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The purpose of the first Pulaski Conference
To assemble doctrine, validate policy, and display tactics that will begin an intellectual and operational renaissance focused on risk management and effectiveness in our wildland fire suppression mission.
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“This is the beginning of a new culture.”

Ed Hollenshead, Pulaski Conference Incident Commander; National Fire Operations Safety Officer,

in his opening remarks at the Pulaski Conference.
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“This opportunity and experience rates among the top two or three experiences I’ve had in a 30-plus year career. Thank you for letting me be a part of this.

It has been a true honor.”

Pulaski Conference Participant

Thanks for the opportunity to be a part of this. I believe the outcome will be a happier, safer, and even more professional wildland fire workforce.”

Pulaski Conference Participant
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I  Why We Needed This conference

“Those who are possessed of a definitive body of doctrine and deeply rooted convictions based upon it, will be in a much better position to deal with the shifts and surprises of daily affairs than those who are merely taking short views.”

Sir Winston Spencer Churchill

on the Benefits of the Doctrine Process

Forest Service Takes First Significant Step Toward a Framework of Foundational Doctrine
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Ask any firefighter, fire program leader, or line officer—perhaps yourself: What doctrinal principles guide our agency’s fire suppression activities?

The answer: “I’m not sure.” “I don’t know.” “None?”
Believe it or not, this agency really doesn’t have any. Not clear. Not consistent. And often times, not relevant—or reliable.

All through the last century—and so far this century—the USDA Forest Service has been unable to clearly articulate such significant—and vital—operational values.

Our agency’s current doctrine is fragmentary, confused and combined. And, it is unfortunately intuitive—rather than explicit. Furthermore, it can only be found—often with much difficulty and frustration—concealed in a mishmash of guides, manuals, and handbooks. To wit: the IRPG, “Red-Book,” FSM 5130, FSH 5109.17, Fireline Handbook, student workbooks, several checklists. . . This disparate list, regrettably, goes on and on.

We need—and our employees deserve—something much more effective. For, as we all know, without any clearly-stated guidance, the Forest Service—and its people—have been held accountable solely to these illusive and capricious measures. They really should be judged on their behaviors and decisions that support the agency’s mission.

The first Pulaski Conference, therefore, served as the first critical step toward developing and building such a fundamental and essential framework of foundational doctrine. Doctrine that will clearly—and safely and effectively—guide our fire suppression activities into the challenge of this new century. 

As this report illustrates, we have the opportunity to deliberately and intentionally craft doctrine that—balanced with objective policy—will guide the Forest Service in meeting its legal and ethical mandate to protect natural resources and communities while providing for firefighter safety.

Rules Alone will Never Ensure Our Success

     “Rules tell you what to do, so your judgment skills atrophy.”
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Mark Smith, Pulaski Conference “Doctrine” Subject Matter Expert, Mission-Centered Solutions, Inc.

There is no question that today’s Forest Service is called on to perform its wildland fire suppression mission in a political, cultural, and physical environment that is more challenging than ever before.

The expectations of our performance—and the scrutiny of our actions—are extraordinary. While we most certainly need rules in such an environment—rules alone will never ensure our success.

Consequently—now more than ever before—we need this clearly-stated foundational doctrine that supports the Forest Service mandate for wildland fire suppression. With the first Pulaski Conference, we had the opportunity to deliberately and intentionally craft doctrine that—balanced with objective policy—will guide the Forest Service in meeting its legal and ethical mandate to protect natural resources and communities while providing for firefighter safety.

This foundational doctrine—supportive yet separate from our current 156 wildland firefighter-related inviolate “rules”—will successfully support the agency’s operational doctrine today—and into the future.

That is the essence of this long-overdue foundational doctrine framework. To shape an organization that is guided by well-stated doctrinal principles that truly represent the reality of our Forest Service work, environment, and mission.

That is what the first Pulaski Conference provided.
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Foundational Doctrine: Will Provide Firefighter Safety and Effectiveness and So Much More

To ensure success in our agency’s historic wildland fire suppression commitment, the Pulaski Conference crafted and outlined:

· Doctrine to govern the activities and performance of the Forest Service in fire suppression operations.

· The doctrinal basis for Forest Service involvement in interagency fire management.

· The groundwork for unprecedented improvements in firefighter safety and effectiveness.

· Foundational fire suppression principles for the exercise of authority by fire managers, incident commanders, and subordinate leaders.

· An improved and enhanced guide to help develop our firefighters and our leaders. 

· The authoritative foundation for subordinate doctrine, workforce design, material acquisition, professional development, and collective and individual training.

· A method by which to ensure we are best prepared to face this new century—with its infinite and inevitable variability of wildland fires—with a sense of initiative and accountability.

· The ability to develop and instill our firefighters and leaders with an understanding of how to think—not what to think. For, certainly, our agency’s success depends on the ability of our men and women to make decisions in today’s dynamic, high-risk and high-consequence wildland fire environment.

The Numerous, Significant Advantages of Developing Wildland Fire Suppression Doctrine

Decision authority, responsibility, and freedom to act will be precisely defined.

The current risk to the agency is that improper behaviors, poor judgment, or the lack of critical decision-making skills are seldom evaluated. They may go unnoticed for years—until they result in a bad outcome.

Through the illumination of clear, shared, and unambiguous doctrine: 

· Decisions and actions will be connected with the overall mission, and will contribute to inter- and intra- program/agency integration and coordination.

· Communication will be consistent and comprehensive. Multiple interpretations of purposes, needs, and desired outcomes will be eliminated.

· The value of policy to accomplishing the mission will be enhanced. Policy, when developed as expressions of guiding principles, will serve to define the context of decision-making rather than confine the decision-maker.

· 
Decision authority, responsibility, and freedom to act will be precisely defined.

· The foundation upon which the agency establishes consistency in its response to criticism, arbitration, and litigation will be well established.

· Firefighters and fireline leaders will be provided with an unambiguous means to evaluate risk vs. gain—avoiding both risk aversion and recklessness.

From the March 30, 2005 Review of Fire Suppression Doctrine for the USDA Forest Service
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“The complexity of our fire suppression management work has increased exponentially. Operational doctrine has not evolved to keep pace with this change.

The environment in which the fire suppression work is performed today is dynamic, high-risk, and high-consequence. It is among the most visible work we, in the Forest Service, do. . . . [Yet] there is an absence of clearly illuminated doctrine and guiding principles supportive of this fire suppression mission.

This is not to say that doctrine and principles don’t exist. They simply do not exist in a manner that is easily discerned, commonly understood, and consistently applied in managing the issues surrounding wildland fire suppression.”
From the September 1, 2004 Defining Doctrine and Guiding Principles

of Wildland Fire Suppression in the USDA Forest Service

‘Thirty-thousand firefighters are trusting you to this enormous task.’

“You know the work, you know the business, you have the brains and the energy. I know you’ll make history this week.”

“Thirty-thousand firefighters are trusting you to this enormous task.”

