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Executive Summary
A review of Yellowstone National Park’s wildland fire and aviation program was conducted May 23-27, 2005.  The review was conducted in compliance with DO/RM-18 and is the first review of the program since October 1993.   Program reviews are intended to ensure consistency with applicable Service policies, standards, and guidelines, interagency standards including the Interagency Helicopter Operations Guide (IHOG), the Interagency Standards for Fire & Aviation Operations (“redbook”), and FIREPRO operating rules and analysis.  Reviews are also designed to assist parks in clearly defining the desired wildland fire and aviation program condition and to identify regional and/or national assistance necessary to achieve the desired condition.
Major program components reviewed were:

1. Program Administration

2. Program Management
3. Fire use and Fuels Management

4. Fire Operations

5. Aviation

6. Fire Ecology

7. Environmental Compliance

8. Geographic Information Systems
9. Fire Education & Information
Existing IMR wildland fire program review guidelines provided the basis of the review, supplemented by IMR aviation program review and IHOG checklists.  Additionally, in order to take advantage of the team’s expertise, the annually required preparedness review was conducted.  Results of the preparedness review are attached, as appendix A, to this report.  The review process included an in-briefing on May 23d with the park fire management staff, the North District Ranger, and the Chief Ranger.  Team members reviewed existing DOI, IMR, and park fire and aviation program records and plans.  The team interviewed over 45 members of the park field staff, management staff, and external cooperators.  An out-briefing was conducted with the superintendent and members of the senior management team on May 27th and the major findings and recommendations of the review were presented.
Yellowstone National Park consists of 2,221,772 acres (2,095,287 burnable) located primarily in northwestern Wyoming, with relatively small components in Montana and Idaho.  The program authorizes the full complexity of fire and aviation program activities, and includes wildland fire program support to Little Big Horn Battlefield NHP.  The FIREPRO normal workload is 31 wildland fire actions for 6,313 acres, no prescribed fires, and 9 wildland fire use actions for 4,321 acres.  For FY05 the park is authorized 16.1 FTE and $925,566 in FIREPRO funding.  An additional 1.0 FTE and $95,000 is provided in ONPS funding.
Program support from the management team appears to be strong and senior managers are more fire conversant than is often the case in the NPS.  The team considers this to be a significant strength for YELL.  The team’s overall sense is that the YELL program has made positive strides in recent years but has not yet achieved its full potential 
Major findings of the review:
· The current fire management plan (rev 2005) strongly supports use of prescribed fire and wildland fire use but available records indicate prescribed fire is not utilized and it appears that many WFU opportunities are not exercised.  Fuel reduction objectives sometimes conflict with goals of the supporting natural and cultural resource management organizations within the park, resulting in occasional deadlock between competing programs and less effective use of allocated fuels funds.   
· Review of obligation documents and tracking systems indicate some material weaknesses which allow for occasional problems including record duplications, charges to wrong cost centers, incorrect use of emergency accounts associated with the park’s approved step-up plan, and missing documentation of supervisory approvals.  
· The park is an international icon and subject to an unusually high number of interagency and external coordination requirements.  For example, the park is bordered by five national forests in three Forest Service regions, six counties in three states, and another NPS unit.  There are numerous gateway communities and over 26 American Indian tribes who are culturally affiliated with YELL and who are consulted on a range of park management issues, including wildland fire.  Support from these cooperators is good and the amount of effort required for this level of coordination cannot be underestimated; the park staff is commended for their efforts.
· From an ecological perspective the soil stripping technique being utilized in the mechanical fuels reduction program appears to be causing more resource damage than it is designed to correct.  
· Program direction meets park needs when the FMO and AFMO are present, due to their extensive experience and institutional knowledge. Due to limited written protocols, SOPs, and other written guidance, program direction and execution drops off rapidly when they are unavailable. 
· Existing facilities are well maintained and the park has done a good job in fitting the program in with what is available however the facilities are inadequate to meet overall program needs, a common problem in most parks. The park faces difficult limitations of available space and adaptive use of historic structures, coupled with a high volume traffic area, resulting in a growing program increasingly shoehorned into existing operational space.
· The park is commended for recent improvements in its internal collaborative process and innovative efforts at meeting compliance requirements. 
· The park’s wildland engine, as equipped (without crew), is 700 pounds over MGVW and cannot be legally operated on public highways.  
· There are product quality related problems with the on-going conversion to the narrowband Racal radio equipment.  Coupled with outdated consoles in fire dispatch there are potential adverse safety implications for both the wildland fire and aviation programs.  
· The park operates one of the more complex aviation programs within the Service and is commended for the excellent safety record.  The park is also commended for it efforts to upgrade the helicopter module to interagency standard. The aviation plan meets RM-60 standards but needs further development to provide the necessary guidance to a program of this complexity.
· The park has a strong, highly motivated suppression organization. However, some employee in-park fire assignments are not supported by appropriate qualification and certification records and there appears to be a misconception among some fire program employees that this is acceptable for in-park assignments.  This is an incorrect practice which compromises employee safety and leaves affected employees and approving managers open to personal liability and potential disciplinary action.
A summary table of all recommendations is presented in Appendix B.

1.  Program Administration
a.  Account Management
FINDING
FY04 provided the basis for the fiscal audit of the program.  The program Budget Analyst made all files available to us upon request and was very helpful in the process of the audit.  Yellowstone National Park was authorized $2,175,381 for the fiscal year in combined funds representing 4 activities and 12 PWE’s.  Travel appears to be in compliance with government rules and regulations and appropriate for accounts charged.  The FY04 undelivered orders report had 8 lines, 4 of which are PCS funds that are less than 2 years old.  The Park finance office holds a quarterly review and certification of all outstanding undelivered orders.  The Park has an adequate system of controlling their undelivered orders report. DI-1’s and credit card charges were in order and appropriate to government procurement rules and regulations. Reconciliation of AMD monthly reports is adequate. It appears that the Fire Management Program is adequately supported by the park’s administrative office.  

Recommendation:  None.

FINDING
Irregularities were discovered in several accounts.  W12 had a cost overrun of $3,517, 18% over the allocated amount, due to 164 hours ($5,500) of non-fire-funded personnel overtime charges made after the close of the fiscal year.  There was no accrual in place at year-end to cover these charges in FY04, so they will lower FY05 national funding at the activity level during year-end closing.  This impacts the entire national fuels program.  W22 witnessed a cost overrun of $7,879, 7.9% over the allocated amount.   In P12, over $50,000 in payroll charges were moved from maintenance to the P12 account at year-end.  This included charges from various pay periods during the fiscal year.  Since these charges were moved at year-end rather than as they occurred, they give the appearance of moving charges to balance a park operating account.  
Action Item:  The national Fire Equipment and Facilities Specialist will perform an audit of this facilities project.  He will contact the park directly to schedule the visit.

DUE DATE:  9/30/05
FINDING
The Park opened account #1573-4100-E11 as a step-up account.  There were payroll charges to this account for pay periods 15 through 21.  The Park’s step-up plan allows for staffing lookouts 7 days/week at planning level 3.  With the exception of the July 4 weekend, these charges should have been against base funding, rather than an E11 account.  Records indicate that the step-up plan funding authority has been consistently misused for a number of years.
Mandatory:  The park must correctly utilize the emergency fiscal authority conveyed by the step up plan process.  This authority does not begin prior to PL IV. 

DUE DATE:  Immediately
b.  Payroll Issues

FINDING
A random review of payroll records discovered several issues.  The payroll appears to be filed with two fiscal years in the same file, one folder for each employee.  The files were not always in order of pay periods, with paperwork for some pay periods filed two or three pay periods later.  This made it difficult to determine overtime authorizations and firefighter time reporting. If additional payroll corrections are filed in a different location, the team was unable to locate them.  The FMO had three pay periods (pp15, 22, and 24) with unsigned overtime authorizations attached.   For pay period 18, the smokejumper’s scheduled work week was Tuesday thru Saturday, with Sunday being a scheduled day off.  On 8/8, the fire time report showed 10.5 hours referencing the Kelly Fire.  The overtime recorded for that day was only 2.5 hours, not the 10.5 hours worked.  The balance of 8 hours does not show up anywhere in FPPS.  For pay period 19, work was performed on 8/29, a scheduled day off, yet no overtime was recorded.  During that same pay period, scheduled days were 8/24 thru 8/28 the employee worked 8.5 hours per day, yet time was recorded in FPPS at 8 hours.  We could find no paperwork for corrections made at a later date.  For pay period 20, Sunday and Monday were the smokejumper’s scheduled days off.  The Monday Labor Day holiday should have been scheduled for Tuesday.  An employee was charged sick leave on Tuesday and charged holiday pay for Wednesday, yet firefighter time report shows employee working 8 hours on Wednesday.  In Brandee Boggs’ payroll file, the OF-288 for the Jim Complex was not signed by a timekeeper or supervisor.  There was also an unsigned overtime authorization for 8/7, as well as an unsigned annual leave slip for 7/2.  In Laura Dooley’s payroll file, there were no timesheets for pay periods 0412 and 0413, and both included pay periods included overtime, holiday and Sunday premium.  Also, leave slip showed scheduled work day at 0700-1700 for a total of 10 hours.  For every 6 hours worked, federal employees are required to take 30 minutes of unpaid meal break.  There were no employee timesheets attached to the FPPS printouts showing hours worked.    

Recommendation:  More centralized oversight of payroll and travel is required, preferably by someone who has knowledge of incident business management practices, to ensure accurate and complete payroll records.  

Action Item:  Review FY04 payroll records and ensure employee overtime pay has been correctly authorized.

DUE DATE:  9/1/05

Action Item: Review payroll and reverse the 8 hours of sick leave charged to the employee on the scheduled holiday.  

DUE DATE:  9/1/05
Action Item:  Ensure that all timesheets and overtime, holiday, and Sunday premium authorizations are signed before inputting in FPPS.

