


Briefly review the risk management
process and WFDSS.

Discuss findings from fire reviews -
summer 2014 & 2015.

Define the Agency Administrator’s role
in decision support.

Discuss recent changes to WFDSS
important to Agency Administrators.

Discuss decision making support tools
that are available.




“Risks and uncertainties relating to fire
management activities must be
understood, analyzed, communicated,
and managed as they relate to the cost

of either doing or not doing an activity.
y . : i1 it ill
an important component of decisions.”

As indicated from the current policy, it is important that risks related to fire management
are understood, analyzed and communicated. This presentation will discuss how risks can
be analyzed and understood in WFDSS. Information from recent fire reviews will also be

present which indicate how we are and aren’t communicating priorities on fires in relation
to managing wildfires.
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Wildland Fire Decision Support System

There are three different decision making models shown - the Basic Structured Decision
Model, the Risk Management Cycle, or the Wildland Fire Decision Support System. They are
all using very similar processes, just utilizing different steps in evaluating and managing the
risks and benefits. Essentially in all of them you identify a problem, analyze and assess that
problem, develop mitigations or identify benefits, make a decision and document that
decision. Then continually re-evaluate that decision and adjust utilizing the feedback. This
again, is similar to the processes used by firefighters in their risk management process.

The Structured Decision Model is a basic model for decision making. Although similar to
the other two models shown here this defines the process very simply with only four steps.
Typically in wildland fire management we see the steps broken out further such as with the
Risk Management Process firefighters use or the Risk Management Cycle and WFDSS.

This risk management cycle is defined in the Decision Making for Wildfire: A Guide for
Applying a Risk Management Process at the Incident Level (RMRS-GTR-298). It defines a
circular process - identify the incident or issue (situation awareness), assessing that hazard
or risk by determining the values, the potential hazard/risks threatening those values, and
the probability of the values being affected. Identify the benefits of the fire. (Assessment).
Determining the risk management needed to mitigate and control the risks (risk control).
Make a decision and implement (Decision & Implementation). Then evaluate if that
decision is working or not (Evaluation). Although this process is defined circularly, many of
these steps are occurring concurrently and continually.



The Wildland Fire Decision Support System is utilizing a similar process as defined in the Risk
Management Cycle but described them linearly across the tabs. You identify the incident
(Information), asses the situation, gain situation awareness, and assess the risks and benefits
(Situation / Objectives / Course of Action). Formulate a decision (Objectives, Course of
Action, Validation, Decision). And evaluate your decision (Periodic Assessment). Similar to
the Risk Management Cycle, many of these steps are occurring concurrently.
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The WFDSS process starts at the strategic level and can be traced all the way to the incident
level. The risk process is occurring at all of these levels of decision making. The objectives
in the WFDSS decision should follow through to the delegation of authority and be
recognizable in the incident action plan. Then the Incident Assignment List (ICS 204) and
the actions being assigned to the crews should resemble the course of action and support
those objectives.



“We routinely manage landscape-scale
multi-million dollar projects using
hundreds to thousands of personnel
with vague, boilerplate objectives...we

can do better”

This is a collective challenge among IMTs, Agency Administrators and partners. When
firefighters on a division understand the overall strategy and the context of their
assignments in achieving that strategy they are better able to adapt and improvise as
conditions change to continue making progress towards achieving the overall strategy

while limiting their exposure to hazards. This quote is paraphrased from a conversation
between Tom Harbour and Tim Sexton.



» 32 Fires reviewed in 2015 (GB,
PNW, PSW, R1).

» 23 Fires reviewed in 2014 (PSW,

Requirements in WFDSS database
as of May 2014.

In 2015 incident Decisions were reviewed to evaluate if improvements have been made in
writing Incident Objectives and Incident Requirements for wildfires.

In 2014 a systematic evaluation of 23 wildfire Incident Decisions was undertaken to better
understand Incident Objectives and Incident Requirements and recommend solutions. The
review also included interviews of Agency Administrators, incident commanders and
WEFDSS Authors. An analysis of all Incident Objectives in the WFDSS database as of May
2014 was also conducted.



« More than 90 percent of Incident
Objectives are generic referring
to... policy, doctrine, core
values, etc.

The lack of specificity of Incident
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makes it challenging to
understand the relative
importance of one to another.

Generic information in the Incident Objectives does not provide leader’s intent for the IMT
or define clear understanding of the priorities. If information specific to the unit’s direction
is provided, it should be in the leader’s intent document attached to the Delegation of
Authority. Information in the WFDSS decision should be pertinent to managing the wildfire
versus generic or unit specific information.

Lack of specificity leads to potential mismanagement of resources based on unclear
priorities, jeopardizing a sound risk management process that may expose firefighters to
hazards needlessly.



» Keep the fire south of Wolf Ridge
— Underlying objective: protect pine
; . | plantations north of the Wolf Ridge
@S, | © Keepthefireeast of Clearwater

| Reservoir

— Underlying objective: protect the Ft
Collins municipal watershed

These are two example Incident Objectives seen in 2014. The Incident Objectives as
written do not help an IMT or IC understand why they might be keeping the fire to a certain
area. If it is understood that there is a plantation or a watershed that is of concern, tactics
can be made to protect them. If it is just ‘confine’ the fire to a certain area, it makes it
much more challenging to assess resources needed or determine tactical options.



