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Let me begin by commending you and your staff on a highly successful 2010 fire season!  Thank you for taking advantage of a relatively light fire year to gain experience in application of a “risk decision framework.”  I’m convinced strengthening our risk management skills is key to more effective decision making and improved safety outcomes.  

Lessons learned in 2010 have helped to shape our approach and my expectations for 2011.  In response to your feedback, we engaged a broad spectrum of “users” to redefine the risk decision framework.  I trust you will find the risk assessment and risk decision procedures they developed to be more streamlined, simple, and efficient.  We are sharing them with you now to facilitate skill development across the workforce and to effectively engage and coordinate with our partners (Attachment A).  I’m looking forward to the opportunity to meet with you on April 4-5, 2011, in Ogden, Utah, to further promote understanding and alignment.

In communicating my intent to you for the coming fire season, I want to be very direct and have just three points to make.  I expect you to:

1. Use concepts in the risk decision framework to inform your decisions on every prescribed fire and wildfire, from ignition until the fire is declared out.
2. Compare exposure of the alternatives against a common hypothetical baseline (i.e., “no action”) to assure yourself the exposure associated with the selected alternative is appropriate given the values at risk and the relative probabilities of success.
3. Carryout your responsibilities preseason, during, and after fire incidents in a manner that strengthens relationships with the public and our partners.

As noted in the enclosed letter from the Chief, success will be defined as “safely achieving reasonable objectives with the least firefighter exposure necessary, while enhancing stakeholder support for our management.”

In addition to these general expectations, please become familiar with the specific regional direction in the enclosed table and take necessary actions to achieve the associated behavioral changes (Attachment B).  Thank you for your dedication to the safety of our employees, the communities we serve, and to the conservation of the land for which we are stewards.
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ATTACHMENT B
U.S. Forest Service Intermountain Region
Accountable Direction for the 2011 Fire Season

	Topic
	Direction

	Core Value
	Firefighter and public safety is the most important consideration in all fire management activities.

	National Direction
	Agency Administrators need to ensure that all employees participating in fire management are familiar with the Chief’s Intent and Guidance for the 2011 fire season.   They should also ensure that all units are using the new complexity analysis (http://www.fs.fed.us/r4/fire/support/index.shtml).  

	Risk Management
	Strategies and tactics should be based on objectives related to protecting values at risk and that consider probability of success.  Ensure that meeting the objectives is balanced with the exposure to incident responders.  Do not commit incident responders where there is a low probability of success, or when risk of injury or death cannot be mitigated. 

The Risk Decision Framework is designed to guide decisions on fire incidents (http://www.fs.fed.us/r4/fire/support/2011framework.docx).  The formal risk decision must be documented for fires that require a signed WFDSS decision.  Documentation should be entered in the Rationale section as part of each decision.

Develop thresholds that will require you to re-evaluate your risk decision.  Consider thresholds such as fire spread, fire behavior/modeling, weather, resource availability, time of season, and social, economic, and political concerns.

	Initial Attack 
	The initial attack risk decision must be timely -- if human life and/or property are threatened and you have a high probability of success then take action quickly and safely.  

If there are no immediate threats to human life or property OR if your chance of success of direct attack is low, incident commanders need to develop strategies that provide the best balance between protecting the critical values at risk and that will prevent severe injury and fatalities to incident responders.  Risk sharing between Incident Commanders, Duty Officers, and Agency Administrators should begin as soon as practical.

	Regional Forester Role in the Risk Decision
	Risk Sharing between the local Agency Administrator (e.g., Forest Supervisor) and the RF should occur when a fire is of Regional Significance.  Regional Significance is consistent with other (non-fire issues) that the RF expects to be informed about.  Examples of Regional Significance might include increased need for interaction with State Governors or State Foresters or for fires that have the potential to impact other jurisdictions, communities, or other stakeholders. 

Risk sharing and communication with the RF should increase as the fire shows potential to become a fire of National Significance (e.g., national political engagement or loss of life/property).  Risk decisions should be elevated to the RF if the fire becomes a fire of National Significance.  

	Approval Levels for Wildfire Decisions
	Line officer’s must be certified and may not approve decisions above their certification level.  The Intermountain Region oversight and decision authorities are:
· Type 4 and 5 wildfire decisions/delegations may be made by Agency Administrators with working level Line Officer Certification with oversight by the Forest Supervisor/designee.
· Type 3 wildfire decisions/delegations may be made by Agency Administrators with journey level Line Officer Certification with oversight by the Forest Supervisor/designee.
· Type 1 and 2 wildfire decisions/delegations may be made by Agency Administrators with advanced level Line Officer Certification with oversight by the Regional Forester.
· Fires (of any complexity) with National significance will have decisions/delegations made by the Regional Forester with oversight by the Chief of the Forest Service.

* Oversight must be provided by someone (other than the Decision-maker) who meets the minimum Line Officer certification for the fire complexity.  If a situation arises where the Oversight official does not meet that certification, coaching from another certified Agency Administrator must be arranged.

	Social Capacity
	Continue to work pre-season with fire management partners, local elected officials, and resource specialists to complete scenarios, describe risks, identify values to be protected, and reach an understanding of what successful outcomes look like.   During incidents Agency Administrators and Incident Managers engage fire management partners and local officials in the decision (WFDSS) process – including values at risk and Management Action Points, probabilities of success, and managing risks to incident responders.

	Human-caused Fires
	All human-caused fires must have management objectives that focus on protection.  Choose suppression strategies based on safety, values at risk, and probability of success.  We will not identify objectives, or take credit for achieving benefits to resources for any human-caused fires. 

	Suppression Strategies for all Fires
	Every fire is a fire we intend to suppress.  The variables are where and when, based on opportunities to balance risk exposure with gain.  This should be documented in the fire decision.

	Incident Leadership
	Agency Administrators must assign an Incident Commander to all uncontained fires that have potential for continued growth.  Duty Officers must not have collateral duties as an IC/ SOPL on any uncontained fire that has the potential for continued growth.  

	Accident Reporting
	Forest Supervisor should discuss accident reporting with Line Officers and key fire personnel paying special attention to roles, responsibilities, and working to develop a learning organization. 

	Decision Support
	All wildfires will be entered into Wildland Fire Decision Support System (WFDSS).  Decisions must be documented for all wildfires that exceed initial response (see the Red Book, page 11-11, http://www.nifc.gov/policies/red_book.htm).

Agency Administrators will approve decisions electronically in WFDSS by the Close of business the day following the need for the decision OR in draft form prior to a Type 1 or Type 2 in-briefing (whichever comes first).   

	Key Decisions
	Key Decisions for all fires that require a decision must be documented in the Periodic Assessment section of the Wildland Fire Decision Support System (WFDSS) OR the Key Decision Log (KDL).  Information should be updated to include key decisions that lead to changes in: 
· incident complexity and management level
· risk management and safety
· exposure of incident responders
· incident objectives
· cost efficiency 
· political and/or social implications 
The WFDSS Periodic Assessment should also continue to be used to validate the current strategy and to provide an update on whether the selected strategy remains valid or needs to be updated.  



