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Lessons Learned – Brainstorming
In Attendance:

Dorothy Albright

Kit Bailey

Dennis Baldridge

Phil Bowden

Tim Caughlin

Arlen Cravens

Ralph Domanski

Riva Duncan

Sheri Elliott

Gary Fildes

Rob Griffith

Lorene Guffy

Ed Hollenshead

Carlton Joseph

Jason Kirchner

Jerry McGowan

Joe Millar

Mike Minton

Lance Noxon

Curtis Palmer

Bob Patton

Ken Paul

Joseph Reyes

Allan Setzer

Willie Thompson

Peter Tolosano

Kurt Winchester

Liz Wright

Meeting Manager:
Jerry McGowan

Facilitator:

Dorothy Albright

Note Taker:

Melraine Johnson

Dates and Deadlines
11/04/2009 - Supplement Inspections for Type 3, 4, and 5 Incidents - to Peter Tolosano

01/01/2010 - Send to your forest allocation representative the grade and step levels those who opted for the 26/0 and those who did not – this information is needed for the final allocation

Action Items from Lessons Learned:

· Forest Fire Management Officer Roles and Responsibilities 

· Clarify “Immediate Need” Request 

· Develop Standard R5 Template for: Medivac Plan, Code 3 Plan, and SCBA Plan

· WFDSS

· Develop Media Relations Skills within the Fire Management Organization

· Recruit and Develop capacity for PIO’s within the Region

· Address Safety Issues Associated with Crew Buggies

· Develop Letter  reaffirming commitment to safety
Decisions from Agenda Items:

· Helicopter Shorthaul Capability - Mike Minton/Curtis Coots

Decision:
 Safety First/Aviation will work further on this proposal

· Functional Assistance Review of ECC - Joe Millar/ Mac Heller

Decision:
Formalizing the FAT process with BoD


Strategic Plan Committee to decide if it will be put on the Plan

· Future of the California Fuels Committee (CFC) - Riva Duncan

Decision: 
Keep CFC under the BoD 


Review the CFC Charter with the Chiefs Officer Committee 

Tasks to CFC from BoD:

· Role of Fire Ecologist – Where they fit in

· Burn Boss Refresher Training
Decisions from Updates, Information & Committee Reports Out
· Develop strategic Regional Code 3 plan through Safety First 

· Safety First to Draft a letter regarding commitment to safety

· Line Officer Certification - Bob Patton, Kurt Winchester and Mike Minton will write a briefing paper and forward to Ed Hollenshead for review and consideration
· Lorene will share Blood Borne Pathogen forms/template with the FAM list 

Director’s Update – Ed Hollenshead
Statements of Intent

Regional FAM Assistant Directors have developed Statements of Intent for each of their functional areas.  They are meant to display the purpose, vision, and operating principles for each.  They will be vetted first through the AD group, then the BoD.  Purpose of the reviews is to ensure they are related to the Strategic Plan, and that they add value to the work.  Do they potentially replace the strategic part of the Strategic Plan?

Budget
The 2010 budget is “looking pretty good.”  Even so we will continue our conscientious and prudent approach to spending

Fire Fighters Series
OIG issued findings that the 401 series is not meeting the desired needs and goals within the fire management arena.  Moreover, the crossover from the 462 series to the 401 continues to be a concern.  A current effort to develop a single-grade interval technical series is underway.  The USFS is working with DOI Bureaus to explore the potential development of this series.  DOI is not enthusiastic, deferring to the 452 and 462 series as being adequate for the technical side of fire management and the 401 for the “professional” side.  USFS will likely have to adopt something other than the 401, whether DOI is engaged or not.  Currently, though, the intent is to engage and agree on the technical series. 

Current Vacancies

AD Coop Fire Programs
Shifted to 301 series.  Have cert and are working it currently.  Will amplify relationships with local fire safe councils, prevention leadership, and strategic planning.

Work Force Development and Training 

Will be filled by next field season.  In the interim, Sharon AllenBrick has accepted a 120 day detail into the position.

Regional Aviation Officer 

Will recruit and fill an additional identical to be on-board before April 1, 2010.

Travel Ceiling:

No travel ceiling will come down from the RO.  Whether one is put into place next year will depend on this year’s performance.

All Chiefs Meeting:

Meeting going forward with likely location being Fresno.  Having difficulty getting approval, but anticipate approval in time to hold the workshop.

