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Sammanfattning 

Denna rapport beskriver en trestegsprocess, anpassad till HELCOM RESPONSE, för 

att (1) identifiera strategiska utvecklingsmål, (2) för att omforma dessa mål till en 

flerårig utvecklingsplan till stöd för strategisk utveckling, samt (3) för att planera och 

genomföra specifika övningar. I rapporten berörs vidare vad förmågor och 

förmågeutveckling kan vara för HELCOM. Slutligen innehåller rapporten även ett 

utkast till en beskrivning av ett verktyg för övningsplanering.   

 

Nyckelord: HELCOM RESPONSE, övningsplan, övningsplanering, 

övningsplaneringsverktyg, förmågeutveckling. 
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Summary 

This report outlines a three-step process, adapted to HELCOM RESPONSE, for (1) 

identifying strategic development priorities, (2) transforming these priorities into a 

multiannual plan supporting strategic development, and (3) the planning and 

implementation of specific exercises. Furthermore, it discusses what capabilities and 

capability development are in the HELCOM RESPONSE context, and outlines a draft 

blueprint for an exercise-planning tool.   

 

Keywords: HELCOM RESPONSE, exercise plan, exercise planning, exercise planning 

tool, capability development. 
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Executive summary 
This report presents the results from the so called HREP-project, commissioned to Sweden 

by the 26th HELCOM RESPONSE working group meeting in June 2019.1 It is the final 

delivery from this short start-up project, and continued efforts will be necessary in other 

formats.  

The report is a working document, meant to support the development of a new exercise 

concept. The HREP project Steering Group2 has approved the report as a non-binding, 

comprehensive starting point for the continued work, but also noted that it contains several 

aspects that need to be further discussed in HELCOM RESPONSE.  

Exercises as tools for strategic development 

Exercises can be used to support strategic development initiatives. However, using 

exercises as a strategic development tool requires a long-term (multiannual) plan for 

exercises, outlining objectives for coming exercises together with what capability 

development priorities they support. In the HELCOM RESPONSE Manual this plan is 

called the HELCOM RESPONSE Exercise Plan, or the HREP. The HREP represents the 

link between the HELCOM RESPONSE strategic development priorities on the one hand, 

and the objectives, and design, of specific exercises on the other. 

The following three-step approach is outlined in this report:  

1. Process for identification of the HELCOM RESPONSE strategic (capability) 

development priorities. These are based on analysis of changes in external and 

internal factors as well as lessons from previous exercises.  

2. Process for analysis of these strategic development priorities to see if, and how, 

they can be supported by exercises. In this process an update of the HREP is 

developed.  

3. Process for planning and implementation of specific exercises as defined in the 

HREP. 

To support step three, an exercise planning process together with a draft blueprint for a 

web-based planning tool is proposed. 

Capabilities and capacities are mostly national assets 

Capability is a term that lacks a universally agreed definition, and is frequently confused 

with capacity. In this study, the most distinct difference between capability and capacity is 

that while capacity is a quantitatively measureable ability, such as the carrying capacity of 

a vessel, capability is a broader concept that may include a combination of several 

measureable capacities as well as immeasurable abilities. One example is the capability to 

respond to pollution incidents.  

In the HELCOM RESPONSE context, most of the capabilities and all of the capacities, as 

well as all of the operational assets such as vessels, are national. HELCOM RESPONSE is 

mainly a framework developed by the Contracting Parties for their cooperation on 

pollution response operations. However, HELCOM RESPONSE have some competences 

that apply to capability development, for instance to receive and analyze data on pollution 

and risks to extract conclusions to guide capability development and to promote 

cooperation between actors.  

                                                        

1 https://portal.helcom.fi/meetings/RESPONSE%2026-2019-604/MeetingDocuments/12-
3%20HELCOM%20Response%20Exercise%20Plan%20(HREP).pdf  

2 The steering group members represented SE, EU, DE, DK, FI and the HELCOM secretariat. 
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Defining strategic development priorities and an HREP directive 

In the report, it is proposed that the Helsinki Commission should develop a process for 

identifying the HELCOM RESPONSE strategic development priorities. This process 

should be based on an analysis of changes in external factors (such as changes in society, 

maritime traffic patterns, changes in international laws and regulations, etc.) and in 

internal factors (such as lessons from operations and exercises, structural changes in 

HELCOM, changes in national policies regarding HELCOM, etc.), together with any 

identified capability gaps. In HELCOM there exist some processes that result in some type 

of strategic development priorities. Two examples are the Baltic Sea Action Plan and the 

HELCOM REPONSE work plan. However, what is not clearly visible is a comprehensive 

process for the definition of the HELCOM RESPONSE strategic development priorities. 

The outcome of this analysis, the strategic development priorities, should be translated into 

a HREP directive. 

The HREP process 

The HREP directive should be the starting point in the HREP development process. The 

HREP process is proposed to result in a three-year plan comprehensively revised every 

third year and reviewed annually in-between revisions. A multiannual plan ensures the 

long-term perspective in the strategic development. It also gives the Contracting Parties 

enough time to plan and prepare for specific exercises. Yearly revisions/reviews are 

necessary to ensure that new circumstances, including identified capability shortfalls, are 

reflected in the exercises, but also to handle any changes in the hosting of specific 

exercises.  

The HREP should list the HELCOM RESPONSE exercises during the coming three years 

together with dates, venues, exercise objective(s), supported strategic development 

priorities, exercise format and host nation. The analysis should be based on the given 

strategic development priorities, together with a dialogue with the Contracting Parties to 

investigate what exercises they are prepared to take on. Hosting exercises, as well as 

participation in exercises, should remain national decisions. 

In the report it is proposed that that the Helsinki Commission, or the HELCOM Heads of 

Delegation (HoD), would decide the HREP directive the year before the revision/review. 

During years of comprehensive revisions, the new HREP would be decided by HELCOM, 

while during years of limited reviews the updated HREP could be decided by HELCOM 

RESPONSE and approved by the HELCOM HoD. The Helsinki Commission or the 

HELCOM HoD could task HELCOM RESPONSE with the development of a proposal for 

HREP directive.  

The HREP working group 

Developing an HREP directive and an HREP is a challenging task. It requires time and 

analytical skills. It furthermore requires knowledge about, and experience from, operations 

for the response to pollution at sea and on the shore as well as from the planning and 

implementation of exercises. The report discusses several different proposals on how to 

organize the HREP working group and a possible compromise is that the group should 

consist of one representative from the last year’s host nation together with representatives 

from the three coming years’ host nations. This would ensure both experiences from recent 

Areas for discussion 

What should a process for the development of the HREP look like, and how could this 
process be synchronized with already existing meeting and decision-making processes? 
Who should be responsible for this process?  
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exercises and a link to the coming ones. It is also suggested that during comprehensive 

revisions, analysts should assist the group of subject-matter experts.  

A scalable and inclusive exercise planning process 

In the report, a scalable and inclusive process for exercise planning, allowing for all 

Contracting Parties to participate, is proposed. This process, as a default consisting of one 

start-up meeting and three planning conferences, is built on the current process in the 

HELCOM RESPONSE Manual together with experiences from recent exercises. It 

includes regular progress reports to HELCOM RESPONSE, both to allow for HELCOM 

RESPONSE follow-up and to support the planning process. 

Draft blue-print for an exercise-planning tool 

The report also presents a draft blueprint for an exercise-planning tool with the aim to 

facilitate planning, execution, and evaluation of exercises. The starting-point is that it 

should be intuitive and easy to use, offer a transparent access to documentation from 

previous, current and forthcoming exercises, and provide an exercise planning timeline 

that helps the planners to see what needs to be done and when. Furthermore, the tool 

should provide a platform for the joint planning and the joint drafting of documents.  

In the report, a tool consisting of three parts is proposed: (1) A BALEX website, a public 

website presenting the HELCOM exercises and with links to public information on 

previous, current and forthcoming exercises. (2) A password protected repository, with all 

relevant documentation from all exercises. (3) A password protected exercise-planning site 

that allows the user to start an exercise planning process for a specific exercise.  

The planning tool should suggest an exercise planning timeline to the user, adapted to the 

size and complexity of the specific exercise. It should furthermore create a number of 

default task- and role-specific sub-sites, such as sites for scenario development, budget and 

administration, and the planning conferences. For each sub-site the tool should also 

suggest templates and checklists. 

All of the websites above should be based on strict templates, both to minimize the 

workload in creating and maintaining them and to ensure consistency. However, to create 

and maintain websites always take time and an important question is who should be 

responsible for developing and maintaining the websites. 

Area for discussion: 

Who should participate in the HREP working group, and what terms-of-reference should it 
have?  

Areas for discussion 

To what extent is it possible and desirable to have this type of common, but scalable, 
exercise planning process in HELCOM? Would it be helpful for the Contracting Parties?  

How inclusive should a common planning process be? 

What should a process at the level of HELCOM RESPONSE for the follow-up of exercise 
planning look like? To what extent would such a process be perceived as controlling and 
interfering rather than supporting and helping by the host nations? 

 

Area for discussion 

Who should be responsible for the different websites?  

What workloads are reasonable to put on different groups such as the exercise planning 
team and the secretariat? 
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Suggested further work 

All three steps in the process outlined in this report (definition of strategic development 

priorities, development of an HREP, and the exercise planning process together with an 

exercise-planning tool) require further discussions in HELCOM RESPONSE and in some 

cases possibly decisions in the Helsinki Commission. The outcome of these discussions 

may include the need to revise documents related to HELCOM RESPONSE.  

It is suggested that the implementation of the first two steps are done sequentially, starting 

with an attempt to single out and analyse the strategic development priorities in 

HELCOM’s current strategic framework documents. These strategic development 

priorities would form the basis of a first three-year HELCOM RESPONSE Exercise Plan 

(HREP). Drawing on the experiences from this first HREP, a second process to identify 

strategic development priorities could be carried out based on an analysis of changes in 

external and internal factors that affect the mandate and roles of HELCOM RESPONSE. 

The resulting strategic development priorities would be implemented in the second, 

revised HREP. 

The third step, the exercise planning process and the exercise-planning tool, could be 

implemented in parallel with the first two steps. It would consist of two distinct parts. The 

first is the implementation of the proposed exercise planning process. It is recommended 

that the proposed exercise planning process is further tested in forthcoming exercises and 

then implemented in the HELCOM RESPONSE Manual. The second part is the 

development of an exercise-planning tool. It is recommended that this is be done in a 

sequence of smaller development efforts, where end-users should be involved to test each 

module.  
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1 Introduction 
The Baltic Marine Environment Protection Commission (also known as the Helsinki 

Commission or HELCOM)3 is an intergovernmental body established under the Helsinki 

Convention4 for the protection of the Baltic marine environment. The Contracting Parties 

include Denmark, Estonia, the European Union, Finland, Germany, Latvia, Lithuania, 

Poland, Russia and Sweden.  

The HELCOME RESPONSE working group facilitates cooperation between Contracting 

Parties for timely response to oil and chemical pollution incidents.5 One way that 

HELCOM RESPONSE maintains the Contracting Parties’ capability to cooperate in oil 

response operations is through multinational exercises.6 HELCOM has successfully 

developed a functioning structure for co-operation in response to marine pollution. The 

yearly BALEX DELTA exercises confirm that the HELCOM Contracting Parties have the 

will and the ability to support each other in case of large-scale pollution incidents.7 

However, recent HELCOM RESPONSE exercises have indicated that the procedures and 

frameworks agreed by the Contracting Parties, and documented in the HELCOM 

RESPONSE Manual are not always well known by responders at the operational level.8  

Furthermore, the objectives and designs of HELCOM RESPONSE exercises seldom 

explicitly reflect any strategic development priorities that HELCOM RESPONSE may 

have. In fact, the host nation alone decides the features of a specific exercise. There is a 

risk of a gap between the HELCOM strategic development needs, and the exercises.  

In 2016, HELCOM added a section to the HELCOM RESPONSE Manual, introducing the 

HELCOM RESPONSE Exercise Plan (HREP), as a link between strategic development 

priorities and the design of specific exercises.9 However, the HELCOM RESPONSE 

Manual neither specified how exercises were to support the strategic development of 

HELCOM capabilities, nor any detailed process for the development of the HREP.  

In January 2017, Sweden (Swedish Civil Contingencies Agency, MSB) hosted an expert 

workshop that resulted in a number of suggestions.10 Although the outcome included 

proposals for an HREP process as well as an implementation plan, there has only been 

limited progress made since. No detailed HREP process has been developed, and no 

HREP has been decided.  

In June 2019, HELCOM RESPONSE decided11 to support a project, funded by Sweden 

(MSB),12 aiming at developing the HREP.13 This project had three main objectives: 

[T]o provide HELCOM RESPONSE with a draft structure of a strategic guideline outlining the long-

term direction for the overall development of the oil spill preparedness and response in the Baltic Sea 

Region.  

                                                        

3  HELCOM (2019c). ABOUT US. Available: http://www.helcom.fi/about-us. Last accessed 28/11/2019. 
4  Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597) 
5  HELCOM (2019d). RESPONSE. Available: http://www.helcom.fi/helcom-at-work/groups/response. Last accessed 

28/11/2019. 
6  HELCOM (2019d). 
7  HELCOM (2019a). BALEX DELTA 2018 Main Exercise Evaluation downloaded from 

https://balexdelta2018.files.wordpress.com/2019/04/balex-delta-2018-final-report-3.pdf. 
8  HELCOM (2019a). 
9  HELCOM (2019b). HELCOM Manual on Co-operation in Response to Marine Pollution within the framework of 

the convention on the Protection of the Marine Environment of the Baltic Sea Area.  
10 MSB (2017a). Memo of HELCOM RESPONSE Workshop on HELCOM Response Exercise Plan (HREP). 
11 HELCOM (2019e). Outcome of RESPONSE 26-2019 downloaded from 

https://portal.helcom.fi/meetings/RESPONSE%2026-2019-
604/MeetingDocuments/Outcome%20RESPONSE%2026-2019.pdf 

12 The Swedish funding of the project is for 2019 only. Any follow-on activities, for example implementation, will 

require additional funding. 
13 Downloaded from https://portal.helcom.fi/meetings/RESPONSE%2026-2019-

604/Presentations/8.%20SWEDEN_HELCOM%20Response%20Exercise%20Plan%20(HREP).pdf 
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In other words, the project was supposed provide HELCOM RESPONSE with a structure, 

i.e. definitions, principles and processes, for defining HELCOM RESPONSE strategic 

(capability) development priorities and for describing capabilities. 