* When wildfire response assets are
limited, AAs and IMTs must
choose which Incident Objectives

A« When wildfire response assets are
~ ® _ notlimited, IMTs may expose
firefighters to hazards

unnecessarily when Incident
Objectives and Requirements are
not clear.

Beyond protecting life (civilian and FF) everything else is second priority and by virtue of all
those "second priorities" being such, they sometimes get lumped into an incoherent mass.
(Keeping the fire out of the Ft Collins municipal watershed likely is more important than
protecting a pine plantation on the Arapaho-Roosevelt NF, yet they may be listed as though
they have equal importance.)

When wildfire response assets are not limited, IMTs may expose firefighters to
hazards unnecessarily when objectives and their relative importance are not clearly
defined and understood.
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* Incident Objectives / Incident
Requirements and other agency
administrator direction often

between the WFDSS decision,

elegation of authority,
briefing package, other
documents and ad hoc
discussions.

This lack of guidance or consistency sometimes results in misdirection in managing risk and
the fire.

These inconsistencies lead to delegations of authority and briefing packages that are
inconsistent or do not provide adequate agency administrator intent.

The WFM RD&A has undertaken a project to update the Delegation of Authority, Leader’s
Intent, and Briefing package to ensure continuity among these and the WFDSS Decision
Document. This information will be available for testing in 2016.
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* The tie from Land and Resource
Management Plan (LRMP) Strategic
Objectives and Management

- Requirements to Incident
Objectives, Incident Requirements,
and the Course of Action is unclear

» Often the Rationale did not
provide an overview of this
information or why the decision is
made.

There is a need to improve the linkages between incident objectives, incident
requirements, course of action and rationale. Incident Objectives and Incident
Requirements must be tiered to LRMPs. The Course of Action must be devised to meet the
Incident Objectives and the Rationale must provide a clear explanation of how these
elements of the decision link together and why the specific course of action provides the
best means of achieving the objectives.

It is challenging to ensure priorities and values are identified if the entire decision
document must be read to understand it. Also the intent of tying to the LRMP and building
a plan off of what can and can’t be done is critical.

The Rationale section of the decision document is the Line Officer’s responsibility. This can
be thought of as the executive summary for the document. It also should clearly state
what the decision was, what the strategy is, and what was considered in making the
decision.
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* Improve specificity of Incident
Objectives and Incident
Requirements —

If the who, what, when, where, and why is answered the Incident Objectives and Incident
Requirements will be much closer to a S.M.A.R.T. objective which we know is challenging
when defining strategic leader’s intent. Although is likely the most critical element to
address, the who may not always be defined as that will be determined through the
Organizational Needs Assessment. The how will then be negotiated with the IMT or
personnel managing the fire to ensure the AA is comfortable with the risks being incurred
versus the priorities set.

Emphasis must be placed on why. If this is addressed, much confusion can be alleviated
when working to meet the leader’s intent.

13



Vague Objective: Minimize the size
of the fire.

Keep the fire from entering the

long duration, costly, and
hazardous fire operations.

The bullet is an objective from a past WFDSS decision.
The italicized objective below it is a recommended improvement which addresses the
“why” question.
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n one decision was
reviewed, improvement occurred.

Values to be protected were given
equal consideration regardless of land

Incident Objectives and Incident
Requirements had improved from the
2014 review, although there is room
for improvement.

Priorities were still not well described.

Average of 4 days to publish a decision.

About 11% of the WFDSS decisions reviewed contained objectives which conflicted with
each other.

When more than one decision was reviewed for the same incident, improvement usually
occurred with each successive decision.

In most cases values to be protected were given equal consideration regardless of land
ownership or agency jurisdiction.

Incident Objectives and Incident Requirements were found to be clearer than previous
reviews although there is still room for improvement.

» Typically the entire decision had to be read to obtain a clear understanding of the
values, leader’s intent, and priorities because information was inconsistently
located throughout the decision. Without reading the Incident Objectives,
Incident Requirements, Course of Action, Relative Risk Assessment, and
Rationale, it was difficult to piece together the intent. More clearly written
Incident Objectives and Incident Requirements would clarify intent, improve flow
through the decision, and lead to better understanding.

* If the entire document was read, it was apparent that risks were being
considered although information could be clearer and better organized to ensure
leader’s intent and concerns were articulated.

* Having important information inconsistently located throughout the Decision
hinders full understanding because many readers (including IMTs) often do not
read the entire decision. Although the document builds on the Incident
Objectives and Incident Requirements, it is important to ensure key information

15



is relayed within them.
Establishing priorities in the Incident Objectives and Incident Requirements, should
be improved upon to ensure IMT understanding of relative importance.
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Why - 3'1-‘5/0 indicated a sense of
priority and why while 69% were
neutral or did not.

What — 37% lndlcated the prlmary

were neutral or dld not mdlcate
this to any great degree.

Where — 51% indicated the
location while 49% were neutral
or did not.

When — 3% indicated when actions
were to be prioritized over other
actions.

Evaluation of whether Incident Objectives addressed what, where, why, and when was
utilized because writing SMART objectives can be challenging on wildfires, especially fires
of the scale and magnitude seen in 2015.

Continue work improving specificity of WFDSS Incident Objectives and Incident
Requirements, leading to a more deliberate Course of Action and Rationale. This will clarify
intent and improve flow through the decision and support risk based fire management,
ensuring intent is understood and addressed.

