After Incident Report

Lessons Learned Center
The purpose of the After Incident Report is to identify issues that occurred on an incident and how they were resolved.  The lessons learned in the report will also be used to refresh or update training curriculums.  Issues and trends that are identified may have Information Collection Teams assigned to them in the future for further analysis and resolution.

Type 1 – 5 Incident Commanders and Agency Administrators are requested to complete the following questionnaire for the incident(s) that they managed.  Crews and single resources are also encouraged to complete the questionnaire for incidents they participated in:

Incident Name:  Type 1 Fawn Peak Complex

Dates of Assignment:  7/6 – 7/21, 2003

Unit or Jurisdiction(s):  Okanogan-Wenatchee NF
Geographic Area:  PNW

Report Submitted by:  Mike Lohrey


Phone Number:  503-808-2902

1. What was the most notable success at the incident that others may learn from?

Cost Containment
· Overcoming cost containment measures implemented by the Forest that created safety, fatigue, and morale issues.  This had the unintentional result in some instances of increasing costs.  For example, the team attempted to order a GIS and Office support trailer combination.  That request was denied until it could be justified by showing what was in place wouldn’t work.  As a result, the first to break down was the GIS system in place, which left the team without the capability to produce adequate operational maps, a major safety issue, for at least one operational period.  That allowed the ordering of a GIS unit only.  Two days later, the local provider for copying the IAP became overwhelmed and failed to produce the IAP’s in time for morning briefing, in addition, the copier leased for ICP was constantly breaking down due to the combination of heat and dust.  That led to the approval of an Office Support trailer.  So, rather than a combination trailer the result was two trailers from different vendors at an increased cost.
· Evolving to a partnership arrangement with the Forest on cost containment issues rather than the micro-management approach the team encountered over the first half of the assignment.  Requesting and receiving a review team from the Regional Office to discuss the resolve the issue was invaluable.
· Recognition by the Forest of the necessity to provide a work environment that allows the team to manage cumulative fatigue, particularly for the Finance and Planning sections, is required if we are going to be successful, particularly over the course of along fire season.  We can’t expect people to work in an environment in temperatures that exceed 100 degrees and still expect high performance and a quality product.
· A recognition that cost containment really begins and ends with the IMT, with support from the host unit.


(Proactive) Safety

· Very safe and effective dust-off operation was developed prior to the need, which enabled the timely extraction of an injured person from a challenging location.


Security
· Security Badge System:  The use of identification badges to identify incident personnel.  The badges can be used for Public Safety, Homeland Security, Supply distribution, and food facilities.  As incident personnel use of ID badges increases, there will be a decrease of conflicts in camp for Human Resources, Law Enforcement, supply distribution, accountability, laundry, and contract crew/engine/water tender administration.  This should also increase our ability to reduce costs through better accountability on the incident.


Operations

· Having structural expertise on the team allowed immediate resolution to protection of summer homes.

· Utilization of Staging Areas continues to serve us well.  In the past we had not established these critical check points and it impacted the operation.  We once again experienced increased accountability in tracking resources and a decreased exposure to risk by not ‘staging’ them on the line as had been done in years past.  Traffic, span of control and effectiveness of resource are all improved by the use of staging areas and contributed to our success.

· The utilization of the batch plant contributed to the effectiveness and successful use of rotary aircraft while also improves accuracy and reduces price when compared to fixed wing delivery of retardant.

2. What were some of the most difficult challenges faced and how were they overcome?

Cost Containment
· The most difficult challenges all centered on cost containment and the initial micro-management employed by the Forest to achieve cost goals.  It took a significant effort on the part of the team to overcome this issue with the unintended result of an added distraction from the real task at hand.  Resolution required concentrated effort by the team to “justify” routine fixed costs of doing business and the involvement of a team from the Regional Office.

· The team was, at times, significantly hindered by a “reactive” rather than a “pro-active” approach due to micro-management issues.  Teams are trained, and are highly skilled, in recognizing problems and solving them before they develop.  That ability was compromised in the name of cost containment.  In the final analysis it was overcome, but not without significant effort.

· Cost containment as related to the use of yurts and tents for office space in hot, dusty and windy conditions.  Yurts are a Regional cache item and are readily available to the incident; however during hot weather (over 90 degrees) cooling the interior to a workable temperature is costly and difficult.  Cooling systems need to be included as a cache item or the use of contractors with tents and coolers need to be employed.  After numerous days, undersized water coolers were replaced with small air conditioner units.  However not all work tents were installed with air conditioners.  Cost containment is the responsibility of the Incident Management Team as well as the Forest.