[T]o provide HELCOM RESPONSE with a detailed annual process outlining the activities that should 

be undertaken throughout the year in order to fulfil the exercise related needs and obligations of 

HELCOM. 

In other words, the project was supposed to provide HELCOM RESPONSE with a process 

that translate strategic priorities into objectives and design of exercises. This is the HREP. 

[T]o provide HELCOM RESPONSE with a mapping of a comprehensive exercise conceptualizing, 

planning, conducting and evaluating methodology and user-friendly tool.  

In other words, the project was supposed to provide HELCOM RESPONSE with a draft 

blueprint of an exercise planning tool. 

HELCOM RESPONSE furthermore established a Steering Group to advise the project on 

the development of the HREP (Table 1).  

Table 1 Members of the HREP Project Steering Group. 

Name  Organisation  Contracting 
Party  

Sonja Dobo (chair)  Swedish Civil Contingencies Agency, MSB SE 

Victor Diaz Seco European Maritime Safety Agency (EMSA) EU 

Jens Rauterberg Central command for maritime emergencies 
(CCME) 

DE 

Nanna Flensborg 
Rønne 

Royal Danish Navy Command DK 

Heli Haapasaari Finnish Border Guard FI 

Cesar Vallin Swedish Coast Guard SE 

Arya Honarmand Swedish Civil Contingencies Agency, MSB SE 

Reita Waara HELCOM secretariat  

 

The first step of the project was to develop a needs analysis and a work plan. This plan 

was approved by the Steering Group, and accepted by the Heads of Delegations.14 The 

next step was the analysis, focusing on the projects three main objectives. The analysis 

was basically carried out as a literature study, complemented with experiences from recent 

HELCOM RESPONSE exercises. Furthermore, in October 2019 MSB arranged an expert 

workshop in Stockholm that provided the project with important input.  

This report presents the results of the project. In Chapter 2, the role of exercises as tools 

for strategic development is further elaborated. The remaining chapters focus on the three 

main objectives of the project. In Chapter 3, the process for defining HELCOM 

RESPONSE strategic development priorities is discussed. In Chapter 4, the process for 

developing the multiannual exercise plan (HREP), based on identified strategic 

development priorities, is presented. In Chapter 5, an exercise planning process and a 

blueprint of a tool supporting exercise planning in the HELCOM RESPONSE context is 

developed. Finally, Chapter 6 offers some remarks on further work. 

The report is a working document, meant to support the continued efforts of HELCOM 

RESPONSE to develop its exercise concept. The HREP project Steering Group has 

                                                        

14 Eriksson P. and Zouave E. (2019) Development of the HREP – Needs Analysis and Suggested Work Plan. FOI 

Memo 6828. 
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approved the report as a non-binding, comprehensive starting point for the continued 

work, but also noted that it contains several aspects that need to be further discussed in 

HELCOM RESPONSE. Such aspects are highlighted in the report for the convenience of 

the continued process.  

HELCOM RESPONSE is currently updating its HELCOM RESPONSE Manual. 

However, although the revision of the Manual may affect the conclusions in this report, it 

has not been possible to take them into consideration since they are still to be finalized.  
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2 Exercises in support of strategic 

development 
Exercises are of little value on their own; they need to have a purpose and to be part of a 

larger context. Otherwise, regardless of how well planned and how well organized they 

are, the output will be of little use. Often the purpose of an exercise is to achieve some 

kind of change. This chapter discusses the use of exercises in support of strategic 

capability development.  

2.1 The role of exercises in strategic capability 

development 
Exercises may have several different roles in strategic capability development. They can 

be used to evaluate individuals and units, as well as the overall ability to carry out 

operations. Such evaluative exercises may identify the need for further training, but also 

the need for the development, or the replacement, of existing capabilities. Exercises can 

also be used to explore, i.e. identify and/or test novel methods and procedures. 

Furthermore, exercises can be used to train individuals and units at different levels in the 

use of existing or new procedures, i.e. implement change. Finally, exercises can be used to 

demonstrate ability or to facilitate the exchange of experiences as well as socialization 

between actors.15 

The overall objective of an exercise will affect its design, including aspects such as the 

exercise format, the exercise scenario, and the exercise content. For instance, in an 

exercise that is designed to evaluate a specific set of procedures, the use of unexperienced 

crews will possibly indicate how unexperienced crews are able to use these procedures, 

but provide little information on the adequacy of the procedures themselves.16 

Exercises in support of strategic development calls for processes for the identification of 

strategic development priorities as well as for the translation of these development 

priorities into exercises objectives and exercise designs.  

Schematically, this is a three-step process (as illustrated in Figure 1). 

1. Strategic development priorities are defined based on changes in external and 

internal factors together with lessons from previous exercises, as well as from 

response operations.  

2. Strategic development priorities are analyzed to see if, and how, they can be 

supported by exercises. An exercise plan is developed.  

3. Individual exercises in the exercise plan are planned and implemented. 

  

                                                        

15 Eriksson P. & Hallberg N. (2019). Design to Fit – Morphological Analysis as a Tool for Exercise Design 
Proceedings of the 16th ISCRAM Conference. 

16 Eriksson & Hallberg (2019). 

Figure 1 Process for identifying strategic development priorities and translating them into exercises 
supporting development. 
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Exercises are controlled environments simulating potential events. This means that in an 

exercise it is possible to train and test capabilities and capacities in an efficient and safe 

manner. It is possible to single-out specific problems or tasks that are to be explored, 

evaluated or trained. This facilitates structured observations and allows for reflection and 

learning.  

2.2 HELCOM RESPONSE exercises 
The Helsinki Convention (annex VII, regulation 10, paragraph 3) states that: 

The Contracting Parties shall on a regular basis arrange joint operational combatting exercises as well 

as alarm exercises. The Contracting Parties shall also on a regular basis arrange exercises on the shore. 

The HELCOM RESPONSE Manual regards exercises as tools for strategic development 

and the HREP as a link between strategic development priorities on the one side, and the 

objectives and design of specific exercises on the other. In the section Exercises in support 

of strategic development, the following is stated:17  

All HELCOM exercises – at sea, on the shore or combined – support the strategic development of the 

HELCOM cooperation on the response to marine pollution. A multiannual HELCOM RESPONSE 

Exercise Plan (HREP) is developed and revised on a yearly basis. The HREP lists all HELCOM 

Exercises for the coming three years and specify their dates and venues, the host nation, the overall aim 

and what strategic development objectives the exercise supports. 

The HREP is developed by the HELCOM RESPONSE Group (possibly by a working group) and 

decided by the HELCOM COMMISSION. The development of the HREP is based on two parallel 

processes. First of all, an analysis for determining the needs for exercises. This analysis is in turn based 

on the strategic development plan for the HELCOM cooperation on the response to marine pollution, 

known capability gaps, identified threats and risks and the evaluation results from preceding exercises. 

Secondly, a dialogue with the Contracting Parties in which the will and the capabilities for hosting 

exercises are investigated. It is recommended that the hosting of exercises is rotated between the 

Contracting Parties, taking into consideration the rotating responsibility for the BALEX DELTA at sea 

exercises. 

Furthermore, in the current Manual capability development through the use of so-called 

DELTA-exercises is defined:18  

The aim of this exercise type is […] to test and train the staff functions and the co-operation between 

combatting units (including the combatting equipment) of the Contracting Parties. 

As seen from the definition, multinational cooperative components are vital in the 

multinational capability development. Coordinating multinational assistance, i.e. vessels 

and crews with different types of equipment and different cultures, is not something that 

Contracting Parties can exercise individually.  

2.3 Types of HELCOM RESPONSE Exercises 
There is a range of different exercise formats. A table-top exercise (TTX) does not include 

any operational units. The simplest form is a type of seminar where the participants 

together discuss how to handle a specific scenario. Potentially more complex are TTX 

where the participants are supposed to act as they would in their regular roles. In the 

current HELCOM RESPONSE Manual, TTX are called BALEX ALPHA. This format is 

however rarely used, in spite of it in most cases being both simpler and cheaper than for 

instance operational exercises. TTX can be used to test or explore frameworks and 

strategies, existing as well as new ones. They can also be used to test and develop different 

types of cooperative processes, including staff processes and processes for the 

                                                        

17 HELCOM (2019b).  
18 HELCOM (2019b). 
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prioritization of resources. Since TTX do not have to consider any operational units at sea 

or on the shore, they are actually often the best alternative to achieve these types of 

objectives. They can furthermore be used as pre-exercises to operational exercises. 

Another type of exercises is the functional exercise. These exercises focus on one 

function, or a few functions, for example as drill exercises (repeating the same actions or 

procedures until achieving the desired training effects) or as exploratory exercises where 

for instance new procedures are examined. They can also be used to test personnel or 

procedures.19  

The current HELCOM RESPONSE Manual does not explicitly mention functional 

exercises. However, so-called equipment exercises (BALEX CHARLIE), with the purpose 

“to test the co-operation between the combatting units of the Contracting Parties with 

respect to both communication and equipment”, and alarm exercises (BALEX BRAVO), 

could be regarded as types of functional exercises. Functional exercises can, in a similar 

way as TTX, be used as pre-exercises to an operational exercise.  

The final main type of exercise is the operational exercise (or full-scale exercise). These 

include operational units deployed in a realistic exercise environment. They are usually 

complex and expensive, and hence less suitable for the training of individuals apart from 

possibly top-level commanders, or of individual operational units. It is furthermore not 

recommended to use operational exercises to test new procedures or modalities, with the 

possible exception for aspects regarding operational cooperation, as this would often slow 

down, or even halt, the exercise. In many cases, such tests are better done in a functional 

exercise or in a TTX.  

In the current HELCOM RESPONSE Manual, operational exercises are called BALEX 

DELTA and used to “test the alarm procedure, the response capability, and the response 

time of the Contracting Parties, partly to test and train the staff functions and the co-

operation between response units (including the equipment for response to pollution) of 

the Contracting Parties”. The real benefit of operational exercises lies in the testing of the 

overall system, and in the training and development of multinational and cross-

organizational cooperation in an operational setting.  

The BALEX DELTA exercises have been largely successful and have had important 

positive effects. For instance, their roles in testing the alarming and in the creation of an 

arena where the personnel and units from the different Contracting Parties can get to know 

each other (and each other’s technical, operational and procedural characteristics) could 

not be stressed enough. In practice, BALEX DELTA is the only type of exercise regularly 

implemented in the HELCOM RESPONSE context, and the only one that the Manual 

specifically say must be carried out regularly.  

However, although these objectives remain important, progress made means that it could 

be discussed whether they alone still justify the resources annually invested in the BALEX 

DELTA exercises.  

                                                        

19 A functional staff exercise will in many cases be quite similar to a table-top exercise.  
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2.4 Layered planning 
The planning of exercises that are to support strategic capability development in a 

multinational body such as HELCOM needs to take place on several interrelated levels 

(Figure 2).  

The arrows in Figure 2 illustrate how outputs from various levels inform the works within 

each layer. The headings on the left side of the figure correlate the layers to the structures 

of HELCOM.  

This section briefly discusses the content of these layers. It also touch upon the planning 

needed for exercise execution, exercise evaluation, and lessons identified (highlighted with 

grey borders).  

2.4.1 Strategic framework 

The basis of multinational exercise planning is the strategic framework consisting of 

international, multinational and bilateral agreements, as well as legal frameworks and any 

agreed response manuals. Furthermore, also the development of the national policies of 

participating countries will affect the long term exercise plan.20 Although agreements and 

policies can be revised and amended, this layer is often the most static one. In the 

HELCOM RESPONSE exercise context, the strategic framework consists of for instance: 

• International maritime and environmental law. 

• The Helsinki Convention, its annexes, the HELCOM manuals, and 

recommendations derived from the Commission (within the institutional authority 

of HELCOM itself).  

• The European Union Civil Protection framework and mechanisms (within the 

institutional authority of the Union and the HELCOM Contracting Parties that are 

EU member states).  

• Other regional maritime and environmental agreements and arrangements 

affecting the responsibilities of HELCOM Contracting Parties (within the 

institutional authority of those arrangements). 

                                                        

20 Ekengren M., Boin A.and Rhinard M. (2018). THE EUROPEAN UNION, THE BALTIC SEA REGION AND 
CRISES: Building Capacity for Transboundary Crisis Management. Available: 

https://www.msb.se/RibData/Filer/pdf/28459.pdf. Last accessed 16/10/2019. 7, 16, 20, 21; de Haan H. 

(2019). EACCC PANDEMICS 19 Exercise: Annual EACCC crisis preparedness exercise. Available: 
https://www.icao.int/EURNAT/Other%20Meetings%20Seminars%20and%20Workshops/CAPSCA%20EUR/CAPS

CA-EUR07/CAPSCA%20EUR07%20S9.3.pdf. Last accessed 16/10/2019. 6-8 

Figure 2 The layers of exercise planning for multinational capability development. 
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• The HELCOM Contracting Parties’ national maritime, environmental and crisis 

management policies, laws, guidance and the operational procedures of their 

competent authorities. 

