After Action Review (AAR) Rollup
Lessons Learned Center

The purpose of the AAR Rollup is to identify both successes and challenges on an incident that can be used as a learning tool for others. The lessons learned in the rollup will also be used to improve training curriculums.  Issues and trends that are identified may have Information Collection Teams assigned to them in the future for further analysis and resolution.

Everyone, Type 1- 5 Incident Commanders, Area Commanders, Fire Use Managers, Burn Boss, Crews and Single Resources, Agency Administrators, are requested to complete an AAR Rollup for each wildfire, wildland fire use, prescribed burn or all risk incident they participate in. Don't make others "reinvent the wheel" when you may already have a part of the solution that you could share.

Incident Name and Type:
Lime Complex/T-1 IMT
Dates of Assignment 7/20 – 8/5/2008
Unit or Jurisdiction(s): Hayfork R.D. CA-SHF
           
Geographic Area: Northern California
Report Submitted by: Dugger Hughes (IC)

Phone Number:  520-730-1748
1. What was the most notable success at the incident that others may learn from? Please explain.
Safety: 
· Safety record was the most notable accomplishment.  
· Working with operations we reinforced a culture of safety through every briefing, after action review and operation plan. 
· The message was delivered with passion, commitment and personal belief.  
· We also began tracking near misses to better identify potential risk.

Liaison:   

· Agency Rep/Cooperators Morning Briefings
· The Two Public Meetings

· Working with Air Ops to make the local Fishing Derby a success

Information:

· Working closely with the local community. During the assignment we had two community meetings. Both were well attended and the small group/IMT member interaction following the formal meeting was very good. In fact there were fewer questions from a much larger audience during the second meeting than the first.

· The opportunity to hold an Open House at the helibase was also a big success. Ten percent of the population of Hayfork, (200/2000) attended. The key to this was a HEB1(t) with interest in the public understanding of fire management. Location of the helibase adjacent to the community, willingness of the different IMT functions to support, plus a beautiful day with limited fire missions all made for a success. The stars were aligned.
Finance:
· The cohesiveness of the SW IMT1 is outstanding and other IMT’s could definitely benefit from working with the same level of communication and team approach.

· Developing a plan to transition/demob the resources being reassigned to the Yolla Bolly Complex from the Lime Complex, and implementing that plan in conjunction with another IMT1.

Operations: 

· The open house at the helibase which 200 people showed up for was a success. 

· Honest face to face communications and public relations with the locals.

· Known Branch Directors that aided suppression efforts.

· Satellite phones helped with planning and communications.
Plans: 

· The team was shadowed by several T-3 IMT’s including the Seattle IMT, NY OEM and the Australian contingency of 6 people.  These folks were given the opportunity to blend into the section. Therefore, gaining hands-on experience.

Situation:  

· By bringing our own high speed plotter, the GIS shop was able to keep up with the large demand for map products.  The team plotter produced products approximately five times faster than the available rental equipment.  Not only did this assuage the work load of Situation Unit keeping personnel within their work rest ratio, it also proved a sapient decision as it provided a significant cost savings.  Without this equipment, it would have been difficult to meet the map product demands during critical portions of this incident and would have incurred an additional $15,000.00 in contract plotting costs.  Additionally, overlapping tours with single resource GIS, and SITL(t), with multifarious skills provided for continuity and quality through transition and aided in positive learning experiences for all.  

Logistics:

· The most notable success was the seamless, timely, and excellent quality support of the firefighters on the incident. This was accomplished because of the open candid dialog amongst all sections and units on this Team. The openness to sharing information and taking inputs from all sources without concerns about territory or leading to personality conflicts while maintaining a mission oriented Organization. The ability of this Team to practice these key behaviors has prevented the lining up of the Swiss cheese model from occurring.  As a part of the aforementioned success all of the logistics personnel intensely pursued and followed through on resource identification, accountability, and cost effectiveness.       
2.  What were some of the most difficult challenges faced and how were they overcome? Please explain.

Safety:
· Driving safety was the most difficult challenge.  We had to convince the incident personnel that the public wasn’t going to change their driving habits and that each and every person was going to have to take it upon themselves to drive defensively and avoid accidents.  The message was to expect a vehicle on every blind corner.

Liaison:   

· The road project on the Hyampom Road.

· Worked with Safety to identify an alternate escape route, established a hard closure on the Hyampom Road.

