Southwest Coordinating Group (SWCG) Meeting Notes — October 14-16, 2015

Incident Commander After Action Review

UPCOMING SWCG DATES

November 19, 2015 Sedona, AZ (With Zone Chairs and CMs)
January 20-21, 2016 Albuquerque, NM IMT Selections
Attendance
X | BLM Arizona — Mike Spilde X | BIA Navajo — Dale Glenmore
X | BLM New Mexico — Hector Madrid X | AZ State Forestry - Dave Geyer
X | FS —Judy Palmer X | NM State Forestry — Eugene Pino
X | NPS Intermountain — Jeff Hickerson X | SWCC - Kenan Jaycox/Nancy Moore/Kevin
Ditmanson
X | FWS Southwest — Loren Derosear X | BIA Western — Leon Ben

X | BIA Southwest — Cal Pino

Previous Meeting Notes and Action Item Review
Action Items have been updated on the SWCG Action Items Tracking Table.

October 14, 2015

Review of IMT Guidelines

The SWCG reviewed the draft 2016 IMT Guidelines in preparation for the upcoming IC AAR and the IMT
selections in January. Only minor edits were needed. Emphasis will be placed on the freelancing
guidelines within the document.

Al: Develop expectations (e.g. freelancing limits, one person/one team, availability, response time,
etc.) for IMT members and present at the Spring IMT Meeting.

Responsibility: Hector Madrid

Due by: Mid-January, 2016

IMT Response Times

The SWCG discussed and approved rotation response timeframes for IMTs and will be inserted in the
2016 SWA Mobilization Guide and rotation documents on the SWCC website. This will be communicated
at the IC AAR and the Spring IMT Meeting.

Al: Insert response times into 2016 SWA Mobilization Guide and website rotation documents.
Responsibility: Kenan Jaycox

Due by: January 2016
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IMT Recruitment Announcement

SWCG reviewed the 2016 IMT Recruitment Announcement. No big changes, but it will emphasize one
person, one team roster (i.e. if on a Type 1 or 2 IMT, you cannot be on an IMT3).

Al: Incorporate the suggested changes and resend one more time for final review.

Responsibility: Kenan Jaycox

Due by: October 30, 2015

2016 IMT Meeting
The Sheraton in ABQ (on Louisiana) is reserved for the Meeting. USFS will do the Meetings Management

part of it. The Meeting will be February 16-18, 2016. ICs assigned to develop the agenda are as follows:
Ed Hiatt from IMT#4, John Pierson from IMT#2, and Alan Sinclair from IMT#3. Bea Day requested that if
there are guest speaker invites and associated costs that it be taken care of soon to ensure timeliness of
payment, etc.

Medical Kits

NPS has purchased medical kits (EMS Fast Kits) for the IMTs. They will be given to each IMT. It is
recognized that more kits are needed, but this will be a good start. The BLM is looking at getting their
version into the cache system also. The Southwest kits do need carabiners and a hoist plate to
supplement these kits. Resupply needs to be taken care of within the IMT through the incident
replacement process/purchasing.

Al: Ensure the SWA caches are aware of this and the desire to involve the cache system in the
stocking/deployment of these kits in the future.

Responsibility: Kenan Jaycox

Due by: November 17, 2015

BLM IHC Crew in the Southwest

AZ BLM has begun implementing the process of establishing a Type 1 IHC to be based out of Ft
Huachuca, AZ. The crew will have an emphasis on veteran hiring. They are advertising the
Superintendent position now. Mike Spilde (AZ BLM) briefed the Operations Committee at their meeting
also. The intent would be to start out as T-2IA around May 1, 2016 then go through the certification
process for Type 1.

The SWCG supports this effort and AZ BLM will move forward.

Bin Items for November SWCG Meeting

-Selection Letters from SWCG to IMT Members (outlining guidance, etc.)