Improve linkages between WFDSS Incident Objectives, Incident Requirements, Course of
Action and Rationale. Incident Objectives and Incident Requirements must be tiered to
LRMPs. The Course of Action must be developed to meet the Incident Objectives. The
Rationale must provide a clear explanation of how elements of the decision link together,
and why the specific Course of Action provides the best means of achieving the Incident
Objectives and Incident Requirements.

Agency Administrators, Incident Commanders, and

16



ndations

 Streamline transitions documents
to ensure Incident Objectives and
Requirements are delivered and

5

« Agency administrators, IMTs and
fire personnel should align their
understanding of priorities for

There is a need to streamline team transition documents to ensure Incident Objectives and
requirements are delivered in a consistent manner.

Strategic Objectives and Management Requirements not applicable to fire incidents should
be eliminated from decisions for those incidents. The result will be better risk
management.

Agency Administrators, Incident Commanders, and fire personnel should be aligned in their
understanding of priorities for the incident. A sense of priorities for objectives should be
conveyed in the course of action and should also be described in the rationale.
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rendations

* Improve linkages between
Incident Objectives, Incident
Requirements, Course of Action

There is a need to improve the linkages between Incident Objectives, Incident
Requirements, Course of Action and Rationale. Incident Objectives and Incident
Requirements must be tiered to LRMPs. The Course of Action must be devised to meet the
Incident Objectives and the Rationale must provide a clear explanation of how these
elements of the decision link together and why the specific Course of Action provides the
best means of achieving the objectives.
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* Spatially represent information
from LRMPs.

L = Provides an opportunity to

pertinent to wildfire
management.

The Spatial Fire Planning process can provide units with a better visual depiction of their
LRMP direction and allow the unit to have greater control over their data. Having a visual
depiction of where values and resources, that can benefit from and be harmed by fire, are
located on the ground allows for better incident specific Objectives and Requirements to be
created. The more incident specific the WFDSS Objectives and Requirements are the more
likely leader’s intent will be understood and implemented by fire managers.
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Firefighter Safety hazard;
Propane Gas
essing Facility

Planning area — depicted with purple line.

Strategic Objective: Suppress all fires within the WUI.
Strategic Objective: Fire on the landscape is promoted.

Incident Objective: Provide for community and firefighter safety by keeping the fire to the
east of Red Road and avoiding firefighter exposure to the propane and natural gas
processing plant.

Incident Objective: Protect the community water supply and bull trout source area by
limiting fire intensity within the watershed south of Road 38.

Incident Objective: Protect owl nest stands within the fire area by avoiding direct line
construction through them and limiting high intensity fire in any tactical firing operations.
Incident Requirement: Avoid direct line construction in riparian areas in the watershed.

20



Agen nistrator’s Role

* At a very basic level —
— Understand the situation
— Develop Incident Objectives and

— Provide rationale for the decision
— Evaluate / validate

The Agency Administrator’s role is critically important to ensure LRMP direction is being
implemented on the landscape when it comes to managing fire. Engagement in the entire
decision process and articulating leader’s intent and continuity is invaluable.

21



* Framing the issue — Situational Awareness
*Data Collection — acquire information

*Data Analysis - Assessment

*Risk Control
* Benefits Analysis

* Application — make decision
and Implementation

= *Documentation — record situation
= * Evaluate — information, situation, Objectives

- - > o 1
Decision

Periodic Assessment

As can be seen in these identified tabs in WFDSS, a deliberative risk process can be utilized
in assessing a fire situation, managing risks, and making a decision on a fire.
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u should know...

No significant changes since 2015
Incident Groups
Assessment and Cost Tabs

Benefits & Course of Action Slider Bar
Benefits vertical tab

RCA - Relative Risk / Organization
Needs

A summary of the recent changes in WFDSS is provided on this slide.
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Wildland Fire
Decision Support System

My Home | Incldents el 1103 Anulyws | Intelligence | Data Management | Administration |
Edit Group "Tent Rocks’

Group Information

Group Name Group Type Group Owner
'Tent Rocks [UPLHl: @ Private | Hovorka, Marlena
- |_Transfer Oy P

Add Incidents To Group View Group Map Download Perimeters  Generate KMZ

Incident Name Unique Fire Identifier OwnerName  Geographic Area Jurisdiction(s) Size Discovery Stalus &
) TentRocks  2014-NMSNF-253858 Hovorka, Marlena Southwest USFS 0.1 02/11/2014 Not Contained
() Jeep Trail 2014-NMSNF-089807 Hovorka, Marlena Southwest UsFs 0.1 02/11/2014 Not Contained
) 604 2014-NMSNF-304050 Hovorka, Marlena Southwest USFs 509 0211/2014 Not Contained

WLand Fire ﬁ'
Decision Support System

_“ﬁ!llrll_lb l:rm_q'us'!_l

[T ") Anslyses | Inislligence | Dats Management | Adeministration |
View Decisions For Group Tent Rocks”

Incident Name Decigion Status Decision Created (CST) Paodic Assean Stabua Bole
"1 Locked 0BV 0803 Owrer
604 Bublished 01172014 1713 Overdus Dwrar
Page ! o 1 FowsperPage 500 |

Return t0 Crowp Lint

Incident Groups allow users to look at multiple fires on their unit or to view fires on
adjacent units that could affect them.
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n Editor

‘A Decaion oo gees Tl e R] rtvEROS)

A Sttecic Dbiactive v IR Cocle ruyt guly in the fisy of FLILSD, for the ingideer

Weather
Modeling
Benelits

Lncident Information

The new default Decision Editor is now organized in vertical tabs and allow users to ‘leaf
through’ the tabs as you would turn the pages in a book. This new format assists people in
finding information in each ‘section’ of the decision and is much easier to use.