DUE DATE:  Immediately

c.  Budget Analyst
FINDING  

The FIREPRO authorized FPMA position was eliminated by the FMO in order to increase dispatch staffing levels.  Currently, funding from structural fire covers 40 hours each pay period for a budget analyst, with the remaining 40 hours being funded from various FIREPRO accounts.  This only covers a portion of the administrative support provided by an FPMA.  Additionally, 120 hours of program support payroll were charged to the H14 fire effects account.  This project work element is limited to monitors and fire effects monitoring positions.  Fuels program support by this position should be charged to H11.

Action Item:  The scheduled 50% Budget Analyst fire program payroll charges must be limited to P11 and H11 PWE’s.  Since this position is not fully base-funded through FIREPRO, it is appropriate to charge base time to wildland fire suppression and fire use incidents while assigned in excess of 50% of the work year.
DUE DATE:  Immediately
2.  Program Management

a. Management, oversight, and planning
FINDING
As with any program of this size and complexity there are inadvertent errors and omissions however the wildland fire program is adequately managed overall.  The FMO and AFMO are among the most senior fire staff within IMR and have a wealth of knowledge and capability.  However, program direction is weak after these two positions and when neither is available the remaining staff are often unclear as to procedures, regulations, and authorities.  The fire management plan is current and provides adequate direction to the program although it implies a greater use of prescribed fire than is contemplated by park management and cooperators.  
Senior management provides adequate support and direction to the program without micro managing; they perceive the program leadership is sound and that the program is meeting park objectives.  The management team is very involved in large incident management and is commended for their direct involvement with all IMTs, MAC, and zone coordinating groups.  The FMO has been issued a delegation of authority from the superintendent appropriate to program needs.  
Relations with other divisions are strong and although there are occasional disagreements every division chief interviewed felt the fire staff is approachable and open to discussion, and that any differences can be resolved without acrimony.  A “team” atmosphere is evident and this is a significant positive change over previous conditions at Yellowstone.  The superintendent and assistant superintendent are commended for creating this environment and the entire staff is commended for the effort and commitment required to maintain this positive development.
Recommendation:

Protocols, SOPs, and other operational procedures currently done as second nature by the FMO/AFMO should be reduced to appropriate operating plans which would guide the rest of the fire management team when these two key employees are absent.  These will also become the basis for an orderly transition when the FMO retires and the AFMO moves on within the next few years.
b. Staffing

FINDING
The FMO feels FIREPRO fails to recognize the complexity of the park program and therefore underfunds the program which results in staffing deficiencies.  He is particularly critical of the FIREPRO analysis and its perceived lack of recognition of program needs for wildland fire use (WFU).  Over half of the existing program is based upon a combination of side deals and overrides negotiated between the FMO and the Fire Management Program Center making a comprehensive analysis of the current organization, and desired program direction, versus that justified by the FIREPRO analysis very difficult. It is safe to conclude that the park has considerably greater staffing than what is justified solely by the FIREPRO analysis.  Given the advent of FPA there is little chance that the analysis criteria will be modified in the near future or that additional staffing will be authorized under the analysis although long term program growth is likely. The park has made several internal decisions regarding positions titles, increased grades, and assignment of duties which consumes a considerable portion of the program’s support funding thereby limiting the FMO’s management discretion. The decision to trade the authorized fire program assistant position for a dispatcher places a considerable administrative workload on the park FMO and the team believes this contributes to the administrative weaknesses noted in the review.  
The park has completed the FPMA review and with only minor exceptions is in compliance.  The remaining deficiencies are easily corrected and the FMO has the necessary development plans in place.  Documentation is lacking for some incident qualifications which the FMO attributes to a lack of staff time to make the necessary entries into the more complex IQCS. Some employees have been utilized for in-park incidents in positions for which they do appear to be qualified and for which taskbooks have not been initiated.
Recommendation:

Rather than continuing what appears to be a disjointed staffing plan of “opportunity” the FMO should clearly define the program direction, priorities, and the requisite staffing desired for the YELL program.  This should be done in consultation with the IMR FMO since his support will be required in the budget and position management process. 
Recommendation:

The FMO should reconsider the decision to trade the FPA position for a dispatcher.  There is no doubt that the dispatcher provides value to the program but we believe the value provided by an FPA would be greater.  There are opportunities to obtain much of the existing dispatch service from the ranger activities dispatch.

Recommendation:

Training records need to be reviewed and supporting documentation established to sustain claimed qualifications.  Supporting entries need to be made into IQCS.
Mandatory: 

The FMO needs to rigorously enforce qualification standards as outlined in PMS 310-1, the “Redbook”, and agency policy.

DUE DATE:  Immediately

c.  Safety

FINDING
The program has a good safety record and safety awareness among the fire and aviation staff is generally high.  Safety practices are evident although minor deficiencies were noted in the preparedness exercise.  Supervisory commitment to safety is evident.  Daily fire staff briefings include a timely safety message from the AFMO.  Safety materials are clearly posted and staff were observed reviewing the materials.  SAFECOMs and SAFENETs are appropriately utilized although they are not shared with the park safety officer.  The park safety officer feels the program has a strong safety orientation therefore requiring little attention from him.  Given the overall demands upon his time this is understandable but the downside is this causes him to be essentially disengaged from the fire program depriving the program of the oversight and advice which a safety professional can provide.
Recommendation:

The FMO should ensure SAFECOMs, SAFENETs, and other safety related reports are shared with the park safety officer. 

Recommendation:

The FMO and safety officer should develop a plan for more program involvement of the safety officer in order to gain the benefit of his professional abilities.

d.  External Coordination and Cooperation

FINDING
The park is an international icon and subject to an unusually high number of interagency and external coordination requirements.  For example, the park is bordered by five national forests in three Forest Service regions, six counties in three states, and another NPS unit.  There are numerous gateway communities and over 26 American Indian tribes who are consulted with on a range of park management issues, including wildland fire.  Support from these cooperators is good and the amount of effort required for this level of coordination cannot be underestimated; the park staff is commended for their efforts.  Forest Service cooperators consider the park FMO to be a leader in the FPA process.

Recommendation:

NONE

e.  Satellite Park Assistance

FINDING
The park provides fire management planning and assistance to Little Bighorn Battlefield NHP.  The LIBO chief ranger indicated that the park was behind on planning and program execution but that the fault was with LIBO and that YELL provided timely and accurate assistance.  He felt that the park was now ready to develop a small cache consistent with the new fire management plan.

Recommendation:

LIBO should work with FMO Perkins to develop an appropriate equipment list and the necessary funding request in time for the FY06 FIREPRO budget cycle.

f.  Facilities

Existing facilities are inadequate to meet program needs of both fire and aviation programs.  There are issues with available fire cache/office space including adaptive use of historic structures, adequate office/work space during the summer season, safety, traffic, and noise.  The helibase is a helispot at best and does not comply with IHOG base standards or with NPS soundscape standards, and is unnecessarily proximate to the housing area.  

Recommendation:

The fire cache/office should be moved from the park administrative center, or at least to the periphery.  A proper helibase should be established away from the housing/visitor use area, and preferably outside the Park, which is a designated World Heritage Park.  As part of the on-going FPA process the park should consider a unilateral or joint YNP-Gallatin NF fire center in Gardiner.  This would be a combined fire and aviation center capable of supporting the wildland fire program, helicopter operations, and fixed wing operations.  Appropriate component funding should be requested through both the FIREPRO and PMIS fiscal processes.

3.  Fire Use and Fuels Management

a. Fuels Management

FINDING
Despite prescribed fire language in the FMP, Yellowstone’s fuels program appears to be limited to mechanical treatment and some wildland fire use.  These two techniques are essential components of the program and progress has been made in several areas of the 
park but management is unlikely to achieve the overall goals of the program without a viable prescribed fire component.  Mechanical treatment appears to be the preferred tool and contributes to the park’s relatively high cost per acre of treatment.  The review team concurs with the park’s assertion that the YELL fuels regime is more complex than that found in many other parks.
Canyon Fuels Treatment Area
Canyon area fuels treatment consisted of 200 foot wide strip of mechanical thin and pile around the lodge area SW side. The treatment would be effective for ground fire, but would not be effective for independent crown fire. The treatments are done in phases to lessen the political and aesthetic impacts and to assess the impact of windthrow. The phases are:
PHASE 1: Thin, pile and burn/haul dead and down and reproduction/doghair thickets.

PHASE 2: Cut, pile and burn/haul dead standing.

PHASE 3: Thin and pile/haul live standing to slow down a crown fire encroaching upon developed are (WUI). 

PHASE 4: Burn from outside perimeter.

Lake Fuels Treatment Area
The area inspected at Lake was near the vicinity of the corral and recently-constructed residential units. Two different treatment methods, “strip soil” (2003) and a traditional cut, pile and burn (1998), were reviewed. The contrast between the effectiveness of the two treatments was striking. The 1998 treatment, although five years older, would be more effective in slowing the spread of a fire than the strip soil treatment which requires adding fuel back into the area for stabilization and aesthetics.  The traditional method was more aesthetically acceptable and had less erosion.
West Yellowstone Fuel Treatment Area
The fuel treatment near the Xanterra warehouse and the corrals at the West Yellowstone Entrance Station consisted of a cut and pile-burn project, with some biomass removed for utilization as cordwood for Golden Spike NHS. The timber that was removed was done mostly by horse-skidding, with some helicopter removal (largely for longline training). This treatment is a sound example of an effective low-impact fuel reduction project, especially when compared to the 2003 Lake “strip soil” treatment. 

NE Residential Fuel Treatment 
The “strip soil” mechanical treatment has been utilized in this area as well although the disturbance created is not as severe at Lake.  However, it remains aesthetically displeasing. The effectiveness of this treatment is somewhat better than that observed at Lake, and appears to have been considerably enhanced by being connected to a 1988 burn area.

The “SPLAT” (Strategically Placed Land Area Treatment) technique has been utilized in this area with biomass being either piled or removed using an existing old road.  Impacts varied considerably throughout the area.