“Here is some history that is meaningful to me, I hope it is meaningful to you: 1910 – fire war; 1935 – 10 a.m. policy; 1957 – delineation of the 10 standard firefighting orders; 1976 – we change our name and philosophy from fire control to fire management; 1995 and 2001 – we develop the first federal interagency fire policy and then update it; June 10, 2005 – participants meet in Alta, Utah to assemble Forest Service suppression foundational doctrine.

I think this conference will be that significant. The concepts you’ll discuss are not new—they are very important. I’m excited about our use of the concepts—of innovative, disciplined thinking.”

Tom Harbour

National Director of Fire and Aviation Management

in his opening remarks at the Pulaski Conference
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II  Six Days to Start a New Culture:

    How we Did It

 “This will be a six-day working conference. I need to emphasize working. The pace will be quick and the hours long to accomplish the conference objectives. You and your groups will find it necessary to work outside conventional working hours. Though structured, you will set the pace to accomplish this goal.

The work you accomplish at this conference has significance that may likely endure well beyond our careers. That you have been selected is a statement of the value your agency and your peers place in you.”

Ed Hollenshead, Pulaski Conference Incident Commander,

National Fire Operations Safety Officer.

From his opening letter to conference participants

 included in the pre-package—along with a CD “resource library” 

of reference materials—all mailed two weeks in advance.

 “My commitment to the Pulaski Conference members is to implement their creation. I am aware this is an extraordinary statement. I am able to make it because I have faith in the quality and diversity of this group that we have appointed to the task.”

Tom Harbour

National Director of Fire and Aviation Management

First Day

  Sunday June 5, 2005

Ed Hollenshead welcomes the Pulaski Conference participants. He explains why their nametags are first names only. “Your identity is based on your contribution—not your rank.”

Subject matter expert in the development and use of doctrine, Mark Smith of Mission-Centered Solutions, Inc., explains the concept and purpose of “doctrine.” His presentation includes: how doctrine fits with our legal mandate and policy; how this week’s efforts fit into the larger scheme of things. Hollenshead explains:

“You are here to make clearly articulated, commonly understood doctrine—foundational doctrine—upon which we can build our operational doctrine.”

“We want you to move freely outside the box. By the end of the day Wednesday we will have gathered U.S. Forest Service foundational doctrine. On Thursday you will produce a statement and develop clear guidance on how each of the doctrine will be used.”

Second Day

  Monday June 6, 2005

 “I’ll leave you with something perhaps as dear to me as anything. I’ll leave you with my trust. My trust that you’ll put your heart and soul into this week. That you’ll debate and discuss. That you’ll have as robust a dialogue about these topics—as fierce a conversation about ideas—as you’ve ever had before in your career dealing with fire suppression.”

Tom Harbour

National Director of Fire and Aviation Management
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Participants introduce themselves by first names only. They briefly answer: What’s your motivation for being here?[See sidebar on next page.] No last names, no job titles, no home units are voiced. As they stand up to share their motivation—often heartfelt passion—for being a part of this concerted—perhaps milestone—effort, a fierce—symbolic—relentless and sustained up-canyon Wasatch Range wind rattles the Pulaski Conference windows.

Tom Harbour—who acknowledges this metaphorical wind—welcomes everyone and provides a highly motivational and well-received “Commander’s Intent” address that outlines his guidance to, and expectations for, the Pulaski Conference.

A vigorous brainstorming session illuminating concerns and issues to generate potential ideas for doctrine (Where does the Forest Service need doctrine?) is facilitated by Mike DeGrosky and Faye Fentiman.

From more than 70 individual suggested doctrine ideas, seven general areas of doctrine are formed: Operations; Defining the Environment; Leadership and Accountability; Risk and Risk Management; Mission; Roles; and Cost Management.

Participants dive into a “30 Minute Mission” based on the assumption that “they possess a high level of competency for the rapid formation of high-performance, cross-functional teams.” Facilitated by Faye Fentiman, each of the participants choose which of these doctrine groups he or she will pursue. Rules of the road: They may not be on the same team with people whom they work with daily. A minimum of three Regions must be represented on each team. Teams should have a minimum of four and maximum of eight team members.

Conference participants form into these seven corresponding doctrine work groups. (Even though they will be working separately on these individual teams, ample opportunity will be provided throughout the week for collaborative intra-team contributions and discussion.)

A “Situation Awareness” exercise is held to increase efficiency and effectiveness in accomplishing the task of further identifying and crafting the foundational doctrine. (Cont. on page 12)
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Participant Introductions -- Answering the question: “What’s your motivation for being here?”
On wildfire fatalities

“I’m tired of talking to the family members of deceased firefighters. Hopefully we can do something about that starting this week.”

“I had to deal with nine deaths in 1994. I never want to do that again.”

“I’m here for Devin, Jessica, Karen, and Tom.”

(The firefighters who perished on the 2001 Thirtymile Fire: Devin Weaver. Jessica Johnson. Karen FitzPatrick. Tom Craven.)

On THE CURRENT ‘RULE-BASED’ SUPPRESSION EMPHASIS

 “This is timely—if not overdue. We are experiencing an increased preoccupation with people trying to not do wrong—rather than doing what’s right. I hope we can turn that around.”

 “I believe that fire suppression is a fundamental and critical part of the Forest Service. We have got to unshackle and free-up ICS to make decisions in the heat of battle. In the fire environment we have created, people don’t have time to think.”

 “When I heard about the idea for this conference, I said: ‘Finally!’ I abhor the rule-based, fear-based, non-thinking approach that we’ve developed into.”

 “I work with a bunch of kids—most of them are pretty intelligent. But they’re seeing all these documents, all saying different things.”

 “This is a new beginning. We need to get back to a common sense approach—rather than simply checking a rule book.”

ADDRESSING the FEAR OF LIABILITY

 “Many people now believe it’s not worth the risk to be an IC 3 anymore. I want to remove that barrier.”

 “Four hundred fire leaders met at a conference last year in Reno. The top issue was liability, rules and checklists. There was a fear of not checking off the box correctly. This is leading to good people leaving the fire organization. And to people not wanting to be Type 3 ICs. We need to do something about this fear of liability.”

MISCELLANEOUS

 “In our partner’s eyes we are becoming more and more ineffective. We need to overcome this and be a leader.”

 “We have drifted. What really is our focus? This is an opportunity to address this and set a course for the future.”

 “I’m here after working in fire operations for several years. Seems like this week is a platform for positive change. I want to be a part of that.”

 “I’m here to empower the GS-3 line-digger to be accountable for his or her own personal safety. Sense of duty is a personal responsibility. In high-risk management we start by empowering the guy on the ground.”

“This change is much needed. It’s been talked about in the field for a number of years. Management is finally listening. It reminds me of one of General Patton’s quotes: ‘If everybody’s thinking the same—somebody’s not thinking.’”

 “This is an opportunity to do more than complain—to actually do something about it.”

