing.)
	Ask when it does not interfere with operations or bother the participants: “Excuse me, I’m an observer.  Can I ask you a quick question?”


Get a good view of activities, but avoid getting in the way.
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Not sure about what you see?  So you’re not an expert - don’t worry. Write down the basics and we’ll analyze it later.
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Tired? Bored? It can happen when you observe the same location for a while.  But remember that we’re counting on you to tell us what’s happening there.  So if you want to change, try to:

·  Check in with a lead evaluator if you can.  

·  Trade assignments with another evaluator if you both agree.  

·   If you leave an area unattended for more than 5 minutes, make a quick note with the time on your form.
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Safety: Nothing else is more important.  If you feel unsafe, unwell, or uncomfortable, don’t hesitate to excuse yourself at any time.  If you see an unsafe situation, report it to your supervisor, the lead evaluator, or the Safety Officer.
Questions?  Problems? Contact the evaluation coordinator:

Name: _____________  Cell phone/Location:  __________________________
Form Instructions

Step 1. Review the emergency response documents, including job action sheets, organization charts, floor plans, etc., so that you have in mind the general guidelines that the drill planners expect to occur.

Too detailed?  The detail is due to the great effort that has gone into planning the activities of the emergency responders.  They represent the judgment and planning of very experienced professionals. Please review and study them seriously before proceeding to observe and complete the form.
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Step 2. Record key events and issues as you observe them, recording the following:
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	           Generic Evaluation Data Form

	Task/Activity:
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Time:

	Location:

	(  Issue / ( Strength
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	Recommendation/Comment:




[image: image9.emf]


Good handwriting is more important than good grammar
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Who reads them? We do, and often many days after the exercise, when the memories are not so fresh.  So please take the time to record everything important and help us make sense of all the data.  From your notes and the notes of many others, we will reconstruct what happened, analyze events, and make official recommendations.

All done? Have a last look at your forms and notes.  Is there anything else we should know about?  And be sure to return the forms when you’re done.

SAMPLE Generic Evaluation Data Form
Evaluator Name:      J. Doe        Date:   12/21/2012   
	Task/Activity: Dispense medication
	Time: 11:15

	Location: Dispensing station

	( Issue / ( Strength



	Policy for dealing with unaccompanied minors not clear.

	Staff discussed issue.  Agreed to treat minors as adults for now.

	Recommendation/Comment:



	Clarify policy in advance so line staff not responsible

	for this issue.


	Task/Activity:   Direct patient flow
	Time:  1:40

	Location:   Between stations 4 + 5

	( Issue / ( Strength



	Patients not clear on where to go.  Half going

	to wrong station next and need direction from staff.

	Recommendation/Comment:   Assign task of occasionally reviewing


	patient flow and signage every few minutes.  Initial

	placement of guides and signs may not be correct.


	Task/Activity:  Communicate between stations
	Time:  2:05

	Location:  Exit station

	( Issue / ( Strength    Radio communications network a mess.  Too many


	(about 20) on same channel.   Coordinator decided to switch  

	to using runners instead, which worked better.

	Recommendation/Comment:



	Use separate channels for different

	functions, maybe: Leadership, logistics, medical


Why this form?  The fields in this form correspond directly to the format of the Homeland Security Exercise and Evaluation Program (HSEEP) After Action Report.

More Practicalities
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Be careful about bunching. It might mean you’re distracted and perhaps talking too loud as a group.  It can also make the participants uncomfortable if they think all the evaluators are talking about them!

Socializing is good, but remember what you’re here for.  Of course you are part of the same professional community and it’s important for us all to get to know new people and catch up with old friends.  But sometimes you just have to excuse yourself from a conversation and get back to observing the event.


Other evaluators and observers may be present.  Some are part of an organized group like you, but some are invited more casually by the exercise planners.  Introduce yourself, get acquainted with each other, don’t get territorial, and do coordinate your efforts so the exercise participants get good evaluation data they can use.

If news media are present, you should assume that the agencies organizing the event have specific people prepared to talk to the news media – and it is probably not you!  If a reporter asks to speak to you, and you have not been told by someone in authority that it’s okay, your best bet is to respond, “I wouldn’t be comfortable” or “I’m not the person you want, but let me take you to the Public Information Officer who can answer your questions.”

A hotwash may be held at the end of the event.  This is an immediate debriefing session between players and members of the exercise planning team to discuss their preliminary observations.  This information will inform the After Action Report.  Record the conversation that takes place, and check with your Lead Evaluator if it’s appropriate to participate in the discussion.
You are not a player!  You are an evaluator.  When a problem arises, please don’t be a part of the team that solves it.  Problems occur and these are wonderful opportunities to record how the players came together to overcome the obstacle (or not).  The curveballs that occur during the exercise are not unlike those they will confront during a real activation of their emergency response plan.  Your opportunity here is to observe and record what takes place.  There are exceptions, such as exercises that are meant to be more educational than diagnostic, and expert evaluators may be asked to coach the participants at times.  But don’t assume this, and check before you give major advice.
Diplomacy and Sensitivity
If you can establish friendly contact with the people you’re evaluating, your work will be more pleasant and productive and they will be more receptive to evaluation at this event and in the future.  If they are anxious about your presence, you can remind them that:

· You’re there not simply to find problems, but to help them document things that went surprisingly well, problems that occurred that nobody wants to repeat next time, and clever solutions they came up with that should be made part of the plan. 

· They can use you to document problems they spot – ones they’re not comfortable telling others directly!  For example: state or agency policy and problems their peers or supervisors sent their way.

When they provide information, be an “active listener”: Listen closely, nod, and repeat some of what you have heard to show you understand and to lead the discussion on.

Be attentive to nonverbal communication such as posture and facial expressions: smiles, scowls, staring, eye contact.

What’s important?  What should you record?
Common challenges for evaluators include:

· Error of Leniency: Some evaluators will rate all actions positively.

· Error of Central Tendency: Describe all activities as average to avoid making any difficult decisions.

· Halo Effect: The tendency for an evaluator to form an early impression of an individual or an operation and permit this impression to influence his or her observations.

· Hypercritical Effect: When an evaluator believes that it is his or her job to find something wrong regardless of the players’ performance.

· Contamination: The influence of the evaluator’s knowledge or expectations about certain aspects of the exercise.

Materials

Bring only what is necessary:
· Comfortable multi-layer clothes and practical shoes for full-scale and functional exercises.  For tabletop exercises, wear office-appropriate clothes.

· Essential items provided by the Lead Evaluator, such as: Directions, parking pass, phone numbers

· Medications needed during the day
· Watch and/or cell phone for time-keeping and communications
· Remember, there is rarely a secure “coat check”.
You may receive:
· Identification (often a special name tag, badge, or even t-shirt)

· Clipboard

· Pens/pencils

· Walkie-Talkie

· Snacks, beverages (Try chocolate! Great pick-me-up for you… and the people you’re evaluating.)

· Documents galore:

· Exercise planning material: List of objectives, list of participants, plans, maps, floor plans, staffing lists, organization charts, job action sheets, scenario descriptions, written “injects” (special storyline items or problems given to exercise participants to challenge them), etc.
· Participant evaluation/feedback forms

· Your forms to complete:
· Comments/qualitative data, checklists
· Specific to certain roles or locations, as well as and general/universal for the whole event


What should be done differently next time?  What action should be taken after the exercise to correct this?





What was the problem?  Why did it occur? How did people react?





When and where? Your form will be one of many, so this is helpful for reconstructing events later.





What task that was being attempted did you observe?
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