BoD Handbook and Strategic Plan - Kit Bailey

BoD Handbook

· BoD Handbook is finalized

· Available on line - if access assistance is needed contact Kit Bailey

R5 FAM Web Site: 
http://fsweb.fire.r5.fs.fed.us/

Left sidebar

Heading:  Local

Subheading:  R5 FAM BOD Member Handbook

Strategic Plan 

Committee Chair:

Kit Bailey

Tactic Tracker:

Willie Thompson

Final Reviewer:

Ed Hollenshead

Tentatively Anthony Escobar to take over as Chairperson from Kit Bailey

Kit to report back on status
· Available on line - if access assistance is needed contact Kit Bailey

R5 FAM Web Site: 
http://fsweb.fire.r5.fs.fed.us/

Left sidebar

Heading:  Local

Subheading:  R5 FAM Strategic Plan

Current concentration - Putting the Strategic Plan back on track

The Strategic Plan focuses efforts and is a good tool when utilized

· Strategic Planning Team will meet the day prior to the BoD meeting

· Strategic Planning Committee Report Out will be a continually recurring agenda item

BoD Agenda items must tie back to the Strategic plan -or- have the potential to tie back to the Strategic plan - needs to establish link, to accomplish objectives 

· If a tactical item is a thumbs up it goes to the Strategic Planning Committee

Strategies and Tactics are geared toward the committee task groups

· Chairperson consolidates Tactics

· Once Tactic is completed it goes to the tracker’

· Tactic Tracker follows the tactic to the committee through follow up

· Once completed a tactic is moved into the archive

Helicopter Shorthaul Capability - Mike Minton

Consideration of shorthaul into program – implement a safe, efficient, and expeditious method of extracting seriously injured individual via helicopter external load from otherwise exceedingly difficult areas.

It is not a replacement to a ground base rescue operations.  Rather it is a tool for the less frequent events.

The primary advantage to the shorthaul procedure is its simplicity. 

Discussion:

EMS helicopter extraction methods available to the Forest Service for emergency extraction are cumbersome and can complicate the situation by placing others at risk due to extended hover time.

· Shorthaul was identified as a need from the Hotshot group

· Medivac issue – not limited to an Incident situation but includes varied resource areas on a recurring daily basis

· It will not be a mandated requirement for every helicopter module

· To add component of short haul is just one other function of the aircraft – the money is already being used in the contracting of the aircraft

Recommendation: 
Adapt the currently approved USDA Helicopter Shorthaul Program from LE&I to Fire and Aviation Managements need for emergency helicopter extrication through the following process:

1. Develop a FAM shorthaul plan and tier it to or adopt the existing DOI Helicopter Shorthaul Handbook.

2. Apply a strategic approach to select exclusive-use helicopter bases to become trained and equip with shorthaul capability

Decision:

· Safety First/Aviation will work further on this to proposal

Tasked: 
Jerry McGowan

Dennis Hulbert

Jeff Power

Curtis Coots

Mike Minton

Tim Caughlin
Strategic Plan - Safety First

NOTE:  Appendix A - Briefing Paper on Helicopter Shorthaul Capability

Prepared by Mike Minton, DFMO/FAO Six Rivers NF and Curtis Coots, FAO Klamath NF

Functional Assistance Review of ECC – Joe Millar/ Mac Heller

Functional Assistance Trips (FAT)

· To improve customer service and personnel safety

· By this spring 8 centers will have been reviewed

· Provide a review process supported by FAM BoD and Line Officers

· To understand challenges and diversity

· Assess what worked well and what did not

Issues to address for FAT

· Complexity of orders

· Challenges of what is needed by varied resource areas, other than fire

· Formalized dispatch training takes several years

· Keeping up-to-date on technology and tools

· Team Members

FFMO, DFMO, together with Line Officer

Cost is paid out of each member’s budget 

3-5 days for a review

With a review every 3 to 4 years

Recommendation:

· FAT to be reinstated

· ECC Managers Committee assumes leadership roles

· Planned rotation schedule of reviews

with additional in depth reviews available on request

· Completed review goes back to the forest 

· Synopsis of review relayed back to the BoD

· Preparedness Review package that can be supported from outside the group

Decision:

· Formalizing the FAT process with BoD

· Strategic Plan Committee to decide if it will be put on the Plan

Joe Millar -Lead

Mac Heller will provide the following for distribution by Joe: 

1. Schedule 

2. Checklist

3. Review process

Future of the California Fuels Committee – Riva Duncan

Issue:

The California Fuels Committee is less and less involved with a lost focus.  It may be time to revise and look at the charge of the group.  Fewer and fewer members participate in the meetings and conference calls.  This was once a core committee, now it is frustrated and wondering about the future of CFC.

Discussion: 

· BoD needs to show commitment and offer some suggestions and focus

· BoD should task group projects and then close the loop with the group

· Integration with other staffs i.e. ecology, silviculture

· Fuels money deals with more than fuels treatment

· Take a look at revising the Charter then bring back to BoD for feedback

· Possible tie to RO Ecosystem Restoration effort, contact Ed Hollenshead

Decision: 

· Keep CFC under the BoD 

· Review the CFC Charter with the Chiefs Officer Committee

New BoD representative to CFC - Alan Setzer

Need CFC representative to Safety First

Tasks to CFC from BoD:

Role of Fire Ecologist – Where they fit in

Burn Boss Refresher Training

NOTE:  Lessons Learned Brainstorming - Appendix B

Forest Fire Management Officer Roles and Responsibilities 
Formalize and Communicate

i.e. interactions with:  NIMO/IMT, Line Officers, WFDSS

FFMO is focal point for success

Formalize role and responsibilities – possible formats/audiences/opportunities:

White Paper

Lesson Learned

M581

LFML


All Chiefs Meeting

· FFMO position is a conduit between IMT and Line Officer

· Expectations on the FFMO are higher now than in the past

· More is at stake now

· FFMO is a mediator, a liaison, the key to communications between all parties

Roles, Responsibilities, and Relationships must be clear at the time of the in-briefing

· IC - IMT/NIMO - Agency Administrator roles can get blurred

· Duty of the FFMO to make certain that the roles are clear

Articulate to NIMO their role - intent - it may change with each situation

Role of FFMO is to make clear the intent from the line officer
Line Officers may be unclear how to execute their role with confusion on what it means to assume fire responsibilities

Tasked:
Mike Minton

Ed Hollenshead

Arlen Cravens

Carlton Joseph

Jerry McGowan

Dennis Baldridge

Scott Armentrout

1. From Forest Service perspective/approach what is “Immediate Need”

2. Interagency approach to “Immediate Need”

3. Possibility of placing direction in the MOB Guide

Tasked: 
Joe Millar

Ralph Domanski

Report back at December Meeting

Develop Standard R5 Template:
Strategic Plan - Safety First Committee

Standard R5 Template for:

1. Medivac Plan

2. Code 3 Plan

3. SCBA Plan

Tasked:  
Peter Tolosano

Medivac/Shorthaul

Consideration of Short Haul option in Medivac Plan

Strategic Plan - Safety First Committee/Aviation

3 issues

· Medivac plan

· Tools available

· Forest planning

Tasked: 
Jerry McGowan

Dennis Hulbert

Jeff Power

Curtis Coots

Mike Minton

Tim Caughlin

Solicit feedback from users regarding WFDSS

Liz Wright - Lead

Liz needs feed back as to the issues from the people who really used the program

· Was there value in decisions

· Is it helping the Line Officers in making decision?  Need to have them as part of the discussion

· What worked and what did not – not necessarily technical issues but valued added concerns

· Is it a value added system and what needs to be changed to be useful

· Is there a need for increased familiarity, assimilation

· Role of GACC with WFDSS

· Interagency issues and concerns

· Agree on protocol for the use WFDSS

· Can and should the KDL be integrated with WFDSS

Propose to continue WFDSS discussion after Strategic Services AAR with it being a possible agenda item at February meeting

Develop Media Relations Skills within the Fire Management Organization

Jason Kirchner - Lead

Agreement to implement and emphasize the current procedure with added outreach and opportunities i.e. in conjunction with refresher training also check NIJAC curriculum

Recruit and Develop capacity for PIO’s within the Region

Jason Kirchner - Lead

· What is enough  Need to identify the quantity needed

· Identify those qualified for the position from the IQCS list

· Fire Prevention position is a logical start

· Identify those firefighters with the skills and interest then provide them with the option

· Engage additional workforce understanding there may be a lack of support from their supervisor in the areas of availability and training dollars

Bring back to February meeting

Address Safety Issues Associated with Crew Buggies

Strategic Plan - Mobile Fire Equipment Committee

Klamath National Forest FMO – Lead together with Mobile Fire Equipment Committee

Crew Compartment Issues

· Seat Belts not worn because they are uncomfortable

· Emergency Exit did not work

· Sharp metal edges in crew carrier

· Fortifying crew compartment

Suggestion: Do survey regarding crew safety

Involve:  San Dimas and Mobile Fire

Mobile Fire is in process of Crew Buggie reconfiguration 

Develop Letter Regarding Commitment to Safety
Peter Tolosano - Lead

Commitment from BoD to educate the whole on following safety standards – open stated commitment to safety standard and education as we can not pick and choose what safety standard to use and follow

Decision:  Safety First to Draft a letter regarding commitment to safety
FSFPM Update - Riva Duncan

All forests were requested to provide corrections to the FSFPM spreadsheet and fill out FSFPM Implementation Guide Appendix 1/update employee status in IQCS

· Goal to capture position not in IFPM 

· Half of the forests responded to data requested

· Once implemented – Positions will be under new PDs that will include qualification for FSFPM and IFPM

· People who are actively working toward qualifications will be captured in the change

· Remember to include training in IQCS and on IDP so that individuals can meet requirements within the time allotted

Sharon AllenBrick will assume Riva’s duties in this area

Structure Protection Update- Willie Thompson

DPA - Has been updated and CWCG will have a letter out in a couple of weeks

CFMA - needs to be redone

Tasked:
Allan Setzer
Jerry McGowan
Kurt Winchester
Joe Reyes
CFAA will be signed by the Forest Service with the understanding there will be changes in Exhibit A

CNH Forest Fire Council

Christie Neill -Chair (new)

Willie Thompson - Vice Chair (new)
CNHFire.org – Visit for history of council, updates, and functions

· This was their 54th Annual meeting 

· They are a Nonprofit Organization

· Membership is extended to anyone who wants to attend the meeting

· New by-laws for 2010

· Annual Meetings are held in California

· Hawaii Meetings are held every 2 years with the next being in 2010

Severity - Ralph Domanski/Joe Millar

PP21 just less than one million dollar requested and approval received - most for Aviation 