 “I’m here for our troopers on the ground.”
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(Cont. from page 10)
Fentiman tells the participants: “Approach this task with curiosity. Use this time to lay the groundwork for your week together. Focus on generating more questions than answers. Good questions will support your work together.”

A lively and reflective team building and team identification exercise is hosted by Rita Cantu, facilitator/conference weaver. As she explained on the conference’s first day: “You’ll be operating this week at the edge of growth—in the stimulating zone. I will be facilitating and counseling you—conference weaving—on how to keep your creative edge. You’ll be working with your heart as well as your head.”

The seven doctrine work groups depart for their individually assigned work areas. Completely self-managed, they are on their own for the next two days to devise, generate and create their work independently. They are provided a variety of information and publications and reference materials. 

Facilitators and conference staff are always available to provide assistance and answer questions.

All seven doctrine groups work into the night.

Third Day

  Tuesday June 7, 2005

“We are not ‘steering’ you this week. That will be up to you.”

Mike DeGrosky, Management Consultant/Facilitator

“When you get this much intelligence and passion in a room—good things happen.”

Faye Fentiman, Management Consultant/Facilitator

The working groups continue developing their doctrine. 

Besides robust dialoguing among themselves, throughout the day and night, groups also visit with one another to explore ideas and to challenge each other’s thinking.

Once again, all seven of these doctrine groups work into the night.

             
[image: image10]   
[image: image11]  
[image: image12]
Fourth Day              “This conference has given me hope for our future fire program, and trust and faith in the Washington Office leadership.”
  Wednesday June 9, 2005                                                                                                         Pulaski Conference Participant
Workshop participants continue shaping their doctrine in the individual work groups all morning. At 1 p.m. all teams meet back together. Each group has 15 minutes to present a summary of its proposed doctrine. Via an immediate straw poll feedback system, doctrine teams are matched with those who have follow-up constructive comments regarding their doctrine.


Teams return to their individual work places to make revisions and further hone their foundational doctrine. Their completed, final doctrine is due by 8 a.m. tomorrow morning.

Once again, the doctrine teams work into the night.

Fifth Day                             “This was a dynamic conference. The mix of personnel was very good . . . People with passion and interest . . .”

  Thursday June 9, 2005                                                                                                         Pulaski Conference Participant
All seven teams submit their doctrine text to Frank Carroll, whose production team will compile everything into a single doctrine package report to be presented to Tom Harbour tomorrow morning [see Chapter III].

Conference participants experience a visualization process and then break into groups to verbally share individual wildland fire-related “stories.” Afterwards, participants reform into three new groups to develop:
· An action plan for developing operational doctrine in cooperation with agency partners.

· A system and process for establishing relationships between doctrinal elements linking to vision, mission, training, and operations.

· A doctrinal review process for developing and maintaining an infrastructure and organization to coordinate and maintain doctrine.
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“I believe this development of doctrine is crucial to renewing the morale of firefighters. Governance of behavior by checklists has taken the heart out of what used to be a most

 rewarding career—firefighting.”

                                                       Pulaski Conference Participant

Sixth Day

  Friday June 10, 2005

Final Participant Feedback

The completed Wildland Fire Suppression: Foundational Doctrine report is handed to National Fire and Aviation Management Director Tom Harbour. A 15-minute video presentation produced during the week that summarizes and captures the essence of the conference receives a standing ovation. 

Conference participants’ chairs are arranged in a large circle that includes conference staff, Ed Hollenshead, and Tom Harbour. One by one, everyone has an opportunity to address Tom with their comments:

“I want to thank you Tom for putting this exceptional ‘Pulaski’ in my hand to go forth and chop away at what we know will be a very tough but good fight. The firefighters on the ground are going to see the value of this Pulaski. And they’re going to pick this tool up and they’re going to go ahead and anchor line. Continuing this metaphor, you have a large responsibility to sharpen this tool and take it forth to our government, to Capitol Hill. And that’s where I’m afraid you’re going to end up with some ‘underslung line.’ I’m hopeful that you can avoid the pitfalls and don’t get too many ‘rollers’ and ‘spots.’ I thank you from the bottom of my heart.”

                                                       Pulaski Conference Participant
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 “I came here with a passion to tell the story on behalf of the passion of the 45 incident management team members that I’ve interviewed the last 6 months. I saw fear in those interviews, I saw frustration, I saw dwindling hope. I heard comments like: ‘we’re cut to the bone on trying to contain cost—we can’t cut anymore.’ I’ve heard about the rules that constrain these people to the point that they were choking. And my heart bled for them. I promised them that I would tell their story. I came here this week for the sole purpose of doing that. And I saw the renewed hope this week. And I think that’s so important, because if we don’t have hope—we can’t continue.  Tom and Ed, I admire your courage. And I ask you to go forth and to face the tough times in this political climate. Thank you so very much.”

Conference Participant
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“Ten years ago we were down the hill at Snowbird. The symbolism of that is striking to me: Down the hill a little bit. Ten years in the past.

We were struggling in the aftermath of Storm King and South Canyon. Jerry (Williams) (former National Fire Director) was talking to us about the small steps between ‘can do’ and ‘make do’ and between ‘make do’ and tragedy. I thought about the importance of us—now—remembering that we are trying to make a transition, too. Not from ‘can do’ to ‘make do’—no, not going in reverse—but trying to make a transition from ‘can do’ to ‘can think.’ That’s the transition we are trying to do.

We’re trying to get up the hill and reengage the brain. . .

TriData should have been a source of inspiration for us. You go back and look at Item #82 in the (1998) TriData Report. You’ll see that firefighters said that one of the things that they wanted was to be able to think. When TriData came out we were already feeling this pressure of too many rules, of too much regulation. . .”

Tom Harbour
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II  the proposed doctrine

‘Fire Suppression: Foundational Doctrine’
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“Doctrine is the body of principles (not rules) that guides an organization’s activities and actions. A principle is the moral or ethical standard that forms the foundation of judgment, mode of action, decision, and behavior. Doctrine is the expression of the fundamental framework, concepts, and principles that guide the planning and conduct of operations. It is authoritative but flexible. Doctrine must be definitive enough to guide specific operations, yet adaptable enough to address diverse and varied situations.”

Mark Smith, “Doctrine” Subject Matter Expert

Mission-Centered Solutions
Purpose of Wildland Fire Suppression Doctrine

Wildland fire suppression doctrine covers our fundamental beliefs on wildland fire suppression. Doctrine establishes a particular way of thinking about wildland fire suppression. It provides a philosophy for leading firefighters in suppression operations, a mandate for professionalism, and a common language.

Wildland fire suppression doctrine does not consist of procedures to be applied to specific situations. Rather, it sets forth general guidance that requires judgment in application. Therefore, while authoritative, doctrine is not prescriptive. Doctrine is about tools, not rules.

Confusion and frustration to workforce

During the last several years, the performance of the Forest Service’s wildland fire suppression mission has undergone enormous scrutiny. Wildland fire and aviation operations safety, fire suppression expenditures, and accountability for decisions and procedures, have all been brought into question.

