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Agenda

• Exercise Objectives
• Exercise Evaluation
• After-Action Report
• Improvement Plan
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Presenter Notes
Presentation Notes
Presentation divided into four parts
Part 1 defines what we need to test and evaluate
Part 2 describes how the results of the exercise are evaluated
Part 3 explains how the exercise results are documented
Part 4 describes how the issues identified during the exercise will be corrected.



Pinellas ACS Hurricane Amaranth Exercise
Objectives

• Meet communication objectives defined by Pinellas County
• Stage a HSEEP compliant communications exercise
• Train Pinellas ACS communicators in skills needed during the 

approach, landfall, and aftermath of a tropical cyclone 
• Evaluate individual player performance against AUXCOMM and ARES® 

Position task book requirements
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HSEEP – Homeland Security Exercise and Evaluation Plan

Presenter Notes
Presentation Notes
Homeland Security Exercise Evaluation Program



Pinellas ACS Hurricane Amaranth Exercise
Exercise Objectives

• Pinellas ACS Created 8 exercise objectives to demonstrate compliance 
with the overarching Pinellas County Objective

• Organizational Capability Targets
• Critical Tasks
• Documented in Exercise Evaluation Guides (EEG)
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Overarching Pinellas County Exercise Objective
“The Pinellas County EOC will establish and maintain multi-agency and multi-jurisdictional communications 
and coordination during a hurricane response in accordance with Pinellas County’s Comprehensive 
Emergency Management Plan.”



Pinellas ACS Hurricane Amaranth Exercise
Exercise Objectives

• ACS objectives distribute between three venues
• Pinellas County EOC Radio Room
• Emergency Evacuation Shelters
• Incident Communication Centers (ICC)
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Pinellas ACS Hurricane Amaranth Exercise
Detailed Exercise Objectives – EOC Radio Room

• Objective 1: Establish and maintain voice VHF radio networks that support the exchange of information 
between the EOC and simulated emergency evacuation shelters. 

• Exchange tactical and formal message traffic with Pinellas ACS Radio Operators located at 
• Objective 2: Simulated emergency evacuation shelters using voice VHF radio networks. 
• Objective 8: Simulated ICCs using VHF and 800-MHz voice and VHF Winlink data networks.

• Objective 3: Establish and maintain VHF/UHF radio and telephonic voice landline networks that support 
resource management and tactical message exchanges between

• Pinellas County municipalities
• Deployed ACS resources
• Pinellas County EOC

• Objective 4: Exchange tactical and formal message traffic with the state of Florida EOC
• Amateur voice and Winlink digital radio networks
• SHARES voice and SHARES Winlink digital radio networks
• EMnet, MSAT, and TracStar voice satellite networks.

ICC – Incident Communication Centers
SHARES – SHAred RESources
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Presenter Notes
Presentation Notes
 Cybersecurity and Infrastructure Security (CISA)



Pinellas ACS Hurricane Amaranth Exercise
Detailed Exercise Objectives – Emergency Evacuation Shelters

• Objective 1: Establish and maintain voice VHF radio networks that support the exchange of information 
between the EOC and simulated emergency evacuation shelters. 

• Objective 2: Exchange tactical and formal message traffic with Pinellas ACS Radio Operators located at the 
Pinellas County EOC using voice VHF radio networks. 

• Status Reports
• ICS 213 messages
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Pinellas ACS Hurricane Amaranth Exercise
Detailed Exercise Objectives – Incident Communication Centers

• Objective 5: Emplace, configure, operate, and maintain deployable satellite ground stations that provide services to 
collocated emergency management personnel

• High speed internet
• Cellular phone
• Voice over Internet Protocol (VoIP) phone services

• Objective 6: Emplace, configure, and maintain deployable Communications Command Centers 
(CommandRunner™) that provide the following services

• VHF/UHF amateur radio voice and data networks
• 700 and 800 MHz public safety networks

• Objective 7: Emplace, configure, and maintain deployable Communications Command Centers that provide the 
following services to collocated emergency management personnel

• High speed ethernet and Wi-Fi internet service
• VoIP telephone service to co-located emergency management personnel by using a commercially available cellular service Wide Area Network 

(WAN) backhaul capability. 