Reviewing the situation week by week

North Ops

Two - Type 1 Helicopters

Two – Type 2 Helicopters

South Ops

Five - Type 2 Helicopters

One - Type 3 Helicopters

Fire - Type 1 Helicopters

Both North and South Ops will continue with status of staffing thru out the winter – 

Storm the week of October 12th:

North Ops - most forests received precipitation in amounts that are considered season ending

South Ops - received significantly less and spotty precipitation as you went further south

In Addition - Ed Hollenshead

Mandatory Availability Period (MAP) – The Director is requesting that it be reviewed with the potential to extend into the fall and shortened it in the spring

Ed Hollenshead has tasked Dennis Hulbert

Fire Safety Updates -Peter Tolosano

High Visibility Vests

· Required to wear when involved in Traffic Control

· One model of vest for standardization is being utilized

· One size fits all – the vendor is set up thru GSA so additional sizes can be order

· Guidelines regarding protocol will come out from Safety First

· Traffic control training will be discussed at next Safety meeting

· Cache to distribute vests

· Not required to wear vests when near the fire line – tech tip out will be coming out

· In conjunction the Region will start buying traffic signs for traffic control purposes

Medical Standards

· Scheduled to go into effect however it is currently on hold until problems with the system are corrected

· Forest Service is assisting in developing and revising the program

· Waiver process in the revised program will be shortened

· Regions previously using the program will be the first to start up when it become available

Program will be for arduous positions only

SCBA PLAN

· Plan is in review

· Safety First Committee has been tasked

· Work back through BoD when completed

Accident Reviews

· 5100 is in rewrite

· Approach from a Lessons Learned stand point 

· Accountable issues point of view

Facilitated Learning Analysis (FLA)

· used when no disciplinary action will be taken and
· if no laws have been broken

· Training for FLA – April 2010 @ McClellan

Serious Accident Investigation Guide - APA and FLA integrated into guide

Status of Reviews:

· 2008 Palmer/Packer 

Completed, report not released

· 2009 – Fatality


Still with investigation team

· Backbone Helicopter Crash

Not completed

· Silver Fire



Not completed

· Jesusita Fire


Not completed, should be out soon

NOTE:  When an accident occurs and is called into ECC - remember to calibrate and determine difference in times as it will be needed for investigations purposes

Supplement Inspections for Type 3, 4, and 5 Incidents

November 4th deadline to get back to Peter Tolosano

Code 3 Driving

· Train the trainer courses completed 

· All training to be completed by March 2011

· Refresher required every 3 years

· Operating under expired ID, which means approval will need to come from the WO

· Send scheduled forest training dates to the Regional Training Officer

Dates will be sent to zone training officers and shared with all forest training officers

Decision:  Develop strategic Regional Code 3 plan through Safety First 

Peter Tolosano- Lead – Complete by April 1, 2010

Critical Incident Stress Management

· Clinician with skill set fluent in Critical Incident Stress Management needs to be located and procured

· Development of Team - 20-25 members with diversity, current have 20 individuals who expressed interest

· Schedule training for Train the Trainer – dates not yet set

For those who are interested in being members of this peer group – their names need go thru their FFMO and then to Peter Tolosano

Division Chiefs Steering Committee – Mike Minton

· Currently pulling together agenda items for Division Chief Officers meeting

· Possible dates for 2010 meeting - March 1 - 4 or March 8 - 11

NIJAC/Apprenticeship - Mike Minton

· Apprenticeship standards developed and approved by NIJAC

· DOL sign off not for approval purposes, but they need view and sign

· National Fire Directors for Approval

· Helicopter module requirement removed 

· Airbase Operations, Smoke Jumpers, Dozers options added

· Dispatch hours changed from 40 hours to 80 hours

· Total required hours decreased from 4000 hours to 3000 hours 

· Changes may or may not be retroactive

Kent Swartzlander – NIJAC Chairperson (new)

Mobile Fire Equipment Committee - Bob Patton

· November 4 - 6 Mobile Fire Equipment Committee Meeting

· Single Stage Pump – when the two prototypes pumps are received and evaluated Bob Patton and Rocky Opliger will need feedback on the performance results

Possible successor to Bob Patton as Committee Chair - Kurt Winchester

Fire Hire - Liz Wright

Apprentices Hire

· 2nd page of Offer Letter to new apprentices states 18/8 appointment when converted - it should read 26/0 appointment when converted

· HR is, at this time, not going to send a corrected letter to the apprentices

· FAM may write a letter to correct this error - it will also be discussed with Stephen Deep with regard to possible solutions

Fire Hire 

· Names of individuals, who are participating as SMEs, need to be relayed to Liz Wright.  These individuals must have writing skills.

· Completed reference sheet makes it easier for selection official and recommending official and SME – This is strongly encouraged.

There is a need to clearly articulate FSFPM and IFPM with the differences in qualification standards and how that effects hiring.

