



[image: image1.jpg]N

_Bec%mber 2006

....y...hkx 0 e ERVEY Wt N
e T O N N e v i

B o ST N LN e : p
s fznﬂ# R e g N -
ARERREL OSK S e B T \ ..‘ z

&

ZTMENT OF AGRIC

L

-. ..I .q.o ,,‘.o.la.. v. . E s
gl T STV .

Y “

i . |
. T i

N -






Introduction

Over the last decade, increasing numbers of long duration wildland fire events, and ballooning wildfire expenditures, have intensified scrutiny of Federal wildland fire efforts. This scrutiny and heightened public expectations emphasize the need for agency administrators and fire managers to understand the concept of Appropriate Management Response (AMR) in order to successfully implement Federal Wildland Fire Policy.
The 2001 Review and Update of the 1995 Federal Wildland Fire Management Policy,
concluded that “Multiple terms for various management options to respond to wildland fires have confused agency managers and employees, cooperators, partners, and the public…” This conclusion remains valid in 2007.
The AMR Guide Book will assist Agency Administrators and Incident Managers with understanding AMR and implementing wildland fire strategies and tactics. Other sources of information and direction (i.e. Wildland Fire Use Implementation Procedures Reference Guide) that should be considered when implementing a course of action are identified in the references section of this guide.
Applying Appropriate Management Response

Fire Managers have been using the appropriate management response on wildfires for many years, often without knowing it, and almost always without calling it AMR.  The appropriate management response is exactly that; taking the actions (suppression or otherwise) that are appropriate given the laws, policy, socio-political situation, and environmental conditions that are in effect at a given point of time.  For example, the “10:00 am” policy was appropriate response for it’s time, because policy did not allow otherwise.  Since that particular agency policy has changed and other policies have been instituted, the range of actions that constitute AMR today are considerably different.

Agency Administrators and Fire Managers today have a wide range of management (suppression) actions available to them that could be “appropriate” given their specific conditions.  Within our existing policy, a wide range of strategies and tactics may be appropriate on almost any fire.  Unless specific direction exists in law (such as wilderness designation), Land and Resource Management Plans (LMP) or the local Fire Management Plan (FMP), managers have the options of suppressing a fire, confining a fire with natural barriers, conducting a large scale burnout to contain a fire, or even just monitoring the fire.  These strategies are within our existing authority.  No additional approvals are needed to apply any of these actions.  

Managing a wildfire for resource benefits does require additional approval and NEPA through the LMP and FMP.  

Under current interagency fire policy, there are three types of fire; prescribed fire, wildland fire use (WFU), and wildfires. Prescribed fire is a planned management action for resource benefit. WFU and wildfires are both unplanned ignitions managed by the Appropriate Management Response (AMR). The management objective for these naturally ignited fire use fires is resource benefit (FSM 5103.2-6). The management objective for wildfires regardless of ignition source is suppression. The tactics used for all types of fires may be similar and considered AMR.
Significant changes over the past 10 years have increased the need for wildland fire agencies to revisit how fire managers view or understand AMR. These changes include a reduction in resource availability, increasing costs, urban sprawl and the increased number of fires managed under long term strategy, including mega fires. Other changes include the application of WFU fires outside of wilderness and the increased focus on fuels treatment.
Though the AMR concept has been around for a considerable amount of time, confusion still exists over management objectives, strategies and tactics.  The confusion stems, in part because current federal wild land fire policy only allows for one strategy or management objective per fire. This blurs the line between wildland fire use and suppression tactics that employ some of the actions typical of fire use.
Current policy (FSM 5103.2-1) states there can only be one management objective on a fire. Once a Fire Use fire is converted to a suppression fire, it can not be returned to a Fire Use fire (FSM 5103.2-7).  See Appendix A.
In order to resolve some of these issues, immediate steps need to be taken to adjust current wildfire management. A clear explanation with comprehensive expectations must be provided to each decision authority involved in the process. This includes the agency administrator, along with those functioning in command and general staff positions.

