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Introduction

This document provides a basic framework for communicating to key audiences about preparation for the coming fire season. It offers key messages and describes pre-season strategic planning for Forests most likely to have “Mega-Fires”. This document takes a national-level, broad view of Forest Service strategies, audiences and messages. It should serve as a template for Regions and National Forests. This and all communication strategies are “living documents” and could potentially change as circumstances change.
Background
We have learned over the years that fire exclusion does not always provide for resource protection and safety. The exclusion of fire from forests and grasslands among other things has contributed to the increase of damaging fires. The goal of developing properly functioning, fire-adapted ecosystems in the face of climate change, interface issues and shrinking budgets should be the paramount goal of fire activities. It is estimated that the increase in acres moving into hazardous fuels conditions far exceeds acres being treated for fuels reduction. This buildup of hazardous fuels, combined with climate change and a growing wildland urban interface, has led to a change in the fire environment and increases in extreme fire behavior. The risk of very large fires occurring, and the associated threats to life and property, are increasing at a phenomenal rate. Around 2.0 % of wildland fires on National Forests each cost approximately $10 million or more to manage, consuming a significant part of the Forest Service’s suppression budget. For the period FY2006-FY2008, suppression costs for one quarter of one percent of the fires consumed approximately 37% of the average annual suppression expenditures of $1.2 billion.

The Forest Service continually incorporates science-based improvements in wildand fire management. In 2009, the Forest Service is using advanced computer modeling and other decision support tools in order to provide better information to decision makers. This approach, Wildland Fire Decision Support System (WFDSS), includes decision support tools that can help managers reduce firefighter exposure, place firefighting resources where they will most likely be effective, boost public safety, and promote ecosystem benefits. Tools such as the Key Decision Log, During Action Review, Delegation of Authority, and improved cost estimates will provide additional decision support and analysis and improve risk management and decision-making at the Regional and National Forest levels. Implementation will involve a year-round process of assessment, capacity-building, engagement, monitoring, evaluation, and improvement.

Pre-fire Season

· Identify units most likely to host “0.25% fires”.

· Gather information to help assess Forest needs and technical capabilities.
· Build skills at the Regional and Forest levels, and the National Incident Management Organizations (NIMO) through workshops in risk management, decision-making, and use of decision support tools (WFDSS). Include line officers, Fire, local incident commanders, and cooperators in the workshops.

· Develop Regional and Forest Communication Strategies; engage stakeholders.
During Fire Season

· Refine list of “0.25% units” based upon Predictive Services.

· Assign NIMO to assist on fires likely to become “0.25% fires”.

Post-fire Season

· Conduct multi-level, peer-reviewed After Action Reviews (AAR) of “0.25% fires”.

· Post AARs to public web. 

· Incorporate lessons learned into next year’s pre-season planning and training.

· Revise Communication Strategy and continue conversations with stakeholders.
Goal

Both internal and external audiences will understand the Forest Service is continuing to improve wildland fire management. Risks, hazards and exposure will be carefully weighed against benefit and probabilities to ensure the best possible decisions are made and carried out. This approach will improve firefighter and public safety, ecosystem benefits, and efficient use of limited resources while decreasing exposure and risk to the firefighters and the public.

Key audiences

Below is a list of key audiences from the 30,000 foot perspective. This list should serve as a guide to Regions and Forests develop their own detailed list of key audiences.
	Forest Service Internal
	Wildland Firefighting Partners
	Externals- Public

	· National Leadership Council
· Regional Foresters/ Senior Fire Leadership group

· WO FAM

· Legislative Affairs

· Line Officers Team (LOT)
	· NMAC

· FEC
· NIC

· OWFC

· DOI

· Firefighters United for Safety, Ethics and Ecology (FUSEE)

· Federal Wildland Fire Service Association (FWFSA)
· Partners In Fire Education (PIFE)

· National Association of State Foresters (NASF)

· US Fire Administration

· Federal Emergency Management Agency

· Western Governors Association

· I-Chiefs
	· Congress and staffers
· Office of Management & Budget

	· Regional Fire Directors
· Regional Public Affairs Officers

· Regional LA
	· GMAC

· GACC Operations 

· State Foresters
· State Fire Chief

· State Emergency Mgmt
	· State officials and legislators
·  Office of the Governor

· Air quality agency

	· Forest Supervisors on identified Forests
· Forest FMOs

· Forest PAOs

· Front-liners and Visitor Center staff 
· Rec Techs
	· Local Firefighting Partners (State, fire departments, etc)
· County  Emergency Management


	· Community and opinion leaders 
· Local and regional news media

	· Engine Captains Group
· Dispatch Community

· Smokejumpers

· IHCs
	· Type 1/Type 2 IMTs

	


Key messages
The Key Messages below provide an overview of what is to be expected this upcoming fire season. These should be used as a guide to the Regions and Forests to develop more specific messages to address localized issues. 
In order to be value-added and serve all levels of the organization(s), these messages were vetted by the Outreach Panel. The representatives on the Outreach Panel are: 