-ATGS Primary IMT Members (lack thereof)

-Shortage of other critical positions... FSC, AOBD, PSC, SOF, etc.-56 limit roster size/#of Primary
Trainees vs Priority Trainees

October 15, 2015

Incident Commander After Action Review

Attendance — SWCG, SWA Operations Committee, John Pierson, Bea Day, Alan Sinclair, David Bales,
Rich Nieto, Pruett Small (via phone), Nathan Barrett, Ray Corral

Type 3 Team Report — Nathan Barrett/Ray Corral
2015 was a very active year for the Type 3 Teams especially for out of area assignments. They

collectively responded to 15-20 incidents throughout the year (five in the Southwest and the rest were
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out of area). All the teams prioritized trainees and 28 of them were recommended for certification.
Some incidents were complexes and were 40,000-50,000 acres. No major accidents or injuries were
recorded. All evaluations were good to excellent. All teams agreed that their membership should not
impact the IMT1s or IMT2s.

Alternate ICs

There were no applicants as “alternate ICs” during the 2015 IC advertisement. SWCG agrees that there
needs to be an approved list of alternate ICs.

The ICs requested that the SWCG come up with a list of the potential alternate ICs that would meet the
required criteria (i.e. employment status) to perform as the primary IC.

Al: SWCG to create a list of approved Alternate/Deputy ICs and distribute to the 5 primary ICs.
Responsibility: SWCG (Kenan Jaycox will create an initial list for review)

Due by: November 1

IC Reports

Team 1 — Clay Templin (pasted from an email to SWCG)
Our IMT was the 16™ type one IMT called out this year; we were not utilized in the SWA this year, we

were called initially to the Walker fire on the Inyo NF and subsequently cancelled for that incident.
Working with the Forest Service Operations Assistant Director and NMAC representative we were
subsequently assigned to the Reach fire for Washington DNR, and transitioned with Chris Schulte’s PNW
IMT and took over management of the First Creek, Chelan Complex, Wolverine and Blankenship fires.
The afternoon of the Twisp fire fatalities Chris Schulte and | were immediately asked by the ordering
agencies to assist in managing the fire and taking over initial responsibility for the fatality site and
coordination with local Sheriff’s office. | sent 1/3 of our operations section and although we were told
that our participation would only until the next morning we ended spending a 24 hour period managing
the fire and fatality site until relief arrived. This greatly stretched our capacity for assuming command of
all 4 fires then next morning. We were also asked to assist the Okanagan/Wenatchee NF with public
affairs assistance; we sent one of our personnel to the forest for a week to provide help in a difficult
time.

2015 incidents specific successes and areas for improvement...

-- Management of 3 exceptionally complex fires, that in any other year would have had a national IMT
assigned to each. Our safety record was outstanding give the circumstances and we did not lose any
structures during the time our IMT was assigned. Coordination with multiple agencies; specifically
Chelan County Sheriff's Department was stellar. Additionally, out IMT managed several unusual
situations beyond the fatality assistance, including an assault and escape by one of the prison crew
members to a female correctional officer. This individual subsequently two days later attempted suicide
1/3 mile outside of camp while being apprehended by deputy sheriffs. We removed 3 additional DNR
state crews for gang related activity with our law enforcement personnel.
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-- Fiscal accounting and needs by the WA state and feds, the use of a “percent of effort” was mandated
and required a lot of time to meet the respective agency needs. Subsequent recommendation from the
IMT was WA state to accept a methodology similar to CA and AZ for a standing cost share team.

-- 11 agency administrators required a significant amount of time and the daily during incident review
was critical for information exchange and progress reporting. Hard decisions were made with respect to
priorities and tasks with the assigned resources.

-- Utilization of Canadian, Australian, and New Zealand mid level supervisors was critical for our IMT
success on the assigned fires.

Areas of improvement...

-- There has to be recognition that 56 IMT members is simply inadequate for fires that we were asked to
manage. | recommend that the SWCG recognize that there are unique instances where the 56 IMT
members be waived. Other GACCs do not have the same reluctance to send additional IMT members in
fact with CAIMT 5 having 91 IMT members was critical for the Central WA theater of operations to be
successful and as the Chelan Complex and Wolverine fires changed it allowed for one less IMT
mobilization.

--The freelancing policy should be changed to suggested or done away with in entirety, being the last
IMT called resulted in a significant number of IMT members in all of the shortage category positions
already on other fires. For the most part IMT members were released from their incidents when we
were called out but managing their days off and impacts were significant and although we were able to
manage it, there were specific delays and caused additional work and tasks for the firefighters on scene.

