National Incident Management Meeting

Tuesday January 23, 2007

Breakout Session One

Ballroom C:
What would you do differently on the Gash?

· Enlisted input from IMT for WFSA to develop strategy

· Risk  falls into AA realm
· Involve local government and communities before hand in planning and understanding fire

· Take opportunity when  smoke is in the air – gaming

· Community wildfire protection plan
· WFSA as a strategy tool may not be useful
· WFSA being used as a cost containment tool

· Integrate WFSA and WFIP

· Dump WFSA; use what we use in our land management practices; no further education necessary

· Develop relationships!  Hire PIO on Districts/Forests

· Will not be successful if we are not proactive before – during – after

· Keep communities involved after the incident
· Forest Supervisor major risk taker

· Risk aversion @ local level

· Forest Supervisor must look at risk aversion @ a strategic level

· Talk about taking higher risks before fires and when the fire is going.
· State and local protection – costs

· Be strategic early on key cost centers. (i.e. air resources)
· Use natural barriers as part of risk assessment
Renoir:
What would you do differently on the Gash?

· Wait until IMT arrives to complete the WFSA:

· Local unit may not have sufficient expertise and gains additional expertise.

· Local unit should focus on the Delegation and develop options/alternatives

· Ensure definition of success is known.
· Do WFSA right first time to avoid redo.
· County & FS should work together from start.
· Missed Lessons Learned from 2000.

· Create a pre-season road show. Lessons Learned from other similar WUI events.
· Don’t select such a limited success alternative (high risk of failure).

· Frequent re-write of WFSA is a “Watchout” or missed warning signal.

· Did past events result in Forest Plan amendment?

· Consider bringing in outside expertise in the process to assist in development of WFSA, etc

· Establish/communicate Point Protection strategy.

· Don’t let the perimeter be the deciding factor/issue—it’s should be based on what values-at-risk you want to protect.

· WFSA and costs may be problematic (national issue).

· Pre-season editorial board & other external audiences with visit from PAO and staff. 

· Ensure relationships are in place before the event (helps with AMR).

· Have emergency plans in place before event (with residences and agencies).

· Keep pounding away at Living With Fire messages in area.

· Include these messages in Forest Plan—after Gash Fire good Lesson Learn opportunity.

· Is the Fire Management Plan tiered to the Forest Plan?

· Provide a continuity of decision making history.

· Recognize that the unit needed help in assessing risk (e.g. unit, RO, etc).

Caucus:
What would you do differently on the Gash?

· Not commit resources on the west side of the fire (in the wilderness)

· Do we need to change our policy of containing all arson fires – look at resource benefits

· Take advantage of all fires

· Time & $ - FsPRO – no expertise – verification of data

· Land/Resource plan = WFSA?
· Protection vs. suppression (values at risk – point protection – perimeter control

· Forest Fire Management Officer – Management attention not on fire.
· Public/Program – congressional interest

· IMT’s take message to local public – it’s a local issue

· what was the agency trying to do?
· -relay information to the public before the incident happens – emphasized during the incident by IMT’s

· Use retiree’s/locals to help carry the message – sell the message.
· WFSA – look farther down the road.
SUMMARY

· Operations/Tactics (Flawed, didn’t use point protection, but perimeter control)

· PR program (Related to 6 & 7-Pre-season preparation)

· WFSA (strategy and objectives) Did not look far enough down the road.
· Attention was not on fire (Needed personnel were NOT focused on the Fire).
· Decision support – FsPRO (Technical expertise was late in usage)

· Policy – arson > Suppress Driven (Wrong Policy, does not recognize benefits)
· History (2000) , Maybe drove the fire  toward suppression          

Marquette:
What would you do differently on the Gash?

· “Open up the Window” when you are developing the WFSA. Don’t box yourself in. 

· Look ahead, use appropriate tools, accurate data. Are the parameters that you are basing WFSA accurate?

· Did they have good weather data? Were the assumptions realistic?

· Were availability of resources taken into account?

· In 2000 the suppression strategy was abandoned early and new strategy used was a Point Protection Strategy.

· Was the correct strategy used? Should they have been using a WFIP instead of a WFSA.

· Was local staff used to prepare the WFSA’s or was this a function assigned to the IMT? Local expertise is very important to providing the local fire behavior knowledge.

· Given the National situation they had in 2004 at this point in the season it was unrealistic to catch the fire at the lesser acreage burn amounts.

· They could have used Appropriate Management Response instead of a Suppression strategy.

· It would have been better to estimate a larger fire in the first place as this would have led to more psychological success. This would have prevented the need to prepare numerous WFSA’s.

· Going “Large” early would allow for greater opportunity for success.

· Probably need a good PIO effort to keep the public informed when a protection strategy is used instead of the traditional suppression strategy. Work with local Public Affairs officer, elected officials (community leaders), and the public to build support up front. Develop a media plan or communications strategy. Good opportunities for community meetings, print, radio, and TV messages. Other things include working with public health officials to help manage health concerns. “Inciweb” is another good tool to use to get information out.

· Cultivate good relationships with local, state, and federal cooperators during the winter so they understand changes may be in the wind.

· Unified command may have worked but the local VFD’s may have resisted. Some local departments might participate. Unified command has the chance of more coordinated response.

· Need to brief local officials about changing policies as organizational changes are implemented.

· Create Valley Safety Task Force (VAST) to look at evacuation planning, how will local officials, departments, emergency response groups, etc. involved. This is a good post-fire activity.

