LARGE FIRE MANAGEMENT

GUIDELINES FOR THE TAKE-OVER AND RELEASE OF

NORTHERN ROCKIES NATIONAL INCIDENT MANAGEMENT TEAMS
Fire Name ________________________________                    Agency___________________________
Date _____________                    Northern Rockies Team Assigned _____________________________
The following are guidelines for agency and teams for the orderly transfer of fire suppression authorities.  The guide is for the assumption and release of incoming Overhead Teams plus a checklist of information and data the receiving agency needs to provide.  Some information will be in writing and some will be verbal.
I.
The taking-over of a Major Fire by Northern Rockies Team:

A.  The assumption of a fire by a team must be as smooth and orderly as possible.  It must be

     remembered that the local agency team is in charge until officially released.

B.  Ordering agency should specify expected time of arrival, and expected time of take-over by the team.

C.  The teams should contact the local agency dispatchers in advance and arrange for:  (1) expected 

     support staff, (2) location of Unit Administrator briefing, (3) transportation needs.

D.  The ordering agency should do the following prior to the arrival of the Northern Rockies Team:


1.  Determine fire camp location.


2.  Order fire camp, supplies, and initial basic support organization for the fire.


3.  Order or make ample supply of topography maps, base maps, etc.


4.  Determine transportation needs of team.  (From ordering agency to fire and on fire.)


5.  Determine Unit Administrator briefing time and location.


6.  Obtain necessary information for Unit Administrator briefing (see below).


7.  Order communication cache.

E.  The team should be briefed twice. The first briefing should be by Unit Administrator at a site away

     from the fire.  The second briefing should be by the agency Incident Commander at the fire site.  

    Transition period of take-over will depend upon complexity, expertise of local fire team, and/or other 

     problems.

F.  Unit Administrator Briefing.  This should be as soon as possible after arrival of all members on the 

     team.  It is impossible to list everything a team needs to know.  The following are the more important 

     items that should be discussed:


1.  General



a.  Name of Fire _________________________________________________________



b.  Initial Action Taken ____________________________________________________



c.  Approximate size of fire __________ acres.  Location of fire (on agency recreation



    map).



d.   Name of local agency Incident Commander ________________________________



e.  General weather condition (start to present) (predicted)




______________________________________________________________________



______________________________________________________________________



f.  Fire behavior _________________________________________________________



g.  Fuel types (know ahead)  _______________________________________________



h.  Is it a tanker show?  ___________________________________________________



i.  Is it a helicopter show?  _________________________________________________



j.  Fire camp location   ____________________________________________________



k.  Other fires on agency   _________________________________________________



______________________________________________________________________


2.  Delegation of authority and assignment of responsibility.


    Agency representative    ______________________________________________________


3.  Area command organization (if needed or contemplated  ____________________________


____________________________________________________________________________


4.  Cause of fire  ______________________________________________________________



a.  Investigation required  _________________________________________________



b.  Name of investigator  __________________________________________________


5.  Evaluation team assigned:  Name:  _____________________________________________


6.  Ownership involved and coordination  ___________________________________________



a.   ___________________________________________________________________



b.   ___________________________________________________________________


7.  Names of resource advisors assigned to fire ______________________________________


____________________________________________________________________________


8.  Local fire policy  ____________________________________________________________


9.  Resource values, land values, wilderness, roadless areas, rare and endangered species?


____________________________________________________________________________


10. Priorities for control  _________________________________________________________


11. Local unusual fire behavior and fire history in area of fire  ____________________________


_____________________________________________________________________________


12. Money limitations and constraints _______________________________________________


_____________________________________________________________________________


13. Legal consideration (current investigations in action) ________________________________


_____________________________________________________________________________


14. Pre-attack plans   _________ YES   __________ NO


15. News media relations  ________________________________________________________


_____________________________________________________________________________


PIO organization - Report to Incident Commander _____________________________________




- Report to agency supervisor ________________________________________


16. Known local safety hazards  ___________________________________________________


_____________________________________________________________________________


Unit Safety Officer name _________________________________________________________


Local safety plan _______________________________________________________________


Agency Health and Safety Codes __________________________________________________