When the editor is opened, a list of requirement to complete a decision is provided.

The farthest left vertical tab is the incident information as shown in the lower diagram.

Each section of the Decision content can be viewed by selecting the view section button at
the top of the ‘page’. When selected a new browser window will open.

The Check In section can be utilized similarly to the previous process. This allows users to
check in that section of the document for others to edit.
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As the ‘pages are turned’ in the vertical tabs each will display pertinent information to that
tab. Note that there is information that is automatically system generate and information
can be added by the user by inserting information.

These two images show the Weather and Modeling vertical tabs where that information
can be added.
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WEDSS - L Ision Editor

i P i S | o
© . mimmen e

The Risk and Benefits vertical tabs are new in this decision editor. This allows users to
more easily document what is being considered for both risks and benefits.

The Benefits vertical tab has been added to allow users to document benefits from the fire
to cultural, natural and ecosystem values. The easy to use slider bar will also assist
managers in providing an overall sense of benefits.
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These images illustrate the Objectives and Course of Action vertical tabs. Important to the
user is that the information added on the horizontal tabs will be reflected in this vertical
tab and vice versa. When information is added in one location it will be updated on the
other. (vertical and horizontal tabs)

The Course of Action Slider bar can be utilized to describe the overall strategy for the fire.
This allows users to once again consider the alighment between the LRMP direction,
Incident Objective and Incident Requirements, and Course of Action. And subsequently
describe it in the Rationale.
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The Cost information added on either the vertical or horizontal tabs will be reflected in
each as updated and revised in either location.

The Rationale vertical bar now provides an outline to consider when adding content. Itis
important that this section describes what the decision is for the fire and should likely start
with my decision is. Too often when reading the Rationale there is still no clarity to the
decision, the priorities, and what was considered. Although some USFS units may require
that the 10 questions from the Risk Management Framework, the WFM RD&A believes that
if this outline is used and information is documented throughout the decision in the
sections provided these questions will be answered.
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T ~ T
s | Periodic Assessment | Reports

Relatre Rrik
Potential Fire Duration
Incident Strategies (CoA)
Functional Concerrs
Objectrve Concems
External Influences
Ownership Concems
Totals

Crganization Assessment: Type 2

] Type3 Mapority of e rated a3 “N/AT @ few e may be rated in cther categones.
Typed Majority of items rated a5 “Low”, with some items rated a3 “N/A”. and a few items rated 21 “Moderate” or “High”
Type 3 Magority of items rated as “Moderate”, with a few itemd rated in other categones.

Type 2 Magority of items rated as “Moderate”, with 3 few iterms tated a5 “High'.

Type 1 Majority of items rated a4 “High': a few tems may be rated in cther categones

Ut thes section to document the incident management organization for the fire. If the incident management organization is different than
he Organization Assevsment recommends, document why an alternative organization was selected.
*Organization Notes

[Publish || Back || Ratum

There has been a new release of the Organizational Needs that will better reflect the paper
document Risk and Complexity Analysis. This graphic will be exchanged for the bar chart
on the next screen.



Redatrve Rrsk

Potentul Fire Duration
Incdent Strategus (CoA)
Functional Concerns

Obpectrie Concenms

Exterral Influences

Ownerthip Concerns

Mapontty of e (ated 25 "SUA 3 few et mury be rated in Other CHtepOneL.
Magority of e (30ed 1 “LOW", wilh 5oeme e rabed It “RUA", Bnd b fiew iterms rated 5 “MOSetE” Of “Hgh"

Maporty of derms rated . "MOGerate”, with 3 few Bema rated in Olher CategoreL

dotument the nOdent MIraoment organation lor the fre. If The inO0ent MANIOSMEnt CrOaNCIton i Sfferent than
LA FECOMPmnd, GOCUment why 3N STeMIthe CIganaIton Wit selected

In addition to the bar chart being added, the team type will no longer be recommended.
Based on the summary information a team will have to be selected and noted. The value
of the bar chart is that is easily shows what areas might need attention.

In this example a Type 4 incident organization is indicated but one might want to add extra
Public Information efforts given the external influences are higher than most of the other
items evaluated. Or perhaps it is worth using a Type Ill team to ensure the external
concerns are addressed.
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Gathering Information
about the Fire

Incirt~—_ uroups | nnaiyse-, Intelligence ] Data Management | Mmrnntrahon

Situation ] Assessment wes | Course of Action | Cost I De(rsm Pn1od'u: .Rsmsmeﬂt

s Name M e /.~
|Boiling Springs Road Fire \ A
*Point of Origin Latitude Deg Min i e Sac
[34.0315 or [34 [1 a Where to provide Leader’s Intent r_ o
Cxample: 39527 xarmpie: 105 3108
*Uninus Firs ldsntifiar Incident Cause

[2016  -|NCNCS -[16-004

Calenclar Year  Unit ID Local Nurmber |
"Incident Si2e facres)  Latest Perimeter Size (scre) Responsible Unit Name
none North Carolina Forest Service

O Undetermined O Natural ® Human

—Incident Type

© widfire O Prescribed O Other

Gacgraphic Area (prep level)
‘ Southern (2)

Discovery Date *Discovery Time
03/10/2016  |[=][13:40

Controlled Date

There are many places to gather information about a fire, this slide indicates where on the
tabs you can gain situation awareness. Additionally it shows where an Agency
Administrator should provide leader’s intent.