· Pre-Existing relationship issues between the surrounding forest's and Cal Fire, Liaison became the go between to these agencies

Information:

· Getting the initial orientation is always a tricky process. You can’t compress time; it simply takes a period of ragged operation until things start to click into place. It is always of value to have overlap of PIOs that are familiar with the on-going operation. We had a crew with various lengths of time left. They were able to provide “institutional memory”.
Finance: 
· Demobilization of resources located in a spike camp from Lime Complex that were being reassigned to the Yolla Bolly Complex (which was being split from the Lime Complex).  
· A plan to fax draft copies of invoices and pay documents to the IMT taking command of the Yolla Bolly Complex, waiting until the resources came into ICP at Yolla Bolly for them to review the documents, then faxing final pay documents for signature, and providing for those documents to be forwarded for payment.

· Management of some pre-established practices regarding the contract resources, and developing an approach to deal with those practices fairly (i.e. extensions of length of assignment).

· The cohesiveness of the SW IMT1 is outstanding and other IMT’s could definitely benefit from working with the same level of communication and team approach.

· Developing a plan to transition/demob the resources being reassigned to the Yolla Bolly Complex from the Lime Complex, and implementing that plan in conjunction with another IMT1.

Operations:

· Contract interpretation, and dealing with contracts that varied in their content.

· Not having the private land ownership shown by resource advisors or displayed on maps

local resources patrolling or working in fire area without any knowledge of team personnel

· Turf battles between USFS and Cal Fire, who has the responsibility...can't do anything on each others land.

· Dealing with multiple land owners on the Lime fire, may request liaison assistance on next incident.

Plans:

· Days off and extensions were difficult to track for contracted operators and crew members.   The team’s RESL and SCKN began checking resources back in as they returned from R&R.  This became a cumbersome task.  
Demob: 

· Extensions.  Never resolved but overcome by shear resolve and team work.  The amount of extensions was incredible and burdensome to say the least.  Most of the time, we were informed of extensions a few days in advance but by the time all signatures were collected, the resource had either demobed or already taken R&R and back on the shift plan.  Thankfully no extensions were ever denied.  Tracking and keeping up with faxing for a signature was a nightmare.  What is done with contractors and cooperators?  How many times can they extend?   Story changed over and over and over.

· Hotel Reservations…. The system on how to process hotel reservations kept changing throughout the incident.  At first ordering took on reserving rooms with S numbers as usual, then expanded only wanted to deal with demob – adding yet another task onto demob – and hotel reservations would be made for anyone, next expanded said they would make reservations only for those that couldn’t do it themselves and then expanded said they weren’t making ANY reservations, everyone was on their own and should pay for it themselves and on DAY 13, it changed AGAIN to go back to the way it was on DAY 3.

· DEMOB process in general….never really jelled with OPS, or with other Sections, this time.  We always seemed to be a day late.  Never got a heads up (i.e. tentative release forms) consistently until Day 13.  Caused a real issue with resources that required flights.  We understand that the other Sections are really busy, but is imperative that for demob to do their job that tentative release forms, or general messages or demob dates noted on section reports be given to the demob unit at least a day in advance.

Situation:  

· It proved difficult to procure some essential equipment items necessary for the performance of the Situation Unit.  Some ordering requests, particularly pertaining to GIS related equipment were delayed and/or not filled.  One example of this parsimonious stance on purchasing technologically oriented items was our difficulty procuring an external hard drive for the transfer of data to the incoming team on the Yolla Bolly Complex.  While this item was eventually purchased, it did not arrive within acceptable timeframes and made transition with the receiving team more challenging.  

Logistics:

· A contractor’s misinterpretation of basic contract language and subsequent inappropriate behavior to Team personnel, other contractors, county entities, and contracting officers created many issues and wasted man-hours to police the contractor’s behavior, complaints, and unprofessional actions.  

· This incident was large and spread out with a large incident base, three spike camps, two helibases, and a military contingent which kept total personnel at approximately 1600 people spread over 100 miles;  with many support issues based on transition of resources between multiple teams and multiple incidents.  

· Several resources were not accounted for during our transition from the Alaska Team which caused issues with our Transition to the Northern Rockies Team and cost many man-hours to account for and properly handle resources and their documentation.  These issues created an overload of work that effected support of the incident until staffing levels could be increased to support the workload. 

· When the California Conservation Crews transitioned their numbers went from 27 to 13 which effected day to day operations and taxed the CCC crew members and the Facilities unit.     

· A Forest Service employee, acting “under the direction of a Contracting Officer”, removed two water handling appliances from supply without signing them out in an attempt to illustrate that our supply was not secure from contractor theft. This incident was witnessed by supply staff and reported as it occurred.   

3.  What changes, additions or deletions are recommended to wild land fire training curriculums?

Safety: 

· Recommend that the SOFR task book exclude the requirements for 215a and other paperwork associated with Type 1 and 2 SOF task books.