The agency responses have largely been tactical. They have lacked a clear anchor to well-understood foundational principles, or doctrine. Unfortunately, this approach has contributed to a layering-on of numerous prescriptive policies. The result: confusion and frustration to the agency’s fire suppression workforce.

The environment and the mission of the wildland firefighter today demands increased agility in decision-making. And yet the firefighters’ ability to adapt and react has become more constrained. Fireline performance expectations have become increasingly rules-driven—at the expense of addressing the fundamental human factors that lead to critical decision errors, delayed judgments, and actions.

Consequently, today, there is a serious inconsistency in the agency’s approach to—and understanding of—its overall wildland fire suppression mission.

This report aims to resolve this inconsistency by establishing foundational doctrine for wildland fire suppression. In doing so, it provides foundational wildland fire suppression principles for exercising authority by fire managers, incident commanders, subordinate leaders, and firefighters. 

DEFINING THE OPERATIONAL ENVIRONMENT

Successful accomplishment of the fire management suppression responsibility is essential to support the Forest Service mission. This requirement demands a comprehensive and effective doctrine to empower and guide people to use all their training, experience and judgment in making the best decisions possible in this harsh operational environment.

Wildland fire operations can range from traditional fire suppression, to managing an incident within an incident, to responding to the challenges of the all-risk environment.

The wildland fire suppression environment is a high-risk environment. To accomplish their mission, firefighters routinely encounter numerous and varied risks. The fire environment possesses inherent risks that—even with reasonable mitigation—can potentially cause harm or even death.

The mixture of people, machine, technology, and the unalterable laws of nature creates a highly-complex environment that can rapidly transition and escalate from normal to chaotic to emergency conditions. Wildland fire suppression involves a diversity of people and equipment—all with different limitations, capabilities, experience, and qualifications. Resources are assembled from volunteer, temporary, contract, and career positions.

Remaining cohesive and resilient

The dynamic complexity of this operational environment


 requires a high-reliability response organization. To minimize risks and still accomplish suppression objectives, the wildland fire suppression organization must minimize internal friction and remain cohesive and resilient.

While technology performs a key role in expanding the situational awareness tools of firefighting, the essential job has not dramatically changed during the past 100 years. On the other hand, the amount and condition of fuels in forests and grasslands throughout the United States, however, has changed dramatically.

Our imperfect knowledge of nature and fire behavior increases the level of wildland fire suppression complexity. To succeed and survive, the agency’s firefighters must first perceive these complexities, then: think, plan, manage risks, and engage.

Within the wildland fire suppression operating environment, the actions of a single individual—at the critical moment—can have great impact.

This fire suppression environment is also influenced by a variety of external conditions:

· Political considerations.

· Line officer direction.

· The impacts and complexities associated with interagency operations at all levels of government.

· 
Budget constraints.

· Media involvement.

· Public attitudes.

Wildland-urban interface complexity

Rapid expansion of the wildland-urban interface—this influx of human activity and development—also contributes dramatically to the political complexity that confronts firefighters at all levels. In addition, increasing environmental and health concerns require even more increased firefighting operational considerations. Wildland fire suppression success relies on decisions that incorporate all of these impacts.

As the complexity and nature of this wildland fire operational environment change, wildfire suppression doctrine must also


 expand and evolve to allow firefighters to:

· Accomplish their assigned mission within allocated resources.

· Incorporate an increasing array of technological advances.

· Manage risks inside the uncertainty of the physical and political wildland fire environment.

MISSION

“Every Forest Service employee will support wildland fire suppression emergencies.”

Forest Service Mission

The mission of the Forest Service is to sustain the health, diversity, and productivity of the nation’s forests and grasslands to meet the needs of present and future generations. We express this mission as: “Caring for the land and serving people.”

· Fire management is central to meeting the Forest Service mission.

· Fire is a natural process that has profoundly shaped the landscape and is vital to restoring and maintaining ecosystem health.

· Where appropriate, we will take initiative to enable fire to perform its natural role within the ecosystem.

Wildland fire suppression

Like wind and water, fire also can be destructive and can be a formidable threat to critical ecosystem components, human life, and communities. Such instances require creative and decisive action on the part of the Forest Service to protect values both within and adjacent to National Forest system lands.

· When it is time to suppress and fight fire, we will do so with maximum efficiency and the highest regard for safety.

· Our intent is to protect life, property, and at-risk lands and resources.

· We will operate in and occupy that critical ground between risk aversion and unacceptable risk.

· We expect creative and decisive action that directly supports our people on the ground. 

· We grow and adapt while preparing for—and learning from—the chaotic and ever-changing operating environment.

· Every Forest Service employee will support wildland fire suppression emergencies.

· The Forest Service’s greatest asset is our people and their knowledge, skills, and initiative working within our highly adaptive organizational approach.

· In emergency situations, we effectively mobilize a professionally trained, highly-efficient workforce able to bring order to chaos.

· We will manage incidents as effectively, responsively, and efficiently as possible—providing the American public with the best value for their investment.

Other Emergency Response

· While the primary responsibility of our fire suppression force is wildland fire suppression, we will support national emergency situations when asked or ordered. 

· We also will respond when human life is immediately at risk, or there is another clear emergency, and the responders consider themselves capable of assisting without undue risk to themselves or others.

· In responding to emergencies, we will bring the same highly adaptive organizational approach, professionalism, and passion for safety to these situations.

ROLES

“Every employee will have a basic understanding of fire management and be responsible when needed to help support the program.”

Role of agency employees in wildland fire suppression

· Wildland fire suppression management is integral to the mission of the Forest Service. And wildland fire suppression is integral to the mission of fire management.

· Every employee will have a basic understanding of fire management and be responsible when needed to help support the program.

· Every employee has the responsibility to take personal initiative to educate and train—to the best of their ability—to meet wildland fire suppression responsibilities.

· Within this wildland fire suppression role, every employee must clearly understand and accomplish the leader’s intent.

Line officers
· Fire management training and experience is a prerequisite for service as a line officer.

· All line officers must:

· Have and maintain knowledge of fire program management—including the ability to integrate fire and fuels management across all program areas and functions.

· Be able to implement wildland fire suppression strategies and integrate natural resource concerns into collaborative community protection and ecosystem restoration strategies.

· Have the knowledge to oversee a wildland fire suppression program including budget, preparedness, prevention, suppression, and hazardous fuels reduction.

· Have the ability to serve as agency administrator during an incident on an assigned unit.

· Be able to provide a fully-staffed, highly-qualified and diversified wildland fire suppression workforce that exists in a “safety first” and “readiness” environment. 

Line officer and fire organization relationships

· Line officers are responsible to establish clear and concise objectives—ensuring that wildland fire suppression is managed as safely, effectively, and efficiently as possible.

· Fire management personnel will keep the line officer informed and provide professional wildland fire suppression expertise and advice.

· Line officers and their fire suppression personnel need to develop strong professional relationships that address training, preparedness, suppression, and fire use activities.