.

Decision Supj

There is a map logo on all pages when using the tabs. Users can click the map icon to open
a browser window of the situation map from anywhere in the application. Again, this is
where additional situation awareness can and should be obtained.
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Values Inventory Information

1 tBinte L ongptude
358689 1BIIIW 50 mies

Assel
Census Housing Values

Junsdiction: USFS
Junsdiction: BLM
Junsaicton: Frivate
Junsdiction: State

Value Data Source
$0 US Census Bureau Jan 01, 2000 Nabonal coverage
Habitat Mexacan Spotted Owl 2,343 acres  Gda Nabonal Forest  Mar 01, 2008 Habitat resticted to Gila National Forest

25,579 acres Varous
8358 acres  Vanous
14,721 acres Vanous
607 acres Vanous

Cumency Covarage

AZ, CA, CO,ID, MT, NM, NV, OR, UT, WA, WY
AZ CA, CO,ID, MT, NM, NV, DR, UT, WA, WY
AL, CA, CO,ID, MT, NM, NV, OF, UT, WA, WY
AZ, CA, CO, 1D, MT, MM, NV, OR, UT, WA, WY

= R e

The values inventory is important to look at to determine which values, based on the data
in WFDSS, are within the Planning Area and likely should be addressed or considered when
making the decision. This inventory is available once a Planning Area is drawn.
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Long Term
Analyst

Utilizing a long term analyst or strategic operation planner to help evaluate the risks and
benefits will help ensure that as much information as possible is considered and increases
the potential of looking at the whole picture. Products that they can support not only
helps managers look beyond their “known” but can expand the realm of possibilities for
consideration. In other words the models may show fire potential differently than local
experts might consider, or may be utilized to assist in informing the public of potential
outcomes to garner support for the decisions. In these two examples, Fire Spread
Probability (FSPro) shows potential fire impact to FS and private lands by multiple fires.
This information helps Agency Administrators determine the priority of thee fires and
where actions may or may not be needed between fires. The second example is a specific
near term analysis completed to help determine if evacuations were needed of the
communities represented by the black dots. This indicated the fire would affect the
communities given the predicted wind event so evacuations were completed. Within a few
days, the fire burned similarly with this wind even and spots over the line. The evacuations
were complete based on this projection.
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Now let’s go back to the analyzing information and how that deep dive can assist managers
in making decisions. Although all of the steps in the cycle are often occurring concurrently,
the more time spent in analyzing the information and weighing out the risks and benefits,
the more support the line officer will have or the more informed a decision will be. Often
those initial decisions are based on information readily at hand, but they can be supported
through analysis and can be revised as new and more detailed information is obtained.
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Benefits

— What are the opportunities to manage the fire
or areas of the fire to meet land management
objectives?

— Will the fire cause an area to move closer to its

e . i . o
burned by uncharacteristic fire behavior? s
- there something we can do to change that
?

outcome? e -

As benefits are analyzed and documented in the decision, consider the questions listed
above. Ensuring these considerations are made when the LRMP allows it is very important
to the long term health of the ecosystem.
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Where do | get help?
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In addition to these resources on the WFDSS website as shown here, there are assigned
Geographic Area Editors to represent each agency or region to support user needs.
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Decision Making for Wildfire Incid A
Reference Guide for Applymg the Rlsk

Management Process at the Incident Level
RMRS-GTR-298

- ’

Program Management

www.wfm rda.nwcg. gov

i —
\ ire n
ication
.. Line Officer Resources b.

There are many great references to help people understand both the decision making
process and WFDSS. The Decision Making GTR was referenced earlier and was written to
help people understand the decision making process, rather than the WFDSS process. The
Line Officer’s Desk Reference has been developed for Forest Service Line officers to provide
them with one place to find fire related information.

The Wildland Fire Management RD&A is setting up a location on their website, working
with the FS National Line Officer’s Team, to host information in one place for Line Officers.
Although the FS Line Officer’s Desk Reference is hosted here, there are many other
documents of interest to interagency Line Officers available here too.
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Wildland Fire Management
Research Development & Application
cienc nd Fire Monogement

=5 Clomate Waather & bosoke 5> Fusly & Fow Efiscts 5> Aboot WM RDA 5 Contast Us

Reference & G nce

Introduction

This page includes a short kst of documents, references, and guidance pertaining to wikifire Gecision support. The list is meant to be
Gynamic in nature and we will be making efMorts to con update the to"len' on the page: If you have usefl documents andior
NS @i yOu WOUIG e iD SIare wilh e wadian COMFMUnITy PREse CONLICT US aNd we Wil work i0 800 hings

Incident Objectives Project

Examination of widland firg inCident 0BCESIONS reve:aled At oS! iNCioent o0IECTves are wiitlen general enougn that Mey Cousd apply

to any fre in the country. This makes them of e use 1o Incident managemaent leams in developing sirategies and tactics 1o achieve an
agency administraior's intent for managing a specific fire and for agency adminisirators seeking lo clarify the oblectives they want

A compished

A systematic evaluabon of widfire incident decisions was undertaken dunng the 2014 fire season, 1o better understand the situation
and recommend solutions. Findings from thes work ane summarized in the following briefing paper

Wiidiand Fire Decision Making Incident Otpectives & Incident Reguirements (Updated May 27, 2015)

DSS Incxoent Objectives & Incident Requirements and Relaying Leader's intent (Updated May 27, 2015)
Pacific Southwest Region Fire Leadership Meeting, Sacremento CA, Apnl 3, 2015

This document outiines some best practices for creating incident specific objectives

i - Tris 13 2 fire exampie that cemonsirates how INCicent Oomecives, InCioent Requirements, and Course of ACHon Can be
wrso.a;.m and writien lo provide clear leader's intent within 3 decision

There are many great resources being produced on the WFM RD&A webpage to support
you in writing Incident Objectives and Incident Requirements. Consider utilizing them when
making your next decision.