WFPR 2010 – Liz Wright

· Anticipate final budget by January with allocations to the forests in the second quarter

· Continue to plan at 09 budget level

· Retention incentive (10 salary increase) and increase tours of seasonal employees to 26/0 are additional costs to the budget

· Send to your forest allocation representatives the grade and step levels of those who opted for the 26/0 and those who did not – this information is needed prior to the final allocation

· Changes in your programs need to go to your Allocation Representative

· Prevention program will possibly be revamped and you may want to wait on changes 

· There will be no new money in fuels WFHF for 2010 Fuels 

WFSU ceiling needs to be raised with realistic expectation and options/scenarios from the BoD to the Regional Forester is suggested

Blood Borne Pathogen - Lorene Guffy

· Each forest should have a blood borne pathogen plan 

Decision:  Lorene will share forms/template with the FAM list 

Mobilization of Resources – Charlton Joseph

· After hour mobilization of resources, in the red book hour’s limitations wording is Avoid 

· We will not mobilize during restricted hours and that is why state and other resources go before the “green engines”

· There is an immediate need and long term need components of this issue

· Do smart business not just process.

· Confers responsibility to the module leader and their readiness

· There needs to be presented realistic times when resources can be used and are needed

Decision:  This is part of the immediate need discussion

Tasked: 
Joe Millar

Ralph Domanski

Line Officer Certification - Bob Patton

Suggest development of a formalized process for Line Officers Certification (LOC)

· Formal Task Book for LOC

· LOC needs to be entered into IQCS

· Supplemental Performance Elements added to Line Officers performance standards

Decision:  Bob Patton together with Kurt Winchester and Mike Minton will write a briefing paper and forward to Ed Hollenshead for review and consideration.

Middle Leader Development Course - Ed Hollenshead

“I think the best leaders in this organization are in fire”

· Region 3 and 5 to identify the leaders in the organization and challenge them to go forward

· Designed for natural resource leaders GS 09 – GS 11

More information will be coming out from the Regional Forester

Round Robin

Sheri Elliott

Business side of fire management looking at vulnerabilities and what residual business may exist with move to ASC

Ralph Domanski

Lessons learned segment good opportunity to help the FFMO

Ask for help rather and wait for the help

Liz Wright

Offers thanks for the opportunity presented to her in the detail behind Gary Biehl

Mike Minton

SCBA Plan through Safety First out by April 1

Rob Griffith

Preferred previous seating configuration with regard to the room set up

Joe Millar

Off site from McClellan at the site of a significant event is a good change.

Willie Thompson

Flexibility in meeting flow offered good opportunity for interaction with CNH

Closing Statement – Ed Hollenshead

Good meeting with honest open exchange and high energy

Strategic Plan requires work to maintain and support

Remember to communication up, down, and around

Changes in the new administration will translate into changes for the Forest Service

Take care of each other

Region 5 FAM Briefing Paper

Region Five Fire and Aviation Management 

Six Rivers / Klamath National Forest

Briefing Paper

Topic: To implement a safe, efficient, and expeditious method of extracting seriously injured individuals via helicopter external load from otherwise exceedingly difficult areas. Implement existing standards and guidelines from the IHOG, Interagency Helicopter Rappel Guide, the PSW LE&I Short Haul Guide and DOI Helicopter Shorthaul Handbook to develop a FAM Shorthaul Plan to describe the insertion of a rescuer and extraction of an injured firefighter from a medical emergency site.
Issue:  Currently, EMS helicopter extraction methods available to the Forest Service for emergency medical extractions in remote or difficult terrain are often cumbersome and complicate the situation.  The hoist, rappel, and helispot extraction techniques currently in use can place the aircraft, its crew, the injured party, and others at risk.  This is primarily attributed to the extended hover time for hoist insertion of medical personnel and unfamiliarity with mountainous flight conditions in the fire environment.  

Having an extended hovering helicopter over or near an active fire adds to the complexity of the incident; therefore, possibly placing ground crews at risk with a “Watch Out” situation.  (Refer to Panther Fire CD; Live Fire Medivac

Background: Helicopter short haul is nothing new to the U.S. Forest Service; nor to other land management agencies.  Over the past 20+ years there have been a variety of short-haul techniques and procedures utilized by the Europeans, U.S. Military, and Canadian Park Service.  It has been estimated that over 2000 short-haul missions have been executed without incident.  In 1999, the PSW LE&I Helicopter Short Haul Working Group along with assistance from the PSW Regional Aviation Group and the W.O. LE&I Aviation Group developed, approved, and implemented the first PSW LE&I Short Haul Guide and program.  

The LE&I Short Haul Guide was specifically used for inserting and extracting officers into marijuana gardens in remote and difficult terrain locations.  In addition, the LE&I Guide also addressed a procedure and technique for Short Haul medical emergency insertions and extractions.  Since 1999, there has been a steady improvement and refinements to the law enforcement short haul program which maximizes safety, efficiency, and simplicity.  Since 1999 PSW law enforcement short haul program has conducted over 3000 short haul missions without incident.