Liaison:

· Add Liaison to S-520

Information: 

· Many PIO’s today start on their first fire with no experience at all on a fire line. Requiring I-130 and I-190 is a beginning, but does not go near as far as it should. Another class that would help these individuals would be to make I-290 a required course.  It by no means would be enough, but it would at least give them a better understanding of the triangle of fuels, weather, and topography.  If I-290 as a requirement is not possible, then all new aspiring PIO’s without any line experiences must spend a minimum of 20 to 30 hours on a prescribed burn. Ideally, both the classroom and field experience would be the best. 
Finance: 

· Making S-260 Interagency Incident Business Management a required course under PMS 310-1 for all finance positions.  This is the entry level business course, and would enhance the trainee’s experience as well as easing some of the training required of those trainees by the rest of the finance section.

· Ensuring that COR training is available for all line-going personnel who will be supervising contract resources.  This could be accomplished in part by adding a COR module to some of the existing curriculum.

Operations: 
· Gain knowledge of what capabilities that some of the specialized equipment FMC's, Skidgeons, etc, and how to utilize them.

Plans: 

· It might be salient to pursue cross training between members of the Buying Team and incident management personnel.  Perhaps some of the difficulties in procuring items are due to miscommunication and lack of understanding regarding the use and utility of some items ordered.  Some of the frustration regarding the procurement process might be alleviated if members of the Buying Team and Incident Management Team could more effective.

Logistics:

· Expanded Dispatchers should spend five operational periods with a Team Ordering manager as part of their task book.

· A spike camp manager book should exist in addition to the Base Camp Manager task book.  

4.  What issues were not resolved to your satisfaction and need further review?  Based on what was learned, what is your recommendation for resolution?

Safety:

· No issues.

· 14,933 person days worked for 41 person years worked 3 lost time accidents

3 safecoms filed and one near miss with a snag falling incident.

Liaison: 

· Cal Fire/Forest Service Comp/Claims process on the Safety Zone and Dozer lines on private property.

Information: 

· The Shasta-Trinity PAO Function is very organized and direct in how they want fire information to function. They wanted to handle all media and for us to focus efforts on the local communities. 

· This was fine with me as a strategy; I would rather work with local residents. Having said that and using the forest closure as an example; I think the Forest could have been more effective in getting information to the northern California area hunting public. We were able to get closure information to the very local area but I fear the District is going to have some very dissatisfied bow hunters in 12 days. Finding the specifics on the Forest web site was not easy and better coordination with CA Fish & Game could have been evident.
Finance:

· How costs for support resources at Ruth Spike Camp were handled.  The direction was unclear as to how the actual shift tickets and invoices were going to be processed.  The resources were originally assigned to Mad Complex with associated E numbers, however when Lime Complex personnel at the spike camp reached more than 50% of the resources there, the shift tickets and EERA’s were sent to Lime Complex finance.  There are several issues with that approach:

· The E numbers were not in the Lime Complex database

· The time had been posted to the Mad Complex originally, and when the shift tickets were sent to Lime, that history would have been lost

· Sending original pay documents through the mail increases the opportunity to lose documents, costing more to track them down

· Originally, percentages were outlined in a letter by the Mad Complex IBA, but the details of how those percentages would be reflected was misunderstood by all parties as to how to then capture the costs.

Recommendation for solution:  increase knowledge of how I-Suite operates in handling multiple accounting codes and retain input of data at one location using those multiple codes.  Determine the appropriate way to meet the accrual and cost reporting requirements for each incident involved.

Operations: 

· Moving the repeaters so the Lime fire could have adequate communications, while this occur, it was slow to happen.

Plans: 

· Contract resources and crews will continue to be a challenge to track unless a system is set in place for managing and tracking these resources.  

· Recommend that a position be made on assignments that would deal only with tracking days on and off of all contracted operators and crew members.  

· Daily check in and check out of operators and crew members timing out for R&R and extensions.  The daily check lists can be turned into the Resource Unit for changes to the ISuites Database and for daily IAPs.  

· This documentation and tracking will hold contracted resources accountable for the safety of their crew members and operators.

Logistics:

· The misinformed contractor’s behavior and tactics need to be address by the Contracting Officer to ensure another Team and/or all involved individuals will not have to be distracted from the incident’s business to handle issues that are not based in fact nor acceptable business practices.  

· Better communication from expanded dispatch to Team for time sensitive issues (tow truck for Iowa engine).

Please submit this rollup to the Lessons Learned Center at the National Advanced Fire & Resource Institute (NAFRI) attention Paula Nasiatka (pnasiatka@fs.fed.us or Fax 520-799-8785 or mail to 3265 E. Universal Way, Tucson, AZ 85706).

Thank you for completing the rollup.  Others can learn from your experiences.