Thank you for attending the presentation and reviewing this PowerPoint!
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	As indicated from the current policy, it is important that risks related to fire management are understood, analyzed and communicated. This presentation will discuss how risks can be analyzed and understood in WFDSS. Information from recent fire reviews will also be present which indicate how we are and aren’t communicating priorities on fires in relation to managing wildfires. 
	Figure
	There are three different decision making models shown ‐the Basic Structured Decision Model, the Risk Management Cycle, or the Wildland Fire Decision Support System. They are all using very similar processes, just utilizing different steps in evaluating and managing the risks and benefits. Essentially in all of them you identify a problem, analyze and assess that problem, develop mitigations or identify benefits, make a decision and document that decision. Then continually re‐evaluate that decision and adju
	The Structured Decision Model is a basic model for decision making. Although similar to the other two models shown here this defines the process very simply with only four steps. Typically in wildland fire management we see the steps broken out further such as with the Risk Management Process firefighters use or the Risk Management Cycle and WFDSS. 
	This risk management cycle is defined in the Decision Making for Wildfire: A Guide for Applying a Risk Management Process at the Incident Level (RMRS‐GTR‐298). It defines a circular process ‐identify the incident or issue (situation awareness), assessing that hazard or risk by determining the values, the potential hazard/risks threatening those values, and the probability of the values being affected. Identify the benefits of the fire. (Assessment). Determining the risk management needed to mitigate and con
	The Wildland Fire Decision Support System is utilizing a similar process as defined in the Risk Management Cycle but described them linearly across the tabs. You identify the incident (Information), asses the situation, gain situation awareness, and assess the risks and benefits (Situation / Objectives / Course of Action). Formulate a decision (Objectives, Course of Action, Validation, Decision). And evaluate your decision (Periodic Assessment). Similar to the Risk Management Cycle, many of these steps are 
	Figure
	The WFDSS process starts at the strategic level and can be traced all the way to the incident level. The risk process is occurring at all of these levels of decision making. The objectives in the WFDSS decision should follow through to the delegation of authority and be recognizable in the incident action plan. Then the Incident Assignment List (ICS 204) and the actions being assigned to the crews should resemble the course of action and support those objectives. 
	Figure
	This is a collective challenge among IMTs, Agency Administrators and partners. When firefighters on a division understand the overall strategy and the context of their assignments in achieving that strategy they are better able to adapt and improvise as conditions change to continue making progress towards achieving the overall strategy while limiting their exposure to hazards. This quote is paraphrased from a conversation between Tom Harbour and Tim Sexton. 
	Figure
	In 2015 incident Decisions were reviewed to evaluate if improvements have been made in writing Incident Objectives and Incident Requirements for wildfires. 
	In 2014 a systematic evaluation of 23 wildfire Incident Decisions was undertaken to better understand Incident Objectives and Incident Requirements and recommend solutions. The review also included interviews of Agency Administrators, incident commanders and WFDSS Authors. An analysis of all Incident Objectives in the WFDSS database as of May 2014 was also conducted. 
	Figure
	Generic information in the Incident Objectives does not provide leader’s intent for the IMT or define clear understanding of the priorities. If information specific to the unit’s direction is provided, it should be in the leader’s intent document attached to the Delegation of Authority. Information in the WFDSS decision should be pertinent to managing the wildfire versus generic or unit specific information. 
	Lack of specificity leads to potential mismanagement of resources based on unclear priorities, jeopardizing a sound risk management process that may expose firefighters to hazards needlessly. 
	Figure
	These are two example Incident Objectives seen in 2014. The Incident Objectives as written do not help an IMT or IC understand why they might be keeping the fire to a certain area. If it is understood that there is a plantation or a watershed that is of concern, tactics can be made to protect them. If it is just ‘confine’ the fire to a certain area, it makes it much more challenging to assess resources needed or determine tactical options. 
	Figure
	Beyond protecting life (civilian and FF) everything else is second priority and by virtue of all those "second priorities" being such, they sometimes get lumped into an incoherent mass. (Keeping the fire out of the Ft Collins municipal watershed likely is more important than protecting a pine plantation on the Arapaho‐Roosevelt NF, yet they may be listed as though they have equal importance.) 
	When wildfire response assets are not limited, IMTs may expose firefighters to hazards unnecessarily when objectives and their relative importance are not clearly defined and understood. 
	Figure
	This lack of guidance or consistency sometimes results in misdirection in managing risk and the fire. 
	These inconsistencies lead to delegations of authority and briefing packages that are inconsistent or do not provide adequate agency administrator intent. 
	The WFM RD&A has undertaken a project to update the Delegation of Authority, Leader’s Intent, and Briefing package to ensure continuity among these and the WFDSS Decision Document. This information will be available for testing in 2016. 
	Figure
	There is a need to improve the linkages between incident objectives, incident requirements, course of action and rationale. Incident Objectives and Incident Requirements must be tiered to LRMPs. The Course of Action must be devised to meet the Incident Objectives and the Rationale must provide a clear explanation of how these elements of the decision link together and why the specific course of action provides the best means of achieving the objectives. 
	It is challenging to ensure priorities and values are identified if the entire decision document must be read to understand it. Also the intent of tying to the LRMP and building a plan off of what can and can’t be done is critical. 
	The Rationale section of the decision document is the Line Officer’s responsibility. This can be thought of as the executive summary for the document. It also should clearly state what the decision was, what the strategy is, and what was considered in making the decision. 
	Figure
	If the who, what, when, where, and why is answered the Incident Objectives and Incident Requirements will be much closer to a S.M.A.R.T. objective which we know is challenging when defining strategic leader’s intent. Although is likely the most critical element to address, the who may not always be defined as that will be determined through the Organizational Needs Assessment. The how will then be negotiated with the IMT or personnel managing the fire to ensure the AA is comfortable with the risks being inc
	Emphasis must be placed on why. If this is addressed, much confusion can be alleviated when working to meet the leader’s intent. 
	Figure
	The bullet is an objective from a past WFDSS decision.. The italicized objective below it is a recommended improvement which addresses the. “why” question.. 
	Figure
	About 11% of the WFDSS decisions reviewed contained objectives which conflicted with. each other.. 
	When more than one decision was reviewed for the same incident, improvement usually. occurred with each successive decision.. In most cases values to be protected were given equal consideration regardless of land. ownership or agency jurisdiction.. Incident Objectives and Incident Requirements were found to be clearer than previous. reviews although there is still room for improvement.. 
	•. 
	•. 
	•. 
	Typically the entire decision had to be read to obtain a clear understanding of the values, leader’s intent, and priorities because information was inconsistently located throughout the decision. Without reading the Incident Objectives, Incident Requirements, Course of Action, Relative Risk Assessment, and Rationale, it was difficult to piece together the intent. More clearly written Incident Objectives and Incident Requirements would clarify intent, improve flow through the decision, and lead to better und