Monet I:
What would you do differently on the Gash?
· Pre-load the WFSA so that it wasn’t being done in the middle of the night.

· Clearly define the decisions – be broad focused.

· Pre-planning – where are the communities, old burns, etc.

· Look at the whole picture – not just what existing plans are for the fire but also the probability of success.

· Put together a communications strategy – fire messages etc.- well before fire season.  Manage expectations.

· Use all members of FLT to communicate.

· Consider broader range of issues than just the cost such as risk, etc.

· With an arson fire, given policy you had to put it out.  Not much choice to consider AMR.

· The sequence of WFSAs is of concern because the local fire managers should have expertise in what will work.  There should have been an alternative with a higher probability of success.

· Should have worked closely with the team to develop a strategy that would be successful for WFSA #2.

· Get the people or have the tool that runs the projections and use them.

· Potential risk for firefighters in that country wasn’t reflected in the WFSA decisions.

· Pre-plan for fire management and communication with community needs to be carried through by team.

Ballroom D:
What would you do differently on the Gash?

· Administrator in brief   Present the fire history of the area to the IMT

· Request a “FS Pro” run.
· Expectations should be out lined in the delegation of authority.
· Caution.  If you use fire pro run, you need people who can explain discrepancies – information section and operations section need to be in the discussions.

· IMT Team members need to take a look at the WFSA and determine how realistic it is

· Agency administrators not sign a WFSA with a 55% success. Need to recommend a strategy with a higher percent of success.
· Present 45% chance of failure and then look at it with pro.
· IMT need to know where it is in the regional priority.
· Agency admin expectations – ask “what is your picture of success?” then look at the WFSA and see if they match up.
· Look at fire history and the pre attack lines

· Not just the WFSA – need trigger points and management action plan – gaming over time and space”.
· Need to look out longer term, not just day by day.

· Can team look at fires from a fire use perspective?

· Team rotations provide a new perspective. Take advantage of the team rotations to develop a fresh perspective.

· New teams arriving – you cast your main ideas shortly after the team arrives. Need to be able to take a time out and take a new look at the WFSA..

· Area command asks if you have looked at the fire from another perspective. This is good.

· Information – hopefully local agency administrators have built a relationship with the local community so it won’t be without lines of communication.

· Ask when they can have a community meeting, sooner than later.

· Carry a local community liaison. Liaison is the ears and the PIO is the mouth piece.

· Cost containment
· Look bigger and broader in the beginning tie in between 209, WFSA, delegation.
· After 72 hours reevaluate.
· We do our best work when we don’t have much.
· Negotiate between ICs for resources.
· Let the public know that firefighting resources are being shared across the nation.
· Alternatives for WFSA

· Here is what you want to do;
· Take 50% away

· Take 50% more away.

· Discuss that we will point in a direction and then let it go. 

· Public wants to see the aircraft. They are calling members of Congress etc. to get resources. Share the information with the members of Congress at forest level

· Need to have discussions about how the priorities might change day to day based on redeployment of resources elsewhere. 

· Hopeful the agency administrator has been in the community talking with community so people won’t be blind sided.

· Local liaison needs to be a spokes person for the local land owners. Attend the in briefing.
· Sand table exercises with community.
· More use of local fire prevention officers – pre-work late winter and spring.

· Take time to think out what you want the IMT to do – sand box exercises ok. 

· It will take a long time in some places to change the mindset.

· Forest fuels work provides some options – have the fuels treatments mapped.

· Present the last ten years of fire history on a map. 

· Nice map of location of all structures – work with communities to id all the structures.

· Soon as you start change it’s a first step. 

· Tie in with local chief on triage or structure assessment

· Early involvement with law enforcement – make sure coop law enforcement agreements are in place. 

· Make sure all agreements are up to date, signed, in place – spell out cost portion.

Degas:
What would you do differently on the Gash?

Gash Creek Fire Lessons Learned Analysis
· We teach the line officers its better to write four or five things down on a piece of paper, and we can move forward. 1 out of 10 line officers knows the WFSA process.
· Update Fire Management Plans so current information can go into WFSA
· Use Confine Strategy
· Use Terminology with public that they can understand.
· Use available new tools for decision making.

· We need to get our fire management plans in line.  Many fire management plans are old and not caught up on where we going with this.
· The legacy carried over from previous agency administrators always would make WFSA define  fire small and tight as possible. 
· With a 12 hour time frame, you are looking for the tools and expertise.  
· We need a pre fire strategy
· It takes the whole resource staff to help put that together.
· Follow policy with yearly updating your fire plan. Follow the recommended policy.
· Policy first, human caused kicks you into a strategy. Policies need to be changed to enable agency administrators and IMT’S more latitude to define strategies.
· Liability issue, policies are influencing policy making decisions. 
· A FMO get could an agency administrator into a tunnel vision
· Agency administrator qualifications how will this affect an IMT? A performance based system would help or some form of training. 
· Some policy issues are stepping into some agency administrator shoes.
· By policy we can’t use a Wildland fire for benefit.
· How do we change the public’s perception?
· We need to start using the proper terminology.
· Meet cost containment by not suppressing
· Still meets liability
· We need to talk to the agency administrators on a regular basis.
· Strategies are defined differently then there are no or limited resources.
· AOP’S- What did they have set up with the state. 
· Do we just go back to the history? Need to look back at prior fire history at area to define current strategies.
· Changes in fire strategies overall. The least cost alternative isn’t always the best alternative to take.  We must have an alternative in WFSA.
