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SOUTHWEST AREA OFFICE

IL

I

IV.

OWNERSHIP

Ownership is a mix of federal agency, state, village, and regional native corporation lands.
Federal agencies include U.S. Fish and Wildlife Service, National Park Service, and
Bureau of Land Management. The private lands include a mix of native allotments,
which are managed by the Bureau of Indian Affairs: homesteads, home sites, and mining
claims.

FIRE MANAGEMENT PROTECTION

The area protects 66.5 MM acres. The breakdown of acres by protection level is as
follows:

Full 16.6 MM acres (25%)
Modified 16.6 MM acres (25%)
Limited 33.3 MM acres (50%)
TOTAL 66.5 MM acres

Critical sites - Critical sites are sparse and located along the river corridors. Several
critical sites are located in the hills and rnountams where significant mining activity is
occurring.

FIRE OCCURRENCE AND FREQUENCY

Fire season is comprcsged, beginning in early June and ending by mid-July most years.
However, large fires ignited during this period continue to burn until snowfall. A few
(less than 25%) person caused fires occur during the season, often in May before the
lighting season. Most of these fires are located in the far western portion of the area and
are associated with musk rat hunters; and trash and debris burning around villages. The
balance of the fire workload is lightning caused.

FIRE BEHAVIOR POTENTIAL

‘Vast areas are covered with unbroken vegetation. These large areas of continuous fuels

produce cxtremcly large fires. ‘Several fires each year exceed 100,000 acres and fires over
300,000 acres are not uncommon. Extreme fire behavior can occur throughout the months
of June and July. This extreme fire behavior is characterized by flame lengths reaching
over 100 feet, long. range spotting and ground dependent crown fires.
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EXHIBIT #1

PROTECTION AREAS BY ACRES

(MILLIONS)
TOTAL FIRE PRONE
STATE PROTECTION AREA ACRES ACRES
A. STATE
State and Private 68.8 68.3
Federal and Native 65.2 28.1
Protection Area Total 134.0%* 96.4
* This excludes the Aleutian Chain
B. BLM
State and Private 41.5 36.6
Federal and Native 92.5 88.4
Protection Area Total 134.0* 125.0
* This excludes the North Slope
C. FOREST SERVICE
State and Private 7.7 1.0
Federal and Native 24.5 3.0
Protection Area Total 32.2 4.0
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United States Department of the Interior

p—

. ™
BUREAU OF LAND MANAGEMENT .
ALASKA FIRE SERVICE -
P.O. BOX 35005
FT. WAINWRIGHT, ALASKA 99703-0005 9200 (310)

26 FEB 1531

Frenchie Malotte

Division of Forestry
Department of Natural Resources
P.0. Box 107005

Anchorage, Alaska 99510

Dear Mr. Malotte:

In response to your letter of January 30, 1991 regarding smoke jumper support
for this coming fire season, we provide the following operational summary on
how the proposal will work, and address the specific concerns you have
mentioned.

Esgentially the State will up front pay the average cost of one smoke jumper
aircraft. This is determined by calculating the total availability costs of
our smoke jumper fleet and dividing by the number of aircraft. This figure
will be adjusted yearly as costs change. This presuppression expenditure will
egssentially buy the State into the program. Personnel and aircraft use costs
will be handled one of two ways: (1) Presuppression Costs (standby, weekend
manning, extended manning, preposition flights, ete.) will be charged against
a specifically designated project number that will allow end-of-year summation
for reimbursement and (2) Suppression Costs (persomnel time, aircraft flight
time, etc.) will be charged against the appropriate fire number as has been

historically done.

Operationally the smoke jumpers will be handled as in the past. The Fire
Coordination Center Shift Coordinator is delegated the responsibility to make
routine In-state suppression and presuppression dispatches. These decisions
will be made with full input from our respective FMOs, commensurate with
general fire plan, and managerial guidance. The State will be given first
priority for dispatch of smokejumpers you have placed on standby status. In
the absence of smoke jumpers being placed on standby by the State, dispatches
to the State will be based upon availability as specified in our cooperative
agreement. The dispatch of smokejumpers and any other of our resources
out-of-state requires specific approval of the Manager or Associate Manager.
As part of this decision making process, the State will be fully comsulted
with (normally the Operations Forester) and your concerns taken into
consideration. It should be understood that while both of our organizations
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P.0. Box 3505 9-2100 — o2
Ft. Wainwright, AK 99703 /‘; _
! — §72

Dear Gene: A /L .
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Our meeting on January, 18, 1991 to discuss a variety of— :;’
interagency issues identified at last years fire review was quite— -
productive. It was very open and it is apparent we are meeting our— STt
joint goal of improving interagency operations. One of the topics__ 332
we discussed was smokejumper support to the Division during field 353 .
season 1991. This issue requires follow-up and clarification. . 557 .
The Division accepts in principal the "Vorce option" for the 1991 :;; )
season. The basis for this option obligates the Division t&— ',’,_,J -
contribute $333,000 to joint fund the smokejumper fleet as a buy im f;g -
9 -

to the program, followed with a "pay as you go" arrangement on the—
use of the jumpers. This is a good idea with the potential to save

money and improve the overall effectiveness of the progran.

We do feel however, that the absence of firm operational control of
a contingent of jumpers by the Division within the proposal is a
serious flaw. The past practice of paying for one delivery system
and 16 jumpers provided some measure of decision authority to the
state when sending "state" jumpers on assignment. Past requests
from BIFC to release jumpers for L-48 assignments, use as Crew
Representatives and Agency Crew Coordinators, etc. are pressures we
well recognize and which can be detrimental to state interests.

Without some voice in the decision process, the state stands to
lose_ the jumpers when mﬁmay. ‘
At this point, the Division is convinced we need to have a similar
level of control as in the past. We are willing to fund the
additional costs to retain a measure of security on jumper
coverage. I feel we should use the "Vorce option" and provide for
our concerns in the supplemental agreement. If this is not
possible, it will be necessary to renegotiate the state's
involvement for this coming fire season.

Thank You for you cooperative attitude in helping the division meet
its fire management goals and responsibilities.

Frenchie Malo%

Chief, Fire Management

Dean Brown, Deputy Director Operations
Joe Stam, Fire Operations Forester

F-1
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Alaska Native Regional and Village Corporation Lands
and
Wildland Fire Protection Services

BLM-AFS was delegated the responsibility to provide wildland fire protection services to Alaska
Native regional and village corporation lands conveyed under the Alaska Native Claims
Settlement Act 1971(ANCSA) in Department of Interior Manual 620 Chapter 2 Section 2.4

"...BLM is authorized to provide safe, cost-effective emergency wildland fire suppression
services in support of land, natural and cultural resource management plans on Department of
the Interior administered land and on those lands that require protection under the Alaska
Native Claims Settlement Act, as amended (43 U.S.C.1620(e)), herein after referred to as
Native land..."

Sec 21(e) of ANCSA is the original citation that provides for wildland fire protection services on
those lands. Alaska National Interest Lands Conservation Act 1980 (ANILCA) references and
supports this section. The original ANCSA language used the term 'forest fire'; ANILCA
amended that to 'wildland fire.'

ANSCA Section 21(e) as amended:

"Real Property interests conveyed pursuant to this Act to a Native individual, Native

group, corporations organized under section 14(h)(3) or Village or Regional Corporation
; shall, so long as the fee therein remains not subject to State or local taxes on real estate,
continue to be regarded as public lands for the purpose of computing the Federal share of
! any highway project pursuant to title 23 of the United State Code as amended and
supplemented for the purpose of the Johnson-O’Malley Act of April 16, 1934, as
amended (25 USC 452) and for the purpose of Public- Law 815 and 874. 81st Congress
(64 Stat 967.110), and so long as there are no substantial revenues Jrom such lands,
they shall continue to receive wildland fire protection services from the United States at
no cost."

Codified in 43CFR2650.1(c):
“As provided in section 21(e) of the Act, so long as there are no substantial revenues
from real property interests conveyed pursuant to this Act and the lands are not subject to
State and local real property taxes, such lands shall continue to receive forest fire
protection services from the United States at no cost. The Secretary will promulgate
criteria, after consultation with the concerned Native corporations and the State of
Alaska, for determining when substantial revenues are accruing as to lands for which
forest fire protection services are furnished by the Department of the Interior and no
discontinuance of such service will be ordered by the Secretary unless he finds, after
notice and opportunity for submission of views, that such discontinuance is in conformity

with the criteria.”