(NOTE:  the following issue came to the review team’s attention after the team left the park.  Given its importance the team felt that it should be included in the report)
For the past three years, the Fire Management Program has been performing mechanical defensible space work around several backcountry sites, utilizing chainsaws and helicopters. The NPS Fuels Program has funded $161,000 for project implementation, and $35,800 for compliance and monitoring, for a total of $196,800. A total of 193 acres are planned for treatment, or have been completed, for a total cost per acre of $1020. While high cost, this is probably a reasonable cost for mechanical work at a remote location.  In June while conducting defensible space at Thorofare backcountry cabin, it was determined that the approved EA and FONSI providing compliance for the backcountry defensible space work stipulated that only primitive tools could be used in proposed wilderness. This requires that crosscut saws and axes be used instead of more efficient chainsaws. It is anticipated that the use of the primitive tools, along with the requirement that workers either pack or hike to and from remote sites, will significantly increase the costs associated with backcountry defensible space projects although the amount of increase is unknown at this time. Faced with a flat, or even decreasing budgets, and an increasing Agency acres target, fuels managers are going to be forced to consider only the most cost-effective projects that provide the greatest measure of protection for government property and resources, as well as the communities adjacent to our boundaries.  High cost, single structure defensible space projects will be low on the priority list when available fuels funds are distributed and are likely to go unfunded in the future.  Coupled with this is the Service’s adoption of the International Code Council (ICC) Urban Wildland Interface Code (see NPS RM-58, page 6). This requires a minimum of 30 feet of defensible space around each structure. It is the responsibility of the Park Structural Fire Chief to enforce this code although parks may exempt buildings from this requirement by appealing to their NPS Regional Director.

Recommendation: The four treatment phases should have a maintenance phase (phase 5) added (NOTE:  This is not in the approved EA or FONSI). Inspection and maintenance of previously-thinned fuel breaks should occur on an annual basis to insure they remain viable for their intended purpose. This will help keep structures in the WUI protected and help reduce the costs of returning years later to start the work over. The phases should be clearly organized and communicated in the treatment plans for all WUI treatments so there is understanding among the park, regional and national staff, and the public about the fuels treatment process and what will occur during each phase.  The park interpretive program, park public information office, and IMR FEPIS Program Coordinator should be included in this effort.

Recommendation: Continue to utilize the horse-skidding where economically-feasible and explore other technologies for low impact skidding, such as chip bedding on top of skid trails.

Recommendation: Complete all phases, including annual inspection and maintenance, in each treatment unit.  The time line for phase completions should be accelerated to the extent prudent and possible.
Recommendation: Discontinue additional strip soil treatments in favor to less disturbing types of log skidding (over snow, horse, rubber-tire skidders, ATV/fetching arch, highline).  Complete Phase 1 of the strip soil treatment in the Lake Area as too much woody fuel debris (estimated 30-40 tons/acre) was left in the unit for it to be considered a fuelbreak). Use the adjacent 1998 fuel treatment as a model of how the finished product should look (minus the high stumps).

Recommendation: The SPLAT treatment method has is a proven treatment for reducing fire rate of spread and severity. The park should propose other opportunities in the NE area to network SPLATS into a landscape level treatment on Highway 212. This should be done in collaboration with residents of Silver Gate and Cooke City. 

Recommendation : Work with gateway communities and cooperators to develop Community Wildfire Protection Plans (CWPP). The CWPP is the first step in providing federal Community Assistance funds for fuels treatments around communities at risk.

Recommendation : Plan and implement prescribed burns in the NE area on both sides of the highway from the park boundary to the west. This will help raise the comfort level for managing wildland fire use fires in the Lamar Valley area and mitigate wildfire risks to the communities outside the park boundary. Aerial firing should be used due to steep slopes. Identify natural boundaries as holding lines in conjunction with the highway and utilize late season (after Labor Day weekend) windows to moderate the fire behavior. Plan the burn to be conducted near the predicted season-ending event. This will necessitate the use of an LTAN.  
Recommendation:  The park should carefully consider its current strategy regarding the protection of backcountry cabins and have an alternative plan in place given the high likelihood that continued regional or national funding will cease.
b. Prescribed Fire Specialist Position
FINDING
The Prescribed Fire Specialist position (Klukas) supervises the Fire Use Module Crew Supervisor (Moore) and the Fire Ecologist (Miller). This position is also charged with managing reports in National Fire Plan Operations Reporting System (NFPORS), smoke management, and assisting the AFMO and FMO with daily program management. Historically this position has served as the advocate for Wildland Fire Use.  Currently the position is used to do long range planning and reporting of fuels accomplishments, with minor involvement in the implementation of fuels treatments.  This position appears to be third in command by virtue of GS-level and the qualifications of the current incumbent.     

Recommendation:  Consider changing the position title from “Prescribed Fire Specialist” to “Fuels and Ecology Manager” or perhaps to the more appropriate “WFU Specialist” to better reflect the duties and responsibilities of the position. The park essentially does not conduct prescribed burning so does not need a Prescribed Fire Specialist. They do however, need a Fuels Manager. It is recommended that this position continue to supervise the fire ecologist and fire effects program.

Recommendation:  Have Klukas complete Contracting Officer Representative training. Currently the sole Contracting Officer Representative (COR/COTR) managing fuels treatment contracts is the Assistant Fire Management Officer who is often busy performing the myriad of other duties assigned. Having at least one additional COR at Yellowstone (the Fire Ecologist should also be considered for COR certification) will provide backup. This will help insure that contracts are administered correctly and contractors have a reliable and consistent contact for work inspections and timely problem resolution.

Recommendation:  Klukas needs to become more involved in the operational implementation of fuels treatments. This is not meant to change the organization chart but rather to place more of the responsibility for the fuels program with the fuels funded supervisor. Having a more concentrated focus on the fuels program would help with overall planning, implementation and reporting. 

Recommendation:  For each fuels treatment project in the park, appoint an operations leader from the firefighter ranks for day-to-day field management of the project. This will provide developmental opportunities for lead firefighter and firefighter- level personnel for in-the-field project management skills, while allowing Mitchell and Klukas time for overall project planning and management.

c. Smoke Management 
FINDING
The permitting processes by the DEQ having jurisdiction for smoke produced in the park seem to be functioning well. The park reported that no denials for burning have ever been received. The small-scale burning (piles) conducted by the park has not been a significant impact to the local or regional airshed. No permitting is required for wildland fire. No fees are charged for smoke management burn permits by the three regulatory agencies.

Recommendation:  Tim Klukas should remain the focal point tasked with smoke management issues and participation.

d. Prescribed Fire
FINDING    

The current Fire Management Plan discusses expanded use of this tool, including utilizing prescribed fire near the Northeast Entrance Station to reduce the threat to NPS structures and the gateway communities of Cooke City and Silver Gate. It also states that prescribed fire may be used in conjunction with non-fire hazardous fuel reduction to burn accumulated fuels. Park fire staff state there is significant resistance from other park divisions and interested publics to management-ignited prescribed fire.  We do not believe the park can achieve its fuel management goals without a significantly expanded management-ignited prescribed fire program.
Recommendation: The park is strongly encouraged to increase utilization of management-ignited prescribed fire to strengthen the mechanical fuel reduction projects undertaken in the WUI areas. A suggestion is that late season broadcast burning or jackpotting be performed on the outside perimeter of the fuel reduction areas to create a treated zone of a ½ mile to a mile in radius around the developed areas. The distance would depend on the predominant wind direction and natural barriers near the developed areas.

Recommendation:  A prescribed burn in the Northeast Area of the park as identified in the current FMP would provide a much-needed fuels treatment for protection of NPS structures and the gateway communities upslope. Several natural barriers, Highway 212, Soda Butte Creek, Pebble Creek, the 1988 burn scar, and the fuel treatment around the NPS structures provide perimeter options. It is also recommended that the burn be ignited using aerial ignition on the steeper slopes. This treatment would not only provide protection to structures in this area, it would also raise the comfort level for decisions to manage natural fires in the Lamar Valley area.   

e. Wildland Fire Use 
FINDING
Yellowstone considers itself a “fire use park” but available records do not indicate significant fire use relative to potential opportunities. There is a fire staff perception that the FMO is not willing to call in outside fire resources to assist in managing wildland fire use, thereby limiting the use of this tool.  This may contribute to decisions to suppress potential candidate fires rather than managing as WFU. Decisions on candidate WFU’s are made by the Park FMO, who has delegated authority from the Park Superintendent, with input from the Chief Ranger, a representative from Yellowstone Center for Resources, and the District Ranger having responsibility. The FMO has a vast quantity of institutional knowledge that is utilized for WFU determination but subordinate staff indicate they are unclear regarding decision criteria.  Out of 51,901 acres burned in Yellowstone from 2000-2004, 8717 acres were managed as wildland fire use, or 17% of the total acres burned (NOTE:  In late July the park forwarded numbers indicating 46% of all natural ignitions from 1992-2004 were managed as WFU; these numbers would indicate a considerably more proactive stance towards WFU but they are inconsistent with official data reported within the SACS as well as the data the park provided the team in June). The recent trend shows a promising upward trend to managing more fires as fire use, with three managed WFU’s in 2000 and seven in 2004. One reason put forward by park staff for the majority of fires being suppressed rather than managed for benefits is the long term drought the park has experienced for the past 6 years. Other reasons include the NPS moratorium on prescribed fires in 2000 and the severe 2002 fire season in the Northern Rockies. An examination of WFIPs from the 2004 fire season revealed that NPS policy had been followed and generally exceeded.  The park is commended on doing additional analysis than what is required for Stage 1.

