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Introduction and Purpose
The following white paper was prepared after a meeting that occurred at the LLC in Tucson in July 2006.  Drafts of this white paper have been shared with interested members of the HRO Community of Practice.  Dr. Weick and Dr. Sutcliffe have also offered their comments.  The paper has been revised to reflect this feedback.
The meeting’s objectives were:

· Should we continue to use the national Managing the Unexpected workshops as the primary method of “teaching” HRO?

· Is it time to change and/or modify approaches to teaching HRO?

· What new approaches to applying HRO to fire management operations are most pertinent at this time?
The intent of this meeting, and as spelled out in this paper, was to answer the question “Where to Next with HRO?” The process of answering this question will also help LLC develop a short and long term approach to effectively manage HRO at the national level.

Background
Since the spring of 2004, the LLC has sponsored three national “Managing the Unexpected” workshops on high reliability organizing (HRO).  These sessions were based on the principles of HRO developed by Dr. Karl Weick and Dr. Kathleen Sutcliffe (Ross School of Business, University of Michigan) in their book, Managing the Unexpected:  Assuring High Performance in an Age of 
Complexity.  
Over three hundred people have attended these HRO workshops; the general feedback from both the students and the faculty is that these original workshops were successful and that HRO has a place in fire management operations.

Even though there were many minor changes from one workshop to the next, the basic design of each workshop followed a similar pattern.  Each workshop was about three and half days long. On the first day, the basic tenets of HRO were taught to the students by Weick and Sutcliffe.  Another day was given over to a fire staff ride where the students were placed in a field situation and asked to transpose classroom learning about HRO to an actual fire event. Finally, a third day was used for facilitated group discussion in an attempt to more fully imbed the principles of  HRO with the students  and to insure that the students had some rudimentary methods for taking HRO “back home,”  where, hopefully, they would  apply HRO in practical operations.
This initial workshop design was looked at as a grassroots effort and as an experiment.
During the first two workshops, an attempt was made to use Dr. Robert Kegan and Dr. Lisa Lahey’s (Harvard Graduate School of Education) “immunity to change” exercise to help the students form more solid commitments to actually using HRO on their home units.  There was a mixed reception for this form of personal sense-making and the exercise was dropped from the last workshop. 
Critiques, evaluations and AARs from both students and faculty indicated that the workshops were very successful and that HRO had a spot within the fire management toolbox.

Since the first of the three workshops were perceived as experimental, it was logical to ask whether the experiment was still working in the second and third sessions.  With this question in mind, LLC convened a small group from the HRO community of practice to meet in Tucson to discuss the question, “Where to Next with HRO?”  
The following outline was developed from notes taken at that meeting, and, hopefully, begins to answer the question of “Where to Next with HRO?”
Mission Statement
The following “Mission” statement describes in precise terms how HRO fits into the over all organizational learning strategy as developed at the Wildland Fire Lessons Learned Center.
High reliability organizing is a component of the Wildland Fire Lessons Learned Center’s overall organizational learning strategy and is part of an organized effort to build wildland fire programs that are consistently successful in achieving their fire management objectives safety and  effectively.
Goals for Meeting the HRO Mission Statement
Curriculum Development

Development of a curriculum for three workshops and/or courses that include the following:

· An “Advanced HRO Field Seminar” where a small, select group of people would work intensively with Weick and Sutcliffe.  The goal of this seminar would be to begin in earnest to deal with the critique Sutcliffe and Weick have given us since the Santa Fe workshop---we need to do a better job of applying HRO to “actual work practices.”
· The seminar would take place in 2007 and would include a site visit to a fire management event.

· 20-25 pre-selected students who currently possess a working knowledge of HRO & are committed to teaching it at a later date.