17. Local political considerations, attitudes of local residents (extremist groups)


 ____________________________________________________________________________


 ____________________________________________________________________________


18. Procurement Unit Leader assigned ______________________________________________


     Pay rules unique to agency ____________________________________________________


19. Other agencies on fire ________________________________________________________


     Agency Liaision _____________________________________________________________


20. Transportation Routes ________________________________________________________


_____________________________________________________________________________


21. Air Operations ______________________________________________________________



a.  Airtankers  ___________________________________________________________



b.  Effectiveness of airtankers to date  ________________________________________



c.  Air Operations Director - Name ___________________________________________



    - Airport  _____________________________________________________________



    - Telephone __________________________________________________________



d.  Helicopters assigned ___________________________________________________


22. Personnel on fire (general)  ____________________________________________________


_____________________________________________________________________________


23. Equipment on fire (general)   ___________________________________________________


_____________________________________________________________________________




(Exact numbers, names, and ETAs provided if available)


24. Supply system to be used (local supply, cache, procedures) __________________________


_____________________________________________________________________________


25. Land Status ________________________________________________________________


_____________________________________________________________________________


26. Physical condition of agency overhead team  ______________________________________


_____________________________________________________________________________


27. Agency personnel available (condition)  __________________________________________


_____________________________________________________________________________


28. Rehabilitation policies (anything the team may need to know about)


_____________________________________________________________________________


_____________________________________________________________________________


29. Estimated time when the team will assume command  _______________________________


30. Equal Opportunity/Cultural Awareness   __________________________________________


_____________________________________________________________________________

G. 
Local Incident Commander Briefing.
The Northern Rockies Team will be briefed by local Incident Commander upon arrival at fire.  The team should not assume fire until they are thoroughly briefed and comfortable with the situation.  Both Incident Commanders will determine exact hour of command change.  After briefing, functions will start phasing into their areas of responsibility, but will not assume control until the predetermined time.  Agency team may continue to work on fire in various functions depending upon physical condition and Unit Administrator's direction.


1.  Map of fire (best available)  ____________________________________________________


2.  Time of start    ______________________________________________________________


3.  Spread - fire behavior    _______________________________________________________


4.  Fuels - at fire   ______________________________________________________________


5.  Anchor points    _____________________________________________________________


6.  Line held (on map)    _________________________________________________________


7.  Natural barriers   ____________________________________________________________


_____________________________________________________________________________


8.  Weather forecast   ___________________________________________________________


_____________________________________________________________________________


9.  Camp Sites:


Established  ___________________________________________________________________


Possible   _____________________________________________________________________


Spike Camps   _________________________________________________________________


10. Air tanker effectiveness to date _________________________________________________


_____________________________________________________________________________


11. Hazards (aircraft & people) ____________________________________________________


_____________________________________________________________________________


12. Access from camp to the  _____________________________________________________


_____________________________________________________________________________


13. Personnel and equipment on line _______________________________________________


_____________________________________________________________________________


14. Personnel and equipment ordered (confirm information received at Unit Administrator 


      briefing).


________________________________________________________________


15. Photos __________ YES   __________ NO
16. Helispot and heliport locations (use map) _________________________________________


_____________________________________________________________________________


17. Communications system in use:  Radio  __________________________________________







    Telephone   ________________________________







     Mobile Phone   _____________________________


18. Water availability ____________________________________________________________


19. Camp fire protection  _________________________________________________________


      Crash fire protection at heliport  ________________________________________________


       Medivac arrangements  ______________________________________________________

`
20. Review of existing plans for control in effect _______________________________________


21. Smoke conditions  ___________________________________________________________


22. Local political issues _________________________________________________________


23. Any security problems? _______________________________________________________


24. Overhead on line (Names and location - put on map)


25. Copy machine in camp   __________ YES  __________ NO
II.
Release of a Northern Rockies Team

A.
Release of the team has basically the reverse of the above.  Date and time must be approved by 


Unit Administrator or his/her representative.  It must be as soon as possible and local fire team 


members should be assigned and start working with the team members at the predetermined 


time.  Local fire team should be off 24 hours prior to take-over.

B.
The Northern Rockies Team should start phasing-in Agency Team as soon as demobilization 


begins.

C.
The Northern Rockies Team should not be released from the fire until:


1.
Fire management activity is at the level and workload a Type 2 and Type 3  Team can



reasonably assume.



a.
Fire must be controlled.



b.
Most all line crewmember that are not needed for patrol and mopup have been 




released.



c.
Base fire camps shut down, reduced, or in the process.



d.
Plans Section Chief has prepared a rough copy of fire report and narrative.



e.
Finance Section Chief should have most all known finance problems resolved. 