Recommendation: The decision making process and inputs for whether a fire is managed for resource benefits or suppressed should be clearly articulated in writing and shared with implementation staff and supporting park organizations.  Pre-planed MMA boundaries could be established along with the basic stage 1 WFIP information which might increase comfort levels for selecting WFU versus suppression.
Recommendation:  Fuel reduction treatments around the developed areas and the prescribed burn in the Northeast area should be completed as soon as is possible.  Besides the fuel management objectives these projects will raise the comfort level (especially in drier years) for managing more fires for resource benefit and allow natural processes to prevail.

f.  Non-Fire Fuel Treatment
FINDING
Six non-fire hazard fuel treatment sites were field inspected. The park has implemented a five-phased approach to reducing first the ground fuels and small diameter reproduction thickets (phase 1), followed by removal of dead standing timber (phase 2), followed by a thinning of live trees to reduce crown fire potential (phase 3), and a prescribed burn conducted on the outside perimeter of the treatment unit (phase 4). The last phase (phase 5) is annual maintenance of the mechanically-treated area.
Recommendation:

NONE

4.  Fire Operations

a. Fire Use Module 

FINDING
YELL was one of the first parks to initiate conversion to narrow band Racal radios. The conversion has not gone as smoothly as was hoped and due to the operational limitations of Racal there is a concern for Module operational safety when they are assigned across the nation.  Of particular concern the new Racals are not user friendly under emergency circumstances. 
Recommendation: Issue the Module two Racal radios for local use when working within Yellowstone. Authorize the purchase of four narrow-band and field programmable new King Radios for interregional use, nationwide. This purchase would need to come from the fire accounts. This precedence has been set by the Zion FUM. The phased implementation of the narrow band frequency program is highly desirable, but with consideration of a combination of radios in the interim.

FINDING
One module funded position on this module is assigned by the FMO to the supervision of the fire effects monitoring program. The FMO has arranged a trade-off of committing other fire effects, or fire qualified personnel as needed to fill out Resources Orders for the module.  The present arrangement is working at the park and is an innovative example of stretching fire dollars in a tightening and declining budget. It is recognized that the 
current personnel discharging the fire effects duties are also developing fire use skills on the module. Consistency with minimum staffing requirements for the national module program require a base staffing for the module at seven (7) and the FMO has committed to this for FY06.

Recommendation: 
NONE

b. Fuels Management

FINDING 
The Park prefers to use Wildland Fire Use (WFU) as the preferred alternative for landscape level fire management with limited mechanical projects around developments and, although supported by the superintendent, has not elected to use prescribed fire as a management strategy. The defensible spaces created around developments are presently inadequate for their intended purpose. The recent project at Lake is a case in point. The decadent forests to the west (unburned in ‘88) will loft spot fires into the development area and render the fuel laden buffer zone utterly useless under extreme fire danger conditions.  The wooden structures at Canyon cannot be expected to fare much better under the same set of conditions, which may occur simultaneously. Hazard reduction activities have just begun around Canyon and Lake and have been compromised by constraints unrelated to defensible space requirements and concerns for human safety.  Also see above fuels discussion in section #3.
Recommendation:  The park needs to adopt Firewise standards and practices park wide around the development zones. In concert, implement prescribed fires initially around Lake, Canyon and Grant Village to better achieve the objectives as stated in the Yellowstone FMP.
FINDING 
The fire effects monitoring program is not funded as indicated in the FIREPRO analysis, due to the lack of an active prescribed fire program.  Other funding sources are being utilized to accomplish this work.
Recommendations:  Endorse and adopt an expanded WFU program consistent with the aggressive language in the revised fire management plan. 
c. Protection Operations

FINDING 
Qualifications and certifications for protection staff (non-wildland fire “militia”) directing or responsible for, command of fire incidents is not adequate to support program needs.
Recommendation: Ensure that command authority, particularly with the Duty Officer, is transferred as incidents warrant, to fire qualified staff. Identify deficiencies within the organization and develop a training and development plan to insure a sufficient number of command qualified staff.

FINDING 
The WCF engine is staffed with a capable but not qualified leader, and no other dedicated personnel (the park has reallocated authorized engine positions to the helitack module, a priority decision by the FMO which the review team concurs with). The fire effects staff covers the engine, with the available personnel on a day by day assignment basis.  This is not an optimal arrangement, as shown during the preparedness drill, but it is an acceptable arrangement given the park’s overall program needs and priorities. The park is not considered an engine park but there are situations where the engine is the tool of choice and it should be retained.  The engine is 700 pounds over MGVW without staff, and came from the factory 500 pounds over agency recommended download weight.  The vehicle cannot be legally operated on public highways in this condition.
Recommendation: The WCF engine should continue to be funded and staffed with the engine foreman and supplemented by other fire staff as necessary.  The engine foreman needs to complete his engine boss taskbook as soon as possible.
Recommendation:

The FMO should develop a plan to either replace the engine.  This should be coordinated with RFMO Dems. 
FINDING 
Defensive Driver training is to be provided new employees within three months of hire, and every three years, thereafter. Records do not indicate if the park complies with this requirement.
Mandatory:  
The park must provide the mandatory defensive driver training for all fire vehicle operators and maintain written records of the completion.
DUE DATE:  July 15, 2005
FINDING 
Tree felling operations and the training and certification process of tree fallers (Chain Saw operators) has been just recently approved by the Superintendent.  The park is commended for this effort.
Recommendation:  The Park Safety Officer and FMO should implement the new program to all echelons of staff that use chain saws. The certification process and list of certifiers for chain saw users should be overseen by the Fire/Forestry Operations Specialist.
Mandatory:
Affected wildland fire staff must comply with the training/certification process.

DUE DATE:  July 15, 2005

d. Fire Dispatch

FINDING  
The park operates two internal dispatch centers and contributes a position to the Bozeman Interagency Dispatch Center.  The fire program operates one monday-friday, 8-5, which supports fire and aviation operations, but which requires the FMO to reallocate some of his available FTE in order to establish dispatcher positions. The protection division operates the second, 24-7, in support of all other park operations and as a backup to the fire program needs.  The two are located in separate buildings and utilize different equipment thereby hindering effective cross communication and backup between dispatchers.  The supervisory ranger division dispatcher feels the two functions should not be operationally combined but that efficiencies would be achieved by physical co-location.  Once the headquarters reconstruction project is finished there will be adequate space for both dispatches in the same facility.  There is one base console at Fire Dispatch. Often, there is a second flight-following requirement of the second Fire Dispatch console which has limited capability and safety is compromised.

Recommendation: The park should objectively determine if dispatcher concern regarding operational combination is valid.  If not, the two dispatches should be operationally combined allowing 24-7 support to all park programs.  If the concern is determined to be valid the dispatches should be retained as separate entities but co-located in the same building. The park should also consider the option of a combined interagency, multifunction, dispatch with external partners.  Given the political realities of “turf” the park should consider requesting outside assistance to conduct an in-depth review of the dispatch needs and opportunities.
5.  Aviation

a.  Overview

FINDING
The park is a large user of aviation services. A wide variety of missions are accomplished in the park by both fixed-wing and rotor-wing aircraft. AMD flight use summaries show that over the past 5 years the average hours flown by fixed wing is approximately 900 per year and rotor-wing is 650 per year.  It is important to note that rotor-wing flights for 2003 significantly increased (1009 hours) due to the East and Rathbone fires, and are not representative for the 5 year average. For a year round program of this magnitude, the overall safety and operating record is outstanding. This should be credited directly to the park’s aviation management staff and the individual aircraft vendors’ attention to policy and safe operating procedures. The “team” environment within the fire and aviation staff at the park is outstanding and contributes to the excellent safety record. 

b. Helibase
FINDING

The current primary helibase at Mammoth is “undeveloped”, lacking the presence of established landing areas (pads), lighting or support facilities, and does not meet minimum IHOG standards. Although not used for night operations often, life flight helicopters occasionally land there for EMS transports after dark and vehicle lights are required to aid aircraft in the location of the landing area.  No permanent facilities exist at the helibase. Helicopter related equipment is all stored at the fire cache or in the support vehicle and nothing is available on the base, or in this case, landing area.  Security of the helicopter and helibase is provided by occasional after hours Ranger patrol. There is no perimeter fence and no signage or gate restricting access to the area. There is no history of public or wildlife inflicting any damage to the helicopter but potential exists and few controls appear to be in place to prevent it.  Various helispots are maintained throughout the park for intermittent use as required; record of required annual inspections for these facilities could no be located.
Action Item:  The facility needs to be upgraded to IHOG standard. If this is not feasible, alternative locations with potential for a suitable facility need to be identified and appropriate planning initiated.   The FMO should develop and enter the appropriate funding requests in the next budget cycle.  In the interim a portable lighting kit should be purchased, a gate installed on the main helibase access road, and appropriate portable signing installed.

DUE DATE:  September 30, 2005
Mandatory:  All aviation facilities must receive an annual inspection per DO-60 and IMR Aviation Supplement; copies of the inspection report must be provided to the Regional Aviation Manager.

DUE DATE:  July 1, 2005
c. Communications and Flight Following
FINDING

Flight following and communications required to support the wide range of park missions rests primarily with the “Fire Dispatch” office. This office however is staffed largely on an 8 hour per day, five day per week basis, thus putting a shared responsibility on the “Park Communications Center” office for the remainder of the time. The Park Center does not know what the daily staffing situation of the Fire Dispatch office is and sometimes aircraft call-ins are left unanswered or response delayed due to a lack of communication between the two offices.  Communications equipment at the Fire Dispatch office is functional but not capable of performing all required tasks. National Flight Following frequency 168.350 is not monitored and it was unknown if “air guard” frequencies were monitored or available at this office. There is no equipment capable of monitoring standard aircraft AM frequencies traffic. Dispatch staff are not familiar with the Automated Flight Following system and thus is not being monitored. Aircraft under contract to the park are not AFF equipped.  Cooperator aircraft used in the park such as the jumper planes at West Yellowstone, neighboring contract helicopter on the Gallatin N.F. and national airtankers/helitankers have this capability and could be electronically tracked by the park dispatchers.  The program has portable satellite telephones available for field operations however aircraft in use by the park do not carry them on board on a regular basis.  Communications via radio between Fire Dispatch and personnel located at the helibase are inconsistent, presenting a distinct safety risk. There are occasions when the dispatcher must drive to the helibase to deliver information to personnel engaged in operations at that location.