	•. 
	•. 
	If the entire document was read, it was apparent that risks were being considered although information could be clearer and better organized to ensure leader’s intent and concerns were articulated. 

	•. 
	•. 
	Having important information inconsistently located throughout the Decision hinders full understanding because many readers (including IMTs) often do not read the entire decision. Although the document builds on the Incident Objectives and Incident Requirements, it is important to ensure key information 


	is relayed within them. 
	•. Establishing priorities in the Incident Objectives and Incident Requirements, should be improved upon to ensure IMT understanding of relative importance. 
	Figure
	Evaluation of whether Incident Objectives addressed what, where, why, and when was utilized because writing SMART objectives can be challenging on wildfires, especially fires of the scale and magnitude seen in 2015. 
	Continue work improving specificity of WFDSS Incident Objectives and Incident Requirements, leading to a more deliberate Course of Action and Rationale. This will clarify intent and improve flow through the decision and support risk based fire management, ensuring intent is understood and addressed. 
	Improve linkages between WFDSS Incident Objectives, Incident Requirements, Course of Action and Rationale. Incident Objectives and Incident Requirements must be tiered to LRMPs. The Course of Action must be developed to meet the Incident Objectives. The Rationale must provide a clear explanation of how elements of the decision link together, and why the specific Course of Action provides the best means of achieving the Incident Objectives and Incident Requirements. 
	Agency Administrators, Incident Commanders, and 
	Agency Administrators, Incident Commanders, and 
	There is a need to streamline team transition documents to ensure Incident Objectives and requirements are delivered in a consistent manner. Strategic Objectives and Management Requirements not applicable to fire incidents should be eliminated from decisions for those incidents. The result will be better risk management. 