The AMR Guide Book will assist Agency Administrators and Incident Managers when choosing and applying tactics regardless of the management objective. There are other sources of information and direction that should be considered when selecting a course of action, refer to the references section of the guide for further details.
Background

Appropriate Management Response (AMR) has been used in fire suppression for a number of years. The term AMR has been popularized more recently. Confusion abounds with this concept; however, it is actually quite simple. Any action taken on a wildland fire could be AMR. The key is the proposed or utilized action must be determined based on a thoughtful and business like approach to fire management. Consideration to risk, exposure, costs and damage are all elements of this mindful selection of suppression strategies and tactics regardless of the management objective.
Current interagency wildland fire policy requires administrators select one management objective or strategy for any unplanned ignition. This objective is either wildland fire use (WFU) or suppression. There are a range of tactics available to managers regardless of the chosen objective or strategy. 

Policy requires NEPA to be completed prior to the selection of WFU (FSM 5103.2-6). Resource benefits are considered. There is no requirement for NEPA on a suppression fire and resource benefits are not a consideration. Actions on the fire ground may in fact be identical in terms of suppression tactics.
AMR as a term was established in the 1995 Fire Policy and clarified in the 6/20/03 Implementation Strategy and subsequent memorandums from the National Fire and Aviation Executive Board (NFAEB). “The Appropriate Management Response (AMR) is any specific action suitable to meet Fire Management Unit (FMU) objectives.  Typically, the AMR ranges across a spectrum of tactical options (from monitoring to aggressive suppression). In June 2003, the Wildland Fire Leadership Council (WFLC) approved the Interagency Strategy for the Implementation of Federal Wildland Fire Management Policy to fully implement the original strategy, address the recommendations for updates in the 2001 Report, and clarify operational issues. The NFAEB delegated the Federal Fire Policy Directives Task Group to accomplish full implementation. 

Full implementation included the development of a communications plan that would aid and assist in internal and external understanding of terminology and implementation process; development of consistent interagency language that describes how to implement each of the wildland fire policy statements; revision department and agency specific manuals, handbooks, guidebooks and other documentation as appropriate; revision of NWCG and federal wildland fire management agency fire and fuels management training courses; revision of federal wildland fire management agency and interagency national and field level agreements to reflect fire policy and implementation language changes; and the development of an internal periodic review process that would identify how well the federal wildland fire management agencies are implementing the seventeen fire policy statements, objectives and management intent.

Current policy restricts fire managers from applying both fire use and suppression strategies in the management of a wildfire. The decision for a WFU fire must be made at the time of ignition with the NEPA process complete. AMR is made at the same time, but does not require a fire manager to stick with only one tactic, but allows flexibility to determine the most cost effective tactic that will use the least amount of resources while protecting resources at risk. 
Though a Fire Use fire and AMR are not the same, this does not mean that the tactics may not be the same, such as monitoring, point protection, etc.; operationally there may be little if any difference in the tactics applied. In fact a WFU fire maybe the AMR strategy employed in some areas. Typically AMR is not about resource benefit unless it is a Fire Use fire. Unfortunately most of the time the first AMR tactic is perimeter control, and only after this strategy fails do fire managers look for other less intense strategies as a possibility.





Federal Wildland Fire Principles

In addition to the nine principals described in FSM 5107.21, any selection of strategy and tactics must consider; firefighter and public safety, smoke management and impacts, and the needs of our partners and cooperators.




Wildland Fire Use

Managing a wildland fire for resource benefit is the definition of wildland fire use. It would be considered appropriate management response to an unplanned ignition; however, it requires additional planning and has a unique set of approval requirements. The management of a Fire Use fire may involve any or all of the tactics mentioned in this guide. In order to be declared a Fire Use fire, Pre-ignition analysis, determination of appropriate conditions and NEPA documentation must be incorporated into the unit LMP.  Additional evaluation of suitability for fire use is required within certain time frames of ignition.  (See Interagency WFU Implementation Procedures Reference Guide, May 2005 for additional information).

Common AMR Strategies and Tactics and Tools
The following strategies and/or tactics are all acceptable appropriate management responses based on various situations and scenarios.  This list may not be all inclusive.  A very unique situation could result in the use of totally non-traditional tactics that could still be the appropriate response.  In addition one strategy or tactic does have to be used exclusively on a fire, any combination may be appropriate.
Full Perimeter Control
Full Perimeter Control – This is the most commonly used strategy on wildland fires.  Control lines, whether hand lines, dozer lines, plow lines, water or foam lines, are constructed around the entire perimeter of the fire. Roads, rivers and other barriers can be used in conjunction with constructed lines.  In the end a physical barrier exists completely around the fire.