As a first step, before embarking on any process for identifying new strategic development 

priorities, those capabilities that are already decided should be identified and achieved. 

This could involve evaluating exercises (to decide what level of capability that has been 

achieved), explorative exercises (to find or apply new methods and technologies to 

achieve the capability), or training exercises (implementing change through the increase of 

the ability to use existing or novel methods and technologies).  

2.4.2 Long-term exercise plan and capability development 

The second layer consists of two parts. The first is the long-term exercise plan.21 The long-

term exercise plan is a multiannual, continually updated, document. This type of plan 

establishes overarching priorities, directs and orients objectives and themes of exercises, to 

ensure capability development through the exercises. The long-term exercise plan is 

further dependent on the second part of this layer, i.e. the capability development analysis 

and planning.  

Capability development analysis and planning contributes necessary information to 

decision-makers regarding the realities in which policies, laws, strategies and long-term 

goals operate. This entails the needs analysis, regional monitoring, risk analyses, incident 

response evaluations, exercise evaluations etc.22 A number of internal and external factors 

determine the role of an multinational body such as HELCOM, and the requirements on 

the capabilities at its disposal. Changes in these factors, together with changes in the 

strategic framework, must be analysed regularly and transformed into the organization’s 

strategic development priorities. Sometimes this analysis may also highlight the need for 

changes in the strategic framework itself. The results from this analysis will affect the 

long-term exercise plan as well as objectives and designs of specific exercises.  

2.4.3 Exercise planning 

The long-term exercise plan is gradually realized through the planning of specific 

exercises. There are four main components that require planning; the exercise design, the 

implementation of the exercise, the evaluation of the exercise and the lessons identified. 

• Exercise design includes the realization of long-term goals by formulating 

specific objectives, identifying the most appropriate exercise format (ALPHA, 

BRAVO, CHARLIE or DELTA in the current HELCOM RESPONSE Manual), 

and formulating a scenario and exercise elements that are relevant for the 

objectives. 

• Exercise implementation includes the practical execution of an exercise such as 

the roles and responsibilities within a directing staff, the precise timelines for 

events, and administrative matters such as travel arrangements, logistics, etc.  

• Exercise evaluation includes the analysis of goals, objectives, scenarios, and 

events to design a data collection plan. It also includes the analysis of the 

collected exercise data. 

• Lessons identified include how to facilitate (shared) learning from the exercise so 

that key actors can exchange experiences and ideas, as well as debrief their 

perspectives on the planning and execution of the exercise, as well as its results. 

                                                        

21 MSB (2018). Stöd för att utveckla en flerårig övningsplan, MSB659. 
22 MSB (2018). 
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3 Strategic guideline for long-term 

direction  
If exercises are meant to support the strategic development of an organization, it is 

necessary to first define the organization’s strategic (capability) development priorities. 

Simply put, it is necessary to know what the organization should develop into, and what 

capabilities it should have, before deciding what exercises to carry out in support of this 

development. As noted in the previous chapter, the first step should be to identify and 

analyse those capabilities inherent in the current strategic framework of HELCOM, and to 

focus on achieving these capabilities. 

However, after this initial step, a process for capability analysis and planning, should be 

introduced to identify and prioritize of further Strategic Development Priorities. This 

process should take into consideration changes in the strategic framework, as well as in 

different external and internal factors potentially affecting the HELCOM capability needs. 

The result of this process should be a basis for the development of the HELCOM 

RESPONSE Exercise Plan (HREP). 

This chapter discuss this process for capability analysis and planning, and therefore relates 

to the first task of this study, namely to develop a draft structure of a strategic guideline 

outlining the long-term direction for the overall development of the oil spill preparedness 
and response in the Baltic Sea Region. This is interpreted as developing a draft process for 

defining HELCOM RESPONSE strategic (capability) development priorities and for 

describing capabilities. The following four aspects will be touched upon: 

• The need for principles for deciding what capabilities HELCOM RESPONSE 

should have access to. 

• Principles for deciding what capabilities HELCOM RESPONSE should have 

access to and a framework for how these capabilities should be described.  

• A suggested process for the definition of capability needs, linked to the overall 

roles and tasks of HELCOM RESPONSE as well as to any already existing 

strategic development plan in HELCOM RESPONSE.  

• A template for describing a HELCOM RESPONSE capability. 

In the first section, the term capability will be further discussed and defined in the 

HELCOM RESPONSE context.  

3.1 Capability in the HELCOM context 
Capability is a term that lacks a universally agreed definition, or even a coherent definition 

within risk, crisis, disaster and incident management and response.23 For example, 

capability is frequently confused with capacity, given that both are representations of 

“ability”,24 or even assets such as equipment.25  

In this study, the most distinct difference between capability and capacity is that while 

capacity is a quantitatively measurable ability, 26 such as the carrying capacity of a vessel, 

capability is not. Instead, capability is a broader concept that may include a combination 

                                                        

23 Lindbom H., Tehler H., Eriksson K., and Aven T. (2015). The capability concept – On how to define and describe 
capability in relation to risk, vulnerability and resilience. Reliability Engineering and System Safety. 135 (1), 45–54; 

Hagelsteen M and Becker P. (2013). Challenging disparities in capacity development for disaster risk 

reduction. International Journal of Disaster Risk Reduction. 3 (1), 4-13. 
24 Lexico (2019a). Capability. Available: https://www.lexico.com/en/definition/capability. Last accessed 09/09/2019.; 

Cambridge Dictionary (2019a). Capability. Available: 

https://dictionary.cambridge.org/dictionary/english/capability. Last accessed 09/09/2019; Cambridge Dictionary 
(2019b).  Capacity. Available: https://dictionary.cambridge.org/dictionary/english/capacity. Last accessed 

07/10/2019; Lexico (2019b). Capacity. Available: https://www.lexico.com/en/definition/capacity. Last accessed 

07/10/2019. 
25 Lindbom et al (2015).  
26 Cambridge Dictionary (2019b); Lexico (2019b). 
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of several measurable capacities as well as immeasurable abilities (Table 2). There are 

often complex relationships, or even dependencies, between different capabilities as well 

as a hierarchy between them. Some capabilities depend on others and not all capabilities 

are equally important in achieving the overall tasks. 

As seen in Table 2, capability is in this study considered as less concrete abilities such as 

management, coordination or cooperation. There are strategic, tactical and operative27 

capabilities in the HELCOM context. A strategic capability is an abstract, long-term, and 

overarching ability such as pollution response. Tactical capabilities relate to planning and 

coordination of actions in the short-term sense. Operational capabilities are functional 

abilities relating to the accomplishment of a particular operation (e.g. the identification and 

sampling of scattered pollutants). 

Table 2 Capability and capacity in the HELCOM context. 

Concept Definition Examples 

Capability The ability, power, or extent 
of abilities to do 
something.28 

Strategic capability: 

The ability to respond to pollution 
incidents.29 
 

Tactical capability: 

The ability to exert Operational Control 
and command during incident response 
operations, such as through the functions 
of a Response Commander (RC), a 
Tactical Command On-Scene, and a 
National Commander On-Scene 
(NOSC).30 
 

Operational capability: 
The ability to sample any type of oil spill, 
even if scattered and only a thin sheen 
remains.31 
 

Capacity The ability to carry out a 
specific task32 with a 
measureable value of 
achievement.33 
 

The volume of oil pollution that one or 
more pollution response vessels can carry. 

 

To define and discuss capabilities and capability needs are a challenging tasks in most 

contexts, and especially so in a multinational one such as HELCOM, where most 

capabilities and all capacities are national. Using the Helsinki Convention and the 

HELCOM RESPONSE Manual as starting points, and noting that HELCOM primarily 

functions as a framework for cooperation between the Contracting Parties, the following 

can be noted: 

• The strategic capabilities could be regarded as those overarching roles and tasks 

given to HELCOM by the Contracting Parties. Most of the strategic capabilities 

are expressed in terms of what the Contracting Parties should be able to do, but 

HELCOM has the mandate to facilitate, and possibly follow-up on, these abilities.  

• The tactical capabilities could be regarded as those guidelines for response and 

operations necessary for the Contracting Parties to cooperate in operations. Most 

                                                        

27 In some contexts, the term tactical is used for the level called operational in this study, and the term operational is 

used for the level here called tactical.  
28 Lindbom et al (2015); Lexico (2019a); Cambridge Dictionary (2019a). 
29 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Article 13 
30 HELCOM. (2019b). 
31 HELCOM. (2019b). 
32 Cambridge Dictionary (2019b); Lindbom et al (2015). 
33 Cambridge Dictionary (2019b). 
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of the tactical capabilities are procedures and other guidelines that the 

Contracting Parties has agreed upon to facilitate cooperative operations. They 

result in requirements that are necessary for the Contracting Parties to implement, 

for instance alarming procedures or the use of certain information systems. 

• The operational capabilities could be regarded as the ability, or extent of abilities 

to carry out specific tasks. These are always national, developed by the 

Contracting Parties. 

In addition to capabilities and capacities, it is also possible to discuss operational assets 

such as vessels, equipment, and other resources. These are always national.  

In Annex 1, a simple template for describing a capability is outlined.  

3.2 Capability development  
Capability development, although rarely defined in the contexts of risk, incident, crisis, 

and disaster management,34 generally refers to the identification of strategic priorities,35 

capabilities,36 as well as planning outputs37 for improved crisis response38 and risk 

reduction.39 In layman’s terms, capability development is about identifying where we are, 

where we should be, and how to get there. Capability development includes several 

different aspects: 

• setting of long-term, mid-term, and short-term overarching goals,40  

• activities such as  

– identifying lessons learned,  

– conducting assessments to support decision-making,41  

– identifying specific goals, activities, assets (e.g. vessels, crews, experts etc.), 

and institutional competences (e.g. competent authorities ) needed for 

fulfilling specific tasks,42 

• training,  

• testing.43   

In Annex 2, seven principles for capability development are further discussed, namely: 

1. Assigned responsibilities 

2. Coordinated planning 

3. Harmonized methodologies for capability development 

4. Risk-based capability prioritization 

5. Needs-driven objective formulation 

6. Capability gap mitigation 

7. Management of lessons learned 

 

In Annex 3, capabilities as development objectives in of themselves are discussed. 

                                                        

34 Hagelsten and Becker (2013).  
35 European Defence Agency (2019). Capability Development Plan. Available: https://www.eda.europa.eu/what-we-

do/activities/activities-search/capability-development-plan. Last accessed 08/10/2019. 
36 FEMA (2018a). Core Capability Development Sheets. Available: https://www.fema.gov/core-capability-

development-sheets. Last accessed 08/10/2019. 
37 European Defence Agency (2018). 2018 CDP REVISION: The EU Capability Development Priorities. Available: 

https://www.eda.europa.eu/docs/default-source/eda-publications/eda-brochure-cdp. Last accessed 08/10/2019. 3 
38 European Defence Agancy (2019). 
39 Hagelsten and Becker (2013).  
40 European Defence Agency (2018). 
41 FEMA (2018a). 
42 FEMA (2018a). 
43 FEMA (2018a). 
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3.3 HELCOM mandates for capability 

development 
As noted above, most of the capabilities for oil and chemical response, as well as the oil 

and chemical response responsibilities, rest with the individual Contracting Parties and 

their competent authorities. However, the Contracting Parties possess joint competences 

implemented in HELCOM that relates to capability development. One such competence is 

to receive, collect, process and analyze relevant data to extract conclusions that may guide 

capability development. Another competence is the promotion of cooperation between 

actors that possess greater capabilities jointly than individually. Ultimately, HELCOM is 

capable of developing the regulatory framework to account for capability development 

needs. 

 

Figure 3 Capability development within HELCOM. 

Receive environmental impact assessments. The Commission receives notifications 

from Contracting Parties regarding activities that are likely to have significant adverse 

impacts on the marine environment.44 The Commission may also request related 

information on potential pollution sources such as discharge permits, emission data, and 

data on environmental quality.45 This gives HELCOM access to information about risks in 

the Baltic environment from which trends and future capability needs may be identified.  

Receive reports on the implementation of the Helsinki Convention. The Commission 

has the competence to regularly receive information on, and continuously observe, 

regulatory implementation of the Convention, its Annexes, HELCOM recommendations 

etc.46 This includes reporting on legal and regulatory measures, information regarding the 

effectiveness of these measures, and problems encountered. Notably, an overarching 

understanding of the effectiveness of, and challenges in, regulatory implementation can 

provide insights into capability gaps and strategic challenges that could be simulated in 

exercises to further develop capabilities.  

Promote scientific research. As part of its mandate to protect the Baltic marine 

environment, the Commission may seek the services of, collaborate in, promote, receive, 

                                                        

44 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Article 7 
45 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Article 16 

46 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Articles 16 and 20, 

Regulations 4 and 10 of Annex VII 
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process, and summarize scientific research.47 This research may take on varying forms and 

themes such as technological and statistical research about environmental pollution, 

pollution incidents and pollution response technology. However, research can also explore 

other aspects of pollution and pollution response such as assessing regulatory impact, 

capability gap identification, exercise and training program evaluation etc. 

Promote multinational cooperation. HELCOM may seek to cooperate and seek the 

services of governmental bodies as well as appropriate regional and governmental bodies. 

The Commission may also adopt other appropriate functions for cooperation.48 While this 

type of collaboration largely refers to scientific research, it also encompasses other 

activities that are relevant to the objectives of the Helsinki Convention. The cooperation 

could be used to facilitate many types of capability development methods, such as joint 

international exercises.    

Regulatory development. HELCOM also has the mandate to further the development of 

both binding and non-binding norms in the response to marine pollution. For example, it 

may publish recommendations and recommend amendments to the Convention itself. 49 In 

this way the Contracting Parties can change or add objectives through HELCOM that are 

central to determining which capabilities ought to be maintained or developed, and adjust 

the processes and structures for capability development. 