Safety: The Short Haul procedure has a proven track record as a safe, efficient and simple rescue approach, in what otherwise could be a lengthy, complicated, and sometimes risky helicopter mission.  Short-haul capabilities minimize hover time and exposure time for the rescue personnel, victim, and pilot.  The conventional helicopter rescue techniques such as hoist, or rappel for helispot construction are time intensive and create additional complexity to an already difficult situation.  The primary advantage to the short-haul procedure is simplicity.  The short-haul rescue procedures offer another 
tool in the tool box for the Incident Commander, Incident Medical Unit Leader and Operations Section Chief in a situation requiring immediate rescue needs. A supporting policy document already in place for the Helicopter Manager is the IHOG which provides the “Go/No Go” checklist, risk assessment, and standard operating procedures for Medivac evacuation protocol. The Short Haul medical evacuation tool is already addressed in the IHOG as an acceptable Medivac procedure.  (Refer to IHOG; Chapter 17, S&R Operations)  

Pilots who are carded for Short Haul have reported they prefer Short Haul Medivac techniques over conventional techniques because of personal safety; minimizing aircraft & personnel exposure while maximizing simplicity, and efficiently.

Recent Events:  In 2008 on the Panther Incident, (Klamath N.F.) a fire fighter was injured on the line in a remote area.  The I.C. requested a Medivac based on the seriousness of the injury. Through a somewhat flawed process, A National Guard hoist equip black hawk helicopter was called in for the mission.  The helicopter hovered and configured for hoist over the active fire and injured fire fighter for nearly 10 minutes. A live video illustrates the complexity of the situation and the cumulative affects on the fire behavior, safety of the ground crews, due to the length of time the helicopter spent hovering over the site.  Although the injured party was ultimately extracted from the injury site successfully, the operation seriously compromised the safety of all parties involved.  The final consequences from this one Medivac expanded the size of the fire, caused destruction of firefighter equipment and compromised the safety of fire fighters on the ground.  (Refer to Panther Fire CD: Helicopter Medivac)

In contrast, utilizing an established Short Haul Medivac procedure with trained personnel would have taken a fraction of the time and would have likely been conducted in an appropriate location. 

Recommendation: A. Adapt the currently approved USDA Helicopter Shorthaul Program from LE&I to Fire and Aviation Managements need for emergency helicopter extrication through the following process:

1. Develop a FAM shorthaul plan and tier it to or adopt the existing DOI Helicopter Shorthaul Handbook.

2. Apply a strategic approach to select exclusive-use helicopter bases to become trained and equip with shorthaul capability. 

 The level II EHELL process identified in the May 2008 Briefing paper titled; Emergency Human Extraction by Long Line, Mission Risk Assessment addresses a level of preparedness within our Forest Service Exclusive Use Helicopter program.  This identifies the potential for an improvement in capability and efficiency with minimal investment.  In order to be prepared to provide this level of support, each unit or single evaluation Exclusive Use helicopter will need to procure a small amount of emergency rescue equipment (see below equipment list) and the assigned FS personnel would be provided initial training in its applications. Proficiency sessions could be accomplished at the same time that rappel proficiency would occur every 14 days or follow the NPS 
currency requirements of every 30 days for pilots and 60 days for spotters and rescuers.  Pilots and aircraft should be carded to the same standards as the DOI Short-Haul Program requirements.

The equipment an Exclusive Use helicopter module would need to purchase would consist of; a Back-up, releasable anchor strap designed for the make/model helicopter (this is used in case of an inadvertent hook release) and a 100’ to 150’ weighted rescue rope rigged with rings on either end. This system would be releasable by the spotter in back of the fuselage with a three-ring mechanism, backed up by a talon ripper knife and the pilot via the cargo hook manual release. A Bowman Bag for c-spine patients and a Petzl tri-angle for non c-spine evacuations are utilized to secure and attach patients to the line.  Both are easy to work with at reasonable cost. Rescuers can utilize the existing HR-2 helicopter rappel harness to attach to the line. SPH-4’s and 5’s would allow communication between the First Responder/Emergency Medical Technician being flown into the medivac site.  Add in the approved carabineers and webbing, the total equipment cost for an Exclusive Use helicopter base would be approximately $3,500.00 to become operational.
Conclusion: The intent of this proposal is to be responsive to a recognized need from the field. The concept of having a helicopter short haul program is NOT intended to be a substitute for having sound, lower risk ground based medical transportation and evacuation plans on an incident. The intent is to enhance our capability internally by providing an effective medical evacuation option with existing assigned incident aircraft and not relying on off-site unassigned external platforms for these infrequent but critical missions. 

Prepared by: 
Mike Minton

Deputy Forest Fire Chief / FAO – SRF

(707) 441-3535

Curtis Coots

Forest Aviation Officer - KNF

(530) 598-4142
FFMO

· Forest Fire Management Officer positions more important now than ever

· FFMO position conduit between IMT and line officer

· Expectations are higher now than in the past

· More is at stake

· FFMO focal point for success

· Mediation, liaison, 

· More time to communicate - less time to do everything else

· Role of the FFMO to make certain that the roles are clear

· Roles, Responsibilities and Relationships are clear at the time of the in-briefing

· FFMO Importance- Engagement

Presence at incident is important – daily routine - morning/evening briefings

with clear, defined roles

· Medivac Plan  - oversight should come from FFMO

· Have

· Practice

· Communicate

· Translates across fire and line – a common denominator

· Check and balance mode to ensure line’s intent

· Decisions and course of action within WFDSS could be helped by FFMO

· Implement dialogue between Agency Advisor and IMT

· Agency Advisor presence at an incident from beginning to end – engagement important with shared decision making

· Actively engaged – as a part of daily routine, not just at morning briefing

· In the weeds and back out to high level public information

· FFMO role as public information “tell the story” – the media stating how bad things are, but really things are going as planned – let them know our role

Engagement of the Agency Administrator

· Do we want them there all the time?