· Line officers and fire personnel will establish effective communications.

· Personnel, at any level of the organization, will freely express concerns to management. 

Fire management positions

· Firefighters will be qualified for assignments.

· All employees assigned wildland fire suppression responsibilities at the local, geographic area, or national level will meet established interagency and agency competencies and associated qualifications.

· Firefighters have a responsibility to be aware of the roles of fire and resource management in the fulfillment of the agency’s overall mission. 
Employee’s role in creating a positive work environment

· It is the responsibility of every employee to foster a work environment that is enjoyable, rewarding, recognizes the value of diversity, and is free of harassment.

· Employee awareness of the functions of all levels of the agency fosters respect for the contributions of all employees regardless of rank or responsibilities.

· Forest Service employees must gain knowledge and develop awareness of agency programs and various disciplines essential to program implementation.

· Informed employees reduce departmentalism, lead to enhanced cross- department communications, and increase trust and respect for professionalism throughout the diversity of disciplines within the agency.

· It is the agency’s responsibility to orient and mentor new employees and provide cross training to enhance inter-disciplinary and organizational awareness.

Other agency personnel

· Every employee has the responsibility to support and participate in the fire management program.

· Administrative employees, engineers, resource specialists, and researchers have a critical role in successful fire operations.

· There is a broad spectrum of opportunities for participation; each person will identify the niche that is most consistent with their personal/professional needs, abilities, and goals. 

The roles of inherently governmental and contracted resources

· Each region or geographic area will evaluate and coordinate between local and state resources.

· Areas to analyze include draw-down levels and ability of state and local government to perform and assist in wildland fire suppression activities. 

· Primary initial attack is inherently governmental.

· Contracted wildland fire suppression resources are a supplemental resource.

· Contracted resources will meet the same qualification standards, professionalism, training, productivity, and efficiency as governmental resources. 

Relationship of agency targets and wildland fire suppression

· Support for local fire operations takes priority over accomplishment of local resource targets.

· Support for non-local fire operations does not take priority over local resource targets unless determined by regional or national priorities.

The professionalism of wildland fire suppression personnel

· The leadership, knowledge, skill and initiative primary firefighters attain and exhibit is integral to the success of wildland fire suppression and overall mission of fire management. 

· Recognizing primary firefighters as professionals in their field helps to bridge the communication gap between firefighters and fire management.

The role of other agency cooperators

· The cooperative relationship between the Forest Service and other agency cooperators is essential. It is the responsibility of the Forest Service to develop working interagency relationships with these agencies.

· We will establish unity of command when dealing with multi-agency incidents using unified command when deemed appropriate by all agencies that have jurisdictional authority.

· The Forest Service will continue to work with cooperating agencies to strengthen pre-suppression planning for incidents on public lands, including mission difference and specific land management issues.

· We will develop strong local relationships for incidents occurring on non-Forest Service lands. 

The role of the agency in public education

Educating and informing the public about both the natural role of fire and fire risk is becoming extremely important, especially in wildland-urban interface areas.

· Where these areas exist, Forests must work with cooperating agencies and the media to increase awareness in these communities.

· Public contacts must address the risks and mitigations to these risks, and educate the public about their own responsibilities when living in fire prone areas.

· The Forest Service will be proactive in initiating and participating in public education:

· When fire conditions exist that may have public impact.

· When fires occur in multi-jurisdictional protection areas, every effort will be taken to partner with other cooperating agencies as well as the news media to foster strong working relations in educating the public with a common message.

OPERATIONS

Wildland fire suppression doctrine does not consist of procedures to be applied to specific situations. Rather, it sets forth general guidance that requires judgment in application. Therefore, while authoritative, doctrine is not prescriptive. Doctrine is about tools, not rules.

The nature of wildland fire suppression

Fire is a complex, dynamic, and often unpredictable phenomenon. Wildland fire suppression requires mobilizing a complex organization that includes management, command, support, and fire suppression personnel, as well as airplanes, vehicles, machinery, and communications equipment. While the magnitude and complexity of the fire itself—and of the human suppression response to it—will vary, the fact that wildland fire suppression operations are inherently dangerous will never change.

A firefighter using the best available science, equipment, and training—working within the scope of agency doctrine and policy—may still suffer serious injury or death.

· Any doctrine or policy that neglects or ignores this basic truth (above) is incomplete.  

Wildland fire suppression preparedness philosophy

· All preparedness activities should be focused on developing these capabilities and successful suppression operations:

· Wildland fire suppression preparedness is the result of activities that are planned and implemented prior to fire ignitions.

· Preparedness is a continuous process that includes developing and maintaining wildland fire suppression infrastructure, predicting fire activity, identifying values-at-risk, hiring, training (interagency drills and scenarios), equipping, pre-positioning, and deploying firefighters and equipment, evaluating performance, correcting deficiencies, and improving operations.

· Preparedness provides the basis for identifying required wildland fire suppression capabilities and implementing coordinated programs to develop those capabilities. 

· As the hardware of wildland fire suppression improves through technological development, so must the tactical, operational, and strategic usage adapt to its improved capabilities to maximize the agency’s capabilities. 

Wildland fire suppression philosophy 

· Fires are easier and less expensive to suppress when they are smaller.

· When the management goal is full suppression, aggressive attack is the single most important method to ensure the safety of firefighters and the public—and to limit suppression costs.

· Aggressive attack provides the incident commander maximum flexibility in suppression operations. Successful attack relies on speed and appropriate force. All aspects of wildland fire suppression benefit from this philosophy.

· Planning, organizing, and implementing wildland fire suppression operations should always meet the objective of directly, quickly, and economically contributing to the suppression effort. 

· Every firefighter—whether in a management, command, support, or direct suppression role—should be committed to maximizing the speed and efficiency with which the most capable firefighters can engage in suppression action.

· When the management goal is other than full suppression—or when conditions dictate a limited suppression response—decisiveness is still essential even when a less aggressive attack is acceptable.

Wildland fire suppression command philosophy

· It is essential that our philosophy of command supports how we suppress wildland fire.

· First and foremost, to generate effective decision making on the fireline, and to cope with the unpredictable nature of fire, command and control must be decentralized.

· Subordinate commanders must make decisions on their own initiative—based on their understanding of their leader’s intent, coordinated efforts, and operational objectives.

· A competent subordinate commander who is at the point of decision will naturally appreciate the reality of the situation—the wildland fire environment—rather than a senior commander some distance removed.

· Individual initiative and responsibility are of paramount importance. 

· This does not imply that unity of effort does not exist or that suppression actions are not coordinated.

· Unity of effort requires coordination and cooperation among all forces toward a commonly understood objective.

· Unified and coordinated action—whether between adjacent single resources on the fireline or between the highest command level and most subordinate firefighter—is critical to successful wildland fire suppression.

· This unified and coordinated action is not incompatible with the philosophy of decentralized command. 

Principles of suppression operations

· The primary means by which we implement decentralized command and maintain unity of action is through the use of universal principles of suppression operations.