3.4 A process for identifying strategic 

development priorities 
This section outlines a process for capability analysis and planning. 

In a multinational organization such as HELCOM, a number of internal and external 

factors affect the long-term strategies, and its need for capabilities, capability 

development, and exercises.  

Table 3 Examples of external and internal factors affecting the need for capability development. 

Examples of external factors Examples of internal factors 

• changes in society (e.g. 

demography, values and 

priorities) 

• changes in maritime traffic 

patterns, 

• climatic and environmental 

changes, 

• changes in international, national 

and organizational policy and 

regulation, 

• economic developments, 

• scientific and technology 

developments, and 

• other developing risks. 

• lessons learned from planning, 

exercises and operations, 

• identified capability gaps, 

• changes internal procedures and 

processes, 

• output from internal processes, 

such as revisions and working 

groups, 

• structural changes, such as a new 

Contracting Party or a 

reorganization of the secretariat. 

 

Both the internal and the external factors are complex in how they affect capability needs, 

and they are furthermore interrelated. Changes in risk may for example result in capability 

gaps. Internal working groups may use external aspects as input. The external factors are 

in most cases slowly developing but they may occasionally develop unexpectedly and 

                                                        

47 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Article 20 
48 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Article 20 
49 Convention on the Protection of the Marine Environment of the Baltic Sea, 1992, (UNTS 1597), Articles 20 and 30-

33 
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rapidly. One example is a sudden shift in national policy regarding an international 

regime.  

Most external and internal factors may have both an indirect and a direct influence on the 

need for capabilities, capability development, and exercises. Indirectly, the factors 

influence the roles, tasks, and mandates of HELCOM and HELCOM RESPONSE, 

possibly resulting in revisions of basic documents such as the Helsinki Convention and the 

HELCOM RESPONSE Manual. Such changes may then in turn call for capability 

development and exercises. These are long-term processes.  

However, external and internal factors may however also influence the need for 

capabilities, capability development, and exercises in a more direct and immediate 

manner. One example is a change in international laws that may lead to a need for 

immediate changes in exercise objectives and designs.  

The analysis of how external and internal factors affects an organization’s capability needs 

is a strategic process that should be directed by a high-level body for at least two reasons. 

First, it is at this level that the competence, and the mandate, lies to identify and prioritize 

external and internal factors. Secondly, the result of such analysis will be in itself strategic, 

as it will imply the need for organizational change and development, including the need 

for capability development. This will also affect the need for, and objectives of, exercises. 

In HELCOM, a process for the identification and analysis of external and internal factors 

affecting the need for capability development would have to be guided by the Helsinki 

Commission. However, the Helsinki Commission may delegate parts of the process. For 

example, HELCOM RESPONSE could be given the role to analyze the need for the 

development of response capabilities.  

In HELCOM today, some processes exist that partly result in what could be seen as 

strategic development priorities. For instance, in the current process of updating the Baltic 

Sea Action Plan (BSAP) the analysis of the sufficiency of current measures, and need for 

new ones, plays an important part. HELCOM RESPONSE has a continuously updated 

Figure 4 The influence of external and internal factors on HELCOM response mandate, capabilities 
and exercises. 
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work plan, which also contains some strategic development aspects.50 What is not clearly 

visible is a comprehensive process for the definition of the HELCOM RESPONSE 

strategic development priorities.  

The result from such a process could form a basis for the development of a HELCOM 

RESPONSE Exercise Plan. It is proposed that the Helsinki Commission would task 

HELCOM RESPONSE to assign an expert working group, possibly with some analytical 

support, to carry out a two-step analysis.  

 First, to identify and analyse those capability needs that are inherent in the current 

strategic framework of HELCOM and to focus on achieving these capabilities.  

 Secondly, to identify and analyze changes in external and internal factors and how 

to identify additional strategic development priorities.  

                                                        

50 This is first and foremost an internal work plan for the HELCOM RESPONSE working group rather than a plan for 
the development of the HELCOM RESPONSE capabilities. It is mainly based on what the Contracting Parties bring 

to the meeting table. 

Area for further discussions in HELCOM RESPONSE: 

What could a process in HELCOM RESPONSE for the definition of HELCOM RESPONSE 
strategic development priorities look like? Who should be responsible for the process?  
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4 The HREP 
Using exercises as a strategic development tool requires a long-term (multiannual) plan for 

exercises, outlining objectives for coming exercises together with what capability 

development priorities they support. In the HELCOM RESPONSE Manual this plan is 

called the HELCOM RESPONSE Exercise Plan, or the HREP. The HREP represents the 

link between the HELCOM RESPONSE strategic development priorities on the one hand, 

and the objectives, and design, of specific exercises on the other. 

The process leading up to such a plan must be able to include several different types of 

input. These include, but are not necessarily limited to, changes in policies, laws, funding, 

societal values, and HELCOM basic documents together with results from exercises as 

well as previously identified gaps in capabilities and capacities.   

This chapter outlines an annual process for updating the exercise plan, but also discusses 

the necessary inputs for this process as well as the links between the HREP and the 

planning of specific exercises. It draws on the HELCOM RESPONSE Manual, the 

outcome from the expert workshop hosted by Sweden in January 2017, and on examples 

of national exercise plans.  

4.1 Previous work 
The HELCOM Manual defines the HREP as a multiannual, and yearly updated, exercise 

plan supporting the strategic development of HELCOM response cooperation. The Manual 

furthermore states that the HREP should list the coming exercises, specifying dates, 

venues, host nations, objectives and supported strategic development priorities.  

According to the Manual, HELCOM RESPONSE should develop the HREP, while the 

Helsinki Commission should decide it. An analysis of development needs, based on a 

HELCOM strategic development plan, should together with a dialogue with the 

Contracting Parties, form the basis of the HREP. Hosting exercises, as well as 

participation in exercises, should remain national decisions.51 

                                                        

51 HELCOM (2019b), Chapter 10.5. 
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The expert workshop in January 2017 outlined a process for the HREP process that also 

took into account the exercise planning process for the annual BALEX DELTA exercise 

(Figure 5).52  

4.2 A developed HREP Process 
The basis of a developed HREP process is the current process as described in the 

HELCOM RESPONSE Manual, together with the conclusions from the workshops in 

January 2017 and in October 2019. The overall aim is that the developed HREP process 

should be both straightforward enough and efficient enough to function in the HELCOM 

RESPONSE context, and generate an exercise plan that fully support the strategic 

development of HELCOM RESPONSE. Some of the suggestions for a developed process 

will require revisions in the Manual. 

4.2.1 A three-year plan, yearly revised 

The Manual states that the HREP should be multiannual and revised on a yearly basis. A 

multiannual plan ensures the long-term perspective in the strategic development. It also 

gives the Contracting Parties enough time to plan and prepare for specific exercises. 

Yearly revisions are necessary to ensure that new circumstances, including identified 

capability shortfalls, are reflected in the exercises, but also to handle any changes in the 

hosting of specific exercises. In short, the HREP should be a living document. 

The HELCOM RESPONSE Manual states that the result of the process should be a list 

specifying the exercises, their dates and venues, host nations, their overall aims and what 

strategic development objectives they support. To achieve this, the HREP must build on a 

thorough analysis of development needs and of the willingness and ability of different 

Contracting Parties to host specific exercises. In the Manual this is expressed as an 

analysis consisting of two parallel processes: 

First of all, an analysis for determining the needs for exercises. This analysis is in turn based on the 

strategic development plan for the HELCOM cooperation on the response to marine pollution, known 

                                                        

52 MSB (2017a). 

Figure 5 The HREP process proposed by the HREP workshop in January 2017. 
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capability gaps, identified threats and risks and the evaluation results from preceding exercises. 

Secondly, a dialogue with the Contracting Parties in which the will and the capabilities for hosting 

exercises are investigated. 

However, to carry out this type of dual process in full each year is neither necessary, nor 

appropriate considering the work efforts required. Instead, it is suggested that the HREP 

should have a three-year perspective and be fully revised every third year. In the years in 

between these full revisions, the HREP would only be reviewed, taking into account 

especially important or pressing new circumstances. The three year cycle is chosen as it 

allows for a reasonable time-perspective in the HELCOM RESPONSE planning process. 

The following plan is suggested for the HREP process:   

Figure 6 Time plan for the HREP update process. 

4.2.2 The HREP directive 

It is suggested that each HREP update (comprehensive revisions as well as limited 

reviews) should be initiated through a HREP directive. The HREP directive should present 

the HELCOM Response strategic development priorities for the coming years. These 

priorities should in turn be based on an analysis of changes in both external factors (such 

as changes in society, maritime traffic patterns, changes in international laws and 

regulations, etc.) and internal factors (such as lessons from operations and exercises, 

structural changes in HELCOM, changes in national policies regarding HELCOM, etc.), 

together with any identified capability gaps. 

The HREP directive could be developed in a process separate from the HREP, on behalf of 

HELCOM RESPONSE. More likely, however, is that it will be a first step in a HREP 

development process, ending with a decision by HELCOM RESPONSE on a proposal for 

an HREP directive. 

The HREP directive is proposed to include at least the following main sections: 

 Introduction 

o The objective of the HREP directive. 

o A short summary of the current situation, and the development since the 

last HREP. 

 A summary of important developments affecting the HELCOM RESPONSE 

capability needs. These include, but are not limited to, the following: 

o Changes in the roles and tasks of HELCOM and HELCOM RESPONSE 

and in their guiding documents.53 

o Changes in external aspects affecting the capability development needs of 

HELCOM RESPONSE.  

o Changes in internal aspects affecting the capability development needs of 

HELCOM RESPONSE.  

                                                        

53 These may in turn be the result of changes in international and national policy, international and national laws, 

society (demography, values, priorities, etc.), funding, technologies, methods, environmental threats etc. 
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 Analysis of identified shortcomings in HELCOM RESPONSE capabilities (in 

previous exercises, operations, and other analysis). This includes, but is not 

limited to, the following: 

o Specific capabilities that are lacking. 

o Existing capabilities that are not up-to-standard. 

o Existing capabilities that are not properly implemented. 

 HELCOM RESPONSE strategic development priorities  

The HREP directive could be developed in a process separate from the HREP. More 

likely, however, is that it will be a first step in the analysis leading up to the revision of the 

HREP. It would de facto be a process similar to the one outlined in 3.4, for the 

identification of strategic development priorities. 

4.2.3 Deciding the HREP and the HREP directive 

The Manual states that the Helsinki Commission should decide the HREP. At the 

workshop in January 2017, as well as at the workshop in October 2019, it was instead 

suggested that HELCOM RESPONSE should decide the HREP as this would allow for a 

higher degree of flexibility. The possible downside of such a solution could be that the 

HREP, a highly strategic document as it defines what development aims the exercises 

should support, would be decided by a working group.  

However, a possible compromise could be that that the Helsinki Commission, or the 

HELCOM Heads of Delegation (HoD), would decide the HREP directive in the year 

before the revision/review. During years of comprehensive revisions, the new HREP 

would be decided by HELCOM, while during years of limited reviews the HREP could be 

decided by HELCOM RESPONSE and approved by the HELCOM HoD. The Helsinki 

Commission or the HELCOM HoD could task HELCOM RESPONSE with the 

development of a proposal for HREP directive.  

4.2.4 Revising and reviewing the HREP 

It is necessary to differ between the processes for a comprehensive revision and a limited 

review of the HREP. The comprehensive revision is proposed to take place in two steps 

(Figure 7). In the first step, a progress report is produced outlining the most important 

aspects affecting the HREP, based on HREP directive and a preliminary analysis of factors 

affecting the exercise needs. HELCOM RESPONSE should approve this progress report.  

The second stage of the comprehensive revision is the development of a suggestion for a 

new three-year plan. This stage would elaborate on the progress report and at the same 

time include a process of negotiation with the Contracting Parties, trying to match exercise 

objectives and formats with potential host nations. HELCOM RESPONSE decides the 

HREP, after which the HELCOM HoD and the Helsinki Commission approves the HREP 

at their subsequent meetings. HELCOM RESPONSE decides any limited updates in the 

current HREP (years 3 and 6 in Figure 6). 
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The limited reviews (Figure 8) are mainly carried out during September and October. The 

focus is on identifying any changes in external or internal aspects that need to be reflected 

in the HREP and propose revisions accordingly. HELCOM RESPONSE decides the 

proposal for a limited update at its autumn meeting.  
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Figure 8 The process of a limited review. 

Figure 7 The process of a comprehensive revision. 
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4.2.5 Area for discussion: The HREP process 

A challenge is to match the process proposed above with the current meeting schedules of 

HELCOM/HoD and HELCOM RESPONSE. It will probably take considerable efforts to 

adapt the new process to the existing ones.  

4.3 HREP Content 
In the HREP, the Strategic Development Priorities are translated into exercise objectives. 

The HREP is proposed to include at least the following main sections:  

 Introduction 

o The background and objective of the HREP 

o Previous HREP (priorities and follow-up/results) 

o HELCOM RESPONSE strategic development priorities 

 The strategic development priorities and exercises 

o Analysis of the strategic development priorities, from an exercise 

perspective (how can the Strategic Development Priorities be supported 

by exercises). 

o List of tentative exercise objectives, derived from the strategic 

development priorities, together with suggestions for exercise formats. 

 The dialogue with the Contracting Parties 

o Prioritized exercise objectives  

o Offers from Contracting Parties to host exercises 

 The Exercise Plan 

o Lists HELCOM RESPONSE exercises during the coming three years. 

Exercise month/year, exercise objective(s), supported strategic 

development priorities, exercise format and host nation is specified for 

each exercise.  

o List of Contracting Parties in the EET. 