• Objective 8: Establish and maintain VHF/UHF amateur radio and 800 MHz Public Safety voice and data networks 
that support resource management and tactical message exchanges between 

• Deployed ACS resources
• Pinellas County municipalities
• Pinellas County EOC. 
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Agenda

• Exercise Objectives
• Exercise Evaluation
• After-Action Report
• Improvement Plan
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Pinellas ACS Hurricane Amaranth Exercise
Exercise Evaluation Guides (EEG)

• One EEG created for each Venue
• Evacuation Shelters
• EOC Radio Room
• Incident Communication Centers

• List of tasks required to complete 
each exercise objective

• Used by exercise evaluators
• Document issued uncovered during 

exercise
• Determine where additional training 

may be required
• Identify shortfalls in plans, SOPs and 

Job aids
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Presenter Notes
Presentation Notes
What has to be done to successfully meet an objective



Pinellas ACS Hurricane Amaranth Exercise
Exercise Evaluation Guides

• Overarching Pinellas County Exercise Objective

• ACS Exercise Objective 1

• Capability Target 1
• Task 1
• Task 2
• Task 3

• Capability Target 2
• Capability Target 3

• ACS Exercise Objective 2
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Pinellas ACS Hurricane Amaranth Exercise
Exercise Evaluation Guides – Example

• Exercise Objective (SEO1):During a simulated hurricane activation of the Pinellas County EOC, the Pinellas 
County ACS will establish and maintain voice and Winlink digital VHF radio networks that support the 
exchange of information between the EOC and simulated emergency evacuation shelters. Network 
establishment, network management, resource deployment, and demobilization will be performed in 
accordance with ACS standard operating procedures.

• Capability Target (SCT1): Within 2 hours of ACS Activation, establish a VHF radio voice network that supports the 
exchange of information between TBD Pinellas County emergency evacuation shelters and the Pinellas County 
EOC. Network communications is maintained for the duration of a 72-hour incident.

• Critical Task 1 (SCT1T1): ACS RADO obtains, assembles, and prepares material for a personal and position 
related Go-Kit that will support a 72-hour activation.

• Critical Task 8 (SCT1T8): ACS RADO sends and receives message traffic, both tactical and formal, with the 
EOC using a VHF voice radio network

• Capability Target (SCT2): Within 2 hours of ACS Activation, establish a VHF radio Winlink data network that 
supports the exchange of information between TBD Pinellas County special needs emergency evacuation shelters 
and the Pinellas County EOC. Network communications is maintained for the duration of a 72-hour incident.
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Pinellas ACS Hurricane Amaranth Exercise
ACS Exercise Evaluation Guide - Sample

Organizational Capability Target (SCT1).

Within 2 hours of ACS Activation, establish a VHF radio voice network that supports the exchange of information between TBD Pinellas County 

emergency evacuation shelters and the Pinellas County EOC. Network communications is maintained for the duration of a 72-hour incident.

Table I.  Capability Target 1 - EEG Score Sheet

Task ID Critical Task
AUXC PTB 

Item
Observation Notes and Explanation of 

Rating
Target 
Rating

SCT1T1
ACS RADO obtains, assembles, and prepares the 
material for a personal and position related Go-
Kit that will support a 72-hour activation period.

2a.1, 2a.2, 
2a.3, 2a.4

This task will not be evaluated during the 
May 2022 Pinellas County Hurricane 
Amaranth Exercise.

N/A

SCT1T2

When notified of ACS activation (Pinellas Alert, 
Email, text, or phone), the ACS RADO notifies the 
ACS RO that he or she is available for activation 
and accepts evacuation shelter assignment.

SCT1T3 On an as needed basis, ACS RADO obtains shelter 
radio kit from EOC.

SCT1T4

ACS RADO obtains incident specific information 
regarding the deployment from ACS RO/ 
Deputy RO (deployment location, duration, time 
of arrival, ICS 204, ICS 205, etc.)

2b.1, 2b.2

SCT1T5 ACS RADO installs and configures shelter radio 
equipment at emergency evacuation shelter.
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AUXC – Auxiliary Communicator
PTB – Position Task Book

S

P

P

P

Documentation provided to each shelter 
team following Operational Briefing. 

Many of the ACS members listed in the 
Everbridge system did not acknowledge 
receipt of the text or email alerts.



Pinellas ACS Hurricane Amaranth Exercise
ACS Exercise Evaluation Guide – Scoring 
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Performed without 
Challenges (P)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s) and did not 
negatively impact the performance of other activities. Performance of 
this activity did not contribute to additional health and/or safety risks 
for the public or for emergency workers, and it was conducted in 
accordance with applicable plans, policies, procedures, regulations, 
and laws.