Recommendation:  Park dispatch organization and procedures should be modified as necessary to ensure communications are reliable and timely.  Capability needs to include both AM and FM frequencies.  Upgrade existing fire dispatch consoles.  Train staff in use of AFF and utilize system capability for all equipped aircraft.
 
Recommendation:  Require portable satellite phones on all aircraft, or at a minimum on special use missions.

Recommendation:  Route a copy of the Fire Dispatch office staffing schedule to the Park Communications Center each pay period.

d. Helitack Module Staffing
FINDING
The park has committed to establishing a standard interagency helitack module. The module has been created through a combination of IMR reassignment of positions and temporary funds along with the FMO reassigning engine positions.  The module currently consists of 7 individuals, one less than minimum module staffing requirements for NPS helitack crews, and lacks the module supervisor position.  There are deficiencies in the number of pay periods that the employees are funded for and the grade levels that FIREPRO base analysis funding is provided at; IMR has submitted analysis of these deficiencies to the FMLB for consideration. The FMO has upgraded the assistant manager position (Hafer) utilizing support funds which further reduces his program options and flexibility. The sole funding source for the module is FIREPRO although the module spends 30-40% of its time supporting search and rescue, fuels reduction and maintenance, trails projects, natural resource management, and other functions. There is no direct ONPS support to module staffing and overhead costs. 
Recommendation:

Continue to pursue the necessary funding and staffing to establish and support the interagency helitack module to NPS standard.  ONPS funding should be increased 
commensurate with the level of program support received from the module. The park should work with GYA cooperators for financial and/or staffing support of what will be a valuable zone-wide resource.
e. Aviation Operations Plans
FINDING

There is currently no Helibase Operating Plan in place at the park. This is a required document and its absence is an existing deficiency from the last program review conducted in 2002.  The program has a current Park Helicopter Short-Haul Operations Plan however the qualification and certification sections are vague. This should more clearly state the objectives to be achieved in initial and re-certifying training of participants as well as clearly defining what the intentions of proficiency training are as well as limitations to when they will be applied (actual training environment vs. field operational environment). The park SAR Coordinator is not a reviewing signatory to the document. Heli-logging, performed in support of fuels reduction program, is not covered in the aviation management plan.  Other project aviation plans were not found for missions such as wildlife monitoring, ACETA operations, and aerial ignition although the aviation officer indicates that the plans do exist in park files but that they are imply too large to be readily available.  The Park Aviation Plan is current, having been signed in 2005. This document was found to be in good order, however for a park that has such a complex aviation component as Yellowstone does, joined with the fact that there appears to be a lack of project specific aviation plans in place, its content is quite brief.
ACTION ITEM:

Develop the missing applicable detailed components to the aviation management plan including the helibase / helicopter operating plan and post it.

DUE DATE:  September 30, 2005
f. fixed-wing use
FINDING

The park flies well in excess of industry standards for purchase of a fixed wing aircraft versus rental (industry standard is purchase is cost effective at about 200 hours per year) and this concept is mentioned aviation management plan. The past 5 year’s rental aircraft hours flown average approximately 900 per year, most of which is in support of resource management projects.  An abbreviated A-76 study was conducted by IMR in 2003 and operation of a fleet owned aircraft was shown to be cost effective.

Recommendation:  Consider obtaining a fleet owned fixed wing aircraft and pilot dedicated to Yellowstone National Park.  The park should consider having the pilot dual function as the Park Aviation Officer in an effort to relieve the already heavily tasked park Fire Management Officer of this responsibility.

g. Aviation training
FINDING
Aviation training records are located in the fire dispatch office in “hard copy” form. Electronic records of Yellowstone employees on the IAT web site are not reviewed by anyone specific, nor with any frequency. M-3 (aviation management for supervisors) and B-3 (basic aviation safety) records were not available for review. There is one trained interagency aviation trainer in the program however the individual’s ability to access the records data base was not evident.

Recommendation: Develop a system for entering and reviewing employee electronic training records on the IAT site. Assign aviation training officer duties to a qualified aviation trainer within the program to assist the park aviation manager with the tracking and currency of park employees training requirements.

Mandatory: Ensure all employees comply with DOI aviation training requirements including B-3 and M-3.  Document such training in readily accessible records.

DUE DATE:  December 31, 2005

h. Interagency Aviation Relations
FINDING

The park funds a fairshare smokejumper position based at West Yellowstone which has strengthened the parks relationship to that program and the ability to rely on their services.  There is limited interaction with the Gallatin and Bridger-Teton National Forest helirappel program, Grand Teton’s interagency fire / rescue rappel / short-haul program.  The park has historically not shared its contract helicopter with neighbors to a great extent however the FMO has made significant changes in the program over the past few years aimed at making the helicopter/module a standard interagency resource; this is supported by IMR but has not yet been fully supported by the FPMC.
Recommendation:
NONE
 i.  Shorthaul Program
FINDING
Records indicate the shorthaul program is rarely utilized.  While there is a potential need for this tool it does not appear to be commensurate with the significant investment required for initial and recurrent training.  Given the relative lack of use the overall crew proficiency and program safety must be questioned. 
Recommendation:  The shorthaul program should be critically reviewed for risk exposure and cost efficiency.  If the program is to be retained proficiency flying must be significantly increased or the park should consider relying upon outside programs such as Grand Teton for Yellowstone’s relatively infrequent shorthaul needs. 

6.  Fire Ecology
Yellowstone received fire effects monitoring staffing in 1997.  Prior to that time the park made use of (PNF) monitors.  In 2001 an ecologist was added to the staffing.  The fire ecology program has successfully combined historic 1935 plots as well as more recent research plots  to fill out the overall picture of the impacts of fire on vegetative landscapes within the park..  The park has made appropriate decisions to not use the traditional fire effects protocols in favor of those better adapted to address management concerns and questions.

Management’s stated intent is one of managing natural processes and a desire to utilize wildland fire use.  The fire statistics for the period 1992 to 2004 however, indicate there are more suppression acres than fire use acres being managed within the park.  To some extent this reflects the recurring drought situation in GYA as well as intermittent political pressures. 
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a. Fire Ecology
FINDING
Current budget allocations to YELL do not provide adequate funding for both fire effects monitor and monitor positions (previously prescribed natural fire or PNF monitor; these are now wildland fire use or WFU monitors).  The park has taken funding from the Yellowstone Fire Use Module to supplement the capability of the fire effects and wildland fire use monitoring positions.  However, this raises a concern regarding the inappropriate use of funding for a national resource to fund in-park monitoring capabilities. Given the current fiscal climate there are no readily available financial solutions for Yellowstone’s program although the FMO has made assurances that the module funding will not be reallocated in FY06.
Some elements of the park organization do not appear to share management’s goals and objectives as described in the fire management plan; the perception of dissent among park staff is reflected in the stipulations and/or arguably excessive mitigation measures that are imposed upon the urban interface fuels projects at Lake, Canyon, and the Northeast Entrance.  These have rendered some of the projects inadequate to meet life safety concerns.  The dissention contributes to the wild swings of managing wildland fire use successfully, suppression of candidate fires, wide variability in project completion, and being unable to justify the funding required to carry out projects with attached stipulations.  The fire staff has collected appropriate data needed to show the levels of success achieved by the mechanical treatment program.  The level of knowledge and analysis indicates a professional level of scientist rather than journeyman level.
Recommendation:  Develop internal collaboration and support required for successful implementation of the fire management plan.  Work with interagency partners in planning landscape scale treatments consistent with management’s goals.  Use fire ecology data to assist in developing consistent management direction to the program.+++
b. Fire Ecologist
FINDING
The fire ecologist is steadily growing into the role, and beginning to provide excellent leadership and creativity within the position.  Eric is to be commended for the productivity and cutting edge research and documentation that are being provided for the park as well as the fire community.  Eric appears to be working outside the scope of his GS-9 position description and is graded below the IMR established standard of GS-11 for fire ecologists.
Recommendation: The position should be reviewed to ensure the incumbent is working within the scope of the position and that the grade is commensurate with assigned duties. 
c. Fire Management and Resource Management Relationships

FINDING 
The relationship between fire and resource management programs is a complex relationship enhanced by the size and complexity of Yellowstone.  The relationship is multi-layered, with connections made between the district natural resource managers, the YCR, the cultural resource staff, and the Division of Planning, Compliance, and Landscape Architecture.  There are some overlapping roles and responsibilities between all these entities, such as the expertise and authority to make recommendations and provide stipulations related to cultural landscapes for fire management projects.  These overlaps are cause for some concern in that conflicting recommendations and stipulations are creating problems for the successful implementation of projects.  Additionally, the collaborative group that provides the primary connection for providing compliance and mitigating measures for fire management projects is a relatively new organization and is still feeling its way.  There does not appear to be a framework for how the group develops mitigating measures for proposed fuels management projects, such as designation of wetlands, screening of projects, and rehabilitation of skid trails.  There is no clear decision making authority within the group to resolve conflicts in project stipulations.  

The fire ecologist is not the primary liaison between the fire management organization and these other resource entities.  This liaison duty is currently done by the AFMO or the prescribed fire specialist.  The primary relationships seem to be improving, but are very time consuming for all concerned and could be streamlined.
Recommendation: The collaborative group that provides the primary connection for providing the compliance and mitigating measures for fire management projects needs to have a framework outlined for reasonable mitigation measures and for decision making roles and responsibilities.  