The Contracting Parties choose, on a volunteer basis, what exercises to host and 

participate in. This is a challenge that the HREP will not be able to fully solve. As a result, 

there may remain strategic development priorities, and exercise objectives that no 

Contracting Party are ready to take on. However, while the analysis will highlight the link 

between the overall development objectives and the need for exercises, the dialogue with 

the Contracting Parties will allow them to choose those development objectives and those 

exercise formats that suit them best.  

To increase flexibility and cost-effectiveness it is furthermore suggested that the HREP 

include a wider spectrum exercises, for instance table-top and functional exercise formats 

when appropriate. For the sake of readiness and preparedness, alarm exercises should 

however still be carried out at least once every year, preferably as unannounced exercises. 

The evaluation of BALEX DELTA 2018 indicated that alarm exercises that goes beyond a 

simple communications test, where the involved Contracting Parties must actually carry 

out some of the national processes (for offering resources or for requesting support), is 

potentially more rewarding.  

Areas for discussion 

What should a process for the development of the HREP look like, and how could this 
process be synced with already existing meeting and decision-making processes? Who 
should be responsible for this process?  
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4.4 The HREP Development Working Group 
Developing an HREP directive and a HREP is a challenging task. It requires time and 

analytical skills. It furthermore requires knowledge about, and experience from, operations 

for the response to pollution at sea and on the shore as well as from the planning and 

implementation of exercises. The composition of the HREP working group is therefore 

critical. 

At the HREP workshop in January 2017 it was suggested that the group should consist of 

representatives from the current host nation together with the three coming host nations. In 

this way, the revisions and reviews of the HREP could be based on current experiences 

and the coming host nations could identify specific issues to include in their exercises. 

However, this may not make full use of the knowledge and experience acquired during 

previous exercises. Another suggestion could be that the group should consist of 

representatives from the last three host nations, together with a representative from the 

current host nation. This group would have recent experience from the planning and 

implementation of HELCOM exercises. However, the link to coming exercises would be 

weak. Finally, yet another suggestion, and possible compromise, that was raised during the 

2019 workshop, is that the group should consist of a representative from the last year’s 

host nation together with representatives from the three coming years’ host nations. This 

would ease the burden on the current host nation, which is busy planning and conducting 

its exercise, while ensuring experiences from recent exercises and a link to the coming 

ones.   

During years of comprehensive revision, it could be considered to strengthen the HREP 

working group, consisting of subject matter experts, with professional analysts. Their main 

task would be to compile and analyze the necessary information as a basis for the working 

group’s assessments.  

4.5 Suggested revised text for the HELCOM 

RESPONSE Manual 
Based on the previous sections in this chapter, the following text is suggested to replace 

the text in the HELCOM RESPONSE Manual, Vol 1, Chapter 10, section 5: 

Exercise in support of strategic development 

All HELCOM exercises – at sea, on the shore or combined – support the strategic development of the 

HELCOM cooperation on the response to marine pollution. The HELCOM RESPONSE Exercise Plan 

(HREP) is a three-year exercise plan that is updated on a yearly basis. It represents the link between the 

HELCOM Strategic Development Priorities, and the objectives and designs of specific exercises. The 

HREP lists all HELCOM Exercises for the coming three years and specify for each exercise date 

(except for BALEX BRAVO) and venue, host nation, overall aims and objectives, and what Strategic 

Development Priorities it supports. Every third year, a comprehensive revision should be carried out. 

HELCOM RESPONSE develops a proposal for an HREP directive, which specifies the HELCOM 

RESPONSE Strategic Development Priorities for the coming years. When the HREP directive is 

approved by the Helsinki Commission, the HREP process is initiated. The HREP is revised by 

HELCOM RESPONSE and approved by the Helsinki Commission. For this work, HELCOM 

RESPONSE appoints a HREP working group consisting of representatives from the Contracting Party 

hosting the BALEX exercise during the revision year, together with representatives from the host 

nations from the last three years of exercises. The HREP revision consists of two parallel analytical 

processes. The first one determines how different types of exercises (ALPHA to DELTA) and different 

types of exercise objectives may support the Strategic Development Priorities. The second one 

determines the will and capability of different Contracting Parties to host specific exercises. The 

hosting of exercises should rotate among the Contracting Parties.  

Area for discussion: 

Who should participate in the HREP working group, and what terms-of-reference should it 
have?   
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5 Planning HELCOM exercises 
To plan a large-scale, multinational exercise is a complex task. In HELCOM, the 

Contracting Parties take turns in hosting the BALEX DELTA exercises. This means that 

almost a decade will pass between turns and that there will remain few experiences from 

the last time at the national level to build on. Furthermore, national exercises are usually 

smaller, with limited scopes, and are thus simpler to plan and implement.  

Developing an exercise planning guide is a comprehensive task, consisting of at least three 

different steps. 

• Define an overall planning process and methodology. 

• Describe the map of a web based tool. 

• Develop documents (planning templates, checklists etc.) to be introduced into the 

tool. 

This section of the report concerns the two first bullets: an overall exercise planning 

process and methodology and the web-based tool. The third task falls outside of the scope 

of the current project.  

BALEX DELTA 2018, with the help of extra funding from the European Union, used an 

inclusive planning process as set out in the HELCOM RESPONSE Manual. This process 

includes the invitation to all Contracting Parties to participate in the planning conferences. 

One objective of the inclusiveness is to increase the overall ability among the Contracting 

Parties to plan and implement large-scale BALEX DELTA exercises. A web-based tool 

for exercise planning could further help increase the ability to plan and prepare complex 

exercises. Such a tool need to be based on the planning processes described in the 

HELCOM RESPONSE Manual, but also take into account experiences from recent 

exercise planning in HELCOM as well as in other contexts.  

The first part of this chapter outlines a proposal for a developed HELCOM exercise 

planning process. Inevitably, some aspects of this process will affect the HELCOM 

RESPONSE exercise framework.  

The second part of this chapter outlines a draft blueprint for a comprehensive and user-

friendly tool for conceptualizing, planning, and evaluating exercises.  

5.1 Exercise planning process 
The HREP represents a link between identified Strategic Development Priorities and 

specific exercises. Hence, HELCOM RESPONSE needs to monitor the planning and 

implementation of exercises to ensure that they support the strategic development 

priorities. This calls for an agreed planning process, including regular progress reports to 

HELCOM RESPONSE.  

The HELCOM RESPONSE Manual outlines the exercise planning process, consisting of a 

start-up meeting and up to three planning conferences.54 The process is inclusive, allowing 

all Contracting Parties to participate in the planning conferences. However, HELCOM 

RESPONSE exercises will vary in both size and complexity, especially if a wider 

spectrum of exercise objectives and exercise formats is used. The Manual underlines the 

need to adapt the planning process to the size and complexity of each exercise. This 

section will further elaborate how such an adaption can be accomplished.55  

BALEX DELTA 2018 used this planning process and all Contracting Parties were invited 

to the three planning conferences. In between these planning events, a smaller core 

planning team continued the work of developing the exercise. In the planning of BALEX 

                                                        

54 HELCOM (2019b). 
55 The section mainly builds on the HELCOM (2019b); MSB (2017b). Exercise Guidance Basic Manual – An 

Introduction to the Fundamentals of Exercise Planning, MSB1137 and HELCOM (2019a). 
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DELTA 2018, the development of exercise objectives and exercise aims required 

considerable efforts and time. Had there existed an HREP, these objectives and aims 

would largely have been defined from the outset.56  

The following table (Table 4 Classification of HELCOM exercises according to 

complexity.) represents a simplified and schematic classification of exercises according to 

their size and complexity.  

Table 4 Classification of HELCOM exercises according to complexity. 

 Simple Medium Complex 

BALEX 
DELTA 
(Operational) 

BALEX DELTA are 
never considered 
simple. 

Exercises similar to 
most of the previous BD 
exercises, i.e. a short 
operational phase with 
one or a few exercise 
elements that are 
scripted in detail with 
little or no room for 
participants’ initiatives. 

Exercises similar to 
BD 18, i.e. an extended 
operational phase with a 
number of different 
exercise elements that 
are not strictly scripted, 
where the participants 
are expected to take 
initiatives similar as in a 
real operation. 
 

BALEX 
CHARLIE 
and 
BALEX 
BRAVO 
(Functional) 

Exercises that focus 
on one function, or a 
part of a function, 
with a limited number 
of participants and 
short, scripted 
exercise elements 
(drill-like). For 
instance, two diving 
teams operating 
together. 

Exercises that focus on 
several functions (for 
instance a staff and 
aerial reconnaissance) 
with short and scripted 
exercise elements, or 
one function (or parts of 
a function) with several 
participants and a 
prolonged and more 
realistic exercise 
element. 
 

BALEX CHARLIE and 
BALEX BRAVO are 
never (or seldom) 
considered complex. 

BALEX 
ALPHA 
(Table-top) 

Exercises that are 
seminar discussions, 
i.e. a group of actors 
sitting around the 
same table jointly 
discussing how to 
handle a given 
scenario. 
 

Exercises that are 
classic TTX, i.e. a group 
actors sitting around a 
table, or in separate 
rooms, acting in their 
roles when presented 
with a scenario. 

BALEX ALPHA are 
never (or seldom) 
considered complex. 

5.1.1 Start-up meeting 

At the start-up meeting, to which all Contracting Parties should be invited,57 the 

fundamentals of the exercise are discussed and decided. These include, but are not limited 

to, the following: 

 Exercise objectives (if not given) and preliminary overall exercise aims  

 Budget/financing 

 Time-plan  

 Participants (countries, organizations, etc.) other than the Contracting Parties to 

be invited to take part in the planning and the exercise. 

                                                        

56 However, it will still be necessary to analyze the given exercise objectives, and to break them down into sub-
objectives and to design exercise elements that support these sub-objectives. 

57 However, each Contracting Party participates on a voluntary basis. 
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 A draft exercise concept, possibly including a draft scenario outline. The concept 

should give a first indication on how the exercise objectives and the exercise aims 

can be converted into exercise elements. 

 A first indication of resources necessary to conduct the exercise (support vessels, 

communications, facilities, etc.) 

 Division of roles and tasks in the exercise planning process. This could include 

the creation of specific sub-groups for scenario design, visitors program etc. 

 A first draft evaluation concept, including at least aspects such as who is 

responsible for the evaluation, how it is to be conducted, and what should be its 

main outcomes.  

The core planning team should prepare the meeting, including appropriate documentation 

to allow the participants to discuss the bullets above. The start-up meeting should report its 

main conclusions to HELCOM RESPONSE, no later than two weeks after the meeting.  

If the exercise is simple or medium, the start-up meeting could be a one-day event, and if 

it is a simple exercise, the start-up meeting could a video conference. If the exercise is 

complex, it is in most cases necessary to have a two-day meeting. Medium and complex 

exercises normally require face-to-face start-up meetings, to establish necessary personal 

relationships and to allow for necessary cooperative development work.  

In the case of a complex exercise, the start-up meeting should take place at least one year 

before the exercise. Medium exercises, should have a start-up meeting at least eight or 

nine months ahead of the exercise to allow time for a proper planning process. In the case 

of simple exercises, the specific circumstances must decide the timing.  

5.1.2 Planning Conferences 

HELCOM exercises should according to the Manual be planned using a series of three 

planning conferences (IPC, MPC, FPC). The core planning team, led by the host nation, 

prepares the planning conferences, and continues the planning in-between conferences as 

appropriate. As noted above, how the conferences are carried out, and with what ambition, 

will vary with the size and complexity of the specific exercise. 

As a default, all Contracting Parties, and other countries or organizations that are to take 

part in the exercise, should be invited to participate in the planning conferences. However, 

it should be understood and accepted that not all will be able to participate.  

In complex exercises, the participants in the planning conferences may be divided into 

working groups focusing on different aspects of the exercise (either different exercise 

elements such as oil recovery, aerial reconnaissance, emergency towing, etc. or different 

exercise building blocks such as scenario, visitors program, etc.). 

The IPC will focus on developing concrete and measureable exercise aims, based on the 

exercise objectives and the overall exercise aims. It should furthermore develop an overall 

exercise design together with an overall scenario. The ambition and overall focus of the 

different visitors’ programs (VIP, visitors, observers, media, public etc.) should be 

discussed. VIP visitors should be decided at this stage, to be able to give them an early 

heads-up.  

The IPC should be a face-to-face meeting for most exercises, with a exception for the 

simplest ones. In the case of a complex exercise, it should be a two-day event no later than 

nine months before the exercise, while in a medium exercise it could be a one-day event 

no later than six months before the exercise. In the case of a simple exercise, the specific 

circumstances must decide the format, timing and duration of the IPC. No later than two 

weeks after the IPC, a progress report should be sent to HELCOM RESPONSE that 

includes the exercise aims, the overall exercise design, and the overall scenario. This 
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report will help the planning team to keep the pace, and help HELCOM RESPONSE in 

their follow-up of the exercise planning. 

In between the IPC and MPC, the core planning team (or lead country) will continue to 

develop the exercise design and the scenario. Furthermore, each participating country and 

organization should be encouraged to develop their own specific exercise aims (for 

instance aims specific to their participating vessel(s) and crew(s)), coherent with the aims 

discussed at planning conference one. Input from HELCOM RESPONSE on the progress 

report should be taken into consideration. 

At the MPC, the aims, including the aims of the participating organizations, are decided. 

Furthermore, the scenario and exercise design are finalized. The main part of the MPC is 

devoted to the further development of specific exercise elements, including injects and 

timing of events. The visitors programs should be finalized.  

The MPC should be a face-to-face meeting for complex and medium exercises. For simple 

exercises, it could be a video- or telephone conference. In the case of a complex exercise, 

it should be a two-day event no later than six months before the exercise, while in a 

medium exercise it could be a one-day event no later than four months before the exercise. 

In the case of simple exercises, the specific circumstances must decide timing and 

duration. 