Section 22(f) of ANCSA is quoted as the land exchange authority that s has been interpreted to
afford the provisions of ANCSA to exchanged land if the exchange consolidates holdings., i.e.
fire wildland fire protection services at no cost applies on those lands.
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Riaska Fire Program Review
 lauany2008

‘Findings, Discussions, and necommennallons

1. Rlaska Hre Stmm:e MISS'DII

Finding: The Alaska Fire Service (AFS) mission, and the roles and responsibilities of many
employees and functions of the AFS, are inadequately defined to provide for sound program
management and to ensure effective relationships with users.

Discussion: The AFS is a service orgamzatxon Authonzmg direction is prov:ded in 620 DM

2.4, which states that ,
“BLM will maintain and operate the Department of the Interior w1Id1and fire suppressnon

orgamzatlon in Alaska with the primary intention of prov:dmg cost-effective suppression
services and rnlnlmlzmg unnecessary duplication of s suppressnon systems for Department
‘of the Interior agencies. BLM will also provide consistency in State and Native wildland
fire relatlonshlps and provide Statewide mobility of wildland fire resources.”
The mission is defined in the context of “fire suppression” services. Although 620 DM 2 was
updated in 1998 from 910 DM 3, it does not adequately address many fire management activities
identified in the 2001 update of the 1995 Federal Wildland Fire Policy and in the 2001 National
Fire Plan (NFP). The AFS has undertaken new fire management activities, such as planmng,
hazardous fuels management, wildland-urban interface hazard mitigation, rural fire assistance,
community assistance, and wildland fire use, in response to the Policy and the NFP. The AFS
has done so without adequate written guidance specxﬁc to its role as an interagency organization,
and without adequate written guidance concerning its roles and responsibilities within the BLM.
Recommendation:

a.  The BLM should seek revision of Departmental policy in 620 DM 2. Revised policy
should include specific reference to fire management activities authonzed by federal
wildland fire management policy.

b.  The Alaska State Office and the AFS should develop an AFS mission statement that is
consistent thh language in Departmental policy. e ~

2. AFS nrnanizatlonal nevelnnment | |
Finding: AFS organizational development and expansmn has not been based on accurately
identified and articulated user requirements. =~
Discussion: To the credit of the AFS, the. orgamzatlon has been flexible and mnovatxve inits
efforts to meet percelved fire management needs. Some orgamzahonal expansion actions were
in response to 1995 Federal Fire Policy and National Fire Plan requirements, which included
direction in areas such as hazardous fuels management, wildland-urban interface hazard :
mitigation, rural fire assistance, community assistance, and \mldland fire use. In addition, the
AFS has developed capabilities to provxde support semces to BLM Fleld Ofﬁces beyond the fire -
suppression mission.

These actions have contributed to confusmn in the Alaska ﬁre management and land
management communities. Roles and responsibilities of employees and functions of the AFS are
often unclear to land managers, including BLM land managers, and to the AFS management
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team, including the AFS Zone Fire Management Officers. Organizational responses initiated by
AFS to meet fire management needs are not aligned with delegated authorities in 620 DM 2, nor
do they necessarily meet the stated requirements of land managers who may be targeted for the
services. Those organizational responses include 1) development of fuels management positions
in the three fire management zones and in the southern service area, and 2) establishment of a
safety, planning, environmental and health coordination office that includes a fuels management
specialist, a medic program leader, a fire ecologist, a planning and environmental coordlnator
and a hazardous materials coordinator.

Recommendation:

a. Representatives from the State Office, Field Offices and AFS should clarify and
document mutual support relationships.

b. Representatives from the State Office, Field Offices and AFS should incorporate detailed
descriptions of applicable AFS-Field Office relatlonshlps in the statewide fire
management plan.

c. AFS and Field Office representatives should jointly develop and document specific
support services that AFS is providing, including expectations for reimbursement or cost
sharing by the Field Offices. AFS should schedule periodic feedback sessions to ensure
that Field Office needs are being met.

d. Prior to creating new or expanded fire management capabilities AFS and the land
managers AFS provides services to should establish and document that there is support
and sufficient workload for those capabilities.

e. BLM National Office of Fire and Aviation should approve funding requests for additional
AFS positions that satisfy workload requirements established and documented by AFS
and the land managers AFS serves.

f. AFS should ensure that AFS employee roles and responsnbllltles are consistent with 620
DM 2 policy and language.

3. Alaska Wildiand Fire Coordinating Group Representation

Finding: The BLM would be more effectively served by having someone other than an AFS
employee represent its interests on the Alaska Wildland Fire Coordinating Group (AWFCG).
Discussion: The interagency Alaska Wildland Fire Coordinating Group (AWFCG) consists of
selected agency and native organization representatives who are delegated authority from agency
leadership to make wildland fire management decisions. Bureau representatives do this in
accordance with respective Bureau policies as specified in 620 DM 2.7. BLM is the only
organization in the group that is a land management agency and has direct authority for
providing suppression services on non-BLM Department of Interior lands. When the AFS
manager, whose program provides service to multiple DOI agencies, also represents BLM
specific interests as the BLM State Office representative to the AWFCG, conflicts of interest can
occur. Simultaneously representing multiple agency interests as a service provider and BLM
specific interests as a land management representative cannot be done objectively. The AWFCG
charter addresses single representatives with delegated authority for participating land
managet/owners, but does not preclude additional representatives from the same organization
attending meetings and participating on established committees.

Recommendation: The BLM State Director should designate an individual outside the AFS to
represent BLM land managers on the AWFCG in order to ensure that BLM land management

16



needs are addressed. AFS should participate in the AWFCG in an ad hoc capacity to represent
the suppression interests of the agencies it serves.

4. Support Cost Surcharges

Finding: The February 1, 2002 FMAP update request for $1,400,000 for support cost charges to
reflect the full 10% allowable surcharges by the State Office cannot be validated.

Discussion: The Annual Work Plan (AWP) Guidance states that “Indirect costs, including the
program support charges to Fire Preparedness (Subactivity 2810), will be limited to no more than
10 percent of the statewide 2810 cost target.” This charge is commonly referred to as the
“administrative support surcharge”. Prior to Fiscal Year 2002, the AFS was being charged a flat
rate equivalent to two percent for the administrative support surcharge. Each state receives
funding for this surcharge in the AWP as part of the baseline funding. Alaska requested
$339,475.00 in the 1998 Fire Management Plan (FMP Table 6), which was fully funded. In the
Fiscal Year 2001 AWP this amount was increased to $500,000 (which equates to three percent)
to cover inflation and additional allocation. No state has received increased funding for the
administrative support surcharge since FY 2001 due to funding constraints. The Alaska State
Budget Office began charging the AFS the full 10% administrative support charge in Fiscal Year
2002 based on a 2810 allocation of $16,570,000.00. The 10% administrative surcharge is to be
calculated on 2810 base funding only. Based on this funding level, the 10% surcharge was
$1,657,000.00. After negotiation, the Alaska State Budget Office gave the AFS credit in the
amount of $674,000 for fixed costs that it pays. This covered costs for statewide telephones
($228,000), equipment rental and maintenance ($144,000), janitorial and grounds maintenance
(8240,000), and other utility, service, and supply costs. These costs are credited toward the 10%
administrative support surcharge. These credited fixed costs of $674,000, in addition to the
$500,000 previously funded in the AWP for the administrative support surcharge, total
$1,174,000. Subtracting this from the requested $1,657,000 indicates that the unfunded amount
is actually $483,000.

The AFS provides its own support in the areas of information technology,
communications, and external affairs and feels it should receive credit from the Alaska Budget
Office for this support. Information technology, communications, and external affairs staffs
residing in the fire program is somewhat unique when compared to other states, however, it is
not unique within Alaska. For example, the conveyance and minerals programs both fund their
own information technology staffs and, in addition, pay an administrative support surcharge.

The state budget office believes that AFS should continue to fund these staffs out of their base
funding because they serve primarily AFS purposes.

Recommendation: The AFS and the Alaska State Office should establish and implement an
accurate and consistent method of negotiating, calculating, and paying the administrative support

surcharge.

9. Butget Tracking ‘

Finding: AFS budget tracking is inadequate to ensure accurate accounting of fire program
expenditures.

Discussion: The budget analyst position for the AFS resides in AK-328, Administrative
Services Branch, Support Services Group. The responsibility for the AFS budget falls under
AK-313, Safety, Planning, Environmental, Health and specifically under the Fire Staff Officer.
This is inefficient due to the size and complexity of the AFS program budget. Dividing the
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budget responsibilities between the Fire Staff Office and the Administrative Services Branch
does not provide adequate direction to manage the budget effectively. Additionally, the budget
analyst is responsible for the charge card program and spends approximately 60% of her time on
that program.
Recommendation:
a. The AFS should align the budget function into one functional area and establish a direct
line of authority from the budget function to the manager.
b. The AFS budget analyst position should be dedicated to full-time budgetary duties and
the charge card program duties should be reassigned.