-- | have said for years that there are not enough IMT members to staff the 5 IMTs and the now with the
rise of the type 3 IMTs it has become worse. At the time of IMT selections there are always personnel
as the season unfolds many of the members freelance and as long as there are not multiple incidents at
the same time it is not an issue. But when multiple IMTs are utilized simultaneously the last IC has a
significant problem with staffing.

What proactive measures did you take for firefighter safety this season?

Clear direction and explanation of values of risk and why firefighters are being asked to do the tasks
each day. Along with opportunities for sharing of information between all levels of the fire organization
while on the incident.

What did you do differently this year?

-- Theater of Operations between the IMTs and explanation to the agency administrators of how this
new method of managing multiple incidents would work to all of our benefits. It did have significant
impacts to financial packages and the amount of time and personnel to meet specific needs.
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-- Utilization of community response teams to assist various communities in advance of an evacuation.
This was something new from NIFC and was happy to be the first IMT to utilize these personnel and the
niche between liaison officers and information officers. A national report is being developed and will be
sent out on the result.

What did you do to meet agency specific goals?

-- Communication on a variety of levels, the first meeting started at 0530 and between conference call,
community meetings, ended around 1300 and then began again in the PM and evenings.

What efficiencies have you implemented for your IMT?

-- Monthly conference calls and subsequently biweekly calls as potential call out became possibilities,
specifically addressing who was on assignment and who could be replacements.

How many C & G and critical shortage trainees were recommended as qualified?

Given the lack of assignments for our IMT used my role as the ICACC chair to gain assignments for IMT
members within the SW.

Benny Fisher was qualified as LOF and was identified as a replacement for the AD on the IMT; was able
to assist in getting other IMTs to bring him along.

Brad Pitassi — PTB is completed but needs to pass S-520 and he will be done,

Assisted Don Muise SOF1; he showed for 2 days on our assignment, and then we were asked by
SWAIMT 2 to send him to them as they had no one to assist Mike Gillespie. We complied and provided
training assignments to a variety of C&G from other IMTs in other GACCs as needed.

Team 2 - Pruett Small (Executive Summaries also attached to supplement the notes below)

Team 2 had 2 assignments in 2015. One in Vale, Oregon on the Cornet-Windy Ridge Complex and the
other to Grangeville, ID on Motorway Complex.

Cornet-Windy Ridge - They had challenges with database due to merging and complexing of fires. They
brought in a specific team to manage Structure Protection. Integrating them into their Team was a
challenge. They wanted to be in Unified Command. WFDSS continues to lag behind, based on past
experiences also. One trainee got signed off.

Then the IMT went to Grangeville ID NCF Motorway Complex. The incident had approximately 950
personnel. Everything went really well. It was challenging in that the community was fatigued and had
been involved with fire for 6 weeks. Database issues with multiple complexing, re-complexing, etc. Road
closures were also a challenge. They had 3 satellite camps. Did simulations of incidents with incidents
and provided good value. Also had good interface with Area Command.

Page 5 of 11



Team 3 - Bea Day

IMT was called to the Willow fire. Alan Sinclair was the primary IC. Bea Day was on an ICT1 T assignment
at Mad River. They had five signatories to the DOA. Fuels were salt cedar, ramped up quick. IA resources
had stopped forward progress. A few neighborhoods were evacuated. IMT purpose was to ensure good
mop up and safe return to peoples’ homes. It was a 4 day assignment. Emphasis was on use of the
206WF Form. Shared the Rhabdo information with everyone and local hospitals. Received good
evaluations from each agency. Jeff Andrews got signed off as ICT2.

Bea Day would like to continue the IMT C&G to Gettysburg effort. Also recommend face to face
meetings with AAs. Going with different IMTs and ICs is certainly worthwhile.

Team 4 — Dave Bales

Came up on the off rotation period. Got word to let the team go off rotation, then a lot of IMT members
went with the Type 3 Team. Then towards the end of the rotation period, they got a call to Northern
Rockies. Most of the freelancing folks did eventually join the team. When the team got to Sucker Creek,
a lot of the members needed days off. 2000 acre fire on the Helena/LCF. New AA was in place and was
engaged. The T-3 Team they took over from had done a good job. Getting resources was difficult. They
moved ICPs 4 times during 21 days. Really challenging in the IT world. Turned back fire after 12 days.
Then they were assigned to Family Peak, Bob Marshall wilderness LCF, challenging due to being a highly
planned area in how they manage the land. Benchmark, Spotted Eagle were 2 of the fires. Some of them
being 4+hour drive from one to the other. Spotted Eagle blew up near the community of Hart Butte.
200+ folks evac’d. Resources were minimal other than local FD’s. Sheep Mountain fire was threatening
David Letterman’s ranch. At one point these fires were the highest priority in the nation. Turmans IMT1
came in and replaced Team 4. Some good work with the use of 206 WF. Had a challenge getting an
ambulance. 2 OPS were signed off. PIO 2 and 1 PSC is really close.

Team 5
Team 5 had 2 assignments to Aggie Creek in Alaska and North Star in Washington.

After Action Review-North Star Fire, Nespelem, WA.

Operations-Safety:

The overall theme from this Section was the lack of resources for implementing a suppression strategy
other than point protection. It is recommended that in the future an IMT member be embedded with
expanded dispatch to ensure resources that are ordered from the fire and processed through expanded
are done efficiently and correctly.

Information:

The issue of not receiving resources (additional personnel) was also experienced by the PIO’s.
Furthermore, the resources received were very traditional PIO’s for phone messaging and trap lines; but
were lacking skills in managing social media.

Liaison Officers:

Because of the size of the fire, troubles with ordering resources, and the many moving parts the LOFR’s
were behind the power curve at the beginning. In republic there need to be more C & G presence and
that strategy worked to interface with the N. NM type 3 IMT; the Republic Ranger District; the severity
resources staged in Republic and the spike camp at Eagle Raceway. There were an unknown number of
people assigned to the fire in republic. The FEMA Strike team of structure engines was not being
managed other than by the Branch Director.
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Operations:

Communications got congested and confusing for adjacent divisions on the same TAC frequencies. Not
having the IMT 5 primary divisions available during the call-out and incident was an impact. Need to do
more radio check-ins. The change from swing shift to a full blown night shift was advantageous. The
need for satellite phones is still evident. Due to the shortage of resources the span of control was always
an issue. Initially going direct to and indirect attack was good sound risk management. Should be proud
of the accomplishment.

Logistics:

The issue with expanded dispatch at Mt. Tolman was serious and delayed the IMT/fire from receiving
resources. Also, the initial number of people and the skill level at expanded was problematic. The
contingency in republic was an issue especially the number of people to feed. The communications
network with frequency issues was an issue. It took 12 days to get a SUPL. The camp/ICP worked very
well. Local politics did play into some of the aforementioned issues.

Finance:

The issue of land use agreements that were brokered by the Type 3 IMT led to the need for a checklist of
what to consider. The transition with the Type 1 IMT and computer glitch created issues with demobing
people. Recommend a demob list and check-in list. Getting air costs from AOBD challenging.

Incident Commander-Pierson:

The complexity and size of this fire was Type 1 and everyone showed great resilience to the challenges
that were dealt to the IMT. At the C & G lunch more relevant and pertinent information can be shared;
and document the necessary actions to follow-up to close-the-loop.

Incident Commander-Nieto:

IMT 5 demonstrated skills of a high-performance team. The team maintained the respect for each other
throughout the incident. It’s difficult to compare this incident with others. The issues of safety and
medical weigh heavy on the IMT and incident of this scale. Fatigue was a significant factor during this
assignment. It should be mitigated by having other IMT members help share the load. Working with the
Type 3 IMT was about relationships and we must continue to work with them. The IAP’s and maps for
the incident were of high quality.

After Action Review - Aggie Creek, Alaska

SAFETY:

v Overall, this was a positive incident: it was well staffed with safety personnel from the previous
incident and additional personnel that were added when safety officers timed-out.

v The strategic planning meetings were successful and the results of those discussions spilled over
into how Safety and other functions designed their staffing and messaging.

v There was good communication between Safety and OPS in regards to risk versus gain.

PUBLIC INFORMATION:
v" Overall, again, this was a positive assignment.
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Bringing a computer to Base Camp (Wickersham) to download photographs and other information
lead to current information being compiled and processed.

v Social media was instrumental for timely delivery of information (the primary media base was
Fairbanks, Anchorage, Albuquerque and Santa Fe.

v' There was a lag time in the delivery of newspapers and other supplies for the PIO staff.

v The travel distance between ICP, Base Camp, and trap lines was challenging (4-hrs.).

v JIC provided good support, but did not have established SOPs.

LIAISONS:

v' Good assignment, “very busy.”

v' 75-80% of the interactions for the LOFR’s were related to the pipeline; the Alyeska Trans-Alaska
Pipeline Company was especially interested in the Incident Command System (ICS) and the Incident
Management Team use for spills (all-hazard incidents).

v The mastication operations generated high amounts of interest from the cooperators. Coordination
with the pipeline company on oil spills and leaks from operational equipment was good. All oil spills
were cleaned up in a timely manner.

v' The greatest challenge was being able to understand the difference in local government jurisdiction
and structure; such as Boroughs versus County; and their governing Boards.

v' Some confusion existed in the status, locations and jurisdiction for Native Allotments.

OPERATIONS:

v" The biggest challenges for Operations were: acquiring fuel for burnout operations (i.e., drip torches);
handling fresh food boxes; and use of heavy equipment where IMT-OPS personnel didn’t have the
experience (i.e. nodwell).

v" Borrowing crews for a day became problematic in regards to time/finance and logistical support.

v" Resource ordering was challenging because it was a slow process.

v" Retardant avoidance maps did not exist. The 300 foot buffer zone was used; however there was
extensive surface water on the west side (DIV G) of the fire.

v" The extra days to transition with the outgoing and incoming IMTs was beneficial.

v" Having the ability to adapt to opportunities and changing strategies and tactics (direct versus
indirect) benefited operations. To include not staffing Div. A, without type | resources and having a
potential 4-hour medical response situation.

v" The briefing of Air OPS with field and Planning OPS was important; this was especially important for
knowing priorities as well as understanding tactics in DIV G.

v" Using local expertise re: tactics provided good oversight and buy-in adding to ownership with the
fire. Using TFLD Beau Kidd as DIVS a huge plus since he already knew the fire.

v" The IMT worked well with the OPS section.

v" Liked the intent based objectives and linkage to divisional assignments.

v" Having multiple (3) OSC2’s + trainees worked well and provide increased flexibility. James added
needed depth; Mark got signed off — OSC2.

v" Having the experience of IMT members from the last trip to Alaska (2009-Hard Luck Creek) was
beneficial; helped to know the need to plan 3+ days ahead.

v

The logistical aspects of ordering, mobilizing and demobilizing crews were challenging.

AIR OPERATIONS:

ANANENRN

Having Air Attack who were familiar with the team was a positive.

The daily briefings with Air Attack were good.

The ability to have mobile maps for Air Attack was beneficial.

Able to convert from retardant to water, but it was somewhat of a surprise.
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v" The IMT needs to follow-up with having dedicated Air Attack personnel assigned with the team.

LOGISTICS:

v" Having a full complement of personnel and covering all the functions in the Logistics Section worked
well. This allowed some efficiency in setting up camp and break down of base camp.

v The transition from old ICP to the new ICP was delayed but with the depth in the Section most issues
were overcome.

0 Having the NOAA facility was great.

0 The original plan for the new ICP changed upon review by other sections.
0 The facilities at the old ICP (Lions Club) were inadequate.

0 The priority for housing section is Plans, Finance, Ops, Communications.....

v Split camps (e.g., base camp-Wickersham and ICP-NOAA) are always challenging.

0 Lots of good help with breaking down base camp.

v' The stability and management of camp crews was problematic with their high turnover (coming and
going at will).

v' Supply - The transition was difficult; the previous team left no records and their personnel left
before our team arrived. SWIMT members stepped up to get organized.

v' Ground Support - It was difficult to track the rental and lease vehicles from the other IMT and the
SWA IMT 5. There were in excess of 140 vehicles assigned to the fire. Need to look at needs vs
wants when we fly to an assignment.

v' Medical - Having two MEDL’s work well, it is recommended that the team carry two MEDL’s in the
future. Supporting boots on the ground with EMT’s and Paramedics and an ambulance was good.

v" Having a buying team from Alaska made a positive difference.

v" Fuel support was challenging; especially handling the 55 gallon drums. Need to order equipment
wet to reduce logistical support needs.

v' Consider using the satellite phone systems when cell/mobile and radios are not working well. The
team should explore purchase options.