No later than two weeks after the MPC, a progress report should be sent to HELCOM 

RESPONSE that includes the detailed exercise aims, the scenario and the exercise design. 

The FPC should mainly deal with the finalization of the practical aspects of the exercise, 

including transports, logistics, timeline of simulated actions/reactions etc. The exercise 

documentation (exercise plan, exercise management plan, evaluation plan etc.) must be 

finalized during this planning conference, meaning that the core planning team will need 

to prepare drafts of these documents before the conference. 

The FPC is a face-to-face meeting for complex and medium exercises. In the case of a 

complex exercise, it should be a two-day event no later than three months before the 

exercise, while in a medium exercise it could be a one-day event no later than two months 

before the exercise. In the case of simple exercises, the specific circumstances must decide 

timing and duration. 

No later than two weeks after the FPC, a report should be sent to HELCOM RESPONSE 

that focus on any remaining challenges and on any identified needs for changes in the 

exercise aims, exercise scenario or the exercise design. 

5.1.3 Planning the evaluation 

The exercise evaluation team (EET) should have a representative in the core planning 

team and should participate in the planning conferences. The main reason for this is to 

ensure that the exercise is designed with evaluable aims and that the exercise elements 

allow for these aims to be evaluated. Participating in the planning process will furthermore 

help the evaluation team to understand choices made in the exercise planning process.  

Areas for discussion 

To what extent is it possible and desirable to have this type of common, but scalable, 
exercise planning process in HELCOM? Would it be helpful for the Contracting Parties?  

How inclusive should a common planning process be? 

What should a process at the level of HELCOM RESPONSE for the follow-up of exercise 
planning look like? To what extent would such a process be perceived as controlling and 
interfering rather than supporting and helping by the host nations? 
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5.1.4 Complex exercises demand earlier registration of participants 

The HELCOM RESPONSE Manual states that invitations to participate in the exercise 

should be sent out no later than six months before the exercise, and that the replies should 

be sent to the host nation not later than four months before the exercise. This is generally 

enough for simple and medium exercises, but in the case of complex exercises, as was 

noted in the evaluation of BALEX DELTA 2018, the replies will be too late for the MPC.  

It is suggested that the reply date is set to guarantee that the necessary information 

regarding who is going to participate, and with what resources, is available before the 

MPC.  

5.2 A draft blueprint for an exercise planning tool 
The requirements for a web-based planning tool were discussed at length at an expert 

workshop in Stockholm, October 2019. The starting point was that the tool should:  

 Be intuitive and easy to use.  

 Build on tested and validated methods/processes for exercise planning.  

 Support both the planning of exercises and the HELCOM RESPONSE follow-up 

of the planning, i.e. contain checklists and templates for both planning and 

reporting.  

 Offer a supporting timeline for prioritization of different tasks in the planning of 

an exercise. 

From the workshop, it was furthermore noted that several principles ought to guide the 

development of an exercise-planning tool. Firstly, it should not duplicate existing web-

based tools with resulting unnecessary costs.58 Secondly, it should be simple and user-

friendly, giving the right cues at the right time to intuitively help progress the exercise 

planning. Finally, it should be transparent, providing general access to information such as 

lessons learned and other published deliverables, as well as giving those who need it for 

their roles in exercise planning access to specific information in a timely manner. In 

addition to this, the workshop participants wanted the tool to both provide a process for 

exercise planning as well as a platform for joint planning and the joint drafting of 

documents. The proposed tool (Figure 7) consists of three main parts: a public webpage, a 

repository and an area for the planning of specific exercises.  

                                                        

58 See for example European Commission (2016). EXITO - the EXercise event Injection TOolkit. Available: 
https://ec.europa.eu/jrc/en/scientific-tool/exito-exercise-event-injection-toolkit. Last accessed 05/11/2019; NATO 

C3 Agency (2009). JEMM Joint Exercise Management Module. Available: 

http://www.opanalytics.ca/STRATCOM/NATO%20NC3A%20JEMM%20-%2010-Jemm.pdf. Last accessed 
05/11/2019; NATO Modelling & Simulation Centre of Excellence (2019). 12th NATO CAX Specialist Certification 

Course. Available: https://www.mscoe.org/12th-nato-cax-specialist-certification-course/. Last accessed 05/11/2019. 
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Figure 7 The overall design of the tool for exercise planning. 
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5.2.1 BALEX website 

The public BALEX website presents general information on BALEX exercises. It would 

be a developed version of the current HELCOM RESPONSE exercise website.59  

The starting page could be quite similar to the current exercise website, presenting 

information on: 

 what HELCOM is 

 why HELCOM carries out exercises 

 what different types of HELCOM exercises there exist and their characteristics.  

Each text should have links to pages containing more information on the subjects. There 

should also be links to important documents such as the current HELCOM RESPONSE 

Exercise Plan (HREP).  

As is the case in the current HELCOM RESPONSE exercise website, there should be a 

timeline presenting previous, current and forthcoming exercises, naming the host nation 

for each exercise. Each exercise should have a hyperlink to a specific exercise page.  

Finally, the BALEX website should have a link to a password protected exercise-planning 

site. This is where the actual planning of a specific exercise is carried out.  

5.2.2 Exercise pages 

Following a link from the BALEX website to a previous exercise, the visitor will reach 

another public webpage. This page contains public information such as the exercise 

objectives, exercise aims, the exercise scenario, the overall exercise setup (design, dates, 

location, participants etc.), and the exercise evaluations. There are also links to photos and 

videos describing or documenting the exercise and to any other public material such as 

presentations and brochures. The page may also include links to webpages presenting the 

exercise planning team and the exercise evaluation team. 

In webpages presenting current or forthcoming exercises, there are some additional links: 

 Media: an area for additional information, resources, and contacts regarding 

media coverage, media inquiries, etc. 

 Visitors: an area containing vital information for and about visitors, such as the 

different categories of visitors, the visitors programs, costs, registration, lodging 

etc.  

 Participants: an area containing basic, open, information for participants, as well 

as links to password-protected registration page where validated participants can 

register assets etc. Only the leading agencies (sea and shore) in each Contracting 

Party should have credentials to access this page. The exercise core planning team 

may give additional organizations credentials, if they are to participate. 

5.2.3 Repository 

The repository is a restricted (password protected) webpage, possibly linked to from the 

BALEX website. It is primarily a database. Together with a search engine, it allows users 

to retrieve information from structured and unstructured text. Users should be able to use 

Boolean text searches, either as simple searches or through advanced searches combining 

search factors such as keywords in title and text, author, publication date, document type 

etc. Several types of documents should be available through the repository (Table 5). 

  

                                                        

59 HELCOM (2019f). RESPONSE EXERCISES. Available: http://www.helcom.fi/action-areas/response-to-

spills/helcom-balex-delta-and-other-exercises. Last accessed 05/11/2019. 
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Table 5 Examples of repository data. 

Non-exercise 
data 

Exercise related data 

Helsinki Convention 
HELCOM  
 
HELCOM 
RESPONSE Manual 
 
HELCOM 
Recommendations 
 
Baltic Sea Action 
Plan 
 
Previous and current 
HREP 
 
Exercise planning 
handbooks 

Exercise design Exercise 
administration 

Exercise evaluation 

Overall exercise plan 
 
Exercise objectives 
and aims 
 
Exercise design 
 
Exercise scenarios 
 
Events and injects 
 
Minutes from 
planning conferences 
 
Minutes from Core 
Planning Team 
 

Budget and other 
financial documents 
 
Media and 
dissemination plan 
 
Visitors programs 
 
Invitations 
 
Photos, videos and 
other media 
 
Information material 
such as brochures 
and presentations 
 
Exercise planning 
team 
 
Exercise direction 
team 
 
Exercise evaluation 
team 
 

Minutes from the 
debriefing (hot wash-
up) 
 
After Action Review 
minutes 
 
Exercise Evaluation 
Team report 
 
Other evaluation 
reports 
 
Lessons learned 

5.2.4 Exercise-planning site 

The exercise-planning site is the main part of the web-based tool. It provides planners of 

specific exercises with a process and a collaborative platform.  

The front page of the exercise-planning site contains links to the planning areas of all 

current and forthcoming exercises. Each specific exercise has assigned exercise 

administrators who can issue user credentials to those involved in the planning of the 

exercise. Depending on their roles, they will get access to the whole planning area of the 

exercise or just parts of it. 

The front page also has the link Create new exercise. When clicking on that link, a number 

of choices for a new exercise will appear, such as for example: 

 Exercise format. 

 Size/complexity of the exercise (simple, medium and complex). 

 The dates of the exercise. 

Help sections will help the user to make informed choices.  

Based on the choices made, the system will propose a planning timeline for the exercise. 

This proposed timeline will include dates for the start-up meeting, for possible planning 

conferences, and for the possible after-action review meeting. It will furthermore include 

dates for when important steps in the planning process should be finalized, such as the 

objectives/aims, the scenario, the invitations, the exercise instructions, and the evaluation 

plan. Finally, it will also include dates for progress reports to HELCOM RESPONSE. 

Within certain limitations, it is possible for the user to adjust the proposed dates. It is also 

possible to change the dates at a later stage in the planning process, if necessary.  

When the user has approved a preliminary time plan, the system creates a number of task- 

or role-specific pages, such as: 
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 Objectives and aims 

 Scenario 

 Exercise design and exercise elements, including injects 

 Exercise instructions (for participants) 

 Budget and administration (including for instance issues such as diplomatic 

clearance when necessary) 

 Exercise Direction (ExDir) 

 Media Programme 

 Visitors Programme (including VIP) 

 Participating resources 

 Communication, information and documentation 

 Planning conferences 

 Core Planning Team 

 Evaluation/EET 

For each page, the following is immediately available:  

 A template (or several templates when necessary) 

 A “read me” instructions paper. 

 A checklist of important aspects. Furthermore, a template for meetings is also 

included where applicable. 

The initiator of an exercise-planning site invite other planners and as a default, these will 

have access to the front page and the planning conferences sub-page. Normally, they 

should be given access to read the material in most sub-pages but only to write in those 

connected to their roles.  

Some information in a task-specific page should ideally be duplicated into documents in 

other task-specific pages. Two examples are the aims and objectives and the short version 

of the scenario, which both would be reused in several other documents.  

The exercise-planning tool should be guided by three overarching principles for user 

requirements: 

 Smart planning. The web-based tool should be programmed to provide textual 

suggestions to facilitate exercise planning. 

 Smart traceability and accountability. The web-based tool should provide 

relevant visual cues and prompts to inform users of critical deadlines, alterations 

to planning etc. 

 Joint versioning. The web-based tool should provide a platform where users can 

work together, at the same time, from different parts of the world and see each 

other’s progress (like a Google Document). 

When logging on to the exercise-planning site, the front page should show an exercise 

planning timeline illustrating where the planning process currently is, and a task list, 

where tasks and subtasks are marked as pending begun or finalized. Tasks that are not 

finalized, and approaching the suggested deadline, will change colour to red to signal 

potential need for specific attention.  

The exercise planning area should contain tools such as: 

 a planning tool for coordination meetings 

 a planning tool for designing different types of BALEX exercise (ALPHA-

DELTA) 

 a versioning tool for drafting and correlating objectives, scenario text and injects 

For more examples of different types of views, and what functionalities these could have, 

please see Annex 4. For more examples of different types of tools, please see Annex 5. 
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5.2.5 Workload and division of labour 

All of the websites above should be based on strict templates, both to minimize the 

workload in creating and maintaining them and to ensure consistency. This should be 

closely monitored during the development of the tools. However, to create and maintain 

websites always take time and an important question is who should be responsible for the 

development and administration of the websites.  

 
Area for discussion 

Who should be responsible for the different websites?  

What workloads are reasonable to put on different groups such as the exercise planning 
team and the secretariat? 
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6 Further work 
This report outlines a three-step process, adapted to HELCOM, for (1) identifying strategic 

development priorities, (2) transforming the strategic development priorities into a 

multiannual plan supporting strategic development, and (3) the planning and 

implementation of specific exercises. It furthermore discusses what capabilities and 

capability development are in the HELCOM context, and outlines a draft blueprint for an 

exercise-planning tool.   

All three steps require further discussions in HELCOM RESPONSE and in some cases 

decisions by the Helsinki Commission. The outcome of these discussions may include the 

need to revise documents related to HELCOM RESPONSE.  

It is suggested that the implementation of the first two steps in the process are done 

sequentially, starting with an attempt to single out and analyse the strategic development 

priorities in HELCOM’s current strategic framework documents. These strategic 

development priorities would form the basis of a first three-year HELCOM RESPONSE 

Exercise Plan (HREP).  

Drawing on the experiences from this first HREP, a second process to identify strategic 

development priorities could be carried out based on an analysis of changes in external and 

internal factors that affect the mandate and roles of HELCOM RESPONSE. The resulting 

strategic development priorities would be implemented in the second, revised HREP. 

The third step, implementation of a process and of a tool for the planning of exercises, 

could be done in parallel with the first two steps. It would consist of two distinct parts. The 

first part is the implementation of an exercise planning process. This is proposed to be 

further tested and then implemented in the HELCOM RESPONSE Manual.  

The second part is the development of an exercise-planning tool. This is proposed to be 

done in a sequence of smaller development efforts, where the end-users should be 

involved in the testing of each module. It is suggested that the development of the BALEX 

exercise site, the repository and parts of the exercise-planning site is included in a first 

development effort. The development of the exercise-planning site in this first 

development effort is proposed to focus on the sub-pages, including relevant templates and 

checklists, together with the join versioning tool and the time-line tool.  
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Annex 1 Capability description template 
Having discussed capabilities in the HELCOM context, the following template is proposed 

for describing capabilities.  

Description 
Describe the capability, and who is responsible for it. 

