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Concept Paper

Chief’s Principal Representative



INTRODUCTION
Large fire management continues to evolve as does the complexity, intensity and political ramifications of fire. Most fires and most fire days are rather routine and innocuous. Problem fires, or fires of national significance, occur on a relatively infrequent basis. The metrics used to measure fire activity vary but some stand out. In most years over 97 percent of all fires are extinguished on initial attack, conversely two (2) or three (3) percent of fires account for nearly 80 percent of the federal fire suppression expenditures. In fact some analysts have determined 75 percent of acres burned occur on 15 percent of all fire days. 

Facing the challenge of the ever increasing intensity and complexity of fires, fire management has responded by putting fires into complexes, increasing the size and skill of incident management teams and formalizing the use of area command. The highly mobile nature of incident management, the use of these teams on a national basis, and their use of self evaluation and after action reviews has allowed this element of fire management to improve and cope with the changes.

Conversely the Agency Administrator element of fire management has not, at least in an organized fashion, been able to provide the incremental and progressive experience and qualifications. The experience of agency administrators may or may not include fire management. Often some of the most challenging, difficult and complex fires occur on units with a low frequency of large fires. The experience differential between the fire management staff, incident management teams and agency administrators can impede effective fire management.

A discussion of fire management would be incomplete without mention of risk management. The dichotomy in experience, approach and execution of large fire management contributes to an artificial, perceived expectation of zero risk. Incident management teams, when working for inexperienced agency administrators or those strongly reacting to local stimuli reinforce this behavior resulting in the commitment of resources beyond the minimum needed to safely and efficiently manage the incident. 
In this same vein, agency administrators at the local level will typically struggle to see impacts of their decisions beyond their incident. In other words, identifying the opportunity cost of committing resources to an incident on their “home” unit is nearly impossible for an agency administrator. A national view of an emerging incident will always be difficult for a local agency administrator.
This issue of local vision is exacerbated by the current resource allocation process. The system is built upon the erroneous assumption of unlimited fire fighting assets which are allocated on a “first come, first served” basis. This only works effectively if the incidents occur in order of priority.   
OBJECTIVES

Nationally there is a need to institute more management controls, more oversight and more accountability over fire management. The Office of Management and Budget and the General Accounting Office routinely demand improvement in these areas. 

The objectives for the Chief’s Principal Representative Program are simple and few. Implementation could require a significant shift in culture and organizational behavior.  These kinds of changes are often the most difficult. Objectives include sharing risk and providing decision support, improving national oversight to certain fires, the conservation of resources from the start of fire season and applying a more national perspective to resource allocation. 
ROLES and RESPONSIBILITIES

The Chief’s Principal Representative (CPR) will assist the assigned Agency Administrator as well as the next level of administration. In working with the local agency administrator, the CPR will be assist in the development of the delegation of authority, review and provide oversight to the development of the wildfire situation analysis (WFSA), and challenge incident management teams and local leadership to develop and execute more effective incident management. In short, the CPR will bring national perspective to fire management.
The CPR will advise, provide counsel and recommend actions to the current staff, and if needed, the CPR will have the authority to act for local agency administration in order to achieve a greater national goal. 

The CPR will work closely with the Regional Forester as well as the Forest Supervisor, and will be supported by a small staff which will enhance resource tracking and allocation. The staff will work closely with entities currently in place. The assigned staff may be on site or remote depending upon the situation. These entities include predictive services, the National Incident Information Center (NIIC), the National Incident Coordination Center (NICC), the National Multi-Agency Coordinating Group (NMAC), and the National Comptroller. Decision support tools utilized for assessments and predictions such as those under development by research will be systematically applied to candidate fires. The support staff will provide data needed to the CPR to formulate analytical rather than emotional decisions. The decision regarding resource allocation will have a national perspective and will always weigh opportunity costs.
The support staff will expand and contract depending on the need. Functional expertise will be required in the following areas; the focus should be on the function and not necessarily on staff:

· Liaison 

· Key contact with Stakeholders

· Public Information

· Information Management and Coordination

· Web Functions

· Expectation Management
· Safety

· Safety Oversight

· Fire Operations

· Key Contact with Incident Management Teams and Area Command

· Development and Evaluation of Strategy and Tactics

· Aviation Management

· Planning Support

· Resource Tracking

· Situation Assessment

· Decision Support

· WFSA

· Financial Management

· Cost Projections

· Financial Oversight (Comptroller)
Staff in each of these areas will depend on the level of support available locally, the needs of the incident, and the needs of the CPR. Some staff functions may be performed at another location by existing staff such as predictive services.
The National Incident Management Organization (NIMO) teams have these skills in place and seem to be a logical choice to fulfill this role.
Appendix A displays the proposed organizational chart utilizing NIMO.

