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Fire Program Oversight Review Process

September 2009
The fire management review process will be used to evaluate individual TNC Fire Management Programs in two areas; 1) operational safety, reliability and efficiency; and 2) compliance with TNC requirements and guidelines as stated in the Fire Management Manual. Examples of excellence and areas for improvement will be identified.  Reviews will provide a mechanism to share outcomes for organizational learning and improving fire management throughout The Nature Conservancy.  

Program reviews will consist of two phases:

1) On-site evaluation by the Fire Manager for each program he/she supervises at least once every two years.

2) An administrative review conducted on-site at least once every five years for each program.

Additional in-region reviews and self-evaluations are encouraged between formal reviews.  Escaped fire and serious incident reviews will take place as needed by a separate process. 

Operational Evaluation

The Fire Manager will conduct an operational review visit at least once every two years for the programs he or she supervises.  These visits will focus on the program, not the burn boss, i.e., if there are two burn bosses at one site, both may be evaluated at the same time.  Recommendations should be constructive in tone, with the goal of maintaining and improving fire management and leadership skills. Professional development goals in fire may be discussed. Fire Managers will be evaluated in the same way by the Fire Management Coordinator or a designee. This will require observation during fire operations, which may include fire suppression, prescribed fire, or training. The Fire Manager will evaluate the program using standards based on high reliability, safety and effectiveness.  If the Fire Manager runs a fire program, the evaluation will be conducted by the Fire Management Coordinator or a designee, such as TNC Fire Training Director or another Fire Manager. The evaluation criteria for the review are included in Attachment A.  Audits for the hallmarks of high reliability will be completed by the fire program staff and the Fire Manager as part of the review.  Results will be discussed to identify program strengths and weaknesses. 

On occasion, a program may not conduct enough burns (due to narrow burn windows, weather-induced burn bans, etc.) in a two-year period to allow adequate time for a Fire Manager to review the program.  In this case, the program will be the highest priority for a review in the future.  These cases should be the rare event, however.  

If a Fire Manager determines that a TNC fire program is operating under unsafe conditions or otherwise putting the Conservancy at significant risk due to disregard for organizational standards, he/she may temporarily suspend fire management operations.  The Fire Manager must contact the Fire Management Coordinator and State Director immediately to determine corrective measures.  

On-site Administrative Reviews

The objectives for administrative reviews are to ensure compliance with Conservancy standards, assess the progress toward meeting objectives, and enhance learning to improve fire management knowledge and skills.

Process: A two-person team will travel to the program site and meet with the Fire Manager and burn boss(es) for that program.  The review team will spend 1-2 days at the site.  The Fire Manager will provide copies of the Operational Evaluations to the team prior to their arrival.

Teams will receive input from the local program in the form of discussion and a presentation on program objectives, partnerships, science, training, planning and monitoring. Team members will review required documentation (plans, training records, etc.). See Attachment B for a checklist.  The team will also allow time for one-on-one discussions with staff.  

Team Participants:  A Review Team will be composed of two individuals, usually the Fire Management Coordinator (or designee) and an FMAT representative from outside the area.  Travel costs for the team members will be paid by the Fire Management Coordinator.
Scheduling: In July of each year the Fire Management Coordinator will establish that year’s program reviews and will inform area FMAT representatives, Fire Managers, and individual fire programs. Additional program reviews may be requested by a Fire Manager.  

Results:  The report process will be as follows:

1) Within 30 days of the site visit, an initial report will be drafted by the team members, to contain findings, commendations and recommendations for improvement.  The report will be submitted to the local program staff, Fire Manager, and the Fire Management Coordinator (if not on the team).

2)  Within the following two weeks, the Fire Manager, local program staff and the Fire Management Coordinator (if not on the team) will provide comments and ask for clarification, if needed.

3)  Within the next two weeks, the team will finalize the report and submit it to the Fire Management Coordinator, who will release it to the local program staff, the Fire Manager and the appropriate Chapter leadership (e.g, Director of Conservation, State Director).  The FMAT representative will be copied.

