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	Subject:
	 Delegation to Type 5, 4, and 3 Incident Commanders   

	
	

	To:
	Type 5, 4, and 3 Incident Commanders   

	
	

	


This letter is your delegation of authority and my direction to you as a Type 5, 4, or 3 Incident Commander (IC) supervising initial or extended attack wildland fire activities on the Nez Perce-Clearwater National Forest. This letter serves as a reminder to all Incident Commanders to annually complete refresher training for Type 5, 4, and 3; and to review the roles and responsibilities of the Command function within the Incident Command System (see Fireline Handbook and/or Interagency Standards for Fire and Fire Aviation Operations, Chapters 5, 7, and 11) prior to you performing as an IC each year.

With this responsibility you must recognize when to engage firefighters in a plan of action, and when to withdraw. You must develop a specific plan of action, communicate that plan to personnel under your command, and ensure they understand plan objectives. You are to monitor changing conditions, make adjustments to your plan as necessary, and mitigate hazards. Our Fire Suppression Doctrine instructs us that “When it is time to fight fire, we do so with the highest regard for firefighter and public safety and with maximum effectiveness.” On the Nez Perce-Clearwater National Forest, our guiding principle is “No acre or structure is worth a human life” and “Safety comes first on every fire, every time”.  Keep these principles for safety and effectiveness in mind when fulfilling your duties as Incident Commander.

Doctrine is the utilization of rules and principles to guide our actions. Rules are those items that are so important that no flexibility in implementation is allowed, such as seatbelt and PPE use. 

Principles on the other hand, are general statements which speak to our agencies values and ideals which we use to guide our thinking in situations where exhaustive lists of rules are impractical. Where leaders are given discretion to make decisions, principles provide the framework within which those decisions should be made. The District/Zone Duty Officer either through dispatch or directly will notify you of the specific objectives for which the wildfire will be managed. As the initial or extended attack IC, you have discretional authority to make decisions related to strategies and tactics to be used while managing your fire. I am asking you to follow the rules and utilize the principles that apply to your fire situations. 

The following principles are critical to managing wildland fire incidents on the Nez Perce-Clearwater National Forest: 

1. All Incident activities must give proper consideration for firefighter and public safety. 
a. Continually monitor risk and mitigate hazards where found. 

b. Utilize tools such as the Ten Standard Firefighting Orders and the Eighteen Watch-Out Situations to help you identify and mitigate potential hazards. 

c. Provide all personnel assigned to the incident under your command with a thorough briefing before they engage the fire (inside back cover of the Incident Response Pocket Guide). 

2. Community and Structure Fire Protection Principles 

a. Once safety can be ensured, then we will aggressively work towards keeping the wildland fire away from structures and communities. 

b. Structures are a value to consider for protection. 

c. Determining what to protect and how best to protect it is the role of the Initial Attack IC, given the best available information. 

d. Adjust strategy and tactics accordingly as new information develops and responsible cooperators, owners are engaged. 

e. Protecting structures from fires will not be possible in all situations. 

The national office released additional guidance and direction concerning structure and community protection on April 14, 2009. The Tactical Operating Principles support the five structure fire protection principles described above. During initial attack, utilize the five principles to guide your actions. Should your fire move into extended attack with structures threatened, I am asking that you notify your District/Zone Duty Officer of your situation, who will then notify the District Ranger (or acting), Forest Duty Officer and myself. We will work jointly to determine the strategies and tactics of extended attack and/or long duration structure protection.

3. Monitor for cumulative fatigue and utilize the 2-to-1 Work/Rest Guidelines such that employees receive adequate opportunity for rest during a fire suppression assignment. You may request extended work shifts under certain circumstances (imminent threat to life and property, initial attack has high probability of success within one extended shift and low probability of success without extended shift, etc.). Prior approval by the appropriate line officer is required if the work shift exceeds 16 hours and such approval must be documented. Contact Grangeville Dispatch or the District/Zone Duty Officer before exceeding 16 hours to request approval and be prepared to provide a justification for line officer consideration. I cannot over emphasize how important it is to make these contacts as early as possible to avoid seeking approval at the last minute. 

4. Monitor incident complexity to ensure proper incident management and oversight. Reference page 9 of the Incident Response Pocket Guide (January 2011); and/or the Interagency Standards for Fire and Aviation Operations (January 2011), beginning on page 11-2, “On-Site Incident Organizations” to determine the Type category of an incident. 

5. Request the next level of oversight if your complexity analysis and/or intuition suggest such a request is appropriate. 

6. Minimize suppression related impacts to protect natural resources and improvements that occur in the fire area. The District/Zone Duty Officer will contact you with information regarding T&E species and sensitive area(s) concerns/constraints. Firefighter and public safety is not to be compromised to protect T&E species. Show respect for private property and citizens in the fire area. 

7. If cooperators, including other Federal, State, or local fire suppression forces, join in the initial or extended attack, coordinate in development of the tactics to safely and efficiently meet the objectives of the incident. 

8. If you think your assigned fire management strategy will not meet your objectives, notify your District/Zone Duty Officer. 

9. As IC, monitor cost effectiveness. You are responsible for prudent cost management during suppression activities. Firefighter and public safety should not be compromised to meet cost effectiveness objectives. 

10. If additional direction is required for a specific incident, the District Ranger, District/Zone Duty Officer or Forest Duty Officer will provide that direction. 

The Rules pertaining to Incident Commanders are found in Chapter 11 of the Interagency Standards for Fire and Fire Aviation Operations and throughout the Fireline Handbook and Health and Safety Code. The following rules are highlighted for you here due to their importance in current regional and national policy for the fire season of 2011 and must be adhered to. 

1. An Incident Organizer will be used on all Type 5, 4, and 3 incidents to record actions until the fire is either operating from an Incident Action Plan or is declared out. Pertinent items within the incident organizer will be filled in to record actions when time allows. 

2. Type 3 ICs will not have concurrent responsibilities that are not associated with the incident, and they must not concurrently perform single resource boss duties. 

3. Notify all personnel assigned to the incident, Grangeville Dispatch and District/Zone Duty Officer when transferring command to a new Incident Commander. 

I am pleased to recognize your qualifications as an Incident Commander.  This is a position held in trust by Line Officers who delegate the critical responsibility of this job to you, by the public whose resources and interests you are helping to protect, and most of all, by your fellow firefighters whose safety is largely dependent on how you carry out this responsibility.  I wish you a safe and successful assignment.

	
	

	 /s/ Rick Brazell
	 

	RICK BRAZELL
	 

	Forest Supervisor
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