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.

Type 1-5 incident commanders and agency administrators are requested to complete the following questionnaire for each incident they manage.  Crews and single resources are also encouraged to complete the rollup for incidents they participated in:

Incident Name and Type: Robert Fire, Trapper Creek Complex, Beta Lake & Doris Fires, Blackfoot Lake Complex, Rampage & Middle Fork Complexes
                                                   Dates of Assignment:  08/03 - 8/28/03

Unit or Jurisdiction(s): Glacier NP & Flathead NF            
Geographic Area: Northern Rockies 
Report Submitted by: Southern Area IMT - DPIC George Custer, IC Joe Ferguson


                                                                                  

Phone Number: (352) 669-3153 
1. What was the most notable success at the incident that others may learn from? Please explain.

*An excellent working relationship with Agency Administrators from both the Glacier NP and Flathead NF was established.  Both AA’s were very involved and provided excellent support and guidance throughout the incident. AA’s attended most planning meetings, provided knowledgeable agency representatives that were always available, and contributed to the planning process. 

*Changes to I-Suite allowed for tracking of multiple P-Codes, avoiding confusion when the IMT inherited numerous new fires. I-Suite is now a national program allowing easy transition between IMT’s.

*National contracts for crews and engines provided better resources then have been seen in the past.  Walt Smith, COR for R-6 contract resources, did an excellent job of being sure that resources fulfilled their contract obligations. A COR is needed for each IMT or at the very least each Area Command.  There were many problems with R-6 crews, especially the English-speaking requirement. These were handled before the crews ever checked in to the incident saving the IMT countless problems. 

*The attention that Area Command gave to cost containment carried over and did allow for several cost containment successes. Most notable was the savings when a special helibase type trailers was replaced with a regular office type trailer, saving over $47,000 during the life of the incident.

*The IMT facilitated a better working relationship between the National Park and the Blackfeet Nation concerning the sharing of resources for initial attack. The IMT brought together the both agencies to form an IA resource responsible for IA in much of the NP and Nation lands.  We hope that this relationship will continue for future fire seasons.

*The local sheriffs department was an excellent cooperator, providing accurate and timely evacuations, and working closely with the IMT. A Deputy was at most planning meetings and shift briefing throughout the incident.
2. What were some of the most difficult challenges faced and how were they overcome? Please explain.

*The IMT inherited many new fires and several new complexes during lightning events that swept the area. The IMT accepted the challenges, reassigned (loaned) resources from one fire to another as needed without getting tied up with ROSS and order numbers. This did cause some complication both internally and with Expanded Dispatch, but the fires were fought and valuable time was not lost. At a later date all of this was resolved, and databases were updated. 

*This same lightning bust made for late Delegation of Authorities and WFSA’s. The IMT continued to fight the fire with close interaction of the agency’s involved despite no or late delegations and WFSA’s. 

*Resources arrived at the ICP with no Overhead numbers or Crew numbers.  Both Area Command and Expanded assigned these resources to the IMT but at times O and C numbers were not assigned for days afterwards. The IMT assigned fictitious numbers so that check-in could be accomplished and time could be posted, allowing the resources to fight the fire. Once again at a later date the databases were resolved. ROSS that does not allow for easy transfer of resources from one fire to another and needs a national fix caused much of this problem. One suggestion was to eliminate ROSS at the local level and track the resources the old fashion way on resource order forms.

*The biggest operational challenge was presented by the local Emergency Management Coordinator through the local fire departments. Questions on jurisdiction and what role the IMT was allowed to play in structure protection were never really resolved. While the IMT respects the role of local fire districts to protect private property, this protection was never in place in the scale necessary to afford hundreds of homes the protection needed. At times no one represented EMS at planning meetings or shift briefing, mainly because they were overwhelmed by the size of their task. The local EMC and his resources were located at their own ICP even though we were in a unified command structure. Excellent cooperation by County Commissioners did help in solving some problems.

*Another operational problem arose when fire activity picked up and the IMT’s helibase and the NF’s IA helibase were located within a few miles of each other. The problem here was lack of communication between the two helibases while running simultaneous missions. The IMT AOBD ordered a total shut down of operations and this facilitated a meeting of the minds. Once the communication problem was solved operations resumed safely and efficiently.

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

Liaison Officer training needs to be improved and updated to more accurately reflect the current expectations of this position.  This is becoming a more and more critical position.  Martha Smith from the northern Rockies did a great job acting as Liaison for Area Command and helping the various teams.   We also brought a structural fire chief in as Liaison Officer for a few days.  Both help teach Liaison, and both agree that the current training is inadequate.

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

Although we worked through it the relationship with Flathead County Fire and EMS needs more work.  It is important for federal and state wildland agencies to establish these relationships before hand.  Type I teams should consider including a Liaison officer on all assignments.  The Liaison Officer training needs to be improved and we need to develop a process to ensure the folks attending this training have the right background, personality and demeanor. 

Please submit this rollup to the Lessons Learned Center at the National Advanced Resource Technology Center (NARTC) attention Paula Nasiatka (pnasiatka@fs.fed.us or Fax 520-670-6413)

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