Example 1: The Lead Country shall have the ability to give operational support to assisting 

foreign units. 

Example 2: The Lead Country shall have the ability to organize the practical co-operation 

between units from different countries 

Tasks 
Give examples of what needs to be done to achieve this capability. 

Example: The Lead Country shall have the ability to organize the practical co-operation 

between units from different countries. The Lead Country must be able to assess the abilities of 

foreign vessels and crews and match these into Strike Teams. The Lead Country must be able 

to match Strike Team abilities to specific response tasks.   

Capability Enablers 
Give examples of tools, techniques and procedures needed to fulfill the tasks and realize the 

capability. 

Examples: i) Standardized asset (e.g. vessel, equipment, crew, experts) description templates, 

ii) standardized use of HELCOM Grid, and iii) standardized situational reporting by radio and 

e-mail 
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Annex 2 Principles for capability 

development 
The first task of this study involves developing strategic guidelines for long-term direction 

of overall (capability) development. In particular, this includes a roadmap for identifying 

and describing capabilities needed in risk, hazard, crisis and disaster management and 

incident response. While the concepts, processes and mandates for capability development 

are discussed in other sections of this report, this annex will consider the principles that 

facilitate the formulation of better objectives for capability development. Seven 

overarching principles for capability development have been identified based on 

international guides to incident response exercise planning and design. 

Principle 1. Assigned responsibilities  

Capability development requires clearly formulated and allocated responsibilities.60 For 

example, it should be clear who is responsible for setting priorities,61 and who is 

responsible for achieving those priorities (e.g. through research, training or exercise 

programs).62 Responsibilities should be allocated to persons that have the competence and 

knowledge needed to fulfill their tasks. Hence, responsibilities may be allocated to 

appointed officials63 (e.g. within the HELCOM or competent authorities) or to subject 

matter experts.64  

Principle 2. Coordinated planning 

To maximize the effects of capability development programs it can be beneficial to 

identify, coordinate and seek synergies between different: 

 Methods available to reach objectives, e.g. awareness raising, training, exercises 

etc.  

 Competences available, e.g. experienced practitioners, experts etc. 

 Platforms, e.g. different working groups, organizations etc.65  

For example, in addition to realistic exercises for the response to pollutions at sea, 

educational workshops were carried out during BALEX DELTA 2018. During these 

workshops, shore-side actors were educated in both HELCOM and EU incident 

management frameworks, thus raising their awareness. The shore-side actors had the 

opportunity to interact with and learn from experts representing, among others, HELCOM 

and EU.66  

                                                        

60 MSB (2018) Stöd för att utveckla en flerårig övningsplan. MSB659 – december 2018, 6. 
61 Government of the United Kingdom. (2010). Emergency responder interoperability: lexicon. Available: 

https://www.gov.uk/government/publications/emergency-responder-interoperability-lexicon. Last accessed 
10/09/2019, “Capability Target”, ”Control” 

62 MSB (2018), 6. 
63 US Department of Homeland Security. (2013). Homeland Security Exercise and Evaluation Program 

(HSEEP). Available: https://www.fema.gov/media-library-data/20130726-1914-25045-8890/hseep_apr13_.pdf. Last 

accessed 16/10/2019 
64 MSB (2018), 6. 
65 MSB (2018) Stöd för att utveckla en flerårig övningsplan. MSB659 – december 2018, 7; MSB (2017b) Exercise 

Guidance Basic Manual – An Introduction to the Fundamentals of Exercise Planning  Available: 

https://rib.msb.se/filer/pdf/28402.pdf Last accessed 23/10/2019. 14 
66 HELCOM (2019a). Main Exercise Evaluation: BALEX DELTA 2018. Available: 

https://balexdelta2018.files.wordpress.com/2019/04/balex-delta-2018-final-report-3.pdf. Last accessed 25/10/2019. 
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Principle 3. Harmonized methodologies for capability development 

The responsibility for HELCOM BALEX exercises is shared and rotated among the 

Helsinki Convention Contracting Parties.67 One way to support these Parties of varying 

sizes, resources, geographies, and means to participate, so that they can learn and develop 

on equal terms is to provide a harmonized set of methods. For example, as exercises are 

one of the main tools for the joint capability development of HELCOM Contracting 

Parties, it is necessary to have and utilize different types of exercising methods.68 The 

HELCOM Response Manual already provides various exercising methods (e.g. BALEX 

ALPHA, BRAVO, CHARLIE and DELTA). These different exercises can accommodate 

differences in subject matter interest, budget, and resources etc.69 A way for capability 

development planners to make exercising more inclusive, is to suggest priorities and 

objectives for capability development that can be achieved both with high cost methods 

and low cost methods. 

Principle 4. Risk-based capability prioritization  

The identification of priorities and objectives for capability development should be based 

on an analysis of the risks that need to be prevented, detected, mitigated, and managed.70 

There are many ways to evaluate, categorize, and prioritize risks. For example, some risks 

may be more likely or more hazardous than others. Similarly, there are many ways that 

capability development priorities could be set. For example, some capabilities may be 

fundamental to manage any identified risk (e.g. risk detection capabilities).71 Other 

capabilities may be more critical to specific risks (e.g. specific HNS response capabilities).  

Principle 5. Needs-driven objective formulation 

Objective formulation should be based on an identification of needs.72 There are several 

types of needs that can be addressed, for example: 

 What abilities are needed to address a specific risk? 

 What abilities are needed to achieve a certain objective? 

 What abilities are needed to achieve an objective through a specific procedure? 

Objectives can also be formulated in terms of what is needed to reach desired outcomes.73 

Frequently, needs as well as desired outcomes can be identified through experience; e.g. 

testing what works and what doesn’t, analyzing real events to see how decisions made and 

assets used affected outcomes.74 

Principle 6. Capability gap mitigation 

It is important that objectives are set for specific actors and stakeholders (e.g. SOSC, 

NOSC etc.) that need to develop to achieve outcomes.75 It is also necessary to identify the 

(functional) capability gaps that the actors have, i.e. what abilities or level of ability that 

are missing to achieve the outcome. If an exercise, for example, aims to find solutions to 

these capability gaps, it is the important that the exercise explores and evaluates a variety 

                                                        

67 HELCOM (2019b). HELCOM Manual on Co-operation in Response to Marine Pollution within the framework of 

the Convention on the Protection of the Marine Environment of the Baltic Sea Area, (Helsinki Convention) Volume 
1 

68 US Department of Homeland Security. (2013). 
68 MSB (2017b), 18 
69 HELCOM. (2019b), Volume 1. 
70 US Department of Homeland Security (2013). 
71 MSB (2017b), 18. 
72 MSB (2018), 6 
73 (2018) Stöd för att utveckla en flerårig övningsplan. MSB659 – december 2018, 6 
74 MSB. (2016). Övningsvägledning: Grundbok – Introduktion till och grunder i övningsplanering. Available: 

https://rib.msb.se/filer/pdf/27420.pdf. Last accessed 23/10/2019. 18 
75 MSB (2018) Stöd för att utveckla en flerårig övningsplan. MSB659 – december 2018, 6 
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of enablers. 76 Enablers are tools, techniques, methods and procedures (and potentially 

even specific assets) that can be used to achieve the outcome. For example, if HELCOM 

was to identify that a common capability gap is efficient situational reporting, then 

possible enablers that an exercise could test would include common procedures for what 

and when to report, common reporting formats, different communications technologies 

(e.g. radio or e-mail) etc. 

Principle 7. Management of lessons learned 

To ensure that risk and needs are identified, objectives are being reached and capability 

gaps are being mitigated it is necessary to manage experiences, or in other words lessons 

learned. This includes collecting observations from real events as well as exercises, and 

through analysis and validation turn these observations into lessons that can be 

disseminated.77 For example, the BALEX DELTA 2018 exercises were evaluated from 

several different perspectives and lessons from the exercises were documented, published, 

and presented to the Helsinki Commission, the European Commission, the Contracting 

Parties and other relevant actors.78 This means that the lessons are disseminated and 

known, and can be transformed into capability development. 

  

                                                        

76 US Department of Homeland Security. (2013). Homeland Security Exercise and Evaluation Program 

(HSEEP). Available: https://www.fema.gov/media-library-data/20130726-1914-25045-8890/hseep_apr13_.pdf. Last 
accessed 16/10/2019 

77 Eriksson et al (2017) Lessons Learned Framework Concept, Driver D530.1 
78 HELCOM and Swedish Defence Research Agency. (2018). Main Exercise Evaluation: BALEX DELTA 

2018. Available: https://balexdelta2018.files.wordpress.com/2019/04/balex-delta-2018-final-report-3.pdf. Last 

accessed 25/10/2019 
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Annex 3 Capabilities as objectives 
Capabilities can be objectives in of themselves. For example, Annex VII of the Helsinki 

Convention states that the Contracting Parties must maintain the ability to respond to 

pollution incidents. This objective is more or less timeless. It remains relevant as 

experienced crews are trained to uphold their current level of knowhow of multinational, 

coordinated response or as new crews are trained to reach the same levels. Similarly, the 

nature of this ability can change over time; e.g. increases in the volume of spills, the 

emergence of new types of pollutants, the development of new oil response methods, 

vessels or equipment will affect what the ability need to be. As such, capability 

development may include upholding a current level of ability, but in the long-term 

perspective, it is more likely to reflect needs for actual progress, improvement or 

adjustment to changing realities. 

In the long-term perspective, capability development may include the identification of 

desired abilities (objectives). This type of objective identification frequently reflects a 

need for an improvement or increase; e.g. “increase responsiveness” or “more effective 

coordination”.79 For example, the overarching and strategic objective of BALEX DELTA 

2018, was “to train and improve” the response capability of sea and shore actors.80 

BALEX DELTA 2018 further included tactical objectives such as enhanced cooperation 

between maritime actors, and operational targets such as testing new concepts.  

Long-term objectives can be broken down into manageable mileposts. For example, an 

overarching objective can be broken down into several smaller, more concrete objectives. 

Those objectives could be placed in a sequence of milestones, focusing on achieving one 

or a few of them at a time, rather than all at once. HELCOM already has experience of 

using such techniques in capability development through the Baltic Sea Action Plan 

(BSAP), which is currently being revised.81 The overarching response objective of the 

BSAP, “efficient emergency and response capabilities”, has several subordinate objectives 

on its timeline, for example: 

- by 2008 to develop and agree upon common methodology for the assessment of risk and sufficiency 

of emergency and response capacity, to be used with “Guidance for the subregional plans to quantify 

needed emergency/response resources”[...] 

- by 2009 to finalise the assessments by the Contracting States of the risks of oil and chemical pollution 

and to finalise the quantification of the emergency and response resources at the sub-regional level[...] 

- by 2010, based upon risk assessments, to identify the gaps in emergency and response resources at the 

sub-regional level and to prepare concrete plans/programmes for fulfilling them by 2013[...].82  

Formulating general capability objectives (e.g. “improved response” or “enhanced 

cooperation”) may be enough in certain cases. In other cases, it may be necessary to be 

specific to reach the desired effects. It could for instance be necessary to identify which 

specific types of actors that need to achieve an improved or adjusted capability, what the 

specific capability gaps are for those actors, and how the gaps are to be mitigated.  

Capability development through gap identification is done in the Baltic Sea Action Plan 

(see the 2010 objective above). For example, if the specific, tactical objective is to 

                                                        

79 FEMA (2018b). National Preparedness Goal. Available: https://www.fema.gov/national-preparedness-goal. Last 

accessed 09/09/2019; FEMA (2018a); Government of the United Kingdom (2010). Emergency responder 

interoperability: lexicon. Available: https://www.gov.uk/government/publications/emergency-responder-
interoperability-lexicon. Last accessed 10/09/2019, “Capability Target”, ”Control”; Tavemark A. (2013). Att 

värdera operativ förmåga i styrningen av Försvarsmakten. FOI-R--3632--SE, 26; MSB (2019) Nationell risk- och 

förmågebedömning 2019, MSB1392. 
80 The actual wording actually used “responsive capacity”, rather than the grammatically and semantically more 

appropriate “response capability”. 
81 HELCOM (2007). HELCOM Baltic Sea Action Plan (HELCOM Ministerial Meeting, Krakow, Poland, 15 

November 2007) 
82 HELCOM (2007). 
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improve the ability to form and reform optimized strike teams, the capability gaps 

identified could be the NOSCs’ ability to efficiently communicate available assets and 

their capacities or the SOSC’s ability to efficiently optimize those assets into appropriate 

strike teams. The hypothetical mitigations could include evaluating the use of standardized 

asset description templates in an exercise or to run a series of simulations to see how 

specific assets could be combined in an optimal way. The exercises could then train and 

test a number of aspects such as time spent to compose strike teams, the geographical oil 

response coverage of strike teams, harmonization of most similar pollution carrying 

volume, or asset matching against specific scenarios (e.g. pollution in shallow waters, 

pollutants within risk areas of Hazardous and Noxious Substances, dispersed pollutants 

etc.).  
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Annex 4 A platform for smart coordinated 

exercise planning 
This annex builds on the analysis for the web-based exercise-planning tool. The sections 

of this annex provides examples of users views and the suggested functions that should be 

available to the users in those views. The views and functions are based on user 

requirements for a web-based planning tool that were collected during the Workshop on 

the HELCOM Response Exercise Plan of October 2019. The sections below are structured 

with a rudimentary visual example of a user view with brief written descriptions of the 

view and explanations of the suggested functions in the view. This annex cannot provide a 

comprehensive explanation of every view conceivable to a particular user (or set of users). 

The examples have instead been selected based on three overarching principles for user 

requirements that were particularly emphasized during the workshop: 

Smart planning. The web-based tool be programmed with or provide textual suggestions 

to facilitate exercise planning. 

Smart traceability and accountability. The web-based tool must provide relevant visual 

cues and prompts to inform users of critical deadlines, alterations to planning etc. 