· Craft intent for the expectation for the Agency Administrator

· What is the Agency Representatives role?  To glean information or to make decision

· Agency Administration Rep – FMO are they automatically reps per their PD

WFDSS

· Dialog more important than the document

· Discussion of objectives - with agreement and decision – intent
· Need more input from resource area

· Line Officer with FMO discussion and make decisions - WFDSS is a tools - documentation of decision being made

· Liked WFDSS – front loading discussion of objectives, agreement and understanding

· IC know what line wants and doesn’t want – dialogue important

· Took a lot of time preparing for WFDSS

· Resource specialist together working remotely, incrementally didn’t work – still need dialogue

NIMO

· Key to have protocol up front with IMT and Line Officers

· Team Performance - Were performance elements discussed upfront with the incoming teams - IMT/Line?

· It has been determined that preloading is success

· GACC input on team’s performance

· Still confusion on the role of the NIMO Team - role is undefined

· Roles getting blurred - IC - NIMO - Agency Administrator

· Consistency rather than change - find out what works and stay with that model

· Articulate to NIMO their role - intent - it may change with each situation - role of FFMO is to make clear the intent

· IMT is the implementer

· Ranger s may be unclear how to execute their role - confusion on what it means to assume fire responsibilities

· Clear on what is a decision and what is not

· Rationalize Explain – because the WO is present

· Growing pains to figure out where NIMO fits

· Most cases it has simplified – communication up the WO with conference calls with the chief take pressure off the FFMO and the Forest.  -  Less drama more a sense of security

· 2008 NIMO – Klamath - Brought in late should have been brought in much sooner – allows for easier transitions between the IMT

· 2009 NIMO-Klamath - Good with communication going up to the WO

· Red Rock - kept NIMO with IMT 3

· Region being looped out – with direct communication to WO
· 2008 – North Ops - Became management of NIMO – workload increase

· 2009 – North Ops - Worked – Their presence was an asset

· Through the utilization of NIMO we will learn from how they operate and with the time comes with we need to throw away the binky.

· What is lacking with the Regional communication to the WO that NIMO has access.  Is it trust and creditability?

· Confusion there as well “security blanket” – NIMO has lots of potential – but currently in growing pains

· Quality control –inconsistence with teams

· Communication gaps - need to come down – distractions for the fire fighters

· Klamath Theater – they were the only team in charge.

· Stake holder relations – a good return 

· Mentor and Ability to Train

· Bring them in to help with Mentoring and Training forest Type 3

· Prospect tool – hybrid long terms plan

· Bring to the table risk sharing 

· IMT 2 complexity & team ordered delegation to NIMO was pre-planned protocol with a positive outcome between NIMO and Type 2 Team

Immediate Need

· Interpretation and expectation of immediate need request is different – shared definition as a Region what it means for Immediate Need

· Preparedness Packaging - Resources showed up when we needed them

· Out of Region Crews used before Regional crews

· GACC – weighing a variety of reasons and issues

· Input of solutions from the field

Line Officer Certification

· Get more line officers out to fires
· What is the true measure of success    performance evaluation, task books, and performance expectation

· Attributes need to be less about fire more about communication and communities

· Tell us what to do not how to do it. – work with personality traits not work around it

· Tag them with some one who can honestly tell them what is working for them and what is not, help them matriculate to their highest level

· LFML

Refine material delivery

Safety

· Medivac Plans are pretty standard

Develop with standard Medivac template for Region 5

· Incident within an Incident

· For all incidents and project work and not just for IMTs incidents

· 215 AA Form – is it going to become a required form?

· Some safety officers are interrogated with Ops some are not

· 215AA is not a requirement

· Findings review with the rappel accident what is the status – what are the findings and recommendations and how deep do they go – will it be shared and vetted before next fire season

· National Rappel Steering Committee – nothing in the recommendations that have not been addressed at the national level

· First year helitack member – apprentices are being put on rappel crews

· Do apprentices need rappeller experience rather than helicopter experience?

· Rappel proficiency recurrency need to occur on the incident – it needs to be addressed by the region. – addressed to give ICs direct instruction

· Notification procedures relating to accidents are not always being followed – they were not reported up

· Klamath HS Crew accident - seatbelts uncomfortable - looking into a better seatbelt arrangement.

Emergency Door was not able to be opened

Sharp edge

To be discussed with the Risk Management group

· Survey to glean concern area

· Protype 

· Safety First

Corner compressed causing impact to individual 

Is there a way to enforce cage

· Involve San Dimas

· Open cases with Mobile Fire Equipment – there needs to be a push on this issue

· Currently HS vehicle are currently being restructured nationally

· Behavior how do we address this situation?  There should be a standard repercussion for this action.

· Vehicle issues vs. Behavior issues
Still no excuse – we should check and there should be consequences – example 30 days off.