If needed, an improvement plan will be developed for individual programs immediately following completion of the report.  The Fire Management Coordinator and Fire Manager will develop the improvement plan with input from the burn boss/program manager. The plan will include specific actions and timelines.  Examples: Complete a taskbook by a specific date ensuring that burn boss meets TNC standards; Enhance or improve justification for use of prescribed fire in the site management plan. If appropriate, engage the burn boss/project manager in a mentoring program to improve performance and competencies.

If serious violations of standards are discovered, the review team may recommend to the local Fire Manager and Fire Management Coordinator that the program be suspended until the violations are corrected. The Fire Management Coordinator will make this decision in consultation with the Chapter leadership staff (e.g., Project Director, Director of Conservation, and/or State Director). 

The entire review process will be completed within 90 days.  Lessons learned from the review will be distributed widely. In the unlikely circumstance that sensitive information is in the report, the Fire Management Coordinator will determine the appropriate distribution.

Review Process Timeline
	Action
	Timeline

	Review Team initial report drafted and submitted to local program staff, Fire Manager and Fire Management Coordinator (if not on the review team)
	30 days after site visit

	Fire Manager, local program staff and Fire Management Coordinator submit comments and ask for clarifications
	15 days

	Final report submitted to Fire Management Coordinator and subsequently released to local program, Fire Manager, and appropriate Chapter leadership.
	15 days

	Improvement actions developed, if needed.
	15 days


Attachment A.  Operational areas to be evaluated by Fire Manager every two years.

Program Reviewed ________________________________________

	
	Rating
	NA
	Improve
	Fair
	Good
	Excellent
	Comments              

	
	Equipment – Use and Condition 
	
	
	
	
	
	

	1. 
	Vehicles
	
	
	
	
	
	

	2. 
	Pumps/ hoses/fittings 
	
	
	
	
	
	

	3. 
	Hand tools 
	
	
	
	
	
	

	4. 
	Radios
	
	
	
	
	
	

	5. 
	Firing devices
	
	
	
	
	
	

	6. 
	PPE , including fire shelters
	
	
	
	
	
	

	7.
	A backup water delivery system available on burns for which containment is dependent on mechanized water deliver?
	
	
	
	
	
	

	
	Operations
	
	
	
	
	
	

	7. 
	After dark standards met?
	
	
	
	
	
	

	8. 
	Completed and approved burn plan
	
	
	
	
	
	

	9. 
	Minimum prescribed burn crew size is six unless justified in the Burn Unit Plan?  
	
	
	
	
	
	

	10. 
	Operations effective to meet burn objectives.
	
	
	
	
	
	

	11. 
	Burn boss obtained weather forecast on the day of the burn?
	
	
	
	
	
	

	12. 
	Crew Briefing
	
	
	
	
	
	

	13. 
	Go-No Go Checklist
	
	
	
	
	
	

	14. 
	LCES
	
	
	
	
	
	

	15. 
	Crew Map(s)
	
	
	
	
	
	

	16. 
	Test fire
	
	
	
	
	
	

	17. 
	Personnel competent in equipment operations
	
	
	
	
	
	

	18. 
	Participants qualified for tasks
	
	
	
	
	
	

	19. 
	General safety
	
	
	
	
	
	

	20. 
	Communications
	
	
	
	
	
	

	21. 
	Ignitions
	
	
	
	
	
	

	22. 
	Holding
	
	
	
	
	
	

	23. 
	Mop-up
	
	
	
	
	
	

	24. 
	Operations weather monitoring
	
	
	
	
	
	

	25. 
	AAR/Post-burn debrief
	
	
	
	
	
	

	26. 
	Crew cohesion/coordination
	
	
	
	
	
	

	27. 
	All fires are monitored until they are completely out?
	
	
	
	
	
	

	28. 
	Other
	
	
	
	
	
	

	
	Reliability/Crew Function
	
	
	
	
	
	