Joint versioning. The web-based tool must provide a platform where users can work 

together, at the same time, from different parts of the world and see each other’s progress 

(like a Google Document). 
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Coordinator’s View: Project timeline 

 

Background picture from: https://pixabay.com/photos/water-blue-surface-sea-ocean-768745/ 
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Project timeline function 

Project timeline. The view shows the general progress made within the project, with the 

progress for main project outputs (objectives, scenarios, and injects) underneath the 

timeline and coordination key dates on the above the timeline. The blue shows the current 

placement in the timeline. 

Output progress. The text field, which is auto-filled, clarifies the state of completion of 

objectives, scenarios, and injects with mote detail, i.e. whether they are marked as “not 

started”, “started”, “tentative” or “done”. 

Meeting progress. The text field, which is auto-filled, clarifies the state of completion of 

meetings and indicates the documentation available for the meeting (e.g. whether there is 

an invitation, presentations, minutes etc.). 

BALEX news feed. A news feed of recent events and key resources could be good 

(optional) feature and may remind the coordinator of news, events and progress to 

highlight during meetings. 

BALEX planning blog. Another (optional) feature could be a blog where planners and 

participants can post general ideas, questions and concerns related to the exercise.    

Project timeline principle implementation 

Accountability notifications. A number of visual cues could be provided in a view like 

this one, for example: 

 highlighting tasks that are potentially behind on the level of completion of other 

similar tasks (see “[!]”) 

 highlighting deadlines that potentially have not been met or are approaching (see 

“[!]”) 

Traceability notifications. There are certain aspects of planning that exercise planners 

might want to have a quick overview of, for example where to view objectives, scenarios 

and injects as well as minutes and other materials from meetings. 
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Coordinator’s View: Meetings planner 
 

 

Background picture from: https://pixabay.com/photos/water-blue-surface-sea-ocean-768745/ 

Meetings planner functions 

Meeting timeline. The view shows all the meetings that will commonly take place within 

HELCOM up until the completing of an exercise; e.g. start-up meetings, planning 

conferences (1,2,3…), the exercise hot wash-up, lessons learned etc. 

Meeting planning. The most basic preparation necessary for a successful meeting is 

arranged in a planning field for each meeting. Each meeting planning field provides areas 

for setting the dates, setting the venue(s), sending invitation (and monitoring registration), 

planning and delegating tasks, and uploading presentations. 

Coordination field. A text field below the timeline could be used to summarize the status 

of meeting preparation.  

BALEX news feed. A news feed of recent events and key resources could be good 

(optional) feature and may remind the coordinator of news, events and progress to 

highlight during meetings. 
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BALEX planning blog. Another (optional) feature could be a blog where planners and 

participants can post general ideas, questions and concerns related to the exercise.    

Meetings planner principle implementation 

Smart planning. The meeting planner could include a number of smart solutions that 

make its functions more user-friendly and aid exercise coordinators in theirs roles: 

1. Smart meeting date suggestion. The meeting planner should be flexible, allowing 

the coordinators to make their own informed decisions but should by default, 

already at the initiation of an exercise planning process, suggest: 

o all the meetings that are customary for any type of BALEX exercise 

(ALPHA-DELTA), and in the order that they are customarily held,  

o the general date intervals at which BALEX exercise meeting tend to be 

held, adjusted to the type of BALEX exercise (ALPHA-DELTA), that is 

being planned. 

2. Smart agenda-setting. The meeting planner should suggest agenda points (and 

possibly time distribution for agenda points) based on milestones that are 

customarily expected within HELCOM, and based on the type of exercise being 

organized (ALPHA-DELTA). 

3. Smart tasking. The meeting planner should suggest tasks that correlate to agenda 

points. The tasks should be appropriate for the type of exercise selected (ALPHA-

DELTA). The coordinator should also be able to assign the tasks to specific 

participants, and set deadlines for task outcomes.   

Accountability notifications. A number of visual cues could be provided in a view like 

this one, for example: 

 highlighting meeting planning preparation that is approaching deadline (see “[!]”) 

 highlighting participant concerns that have yet to be addressed (see “[!]”) 

 explaining what is customarily expected of the coordinator for certain planning 

preparation (see “Set Agenda”) 

Traceability notifications. There are certain aspects of meeting planning that a 

coordinator might want to have a quick overview of, for example the number of registered 

participants, posted presentations and meeting materials etc. 
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Coordinator’s View: Exercise Planner 
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Exercise planner functions 

The exercise planner allows the coordinator to delegate, set deadlines for, track and check 

the progress of exercise design tasks. The functions in the exercise planner could include 

the following. 

Exercise design timeline. The exercise design timeline tracks the progress of objective 

formulate, scenario design and inject creation. By relating specific injects to specific parts 

of the scenario that are meant to address one objective specifically, exercises design will 

become more relevant to capability development objectives. 

Coordination field. This field summarizes progress in the exercise design, highlights 

important changes, and makes smart suggestions to drive the works forward. 

Notes field. During coordination meetings, important questions might be raised and 

decisions made regarding objectives, scenarios, injects and delegation of tasks. These can 

be summarized to appear in the notes field on the platform. 

BALEX planning blog. The blog could show posts that planners (or participants) have 

marked as relevant to exercise design.    

Meetings planner principle implementation 

Smart planning. A web-based tool for exercise design could include smart functions such 

as suggesting tentative dates for tasks like objective formulation, scenario design and 

inject creation. The tool could correlate these date suggestions to other planning decisions 

such as dates for planning meetings.  

Accountability notifications. A number of visual cues could be provided in a view like 

this one, for example: 

 marking responsible parties (such as exemplified by names in the diagram)  

 highlighting tasks that are behind schedule (see “[!]” regarding “objective 3” 

under “coordination”) 

 highlighting participant concerns that have yet to be addressed (see “suggestion” 

for “objective 1” under “coordination”) 

Traceability notifications. There are many moving parts in exercise design. Hence, if one 

part changes and affects, others, it is necessary to notify concerned parties (see “[!]” in the 

timeline). Tracking progress in tasks would also be eased by allowing responsible persons 

to classify state of completion (e.g. “not started”, “started”, “tentative” and “done”).  
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Coordination Group Participant View: Scenario 

Planner 
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Scenario and inject versioning platform 

The example scenario and inject versioning platform allows different actors within an 

exercise coordination group to work together, in tandem, online and to track each other’s 

work. The view shows and correlates the draft scenario text and injects to a specific 

objective so that coordinators can ensure that the crucial parts of the exercise design is 

building towards a common goal.   

The platform locks fields so that only persons responsible for the fields can write and edit 

in them. It allows responsible person to write, make edits, validate text and comment. In 

the example above, the actual writing is done in the wide field on the left side of the screen 

where as the other functions are on the narrower right-side field: 

Locked to. This function shows who has the rights to write and edit in the field in case a 

viewer has a question for them. 

Last validated. This function shows who approved the text last time, indicating whether 

authors are content or not with text (e.g. showing state of readiness for parts of the text). 

Last edited. This function shows when text was added, changed or deleted and can be 

pressed to track and highlight changes in the left field. 

Notes. This function allows authors to write comments, post links to meeting documents 

or external materials. 

Scenario and inject versioning platform principle implementation 

Accountability notifications. Different tasks such as starting, producing a tentative draft, 

or completing scenarios and injects can be given deadlines by coordinators. Reminders of 

deadlines are sent at default intervals (that can be adjusted or removed). When deadlines 

are not met, the coordinator and responsible persons are notified. 

Traceability notifications. The view shows the authors the basic information they need to 

complete their tasks. It allows authors to receive notifications of, trace, and track changes 

and comments to specific persons. 
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Coordination Group Participant’s View: Injects 

Planner 

 

Picture of map from: https://www.google.com/url?sa=i&url=https%3A%2F%2Fwww.welt-
atlas.de%2Fmap_of_langeland_1-
1090&psig=AOvVaw3YY0khONywm3HFnxCBc642&ust=1573723142020000&source=images&cd=v
fe&ved=0CAIQjRxqFwoTCLiCzN3t5uUCFQAAAAAdAAAAABAD 
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Inject planner platform 

In this example view, it is possible to combine injects (related to one or more objectives) 

with timelines and uploaded charts. However, it could further be possible to create views 

that correlate injects to other factors that are useful in exercise planning, e.g. how many 

injects a certain objective has, whether certain persons within the exercise directing staff 

has more injects to manage than others etc. Furthermore, if certain injects are dependent 

on the decisions of the exercised response units, then it may be possible to switch 

presentation from timeline to an inject decision tree instead. The example also lets the 

planners play through the sequence of injects, as a simulation on the uploaded sea chart. 

Inject planner platform 

Smart planning. This view provides the coordinators with visual tools that let them 

simulate and track how injects will be used before the start of the exercise. This allows 

coordinators to make decisions on whether injects are appropriately planned according to 

factors such as how much they would like to emphasize certain objectives, the 

appropriateness of inject locations, the exercise directing staff available for managing 

injects etc.  

Traceability. The injects are traceable and matched to specific objectives in the menu. It 

could further be possible to have a function where, if injects are clicked, a textbox opens 

showing key factors from the scenario related to the inject (e.g. wind and weather 

conditions, oil types etc). 
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Annex 5 Requirements and ideas for a web-

based planning tool 
This annex suggests a number of tools that could be included in a web-based platform for 

exercise planning. It is part of the completion of the third task in this study. The tools are 

suggested on the basis of platform requirements expressed by participants at the workshop 

on the HELCOM response exercise plan in October 2019. The tools may both be 

requirements identified by the workshop participants themselves or requirements 

identified by the participants that have been combined and reformulated into planning 

tools. The identified planning tools are structured according to the type of planning they 

facilitate, for example if they facilitate the general exercise planning, if they facilitate the 

planning of the implementation of the exercise, if they facilitate the administration of an 

exercise, etc. However, this should not be viewed as a comprehensive list of web-based 

planning tools. 

General planning tools 
Exercise method handbooks: The web-based exercise tool should provide links to trusted 

guidance on exercise planning.  

Contact information: There should be a searchable contact list function which provides 

all necessary contact information to core planners, distaff, evaluators, observation leaders 

etc. 

Meeting planning tool: The exercise tool should provide a web-based means of planning, 

inviting to and conducting exercise coordination meetings.  

Exercise planning timeline: There should be a timeline, providing a logical order, for 

core exercise planning tasks such as formulating exercise objectives, planning scenarios 

and planning injects for exercises (with milestones and dependencies) 

Task lists: Different planning tools (e.g. the planning timeline or the meeting planner) 

should, when relevant, allow the coordinator to set up an attached list of tasks with 

assigned responsibilities and deadlines. It should be possible to mark and trace the status if 

tasks (for example “not started”, “started”, “tentative” and “done”). 

Smart planning: Different tools should have the ability to suggest standard processes and 

standard content headings by default to help planners. The tools should further be able to 

identify when changes in one part of the exercise planning may affect other parts of the 

planning. 

Prompts: Different tools should, as appropriate, be equipped with visual prompts, for 

example when deadlines are approaching, new text has been added or changes have been 

made.  

Contingency planning: The tool should facilitate having a back-up plan, and make 

reminders to keep track of contingencies such as weather forecast etc.  

Update feeds: It should be possible to set up several update feeds for users such as a 

coordinator’s blog, a news feed and similar means of disseminating information.  

Exercise evaluation tools 
Exercise evaluation handbooks: The web-based exercise tool should provide links to 

trusted guidance on exercise evaluation.  

An inventory of evaluation tools: There should be a summarized inventory of evaluation 

tools e.g. evaluation protocols, interview protocols, questionnaires etc. 



FOI-R--4801--SE 

63 (63) 

Structured data collection plan: The exercise planning should facilitate the drafting of a 

data collection plan for exercise evaluations. 

Web-based platform for questionnaires: The planning tool should be able to host 

webpages for questionnaires. 

Hot wash-up template: The tools should suggest key points for a hot wash-up in a 

template.  

Exercise direction 
Exercise design versioning: The platform should allow authors in different places to jointly 

write, track and edit objectives, scenarios, injects and similar texts. 

Distaff planner: Directing staff, who manage the direction of the exercise, should be able 

to plan their responsibilities, locations, shifts and communication routines, and injects ahead 

of the exercise. 

Inject management tools: It should be possible create, manage, and view injects in logs, 

on decisions trees (if injects are dependent on exercise participant decisions), sea charts etc. 

It should always be possible to trace which parts of scenario and which objectives that injects 

are derived from. It could further be possible to link injects to certain resources (e.g. ships 

or commanders).    

Interactive cartography: The platform should allow the uploading of sea charts to plot out 

scenario background details, environmental and other interests (economic, public etc.) in 

sectors on the chart, plot injects, times, Distaff positions, and annotations to relevant sectors 

on the charts. 

Communications planning 
Pre-structured communication and social media updates: It should be possible for the 

exercise communications staff to prepare (and auto-publish) updates on social media and 

webpages. 

Media surveillance: It would be beneficial if the exercise planning platform could link to 

media surveillance tools that give reliable updates when news mentions the exercise, 

HELCOM or certain pollution response themes for example.   

Administrative planning  
Notation tools: The exercise planning platform should provide for an area where 

coordinators can keep administrative notes and diary entries regarding matters such as 

permits, rentals, purchases, lodging and hotel booking, VIP-visitors, reimbursements etc. It 

should be possible to mark and trace the status if entries (for example “not started”, 

“started”, “tentative” and “done”). 

Documentation for visitors: There should be templates of documents and summaries 

needed by visitors.  

Web-based courses: It should be possible to upload and perform web-based courses, e.g. 

through video and questionnaires. 

Feedback: The web-based planning tool should have templates for participant feedback and 

it should be possible to digitize participant feedback through the platform.  
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