Safety

· The steep terrain and lack of access required the ability to have a dust-off operation available.  What would we do if we did not have the resource?

· The use of air transportation of injured line personnel by the use of MAST, (Military Aviation Support Team) provided a learning experience.  The use of this emergence transportation would be more efficient if some basic information were gathered prior to its need.  This information includes pickup site Lat/Long, and refueling sites, along with other standard information.  It is important to recognize the lag time for this complicated mission and the need to plan for and implement intermediate medical attention during the interim.

· Having a fire this large in proximity to Thirty-Mile, was a constant reminder of safety to the leadership and firefighters.


Resource Availability

· The security resources and safety officers necessary for large complex incidents were not available.  The problem was solved through the use of   “Off Duty Officers” (ODO), a highly skilled group but with some significant costs.  ODO has a cost of $55 per hour per officer for regular duty hours; $82.50 per hour per officer for overtime hours over 40 hours per week, mileage for privately owned vehicles of .40/mile, and lodging reimbursement for officers to stay in motels.  The incident averaged eight officers per day over a 19-day period for a cost of $109,698.The unavailability of qualified agency personnel for incident security will continue to require the use of contractors such as ODO that will have the effect of increasing costs of an incident.

3. What changes, additions or deletions are recommended to various training curriculums?


Cost Containment
· Short training in documentation and evaluation of cost comparisons should be available to team members in order to provide consistent cost containment analysis.

· With the additional emphasis on costs of incident management and cost containment, curriculum needs to be developed and added to all 300, 400, and 500 level courses to address cost analysis processes and determining what’s essential to effective incident management.

· While the Forest has done a very good job at getting equipment under pre-season agreements, it may want to go back and review the rates of some agreements, specifically handwash stations.  One agreement went from $700 per day in 2002 to $1400 per day in 2003.  Our Procurement Unit was able to renegotiate the agreement and get a savings of $200 per day on the handwash station and an option added to the agreement to get a potable water tender and wash stations as a unit which would save approximately $1600 per day (could eliminate one water tender in camp at a cost of $1107 per day and reduce the wash stations to about $900 per day).

· The Regional Office was not timely in issuing contract awards for the Regional Engine and Tender contracts for 2003.  Some contractors arrived in camp after being dispatched without valid 2003 contracts.  Our recommendation was to refuse the contractors as not being in contract compliance.  Initially the Regional Office Contracting Officer agreed with that recommendation, but after getting numerous calls from contractors, retracted the support and told the contractors to tell the Procurement Unit Leaders to write interim agreements until the contracts could get awarded over the following weekend.  This was not only bad business practice and contrary to the Chief’s Incident Accountability Report Recommendations; it put an undue workload on the Procurement Unit Leaders assigned to the incident.

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

Cost Containment
The current policy needs to be re-addressed, with greater emphasis on IMT’s to meet expectations in a partnership arrangement with agency administrators.  At some point, the incident management community and agencies need to come to a common agreement on what the cost of doing business is related to incident management.  A lot of time was spent, and frustration experienced by all involved, trying to order things we as a team consider part of doing business, but not viewed in the same light by Agency Administrators or Expanded Dispatchers.  In the end, we got most of what we ordered, but there were some major struggles along the way.  There will never be a “one size fits all” list of items that are approved for use in incident management, but if Agency Administrators, Dispatchers, and Incident Management Team folks could determine the basics needed to operate, it would make things easier for all involved.

· The role of unit Administrative Officers
· All of ICS is based on qualifications and experience.  Putting AO’s in a position of having to both understand and assist with cost containment issues without fire experience and qualifications is unfair to them, leads to unintended results, and adds significantly to the workload of an IMT.  AO’s without at least an FSC2 rating should be required to order an IBA to meet current requirements specified in cost containment direction.

Cost containment impediments to accomplishing incident objectives

· The order for ignition devices was not filled for three days.  It was necessary for us to be prepared to burnout given the right opportunity.  To be successful in meeting the objectives and strategy provided to us by the agency in the WFSA, we needed to have the tools available to accomplish them.