	29. 
	Preoccupation with Failure
	
	
	
	
	
	

	30. 
	Reluctance to Simplify
	
	
	
	
	
	

	31. 
	Sensitivity to Operations
	
	
	
	
	
	

	32. 
	Commitment to Resilience
	
	
	
	
	
	

	33. 
	Deference to Expertise
	
	
	
	
	
	


Fire Manager Signature and Date: ___________________________________ 

Burn Boss Signature and Date: ______________________________________

Using the High Reliability Organization Audits during Program Reviews

Fire Managers should distribute the High Reliability Organization (HRO) audits to the fire crew and burn boss(es) when conducting the operational review.  The crew and burn boss(es) should complete the reviews for their individual program.  They should complete them independently, then discuss the results as a group with the Fire Manager.

The purpose of the audits is to initiate discussion on areas of strength and weakness.  This may become evident because there is a consistent pattern of scoring high or low on one of the audits, or because one person is concerned over the functioning of the crew relative to a single factor mentioned in the audit.  One of the traits of highly reliable organizations is that people pay attention to a lone dissenting voice because that person may have the best insight into a problem.  Analyzing that person’s perspective may prevent an accident or incident from occurring if behaviors are changed and problems corrected.  

People who complete the audits sometimes get hung up on exact answers to a question.  Is it a 2 or a 3?  Exact numbers on a particular question are probably not as important as the overall trend in answers over the entire audit.  

The take-home message is that the audits are most important as a point to begin a dialogue about the crew performance relative to the attributes of a highly reliable organization.  If specific areas of concern emerge, figure out as a group how you can improve.  If particular strengths emerge, discuss how you can maintain that strength.  Over time, repeat audits should show a trend of greater self-awareness and improvement.  

Assessing Your Organization’s Preoccupation with Failure
How well do each of the following statements describe your work unit, department, or organization? Enter next to each item below the number that corresponds with your conclusion:

1 = not at all, 2 = to some extent, 3 = a great deal. 

1.
We focus more on our failures than our successes.



______

2.
We regard close calls and near misses as a kind of failure that reveals 

______


potential danger rather than as evidence of our success and ability to 


avoid disaster.

3.
We treat near misses and errors as information about the health of our 

______


system and try to learn from them.

4.
We often update our procedures after experiencing a close call or near miss
______

 to incorporate our new experience and enriched understanding. 

5.
We make it hard for people to hide mistakes of any kind.



______

6.
People are inclined to report mistakes that have significant consequences

______

 even if nobody notices.

7.
Managers seek out and report bad news.





______

8.
People feel free to talk to superiors about problems.



______

9.
People are rewarded if they spot problems, mistakes, errors, or failures.

______

Scoring: Add the numbers. If you score lower than eleven, you are preoccupied with success and should be actively considering how you can immediately improve your focus on failure.

If you score between eleven and eighteen, you have a moderate preoccupation with success rather than a fully mindful preoccupation with failure. Scores higher than eighteen suggest a healthy preoccupation with failure and a strong capacity for mindfulness. 

Originally created by Dr. Karl E. Weick and Dr. Kathleen M. Sutcliffe in their book Managing the Unexpected: Assuring High Performance in an Age of Complexity

This audit and other assessment tools for High Reliability Organizing can be found at:

http://www.wildfirelessons.net/OrgLearning.aspx 

Assessing Your Organization’s Reluctance to Simplify

How well do each of the following statements describe your work unit, department, or organization? Enter next to each item below the number that corresponds with your conclusion:

1 = not at all, 2 = to some extent, 3 = a great deal. 

1.
People around here take nothing for granted.




______

2.
Questioning is encouraged.






______

3.
We strive to challenge status quo.





______

4.
People in this organization feel free to bring up problems and tough issues.
______

5.
People generally prolong their analysis to better grasp the nature of the 

______

problems that come up.

6.
People are encouraged to express different views of the world.


______

7.
People listen carefully; it is rare that anyone’s view is dismissed.


______

8.
People are not shot down for surfacing information that could interrupt

______


operations.