Chiefs External Affairs Director – Leslie Weldon

Regional Forester (R6) - Mary Wagner 

Regional Fire Director (R3) - Marcia Kearney 

Forest Supervisor & LOT Team Representative (LoLo NF) - Debbie Austin

Smoke Jumpers (Missoula) – Bill Phillips

Hot Shots (IHC Steering Committee Chair) – Rich Dolphin 
Engine Captains (R5) – Steve Diaz
DOI External Affairs (NIFC) – Don Smurthwaite

NMAC Representative – John Glenn

NASF Representative – Dan Smith
Forest Service - Internal

· Because of the changing fire environment, large, complex fires are increasingly more life threatening to firefighters and the public and becoming more expensive.
· One-quarter of one percent (0.25%= 20 to 30 fires) of the fires each year are the costliest in terms of consuming fire management resources and costing about one-third of the Forest Service suppression budget. 
· All the fire fatalities that occurred on Forest Service jurisdiction in 2008 occurred on large, long-duration fires compared to no fatalities on these types of fires in 2005.
· In the Agency’s quest for continuous improvement in making more informed decisions on large fires, the Forest Service is focusing on the Forests that are most likely to have the largest, most dangerous and costly fires in 2009.
· To ensure success, the Forest Service and its partners need to engage in pre-season preparation to establish a shared decision-making process, and acceptance of shared risk. 

· The Forest Service is increasing the transparency of, and accountability for its decision making and line officers will be more involved in assessing risks associated with these decisions.
· Due to better science and the changing fire environment, Forest Service methods to manage fires that escape initial attack and could become large wildfires will continue to evolve. 
· Science-based computer models, decision support tools and adoption of different approaches are part of the agency’s continuing effort to protect lives, values at risk and restore ecosystems.
· Decision support tools will help managers determine the most appropriate and effective strategies. 

· Tools will be used to document and analyze key decisions made on complex fires, providing managers the information needed to learn and adapt strategies. 

· The Forest Service will continue to manage all fires, engaging in time and space where the likelihood of success is highest.

· The Forest Service is assigning the National Incident Management Organization (NIMO) teams in advance to Forests where there is potential for large, complex fires during 2009.
· The forests chosen will “pave the way” in developing a system on how large complex fires should be managed in the complex fire environment of the 21st century.

· This process will begin pre-fire season, so the selected forests have time to practice scenarios and engage the public regarding these innovative approaches. 
· Communication with partners and stakeholders is critical to the success of managing these fires. NIMO will assist in identifying key constituents and develop communication strategies for common understanding inside and outside the Agency.

Wildland Firefighting Partners

· One-quarter of one percent (0.25%+ 20 to 30 fires) of the fires each year are the costliest fires in terms of consuming fire management resources and money.

· In the past 10 years on average 21 firefighters die fighting wildfires and there are 7 aviation accidents. The Forest Service alone spends $1.2 billion to suppress about 10,000 fires.

· In the Agency’s quest for continuous improvement in making informed decisions, the Forest Service is focusing on preparing the Forests that are most likely to have the largest, and potentially most life threatening and costly fires. 
· To ensure success in managing these fires, the Forest Service and its partners need to engage in pre-season preparation to establish a shared decision-making, risk informed process.
· Suppression costs have dramatically increased as a result of forest conditions, climate change, and increased development in the wildland-urban interface.  

· Fire suppression costs are rapidly eroding the Forest Service’s ability to redeem the rest of its mission. 
· Out of 10,000 fires a year on National Forests and Grasslands, 20 to 30 of those fires consume about one-third of the Forest Service suppression budget.
· The FS will focus on wildfire suppression decisions that can meet reasonable incident objectives using the safest and most cost-effective means that have a reasonable probability of success.
· Though the FS is evolving its approaches in fire management, it does not diminish our commitment to firefighter and public safety or other key objectives; including protection of property and resources – nor does it diminish our commitment to our local, county, state, and federal wildland fire suppression partners.

· The more contemporary fire management approaches are not “Let it Burn” actions, but strategies that will place resources in the areas they are likely to have the most success rather than having overwhelming mass on a fire and exposing firefighters with very little difference in the end result. 
· The Forest Service understands the potential impacts on our partner agencies and is committed to work closely with them to mitigate those impacts. 

· The FS has and always will be committed to conducting Initial Attack. However, initial attack in areas could unnecessarily expose firefighters to risk.

· The Forest Service is committed to managing firefighting resources more wisely without compromising commitments to firefighter safety or the protection of life, property, and natural resources.
· The operating principles in 2009 are intended to be safer, more efficient and cost effective for the Forest Service and its wildland fire partners. 
External Audiences- Public

· Fire is an essential part of most forest and rangeland ecosystems, and is as natural as rain, snow and sunshine. It should be expected to occur in areas with fire prone vegetation. Its exclusion could result in more intense fires.
· There have been dramatic changes in WUI, Wood and Weather. Decades of fire exclusion, growing fuel loads, increasing wildland urban interface, extended droughts, and changing climate have changed the dynamics of the fire environment. 