FINDING 
An evaluation of current fuels management projects at Lake, Canyon, and Northeast Entrance indicate some apparent problems (see above section #3) in project planning and execution.  The fuels project at Lake indicates that project objectives are not met because of the mitigating measures applied to the soil stripping areas.  Downed logs and limbs have been placed across the soil stripping area, negating the area as a fuel break to protect the park structures in the area.  The fuels project at Canyon was designed to provide some measure of safety for firefighter access in protecting new structures in the area.  Various small areas have been flagged for exclusion in fuels treatment because of “wetlands” designation.  These areas do not readily seem to meet the criteria for wetlands (distinguished by hydrology and hydrophytic vegetation that is readily distinguished from surrounding vegetation).  There is a concern for aesthetic value preservation near fuels management projects within the park.  This screening is accomplished with vegetation.  In other parks, vegetative screening has contributed to loss of structures and park infrastructure by contributing to fire behavior that endangered values at risk.

Recommendation: In cases where fuels management projects are designed to protect values at risk, some compromise may have to be made between competing philosophies and operational realities in order to provide for project success.  The park may need to make some management decisions for the benefit of protecting values at risk important to the park.

7.  Environmental Compliance
a. Planning
FINDING 
Planned projects are subjected to review by YCR and PLCA staff via the Resource Council.  Fire personnel perceive that YCR and PCLA frequently take an inordinate amount of time to review and comment on projects, causing delays in project implementation and missed fuels targets.  PLCA and YCR sometimes perceive that they don’t have enough time to complete resource inventories, conduct consultation with external regulatory authority, and make recommendations for protection of cultural and natural resources. PLCA personnel feel that fire staff have a poor understanding of compliance requirements and the time required to complete this work.
Personnel from the division of planning, compliance, and landscape architecture (PLCA) and Yellowstone Research Center (YCR) have completed and/or are working on programmatic approaches to compliance with Section 7 of the ESA and archaeology, historic structures and cultural landscapes under Section 106 of the NHPA.  Programmatic informal Section 7 consultation has been completed for all mechanical fuel projects proposed in the recently signed (5/2005) Fire Management Plan.  PCLA staff have submitted a draft Programmatic Agreement for protection of cultural resources (landscapes, historic structures and archaeology) while implementing fire and fuels management projects under Section 106, to the PCLA division chief; programmatic approaches to compliance requirements would improve the efficiency of the planning and compliance process. Fire personnel responsible for planning fuel reduction projects have adapted project plans to meet and even anticipate the concerns of YCR and PLCA staff.  Mechanical logging contracts gave way to horse logging and manual cut, pile, and burn projects.  The effectiveness of WUI fuels treatments are compromised on some projects in an effort to meet resource management concerns (wetlands, soil stripping, visual screening). 
Recommendation:  The project planning process and associated time frames should be clearly defined by park management, and all parties held to this timetable.  Cultural and natural resource managers need 18 – 24 months to complete their inventory, assessment and recommendations for protection of resources.  Cross training between fire and PLCA/YCR staff might improve understanding of each other’s programs.  An arbitration process should be developed to allow for timely resolution of impasses.
Recommendation:  Management staff should encourage the division of PCLA and YCR to finalize the draft Programmatic Approach (PA) for cultural resources.  The PLCA and YCR staff should brief fire personnel on the terms of the PA.
b.  Staffing

FINDING  
Yellowstone National Park currently employs two archaeologists, with very limited ONPS funding.  One archaeologist is funded by and committed to Federal Highways projects, while the other position deals with all “other” compliance for the park.  Time and money are in short supply for the sole archaeologist tasked with all “other” park cultural resource compliance projects.  Support dollars for fuels management projects are used for in-house, contract, and cooperative agreement compliance work on fuels management projects. Cultural resources compliance for wildland fire use actions is limited to any suppression activities associated with the WFU.  With only 2% of the park inventoried for cultural resources, uninventoried areas will likely occur in any given WFU fire.

Recommendation:  Obtaining a predictive model for cultural resource sites would allow fire and YCR personnel to assess the likelihood of flammable resources occurring in a WFU fire area.  Fire personnel should consider defining a process for notifying cultural resources to provide them with an opportunity to suggest protection measures for flammable cultural resources.    

c. Project Implementation

FINDING  
The wetlands team out of the YCR is responsible for identifying and marking wetlands for protection during mechanical fuel reduction project implementation.  Wetlands that were identified on several projects were small, and did not exhibit vegetation unique to the site.  YCR management couldn’t explain what the concern was about falling trees into or out of the identified wetlands.

Recommendation:  Members of the wetlands team and/or YCR management team should explain criteria and definitions for identifying wetlands within the project area, to fire personnel.  Fire personnel should also be made aware of the potential impacts to identified wetlands (not just avoidance, but rather understanding potential impacts).
8.  Geographic Information Systems
FINDING
The park does not maintain internal GIS support within the fire program but near and long term GIS needs are adequately met through park operational funds with some support from FIREPRO.  The program also receives FPA related supported from Dirk Shupe (GRTE).  Some members of the fire staff have GIS related skills which are effectively utilized in support of fire planning needs.

Recommendation:

FIREPRO should continue to provide support to the park GIS program but should also continue to develop and take advantage of GIS skills within the fire staff.
9.  Fire Education & Information
FINDING
The park does not have an assigned FEPIS position but meets or exceeds all program standards.  The FMO and interpretive division, supported by the park public affairs office, are very active in public contacts, outreach education efforts, and development of written products for both park staff and the public.  The FMO and Ranger Janet Ambrose are particularly commended for their innovative efforts with the Cooke City Outward Bound program and other external education products.  The interpretive division feels the level of support from the regional FEPIS coordinator is appropriate.  Some of the internal conflicts between programs appear to result from program leaders not clearly understanding the role and operational constraints of each other’s program area.
Recommendation:

The interpretive division should expand its strong external fire education program to include internal staff and park residents.  
Appendix A
Preparedness Review
A comprehensive preparedness review of the Yellowstone Fire Management Program was conducted May 23-26, 2005.  Standard interagency checklists and guidelines were utilized to guide the review.  Program reviews and preparedness reviews have several areas of overlap and the reader will note some duplication of findings and recommendations.  The IMR standard report format for preparedness reviews has been modified in this instance for consistency with the associated program review report format.
Fire Use Module 

FINDING
Radio conversion to narrow band Racal from field programmable Kings has been mandated by Yellowstone Park. There is a concern for Module operational safety when they are available across the nation, and Racal frequency capacity is limited to 256 channels.  Although this would seem more than adequate, the new Racals are not user friendly under emergency circumstances. This issue of trepidation is shared with the other elements in the fire organization. 

Recommendation: Issue the Module two Racal radios for local use when working within Yellowstone. Authorize the purchase of four narrow-band and field programmable new King Radios for interregional use, nationwide. This purchase would need to come from the fire accounts. This precedence has been set by the Zion FUM, in the IMR. In any case, the phased implementation of the narrow band frequency program is highly desirable, with consideration of a combination of radios in the interim.

FINDING
One module funded position on this module is assigned to the supervision of the fire effects monitoring program. The FMO has directed this with the trade-off to the module of committing other fire effects, or fire qualified personnel as needed to fill out Resources Orders. The present arrangement is working at the park and is an innovative example of stretching fire dollars in a tightening and declining budget. It is recognized that the current personnel discharging the fire effects duties are also developing fire use skills on the module.  The problem for the module is essential cohesion by this practice of assigning personnel as available

Recommendation: Consistency with minimum staffing requirements for the national module program require a base staffing for the module at seven (7). This will be done for FY06. 

Protection Operations

FINDING
Daily weather and fire behavior were not routinely covered in morning briefings during the team’s visit. Fuel moisture parameters were not routinely discussed with all echelons of the firefighter ranks on a regular basis.  Some fire staff were not carrying predictive fire behavior pocket cards.
Recommendations:  Ensure that each daily briefing includes the daily weather forecast, current and predicted indices and expected fire behavior.  Fuel moisture values need to be updated regularly and shared with staff, co-operators, and the West Yellowstone Jump Base personnel.

FINDING
Qualifications and certifications for protection staff directing or responsible for, command of fire incidents may not be adequate across the Division, in some cases.

Recommendation: Ensure that command authority, particularly with the Duty Officer, is transferred as incidents warrant, to fire qualified staff. Identify deficiencies within the organization and develop a training and development plan to insure a sufficient number of command qualified staff.

FINDING
The WCF engine is staffed with a qualified leader, but no other assigned seasonal personnel.  The fire effects staff, or helitack crew, cover the engine with the available personnel on a day by day assignment basis. 

Recommendation: The WCF engine needs to be staffed with the minimum number of personnel during the defined fire season, with qualified overhead.

FINDING
Defensive Driver training is to be provided new employees within three months of hire, and every three years, thereafter. 

Recommendation:  Provide the mandatory defensive driver training for all fire vehicle operators and maintain certificates of the course completion.

FINDING
Tree felling operations and the training and certification process of tree fallers (Chain Saw operators) has been just recently approved by the Superintendent.

Recommendation:  The Park Safety Officer and FMO shall implement the new program to all echelons of staff that use chain saws. The certification process and list of certifiers for chain saw users shall be overseen by the AFMO.

Fire Use

FINDING
Decision criteria for determining the appropriate management response to Wildland fires are not clearly defined.  The FMO and AFMO appear to use different criteria to declare fires either “Fire Use” or “Suppression”.

Recommendation:  Define the decision thresholds for natural fires (WFU) geographically and functionally on maps and charts for clarity and consistency with the Red Book and RM-18. Develop a Delegation of Authority document for Duty Officers that is comprehensive of decision criteria and authorities necessary to implement the Yellowstone FMP.
FINDING
There is not a comprehensive delegation of authority to “Duty Officers” in the absence of the FMO/AFMO. This constrains the ordering of necessary resources from outside of Yellowstone.  This also places the FMO or AFMO in the position of extending duty hours and work rest cycles of their command unnecessarily.

Seasonal Housing

FINDING
Available park housing for seasonal employees is fair to poor which adversely affects recruiting, retention, and overall morale.

Recommendation:  Continued support from Yellowstone NP and the Regional Office for the fire dorm and additional housing for potential future staff growth.

Fire Use Module

FINDING 

Existing quarters are good for four residents.