Performed with Some 
Challenges (S)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s) and did not 
negatively impact the performance of other activities. Performance of 
this activity did not contribute to additional health and/or safety risks 
for the public or for emergency workers, and it was conducted in 
accordance with applicable plans, policies, procedures, regulations, 
and laws. However, opportunities to enhance effectiveness and/or 
efficiency were identified.

Performed with Major 
Challenges (M)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s), but some or all 
of the following were observed: demonstrated performance had a 
negative impact on the performance of other activities; contributed to 
additional health and/or safety risks for the public or for emergency 
workers; and/or was not conducted in accordance with applicable 
plans, policies, procedures, regulations, and laws.

Unable to be 
Performed (U)

The targets and critical tasks associated with the core capability were 
not performed in a manner that achieved the objective(s).



Pinellas ACS Hurricane Amaranth Exercise
ACS Exercise Evaluation Guide – Scoring 
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Performed without 
Challenges (P)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s) and did not 
negatively impact the performance of other activities. Performance of 
this activity did not contribute to additional health and/or safety risks 
for the public or for emergency workers, and it was conducted in 
accordance with applicable plans, policies, procedures, regulations, 
and laws.

Performed with Some 
Challenges (S)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s) and did not 
negatively impact the performance of other activities. Performance of 
this activity did not contribute to additional health and/or safety risks 
for the public or for emergency workers, and it was conducted in 
accordance with applicable plans, policies, procedures, regulations, 
and laws. However, opportunities to enhance effectiveness and/or 
efficiency were identified.

Performed with Major 
Challenges (M)

The targets and critical tasks associated with the core capability were 
completed in a manner that achieved the objective(s), but some or 
all of the following were observed: demonstrated performance had a 
negative impact on the performance of other activities; contributed 
to additional health and/or safety risks for the public or for emergency 
workers; and/or was not conducted in accordance with applicable 
plans, policies, procedures, regulations, and laws.

Unable to be 
Performed (U)

The targets and critical tasks associated with the core capability were 
NOT performed in a manner that achieved the objective(s).

No problems or issues identified

Only minor problems or issues 
identified

Major problems or issues 
identified

Unable to perform mission

Presenter Notes
Presentation Notes
The top 3 scores have something in common… In each case, the capability target  and critical task was completed in a way that enabled team to achieve the higher level objective.
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report and Improvement Plan – Appendix A

• Incident Action Plans
• Exercise Check-in / Check-Out Forms
• Pinellas County Alerts
• Shelter Team Exercise Artifacts
• Incident Communication Center Artifacts
• Pinellas County EOC Radio Room Artifacts
• Individual Artifacts
• Acronyms and Abbreviations
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All the Artifacts produced by Pinellas County and each ACS 
communication teams during the exercise.



Pinellas ACS Hurricane Amaranth Exercise
After-Action Report and Improvement Plan

• Exercise Overview
• Applicable Documents
• Analysis of Capabilities
• Improvement Plan
• Acronyms and Abbreviations
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Exercise Overview
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Exercise Overview
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Exercise Overview
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Performance Summary
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Performance Summary

5/19/2022 23



Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Analysis of Capabilities

• Exercise Objective 1
• Capability Target 1

• Strengths
• Strength 1: The good things that ACS did during the exercise.
• Strength 2:

• Areas for Improvement
• Area for Improvement 1: Summary statement of problem, gap, or issue observed during 

exercise
• References: List of documents, plans, procedures applicable to improvement area
• Analysis: Detailed description of problem, gap, or issues. Provides root cause if known.

• Area for Improvement 2:
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Pinellas ACS Hurricane Amaranth Exercise
After-Action Report – Analysis of Capabilities - Example
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Pinellas ACS Hurricane Amaranth Exercise
Improvement Plan

• Developed specifically for Pinellas ACS
• 28 Areas for Improvement
• Recommended Corrective Actions

• One or more for each improvement item
• Current Status of Corrective Action (Open / Closed)
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Pinellas ACS Hurricane Amaranth Exercise
Improvement Plan – Sample
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Pinellas ACS Hurricane Amaranth Exercise
Conclusion

• Documents Posted on PACS Web Site
• Exercise Plan
• Exercise Evaluation Guides
• After-Action Report and Improvement Plan
• After-Action Report and Improvement Plan – Appendix A

• Membership Review
• Exercise participants download, review, and provide comments
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