9.
When something unexpected happens, people are more concerned with

______

 listening and conducting a complete analysis of the situation than with 

advocating for their view.

10.
We appreciate skeptics.







______

11.
People demonstrate trust for each other.





______

12.
People show a great deal of mutual respect for each other.


______

Scoring: Add the numbers. If you score higher than twenty-four, the potential to avoid simplification is strong. If you score between fourteen and twenty-four, the potential for the potential to avoid simplification is moderate. Scores lower than fourteen suggest that you should actively be considering how you can improve your capabilities to prevent simplification in order to improve your organization’s capacity for mindfulness. 

Originally created by Dr. Karl E. Weick and Dr. Kathleen M. Sutcliffe in their book Managing the Unexpected: Assuring High Performance in an Age of Complexity

This audit and other assessment tools for High Reliability Organizing can be found at:

http://www.wildfirelessons.net/OrgLearning.aspx 

Assessing Your Organization’s Sensitivity to Operations

Respond agree or disagree with the following statements about your work unit, department, or organization. 

1.
On a day-to-day basis, there is an ongoing presence of someone who is 

______

paying attention to what is happening and is readily available for consultation

if something unexpected arises. 

2.
Should problems occur, someone with the authority to act is always accessible 
______


and available, especially to people on the front lines.

3.
Supervisors readily pitch in whenever necessary.




______

4.
During an average day, people come into enough contact with each other to
______ 


build a clear picture of the current situation.


5.
People are always looking for feedback about things that aren’t going right.
______

6.
People are familiar with operations beyond one’s own job.


______

7.
We have access to resources if unexpected surprises crop up.


______

8.
Managers constantly monitor workloads and are able to obtain additional

______


resources if the workload starts to become excessive.

Scoring: Count the number of agree and disagree responses. The greater the number of disagree responses, the less the sensitivity to operations. Use these questions to begin thinking of ways to improve your sensitivity to operations and capacity for mindfulness. 

Originally created by Dr. Karl E. Weick and Dr. Kathleen M. Sutcliffe in their book Managing the Unexpected: Assuring High Performance in an Age of Complexity

This audit and other assessment tools for High Reliability Organizing can be found at:

http://www.wildfirelessons.net/OrgLearning.aspx 

Assessing Your Organization’s Commitment to Resilience

How well do each of the following statements describe your work unit, department, or organization? Enter next to each item below the number that corresponds with your conclusion:

1 = not at all, 2 = to some extent, 3 = a great deal. 

1.
Forecasting and predicting the future is not important here.


______

2.
Resources are continually devoted to training and retraining people on the
______


properties of the technical system.

3.
People have more than enough training and experience for the kind of work
______ 


they have to do.

4.
This organization is actively concerned with developing people’s skills and 
______

knowledge. 

5.
This organization encourages challenging assignments.        


______

6.
People around here are known for their ability to use their knowledge in 

______


novel ways.

7.
There is a concern with building people’s competence and response repertoires.
______

8.
People have a number of informal contacts that they sometimes use to solve
______ 


problems.

9.
People learn from their mistakes.





______

10.
People are able to rely on others.





______

Scoring: Add the numbers. If you score higher than twenty, the commitment to resilience is strong. If you score between twelve and twenty, the commitment to resilience is moderate.

Scores lower than twelve suggest that you should actively consider how you can immediately begin building resilience and the capacity for mindfulness. 

Originally created by Dr. Karl E. Weick and Dr. Kathleen M. Sutcliffe in their book Managing the Unexpected: Assuring High Performance in an Age of Complexity

This audit and other assessment tools for High Reliability Organizing can be found at:

http://www.wildfirelessons.net/OrgLearning.aspx 

Assessing the Deference to Expertise in Your Organization
How well do each of the following statements describe your work unit, department, or organization? Enter next to each item below the number that corresponds with your conclusion:

1 = not at all, 2 = to some extent, 3 = a great deal. 