Recommendation:  Do not have any more than four individuals living in the house.  It seems to be working fine with office and residence in the same space.

Fire Cache

FINDING
Exhaust in office space from helicopter module vehicle.  Diesel exhaust hangs around inside occupied areas.

Recommendation:  Adequately vent the exhaust or discontinue parking inside the cache.

FINDING
All three fire extinguishers are in garage/shop area.  One not tagged for yearly inspection, the other two, hand written but not punched.  At one point the workshop cage was locked, so only one fire extinguisher was accessible.  One extinguisher site is signed for extinguisher (near soda/ice machines), but none is installed.
Recommendation:  Sign the extinguishers better and use a hole punch for the annual inspections.

FINDING  
Carpet in some areas may pose as a tripping hazard.

Recommendation:  Replace when the opportunity is presented.  Possibly clear plastic for areas under desks where chairs move around.

Dispatch

FINDING  
Old consoles.  One is difficult to hear by personnel in field, there is no cross channel muting, so the volume has to be turned down low.

Recommendation:  Replace with used consoles from Yellowstone Communications Center.  Possibly add a third console.  Another consideration is to consolidate fire dispatch with YNP Communications Center or utilize Bozeman Interagency Dispatch Center (Yellowstone National Park funds a Fair Share Dispatch position at Bozeman Interagency Dispatch Center.

FINDING
Lack of communication/poor contact with helibase from Fire Dispatch.

Recommendation:  This is a potentially significant safety issue and should be resolved this year.
FINDING 

Racal narrowband radios create several problems for the fire staff, including potential safety issues.  Racal radios are not commonly used by the co-operators, creating potential inter-operability problems.
Recommendation:  Let the fire staff use the fire industry informal standard, Bendix King.  

FINDING  
Automated Flight Following (AFF) is not utilized.

Recommendation:  With the amount of flights in this park, dedicate a computer to AFF, projector to a screen on wall so the flight status can be seen from each work station.

Training

FINDING  
Documentation records incomplete for training related to ICS positions.

Recommendation:  Peer review of training records.  As a group, the FMO, Training Officer and an individual’s supervisor should review training files and find missing documentation or obtain appropriate training for the individual’s ICS positions as required by the Wildland and Prescribed Fire Qualifications System Guide PMS 310-1.
FINDING  
No Individual Development Plans (IDP) in training files.

Recommendation:  Develop IDP with everyone on the fire staff and with personnel who are active in Wildland fire operations.  This may help the Training Officer to find appropriate training for staff.

FINDING 
Some employees are sent on in-park fire suppression incidents when they are not fully qualified for a given position.  For example, an ICT5 was sent out with no documented training or taskbook initiated.

Recommendation:  Peer review of training records.  As a group, FMO, Training Officer and an individual’s supervisor should review training files and find missing documentation or obtain appropriate training for the individuals ICS positions as required by the Wildland and Prescribed Fire Qualifications System Guide PMS 310-1, as soon as possible.  
FINDING  
FMO and AFMO are not consistently checking incident qualifications before assigning employees to incidents.

Recommendations:  IQCS will, in most cases, resolve the issues of training/experience not matching qualifications.

FINDING
There are numerous instances of redcard qualification overrides unsubstantiated by valid rationale.  

Recommendation:  Follow agency guidelines regarding qualifications and certifications.  Use of overrides should be minimized and must have strong written justifications. 
Weather Stations

FINDING

Coverage for the park is inadequate and some shifting of RAWS equipment is indicated.  The preferred pattern is the “dice-5” with a unit at each corner of the park and one in the large unburned center area between Canyon and Old Faithful.  The NE corner of the park lacks weather monitoring equipment which will hamper the planned fuels treatment actions in this area.
Recommendation:  The park should add three RAWS type stations.  Assistance should be requested from the Regional Fire Management Officer in planning appropriate locations and subsequent funding.

Appendix B
Summary of Program Recommendations

(Preparedness Review recommendations are found in Appendix A)
	Component
	Item
	Recommendation/Action/Mandatory Item:
	Due Date

	1. Program Administration
	a. Account Management
b. Payroll
c. Budget Analyst

	Action Item: The national Fire Equipment and Facilities Specialist will perform an audit of this facilities project.

Mandatory Item: The park must correctly utilize the emergency fiscal authority conveyed by the step up plan process.  This authority does not begin prior to PL IV. 

Recommendation: More centralized oversight of payroll and travel is required, preferably by someone who has knowledge of incident business management practices, to ensure accurate and complete payroll records.  

.  

Action Item: Review FY04 payroll records and ensure employee overtime pay has been correctly authorized.

Action Item: Review payroll and reverse the 8 hours of sick leave charged to the employee on the scheduled holiday.  

Action Item: Ensure that all timesheets and overtime, holiday, and Sunday premium authorizations are signed before inputting in FPPS.

Action Item: All future Budget Analyst payroll charges should be against P11 and H11 PWE’s.  Since this position is not fully base-funded through FIREPRO, it is appropriate to charge base time to wildland fire suppression and fire use incidents while assigned in excess of 50% of the work year.


	9/30/05
Immediately

9/1/05

9/1/05

Immediately

Immediately

	2.  Program Management
	a.Manage-

     ment
b. Staffing
c. Safety

e. Satellite          Park Assistance

f. Facilities
	Recommendation: Protocols, SOPs, and other operational procedures currently done as second nature by the FMO/AFMO should be reduced to appropriate operating plans which would guide the rest of the fire management team when these two key employees are absent.  These will also become the basis for an orderly transition when the FMO retires and the AFMO moves on within the next few years.
Recommendation: Rather than continuing what appears to be a disjointed staffing plan of “opportunity” the FMO needs to clearly define the program direction, priorities, and the requisite staffing.  This should be done in consultation with the IMR FMO since his support will be required in the budget and position management process.  
Recommendation: The FMO should reconsider the decision to trade the FPA position for a dispatcher.  There is no doubt that the dispatcher provides value to the program but the team believes the value provided by an FPA would be greater.  There are opportunities to obtain much of the existing dispatch service from the ranger activities dispatch.

Recommendation: Training records need to be reviewed and supporting documentation established to sustain claimed qualifications. Supporting entries need to be made into IQCS.
Mandatory Item: The FMO needs to rigorously enforce qualification standards as outlined in PMS 310-1, the “Redbook”, and agency policy.

Recommendation: The FMO should ensure SAFECOMs, SAFENETs, and other safety related reports are shared with the park safety officer. 

Recommendation: The FMO and safety officer should develop a plan for more program involvement of the safety officer in order to gain the benefit of his professional abilities.

Recommendation:

LIBO should work with FMO Perkins to develop an appropriate equipment list and the necessary funding request in time for the FY06 FIREPRO budget cycle.

Recommendation: The fire cache/office should be moved from the park administrative center, or at least to the periphery.  A proper helibase should be established away from the housing/visitor use area, and preferably outside the World Heritage National Park.  As part of the on-going FPA process the park should consider a unilateral or joint YNP-Gallatin NF fire center in Gardiner.  This would be a combined fire and aviation center capable of supporting the wildland fire program, helicopter operations, and fixed wing operations.  Appropriate component funding should be requested through both the FIREPRO and PMIS fiscal processes.
	Immediately



	3.  Fire Use and Fuels Management
	a. Fuels
Management

b. Prescribed Fire Position

c. Smoke Management

d. Prescribed Fire

e. Wildland Fire Use
	Recommendation: The four treatment phases should have a maintenance phase (phase 5) added. Inspection and maintenance of previously-thinned fuel breaks should occur on an annual basis to insure they remain viable for their intended purpose. This will help keep structures in the WUI protected and help reduce the costs of returning years later to start the work over. The phases should be clearly organized and communicated in the treatment plans for all WUI treatments so there is understanding among the park, regional and national staff, and the public about the fuels treatment process and what will occur during each phase.  The park interpretive program and IMR FEPIS Program Coordinator should be included in this effort.

Recommendation: Continue to utilize the horse-skidding where economically-feasible and explore other technologies for low impact skidding, such as chip bedding on top of skid trails.

Recommendation: Complete all phases, including annual inspection and maintenance, in each treatment unit.  The time line for phase completions should be accelerated to the extent prudent and possible.

Recommendation: Discontinue additional strip soil treatments in favor to less disturbing types of log skidding (over snow, horse, rubber-tire skidders, ATV/fetching arch, highline).  Complete Phase 1 of the strip soil treatment in the Lake Area (too much woody fuel debris-estimated 30-40 tons/acre) was left in the unit for it to be considered a fuelbreak). Use the adjacent 1998 fuel treatment as a model of how the finished product should look (minus the high stumps).

Recommendation: The SPLAT treatment method has is a proven treatment for reducing fire rate of spread and severity. The park should propose other opportunities in the NE area to network SPLATS into a landscape level treatment on Highway 212. This should be done in collaboration with residents of Silver Gate and Cooke City. 

Recommendation: Work with gateway communities and cooperators to develop Community Wildfire Protection Plans (CWPP). The CWPP is the first step in providing federal Community Assistance funds for fuels treatments around communities at risk.

Recommendation: Plan and implement prescribed burns in the NE area on both sides of the highway from the park boundary to the west. This will help raise the comfort level for managing wildland fire use fires in the Lamar Valley area and mitigate wildfire risks to the communities outside the park boundary. Aerial firing should be used due to steep slopes. Identify natural boundaries as holding lines in conjunction with the highway and utilize late season (after Labor Day weekend) windows to moderate the fire behavior. Plan the burn to be conducted near the predicted season-ending event. This will necessitate the use of an LTAN.

Recommendation:  The park should carefully consider its current strategy regarding the protection of backcountry cabins and have an alternative plan in place given the high likelihood that continued regional or national funding will cease.
Recommendation: Consider changing the position title from “Prescribed Fire Specialist” to “Fuels and Ecology Manager” to better reflect the duties and responsibilities of the position. The park essentially does not conduct prescribed burning so does not need a Prescribed Fire Specialist. They do however, need a Fuels Manager. It is recommended that this position continue to supervise the fire ecologist and fire effects program.