6. Budget Relationship Between AFS and the Alaska State Office

Finding: Budget management procedures used by AFS and the Alaska State Office are
inadequate to accurately manage the AFS budget.

Discussion: The Alaska State Office does not receive budget input from AFS adequate to
facilitate long range planning for the BLM. The Alaska State Office does not understand the
fuels and deferred maintenance budget since AFS provides no targets for the budget process.
This causes concerns about the ability of the Field Offices to plan ahead on a yearly basis for the
fuels and maintenance programs, such as planning for engineering staff. The Alaska State Office
expresses concemns about a lack of communication between the Field Offices, the State Office,
and AFS regarding budget matters.

Part of the poor communication is attributed to how fuels accomplishments and budget
are reported through the National Fire Plan Operations and Reportmg System (NFPORS) instead
of Management Information System (MIS). Another issue is the State Budget Office’s lack of
understanding of the role of AFS as a DOI suppression organization. AFS funding comes
through the BLM, but AFS has DOI operational responsibilities, AFS and the State Budget
Office should improve mutual communication and understanding of fire program budget issues.
They should also ensure that all communications with the Washington Office go through the
State Budget Office.

Recommendation: AFS Budget Staff and the Alaska State Office Budget Officer should
establish, document, and implement budget management procedures that adequately address fire
program budget development and implemeniation.

1. AFS Fuels Management Program

Finding: AFS roles and responsibilities in fire management activities such as prescribed fire,
other fuels treatments, fire planning and other fire uses are not clear on lands for which BLM has
land management responsibilities. AFS roles in these areas of fire management are also unclear
on native corporation lands for which BLM has suppression responsibilities.

Discussion: Departmental policy and guidance clearly defines the AFS role as fire suppression. -
Fire management responsibilities, in contrast to suppression activities, are to remain with the
land managing organization. With respect to BLM activities in the fuels management programs
(2823 & 2824 programs) the AFS has assumed the State Office role of program development and
oversight. BLM Field Offices are respon51b]e for initiating and planning fuels treatment
activities but AFS has provided assistance in these endeavors as well. The AFS has done a good
job in keeping fuels related positions funded from fuels projects rather than from fuels program
base funding. This keeps overhead costs tied to program accomplishments-and avoids the
potential for paying fuels program overhead costs with few or no accomplishments. Currently,
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only the AFS position identified as the State Fuels Management Specialist receives a significant
amount of position funding from the 2823 program. But the BLM Field Offices and the AFS do
not share a mutual understanding as to who is responsible for fuels program development and
implementation. For example, the AFS Zone Fuels Specialists positions are primarily funded
from the 2810 program since the majority of their work involves suppression related activities
and not fuels management activities. As a result of this, there is no sound overall development
and oversight of the BLM fuels program.

With the exception of the Military and Southern Zones the potential fuels management
workload is relatively light in the AFS Fire Management Zones. This is primarily due to the
longer fire regimes found in Alaska and to the use of the “limited” fire management option.
Where fuels management workload does exist, the prescribed fire season directly coincides with
the Alaska wildland fire season. Since the primary AFS mission is fire suppression, this
concurrent workload may lead to conflicts and typically results in resources being utilized in fire
suppression roles with no resources remaining to continue fuels management program activities.
Recommendation: The BLM State Office, the Field Offices, and the AFS should review the
fuels management program to accurately establish the workload. The roles and responsibilities
of all parties with respect to the fuels management program should be clearly identified and
documented. Duplication of roles and responsibilities should be avoided. AFS should ensure
that adequate resources remain dedicated to established fuels management program needs,
including those on native corporation lands, during the fire season.

8. Prescribed Fire for Resource Benefits

Finding: Policy is inadequate regarding use of 2823 program funds to conduct prescribed burns
on native corporation lands when the primary objective is for resource management.

Discussion: The March 28, 2000 memorandum from the BLM Director of Fire and Aviation to
the BLM Alaska State Director regarding “Coordinated Fuels Activities in Alaska” addresses the
BLM fuels management role on native corporation-lands. The memorandum states that the
“BLM, through their fire protection responsibilities, has a role with village lands.” Fire
managers and AFS users are uncertain as to whether fuels program funding ¢an be used for
resource management objectives other than hazard fuels reduction, or for hazardous fuels
reduction only. The March 28, 2000 OF& A memorandum is unclear on this matter. BLM
policy allows fuels treatment projects where resource management is the primary objective to be
funded from the 2823 program, although these projects are low in national priority.
Departmental policy directs funding on a priority basis to the wildland-urban interface and to
areas in condition classes 2 or 3 in Fire Regimes I, II, and III. The national policy does not
strictly prohibit use of 2823 funding for resource management burns.

Recommendation: The BLM National Office of Fire and Aviation should clarify the policy for
utilizing 2823 program funding on native corporation lands. In addition to the State Office and
AFS, this clarified policy should be shared with Alaska federal land managers with fuels
program responsibility and with key individuals representing native corporations or native non-

profit organizations.

8. Wildiand Fire Use
Finding: The Alaska Interagency Wildland Fire Management Plan (ATWFMP) does not address

wildland fire use to sufficiently meet the objectives of the Federal Wildland Fire Management
Policy. The roles and responsibilities of the federal land managers and of the AFS, USFS, and
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State of Alaska suppression organizations are not adequately defined to manage wildland fires -
for resource benefits according to established interagency policy.

Discussion: The ATWFMP addresses a full range of management Tesponses, from surveillance to
protection of human lives and inhabited property. While recognizing the ecological benefits of
wildland fire, the ATWFMP does not specifically refer to wildland fire use, nor does it provide
guidance relative to wildland fire as established in the interagency Wildland and Prescribed Fire
Management Policy Implementation Procedures Reference Guide (August 1998). Land
management and suppression agencies in Alaska have differing policies on wildland fire use.
Some of the federal land management plans address the need to manage wildland fires for
resource benefits. Wildland fires managed under the “limited” fire management option may
achieve the same result. However, these fires are not adequately addressed by national fire
reporting databases that truly reflect their intent and distinguish them from unwanted wildland
fires. Additionally, line officer interaction with the suppression organization in the development
of 2 Wildland Fire Implementation Plan (WFIP) in most cases has not occurred. The
development of a WFIP provides for land manager involvement with decision criteria, periodic
fire assessment, and other components of the plan in order to ensure land management objectives
are met. Management of wildland fires with the WFIP process could potentially provide
opportunities to manage wildland fires for resource benefits in fire management options other
than “limited”. :

Recommendation:

a. The AFS should request that the Alaska Wildland Fire Coordinating Group (AWFCG)
develop an addendum to the ATWFMP to include procedures, guidelines and suppression
agency roles for wildland fire use relative to existing fire management options. The
addendum should be jointly prepared and signed by the land managers/owners that would
be participating in a Wildland Fire Use program. The addendum should be developed
according to procedures established in the interagency Wildland and Prescribed Fire
Management Policy Implementation Procedures Reference Guide (1998).

b. The AFS (representing all the DOI fire agencies) and the State of Alaska DNR should
develop an addendum to the ATWFMP that accurately defines the role of State DNR in
wildland fire use. Performance expectations should be incorporated into the Reciprocal
Fire Protection Agreement and Annual Operating Agreement between the State of Alaska
and the AFS.

c. The AFS should establish or update existing agreements between involved partles and the
AFS to accurately state specific performance expectations regardmg implementation of a
wildland fire use program.

- 10. AFS Support of Military Fire Use

Finding: Natural resource personnel for US Army propertles (Ft. Wamwn ght, Ft. Greeley, and
Ft. Richardson) would like the AFS to provnde expanded services in wildland fire use and
prescribed fire.

Discussion: Natural resource personnel for US Army properties (Ft. Wamwnght Ft. Greeley,
and Ft. Richardson) stated that AFS does an excellent job with fire suppression. Military natural
resource managers understand the priority AFS places on suppression operations and realize the
windows for prescribed fire are small, but they have a growing need to apply fire in the black
spruce and grass ecosystems. The military mlght consider funding a fire use management
module to be managed by AFS. The modules primary function would be fire use. Use of the
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module for suppression operations would only occur under extreme fire conditions and based on
prior agreement. The military could develop and provide qualified firefighters and security
personnel and the AFS could provide management oversight.

Recommendation: AFS, in conjunction with the military, should develop a fire use module if it
is established that doing so would effectively and efficiently support Federal Wildland Fire
Management Policy objectives.

11. RFS and DNR Cooperation

Finding: The operating agreement between the State of Alaska Department of Natural
Resources (DNR) and the AFS is not adequate to ensure efficient interagency fire management.
Discussion: On the ground firefighting efforts are generally safe and effective. However, many
policy, planning, and management issues need work. DNR leadership is not satisfied with the
level of communication between DNR and AFS. DNR leadership states that many decisions are
made unilaterally by AFS. For example, when airtankers were moved to the lower 48 in the
2002 fire season, DNR did not feel that it was part of the decision. Decision-making bodies such
as Alaska Wildland Fire Coordinating Group (AWFCG) and the Alaska Interagency
Coordination Center (AICC) do not function to the DNR’s satisfaction. Actions could be taken
to improve communications and to better articulate the responsibilities and commitments of each
party. For example, the operating agreement could be reviewed for detail and validity,
consequences of non-compliance could be spelled out, daily tactical planning meetings at AICC
could include equal representation from cooperating agencies, and DNR could consider adding a
person to the initial attack desk at AICC to represent DNR interests.

Recommendation:
a. The operating agreement between the State of Alaska Department of Natural Resources

and AFS should be revised to include detailed and measurable performance objectives in

order to ensure efficient interagency fire management.
b. AICC daily tactical meetings should include the AICC manager, one BLM, one USFS,
one DNR representative, and no one else.

12, Protection Area Exchange Between DNR and AFS

Finding: State of Alaska DNR has requested a reevaluation of AFS and DNR protection areas
in order to resolve outstanding issues related to protection areas and to improve fire management
efficiency.

Discussion: The DNR desires a reevaluation of protection areas. AFS is primarily a remote
wildland fire suppression organization and DNR is evolving into a roadside and wildland urban
interface protection organization. AFS is organized for remote fire operations (smokejumpers)
while DNR is organized for roadside and wildland urban interface operations (engines and
helicopters). Protection area exchanges could lead to less conflict and to a more efficient fire
program. An example would be areas west of McGrath (remote) converting to AFS protection
and areas around Chicken and Eagle (roadside) converting to DNR protection. The underlying
tenets behind the North/South split could be reviewed in light of ongoing land ownership
changes. A protection exchange effort could lead to improved efficiencies in AFS and DNR fire
program infrastructure and funding (cache operations, timing of interagency training, equipment
development, air tactical needs).

Recommendation: BLM and DNR should identify and implement protection area exchanges in
order to improve fire program effectiveness and efficiency for both agencies. When the
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Reciprocal Fire Protection Agreement between BLM and DNR is updated (scheduled April
2003), protection area exchanges should be identified as a priority. An analysis of protection
exchange possibilities should be conducted by an independent entity that could make unbiased
recommendations to the AF S and the State of Alaska DNR.

13. Smekejumper Operations
Finding:

a. The current AFS smokejumper aircraft configuration of four aircraft is adequate for
mission requirements. Additional funding is required for one of those aircraft.

b. Current Alaska Fire Service smokejumper headcount is adequate for the mission.
Discussion: The February 1, 2002 AFS budget update requested $900,000 per year to contract
two replacement aircraft for two BLM Sherpas that were withdrawn from service. The
withdrawn aircraft had been used as smokejumper and logistics platforms. The withdrawn
aircraft were replaced by contracting one smokejumper aircraft and by acquiring one logistics
aircraft though an exchange agreement with the U.S. Forest Service, Region 6. Funding is
required for the one contracted aircraft, but not for the USFS aircraft. If the USFS replaces its
Sherpas, AFS should consider establishing a new exchange agreement or seek additional funding
at that time. ;

Historical use and availability records indicate no clear need for additional smokejumpers
in Alaska. During the normal Alaska fire season, national demand for smokejumpers is
generally low, and availability of lower 48 smokejumpers is high. These jumpers are available
to Alaska and can be made available earlier by agreement. During the normal lower 48 fire
season, national demand for smokejumpers often exceeds availability, at which time agency
managers make resource allocation decisions.

Users expressed a desire to have smokejumpers that were trained and experienced in
Alaska specific tactics. This can be accomplished without increasing Alaska smokejumper
headcount by better managing jumper distribution and by providing Alaska specific tactical
training to incoming jumpers.

Recommendation:

a. The National Office of Fire and Aviation should approve fundlng for one AFS
smokejumper aircraft to replace the withdrawn BLM Sherpa to maintain the current
configuration.

b. AFS should maintain the current smokejumper headcount.

c. AFS should develop formalized training in Alaska specific tactics and provide it to lower
48 smokejumpers. If determined necessary, this should be 1ncorporated into the ICS
system.

d. AFS should manage smokejumper distribution to ensure that users receive jumpers
experienced and trained in Alaska specific tactics. Jumpers should be assigned according
to ICS qualifications and user needs.

14. Rerlal Supervision Modllle (ASH

Finding: Necessity of basing an ASM module in Alaska has not been adequately established.
Discussion: Managers and users expressed varying opinions as to the need for an ASM module
based at Ft. Wainwright. The current operating agreement between the BLM and State DNR
states that DNR will provide two crewed ASM platforms and BLM will provide one crewed
ASM platform. AFS is unable to qualify an ASM pilot. The BLM National Aviation Office
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(NAO) wili provide a crewed ASM for the 2003 fire season, but AFS will be unable to meet the
same agreement requirements in 2004,

Recommendation: The NAO and the AFS should determine whether an ASM module is
required in Alaska. The AFS and the State of Alaska DNR should incorporate any ASM changes
into the annual operating agreement.

15. Pilots

Finding: AFS has more pilots than its mission can justify.

Discussion: There are currently four fixed-wing line pilots and one supervisory pilot in the AFS
aviation organization. With the loss of the ASM platform and the withdrawal of the BLM
Sherpas there is no longer a requirement for this many pilot positions. The only full-time pilot
assignment for the 2003 fire season is for a single-pilot photo aircraft based out of Anchorage
(April - September). There are part-time duties for one photo aircraft back-up pilot and for two
USFS Sherpa relief pilots (part of the USFS/AFS Sherpa exchange agreement), but this does not
justify the current pilot numbers. Additionally, training and deploying BLM pilots on aircraft
that have been withdrawn from BLM service is not efficient. The February 1, 2002 AFS budget
update request states that “as these remaining pilot positions become vacant they will be
evaluated for need,” acknowledging that the positions are surplus to requirements. The BLM
National Aviation Office is not satisfied with this and desires a more accelerated schedule. This
situation could be prevented in the future by better evaluation and development of pilot and
aircraft requirements.

Recommendation:
a. The AFS should assist excess pilots in finding other work or reassign them.

b. The National Aviation Office should manage aircraft exchange agreements and pilot
development programs.

16. Land Use Planning:

Finding: BLM land use plans do not provide adequate direction for wildland fire management.
Discussion: Federal Fire policies require that land use plans provide direction for wildland fire
management to ensure that the wildland fire program is integrated with resource goals and
objectives and to ensure that wildland fire plays its role as a natural ecological process. Not all
BLM land in Alaska is covered by land use planning documents, and some of the existing land
use plans are early-generation Management Framework Plans that have little wildland fire
direction. BLM has issued guidance for States to update by the end of FY 2004 land use
planning documents that are not consistent with the Federal Fire Policy. The AFS, Field Office
Managers and the State Office recognize this land use planning deficiency and are initiating a
statewide fire plan amendment to update the land use planning base. In addition, they are
initiating two new Resource Management Plans that will address wildland fire management
needs (Ring-of Fire RMP and East Alaska RMP). These two plans however, are not scheduled
for completion until the end of FY 2005.

Recommendation: AFS, Field Office Managers, and the State Office should continue efforts to
complete the Statewide Fire Plan Amendment by the end of FY 2004.
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United States Department of the Interior

_, BUREAU OF LAND MANAGEMENT
 E , v E D Alaska State Office

~r 222 W. 7" Avenue, #13

Anchorage, Alaska 99513-7509

MAY 2- 2003
BLM - NATI ONAL 9200 (310)
AGENCY FIRE CENTER
y APR 30 203
Memorandum E
To: - Director, Office of Fire and Aviation
From : State Director, Alaska

Subject: Alaska Fire and Aviation Program Revxew-—-Response and
Implementation Plan ;

Attached is A]aska's final response and mplementahon plan for the program review
conducted in Alaska on Jannary 21—31 2003. ,

We have already made progress towards compleuon of some findings within the review
and expect to have full completion of the implementation plan by the start of the FY2004
fire season except in the area of fire planning. We are currently working with our Field
Office Managers to develop a time line for completion of a State-wide amcndmcnt by
December 31, 2004 ’ A

I recommend that future state-w:de program reviews for the fire and aviation programs
include as team members, a senior Bureau Line Manager and a State F1re Management

Ofﬁcer

If you have any questxons about our response or the implementation plan, please contact

Scott Billing, Manager of the Alaska Fire Service. He can be reached at (907) 356-5500.

Attachment

Alaska Fmal Response and Implementahon Plan w/attachments (20 pp)

ac: fme Lp5 Erewre



ALASKA FIRE AND AVIATION PROGRAM REVIEW
JANUARY 21-31, 2003

RESPONSE AND IMPLEMENTATION PLAN
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1. ALASKA FIRE SERVICE (AFS) MISSION

Finding: The Alaska Fire Service (AFS) mission, and the roles and responsibilities of many
employees and functions of the AFS, are inadequately defined to provide for sound program
management and to ensure effective relationships with users.

Alaska Discussion: A document search has been completed and we agree that there is not one
document that clearly identifies the full mission of the Alaska Fire Service; but the information
does reside in a series of documents. These documents include the approval memorandum of
October 16, 1981; the Alaska Organizational Effectiveness and Efficiency Review (OEER)
approved in 1992; AFS Organizational Review approved in 1997; and AFS partial reorganization

approved in 2000 and 2002.

The Departmental Manual at 620 DM2 currently reflects the correct suppression mission and
responsibilities that have been assigned to the Bureau of Land Management (BLM). It would be
inappropriate to rewrite this chapter of the DM to reflect the mission and responsibilities of AFS

that have been established and delegated by the Alaska State Director.

Implementation of Recommendations: AFS will work to consolidate all the current
information into one document and make it available to new Bureau and Interagency personnel

in Alaska. Target date of accomplishment is October 1, 2003.
2. AFS ORGANIZATIONAL DEVELOPMENT

Finding: AFS orgamzauona] development and expansion has not been based on accurately
identified and articulated user requirements.

Alaska Discussion: Through the 1980’s and 1990’s there have been many organizational
changes in the Bureau of Land Management in Alaska. Many of the changes have occurred prior
to the current members of the Alaska BLM Leadership Team and the historical knowledge and
justification for the organization changes has not been carried forward.

The AFS budget does carry support funding from MLR activities. The preliminary budget
request for FY2004 expands the request for MLR funds for areas not fully addressed such as,
radio maintenance and aviation management functions.

The Zone Fuels Management positions were proposed in 1995 and implemented upon the
approval of an AFS reorganization in 1997. A copy of the reorganization proposal was sent to
our cooperators and the Alaska Management Team members for comment on May 19, 1995.

The Hazardous Materials Specialist is funded through the 1640 program. The position serves a
positive role within the organization because of all the fueling (potential spills) that occurs in
field conditions, transportation of fuels, hazardous materials disposal such as, saw fuel, aviation
fuel, pump fuel, retardant, and batteries used in the radio repeater system. We have also
demonstrated a need for this position during clean-up of old bases in Bettles, Dahl Creek, and

Tanana. )
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The Safety positions are not only used to monitor the safety of our employees in suppression
actions, but also provides safety management and oversight to other program areas such as
facilities maintenance, fuels management, aviation etc. The safety position, along with an active
collateral duty safety program, monitor the safety of four hundred (400) career and temporary
employees along with over one-thousand (1000) emergency fire fighters.

With large fire activity located in extremely remote locations, a Fire Medic program was
established to train and ensure that EMT’s are available during extended fire sitbations. Before
this program was initiated, suppression funds were expended flying firefighters with minor

. injuries to town for medxcal treatment that could be performed in the field by qualified EMT
personnel

The Fire Ecologlst posmon was established to provide the Alaska program a better
understanding of fire science and the vegetative resources that BLM manages. With this
position, we have established an excellent working relationship with both the Alaska University
system and the Pacific Northwest Forest and Range Experiment Station. The position is also
working to monitor funded Joint Fire Science Program projects and working with our field office
resource specialists coordinating vegetative monitoring related to fire activity in Alaska.

The Planning and Environmental Coordinator position was approved by the Alaska Leadership
Team to provide coordination of fire planning at the RMP level and with the Interagency Fire
Plan. This position also provides assistance to BLM personnel in the preparation of
environmental assessments for fuels projects on BLM and Native lands.

All positions have been appmved using the proper guidelines established by the State Dlrector of

Alaska,

Implementation of Recommendations: A historical presentation of the AFS organization and
current responsibilities will be discussed with the Alaska Leadership Team during the Fall 2003
ALT meeting.

3. ALASKA WILDLAND FIRE COORDINATING GROUP REPRESENTATION

Finding: The BLM would be more effectively served by having someone other than an AFS
employee represent its interests on the Alaska Wildland Fire Coordinating Group (AWFCG).

Alaska Discussion: The review identified that there are conflicts of interest with AFS
representing the Bureau of Land Management (BLM) at the Alaska Wildland Fire Coordinating
Group (AWFCQG) coordination meetings. It was difficult to tell from this finding what the
specific issues were. The State Director, DSD Resources, and AFS Manager will work with
Field Office Managers to determined concems.

A review of the AWFCG membership shows that all membership representatives are agency fire
personnel. There are no Field Office Managers, Refuge Managers, Park Superintendents, or
Resource Managers assigned to the group.

37




Information gathered from other States indicates that in most situations the State FMO is the
BLM representative on the Geographic Area Coordinating Board. We believe that Alaska is
being consistent with that model and with the guidance found in the Interagency Standards for
Fire and Fire Aviation Operations 2003 at pages 2-6 and 2-7.

Implementation of Recommendations: Discussion with the Field Office Managers will occur
prior to October 1, 2003. We will also discuss this issue with the AWFCG membership to
- determine if there are similar concerns within the general AWFCG membership.

4. SUPPORT COST SURCHARGES

Finding: The February 1, 2002, FMAP update request for $1,400,000 for support cost charges
to reflect the full 10% allowable surcharges by the State Office cannot be validated.

Alaska Discussion: We hope the issue of support cost surcharges will be better defined with
National guidance prior to FY2004.

We offer the following narrative of our current program to define the strategy now cmployed in
Alaska.

Up until three years ago, the State Office took dollars (off of the top) to support the direct costs
associated with supporting AFS, approximately $300-$350K. The amount was adjusted to
$500,000 due to average work month cost increase in the 1998 Fire Management Plan update.
This amounted to around 2-3% of Alaska’s 2810 budget. In 2000 the State Budget Office
announced that effective FY2001, 10% of the base 2810 budget would be used to support direct
and indirect costs outside of the fire program. There was agreement that this percentage would
include AFS Fixed Costs provided directly by AFS which amount to $650-675k per year.

The 2002 AWP Directives state: “The direct and indirect costs charged to the Fire
Preparedness (Subactivity 2810) will be limited to no more than 10% of the statewide 2810 base
funding cost target in FY 2002.” Using the numbers supplied in the Program Review, available
funding (10% of base funding cost target) is $1,657,000. AFS Fixed Costs were $674,000. This
left $1,003,000 available to the State Office. In 2002, the State Office planned $855,000 for the
0777 account (indirect costs). They also allocated in direct 2810 dollars 65 WMs (using the
Planned Ave WM cost of $5674, 65 WMs = $369,000) and $15,000 in Ops to state office
positions. In total, the State Office planned $1,239,000 in direct and indirect costs for 2810.

This is presented as a demonstration of the way in which the dollars are allocated not as an
indictment of the State Office Budget shop. The State Budget Officer is very good at ensuring
that the State Office expenses stay within the intended amount. However, in the Program
Review no recognition was given to the direct costs incurred at the State Office level. Mention is
made of the fact that AFS, as well as Cadastral Survey, has their own Information Technology,
Communications, and external affairs offices. No credit is given to AFS for providing
administrative, procurement, and training staff which are covered by AFS cost target funding.
The real issue is the fact that when the costs incurred by AFS which would normally be shared at
the Field Office level in other states is added up it more than accounts for the 10% taken off of



the top by the state office. However, AFS recognizes that there is a need for direct support from
some state office personnel such as procurement, personnel, and EEO. This has been the only
cause for debate with the state budget office. What does the fire program get for the $855,000
that goes into the 0777 account?

The Program Review recommended to not cover the $503,000 difference taken by ASO
($1,657,000-$674,000=$1,003,000 $1,003,000-$500,000=$503,000). This equates to a loss of
89 WMs, the equivalent of 25 Temporary positions, for AFS in FY 2002

This loss is compounded by the fact that AFS has never been provided additional funds to cover
the Office of Fire and Aviation (OF&A) direction to convert the Short Term WAE workforce to
Career Seasonal, resulting in an addition of 125 WMs (one WM for each ST converted) or
$709,000 impact to AFS operational budget.

Implementation of Recommendations: We will apply the Bureau strategy for direct and
indirect charges to fire program funds in FY2004.

5. BUDGET TRACKING

Finding: AFS budget tracking is inadequate to ensure accurate accounting of fire program
expcndlmres .

Alaska Dlscussmn The orgamzahonal location of the position, the duties assigned, the
effective working relationships and lines of communication with and among the M-AFS,
SPHECO Manager, and Program Managers, has served the organization to date. This structure
is aligned with the State Office organizational structure for budget management and budget
analysis and we would like to maintain this structure.

Actual performance of duties in the last 10 months substantiates the workload split identified in
the Position Description (70% budget and 30% charge card management) for the budget analyst.
Itis antncxpated that the percentage of charge card management duties will decline as the
program is further integrated within the organization. Charge card program management
responsibilities including monitoring expenditures, coding (default and actual), and RDE
oversight corresponds directly with efficient budget analysis. Dual analysis of MIS and EAGLS
reporting tools has provided timely tracking of expenditures and facilitated communication with

program managers

AFS determined the location of the Budget Analyst position within the Branch of Administrative
Services (AK-328), reporting to the Branch Chief, would best serve the organization with
regards to budget and fiscal oversight and analysis. Location of the Budget Analyst position
within AK-328 is a logical extension of the Branch's responsibilities, which have included back
up (budget duties) to the SPECHO Manager, management of the Northern Field Office 0777
account from 1993-2000, and overall responsibility for payments, accounts and fiscal  integrity.
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Implementation of Recommendations: We do not feel that we need to make changes in our
budget tracking process at this time. We will continue to momtor the process to 1dent1fy any

needs for change i in the future.
6. BUDGET RELATIONSHIP BETWEEN AFS AND THE ALASKA STATE OFFlCE

Finding: Budget management procedures used by AFS and the Alaska State Ofﬁce are
inadequate to accurately manage the AFS budget. «

Alaska Discussion: AFS will coordinate wrth the ASO Budget Officer to develop an agenda ofh
issues and concems for the fuels program and related trackmg through NFPORS and MIS (Kato

Howard, Lead) and initiate an mteractlve dxscussron

' AFS will also work wrth the Budget Officer to develop an agenda of issues and concerns on the
~deferred fire maintenance budget and program p]anmng (AK-320 Lead) and initiate an

interactive drscuss:on

Implementation of Recommendatmns We will schedule an interactive drscuss:on between the

fire program and budget pe:sonnel prior to Iune 1, 2003

7. AFS FUELS MANAGEMENT PROGRAM

Finding: AFS roles and responsrbrhhes in fire management activities such as prescribed ﬁre
other fuels treatments, fire planning and other fire uses are not clear on lands for which BLM has -
Jand management responsnblhtms AFS roles in these areas of fire management responsibilities
are also unclear on native corporanon lands for which BI.M has suppression respons:bthtles

Alaska Discussion: AFS is willing to work with the State Ofﬁce and the Freld Ofﬁces to better
define the fuels management workload. The BLM Field Offices have management of their
respective land base. Each Field Office has either an FMO/Fuels Specialist or a collateral duty
position identified to fill this role. It has always been clear that the Field Offices are responsible
for the fuels program in their respective areas and that their FMO/Fuels Specrahst is responsible
for developing the fuels program within their Field Office. AFS has, and will continue, to work
closely with the Fleld Offices to provide assistance, technical advice and oversight as requested.
This assistance is provided by the Zones or the AK-313 staff dependmg on the workload. The
Zones are responsible to work with the Alaska Native community to assist, as appropnate and as
requested with their fuels management needs. AFS will work to manage theu- resources so they

are avallable dunng wmdows of opportumty for prescnbed ﬁre

.The program at AFS is more than a prescnbed ﬁre program funded through 2823 and 2824 Ttis

a program that also lends itself to 2810 and being prepared for suppressxon actmtles if AFS is to
meet the goals of ﬁref‘ ghter safety and protecuon of resource values - S

The AFS fuels program starts w1th the zone fuels specnahsts who have the followmg duties:

Posrtrons developed to aid i in preplﬁanmng for suppres:s.ron
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e Cost ~savings realized from inventorying allotments, cabins, inholdings
* Work with cabin owners, villages, allotment holders to modify vegetation at sites
- »  Responsible for monitoring weather and fuel conditions within the zones

Paid for out of 2810 — except for project-specific 2823 dollars
» Function as assistant/secondary AFMOs when needed
Vegetation management
Inventory of resources to be protected
Assessment of the land base we are protecting
Monitor fire behavior, growth, and development
- Monitor fire effects both short and long term
Recommend actions based on fire effects knowledge
* Evaluate fire management option changes
* Hazard assessment
Risk miti gatlon )

The State Fuels Management Specialist is primarily responsible for program coordination, ,
budgets and data call responses to National Office, The position in other states is normally
located at the State Office, but resides at AFS based on the delegated fuels responsibilities to the
orgamzauon

Implementation of Recommendations: We will work with the Field Office Managers and our
interagency cooperators to develop a strong fuels program in Alaska that addresses the
-President’s forest health initiatives and the initiatives of the National Fire Plan.

- 8. PRESCRIBED FIRE FOR RESOURCE BENEFITS

Finding: Policy is inadequate regardmg use of 2823 program funds to conduct prescribed burns'

on native corporation lands when the primary objecuve is for resource management.

Alaska Discussion: To date AFS has not participated with a Native entity to conduct prescnbed
bumns for resource management objectives. -

Through Secretarial Order 3077, the BLM was delegated responsibility to provide wildland fire
suppression on lands conveyed to Natives under the provisions of Alaska Native Claims
Settlement Act (ANCSA). It is through this delegation that hazard fuels treatments to reduce the
wildland fire risk in and adjacent to Native villages has been accomplished. This interpretation
of the hazard fuels reduction policy was coordinated with the OP&A on March 10, 2000, and the
. resultant policy memorandum dated March 28, 2000 was 1ssued. (See Attachment 2)

There does not appear to be direction within ANCSA for the expcndmlre of federal funds on
private lands to enhance resource values or for the expenditure of federal funds to assist Native
landowners in achieving resource management objectives with the use of prescribed fire.

AFS plans to work with Native communities interested in achieving resource management
objectives. We believe it is our responsibility when asked to provide technical expertise, to
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develop a viable plan to achieve the stated goals. AFS will also provide advice on funding
resources for the projects once the plan is completed. We feel that there are opportunities for
funding under the “Healthy Forests™ or through the subsistence program. AFS will initiate

- conversation through the BLM subsistence coordinator to develop program specifics. If Native
entities obtain project funding, it may be possible for AFS to enter into an Agreement with them
to help them achieve their goals. .

Implementation of Recommendations: AFS will initiate dialogue with the Alaska BLM
Subsistence Coordinator to pursue funding for prescribed fire use to benefit resources on native
‘lands. Punding for prescribed fire should come through the subsistence program. The dialogue
will be initiated by October 1, 2003. .

9. WILDLAND FIRE USE

Finding: The Alaska Interagency Wildland Fire Management Plan (AIWFMP) does not address
wildland fire use to sufficiently meet the objectives of the Federal Wildland Fire Management
Policy. The roles and responsibilities of the federal Jand managers and of the AFS, USFS, and
State of Alaska suppression organizations are not adequately defined to manage wildland fires
for resource benefits according to established interagency policy.

Alaska Discussion: Wildland Fire Use is the new terminology developed in the last few years
as a result of the 1995 Federal Wildland Fire Management Policy and Program Review and
continued in the 2001 Review of the 1995 policy. The goals and intent of Wildland Fire Use are
similar to the Limited and Modified (after conversion) Management Options implemented
through the 1998 Alaska Interagency Wildland Fire Management Plan (ATWFMP). The
Program Review recommends that another layer of paperwork and forms are needed so that the
limited fires can be “adequately addressed by national fire reporting databases that truly reflect
their intent and distinguish them from unwanted wildland fires.” We realize this is a problem
and we will/are working with our Interagency partners to resolve this issue.

The following chart compares the language in the 2003 Standards for Fire and Aviation
Operation and the AIWFMP.

Wildland Fire Use

Standards for Fire and Operations: ATWFMP

Chapter 1 ‘ Guidelines

Wildland fire will be used to protect, Wildland fire management decisions and

maintain, and enhance resources and, when | resource management decisions go hand in
possible, be allowed to function in its hand and are based on approved fire

natural ecological role. Use of fire will be | management and land and resource ,
based on approved FMPs, and will follow | management plans. At the same time, agency
specific prescriptions contained in administrators must have the ability to choose
operational plans. from the full spectrum of fire management

‘ actions — from prompt suppression to allowing
fire to function in its natural ecological role.
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Limited Management Optlon,

Intent

The Limited management option may also be
chosen for areas where fire occurrence is
essential to the biodiversity of the resources
protected and the long-term ecological health of
the land.

Policy

Wildland fires occurring within this designation
will be allowed to burn under the influence of
natural forces within predetermined areas while
continuing protection of human life and site-
specific values within the management option

Modified Management Option:

Policy .
After the conversion date, thc default action for
all fires occurring within the Modified
management option areas will be routine
surveillance to ensure that identified values are
protected and that adjacent higher priority
management areas are not compromised.

Chapter 10

Agencies may apply this strategy in
managing wildland fires for resource
‘benefit.

An approved Fire Management Plan (FMP)
is required. This plan identifies specific
resource and fire management objectives, a
predefined geographic area, and
prescriptive criteria that must be met.

A Wildland Fire Implementation Plan
(WFIP) will be completed for all wildland
fires that are managed for resource benefit.
This is an operational plan for assessing,
analyzing, and selecting strategies for
wildland fire use. It is progressively
developed and documents appropriate
management responses for any wildland
fire managed for resource benefits. The
plan will be completed in compliance with
the guidance found in the Wildland and
Prescribed Fire Management Policy
Implementation Procedures Reference
Guide, August 1998

Limited Objectives

Within land manager/owner(s) policy
constraints, accomplish land and resource
management objectives through the use of
wildland fire while protecting identified values.

Reduce overall suppression costs through
minimum resource commitment without
compromising firefighter safety.

Prevent fires from buming out of the
management area to protect human life and

 identified resources while ensuring that

suppression costs and associated environmental
impacts of suppression actions are
commensurate with the potennal damage to
values to be protected

Use low impact suppression tools and tactics
whenever possible.
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Implementation of Recommendations: We will work with our interagency partners to dlSCllSS
possible changes to the Alaska Interagency Fire Plan prior to May 1, 2004.

10. AFS SUPPORT OF MILITARY FIRE USE

Finding: Natural resource personnel for US Army properties (Ft. Wainwright, Ft. Greeley, and
Ft. Richardson) would like the AFS to provide expanded serv1ces in wildland fire use and

prescribed fire.

Alaska Discussion: The AFS Military Zone has drafted a proposal (See Attachment 3) to
dedicate AFS employees to the spring prescription window projects. At present, there are three
personnel dedicated to the project with an expectation that we will be able to assign two more

personnel to the project by May 15, 2003.

Implementation of Recommendations: Partial implementation will occur during the FY 2003
field season with full implementation during field season FY2004.

11. AFS AND DNR COOPERATION

Finding: The operating agreement between the State of Alaska Department of Natural
Resources (DNR) and the AFS is not adequate to ensure efficient interagency fire management.

Alaska Discussion: We need to make sure the record is correct and identifies exactly what the
situation is. Last year, 2002, the annual operating plan was completely signed by July 2, 2002.
Although the timing was late, it by no means, could be considered late fall, even by Alaska

weather standards.

The Review indicates that there were issues that were still unresolved when the agreement was
signed. As far as we can determine, there was one unresolved issue and that was the cost of the -

State buying into the smokejumper program.

There is a problem communicating the concept that the smokejumpers are a part of the AFS
planned initial attack force and that the AFS initial attack planning system is based on fire
activity in the AFS protection zone and not on a statewide basis. So when smokejumper
availability and/or pre-positioning is discussed, decisions are based on needs identified by AFS
Zone FMOs and they are given priority. If AFS Zones do not have a need and AFS Zone FMOs
agree to release jumpers for pre—positioning in the State’s protection zone, then it is approved.
The same strategy is used for AFS air tankers. The State of Alaska also uses the same stratagy

for their helicopters that are designated for initial attack.

The two BLM air tankers sent to the lower 48 during the 2002 Alaska fire season were at the
direction of the National MAC Group. This was discussed in the morning meeting with the
participation of the DNR representative. The National MAC Group made this decision based on
national priorities, and within their authority to prioritize and direct national resources.
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The morning AICC tactical meeting involves much more than just discussing the day’s current
numbers, locations and prepositioning of tactical resources. Also discussed are the current
Alaska fire danger and weather situation, resource availability issues, aviation issues, fuels
management activities, the lower 48 fire situation, and mobilization of non-tactical resources,
both in-state and outside of Alaska. Essentially, it’s a very short, daily morning briefing on the
current fire situation and up-to-date information can be gleaned by attending. Attendance has
included at least one or more DNR representatives.

‘ Implementation of Recommendations: Discussion of initial attack resources and timing of
~ agreement approval has been discussed with the Commissioner, Depamnent of Natural

Resources and the State Director. The FY 2003 operating agreement is m final review stages for
approval.

The format of the tactical meeting will be changed for the FY 2003 field season.
12. PROTECTION AREA EXCHANGE BETWEEN DNR AND AFS

Finding: State of Alaska DNR has requested a reevaluation of AFS and DNR protection areas

in order to resolve outstanding issues related to protection areas and to improve fire management
efficiency.

Alaska Discussion: We are willing to work with the State in considering changes to protection

areas. The State of Alaska has agreed to provide a written proposal for exchange by October 1,
2003.

Consideration needs to be given to the budget increase needed should the exchange outlined in
the Review be implemented. AFS would have to consider the following cost increases to cover
the Federal lands in Southwest Alaska.

(a) Suppression infrastructure in the Southern Zone that would be duty stationed in
McGrath, '

(b) Fixed wing aircraft contract to monitor fires.

(c) - Helicopter to retrieve jumpers.

(d) Possibility of one additional Jumps}up

(e) Additional jumpers.

(f) Training of additional Type II crews located within the area of exchange.

(g) RAWS and Radio Communications networks to be established and maintained.

By‘t:omparison,‘the State of Alaska would probably have to increase their number of engines by
one to cover the Central area and supplement their helitack organization in Tok and Fairbanks.

Implementation of Recommendatnons Once an exchange proposal has been received and
agreed upon, an implementation plan will be developed.
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-13. SMOKEJUMPER OPERATIONS

Finding:
a. The current AFS smokejumper aircraft configuration of four aircraft is adequate for
mission requirements. Additional funding is required for one of those aircraft.
b. Current Alaska Fire Service smokejumper headcount is adequate for the mission.

Alaska Discussion: The effective headcount of the Alaska smokejumpers has eroded over time.
Prior to 1998, Alaska smokejumpers could reliably count on detailed smokejumpers from the
Boise-BLM and Forest Service bases. The details were of long duration and the personnel were
able to acquire the Alaska experience necessary to be effective in the operating environment.
Since 1998 the Alaska base has been forced to rely on short duration boosts. Boost requests are
less reliable, of short duration, and subject to national jumper availability. The end result has
been a significant loss of effective headcount and Alaskan expertise.

B FS Detall
8 BO] Detall
BAK

1998 1998 2000 2002

HISTORY

The Alaska Base split in August 1986 at which time the Boise Base was opened. BLM
Smokejumper Operations Plans up through 1990 specified that “a minimum of one half of the
Great Basin Smokejumpers will be available to Alaska.” Since then the number of Boise
jumpers available to Alaska have decreased to the point that during the initial boost, they have
only been able to provide 8 to 16 jumpers. This is primarily due to their increased use in the
Great Basin. The benefit of Boise providing smokejumpers to Alaska were that they had Alaska
fire experience and jumped ram-air parachutes. Alaska has not received Boise smokejumpers
in the numbers requested for a number of years. In addition, rookie training for both BLM bases
was done in Alaska for two primary reasons, 1) Provide a core of Boise jumpers for the Alaska
fire season. 2) Keep BLM jumpers current in Alaska fire experience.

e Boise doesn’t have the Alaska fire experience they used to have. Many of their
personnel haven’t trained in Alaska (Forest Service transfers) and since 2001 Boise has
trained their own rookies. :

e Forest Service boosters now have a comparable amount of Alaska experience however,
they jump round parachutes. This presents a problem of inability to drop due to high
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winds commonly encountered in Alaska. One reason for developing the ram-air
parachute in Alaska was the frequency of windy jumps.

CURRENT REALITY

* As Alaska has increased the amount of land in Limited Management, there has been a
corresponding increase in the number of cabins and allotments surrounded by limited
rather than residing in full protection areas. More and more, the response required in
these situations is other than straight forward initial attack suppri:ssion. Cabin and
allotment protection requires Alaska experience due to the unique nature of these
actions in Alaska fuel types. Currently a majority of Alaska rookies come from Alaska
Hot Shot crews and have a solid base of Alaska fire experience.

e Cabin and allotment protection often requires more smokejumpers than initial attack. -
Rather than fewer jumpers on one small fire, there are typically many more
smokejumpers involved in protecting multiple cabins and allotments. Often, multiple
loads of smokejumpers are required.

e Our FMAP covers AFS protection responsibility lands. Smokejumpers cover not only
that Federal country but also the State of Alaska protection area. In many areas
(southwest Alaska for instance) smokejumpers are the only resource the State has to
quickly cover these long distances. Smokejumper use by the State cuts into the number -
available to AFS by one or two loads for a large part of the fire season.