Consider Using This Strategy/Tactic When:
· Immediate suppression would reduce cost and exposure;
· Chances of successes are moderate or better;
· Political/Social/Resource considerations preclude other options; 

· Conditions projected to worsen.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Generally accepted and non-controversial; 
· Well understood by firefighters and public;
· May keep the fire to a small size.

	· Often more expensive than alternative strategies;

· Extensive resources needed;

· Exposure of risk to firefighters;

· Missed opportunity to put fire on the landscape.


Specific Considerations for Agency Administrators
Most wildland fires in the lower 48 states are suppressed with full perimeter control that is establishing some type of fire line around the entire fire edge.  This strategy provides the basis for most of our suppression efforts, but there are some considerations for line officers before defaulting to this strategy.  At times of significant competition for resources (such as at PL 4 and 5), a unit may be unable to obtain the necessary resources to effectively continue this strategy as the fire continues to grow.  In addition as priorities within a geographic area or even nationally change, resources may be re-allocated to other fires with higher needs.  Continuing to use “typical” firefighting tactics, particularly in areas where large fires are expected, can be a significant drain on the national suppression budget.  Agency administrators (AA) need to consider the national picture and the drain on budget and opportunity costs of tying up resources.
Specific Considerations for Incident Management Teams
Safety:
· Increased frequency and duration to exposure of safety issues.
Information:

· Support agency position (national considerations) by incorporating key messages, use of teachable moments, etc. beyond typical fire statistics.

· Be aware of any socio/politically sensitive issues and keep upper level management informed.
Operations: 
· Competition, both locally and nationally may limit resource availability and hamper full suppression tactics.
· Tactics may rely heavily on specialized equipment or aircraft that may not be available. 
· Spike camps or logistical support for remote areas.
Finance:
· Recommend the release of under and unused resources (specifically aviation, crews, and heavy equipment).

· Request Operations to provide alternative tactics for specific Divisions or areas of the incident that may result in cost savings.
Point Protection
Point Protection – This strategy involves protecting specific points from the fire while not actively trying to line the entire fire edge.  Points being protected may be communities, individual homes, areas of high resource value, etc.  The specific tactics used to protect the point can vary from fire lines to burnout to structure protection with engines, etc.

Consider Using This Strategy/Tactic When:

· Fuels situation/weather/topography indicate high likelihood of mega-fire;
· Resources to be protected are distinct and offer high probability of successful protection;
· Resource availability is limited.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Significant cost savings;
· Reduce the number of resources committed;
· Reduces firefighter exposure;

· Concentrates effort to priority areas.
	· Perception of action not taken;
· Additional resource damage;

· Longer term environmental and public health impacts;

· Impacts on a larger area.



Specific Considerations for Agency Administrators

Agency administrators should be aware that a point protection strategy may be unpopular with local cooperators and within nearby communities.  Line officer involvement with community leaders and line officers from other agencies is key to successful use of this strategy.  Support of the strategy from all local unit employees when they are out in the community is critical.  
Specific Considerations for Incident Management Teams 
Safety:

· Potential for hazmat exposures and greater interaction with the public.
Information:

· Need to be very proactive with affected communities. Educate homeowners and community on personal responsibility, Firewise and prevention.
· Work with local unit on key messages, role of fire in ecosystems, etc.
· Assist Agency Administrator in managing public expectations (i.e. Fire, smoke, socio/political concerns, threat to communities/ tactics employed).

· Additional information resources may be necessary.
Operations:
· Cooperators (fire departments/districts) support or lack of, for the strategy. 
· Availability of local FD’s, water supplies and engines for community protection. 
· Be prepared to support burnout operations and holding actions simultaneously. 
· Spike camps or logistical support for remote communities.
 Finance:
· Need to collect personnel time from widely dispersed locations (logistical challenges related to documentation and cost capturing).
· Increase in potential claims filed by public as interaction with public and work on private land increases.
· Potential increase in land-use and cost share agreements needed to support personnel and incident facilities located in communities.
Large Scale Burnout
Large Scale Burnout – This strategy involves selecting line locations or barriers that offer the best likelihood of successfully holding a fire, and then burning out the fuels in between the original fire and the planned control line.  There are no limitations on the size of a burnout.  If the ignition will be done aerially by helitorch or plastic sphere machine, a local aerial ignition plan will be needed if it does not already exist.

Consider Using This Strategy/Tactic When:
· Terrain and/or natural barriers in front of fire offers better chances for success;
· Remote country or limited access;
· Weather window is available but may disappear in the future;
· Fire is needed on the landscape;
· Cost will be greatly reduced;
· Smoke can be mitigated;
· Resource availability is limited.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Significant cost savings;

· Often offers the best chance for success;
· Reduces total duration of the fire event;

· Returns fire to the landscape at appropriate intervals and intensities;
· Reduces the amount of line.
	· Negative perception from cooperators and local communities;
· Smoke impacts;
· Perception of increased liability;

· Risk of escape;
· Negative Impacts on timber supply

· Increased BAER

· Increased potential for floods and mudslides 
· Requires advanced firefighter skills and experience.


Specific Considerations for Agency Administrators

Utilizing burnouts, even on a very large scale, is an effective tactic for suppressing wildfires and agency administrators should strive to understand the tactic and keep it within the toolbox available to incident management teams.  Burnouts can bring about significant socio/political concerns, especially if other ownership is involved.  Agency administrators will need to be prepared to discuss and explain the tactic to cooperators, the public and the press.  Fires burning under extreme conditions offer few viable options for suppression, but a well planned and executed burnout is almost always one of them.  Fear of lighting additional fire and holding it is a real concern for managers, however if you cannot hold a burnout line, you almost certainly will not hold it when the main fire arrives.

If a burnout is planned using aerial ignition, the AA should ensure that his or her staff is involved and that the local unit provides the IMT with such items as the forest aerial ignition plan, aviation hazard maps, etc.  If burnouts are conducted on private lands, the AA should be prepared for questions and possibly claims that can come up well after the fire.  A burnout that is conducted successfully and protects a community can open the door for long term fire protection planning. 
Specific Considerations for Incident Management Teams 
Safety:

· Coordination of and communication with air/ground resources.
Information:
· Be sure the local unit has key messages on fire role in affected ecosystems.
· Target areas potentially impacted by smoke.
· Support agency position (national considerations) by incorporating key messages, use of teachable moments, etc. beyond typical fire statistics.

· Be aware of any socio/politically sensitive issues and keep upper level management informed.
Operations:
· Need expertise both on the ground and in charge with large burnouts and/or prescribe fire projects.
· Be sure carded aircraft and aerial ignition equipment and personnel are available.
· Develop or use local unit’s aerial ignition plan.
· Obtain local flight hazard map for aerial ignition burnouts.
· Mitigate smoke management concerns.
Logistics:
· Be sure necessary supplies are in stock (plastic spheres, glycol, etc.).
Finance:
· Potential increases in firefighter injuries near large burnout and/or prescribed fire projects.

· Potential increase in claims from citizens for smoke related property damage and medical bills.

· 

Monitoring
Monitoring – This strategy may be used for many reasons.  Depending on the conditions within the fire environment, the incident commander may determine that no action needs to be taken other than observing the fire spread on a regular basis.  The projected conditions will determine how often and what method (Ground, air, satellite photos, etc) is used to monitor the spread of the fire.  Normally when a fire is placed in a monitoring status, the IC or fire manager will establish geographic trigger points that will initiate addition evaluation or suppression action when reached by the fire.

Consider Using This Strategy/Tactic When:

· Values at risk are minimal;
· Fire behavior is not expected to become an issue;
· Fire spread is not expected to become an issue:
· Effective monitoring personnel or equipment are available;
· Resource availability is limited;
· Remote areas.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Greatly reduced exposure;
· Significant cost savings;
· Reduces resource commitment;

· Reduces firefighter exposure;
· Returns fire to the landscape.
	· Increased acreage burned;
· Can increase total duration of fire;

· Smoke impacts;

· Perception of action not taken.



Specific Considerations for Agency Administrators

Using the strategy/tactic of monitoring offers several challenges.  First and foremost may be overcoming the perception that we are just “letting the fire burn”.  The AA, local Fire staff and IMT need to work together and identify areas of concern and establish trigger points which will bring about additional evaluation or suppression action.  The AA needs to be comfortable with the trigger points and patient enough to allow a monitoring effort to run its course.  All the cost savings generated by a monitoring strategy can be lost if the IMT or AA panics and reverts to full suppression when not needed.  Monitoring can be conducted by ground based resources, from aerial platforms, or even by web-cameras at fixed points.  Terrain, weather, fuel conditions and potential spread all help determine the appropriate level of monitoring.  If very specific information on burn effects are desired, the AA or IMT can utilize the specialized position of Fire Effects Monitor.  Placing a remote or wilderness fire into monitoring status can be one of the most cost effective management responses. 
Specific Considerations for Incident Management Teams 

Information:

· Keep public informed and discuss benefits so panic will not ensue.
Operations:
· Availability of aircraft could force a change of tactic.
· Low priority fire will mean limited resources. 

· Continue planning for a change in strategies and tactics, look at worst case.
· Must have a long range weather/fire behavior forecast for operational adjustments.
· Develop trigger points for strategy/tactic shifts.
Finance:
· Potential increase in claims from citizens for smoke related property damage and medical bills.
Fuel Breaks
Fuel Breaks – Fuel breaks may be totally devoid of vegetation or may be shaded, in which some large overstory trees remain.  Fuel breaks are often established prior to a fire season or fire event.  The presence of a fuel break may serve as a control line, as part of point protection or as a trigger point in monitoring.  If fire behavior allows, a fuel break may be established as part of a suppression action in lieu of a traditional dozer line or similar control line.

Consider Using This Strategy/Tactic When:

· Effective fuel breaks already exist;
· Terrain and fuels lend themselves to effective fuels breaks;
· An approved Community Wildfire Protection plan calls for construction of breaks;
· Frequent recurring fires in urban interface setting.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Provide long term fire protection and cost reduction;
· Generally accepted by local communities;
· Could be incorporated into a CWPP;
· Provides firefighters a safer environment;
· Builds good community relations;
· Reduce potential for community evacuations.
	· Requires periodic maintenance;
· Requires specialized equipment;
· Pre-established breaks may not be adequate for fire conditions.



Specific Considerations for Agency Administrators

Fuel breaks can be a tool or component of several strategies and tactics including point protection, community treatments and utilizing natural or artificial barriers.  Utilizing pre-existing fuel breaks can be very cost effective and reduce exposure to firefighters.  Local units should provide IMT’s with locations and standards of all pre-existing fuel breaks and should encourage teams to use these in their strategy.  

New fuel breaks can be established as part of a suppression strategy.  Agency administrators should ensure adequate coordination with the local community and cooperators.  Administrators should also be aware that some publics may equate this to an attempt to harvest timber and should attempt to diffuse such perceptions.
Specific Considerations for Incident Management Teams
Safety:

· A rush to create fuel breaks without adequate preplanning during an incident may compromise existing safety procedures and guidelines.
Information:

· Community relations will be key because action is visible and local contractors are typically used. Additional information resources may be necessary.
Operations:
· Specialized equipment (logging type) may be needed.
· Removal of cleared debris may present a problem.

· This tactic will most likely be in conjunction with others on a large fire. Be prepared to prioritize resources.
· Consult closely with resource advisors on what the fuel break should look like (standards).
Finance:

· Hazard pay may become an issue when fuel breaks are not part of direct fire suppression.
Use of Natural or Artificial Barriers
Use of Natural or Artificial Barriers - Any type natural (rivers, streams, cliff lines, rock slides, etc.) or artificial (roads, dams agricultural fields, etc) barriers may be used as a component of any of the AMR strategies.
Consider Using This Strategy/Tactic When:

· Appropriate barriers exist ;
· Barriers are accessible and defendable;
· Total line construction is reduced;
· Resource availability is limited.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Can result in significant cost savings;

· Often offers the best chance for success;

· Reduce the amount of line;

· Less suppression rehab.
· Some barriers may provide easier access and mop-up.
	· Often makes fire impacts more visible to public;
· Smoke impacts;
· Some barriers may not be adequate.



Specific Considerations for Agency Administrators

The use of natural and/or artificial barriers can be very effective in reducing line construction needs and in reducing total suppression costs.  When heavily traveled or scenic roads are used as barriers, visual quality may be a concern with the public.  In addition, utilizing roads or utility rights-of-way may lead to damage to utility poles, telephone boxes, etc.  When rivers or lakes are used as barriers, IMT’s and agency administrators need to consider watershed concerns and evaluate fire impacts versus line construction impacts.
Specific Considerations for Incident Management Teams 
Safety:

· Potential for safety issues for the general public (or infrastructure) due to uncertainty of strategy.
Operations:

· Be prepared to burnout from existing barriers as part of this tactic. Have resources on hand for such operations.

