
THE LANDSCAPE HAS CHANGED;
THE THREAT IS EVOLVING.

Hunter Seeker:
An Active Threat Exercise 

INTELLIGENCE AND INFORMATION SHARING IS KEY 
TO PREVENTING A CRITICAL INCIDENT FROM TAKING PLACE. 



Hunter Seeker |  1

Threats are Changing. New Ones are 
Emerging.  Information Remains Key to 
Safety and Security.
Communities across the country face an onslaught of diverse threats ranging from 

lone active shooters to domestic and homegrown extremists, cyber attacks, and 

complex coordinated terrorist attacks. Whether working in public safety or the 

private sector, information sharing on current and emerging threats is key to 

preventing a critical incident from taking place. 

THE HUNTER SEEKER EXERCISES

THE THREAT IS REAL

Integrating best practices in homeland security exercise planning with gaming 

design, Hunter Seeker is the flagship exercise of Hagerty’s Active Threat Portfolio. 

This exercise is specifically intended to test an agency or organization's ability to 

share information with one another before, during, and following an incident.

Release of injects to 

mimic suspicious 

activity reporting, 

news coverage, and 

social media posts 

prior to a critical 

incident occurring.

Validation of existing 
intelligence and 
information sharing 
workflows and 
procedures as a 
critical incident 
emerges.

Validation of 
operations during 
following the 
immediate response 
to a critical incident.

Application of 
demobilization 
processes following 
a critical incident, 
and completion of 
lessons learned 
activities.

DAY 1: 
STEADY STATE

DAY 2: 
CRISIS STATE

DAY 3: 
SUSTAINED CRISIS

DAY 4: 
STEADY STATE 
RETURN

Over the course of exercise play, a threat reveals itself in the form of a critical 

incident and participating intelligence operations centers and agencies transition 

from a steady to a crisis state. Intelligence operations centers and their partners 

work together to develop an understanding of links, motives, and outstanding 

threats, while concurrently addressing the challenges of coordinating staff, making 

decisions, and analyzing information under pressure.   

In the almost 20 years 

since September 11, 2001, the 

terrorism threat landscape has 

changed considerably. Today the 
most significant terrorist threat 

facing the nation comes from lone 

offenders and small groups of 

individuals who commit acts of 

violence motivated by domestic 
extremist ideological beliefs.

⏤ Secretary of Homeland 

Security Alejandro Mayorkas, 

addressing the rise of 

Domestic Violence Extremism 

(DVE).
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An Exercise Like No Other.READINESS MATTERS

Exercises provide individuals and 

participating agencies 

opportunities to identify areas for 

improvement in a safe 

environment.  Previous Hunter 

Seekers have been critical to 

testing procedures and plans 

during steady and crisis states, 

ultimately making safety and 

security systems across a 

community stronger:

What makes Hunter Seeker different than most homeland security exercises? 

A lot. Hunter Seeker is both an exercise and a game. Imagine your traditional 

Homeland Security Exercise and Evaluation Program (HSEEP) guided exercise on 

overdrive, where participants are immersed in a thought provoking, challenging, 

and collaborative exercise world that provides the opportunity to prevent a critical 

incident taking place. Decisions made in the exercise have consequences. Key 

distinctions of the Hunter Seeker exercise are:

• Incorporation of gaming concepts to ensure dynamic interaction between 

participating agencies.

• A thorough interview and gap assessment conducted with participating 

agencies prior to the exercise to ensure designers understand the granularity 

of each organization’s role in the information sharing environment.

• A universal adversary that reacts to actions (or inaction) by participating 

agencies.

• Exercise play spread over multiple days (traditionally three to seven days), 

allowing capabilities to be evaluated in steady state, crisis state, and the return 

to steady state.  

Our exercise designers build Hunter Seekers tailored to clients needs and 

resources. No Hunter Seeker exercise uses the same scenario or results in the 

same outcome. Through an innovative design process, host agencies can:

• Focus exercise play on one or several specific law enforcement intelligence 

agencies, fusion centers, intelligence and information sharing organizations, or 

private organizations.

• Select a scenario that players interact with in steady and crisis states.

• Stress the resilience of prevention and response systems by increasing the 

number of days of exercise play.

• Increase the realism of the exercise through the simulation tools used, 

including the use of Hagerty’s EMSocialSimulation to mimic social media in a 

safe exercise environment. 

• Incorporate information sharing platforms, such as the Homeland Security 

Information Network (HSIN), into exercise play.

• Accompany the functional game taking place at intelligence/operations 

center(s) with operations and discussion-based exercise play.

As the staff went through 

the prevention, response, and 

recovery portions of the exercise, 

we found it to be difficult. Our 
information sharing protocols and 

procedures were certainly tested. 