Public Information Officers – PIOs

· Preseason meeting with GACCs involve the communities

· Limited PIO resources for complex issues - need to build local 

· Media relations training – for Fire Fighters and to build PIO capacity – there is a course previously developed (3 years ago)

·  “Don’t make yourself a target”

· Part of readiness review on BDF

· The is a shared media policy – documentation available

· Manual direction regarding media coordination

· Media coordination – heads up regarding interviews/questions/topics and therefore “no surprises” 

Miscellaneous

· Open discussion needed on Aquatic invasive species 

· News and notes at both North and South Ops improved this year and were both useful and helpful

· Change in Strategy in Federal fire fighting – from Fire Use to Unplanned Natural Ignitions consider template a Regional template - August 28th  letter with direction to report/assessment 

Sheep Fire AAR to be utilized - Ed Hollenshead to be included in discussion

· County governments sent Firehawks – they were not ordered.  Who is to pay – Safety issue with addition aircraft in the area and air attack not knowing

· Ordered by team before team took over fire

· There was no Safecom filed

· County was not in unified command

Station Fire

· Huge political sensitivity

· Have to get clearance from Departments Press Office to answer questions, develop taking points, even small details - Region 5 Forest Service is educating the press office and pushing back while trying to build trust

· Why?  

· Only major incident in the state

· In an area of 20 million people

· Coincides with stricter guidelines

· L/A Times

· Homicide/Arson fire
· Advised to hold some information until investigation is complete

· Perceived as guilty

· Calling for Forest Service investigation

· Enhanced review

· The longer we wait to respond, the worse it gets

· The full story will be released to the public – but probable not going to go well

· Ignition to transfer to Type 1 team will be the focus

· Forest Service will be accountable, open, honest transparent and it will be painful

Jesusita Fires -Accident Review

· Will be out soon

· Structure protection issues

· Interaction with local fire department

· We should review documents regarding our stand on structure protection

· Once review is completed – Lessons Learned will be completed

Lessons Learned:

· Managing a fire covering three forests can be difficult. 

· Ordering NIMO means: 1)Ordering an IMT to work with them, 2)there will be rough spots considering differences in processes and protocols, 3)there will be less scrutiny about actions taken and resource requests and utilization (they work for the WO). See briefing papers written by Custer and Whitcome from Backbone incident. 

· WFDSS has its ups and downs (see below)

· Key Decision Log is hard to work with – has gotten better after Anne Black has made numerous adjustments, but can still be very time consuming at times. It is not clear as to the characteristics of a decision that should be logged, but where I have landed is this is to document significant decision that had an affect on the outcome of the incident.

· It is a good idea for the Agency Administrator to work in concert with the IC for KDL inputs

· A lot of duplication can occur concerning KDL’s and Cost Containment Measures

· Fires can get put out quick when you have the right resource mix (IHC’s, Agency engines, aircraft support)

· Cal Fire Air Attack’s during IA tend to drop a lot of retardant unnecessarily. Ops Chiefs/ IC’s sometimes do not provide ATGS with enough guidance to defer this type of operation.

· ALS paramedics should be considered necessary for spike operations to ensure the proper care and service for potential firefighter illnesses/injuries

· ALS paramedics are still hard to get a hold of at times. Best bet is to place order through county OES – there are a lot of local government in place in California.

· Simulating incident within an incident is sometimes necessary to ensure preparedness

· Reviewing and updating “incident within an incident” plan is necessary day to day

· Locating spike resources near best night helispot locations for potential medical response is a great practice

· A dedicated Forest Type 3 IMT works well to staff up on both ends of a large incident

· Former historical helispots are easy to reuse if not obliterated during suppression damage repair

· Establishing a community liaison can be an effective way to gather area specific intelligence without being overwhelmed by lots of people

· Upon IMT order, having team operations folks arrive early and blend into organization prior to transfer of command works well. 

· Incident Base boundaries need to be clearly identified in order to clearly define the “incident facility” 

· It works well to have Type 2 IMT’s branch when needed, this lowers complexity, aids in span of control and is effective.  It should not be considered a trigger point to order a Type 1 IMT (this is really last years lesson learned)
WFDSS Issues:

· There is a laundry list of Strategic Objectives and Management Requirements for an IC to look at. Forest needs to identify only those that affect the fire currently and likely into the future.

· Some WFDSS authors believe that the Incident Objectives should be transferred into the IAP as objectives. Many of these are not control objectives but rather management objectives.

· Course of Action is really where the rubber meets the road and authors need to ensure that clear leader’s intent is expressed in this area of the WFDSS.

· There is a question as to the timeliness of having a WFDSS decision published during IMT mobilization. Does it have to be ready for in-brief?

· There is a question as to the need to make a new WFDSS decision if the cost value is exceeded. Sexton and Zimmerman indicated that if nothing else changed, i.e., just the cost exceeded, then there would not be a need for new decision.  As an example a fire that had a cost value of $2.0 million ended up spending $2.2 million. 

· It is valuable to have FSPRO runs in determining the dollar value of decisions, e.g., going direct vs indirect. 