· At the height of fire season, fire behavior is often resistant to direct suppression efforts. Such efforts can be ineffective and may actually increase risk to firefighters.

· The Forest Service will only engage in actions that are safe and likely to be effective and successful.
· Large, complex fires - called mega-fires - are increasing; these fires are also becoming more dangerous for firefighters. 
· In the past 10 years on average 21 firefighters die fighting wildfires and there are 7 aviation accidents. The Forest Service alone spends $1.2 billion to suppress about 10,000 fires.
· The Forest Service will take no unnecessary risk. 

· The Forest Service will continue to help people in communities near wildlands learn to live safely with fire and become safer, fire-adapted communities.
· Although wildland fires are becoming larger, resources to manage them remain limited. 

· This year, innovative, science-based tools and methodology will be applied on pre-identified forests to provide for more informed decision making in the management of large fires. 

· Fire management is a science; USFS Research continually develops and improves tools that enhance wildland fire management and promote firefighter safety.

· The Forest Service is continually evolving the way it manages wildland fire using advances in modeling, decision making tools and risk assessment. 

· Suppression strategies will be designed to engage fires in both time and space to increase the likelihood of success while providing for firefighter and public safety.
· These tools will provide information to managers that will likely improve firefighter and public safety, allow for more efficient and effective use of fire management resources, and facilitate a safe return of fire to the land resulting in safer, healthier, fire-adapted ecosystems.

· Communities may see fire managers use different management actions with large fires, resulting in safer actions and more effective outcomes. 
· Fire managers will make the best use of resources while protecting lives and property. 

· With 10,000 firefighters and a full compliment of equipment and aircraft, the Forest Service will continue to work to keep wildland fire away from structures and communities. Direct suppression actions, wrapping, or fuels removal for private structures is generally prohibited.
ACTION PLAN/ TACTICS
The action plan identifies audiences, messages, tools, assigned to and timeline. The communication plan will be updated as other modifications and/or final decisions are approved and adopted.
	Audience
	Messages
	Tools
	Assigned to
	Timeline

	All FS Internal

All FS Internal
	· What to expect for Fire Season ’09 – referencing  .25

· What to expect for Fire Season ’09 – referencing  .25
	Chiefs Agency -wide letter
	Chiefs External Affairs- Weldon
	3/23/09

	
	· 
	Chiefs Video for Workshops
	* Draft script- NIMO 

* Chiefs External Affairs- Brown
	3/23/09

	
	· 
	Letter to the Collateral Duty IMTs
	Deputy Chief of S&PF Hubbard
	2/28/09

	
	· 
	Meet with NMAC, NWCG, OWFC, LOT, etc.
	Associate Deputy Chief of S&PF Phipps or Deputy FAM Director Rounsaville
	3/25/09

	
	· 
	Attend IMT Mtgs, Dispatch, IHC, etc
	NIMO Members
	4/30/09

	
	· 
	Help spread the word through networks
	Outreach Panel
	Until -

	.25 Regions and Forests
	· What is .25 and what is NIMOs role
	Briefing Paper 
	NIMO Social Networking Panel
	2/13/09

	
	· 
	Comm Strategy & Key Msgs
	NIMO Social Networking Panel
	2/13/09

	
	· 
	Key Msg. Pocket Cards
	NIMO Social Networking Panel
	2/28/09

	
	· 
	Menu (what NIMO can offer)
	NIMO Social Networking Panel
	2/13/09

	
	· 
	Briefing PPT
	NIMO Social Networking Panel
	2/16/09

	
	· 
	Lessons Learned site for Fire ‘09
	NIMO Social Networking Panel
	4/1/09

	
	· 
	RLT Mtgs
	NIMO/Phipps & Rounsaville
	2/28/09

	
	· 
	Forest Workshops & Training
	NIMO Teams
	3/15/09 – 6/15/09

	.25 Region and Forests, Partners & Communities
 .25 Region and Forests, Partners & Communities
	· What is .25 and what will be different
· What is .25 and what will be different
	Pitchbook
	NIMO Social Networking Panel
	2/20/09

	
	· 
	Briefing Paper
	NIMO Social Networking Panel


	2/20/09

	
	· 
	Network Map Forests
	Forest PAO
	4/30/09

	
	· 
	Develop Fire Comm Strategy
	Forest PAO
	4/30/09

	
	· 
	Initiate pre-season dialogue with partners
	Regional Fire Directors & Forest Sups
	By 4/30/09

	
	· 
	Initiate community mtg/ family day
	Forest PAOs & other staff
	By 5/25/09
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