1.
People are committed to doing their job well.




______

2.
People respect the nature of one another’s job activities.



______

3.
If something out of the ordinary happens, people know who has the

______

expertise to respond.


4.
People in this organization value expertise and experience over


______

hierarchical rank.



5.
In this organization, the people most qualified to make decisions make them.
______

6.
If something unexpected occurs, the most highly qualified people, regardless
______

of rank, make the decision.

7.
People typically “own” a problem until it is resolved.



______

8.
It is generally easy for us to obtain expert assistance when something comes
______


up that we don’t know how to handle.

Scoring: Add the numbers. If you score higher than sixteen, the deference to expertise is strong.

If you score between ten and sixteen, the deference to expertise is moderate. Scores lower than ten suggest that you should actively think of ways to improve the deference to expertise and capacity for mindfulness. 

Originally created by Dr. Karl E. Weick and Dr. Kathleen M. Sutcliffe in their book Managing the Unexpected: Assuring High Performance in an Age of Complexity

This audit and other assessment tools for High Reliability Organizing can be found at:

http://www.wildfirelessons.net/OrgLearning.aspx 
Attachment B:  Checklist for Administrative Oversight Review

	
	* Refers to Requirements and Guidelines as defined in the Fire Management Manual.  

R1 = Requirement #1
	NA
	Yes/No/ Partial
	If No, is exemption in place?
	Comments

	R1*
	Wildfires turned over to suppression authorities?

or MOU or other document signed to allow TNC to participate with or lead suppression of wildfires?
	
	
	
	

	R2
	Review of Laws and Regulations complete for every site burned?
	
	
	
	

	R3
	Burn Unit Plans completed for all rx burns?
	
	
	
	

	R3
	Burn Unit Plans signed by Fire Manager, or if authored by Fire Manager, signed by RxB2 Technical Reviewer?
	
	
	
	

	R3
	Burn Unit Plans include all required elements?
	
	
	
	

	R4
	All individuals participating on burns are trained at minimum as FFT2?
	
	
	
	

	R4
	Volunteers are signing liability waiver forms?
	
	
	
	

	R4
	Every burn is led by an RxB1, RxB2 or RxB3?
	
	
	
	

	R4
	All personnel meet training standard requirements?
	
	
	
	

	R4
	Training records for local staff are on file?
	
	
	
	

	R4
	RxB2s have sent training records to FMC office in Van Buren? (verified in Van Buren)
	
	
	
	

	R4
	RxB2s have a signed letter of designation from Fire Manager?
	
	
	
	

	R6
	All fire management personnel have received annual refresher training?
	
	
	
	

	R6
	All fire management personnel have passed physical fitness test?
	
	
	
	

	R7
	All incidents on burns have been properly reported?
	
	
	
	

	R7
	A review has occurred for any incident involving an injury that required medical attention?  Extent of review should be appropriate to seriousness of incident.
	
	
	
	

	R8
	Program has submitted annual fire management summaries to Tallahassee Fire office? (verified in Van Buren)
	
	
	
	

	G1
	Wildfire Response Plan completed for all sites under active fire management?  If other document substitutes, list in comments.
	
	
	
	

	G2
	Site Fire Management Plans or equivalent planning documents are complete for all sites? 
	
	
	
	

	G2
	Research plans are complete for burns designated as primarily for research?
	
	
	
	

	G3
	Non-broadcast burns in compliance with standards?
	
	
	
	

	G4
	If fire shelters are not in use, exemptions are written and justified in individual Burn Unit Plans?
	
	
	
	

	G8
	If fire operations are to begin or continue after dark, it is so stated in the Burn Unit Plan?
	
	
	
	

	G11
	Urban burns do not exceed 100 acres, or are justified and properly mitigated for smoke?
	
	
	
	

	Admin-

Special Situations
	Written agreement and Fire Manager approvals in place for all burns conducted by others for TNC?
	
	
	
	

	Additional Comments:




