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This Five-Year Strategic Plan presents a direct, practical, and collaborative strategic plan for the Wildland Fire Lessons Learned Center.
Introduction

As we advance into the twenty-first century, we all recognize that the world continues to undergo rapid, fundamental change. Relentless physical, technological, and social developments provide unlimited challenges for those who manage wildland fire, and a corresponding need exists for organizational learning and knowledge management.

At the same time, many of the organizations and institutions charged with managing wildland fire are downsizing, reorganizing, and doing more with less, often, much less. This trend calls into question the wildland fire community’s ability to increase and share its knowledge, anticipate needs, and adapt to accelerating change.

The future will present challenges that will make the next decade both exciting and difficult for wildland fire managers. The Wildland Fire Lessons Learned Center is uniquely positioned to help people and organizations meet and address these challenges. 

Successful organizations and institutions seeking long-term success will understand and readily adapt to the changing needs of their partners and patrons in the fire community, constantly improve their customer service and produce responsive results. This ability to adapt requires organizations to think, to plan, and to manage strategically.    

Strategic management is “the process of managing the pursuit of the organization’s mission while managing the relationship of the organization to its environment.” Particularly important is the organization’s relationship to its stakeholders, the major constituents in its internal and external environments that are affected by its actions.
  One might think of this more simply as taking the time to work on your business rather than in it.

Successful organizations think and plan strategically. They generate alternative strategies and choose from them, strategies that best accomplish goals and objectives that fulfill the organization’s mission and achieve its vision.  The Wildland Fire Lessons Learned Center understands this. This Five-Year Strategic Plan therefore presents a direct, practical, and collaborative strategic plan for the Wildland Fire Lessons Learned Center.

Mission Statement

The Wildland Fire Lessons Learned Center actively promotes a learning culture to enhance and sustain safe and effective work practices in the wildland fire community. The Center provides opportunities and resources to foster collaboration among all fire professionals, facilitates their networks, provides access to state-of-the-art learning tools, and links learning to training.

 Vision for the Year 2012

The Wildland Fire Lessons Learned Center (LLC) is well established and highly respected throughout the wildland fire community as an innovative and progressive organizational learning resource center. The Center helps the community to deeply establish a safe learning environment, enabling it to receive honest input and distribute trusted information—created and contributed by the community.

The LLC provides leading-edge strategies, processes, and tools to assist the entire community in performing more safely and effectively—using both past and present lessons. The Center provides both the central point for a continuous organizational learning and improvement cycle in wildland fire, as well as a center of high performance and integrity.

Core Values

Credibility

We, the Lessons Learned Center, provide a source of knowledge for the wildland fire community that is balanced and trusted.

Integrity

The Center is built on a strong foundation of being respectful, professional, honest, and accountable to all members of the wildland fire community.  

Impartiality

We are an independent and impartial entity that serves the entire wildland fire community, including all agencies and organizational levels from both the public and private sectors. 

Committed to Learning
The Center serves as a leader in promoting organizational improvement for the wildland fire community and is proud to be cited as an example of a learning organization. We focus on the six critical tasks of a learning organization: 

· Collecting intelligence about the environment

· Learning from the best practices of other organizations

· Learning from our own experiences and past history

· Experimenting with new approaches

· Encouraging systematic problem solving

· Transferring knowledge throughout the organization

The LLC strives to provide a complete and dynamic collection of knowledge to the fire community through new and existing sources of communication.   

Adaptability

The LLC staff members place high value in their flexibility to adapt programs and services to meet the changing needs of the wildland fire community.  

Service

Our work is mission critical, and we focus on providing services that are responsive to the needs of the wildland fire community. The Center’s proactive approach to facilitating dialog among members at all levels enables otherwise isolated knowledge to surface. The Center’s effectiveness depends on our accessibility, how well we collaborate, and our ability to follow through on our commitments.

Work Environment

At the LLC, we work as a team that creates and sustains a professional, enjoyable, and challenging work environment. We consciously remain open-minded in dialogue, we seek understanding, and we respect the viewpoints of each other and our customers. Contributions and accomplishments are recognized and appreciated. We all support the LLC mission, vision, and strategy.  

Strategic Goals

1.
Organizational Learning
The LLC provides the leading example of a learning organization by 2008. A learning organization is skilled at continuously creating, acquiring, interpreting, transferring and retaining knowledge and at purposefully modifying its behavior to reflect new knowledge and insights.
2.
Relationship with the Wildland Fire Community 
By 2012, the Center is fully integrated as a significant aspect of how the wildland fire community does its work. The community recognizes positive change and improved work practices that are attributed to the timely services and products from the LLC. The LLC and its work is promoted and validated by people who are knowledgeable in the development and sustainment of a healthy learning culture. The LLC helps the community to deeply establish a safe learning environment, enabling the Center to receive honest input and distribute trusted information that is created and contributed by the wildland fire community.

3.
Collaborative Networks 
By 2010 we will have wildland fire practitioners, subject matter experts, formal teams, and informal communities of practice who continually use the Center as a central location for problem solving, trend analysis, product creation, and networking. The LLC and its ambassadors formally collaborate with academia, industry, research, international fire organizations and other disciplines outside of wildland fire to introduce fresh and valuable perspectives, improve organizational learning, and enhance knowledge transfer. 

4.
Learning and Training
By 2012, the LLC has enhanced existing connections and established new bridges between learning and training. As lessons, effective practices, and other knowledge come to the LLC, they are integrated into the training curriculum in a timely manner. The Center helps the training community move from traditional training methodologies toward new ways of developing transformational learning.

5.
Center Staffing and Funding 
By July 1, 2009, funding exists that allows the LLC to adequately staff in order to meet current and expected needs and requests from the wildland fire community for analysis, products, and services. The Center will measure its progress on this goal by two criteria: 
(1) the wildland fire community recognizes the value of the LLC as mission critical, as evidenced by sufficient and stable funding for the Center from multiple sources, and (2) the Center’s services add value and are recognized as an exponential return on the financial investment in the LLC.  

6.
Services and Products 
By 2010, the LLC’s Knowledge Management System (KMS) has become the nation’s leader in fire management knowledge transfer. The KMS centers on people and is user friendly. LLC staff, with members of the community, continually evaluates services and products to assure that they are proven to be responsive and have significant impact. 

7.
Marketing
The LLC has a sound marketing plan by 2008. 

Strategic Goals and Objectives

Goal 1: Organizational Learning 
By January 1, 2009, the LLC provides the leading example of a learning organization. A learning organization is skilled at continuously creating, acquiring, interpreting, transferring and retaining knowledge. At the same time, a learning organization is purposefully modifying its behavior to reflect new knowledge and insights.

Objectives

A. By the end of 2008, the LLC staff is accomplishing the six critical tasks of a learning organization through various work activities. This is being examined via quarterly performance evaluations. These six tasks are (1) Collect intelligence about the environment, (2) Learn from the best practices of other organizations, (3) Learn from LLC’s own experiences and past history, (4) Experiment with new approaches, (5) Encourage systematic problem solving and (6) Transfer knowledge throughout the organization.
B. Use the full range of information resources, including interviews, surveys, After Action Reviews, After Action Review Roll-ups, Information Collection Teams, etc.

C.
The LLC demonstrates the application of High Reliability Organizing principles.

D.
The advisory group evaluates LLC performance as a learning organization on a yearly basis.

E.
Incorporate the concepts of “leading learning” into LLC activities.

Goal 2: Relationship to the Wildland Fire Community

By January 1, 2013, the LLC is fully integrated as a significant part of how the wildland fire community does its work. The Center will measure its progress on this goal using three criteria: 

(1) That the wildland fire community attributes positive change and improved work practices to timely services and products provided by the LLC,

(2) That people who are knowledgeable in the development and sustainment of a healthy learning culture promote and validate the work of the LLC; and 

(3) 
The LLC helps the community to deeply establish a safe learning environment, enabling the Center to receive honest input and distribute trusted information that is created and contributed by the community.

Objectives

A.
Seek opportunities to engage members of the wildland fire community in the Center’s activities and educate them on the value of a learning culture by:
· Demonstrating what a safe learning environment is,
· Demonstrating how individual contributions move organizations toward becoming a learning organization, and
· Systematically engaging in education; advocacy, relationship building, and efforts to recruit community members  

B.
Get to know and understand the daily work of the community through proactive activity by LLC staff such as:
· Employing a broad range of Information Collection Teams that address the full range of interagency fire management activity. 

· Observing fire personnel working at all levels (in the field, at the unit level, executive leadership) and in a variety of organizations, including agencies at all levels of government, non-governmental organizations (NGO) and contractors.
Goal 3: Collaborative Networks

By January 1, 2011, the LLC has a range of people and organizations who continually use the Center as a central location for problem solving, trend analysis, product creation, and networking, including wildland fire practitioners, subject matter experts, formal teams, and informal communities of practice. The Center and its ambassadors formally collaborate with academia, industry, research, international fire organizations, and other disciplines outside of wildland fire to bring in fresh and valuable perspectives, improve organizational learning, and enhance knowledge transfer. 

Objectives

A.
Identify subjects and areas where the LLC needs the assistance of subject matter experts. Use the LLC’s online Community Center to identify subject areas and potential members.

B. Recruit and develop subject matter experts (SME) in identified shortage areas.

C. Identify organizations with which the LLC is seeking to partner on knowledge management (KM) initiatives and, where necessary, establish agreements. Annually identify specific products, obtained from external partners that the LLC will incorporate into its sites. 

D. Knowledge is concurrently exchanged between LLC, subject matter experts (SMEs), Communities of Practice (CoP), and the knowledge management system (KMS) while assuring that knowledge flows in both directions.

E. Identify which SMEs might also serve as LLC ambassadors.  Recruit ambassadors, develop ambassador orientation/training, and hold an ambassador orientation/training session.

Goal 4: Learning and Training

By January 1, 2010, the LLC has enhanced existing connections and established new bridges between learning and training. The Center will measure its progress on this goal by two criteria: (1) as lessons, effective practices, and other knowledge come to the LLC, they are integrated into the training curriculum in a timely manner, and (2) the Center helps the training community move from traditional training methodologies toward new methods for developing transformational learning.

Objectives

A.
Develop a working knowledge of the National Wildfire Coordinating Group (NWCG) curriculum design process among LLC staff to help foster timely inclusion of LLC knowledge products.

B.
Work with others to identify training curricula and individual courses in which LLC knowledge products can be used in the course materials. Make instructors and course developers aware of LLC products.

C.
Make trainers and instructors aware of LLC knowledge products by working with course coordinators, developers, and instructors for M-410 Facilitative Instructor course and other instructor development training.

D.
A content page for NWCG training course developers has been developed and is used by course developers.
E.
A lessons and effective practices content page for instructor content has been developed that organizes lessons and effective practices by Incident Command System (ICS) functions and cross-walks functions to individual courses.

F.
On an annual basis, the LLC shares After Action Review Roll-up training recommendations with course developers as well as the NWCG working teams and groups. 

G.
Know if, how, and why people in the wildland fire community approach life-long learning and continuing education.

H.
Complete trend analysis on information from the LLC Incident Review Database, including investigations, and assist the training community in incorporating knowledge on these trends into training.

I.
Have a process for identifying new ways of incorporating learning into training and monitor whether adopted methods are working.

Goal 5: Center Staffing and Funding 
By July 1, 2009, funding exists that allows the LLC to adequately staff to meet current and expected needs and requests from the wildland fire community, for analysis, products, and services. The Center will measure its progress on this goal by two criteria: (1) the wildland fire community recognizes the value of the LLC as mission critical, as evidenced by sufficient and stable funding for the Center from multiple sources, and (2) the Center’s services add value and are recognized as an exponential return on the financial investment in the LLC.  

Objectives

A.
Study staffing options and develop a staffing plan. To create a staffing plan:
· Identify critical capabilities and capacities for which the LLC lacks resources. Demonstrate mission-critical tasks that are not getting done as well as the need for additional resources.

· Explore alternatives and opportunities for accomplishing the Center’s work, such as seasonal employees, National Incident Management Organization (NIMO) teams, detailers, contractors, volunteers, etc.  Determine the most appropriate staffing resources for building critical capacities and capabilities through cost and time analysis. Demonstrate the trade-offs between contracted and in-house staffing resources needed to meet strategic goals.

· Demonstrate return on investment for preferred staffing options

B.
To maintain stable and adequate funding, develop a method for reviewing LLC performance that demonstrates what the Center accomplishes with its available funding.

C.
Participate as an integral partner with “top-level” agency management, particularly as they assess their needs and make funding priority decisions. The intent is to encourage top agency management to regard the LLC as a key service provider worthy of adequate and stable funding. Ensure that the National Wildfire Coordinating Group (NWCG), National Interagency Fuels Coordinating Group, and other decision-makers include the LLC in appropriate funding cycles. Remain visible and demonstrate to all levels of the wildland fire community, that the LLC can be part of solutions to the community’s problems. Present the LLC strategic plan to the NWCG, National Interagency Fuels Coordinating Group, and other decision-makers to demonstrate which mission-critical LLC tasks are not being accomplished, as well as the need for additional resources. Address this objective in the LLC marketing plan. Measure the LLC impact and use this information to validate worthwhile spending.
D.
Develop an advisory group or committee to advise the LLC staff.
E.
Explore and seek alternative funding opportunities, including grants and partnerships.
Goal 6: Services and Products
By January 1, 2011, the LLC knowledge management system (KMS) has become the nation’s leader in fire management knowledge transfer. The Center will measure its progress on this goal by two criteria: (1) the knowledge management system (KMS) centers on people and is user-friendly, and (2) the LLC staff, with members of the community, continually evaluates services and products provided to assure that they are proven to be responsive and have significant impact. 

Objectives

A.
The LLC, established on a foundation of integrity, supports the community’s efforts to create, collect, interpret, analyze, transfer, retain, implement, and evaluate knowledge and adjust to new insights. The Center’s people-centric knowledge management system contains and distributes accurate, objective, and timely knowledge. 

B.
The LLC ensures that its products and services are of high quality by utilizing a large and dedicated network of diverse subject matter experts from the wildland fire community. The LLC also ensures that it employs an engaging, user-friendly, state-of-the art system to deliver products through multiple venues. The KMS maximizes the value that community knowledge contributes to the operations and improves the performance of the wildland fire community.   

C.
By January 1, 2009, the Center has a set of impact measurement tools that effectively reveal the true impact of the Center on the wildland fire community. Identify meaningful metrics and link them to operational value.  

D.
Develop a product/services delivery plan that envisions a comprehensive design driven by the LLC strategic vision. Address new technology, strive for parity with state-of-the-art knowledge products and services, and provide for an input/feedback loop.

E.
The LLC staff will stay current on the state of the KMS field, explore possibilities for the KMS, and assure that the system is relevant. The LLC staff will also benchmark other programs, learning organizations, and KMS to understand methods, practices, processes, and new/effective technology. We will purposefully seek out and include external, non-traditional input to the KMS. Fresh and valuable perspectives will be incorporated into the Center’s KMS, including those that arise from the wildland fire community.  

Goal 7: Marketing 

By January 1, 2009, the LLC has a sound marketing plan. 

Objective

A.
The LLC will have a sound and comprehensive marketing plan. An effective marketing plan would:

· Address the entire wildland fire community and promotes awareness of the LLC mission and services.

· Engage marketing experts or others with marketing experience when developing the marketing plan. 

· Help the LLC staff assemble a group (or groups) of users to help create the marketing plan.

· Analyze and know the marketing plan’s target audiences to ensure that it is appropriately targeting the correct audiences.

· Identify a proactive (rather than reactive) marketing approach.

The resulting marketing plan should address the following tools and techniques:

· Use the LLC strategic plan as a marketing tool.

· An introductory video/DVD that describes the mission and services of the LLC for use at meetings, conferences, and other fire community gatherings (including regional FMO meetings, Incident Management Team (IMT) meetings, training sessions, conferences and symposia). Develop multiple versions of this video/DVD. The intent is to enable a local representative to introduce the LLC to groups in every geographic area without LLC staff being present.

· Tools for educating people at incidents (for example, as part of briefings) such as “lessons learned on this day in fire management history” or “yesterday’s lessons learned.”

·  Include LLC websites and products in National Wildfire Coordinating Group (NWCG) training as a routine resource.

· Use High Reliability Organizing (HRO) workshops as marketing opportunities.

· Promote the LLC to university forestry/fire programs as research resources for their students.