· These principles guide our fundamental wildland fire suppression practices, behaviors, and customs, and are mutually understood at every level of command.

· These principles include—but are not limited—to: the 10 Standard Firefighting Orders, the 18 Watch Out Situations, LCES (Lookouts, Communication, Escape Routes, and Safety Zones), and the Downhill Line Construction Checklist.

· These principles are fundamental to how we perform wildland fire suppression operations.

· They are not absolute rules.

· They provide guidance in the form of concepts and values.

· Using these principles requires judgment in application, intended to improve decision making and firefighter safety.

The Four Principles of Action – Objective, Speed and Focus, Positioning and Simplicity

· The four Principles of Action are a set of precepts that, as fundamentals, lend context in developing overall fire strategy.

· They help the agency frame the management and conduct of wildland fire suppression operations. Once again—as explained in the previous “Principles of Suppression Operations” section—these are not absolute, immutable rules.

· These four principles give us a consistent set of considerations with which to evaluate decisions, plans and actions in different situations:

Objective

· Direct every wildland fire suppression operation toward a clearly-defined, decisive, and obtainable objective.

· Achieve the suppression objectives that support the overall management goals for the fire.  

Speed and Focus

Speed is rapidity of action. Focus is the convergence of resources at the desired position to initiate action.

· The principle of speed and focus maintains that rapidly deploying and concentrating wildland fire suppression resources—in a calculated fashion, at the decisive time and place—increases the likelihood of successful suppression actions. 

Positioning

Rapid, flexible and opportunistic movement increases the effectiveness of wildland fire suppression resources.

· Positioning ranges from 1) single resource offensive or defensive reactions to dynamic fire conditions, to 2) pre-positioning of multiple resources based on predicted activity and values-at-risk.

· Positioning should always be undertaken with speed and focus in mind—with sufficient time for positioning to occur before operations begin.  

Simplicity

· Clear, uncomplicated plans and concise orders maximize effectiveness and minimize confusion.

· Simplicity contributes to successful actions.

LEADERSHIP AND ACCOUNTABILITY

Our agency culture embraces mentoring and continuous learning as essential to development of future leadership where every leader is a firefighter, and every firefighter is a leader.

Fire leadership

People are our most important asset in the wildland fire suppression organization. In true professional manner, they execute operations in a complex, dynamic and—at times—an unpredictable environment. They deserve our very best leaders who possess character and competence. People with the initiative to achieve excellence while maintaining accountability in the face of sometimes daunting tasks. 

· The hallmarks of Forest Service leadership are action, attitude, and accountability.

· Leaders in the organization must be capable of independent and intelligent action. They must also be willing and eager to accept the new roles and responsibilities required of them. 

· “Leadership” means providing purpose, direction and motivation for wildland firefighters working to accomplish difficult tasks under dangerous and sometimes stressful conditions.

· This concept—as well as improving the organization—applies to all individuals, not just those in leadership positions. 

· Leadership is a heritage passed from Forest Service leader to leader since the founding of the agency, mainly acquired by observation, experience and emulation.

· Working with other leaders is the most effective Forest Service leadership school.

· Our agency culture embraces mentoring and continuous learning as essential to development of future leadership where every leader is a firefighter, and every firefighter is a leader.

Character

Leadership values and principles

· Effective leaders demonstrate a commitment to duty, respect for others, and personal integrity. 

· Their commitment to duty should be reflected in:

· Proficiency of skills in their job—both technical and leadership.

· Sound and timely decisions.

· Ensuring their tasks are understood, supervised and accomplished.

· Development of subordinates for the future.

· Leaders demonstrate respect by:

· Knowing and looking out for the well being of their subordinates.

· Keeping their subordinates informed.

· Nurturing the capacity of their team.

· Employing subordinates in accordance with their capabilities.

· Leaders demonstrate integrity by:

· Knowing their strengths and weaknesses and seeking improvement.
· Seeking and accepting responsibility for their actions.
· Setting an example worthy of emulation.
Leadership attributes

· Physical, mental, and emotional attributes contribute to leadership fitness. Effective leaders:

· Take actions to promote good health and physical fitness that enhances their ability to better think, decide and act under stress.

· Demonstrate inner drive to improve and succeed; have the capacity to think and apply what they learn in accomplishing the leader’s intent; maintain situational awareness; and exercise good judgment under stress.

· Remain level-headed and exert self control in tough situations; maintain a balance of attitude to place proper perspective in different situations; have the humility to seek assistance; and have the confidence to act appropriately under stress. 

Competence and accountability

Effective leadership occurs when there is a partnership among agency administrators, fire supervisors, and firefighters in which roles and responsibilities are commonly understood, honored, and redeemed.

· Demonstrated fitness of command is a requirement for leadership positions associated with fire suppression.
· In this context, we do not accept mediocrity in leadership at any level.

· We do not measure fitness simply by the training courses and tasks completed.

· Those selected for leadership positions will have demonstrated they:

· Possess and exercise interpersonal, conceptual, and technical skills;

· Knowledge; 

· Experience; 

· Physical, mental, and emotional capacity. 

· Leaders must also demonstrate high self-awareness—an ability to recognize when a situation may exceed their capabilities and a willingness to request appropriate help.

· This demonstrated fitness provides for greater operational flexibility and discretion.

· Leaders must clearly communicate intent.

· Effective leaders prepare clear, concise, uncomplicated plans and concise instructions to ensure thorough understanding of:

· Task.
· Purpose.
· End State.
· Acceptable actions and restrictions (consistent with the leader’s intent).
· Leaders must empower their subordinates.

· Leaders expect initiative on part of their subordinates. They do not need to know their specific activities unless required to coordinate among different actions—if it is politically sensitive, or if rules governing fire suppression require it.

· Leaders give the latitude to subordinate leaders in the execution of their mission.
· Leaders regularly monitor performance for effectiveness and have a duty to take action when there is recognition of performance problems—or, on the other hand, when there is exceptional performance.

· Accountability—both positive and negative reinforcement—at all levels of the organization will be based on individual behavior as measured by:

· Adherence to the rules.

· Appropriate application of doctrine, principles and guidelines.

· Execution of responsibilities commensurate with role.

· Appropriate use of available information.

· Administrative actions are based on:

· Agreed to and known distinctions between acceptable and unacceptable behavior.

· Agreed to and known distinctions between errors and willful violations.

COST MANAGEMENT

· When fire suppression is deemed necessary to protect lives and property, our efforts will be undertaken with the highest regard for safety and incidents will be managed as effectively and efficiently as possible. 

· While cost management is a very significant component of meeting wildland fire suppression objectives, it is not an overriding goal in itself.

· Once the objectives of the suppression effort have been clearly defined, the appropriate resources will be committed to meet the stated objectives.

· Successfully and efficiently meeting objectives will not be sacrificed for the sole purpose of “cost savings.”

· The objectives of the suppression effort will be based on sound risk management decision making-processes and take into account values protected and resources at risk.