Recommendation: Have Klukas complete Contracting Officer Representative training. Currently the sole Contracting Officer Representative (COR/COTR) managing fuels treatment contracts is the Assistant Fire Management Officer who is often busy performing the myriad of other duties assigned. Having at least one additional COR at Yellowstone (the Fire Ecologist should also be considered for COR certification) will provide backup. This will help insure that contracts are administered correctly and contractors have a reliable and consistent contact for work inspections and timely problem resolution.

Recommendation: Klukas needs to become more involved in the operational implementation of fuels treatments. This is not meant to change the organization chart but rather to place more of the responsibility for the fuels program with the fuels funded supervisor. Having a more concentrated focus on the fuels program would help with overall planning, implementation and reporting. 

Recommendation: For each fuels treatment project in the park, appoint an operations leader from the firefighter ranks for day-to-day field management of the project. This will provide developmental opportunities for lead firefighter and firefighter- level personnel for in-the-field project management skills, while allowing Mitchell and Klukas time for overall project planning and management.

Recommendation: Klukas should remain the focal point tasked with smoke management issues and participation.

Recommendation: The park is strongly encouraged to increase utilization of management-ignited prescribed fire to strengthen the mechanical fuel reduction projects undertaken in the WUI areas. A suggestion is that late season broadcast burning or jackpotting be performed on the outside perimeter of the fuel reduction areas to create a treated zone of a ½ mile to a mile in radius around the developed areas. The distance would depend on the predominant wind direction and natural barriers near the developed areas.

Recommendation: A prescribed burn in the Northeast Area of the park as identified in the current FMP would provide a much-needed fuels treatment for protection of NPS structures and the gateway communities upslope. Several natural barriers, Highway 212, Soda Butte Creek, Pebble Creek, the 1988 burn scar, and the fuel treatment around the NPS structures provide perimeter options. It is also recommended that the burn be ignited using aerial ignition on the steeper slopes. This treatment would not only provide protection to structures in this area, it would also raise the comfort level for decisions to manage natural fires in the Lamar Valley area. 

Recommendation: The decision making process and inputs for whether a fire is managed for resource benefits or suppressed should be clearly articulated in writing and shared with implementation staff and supporting park organizations. Pre-planed MMA boundaries could be established along with the basic stage 1 WFIP information which might increase comfort levels for selecting WFU versus suppression.

Recommendation: Fuel reduction treatments around the developed areas and the prescribed burn in the Northeast area should be completed as soon as is possible.  Besides the fuel management objectives thee projects will raise the comfort level (especially in drier years) for managing more fires for resource benefit and allow natural processes to prevail.
	

	4.  Fire Operations
	a. Fire Use Module
b. Fuels Management

c. Protection Operations

d. Dispatch


	Recommendation: Issue the Module two Racal radios for local use when working within Yellowstone. Authorize the purchase of four narrow-band and field programmable new King Radios for interregional use, nationwide. This purchase would need to come from the fire accounts. This precedence has been set by the Zion FUM. The phased implementation of the narrow band frequency program is highly desirable, but with consideration of a combination of radios in the interim.

Recommendation: The FMO should work with the RFMO to adjust funding cycles and allocations from the IMR to meet defensible space and WUI standards in and around the developed areas.  The park needs to adopt Firewise standards and practices park wide around the development zones. In concert, implement prescribed fires initially around Lake, Canyon and Grant Village to better achieve the objectives as stated in the Yellowstone FMP.

Recommendations:  Endorse and adopt an expanded WFU fire program. 

Recommendation: Ensure that command authority, particularly with the Duty Officer, is transferred as incidents warrant, to fire qualified staff. Identify deficiencies within the organization and develop a training and development plan to insure a sufficient number of command qualified staff.
Recommendation: The WCF engine should continue to be funded and staffed with the engine foreman and supplemented by other fire staff as necessary.  The engine foreman needs to complete his engine boss taskbook as soon as possible.

Recommendation: The FMO should develop a plan to replace the engine.
Mandatory Item: The park must provide the mandatory defensive driver training for all fire vehicle operators and maintain written records of the completion.
Recommendation: The Park Safety Officer and FMO should implement the new program to all echelons of staff that use chain saws. The certification process and list of certifiers for chain saw users should be overseen by the Fire/Forestry Operations Specialist.
Mandatory Item: Affected wildland fire staff must comply with the training/certification process.

Recommendation: The park should objectively determine if dispatcher concern regarding operational combination is valid.  If not, the two dispatches should be operationally combined allowing 24-7 support to all park programs.  If the concern is determined to be valid the dispatches should be retained as separate entities but co-located in the same building. The park should also consider the option of a combined interagency, multifunction, dispatch with external partners. Given the political realities of “turf” the park should consider requesting outside assistance to conduct an in-depth review of the dispatch needs and opportunities.

	7/15/05

7/15/05



	5.  Aviation
	b. Helibase
c. Communi-

      cations

d. Helitack

     Staffing

e. Aviation Planning

f. Fixed Wing       Operations

g.  Training

i. Shorthaul
	Action Item: The facility needs to be upgraded to IHOG standard. If this is not feasible, alternative locations with potential for a suitable facility need to be identified and appropriate planning initiated.   The FMO should develop and enter the appropriate funding requests in the next budget cycle.  In the interim a portable lighting kit should be purchased, a gate installed on the main helibase access road, and appropriate portable signing installed.

Mandatory Item: All aviation facilities must receive an annual inspection per DM-60 and IMR Aviation Supplement; copies of the inspection  report must be provided to the Regional Aviation Manager

Recommendation: Park dispatch organization and procedures should be modified as necessary to ensure communications are reliable and timely.  Capability needs to include both AM and FM frequencies.  Upgrade existing fire dispatch consoles.  Train staff in use of AFF and utilize system capability for all equipped aircraft.

 
Recommendation: Require portable satellite phones on all aircraft, or at a minimum on special use missions.

Recommendation: Route a copy of the Fire Dispatch office staffing schedule to the Park Communications Center each pay period.

Recommendation: Continue to pursue the necessary funding and staffing to establish and support the interagency helitack module to NPS standard.  ONPS funding should be increased commensurate with the level of program support received from the module. The park should work with GYA cooperators for financial and/or staffing support of what will be a zonewide resource.
Action Item: Develop the applicable detailed components to the aviation management plan including the helibase/helicopter operating plan and post it.

Recommendation: Consider obtaining a fleet owned fixed wing aircraft and pilot dedicated to Yellowstone National Park.  The park should consider having the pilot dual function as the Park Aviation Officer in an effort to relieve the already heavily tasked park Fire Management Officer of this responsibility.

Recommendation: Develop a system for entering and reviewing employee electronic training records on the IAT site. Assign aviation training officer duties to a qualified aviation trainer within the program to assist the park aviation manager with the tracking and currency of park employees training requirements.

Mandatory Item: Ensure all employees comply with DOI aviation training requirements including B-3 and M-3.  Document such training in readily accessible records.

Recommendation: The shorthaul program should be critically reviewed for risk exposure and cost efficiency.  If the program is to be retained proficiency flying must be significantly increased or the park should consider relying upon outside programs such as Grand Teton for Yellowstone’s relatively infrequent shorthaul needs.
	9/30/05
7/1/05

9/30/05

12/31/05



	6.  Fire Ecology
	a. Ecology
b. Fire         Ecologist

c.  Coordina-

tion & Coop-

eration
	Recommendation: Develop internal collaboration and support required for successful implementation of the fire management plan.  Work with interagency partners in planning landscape scale treatments consistent with management’s goals.  Use fire ecology data to assist in developing consistent management direction to the program.
Recommendation: The position should be reviewed to ensure the incumbent is working within the scope of the position and that the grade is commensurate with assigned duties.  
Recommendation: The collaborative group that provides the primary connection for providing the compliance and mitigating measures for fire management projects needs to have a framework outlined for reasonable mitigation measures and for decision making roles and responsibilities.  

Recommendation: In cases where fuels management projects are designed to protect values at risk, some compromise may have to be made between competing philosophies and operational realities in order to provide for project success.  The park may need to make some management decisions for the benefit of protecting values at risk important to the park
	

	7.  Environmental Compliance
	a. Planning
b. Staffing

c. Project Implementa-tion
	Recommendation: The project planning process and associated time frames should be clearly defined by park management.  Cultural and natural resource managers need 18 – 24 months to complete their inventory, assessment and recommendations for protection of resources.  Cross training between fire and PLCA/YCR staff might improve understanding of each other’s programs.

Recommendation: Fire personnel should continue to work with YCR and PLCA staff to develop innovative implementation strategies.  Park management should set clear priorities for management of areas immediately adjacent to developments (WUI) so that if fuel reduction objectives conflict with resource management goals, deadlock can be avoided.  

Recommendation:  Management staff should encourage the division of PCLA and YCR to finalize the draft Programmatic Approach (PA) for cultural resources.  The PLCA and YCR staff should brief fire personnel on the terms of the PA.
Recommendation:  Obtaining a predictive model for cultural resource sites would allow fire and YCR personnel to assess the likelihood of flammable resources occurring in a WFU fire area.  Fire personnel should consider defining a process for notifying cultural resources to provide them with an opportunity to suggest protection measures for flammable cultural resources.  

Recommendation:  Members of the wetlands team and/or YCR management team should explain criteria and definitions for identifying wetlands within the project area, to fire personnel.  Fire personnel should also be made aware of the potential impacts to identified wetlands (not just avoidance, but rather understanding potential impacts).
	

	8.  GIS
	a. Program Support
	Recommendation: FIREPRO should continue to provide support to the park GIS program but should also continue to develop and take advantage of GIS skills within the fire staff. 
	

	9.  Fire Education & Information
	
	Recommendation:  The interpretive division should expand its strong external fire education program to include internal staff and park residents.  
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