	Figure
	Agency Administrators, Incident Commanders, and fire personnel should be aligned in their understanding of priorities for the incident. A sense of priorities for objectives should be conveyed in the course of action and should also be described in the rationale. 
	Figure
	There is a need to improve the linkages between Incident Objectives, Incident Requirements, Course of Action and Rationale. Incident Objectives and Incident Requirements must be tiered to LRMPs. The Course of Action must be devised to meet the Incident Objectives and the Rationale must provide a clear explanation of how these elements of the decision link together and why the specific Course of Action provides the best means of achieving the objectives. 
	Figure
	The Spatial Fire Planning process can provide units with a better visual depiction of their LRMP direction and allow the unit to have greater control over their data. Having a visual depiction of where values and resources, that can benefit from and be harmed by fire, are located on the ground allows for better incident specific Objectives and Requirements to be created. The more incident specific the WFDSS Objectives and Requirements are the more likely leader’s intent will be understood and implemented by
	Figure
	Planning area –depicted with purple line.. 
	Strategic Objective: Suppress all fires within the WUI.. Strategic Objective: Fire on the landscape is promoted.. 
	Incident Objective: Provide for community and firefighter safety by keeping the fire to the. east of Red Road and avoiding firefighter exposure to the propane and natural gas. processing plant.. Incident Objective: Protect the community water supply and bull trout source area by. limiting fire intensity within the watershed south of Road 38.. Incident Objective: Protect owl nest stands within the fire area by avoiding direct line. construction through them and limiting high intensity fire in any tactical fi
	Figure
	The Agency Administrator’s role is critically important to ensure LRMP direction is being implemented on the landscape when it comes to managing fire. Engagement in the entire decision process and articulating leader’s intent and continuity is invaluable. 
	Figure
	As can be seen in these identified tabs in WFDSS, a deliberative risk process can be utilized in assessing a fire situation, managing risks, and making a decision on a fire. 
	Figure
	A summary of the recent changes in WFDSS is provided on this slide. 
	Figure
	Incident Groups allow users to look at multiple fires on their unit or to view fires on adjacent units that could affect them. 
	Figure
	The new default Decision Editor is now organized in vertical tabs and allow users to ‘leaf through’ the tabs as you would turn the pages in a book. This new format assists people in finding information in each ‘section’ of the decision and is much easier to use. 
	When the editor is opened, a list of requirement to complete a decision is provided. 
	The farthest left vertical tab is the incident information as shown in the lower diagram. 
	Each section of the Decision content can be viewed by selecting the view section button at the top of the ‘page’. When selected a new browser window will open. 
	The Check In section can be utilized similarly to the previous process. This allows users to check in that section of the document for others to edit. 
	Figure
	As the ‘pages are turned’ in the vertical tabs each will display pertinent information to that tab. Note that there is information that is automatically system generate and information can be added by the user by inserting information. 
	These two images show the Weather and Modeling vertical tabs where that information can be added. 
	Figure
	The Risk and Benefits vertical tabs are new in this decision editor. This allows users to more easily document what is being considered for both risks and benefits. 
	The Benefits vertical tab has been added to allow users to document benefits from the fire to cultural, natural and ecosystem values. The easy to use slider bar will also assist managers in providing an overall sense of benefits. 
	Figure
	These images illustrate the Objectives and Course of Action vertical tabs. Important to the user is that the information added on the horizontal tabs will be reflected in this vertical tab and vice versa. When information is added in one location it will be updated on the other. (vertical and horizontal tabs) 
	The Course of Action Slider bar can be utilized to describe the overall strategy for the fire. This allows users to once again consider the alignment between the LRMP direction, Incident Objective and Incident Requirements, and Course of Action. And subsequently describe it in the Rationale. 
	Figure
	The Cost information added on either the vertical or horizontal tabs will be reflected in each as updated and revised in either location. 
	The Rationale vertical bar now provides an outline to consider when adding content. It is important that this section describes what the decision is for the fire and should likely start with my decision is. Too often when reading the Rationale there is still no clarity to the decision, the priorities, and what was considered. Although some USFS units may require that the 10 questions from the Risk Management Framework, the WFM RD&A believes that if this outline is used and information is documented througho
	Figure
	There has been a new release of the Organizational Needs that will better reflect the paper document Risk and Complexity Analysis. This graphic will be exchanged for the bar chart on the next screen. 
	Figure
	In addition to the bar chart being added, the team type will no longer be recommended. Based on the summary information a team will have to be selected and noted. The value of the bar chart is that is easily shows what areas might need attention. 
	In this example a Type 4 incident organization is indicated but one might want to add extra Public Information efforts given the external influences are higher than most of the other items evaluated. Or perhaps it is worth using a Type III team to ensure the external concerns are addressed. 
	Figure
	There are many places to gather information about a fire, this slide indicates where on the tabs you can gain situation awareness. Additionally it shows where an Agency Administrator should provide leader’s intent. 
	Figure
	There is a map logo on all pages when using the tabs. Users can click the map icon to open a browser window of the situation map from anywhere in the application. Again, this is where additional situation awareness can and should be obtained. 
	Figure
	The values inventory is important to look at to determine which values, based on the data in WFDSS, are within the Planning Area and likely should be addressed or considered when making the decision. This inventory is available once a Planning Area is drawn. 
	Figure
	Utilizing a long term analyst or strategic operation planner to help evaluate the risks and benefits will help ensure that as much information as possible is considered and increases the potential of looking at the whole picture. Products that they can support not only helps managers look beyond their “known” but can expand the realm of possibilities for consideration. In other words the models may show fire potential differently than local experts might consider, or may be utilized to assist in informing t
	Figure
	Now let’s go back to the analyzing information and how that deep dive can assist managers in making decisions. Although all of the steps in the cycle are often occurring concurrently, the more time spent in analyzing the information and weighing out the risks and benefits, the more support the line officer will have or the more informed a decision will be. Often those initial decisions are based on information readily at hand, but they can be supported through analysis and can be revised as new and more det
	Figure
	As benefits are analyzed and documented in the decision, consider the questions listed above. Ensuring these considerations are made when the LRMP allows it is very important to the long term health of the ecosystem. 
	Figure
	In addition to these resources on the WFDSS website as shown here, there are assigned Geographic Area Editors to represent each agency or region to support user needs. 
	Figure
	There are many great references to help people understand both the decision making process and WFDSS. The Decision Making GTR was referenced earlier and was written to help people understand the decision making process, rather than the WFDSS process. The Line Officer’s Desk Reference has been developed for Forest Service Line officers to provide them with one place to find fire related information. 
	The Wildland Fire Management RD&A is setting up a location on their website, working with the FS National Line Officer’s Team, to host information in one place for Line Officers. Although the FS Line Officer’s Desk Reference is hosted here, there are many other documents of interest to interagency Line Officers available here too. 
	Figure
	There are many great resources being produced on the WFM RD&A webpage to support you in writing Incident Objectives and Incident Requirements. Consider utilizing them when making your next decision. 
	Thank you for attending the presentation and reviewing this PowerPoint! 