· Care will be taken to ensure that the expenditures undertaken to meet the suppression objectives are commensurate with the values to be protected, while understanding that other factors may influence suppression expenditures, including: the environment in which we work—social, political, economic, and biophysical.

· These factors can all lead to expenditures that, though they are not tied directly to values-at-risk, can be legitimate reasons for undertaking suppression actions.

RISK AND RISK MANAGEMENT

Wildland fire suppression is an inherently dangerous and very hazardous occupation. No resource or facility is worth the loss of human life.

· Our employees are expected to make reasonable and prudent decisions to accomplish the agency mission.

· Firefighters are empowered and expected to manage the risks of wildland fire suppression.

Risk Management Concept

The purpose of risk management is to minimize the exposure and affects of the inherent hazards in wildland fire suppression while maximizing the opportunities to achieve mission objectives during wildland fire suppression operations. Risk management includes communications and a process for situational awareness, hazard assessment, hazard control, decision point and evaluation.

Principles

· Safety is the firefighter’s ability to deal with risks and hazards to avoid damage or losses and yet still achieve the leader’s intent.

· Risk management is a dynamic process exercised by everyone with wildland fire suppression responsibilities or duties.

· It allows individuals to assess a given situation and take what they determine to be the most appropriate course of action based on leader’s intent. 

· We recognize and acknowledge the inherent risks associated with wildland fire suppression.

· We depend on our doctrine, training, skilled experience, and leadership to mitigate these risks.

· Disregard for these recognized inherent risks—and failure to practice risk management—is unacceptable, regardless of whether or not it results in a “bad” outcome. 

· Individuals will be held accountable for their decisions.
· These decisions—given the context of the situation—should be considered to be reasonable and prudent based on doctrine, training, and experience. 
· To mitigate the effects of mind and body fatigue, it is a wildland fire suppression leadership responsibility—as well as a personal responsibility—to appropriately manage this fatigue process. 

· To promote a bias for action, firefighters are expected to maximize suppression opportunities while minimizing exposure to unmitigated risks.

· Organizational learning is crucial to risk management.

· Firefighters are students of fire and continually learn from all situations including successes, failures, agency safety investigations, and reviews.

· The agency and its wildland fire suppression forces foster an atmosphere of willful communication.

· It is extremely critical that employee statements for agency safety investigations are therefore treated as “confidential.” 

· Extensive formal and informal training is critical to risk management and mission accomplishment.

· Wildland fire suppression leadership ensures all employees with an incident qualifications card adhere to and maintain an appropriate level of physical fitness.
· We must recognize those practicing and promoting the use of risk management in the accomplishment of the agency mission. 

“Let me open with a quote I like from Dee Hock (Visa founder): ‘Simple clear purpose and principles give rise to complex intelligent behavior. Complex rules and regulations give rise to simple stupid behavior.’ We are focused on defining those simple clear principles that will encourage complex intelligent behavior.”

Tom Harbour, National Director of Fire and Aviation Management

 “I now see hope where there was dwindling hope. I see a spark of the Forest Service of old. Hat’s off to Ed [Hollenshead] and Tom [Harbour] for their courage in convening such a conference—whose purpose surely challenges the current political climate.”

Pulaski Conference Participant

A common language and mandate for safety, efficiency and professionalism

The concepts in this report provide the initial steps for:

· Developing and providing creative and decisive wildland fire suppression leaders and firefighters.

· Improving the safety and efficiency of wildland fire suppression operations.

The primary method in which firefighters become fire leaders is through training and education—both of which are firmly rooted in doctrine. Doctrine establishes the philosophy and practical framework for how agency personnel suppress wildland fire.

Education develops the understanding, creativity, judgment, and the background essential for effective fireline leadership. Training follows doctrine and develops the tactical and technical proficiency that underlies all successful action.

On-the-job training completes the process by allowing individuals and groups to integrate their training and education. The lessons we learn from training and operational experience then modify doctrine.

Over all, doctrine establishes:

· The Forest Service’s fundamental beliefs concerning wildland fire suppression—and how this profession is practiced.

· A philosophy for leading firefighters on and off the fireline.

· A common language and mandate for professionalism.

IV  where we go from here

 To allow our efforts and the product to languish would be a fatal flaw in the process

By Jack Kirkendall, Pulaski Conference Participant; Fire Management Officer, Bitterroot National Forest

The Pulaski Conference’s Fire Suppression: Foundational Doctrine represents a contribution from a wide array of experience and leadership levels. It touches all levels of our agency.

The need for this effort and resulting foundational doctrine could not be more timely. As far back as the first Human Factors Workshop in 1995 and the 1998 TriData-Phase III Wildland Firefighter Awareness Study, there has been a recognized need to reshape our approach to fireline actions and firefighter safety that takes into account and recognizes:

· Decision making and thinking processes.

· The appropriate levels of leadership and responsibility for all actions—or lack of action—up and down the line.

[image: image40.jpg]


More recently, the aftermath of the Cramer Incident, actions by Congress, and the still on-going motions surrounding the ThirtyMile fatality fire have heightened everyone's concern over what is appropriate and what isn't.

What is doctrine and how does it differ from our current rule set?

Doctrine is the expression of the fundamental framework, concepts, and principles that guide the planning and conduct of operations. It is authoritative, but flexible. Doctrine is definitive in order to guide specific operations, yet adaptable enough to address diverse and varied situations (like the fire environment). Rules dictate specific courses of action regardless of conditions or the situation. Rules are less adaptable as future changes in mission and the environment occur. They are specific must do’s and can’t do’s. Sound familiar?

Fire Suppression: Foundational Doctrine expresses a high degree of reliance on the individual, and the resilience of the organization that supports he or she—them (us). One needs to read it with that in mind.

It was recognized by all who participated in the Pulaski Conference that to allow our efforts and the product to languish would be a fatal flaw in the process of changing the way we think and do business.

“For our ‘next steps’ we need to ‘walk-the-walk’ and prove to the field that this just isn’t lip service.”

Pulaski Conference Participant

“I don’t think I’m courageous. I think I’m opportunistic. And I think the time is right. There’s nothing more powerful than an idea. The power of the idea that we take forward is going to fall on fallow ground.”

Tom Harbour, National Director of Fire and Aviation Management
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  “

I am personally overwhelmed by what you’ve done

 here this week—and what you’re going to do.

This is going to be a tough road. There are already

 nay-sayers out there who are going to want to take

          this all away.

There are nine important words that I want to share

          with you and leave you with:

               Never give up. Never give up. Never give up.

    ” 

Ed Hollenshead, Pulaski Conference Incident Commander,

National Fire Operations Safety Officer,

in his closing remarks at the Pulaski Conference
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We must give these men and women the skills and tools to be successful








“Welcome to the first Pulaski Conference. You are here to build a better future. You are entrusted to accomplish tasks that will change the way we think and act in our fire suppression duties. Today and into the future, these duties are performed with our interagency partners in a political, cultural, and physical environment that is more challenging than ever before. Today, the expectations of our performance and scrutiny of our actions are extraordinary.