Contact made with agency budget and financial personnel.



f.
Resource rehab work completed or done to Agency satisfaction.



g.
Overhead ratings.


2.
Finance and Logistics Section Chiefs may have to stay longer or return to local Agency to



resolve problems.

D.
Fire Team should have closed debriefing session prior to meeting with supervisor.

E.
Unit Administrator and Interagency Evaluation Team should debrief the team and prepare 


evaluation within 10 days after release.


Items to cover:


1.
Using agency should give team written performance evaluation.


2.
Were objectives met?


3.
Safety.


4.
Costs.


5.
Outstanding or poor performance of individuals and crews.
III.
Should the Northern Rockies Team be assigned to a fire and the above or portions or  or other problems, the assigned team Incident Commander and his/her staff will work with member of the using agency in obtaining the necessary information to make the transition periods effective and organized.
IV.
Post Season Incident Evaluations
The Agency Line Officer shall provide for a post season incident evaluation of Incident Management Teams. The purpose of this evaluation is to review the performance elements that may not have been apparent at the time of release. As a minimum, the following elements and minimum levels of performance should be addressed.

A.
Incident Commander


1.
Costs:  They were within the the constraints set forth by the Line Officer.


2.
Rehabilitation: Were the rehabilitations efforts and plan adequate and made with proper 



fiscal accountability.

B.
Finance


1.
Payment records:  They were complete and accurate, requiring minimal follow-up for 



processing.


2.
Claims:  Documentation was complete.


3.
Injuries:  Documentation was complete and proper records distribution was made.

C.
Logistics


1.
Accountable property:  Was returned or adequate records were provided to track the 



property from receipt through the time of team release.


2.
Durable goods:  Loss/use rates were less than 20% of the replacement value of all 



durable goods ordered and purchased for the incident.  (Durable goods has a life 



expectancy greater than one incident)

D.
Information


1.
Public Information:  This was managed in a manner whereby keeping misunderstanding 



and controversy to a minimum.


2.
Political situations:  Those assigned to the team were managed in a manner acceptable 



to the line officer.


3.
For situations within the team's control:  The information flow, as it effects political 



considerations, was managed in a manner that reduced the potential for adverse 



reactions carrying forth and impacting future management issues.

E.
Other late arising issues.
Supplement to Northern Rockies Type I and Type II Team Operating Plans

A. In the introduction or mission statement section include the statement that safety is the number one priority for all team functions and that the following considerations and guidelines will be followed:

1. The Northern Rockies Coordinating Group and Agency Administrators are committed to Zero Tolerance of carelessness and unsafe actions.

2. The commitment to, and accountability for, safety is a joint responsibility of all firefighters, IMT members, and agency administrators.

3. The Delegation of Authority, all Incident Action Plans, the Wildland Fire Situation Analysis, Wildland Fire Implementation Plan and related activities must reflect this commitment to safety.

4. Individuals must be personally committed and responsible for their own performance and accountability.

5. The Incident Commander shall ensure that safety factors are covered with incident personnel at all operational briefings, that safety briefings are occurring throughout the incident organization, that safe practices are implemented and unsafe acts are not tolerated.

6. The identification and location of escape routes and safety zones must be stressed.  The Incident Management Team will use Standard Fire Orders, Watch Out Situations, and ICS 215-A (LCES) for guidance at strategy meetings, during briefings and when developing the incident action plan, safety message, and medical plan.

7. Incident Management Teams will physically inspect the red card to verify qualifications of all personnel prior to operational assignment.  Only fully qualified individuals, with those qualifications documented on their “red card” will be assigned.  This requirement should be achieved at the time of check-in, as resources arrive at the incident.

8. Teams assigned in the Northern Rockies will brief the Agency Administrator at least daily with an emphasis on accidents, incidents, injuries, and safety concerns.  The Agency Administrator must be notified immediately if any serious accident, injury or fatality occurs.

B. In the “Team Oversight” section for Type I and “Team Procedures” section for Type II add the statement:  To assist in the evaluation of team performance, Incident Commanders, team coordinators and the NRCG Operations Committee will meet in February each year to discuss team performance evaluations, identify problems, select new team members and coordinate management processes between Type I and Type II teams.