· This advanced seminar would be ” intensive” and students would work directly with Weick and Sutcliffe with the intent to more fully develop a deeper understanding of HRO and how it can be applied in various fire situations.  
· Some students attending the advanced seminar would become the teachers at “Train-the-Trainer” workshops.
· A recommended HRO geographical area workshop outline would be developed with the help of Weick & Sutcliffe.
· A “Train-the-Trainers” workshop where a select group of participants would be taught how to effectively teach HRO principles.
· This course would be taught by a cadre of master instructors who attended the “Advanced Seminar.”

· Approximately 20 pre-selected students who are highly motivated to continuing the teaching HRO around the nation.
· This workshop would not only teach the principles of HRO, but would instruct the students in how to teach HRO to others.

· The workshop would include instruction on how adults learn and various teaching methodologies.

· This workshop would take place in 2007.
· The people taught in the ‘Train-the-Trainers” workshop would be then be chartered to put on three geographical area HRO workshops at various locations throughout the U. S.  

· Working with the various Geographic Coordinating Groups across the U. S., develop and implement up to three HRO workshops.

· The workshop design template developed in the Advanced HRO Field Seminar would initially be used to develop these sessions.

· These Regional HRO workshops would be developed and coordinated with participation of local GACC.

· May or may not include a staff ride.
· Would be developed and implemented as time, energy and budget dictated.
Education and Outreach

The purpose of an HRO education and outreach plank is to insure that stakeholders, both inside and outside fire management, have a thorough knowledge of what HRO is and how it is aligned with other efforts.  It is assumed that after work has been completed in this arena, a consistent message regarding the value of HRO would be delivered to stakeholders that would not be competing with other national initiatives.
· Short-term efforts:

· Develop consistent “talking points” around HRO themes.

· Drop the use of the phrase “Managing the Unexpected?” replacing it with HRO? (Or, calling the courses “High Reliability Organizing:  Managing the Unexpected in Wildland Fire Operations.”).
· Safety is the primary concern of HRO; however, insure that employees know HRO can be used in a variety of fire management occupational fields (managing fire effects & public information, for example) and is not solely a safety initiative.
· Meet with the Leadership Development leads (Cook and Sutton).

· Define who the informal and formal stakeholders are.

· Develop innovative methods of transferring HRO information (“6 Minutes for Safety” & pod casts, for example.)

· Show examples of HRO successes to top management.

· Develop exemplars of HRO at from multiple organizational perspectives (for example, crew boss, firefighter, operation section chief, and fire use manager).
· Longer-term efforts:
· Working with national fire management leaders, discuss methods of aligning HRO with such emerging concepts as fire suppression doctrine and the leadership curriculum. 
· Potentially incorporate HRO into established NWCG courses.
· Continue to develop HRO “knowledge champions.”
· Continue to bring new people into the HRO community of practice.
· Develop an HRO learning lab/case-study library.   Focus on “hallmark” HRO examples.
Measuring HRO’s Effectiveness 

There is a critical need to answer fundamental questions about the time, money and effort put into HRO:  Is it working and is it meeting the Mission & Goal statement developed at LLC? 
To fully answer this question, we need to develop a set of metrics for HRO.  

· Basic questions:

· Is HRO at a “tipping point” national and/or regionally?

· Is HRO, after the three initial workshops, self-sustaining?

· What does “success” look like for fire management and HRO?

· Has HRO prevented serious tragedies?  If it has, how would we know for sure?
· Where are people currently using HRO?
· Proposals to help develop metrics:

· Ask for pointers from Sutcliffe/Weick in development of HRO metrics.

· Develop an “on-line” survey with participants at previous HRO workshops.

· Piggyback on current metric efforts (Anne Black’s project at University of Michigan).
· Benchmark against Sutcliffe’s research with HRO and health-care.
· Use the “indicator approach”—what indications are there that we are making progress?
Other Themes & Ideas Discussed:

· The need to go to another “level” of work with Weick/Sutcliffe.
· Develop mini-sessions on each of the five principles of mindfulness.
· Answer the question:  “What does it mean to be reliable?”
· Idea of “emergent learning.”
· The need for both quantitative and qualitative measurements.
· Develop the theme that “HRO is not a state of being, but a state of becoming.”
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