PLANS:
v' The team’s past experience in AK was highly valuable.
v" Key functions were short staffed at the start of the incident i.e. Resources, Demob
v' Demobilization was a continuous process, with lots of fliers and the time lag for scheduling.
0 Needed to mitigate 2:1 for redeye flights
0 Security of the email account became an issue for travel documents; recommend having a
separate email account for Demob
v" Buses and crews became problematic as buses were not assigned to crews.
v" QR codes were widely used, required setting up google drive and drop box; team needs to add QR
procedures to our SOPs.
v Having people bring their computer as described in the pre-order allowed many people to function
from the beginning.
v The transition with the outgoing IMT was not smooth; no formal transition meeting.
v Ordering a Wildland Fire Module was valuable, helped with planning and operational needs (FOBS,
structure assessments, etc.).
45 trainees, including 8 high priority trainees from the SWA GACC.
Having the IC’s open each operational briefing and providing leader’s intent was successful.
Some issues were encountered with FAMWEB and IRWIN for 209 reporting; personnel from
Fairbanks Dispatch greatly helped.

AN
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FINANCE:

v
v

v

v
v
v

Working with previous IMT members/sections was very helpful.
Having Phyllis stay was a big asset because she knew what resources we had and her local
knowledge was helpful.
Good rapport with the buying team, expanded, and DNR.
E-Isuites was difficult to manage and inefficient (first time using on an incident).
0 Check-in issues were encountered because of not changing time zones on computers.
0 Posting time and running reports were especially challenging. Recommend dedicating one
computer in the future for exclusively running reports.
0 Must communicate with users before E-lIsuites is shutdown or IT maintenance is being done.
0 Having Donna Tate, E-Isuite program manager, was helpful to provide feedback about issues
Not having the appropriate documentation on file, because of resources checking in at the MOB
center and not checking in at ICP.
Many issues and problems with E-lIsuites that were not resolved even when an expert visited ICP.
The Alaska EFF process of hiring and pay was a challenge due to lack of familiarity.
The OLAS systems (AKA Viper) was challenging; very restrictive and hard to research contracts.

INCIDENT COMMANDER:

v

ANANENEN

ANERN

<\

ANANENRN

Customer service is the number one goal: for the host agency and the boots on the ground. ICS
worked, and fostered relationships.

The use and improvements to the ICS206 medical incident report went well.

The narrative format helped get Sections input organized; Need to include in team SOPs.

The AAR format is appropriate.

Must ensure the appropriate level of documentation is done: Individual and contractor performance
appraisals.

Must face our fears and not let time lag before action is taken.

There was a lot of pressure on the IC’s as a result of the number of IMT people on the team. The
negotiations relative to team size lead to the success of the IMT on this assighment.

Having the liaisons from the host agency (Lynn and Ed) was critical to our IMT being a highly reliable
organization.

Solutions were always brought with the challenges the IMT faced. Travel to Anchorage by train
occurred because the team offered alternatives to the local unit.

The new IMT 5 members need to learn the nuances of the team; need to share expectations and
team SOPs. There was honest feedback and evaluations during the assignment and at closing. Need
to mentor team members that have not been to S-420.

Always need to maintain the IMT focus even in times of success.

The intent based objectives were instrumental to the strategic planning session.

The number of injuries on the fire were significantly reduced which was a huge success.

Maintain the humble professionalism; learning and listening is critical to the IMT’s success.

Recognize those moments of clarity and humor.

SWCG Committee Reports

AICG No Committee Reports at this Meeting

Aviation

Dispatch
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Fire Planning

- WFDSS

Incident
Business

ICAC

Info & Prevent

NMICG

Operations

- Type 1 Crew

- Type 2 Crew

Communications

Predictive Svc

Training

Zone Coordinating Group Liaison Reports

Taos

No Zone Reports at this Meeting

Santa Fe

Albuquerque

Pecos

Gila/Las Cruces

Northern Arizona

Central West

White Mountain

Southeast

Agency Reports

US Forest
Service

No Agency Reports at this Meeting

BLM AZ

BLM NM

Nat Park Service

Fish & Wildlife
Svc

BIA - Southwest

BIA - Western

BIA - Navajo

AZ State

NM State

SWCC
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