· Be sure fire can not out flank existing barriers, take actions to prevent this.
· If using roads, be prepared to close roads to public traffic and keep closed until threat is over. Coordinate with proper authorities.
Community Treatments
Community Treatments – A slight twist on point protection, community treatments may involve actions within a sub-division or community to protect homes without actually building lines or conducting hose lays.  Actions such as trimming brush from around homes, moving wood piles away from decks and clearing around outdoor propane tanks may be examples of actions taken as part of this tactic.  In many cases these types of treatments may be effective as and much cheaper than constructing and holding lines.

Consider Using This Strategy/Tactic When:

· Minimal risk to community or individual homes;
· Limited availability of structure protection equipment;
· Appropriate labor force available;
· Firewise features already exist in community. 

Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Potential to improve community relations;
· Long term impacts through community education.
	· Potential for claims;
· Firefighters are working on private property, often close to homes.


Specific Considerations for Agency Administrators

Taking direct action within a community to improve the defensible space around structures can be a very positive and obvious action.  This often opens up opportunities for follow-up work within communities such as establishment of a Firewise program or development of a Community Wildfire Protection Plan.  Local units need to take advantage of such opportunities.  Local advice from AA’s to IMT’s is critical if bad relations exist with communities or individuals. 
Specific Considerations for Incident Management Teams 
Safety:
· Be sure proper PPE is available.
· Be sure all potential hazards are known and identified.
Information:

· Community relations will be key. Use crews performing community treatment as a conduit to get information to the public, via flyers, updates, etc.
Operations:
· Availability of crews and type.
· A clear understanding of what will be done at each structure or in each community.
· Crews/resources become public relations/agency representatives and need to conduct themselves as such.
Slowing/Delaying Fire Spread
Slowing/Delaying Fire Spread – This involves using any of a variety of actions to slow a fire spread and buy additional time in anticipation of a weather change, arrival of resources or other reasons.
Consider Using This Strategy/Tactic When:

· Beneficial weather change is predicted;
· High values at risk in future;
· Resources not currently available;
· Future options are expanded.
Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Public perception of action;
· Could buy time until conditions are right for other tactics.
	· Could be costly;
· No  control lines;
· Low probability of control;
· Resource exposure to risk.


Specific Considerations for Agency Administrators

Agency administrators need to understand that tactics to slow or delay a fire spread may be necessary on some occasions.  Most of the time, however, these type tactics are ineffective and costly.  Although the public is usually calmed by seeing airtankers and helicopters dropping retardant on a fire, the actions are very expensive and need on-the-ground follow-up.  Agency administrators should be cautious about pushing IMT’s to use aerial resources in a delaying mode.  A better choice may be working with Forest and IMT personnel to educate political leaders and the local public on when these expensive tools are effective and when they are not. 
Specific Considerations for Incident Management Teams 
Safety: 

· Places air resources at undue risk (Is this flight necessary?)
Operations:
· Mostly an aviation operation, need to have proper aviation management.

· Look for opportunities to follow aviation “delaying” tactics with ground resource “stopping” tactics.

· Must evaluate effectiveness in relation to overall strategy. Limited flight times may dictate a higher priority for use.
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Minimum Impact Suppression Tactics (MIST)

MIST – Any of a wide range of actions to minimize the appearance of suppression tactics.  Includes such actions as flush cutting stumps, camouflaging stumps and bucked logs, dragging brush out of site of trails, etc.  Several regions have developed MIST guides and these should be utilized for additional guidance. 
Consider Using This Strategy/Tactic When:

· In wilderness, wilderness study areas, or scenic areas

· Does not compromise chances of success

· In or near trails, recreation areas or other areas of high concern

· Actions can be completed without additional resources and with minimal additional costs

Potential Pros and Cons of Strategy/Tactic:

	Pros 
	Cons

	· Appropriate response in wilderness and other special areas;
· Supported by numerous special interest groups
· Can reduce rehab needs
	· Can add cost to suppression effort

· Can require longer commitment of resources

· Can reduce chance of success

· Can require special skills not commonly available



Specific Considerations for Agency Administrators

The use of MIST tactics is well accepted.  MIST actions have become commonplace on firelines and are known and understood by most fire crews.  Some MIST tactics can increase suppression costs.  Actions such as blasting logs along trails instead of chain sawing can present new safety concerns and require special skills.  