Monitoring and Evaluation Method

The Wildland Fire Lessons Learned Center’s managers must monitor the operational plan to assess how well the Center is achieving its strategic goals. The monitoring function is critically important to accomplishing the Center’s goals. Monitoring assures success by alerting an organization to the need for mid-course adjustments to objectives.  

An effective plan should establish monitoring milestones at practical and planned intervals.  These are actual calendar dates for review—known to those who are responsible for accomplishing objectives. The measurable performance standards established by the plan’s goal statements and the milestone dates established in the operational plan provide tangible review criteria.  

General Elements for Evaluating the LLC Strategic Plan

· With the obligation to ensure that the LLC is achieving its mission and progressing toward its strategic vision, the LLC managers—working with its advisory committee—will conduct a periodic evaluation of the LLC’s strategic plan to compare results to planned accomplishments and review whether operational activities are producing the desired results.

· The Center Manager will establish committee or staff assignments to monitor or assess impending threats or opportunities and recommend changes in the LLC’s course.

· The LLC—working with its advisory committee—will conduct a strategic audit and evaluate its strategic efforts annually during a scheduled meeting. 

· The Center Manager will use the criteria and audit questions (that appear in the following section) to review and evaluate accomplishments in light of changing conditions by conducting an annual strategic audit.

· Revise implementation actions or objectives as required. Significant internal or external environmental change may require changes to goals.

· Remember, your strategic plan is a statement of important and responsive guides to a strategy or desired future. It is not a rigid doctrine.

· Remember, the process of strategic planning is a continuous, ongoing process that must adapt to internal and external environmental changes.

Annual Strategic Audit

Strategic Audit Questions

The LLC’s Strategic Plan is a document that articulates the Center’s strategy for implementing its mission and achieving the organization’s future vision.

1.
Is the LLC properly controlling its strategy? If not, what actions should it take to improve strategic control? (For example; should the performance of individuals be more closely tied to strategic goals or should the Center Manager and advisory committee evaluate strategic accomplishments more often?)

2.
Evaluate the LLC’s strategy by answering these questions:

a.
Is the strategy internally consistent? Is it consistent with the organization’s mission and are its components consistent with each other?

b.
Is it consistent with the LLC’s operating environment (stakeholders’ demands, competition, the economy, suppliers, customers, etc)?

c.
Does the LLC have the internal resources to carry out the plan?

d.
Is the amount of risk appropriate?

e.
Did the LLC establish accomplishment time frames and deadlines that were realistic and achievable?

f.
Is the strategy workable? Can it be implemented?

g.
Is the LLC’s strategy identifiable? Has it been clearly and consistently stated? Are people aware of it?

h.
Is the strategy aligned with the values and inspirations of key managers?

¡.    Is the LLC’s strategic plan stimulating effort and commitment from people at all levels of the organization?

j.
Is the LLC’s strategy socially responsible?

k.
Do target audiences; agency partners, users, etc., give early indications of responding to the strategy?

l.
Does the LLC’s strategy depend on things that the LLC has identified as its  weaknesses? Does the strategy do anything to overcome the LLC’s weaknesses?

m.
Does the LLC’s strategy exploit major opportunities?

n.
Does the LLC’s strategy avoid, reduce, or mitigate major threats? If not, does the LLC have adequate contingency plans?

o.
Are the premises that underlie the strategy and plans for its implementation still valid?

Strategic Audit Questions - Continued

3.
Prepare standard budget documents for the Center. Include the previous two years, the current year, and projections for the next year. What results do you find? What actions do you recommend?

4.
How adequate are the LLC’s controls?

· Strategic Control (oversight of strategy, achieving mission, reaching goals, progressing toward vision),

· Management Control (budgeting, staffing, leadership, etc.), and

· Operational Control (cost/expenditure control, staff performance, quality, supervision, etc.)

5.
Does the LLC show signs of any dysfunction or control problems?

6.
Is the LLC keeping a strategic focus? Do its control systems (budgeting system, performance evaluations, etc) support a strategic focus?

7.
Is the LLC achieving proper quality? 

8.
Is there a need to change strategy?

Operational Plan

� Higgins, J. M.. And J.W. Vincze 1993.  Strategic Management Text and Cases, 5d ed. (Harcourt Brace Jovanovich College Publishers, Orlando, Florida USA) 			
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