C. In the Agency Administrator/Line Officer Responsibilities section add:

1. Complete and approve a Delegation of Authority.  The transfer of authority for suppression actions on a fire is done through a written delegation of authority from the agency administrator to the incident commander.  This procedure facilitates the transition between incident management levels.  An IMT may manage suppression actions on a fire only after receiving a signed delegation of authority.  The delegation is part of the briefing package and must contain both the specific delegation and limitations to that authority.  It is very important to include specific, measurable objectives to be accomplished by the IMT.  Clear and concise objectives will provide both the IMT and the agency administrator a means for continual evaluation and adjustments as the incident progresses.

2. Provide the resources and procedures for release of information to the news media and concerned public.  Define public information responsibilities and delegations so that all parties understand their roles.  Provide a local liaison, or establish standards for IMT liaison, with local communities.  Assure that all appropriate public, media, and governmental contacts are made and lines of communication are established and maintained.

3. Set clear and measurable standards for safety.  Highlight known hazards of the area.

4. Assign clear responsibility for initial attack responses expected of the team in the Delegation of Authority.

5. Assure the IMT addresses the fire training needs of the host unit.

6. Assure that rehabilitation of all effects of fire suppression activities are addressed prior to release of the IMT.

7. Assure that all fiscal matters are identified and resolved, as much as possible, prior to release of the IMT.

8. Receive a Return of the Delegation of Authority for management of the incident from the Incident Commander prior to release of the IMT.

9. Is responsible for, and participates in, the assessment of the team performance and effectiveness.  The Agency Administrator may request the assistance of an evaluation team if needed.  Team evaluations will be forwarded by the Incident Commander to the team coordinator, who will then distribute copies to the Zone Agency Representatives and the NRCG Operations Committee.

10. The Agency Administrator has the authority to replace an IMT anytime his/her expectations and conditions of the Delegation of Authority are not being met.  Only the Zone Agency Representatives or the NRCG Board of Directors can make the decision to have a team “stand down”.

D.  Add a new section on Incident Accident Reporting:

Incident Commanders and Agency Administrators will define the reporting process for any injury or accident on the incident during the Agency Administrator briefing.  This will include timelines and personnel to be notified on the host unit.

The following requirements will be followed when an entrapment, deployment, serious injury or a fatality occurs on incidents within the Northern Rockies Geographic Area:

Incident Commander Responsibilities  (in addition to those identified in ICS 410-1, Fireline Handbook) in order to prepare for the subsequent investigation:

1.   Remove involved personnel from the fireline, while ensuring appropriate medical attention is received.  When hospitalization or fatalities occur, ensure that all involved personnel’s protective clothing and equipment are preserved

2.   Ensure that the entrapment or deployment scene is secured and all pertinent evidence is secured (in place if possible), particularly fire shelters and personal protective equipment as required by the Occupational Safety and Health Administration.

3.   Immediately notify the Agency Administrator and provide details on the incident status summary (ICS-209).

4.   Initiate an initial site investigation to ensure emergency response is appropriate, secure the site, obtain names of witnesses and collect their initial statements, take photographs, etc..  This initial investigation will conclude upon arrival of the official investigation team which should occur within 24 hours, or less.  The initial site investigation group will meet with the official investigation team, provide a briefing and give them all information and documents collected to date. 

5.   Continue to manage the overall incident unless, and until, relieved.

Agency Administrator Responsibilities:  (in addition to those found in the Agency Administrator’s Guide to Critical Incident Management, NWCG, April 1996, NFES 1356)

1.   Make an initial determination on whether to replace the IMT while the investigation proceeds.  This determination needs to be made rather quickly because it will take some time to get a replacement team in place.  Base this determination on seriousness of the accident and in consultation with the Incident Commander, agency fire staff, Zone Agency Representatives and the NRCG Board of Directors.

2.   Convene an Entrapment Investigation Team, ordered through the Northern Rockies Coordination Center.  The Investigation Team should be in place within 24 hours and composed of the following personnel:


Incident Commander or Operations Section Chief, Type I


Fire Behavior Analyst*


Safety Manager (chief investigator or with investigative expertise)


Wildland fire operation specialist with expertise at the peer level of the person(s) directly involved.


