Initial Crisis Management Team Exercise
The most difficult parts of an exercise are:

· creating enough realism that your participants believe they may actually be in such a situation sometime in the future.
· keeping the exercise moving at a pace that keeps all participants engaged.
The internet also has a ton of resources available to you to come up with ideas and scenarios.   If you keep the two bullet points above in mind when designing your exercise and be flexible enough to go with the flow of the direction of the exercises, you are destined for success and building credibility with your team! 
One option to keep the exercise moving is to start in the morning with the 20 questions and provide a one-hour break for a lunch and time for people to check their emails.   Then, resume in the afternoon with an exercise scenario or two.
20 Questions
The premise of the 20 questions is just like the game…after answering up to 20 questions, you should be identify what the item is.   Same holds true here with the process of going through the 20 questions as an entire team.  This process creates buy-in and ownership by all team members as they contribute to the objectives and definition of how the team will serve the company.

PRE-MEETING – if your budget allows, send each participant one of the 20 questions games and have them go through the game for two items….such as a toaster and a baseball.   Have people provide you with their results….did the game guess what they were thinking?   How many questions did it take to figure it out?   If your running a lower budget, simply have the participants try the game online at http://www.20q.net/ .  
STICKY NOTES - A way to get full participation is to have each participant write down their answer to the question, collect all the answers and review them.  This may inspire additional thoughts.   Again, if on a low budget and can’t meet for this type of meeting, simply utilize email to get responses to the 20 questions from the team leads.

POST-MEETING – Compile the data from the questions to develop your initial Crisis Management Team Overview Guide.  Share with the team leads for final comment and question.
POSSIBLE QUESTIONS
The information in parenthesis following the question helps you understand why the question is being asked.  These are merely examples – you may have some questions that would work better for your company.
1. What is a “world class” Crisis Management program?  
(establishes the vision, scope and attributes of your program)

2. What roadblocks do we face?  
(personal, department, corporate – helps open the team up to the issues they are feeling or anticipating about being able to develop and/or participate in the Crisis Management Team)

3. What do you feel is the role of the Business Resiliency Department or the Crisis Management Team leader (if no formal department)?
(helps team determine the administrative and “at time of crisis” role of the team leader guiding the process – helps the team to know what to expect and the type of support they need)

4. What are the general responsibilities of the Crisis Management Support Teams?  And, are there any support teams that need to be added beyond those currently defined?
(helps the team to establish the primary role and responsibility of the support teams in developing and maintaining their team and tasks)

5. What are the responsibilities of the Crisis Management Support teams at time of disaster?
(helps to differentiate and clarify the role of the support team in a situation versus the business units role)

6. What are the responsibilities of the Business Unit teams at time of disaster?  And, are there any Business Unit  teams that need to be added beyond those currently defined?
(helps to differentiate and clarify the role of the business unit teams of assessing their areas status and reporting that to the Crisis Management Team versus the support team role)

7. What is the role of the Executive Management on the Crisis Management Team?
(clarifies who will engage Executive Management and how they will aid the Crisis Management Team during a large scale disaster)

8. What are the key scenarios we need to focus on as a team?
(essentially a mini-risk evaluation/business impact analysis to help the team define some key tasks that need to be developed for high-probability situations – situations may be infrastructure outage, systems outages, building outage, personnel outage, client outage, etc.)

9. What assumptions does the Crisis Management Team need to make?  What about each support and business unit team (have them answer for their own team)?
(assumptions help management and the Crisis Management Team understand the scope of the teams purpose, use and engagement as well as help the business units understand how the support teams will be able to support them in a situation)

10. How will the Crisis Management Team monitor threats?   What team is responsible?
(think about question 8 – key scenarios – who monitors systems, who monitors weather, who knows issues to buildings, etc. – this help to clarify the “official resource” for status on certain systems, buildings and conditions)

11. How do the Crisis Management Team members engage the Crisis Management Team for an Initial Assessment Meeting?
(this is one of those questions you know the answer to but that you are trying to have your team conclude that themselves – this is to show that any team leader or backup from ANY team has the authority to call the Crisis Management Team leader to activate the call tree for an initial assessment meeting)

12. How do the Business Units engage the Crisis Management team?
(again, any team leader or backup has the authority to call together the Crisis Management team, but this highlights the need for each business unit to have a structure of department and/or Division contacts to manage and assess the situation’s impact to the business units)