Specific Considerations for Incident Management Teams 

Safety:

· Potential for safety issues with non-standard chainsaw or crosscut saw cuts, use of blasters, etc.
Information: 
Operations:

· Expect considerable pressure to reduce line width.  Ops Chief must ensure that line standards are adequate for given needs and if standards are reduced that affect on chance of success is understood.

Planning:

· Ensure MIST displayed in WFSA and probability of success of selected alternative are appropriate
Logistics:

· May require special equipment (i.e. crosscut saws, blasting supplies, trail loppers, etc.)
Finance:

Decision Management
The Forest Service’s beginnings as a decentralized decision making organization was born of necessity. The limited nature of communication one hundred years ago left few choices. This model continues today and still serves the agency well most of the time. It is much more effective in situations outside of emergency response. However, this model has limited provisions for local decisions that would reflect national priorities when these priorities are in competition which is common in wild land fire operations.
In the worst cases this decentralized model encourages resource hoarding which may lead to impacts on the national resource need. 
Agency administrators are often, in the case of wildland fire operations forced into situations outside their experience. The demands on their time and attention to continue the normal flow of business doe not stop simply because of fire situation on their unit. These two factors can often lead to poor decisions.
In order to provide a paradigm shift, agency leaders and line officers must evaluate other   decision support tools to empower the agency with the necessary situational awareness to make the right decisions. The Planning, Decision, Execution, and Assessment (PDEA) Cycle, is a decision tool used by the military that could assist agency administrators in their efforts to improve decisions. This system drives decision makers to better assimilate and evaluate information in order to make sound decisions.  The PDEA cycle describes the process the commander and staff use to plan operations, make accurate and timely decisions, direct effective execution of operations, and assess the results of those operations.  It is a framework that supports the commander’s efforts to assimilate information in a chaotic environment to increase tempo through timely and decisive actions.   Decisions are made throughout each phase of the PDE&A cycle.    
The link to the web site is in the reference section and provides much more detail of the process.

Delegation of Authority
Delegations of Authority are one of the documents that IMT’s and IC’s base incident objectives on. These objectives in turn are the basis for the strategies and tactics. Delegations rarely if ever mention Appropriate Management Response (AMR) outright. There is no reason or policy that prohibits AMR discussion in the delegation. Certainly if AMR became part of the delegation then expectations could be clearly defined and addressed, leaving no doubt as to intent, for the IMT or IC. 
Delegations should not limit the full range of AMR’s unless specifically needed to protect certain areas, comply with FMP/LMP’s or satisfy the needs of cooperators. Large fires may have multiple tactics covering different areas of the fire. The appropriate response could be described in the delegation to further clarify expectations in various stages or areas of the fire. 
Recognizing that many variables affect AMR and therefore the delegation of authority, it can be extremely difficult for the Line Officer to balance the needs of all parties concerned. It is recommended that agency administrators discuss the development of the delegation with the incoming Incident Commander. Coordination with the next level of the organization before preparing the delegation may help clarify intent, simplify political considerations, open options and lessen the burden on the locally.
The Interagency Incident Operations Handbook (Red Book) Chapters 1,10 and 11 offer assistance to agency administrators regarding delegations, AMR and cost containment. 
Risk Management
Risk management as a science is not routinely applied to wild land fire operations at the local level. Managers quantify risk in terms of fire fighter safety, public safety, structures, natural resources and fire escape. The risk is often characterized or measured in the expected fire behavior. Frequently the analysis of expected fire behavior produces very accurate forecasts, especially in the short run. However, the accurate forecast does not always translate in to appropriate resource allocation. 
Hoarding resources, intensive and extensive mop-up, constructing line in areas with little threat, installing sprinklers around structures facing minimal threat and flying aviation assets to prevent their reassignment are all behaviors of a risk averse organization.
The unquantified threat of the fire escaping or burning homes fuels the “what if” mentality. Even when the fire behavior forecasts are favorable there is always some chance something will not go as expected. This minimal chance leads decision makers to make poor decisions.
In assessing risk it is imperative to accurately determine all the risk and exposure. Too frequently decision makers assess the risk of escape, the risk to structures but not the risk to fire fighters building line that most likely won’t hold or to aviation staff dropping suppressant at ineffective times or places.  
Line Officers often feel all the risk is upon their shoulders, if anything goes bad  they will receive all the blame. This view is not supported historically. Line Officers, agency administrators and incident commanders have been completely supported in their fire management decisions as long as their decision was inside the applicable policy. 
Fire operations are a high consequence, low frequency activity. It is also inherently dangerous business. Organizationally there is tremendous need to improve risk evaluation and eliminate the high cost, low return behaviors routinely employed in the name of risk management. 
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APPENDIX A

Policy Background 

Appropriate Management Response as a term was established in the 1995 Fire Policy; reaffirmed in the 2001 REVIEW AND UPDATE OF THE 1995 FEDERAL WILDLAND FIRE MANAGEMENT POLICY; and further clarified in memorandums from the National Fire and Aviation Executive Board (NFAEB). In June 2003, the Wildland Fire Leadership Council (WFLC) approved the INTERAGENCY STRATEGY FOR THE IMPLEMENTATION OF FEDERAL WILDLAND FIRE MANAGEMENT STRATEGY to fully implement the original 1995 strategy, address the recommendations for updates in the 2001 Report, and clarify operational issues. 

The 2001 REVIEW AND UPDATE OF THE 1995 FEDERAL WILDLAND FIRE MANAGEMENT POLICY stated that the “Response to wildland fire is based on ecological, social, and legal consequences of the fire. The circumstances under which a fire occurs, and the likely consequences on firefighter and public safety and welfare, natural and cultural resources, and values to be protected dictate the appropriate management response to the fire. “ 

The June 20, 2003 INTERAGENCY STRATEGY FOR THE IMPLEMENTATION OF FEDERAL WILDLAND FIRE MANAGEMENT STRATEGY states “The Appropriate Management Response (AMR) is any specific action suitable to meet Fire Management Unit (FMU) objectives. Typically, the AMR ranges across a spectrum of tactical options (from monitoring to intensive management actions). The AMR is developed by using FMU strategies and objectives identified in the Fire Management Plan.” Other relevant direction from this document states:

1. Only one management objective will be applied to a wildland fire. Wildland fires will 
either be managed for resource benefits or suppressed. A wildland fire cannot be 
managed for both objectives concurrently. If two wildland fires converge, they will be 
managed as a single wildland fire.

2. Human caused wildland fires will be suppressed in every instance and will not be

managed for resource benefits.
3. Once a wildland fire has been managed for suppression objectives, it may never be

managed for resource benefit objectives.
4. The Wildland Fire Situation Analysis process is used to determine and document the

suppression strategy from the full range of responses available for suppression

operations. Suppression strategies are designed to meet the policy objectives of

suppression.
5. Wildland fire use is the result of a natural event. The Land/Resource Management

Plan, or the Fire Management Plan, will identify areas where the strategy of wildland

fire use is suitable. The Wildland Fire Implementation Plan (WFIP) is the tool that

examines the available response strategies to determine if a fire is being considered for

wildland fire use.

In summary, AMR encompasses the full spectrum of strategic and tactical responses that a manager may apply to a wildland fire event. Any action taken must be based on Land and Resource Management Plan or Fire Management Plan objectives. The fundamental difference is that wildland fire use is managed to achieve resource benefits and a wildland fire suppression event is managed to minimize resource loss.

Wildland Fire Use Events (managed for resource benefit) must result from natural ignitions, and human caused fires must be managed with a suppression objective. 

A wildland fire can only be managed for one objective, suppression, or resource benefit, not both. Once a suppression objective has been established, a resource objective can not be implemented.

The full range of tactical actions is available for application on wildland fires managed for either suppression objectives or resource benefit objectives. Tactically there may be no apparent difference between a wildland fire use event (an event managed for resource benefit) and a wildland fire managed with a suppression objective. Tactical actions ranging from monitoring to complete perimeter control are appropriate for either event. 

Analysis of a wildland fire use event is conducted with a Wildland Fire Implementation Plan. Analysis (WFIP) of a wildland fire with a suppression objective is conducted with a Wildland Fire Situation Analysis (WFSA).
�This is more of a strategy and should not be included with the preceding items.
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