· On this incident there was an additional screening process that caused undue delays (i.e. Expanded Dispatch).  Additionally, it was not clear that when we didn’t receive orders, whether it was because orders were difficult to fill or if they had been denied for some reason.  

· There was an inability to manage fatigue.  Support overhead resources were required to work in an environment that included excessive daytime heat (high 90( F).  We must be able to insure that our resources can perform and get adequate rest.  The original cooling units that were ordered and delivered were inadequate for our needs – temperatures in tents remained between 80-95( even after the installation of the cooling units.

· Operationally, we were not denied resources, but insufficient support (e.g. lack of mapping capabilities) to operations affects Operations ability to implement the mission safely and effectively

· The inability to provide an adequate work environment and the appropriate tools to do the job results in a loss of morale and a break down of relationships


ROSS
· Implementation of ROSS and new dispatch guidelines:  Mobilization was rocky with some personnel being dispatched without a resource order by local dispatch offices.  The reasons are not completely understood but appear to be a combination of the result of implementing ROSS and new guidelines in dispatch offices related to not dispatching between the hours of :00 and 06:00.

While the reasons behind dispatch guidelines are well intended, the results are less than satisfactory.  Timely dispatch allows personnel to arrive at the AA briefing on time, particularly those with long driving times.

· The difficulties encountered with the implementation of ROSS were expected, and revolves primarily around the population of the data base with non-federal fire personnel.  This problem will likely be with us for awhile requiring alternative mechanisms for ensuring team personnel in the fire service are dispatched through means other than ROSS in a timely fashion.


SECURITY

· We need to continue the dialogue and develop a policy when law enforcement officers who have side arms and Department of Correction crews are part of the workforce to obtain agreement.


LOGISTICS

· Need to continue with development of portable dust proof, heated, and cooled work space that meets the cost containment criteria and can be readily available to the incident.

· Basic MAST information needs should be distributed to all Incident management Medical Unit Leaders.

· National teams need direct access to the National Cache system, instead of being required to go through expanded.

· Drivers, Dozer operators, and other miscellaneous EERA resources need to meet fireline safety training standards prior to arriving at the fire.

· The 8 Mile Ranch has been used as a fire camp numerous times.  A Forest review of long term facilities needs for the site should be completed to better facilitate future use.


PLANS

· ISUITE needs to be updated with the current list of NWCG unit identifier codes and mnemonic codes for fire positions.  This would allow the use of IRSS and ROSS to be compatible…. particularly helpful when ordering resources.

· IRSS:  We need more options to sort on the columns in the table field.  The ‘Other’ fields need to be set up so that you can use them to sort and run reports other than by Y in the field.  There needs to be a way to sort on a “NOT” field request.  We need a “user friendly” way of entering new codes or unit identifiers if the database is not maintained or updated on a regular basis prior to fire season.

· GIS mapping standardization:  The unofficial standard for GIS fire mapping is ArcView 3.2 with Ventura Tools extension.  The creator of Ventura Tools had planned to update the extension to work with the new version of ArcGIS (formerly ArcView).  The update was not completed before the current fire season.  Most fire GISTs are using ArcView 3.2 in order to make use of Ventura Tools.  A problem occurs when maps are created with the new ArcGIS.  They are not compatible with the older version (ArcView 3.2).  On the Fawn Peak Complex, Washington State IMT 1 created maps in ArcGIS, consequently the map products created by that team had to be rebuilt when PNW IMT 2 took command, creating delays in producing needed products at a time when the need for maps was high.  The recommended solution is for all Fire GISTs, including Contractors, should be required to use ArcView 3.2 with Ventura Tools until Ventura Tools is updated for ArcGIS.

· GIS mapping preplanning:  In order to make adequate maps, Forest GIS covers need to be available immediately upon the IMT’s arrival.  Without the roads, streams, topography, public lands survey, ownerships, topographic names, landlines, and other baseline data, GIS maps cannot be created.  This data is available at each Forest but must be accessible to the IMT’s GIST.  In addition, the use of plotters at the Forest and District level for the production of the incident mapping products is imperative in the early stages of an incident.  The need to utilize the local plotter diminishes as GIS contract services become available.  The recommended solution is for each unit to maintain a current GIS data pack (updated annually) of current forest covers that can be turned over to incoming IMTs.  In addition a local GIST, familiar with Forest covers, should be assigned to support the IMT.  Hardware and use of the local plotters and supplies should be provided in the initial stages of each incident.
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