East Roaring Fire 
Lessons Learned Analysis
November 9, 2006

Introduction

On September 5, 2006 at approximately 1750 hrs, the East Roaring Fire on the Mountain Home Ranger District, Boise National Forest, experienced erratic and extreme fire behavior which resulted in the burn-over of a helispot.  There were no injuries to any of the fire fighters, but the burn-over resulted in the loss of 45 personal gear (PG) bags staged at the helispot.  Operational personnel conducted an After Action Review at the end of shift, but Helitack and Air Attack personnel were not able to attend.  

Recognizing an opportunity for learning, the Boise National Forest in conjunction with the Intermountain Regional Office scheduled a ‘Lessons Learned Analysis’ (LLA).  Paul Chamberlin, Northern Rockies Fire Operations Safety Specialist, facilitated the LLA at the invitation of the Intermountain Regional Safety Officer.  The LLA was intended to enhance ‘Recognition Primed Decision Making’ on future fires, using the sequence of events that transpired on the East Roaring Fire as case study into Command and Control, and decision making.  
Lessons Learned Analysis Process
On Thursday, November 9, 2006, key personnel from the East Roaring Fire as well as local fire managers attended the LLA.  The LLA was facilitated by Paul Chamberlin, and the format loosely followed the ‘After Action Review’ questions.  Those questions are:

· What was planned?

· What actually happened?

· Why did it happen that way?

· What can we do differently next time?

Those attending included:  Helitack and Engine crew personnel that were part of the initial attack, crew leaders of the two hand crews that were assigned to the incident the next day, the extended attack incident commander and ATGS.  Local fire managers from the Boise National Forest were in attendance, as well as a representative from the Southwest Idaho Department of Lands and the Payette NF.    

The Lessons Learned Analysis began with introductions and a sand table exercise of the Nutall Fire entrapment by the facilitator to introduce the concept of a LLA to the participants.  The Lessons Learned Analysis process engaged the participants in open and constructive dialogue, and led them through a reconstruction of events on the East Roaring Fire that led up to the burn-over of the helispot.  This reconstruction of events allowed all participants of the LLA to bring forth their perspectives of events that transpired, or to ask questions regarding the thought process or rationale for certain key decisions that were made.  The resulting discussion generated excellent interaction between all participants, and created an atmosphere where people could ‘clear the air’, or ‘get things off their chest’.  

The reconstruction of events was aided through use of digital pictures taken on Sept 5 (aerial view as well as from the ground), maps showing GPS perimeters at various times, sand table reconstruction of the terrain and fire perimeter, and the dispatch WildCAD radio log to establish timelines.  The digital pictures and sand table were found to be extremely helpful in reconstructing the events that transpired.  
Lessons Learned

Lessons and concerns emerging from the LLA include:

· Due to varying arrival times on the fire, the extended attack incident commander was unable to provide a comprehensive briefing for all fire fighters at the same time.  

· Communicating Commander’s Intent is a key function of command.  

· Ensuring effective two-way communication is what makes Command and Control work.  

· Some of the modules felt that there was a need for a ‘Tactical Time-out’ when conditions on the fire changed, and tactics needed to be re-adjusted based on observed and expected fire behavior.

· LCES was in place for all personnel on the fireline, but may not have been adequately addressed for the helispot location.  

· The helispot was not a secure location for the PG bags.  Possible options include staging the PG bags in the black, or bringing them in later in the day.  

· Trigger points for PG gear relocation could have been identified and implemented earlier given the observed fire behavior.

· The escape route for the lookout at the helispot should have been scouted and timed for use in the event the helispot location became compromised.  The escape route was identified early on, but not scouted.   

· Extended Attack Incident Commanders on emerging fires can easily get overwhelmed.  Actions should be taken to recognize, and then mitigate this when it happens, such as managing span of control or activating additional overhead positions (ie Operations and Logistics).  Developing a culture where people self-recognize and ask for help is imperative.
In Summary

This was the first exposure to a Lessons Learned Analysis for all of the Boise NF personnel.  The general feeling by all the participants was that this process was a worthwhile endeavor and identified a number of factors that can be applied towards future fires.  