DEPLOYMENT AND USE

The identification of multiple CPR’s to be available for deployment in the coming months is critical. As these teams are established, determination of potential locations would also be expected. Operational protocols, staffing needs and expected products should be determined as soon as possible after the implementation of the program.

Historically, incident management organizations have often been in a calendar based rotation and would be dispatched to an incident if the team was “up” in the rotation when an incident occurred. Due to the unique nature of the CPR and the limited number of CPR’s and support staff this process will not be used.   

As a new program there is no clear protocol for the level or scope of deployment. In this first year the operational level of the CPR would be similar in to the military concept of theater. The theater would be most likely something less than regional in scope but greater than the forest.

The potential area of operation, or theater, should be established well before the activity begins. This will enable the CPR to begin the process of establishing networks necessary for success. Many National Forests have little potential for the types of fires or situations which would require the use of a CPR. Initial CPR and staff could be limited to two or three individuals such as Fire Operations and Liaison.

The trigger or decision point for deployment of the CPR will be tied to fire potential and occurrence. The metric used to determine fire potential will vary depending upon the geographic area, however, it will be important for the CPR to be in place during the initial stages of a fire of national significance in order to have adequate decision space. Predictive services will begin to develop long range outlooks by February or March which will be used to begin the process of focusing the CPR on areas of concern. 
Close coordination among the Chief’s Office, the Regional Office, the Forest and all levels of fire management will be key in the determination of both the deployment and the release of the CPR. Upon release from the assignment the CPR, will prepare a summary report chronicling the activities, successes and failures of the assignment. An after action review (AAR) will also be completed at the end of the assignment and will be used to guide or determine the future of the program.
 EVALUATION

Short term success will be documented by the financial savings achieved, reduction in resource commitments and positive feedback from external organizations. The Stratified Cost Index (SCI) is one of the objective metrics to be used. An obvious difficulty in the evaluation of the program is demonstrating the savings achieved. The need to project the amount not spent is always difficult.
Long term success will allow for the CPR program to become obsolete. Agency administrators would view every fire with a National perspective and require incident management teams to do likewise.   
APPENDIX A
CHIEF’S PRINCIPAL REPRESENTATIVE
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Position Descriptions
Chief’s Principal Representative (CPR)

The CPR will be chosen from the ranks of sitting Regional Foresters, Deputy Regional Foresters or Associate Deputy Chiefs. The selected individual would be from an area without significant fire activity. The CPR will be a primary point of contact for the Chief, Regional Forester, and State Forester. The CPR and staff will be able to assist the Region in dealing with political issues. 

Liaison Officer

The LOFR will be chosen from individuals with successful experience at the incident management and area command level. The LOFR would provide linkage between the incident management and the CPR. If utilized properly this individual would be a tremendous asset to the CPR and could allow the CPR to maintain contact with his or her home unit.
Possible choices. (Rex Mann, Bill Waterbury, Tom Zimmermann, Michael Lohrey)

NIMO Team

The NIMO team will implement the resource allocation and reallocation of resources as determined by the CPR, the affected region and NMAC.
The use of a NIMO team in this role maximizes the use of the teams and provide a high level of credentials with a national perspective. The team would have time to begin the development of data and refinement of the operational protocols. These necessary activities would be difficult at best if individuals with collateral duties were chosen for these roles. 

The NIMO teams have excellent understanding of the use of incident management teams and are properly configured to perform in this function.

The Boise NIMO team has been working closely with NMAC in the development of the 2007 Operations Plan and a National Operations Cell. It is expected they would be assigned this national command function.

Therefore the Atlanta NIMO team is the logical choice for this role. 

Regardless, there would be a need to staff an aviation role to assist in the management of aviation assets. An individual qualified at the Area Command Aircraft Coordinator ACAC would be the recommendation.
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