13. What information does your team need in order to properly assess their level of involvement in a situation?
(this question helps each team to clarify the type of information they will need to hear about on a call to assess their level of involvement – going back to the scenarios in question 8 may help with this question)

14. What are the situations or criteria for NOT engaging your team?
(this helps to determine if there are secondary teams that would only need to be engaged for significant or specific situations and scenarios)

15. How does the Crisis Management Team meet if communications are unavailable?
(gets to the ultimate contingency of no communications and emphasizes the need for a command center and meeting point)

16. What assessment meeting information will your team bring to the table in the Initial Assessment Meeting?
(this question helps each team to clarify the type of information they are responsible for gathering, monitoring, etc. and either bring to the initial assessment meeting or take ownership for gathering in the initial assessment meeting – this also helps them develop specific tasks about asking for or gathering that information prior to an assessment call – going back to the scenarios in question 8 may help with this question)


17. How will your team (support team) know what services are needed by the business units from your team?
(provides an avenue for the support teams to think about how they will manage the needs and requests of the business units, communicate how they will gather those needs [sub-team meeting, email, phone, website, etc.], etc. - going back to the scenarios in question 8 may help with this question)

18. How will your team deal with and prioritize large volumes of requests for your support team’s services?
(deals with the reality that in a crisis, we will likely have more needs than the resources available and to set expectations ahead of time with the business units on how priorities will be established understanding that each situation can bring unique circumstances that may change the prioritization formula)


19. What is the appropriate structure for you team and sub-teams and how will you provide for 24x7 staffing during a crisis?
(gets each team to think about their structure, especially for a large geographically disbursed team as well as understand how they would be able to staff around the clock, which would likely be needed in large-scale situations)

20. What other questions do you believe we need to answer to clearly define the Crisis Management Team program and/or the team roles?
WALKTHROUGHS
The two walkthroughs noted with an * can be done many different ways.   

· One is to review multiple scenarios

· Another is to do one scenario and break it out over the timeline of a situation to full recovery (however, be careful as these tend to lose their steam later on in the timeline as the teams find repetition in what they are doing) so, as with a real situation, you are giving limited information at a time.

· Though a bit more advanced, another way is to review the teams and their responsibilities and develop “gremlins” to throw at each team.  The gremlins are team specific issues they would likely need to do in such a situation.   For advanced teams, try recruiting one team member to develop the “gremlins” for their other team members participating in the exercise. 
Actual Situations Experienced by Your Company*
Nothing can create buy-in or emphasize the need of your Crisis Management Team like going through some scenarios actually experienced by your company in the past year or two.   The reasons?   
· Because it is no longer a “what-if” but a “when it happens again” mentality.   People can buy-in and fully participate when they know it is something they will very likely deal with again.   It instantly grabs their attention and buy-in that this is something that can and has happened to us.

· Participants can think about what they did do during the situation and what they could have done better.

For this type of exercise, simply recreate what you know about the scenario and break it out over a timeline (either give the full situation and have a simulated initial assessment meeting or give the scenarios in pieces over a timeline to see how the teams react differently as more information on the scenario is revealed).   To keep the involvement of all teams during this exercise, go through multiple scenarios to see how roles and involvement would change.  
Highly Probable Situations*
If your business hasn’t experienced a situation but understands it could be highly vulnerable to a situation (e.g. located next to an interstate highway and could be evacuated due to an accident, located near a nuclear reactor, located near an earthquake fault line, operates in a country with political volatility, etc.), develop a scenario to simulate that situation.  Again, these create instant buy-in as team members understand there is a likely probability of the situation occurring.
Support Team and Business Unit Team Rotation Exercise 

This is a great exercise for creating interaction and understanding between the support teams and the impacted business units.   One or multiple scenarios could be utilized with this exercise.
The way this exercise works is to have team representation by all the business unit and support teams.   Introduce a scenario or a part of the scenario to a team.   Almost like a trade show, the business unit teams rotate through and meet with each support team to discuss how they would work together and what their needs are for that situation.   

This exercise does several things:

· Creates camaraderie amongst all of the teams.

· Brings about specific business unit needs to the support teams that may not be understood when simply going over a general scenario.

· Helps the business units understand how they would need to be best prepared to obtain support from the support teams.  
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