The following is summarized from the Mission-Center Solutions Report of “BDF Engine 57 Support Mission Lessons Learned from CIIMT-1 and the San Bernardino National Forest” published in May 2007.

The full report is posted in the Lessons Learned Center on-line library.
We learned that …


Home unit leaders’ first acts were critical to the success of the mission. The two strategy meetings held by the Forest Leadership Team provided the foundation for the mission. They quickly responded by:

· Sending notifiers to the families

· Securing the private vehicles and personal effects of BDF Engine 57 crewmembers

· Addressing the media

· Initiating support for the families

· Requesting peer support for unit personnel

· Reviewing support efforts of the family liaisons

· Ordering a Type 1 IMT

· Developing an initial set of priorities and tasks – this analysis resulted in assigning the incoming IMT to the support mission instead of suppression or staging as it had originally been intended for.


At the IMT’s arrival, home unit leaders were able to share a list of priorities that defined the IMT’s initial response. “Going through the planning process step-by-step was important in order to gain a clear picture of the priorities, intent and objectives,” personnel said.


The nature of the BDF Engine 57 Support Mission required delegating unusual levels of authority to Division and Group supervisors, empowering them to act more as Branch Directors. Critical to the organizational success of the adapted ICS structure, was the addition of Planning Section Chiefs and Resource Unit Leaders for each Branch and Group helping them to conduct meetings and develop Action Plans and coordinate them with the IMT Planning Section.


 The mission itself involved identifying the need to use abstract concepts such as honor and compassion in order to develop objectives and tactical actions. Principles, leader’s intent, judgment and a sensitive adaptation of ICS were all required to complete the mission. Even the name of the response was changed from “incident” to “mission” acknowledging that mission success involved both personal and professional commitment.


Other ways sensitivity to the mission was demonstrated included: 1) The interagency composition of the extended IMT allowing the team to reach out over a wide network to make things happen across jurisdictional boundaries within tight timeframes, 2) Recognizing that a paramedic with experience in serious burns would be equipped to be the best available resource to the family of the seriously injured firefighter in explaining medical terminology and recommendations, 3) Honoring the request of one of the family’s to visit the Incident Command Post and finding ways for them to observe the support effort.


The IMT realized that the information requirements of all operations would drive the information function into a high degree of complexity and breadth. Dozens of information officers were assigned but span of control issues and gaps in coordination generated delays and misunderstandings that affected the release of information. Personnel realized that the information needs of a tragedy response are better met when a comprehensive, proactive communication strategy is used rather than focusing efforts on managing and controlling information.


While the 275 individuals who responded to the mission developed protocols for memorializing five fallen firefighters, their professional compassion and personal grief intermixed. Raw emotions and intense stress magnified the effects of the loss. The events of a single day could include a fatality site visit with family members, learning that authorities had arrested an arson suspect and mourning the death of the fifth firefighter. It became important to monitor each other for signs indicating that individuals needed relief.
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Home unit office for BDF Engine 57 crewmembers.