The three-day period was 

complex, and the scenarios were 

well planned. Many of our team 
members commented on the 

pressure the exercise put on 

them. At the end of the three 

days, we certainly had many 

takeaways that strengthened our 

dedication to gather, analyze, and 
disseminate intelligence to public 

safety stakeholders to mitigate 

the threat. The continual planning 

and exercising of our protocols 

and tools is of vital importance to 

our success and we are thankful 
for the venue you gave us to test 

those procedures.

⏤ Captain Tanner Jensen, Utah 

Department of Public Safety 

and Director of Utah’s 
Statewide Information Analysis 

Center (SIAC)

https://www.emsocialsimulation.com/
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Key Factors in Hunter Seeker Exercise Design

PROVIDING AGENCY TO PARTICIPANTS

Often, exercises have a pre-scripted scenario that eliminates a participant’s ability to impact the 

outcome of the simulation. This minimizes the value that is provided during exercises and 

hinders the development of critical thinking skills necessary to ensure public safety. 

The Hunter Seeker Exercise Series is designed to allow participants to immerse themselves in 

the scenario and take proactive steps to influence the conditions they will face.

EXERCISE DESIGN AROUND CORE THEMES OF COUNTERTERRORISM

It is common for terrorism-related exercises to be focused on the response to an attack, yet 

post-event analysis conducted on real-world attacks often highlight the missed opportunities to 

prevent the incident from occurring and the obstacles involved with information-sharing.

The Hunter Seeker Exercise Series allows agencies to assess their ability to prevent an attack 

from happening and assess the impact of intelligence-driven protection and mitigation actions. 

PREPARING FOR THE UNTHINKABLE 

Upon receiving a credible threat, effective preparation requires a whole-community approach to 

take advantage of the advance warning to simultaneously attempt to prevent the attack and 

prepare to respond if prevention isn’t possible. 

The Hunter Seeker Exercise Series tests the processes to mobilize all necessary agencies and 

partners, make critical policy decisions, and communicate with the public.

PLAYER ACTIONS ALLOW FOR FOCUSED CAPABILITY ASSESSMENTS

It can be challenging to prove that an attack was prevented. It takes advanced evaluation skills 

and processes to understand where in the information sharing cycle gaps appeared, and 

disruption occurred.

The Hunter Seeker Exercise Series has been designed to quantify the pre-event indicators 

observed, reported, and acted upon to support an assessment of an agency’s capabilities.
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Our Experience Spans the Country

LEADERS IN HOMELAND SECURITY EXERCISE DESIGN 

WHO IS HAGERTY?

Hagerty Consulting, Inc. (Hagerty) 

is an emergency management 

consulting firm that helps clients 

prepare for, respond to, and 

recover from disasters. 

Developed in 2015, Hagerty’s 

Active Threat Portfolio is nationally 

recognized by public safety 

agencies and community partners 

in strengthening their ability to 

prevent, respond, and recover 

from a spectrum of active threat 

events ranging from lone wolf 

active shooters, chemical attacks, 

vehicular attacks, and fire as a 

weapon; all the way to complex 

coordinated terrorist attacks. 

Hagerty’s expertise includes 

intelligence and information 

sharing; integrated response to a 

critical incident; area command; 

mass casualty crime preparedness 

(family reunification, witness 

management, and fatality 

management); and community 

recovery (among other topics).

Hagerty and is grateful for the opportunity to be supporting public safety agencies 

and security organizations in the further development of intelligence and 

information sharing capabilities. Hunter Seeker exercises have strengthened the 

Intelligence and Information Sharing environment across the country.  Previous 

Hunter Seekers exercises include:

Each exercise developed by Hagerty using HSEEP guidance, including the use of 

planning meetings so that exercises are crafted to meet client objectives. 

Documentation is crafted to ensure participants have the tools they need to 

understand how an exercise will be executed and their role in play. Hunter Seeker 

exercises have an additional layer of exercise design scrutiny to ensure that 

organizational decision-making and capabilities are fully understood for all 

participants so that the experience is more realistic.
Visit Us on the Web:

Hunter Seeker I included two Fusion 
Centers in the Mountain West part of the 
United States. The exercise spanned two 
states and involved play over the course 
of three days.

Hunter Seeker II included hundreds of 
players, including six Fusion Centers 
across three states and an array of 
stakeholders. The exercise involved play 
and a robust simulation system over the 
span of four days.

David Schuld

Deputy Director, Lead for the Active Threat Portfolio, and Hunter Seeker 

david.schuld@hagertyconsulting.com 

To learn more about the innovative and customized solutions Hagerty can provide 

to your organization, contact:

HUNTER SEEKER SALT LAKE HUNTER SEEKER ST. LOUIS
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