Agency representative of involved person(s)


Employee representative (union, peer at operations level)

Fire Weather Meteorologist*


Personal Protective Equipment Specialist, from lab such as USDA Forest Service’s Missoula Technology and Development Center.*

      *If the accident is not of the entrapment/deployment nature, such as a vehicle/equipment or tree falling accident, compose the investigative team of appropriate technical experts.

3.   Instruct the Investigative Team to have their preliminary report completed within 24 hours after arrival at the incident.

4.   Based upon the investigative team’s preliminary report, make a determination on whether to replace the IMT or not.  If the decision is to replace the team, also make a recommendation to the NRCG  Board of Directors, through the zone Agency Representatives, on whether the team should “stand down” pending the final investigation report.  The NRCG Board of Directors will make the decision to stand a team down or not based on the Agency Administrator and Zone Agency Representative recommendations and their review of the preliminary investigation team report.

5.   Request the Investigation Team have their final report done within 45 days.

E.
Replace the existing team evaluation guide for Agency Administrator use with the attached evaluation guide format.

Cory Winnie

NRCG Chair

Date

Northern Rockies Incident Management Team Evaluation Guide

Team Incident Commander:  ________________________________________






Type:  ______________




Incident Name: __________________________
Incident Number:  ___________________________




Dates:
From:  ________________

To:  _______________



1.
Did the Team place proper emphasis on safety, adhere to the 10 Standard Orders, evaluate the situation in relation to the 18 Situations and incorporate LCES?


yes


no


Comments:

2.
Did the Team accomplish the objectives described in the Wildland Fire Situation Analysis (WFSA), the Delegation of Authority, and the Agency Briefing?


yes


no


Comments:

3.
Was the Team sensitive to resource limits and environmental concerns?


yes


no


Comments:

4.
Was the Team sensitive and responsive to local and social concerns and issues?


yes


no


Comments:

5.
Was the Team professional in the manner in which they assumed management of the incident, managed the incident, and returned it to the hosting agency?


yes


no


Comments:

6.
Did the Team anticipate and respond to changing conditions in a timely and effective manner?


yes


no


Comments:

7.
Did the Team activate and manage the demobilization in a timely, cost-effective manner?


yes


no


Comments:

8.
Did the Team attempt to use local resources and trainees and closest available forces to the extent possible?


yes


no


Comments:

9.
Was the IC an effective manager of the Team and its activities?


yes


no


Comments:

10.
Was the IC obviously in charge of the Team and incident?  Was the IC performing a leadership role?


yes


no


Comments:

11.
Was the IC effective in assuming responsibility for the incident and initiating action?


yes


no


Comments:

12.
Did the IC express a sincere concern and empathy for the hosting unit and local conditions?


yes


no


Comments:

13.
Was the Team cost effective in their management of the incident


yes


no


Comments:

Other comments:

Agency Administrator Signature:  _______________________________________________

Date:  _____________________

Incident Commander Signature:  _______________________________________________

Date:  _____________________

DELEGATION OF AUTHORITY
___________________________________ is assigned as Incident Commander on the
___________________________________ Fire.  You have full authority and responsibility for managing the fire 
suppression activities within the framework of law, Agency policy, and direction provided in the Overhead Briefing 
and/or Escaped Fire Situation Analysis.
Your primary responsibility is to organize and direct your assigned and ordered resources for efficient and 
effective suppression of the fire.  You are accountable to the __________________________________ or his 
designated representative listed below.  Financial limitations will be consistent with the best approach to the 
values at risk.
Specific direction for the ______________________________________ Fire covering management and
 environment concern is listed:
         Resource limitations -
______________________________________________, will represent me on any occasion that I am not  
immediately available.  This authority is effective ________________________.
______________________________________  ___________________________________
         Unit Administrator                                                                             Date
                                                                                                                  Time:
______________________________________ ____________________________________
         Unit Administrator                                                                             Date
                                                                                                                  Time:
RETURN OF DELEGATED AUTHORITY
The signing of this document returns the authority and responsibility for the management of the
_______________________________________ Fire to the Unit Administrator having protection responsibility for 
the land on which the fire is located.
It is mutually agreed the objectives and management direction have been met and the 
___________________________________ Northern Rockies Team is hereby released effective 
_______________      _________________.
          Date                                   Time
____________________________________________
Incident Commander
____________________________________________
Unit Administrator