You at this conference have been given an opportunity to set in motion a series of events that will lead us to develop firefighters and leaders—who match the infinite variability of the fires we face—with a sense of initiative, creativity, and accountability.





You will begin to outline a system that demands adherence to development of an understanding of ‘how’ to think, not ‘what’ to think. You will lay out how we ‘think’ about fire suppression. To succeed, we must develop a core operating system that relies on a solid, integrated framework of both doctrine and policy.





Rules alone never ensure success. Our success depends on the ability of men and women—skilled and experienced in the application of doctrine and policy—to make decisions in a dynamic, high-risk consequence environment.





We must give these men and women the skills and tools to be successful.”





Tom Harbour, National Director of Fire and Aviation Management


in his opening remarks at the Pulaski Conference














How They Got Here





Each Forest Service Region nominated from six to eight individuals—from wildland fire technicians to senior executives—to attend the Pulaski Conference who are:


Experienced and knowledgeable in fire operations and management.


Considered real students of his or her art.


Known for possessing proven track records that illustrate initiative in bringing continuous improvement to the workplace.


Known for demonstrating the ability to see how things fit together in the larger picture.


Persons who work effectively when given leader’s intent and the authority to carry out assignments.





Wildland fire professionals representing every Region: technicians, line officers (including two regional foresters), research station employees, and even OSHA (the Occupational Safety and Health Administration) were then selected to review our current approach to:


Fireline decision-making and actions.


The agency’s rule-set for implementing and monitoring decisions and actions on-the-ground and up-and-down the chain-of-command.  





In addition, each federal wildland fire agency and the National Association of State Foresters sent two people—of the same caliber as sought by the Forest Service—to monitor, support, and participate in the process. 





“My intent is that they [these interagency partners] understand our approach to resolving the fire suppression safety and efficiency issues that are manifest today,” explains Tom Harbour, National Director of Fire and Aviation Management. “My suspicion is that they, too, will do something similar in time—and we will be there to assist them.” 





Doctrine





Doctrine is essentially a body of principles evolved from laws, culture, history, and precedence that guides the action of an organization.





It is the expression of the fundamental framework and concepts that also guides the planning and conduct of operations.








Foundational Doctrine





Foundational doctrine applies to the organization’s overall mission.





It is the body of principles, foundation of judgment, decision-making and behaviors that guide the actions of the organization and describes the environment in which they are taken.





It is developed from the organization’s legal and ethical mandate.





We Have—Ironically—Increased


Probability of Wildland Fire Failures





Wildland fireline performance expectations and evaluation have become too rules-driven. This unrealistic measure and constraint has evolved over the last decade into approximately 156 ostensibly “inviolate” wildland fire suppression-related rules.





While today’s—and tomorrow’s—wildland fire environment and mission require more agility in decision making than ever before, the wildland firefighter’s ability to adapt and react has, ironically—and precariously—become even more constrained.





Unfortunately, our agency’s probability of failure has, thus, increased proportionately.





Furthermore, success in our current system does not rely on appropriate decisions and behaviors—but solely on the absence of “bad” outcomes.





This absence, of course, is unrealistic and even impossible within today’s high-risk wildland fire environment. Thus, when “bad” outcomes occur—even more rules are simply added to the list. Efficiencies erode. Senior leadership—and the entire wildland fire management organization—become progressively more frustrated and endangered.





To allow this trend to continue to evolve without rational deliberation is unwise and dangerous.




















Current Doctrine and Principles Need Revamping

















Contending with Difficulties








“These are times in which genius would wish to live. It is not in the still calm of life or the repose of a pacific station that great characters are formed.





The habits of a vigorous mind are formed


in contending with difficulties.





Great necessities call out great virtues. When a mind is raised and animated by scenes that engage the heart, then those qualities which would otherwise lay dormant wake into life and form the character of the hero and the statesman.”





What Abigail Adams wrote to her son, John Quincy Adams, in 1779. Tom Harbour shared this quote in his introductory Pulaski Conference talk on Monday. He gave a written version of Abigail Adams’ words—shaped around the Pulaski Conference logo—to all workshop participants.








“Abigail Adams articulates how difficult it is to contend with difficulties. For the Forest Service fire suppression organization and where we’re at right now in our work—we also have great difficulties. And you are here because there is a great necessity. You are here to contend with these difficulties. And I want you to do that vigorously. I want you to do that compassionately . . .  I want you all to work your ‘grey matter’ just as hard and as strong as you can.


We won’t have another chance like this.”





Tom Harbour


National Director of Fire and Aviation Management




















Holed-Up


Workshop participants agreed that the secluded/no distraction accommodations helped the Pulaski Conference’s overall success. The event was held in a closed-for-the-season ski lodge. All meals were served there. For six days, there were no televisions. No radios. No newspapers. No rental cars. No cell phones were allowed. An ongoing winter-like snowstorm raged most of the week. On the final day, when the finalized, future-aimed doctrine was handed to Tom Harbour, the blue sky and sun returned.
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“Tom, thanks for the guts to try.


This takes a lot of courage.”





Conference Participant








 “Tom, this is the biggest thing I’ve been involved with since ‘Safety First.’ This has that same kind of energy. You’ve got a big laundry list here . . . But it’s just a piece of paper right now. Unless we get buy-off, it’ll just stay a piece of paper.”





Conference Participant








“It’s not very often you get a chance to influence policy. Especially something so auspicious and so important. This is the beginning of the beginning. This will show our people in the field that we really do care—that we listen. Yes, this is an excellent beginning.”





Conference Participant

















Tom Harbour: We’re trying to get up the hill and reengage the brain














This Chapter





This chapter presents the proposed foundational doctrine that the Pulaski Conference participants crafted and presented to Tom Harbour, National Director of Fire and Aviation Management.





It reflects the efforts by the members of the seven individual doctrine teams: Defining the Operational Environment; Mission; Roles; Operations; Leadership and Accountability; Cost Management; and Risk and Risk Management.











It is time to move ahead





Two weeks after the first Pulaski Conference, its proposed “Fire Suppression: Foundational Doctrine” (outlined in Chapter III), was presented to the Forest Service’s National Leadership Team.





NLT members, generally, supported the document. However, they have yet to officially embrace its recommended doctrine.





Most importantly, this significant conceptual foundation has been launched for consideration—and adoption. This, alone, represents one huge step into the possible future of our wildland fire suppression program. 





At present, no one can know what the future holds. Perhaps Steve Holdsambeck, Intermountain Region Fire Operations Safety Officer, best sums up our current situation:





“There are those among us who say the change to principle-driven fire suppression is too great, the pace too quick. Whether caution or timidity drives them, they must be assured our fight is for the future.





The environment in which we do this job is fundamentally different than ever before. It continues to change at an unprecedented pace.





Our future is stormy; our case is new. We must discard the old paradigms and move ahead.”
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