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Phase VI: Exercise and Validate the Plan

Test the plan developed in Phase V to expose areas that need to be updated to correct deficiencies and/or omissions. Until the plan has been exercised and validated through testing, it is of limited use.

Step 1: Critical success factors.
There are four critical success factors for an exercise:

· Credible which means pastoral, administrative, and volunteer church staff are likely to believe it is a realistic event;
· Attainable which means the various problems can be solved, rather than an overwhelming situation with no positive outcome;
· Simplistic which means no obscure or technical implications which might confuse staff or open the way for you to lose control or credibility;
· Testing which means it will set them a challenge which is likely to stretch their capabilities.
Step 2: Actions for typical exercises.
Actions required for a typical exercise may include the following:
Define Exercise Objectives
The first step is to define the objectives of the exercise. The purpose of testing the plan could include objectives such as:
· Prove the plan really works;
· Verify that the alternative facility meets the needs of the COMOP;
· Verify the adequacy of the team procedures;
· Identify deficiencies and omissions in the plan;
· Provide training;
· Provide input for updating the plan.
Determine Exercise Type

There are four types of exercises that involve progressive complexity and participation:

1. Structured Walkthrough. This type involves getting the various church and ministry leaders together, either independently or as a group to review the plan in detail, and take a thorough look at each of the steps, and procedures involved in each step. This ensures that the activities are accurately described in the plan. This minimal-testing scenario will at least familiarize the leaders with one another and establish cross-ministry communication.

2. Tabletop. This exercise presents a scenario to the exercise team(s) and then will allow the team to discuss the steps that their area(s) of responsibility execute to respond to the scenario to recover and resume the functions for which they are responsible.

3. Simulation. This type of exercise allows the operational and support functions of the church to meet and practice execution of the plan. Because it is a simulation, the exercise is run only to the point of the actual mobilization and relocation to the alternative meeting site and recall and recovery of vital records.

4. Full Interruption. In this exercise, normal church operations are completely shut down and the processing is conducted at the alternative meeting site using materials available in the offsite storage location and with personnel assigned to the recovery teams. This type of exercise is rarely required and should be used with caution because if the plan being exercised does not adequately restore the system or church processes to normal operating capacity, then these functions may be at risk.

Identify Required Equipment and Resources

Depending on the extent of the exercise, certain equipment and resources (human, information, technology, vendors, suppliers, etc.) might be required. Make sure that management has authorized the purchase of the equipment. Make sure to address these issues.

Establish Exercise Schedule and Location

Depending on the exercise type, it is advisable to create a schedule that will not interrupt normal church operations. Exercises can occur on weekends or holidays. Depending on the complexity of the exercise, make sure that all external support personnel are available. If the church has multiple exercise locations, determine which locations will be exercised first.

Define the Expected Results

To determine the effectiveness of the COMOP, the exercise results should be measured against pre-defined, expected results. Using this method, you can then determine if the exercise actually measured up to the desired results. If the exercise did not, you can either lower the expected exercise results or increase the effectiveness of the exercise procedures.

Conduct the Exercise

This is the actual exercise session where a facilitator communicates the assumptions, constraints and rules for the exercise. Next, the scenario is presented to the participants and the exercise begins. Observers are typically assigned to document the actions or activities of the participants. These will later be compared against the expected results and the plan, to ensure the plans are validated and to identify areas that may require change.

Document the Results in an After Action Report

Are the exercise results what you expected? If not, what can be done to fix the problem? Does the problem result because of the way the exercise was performed? These are inquiries that should be addressed in the After Action Report. This report typically outlines the exercise, identifies the participants, details the scenario, documents the observations or actions taken during the exercise then provides answers to the above questions.

Step 3: Update the plan.
Because the plan is a living document, it should be updated and revised based on the exercise results and church leadership’s recommendations. The COMOP exercise results should be used to improve the plan by determining the parts of the plan that require improvement and by making the changes.
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