* It now requires more smokejumpexs to maintain the same level of response. Three out
of four jump ships require two spotters rather than one. The 2:1 work/rest ratio and
mandatory day off cut into availability. It may require droppmg extra Jumpers in order
to meet work shifts and 2:1 work/rest ratios.

» Alaska Smokejumpers provide individuals to overhead teams and the air attack
program which in turn decreases the available number as smokejumpers.

LOWER 48 AVAH ABILITY

* Boise does not/cannot provide jumpers in the numbers required due to their increased
use in the Great Basin and personnel on detail assignments.

» USFS Bases are heavily involved in both refresher and rookie training while the early
part of the Alaska season occurs. Their rookie training doesn’t start until late
May/early June nor finish until the third or fourth week of June.

* Many of their overhead are tied up in rookie training so are unable to provide spotters
to Alaska in the numbers required to staff all the j jump ships for mixed load operations.

¢ The USFS provides smokejumpers to Region 3 which coincides with the' Alaska fire
season, thereby reducing the number available to Alaska.

* Typically the USFS fire season has not started so USFS bases have not yet brought on
all their personnel and are not at full strength and won’t be until m1d to late June.

Weare in comphance with the recommendations offered for this review item,

" Smokejumpers coming into Alaska do get briefed on Alaska tacncs along with weather and fire
condition.
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We also strive to intermix experienced jumpers with less experienced jumpers; but the best
training is stili on-the-job training. .

For the reasons we have listed above, we must respectfully disagree with the team’s assessment
of headcount needs in Alaska to maintain a quality, experienced smokejumper pool to carry out

the mission.

Implementation of Recommendations: We will continue to refine our workload analysis and
document possible need for an increased headcount of Alaska smokejumpers.

14. AERIAL SUPERVISION MODULE (ASM)
Finding: Necessity of basing an ASM module in Alaska has not been adequately established.

Alaska Discussion: Although there are varying opinions as to what level of acrial supervision is
needed in Alaska, we still have a viable agreement with DOF to provide for one platform.

A solution to this issue is to develop a shared aircraft/pilot agreement with another state such as
Montana/Colorado. We can still maintain a strong participation in our interagency program and
reduce the costs of another contract. This plan was suggested to National Aviation Office early

in the Fall of 2002. and again during the Review process without any response.

It was made clear at the fall ASM meeting that without Alaska’s ATGS program the rest of
BLM’s ASM program is very short staffed. AFS cannot maintain the ATGS posmons in an
ASM Module without a fully functional platform.

Implementation of Recommendations: We will continue to review and evaluate the risk of not
having lead plane capability with our aerial supervision program.

15. PILOTS
Finding: AFS has more pilots than its mission can justify.

Alaska Discussion: There needs to be some historical background on this issue for the record.
The National Office should consider that they have been a part of this pilot program all along.
‘When AFS planned to hire several new pilots in 1999 for both ASM and Sherpa program, it was
due to the majority of the pilots moving on. During this process, the National Office not only
supported the agency pilot concept, but participated in the selection through the involvement of
Rusty Warbis. Less than a year later, by mutual agreement with the National Office, the Alaska

Fire Service requested that the Sherpa aircraft program be discontinued.

The National Aviation Office was asked to assist and/or take the lead in the development of our
USFS/BLM aircraft and pilot exchange agreement. The Aviation Group Manager was not
interested in participating in this agreement or having input. He was informed of the specifics
including a copy of the findl document.
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Our ASM training program has been under the direction of Rusty Warbis throughout both pilot
trainee periods and we followed his direction and the NAO program guidelines to manage their
training.

Implementation of Recommendations: We agree the National office should be involved with
aircraft exchange agreements and pilot development programs.

16. LAND USE PLANNING
Finding: BLM lar;d use plans do not provide adequate direction for wildland fire management.

Alaska Discussion: A statewide land use plan amendment proposal is being d;:veloped in order
to meet the 2004 deadline as directed by the National Office.

Alaska has a 10-year planning schedule for updating and developing RMPs for all BLM lands to
meet the guidelines outlined in the Land Use Planning Handbook. Two of those planning efforts
are underway: East Alaska and Ring of Fire.

The BLM RMPs may not be in compliance with the Federal Fire Policy; however, the 1998
Alaska Interagency Wildland Fire Management Plan (ATWFMP) is in compliance. The
ATWFMP ensures that “wildland fire is integrated with resource goals'and objectives” and also
“that wildland fire plays its role as a natural ecological process.” The AIWFMP supports the
annual review and update of management option designations by all land managers to assure that
each and every land manager has to ability to incorporate current agency policy and resource

- objectives. The Alaska Wildland Fire Coordination Group oversees the AIWFMP and has
parameters and procedures in place for those updates.

The same processes used to develop land use plans were used to develop the original fire

. management plans in the 1980s. Those plans were developed through the collaborative efforts of
interagency interdisciplinary teams and applied on an interagency, multi-jurisdictional, landscape
scale basis. Public meetings were held throughout the State. Native groups were included in the
planning effort. Those plans were combined in 1998 to complete the planning effort in a
document to serve as a single reference for operational decisions.

Implementation of Recommendations: We are working towards completion of a Statewide
Land Use Plan amendment by December 30, 2004.

3 Attachments
1 — AFS Organizational Development (2 pp) o
2 - Coordinated Fuels Activities in Alaska Memo (1 p)
3 — Fuels Module Spring 2003 (2 pp) , 49
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Fuels Module Spring 2003

Fire management is a hot topic in the national perspective. Recent policy changes on the
national level have indicated that the fire community direct and expand its mission to
encourage prescribe fire and other fuels manipulation techniques. National campaigns
such as the Forest Health Initiative and National Fire Plan directives imply focus in
prescribe fire and hazardous fuels reduction.

At the request of the Army, the Alaska Fire Service Military zone has offered to
coordinate a hazard fuel reduction program on Army lands. Examples of the type of
project commitments include: broadcast burns on Small Arms Ranges, aerial drop
zones, and habitat enhancement units, thinning and pile burning around structures and
‘adjacent high values, and mechanical treatments followed by pile burning on large tracts
of land. ‘

This list is ever growing especially in light of the recently enhanced Military mission in
our country. ' ~ ’ '

Alaska Fire Service has this fire expertise to get the job done. It is our pool of experience
that is needed to accomplish some of the projects that have been envisioned for the past
few years. The Alaska fire program is just emerging into prescribed fire. And all it needs
is a few dedicated highly motivated fire people to get it off the ground. The time is now.

Priinary Mission:

The proposed BLM, Alaska Fire Service Prescribe Fire Module would consist of
approximately 4-6 personnel. The personnel would be drawn from all branches of
Alaska Fire Service with possible expansion into an interagency cooperation (Military
and State personnel). The targeted projects would primarily reside in the Alaska Fire
,Service Military Zone proposed preseribe fire projects but may also include fire use fires,
project development, site preparation, project implementation, and monitoring, ‘

Project Benefits:

*Implement and complete numerous fuels projects of AFS

*Enhance the Alaska rx program

*Increase personal awareness and training in the field of fuels / prescribe fire
*Contribute to National Fire Policy directives in the field of fuels and prescribe fire.

Personnel:

Module would consist of 4 - 6 fully qualified individuals to implement prescribe fire as
well as hazard fuels reduction projects. Supervision would fall under the FMO and
Fuels Management Specialist Alaska Fire Service Military Zone. Module leader will
work closely with the National Weather Service, AICC, and Military Zone FMO to
capture open prescribe fire windows throughout the state and designate project priority
when needed. Due to the short prescribe fire window in Alaska the prescribe fire
module must remain flexible to capture every opportunity that arises, work weekends,
monitor weather patterns, resource requests, equipment needs, ete to allow completion
of numerous projects. " '
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Funding:

Module would consist of 4-6 qualified individuals to develop, implement, and monitor
specific projects within the time allotment (3 week commitment). Individual project
charge code(s) will cover overtime and burn activities conducted by module. Travel /
Transportation (project to project) will come out of 2830 reimbursable fund. Module
leader will be responsible for management of appropriated project and program
funding.

Timeline:

Three-week commitment to the Miiitary Zone AFS. (End of April — Mid-May). Exact
dates will not be finalized until April 7, All proposed prescribe fire projects will follow
will be accordance national and state regulations.

1

Potential Projects
Prescribe Fire
Project Location size (approx)
1) Malemute Drop Zone Ft. Richardson 400 ac
2) Small Arms Range Ft. Wainwright 1200 ac
3) Texas Range Ft. Greely 3700 ac
4) Husky Drop Zone Eielson AFB 200 ac
5) Grouse Habitat Eielson AFB 5ac
6) Ammo Bunker Ft. Wainwright 2 ac

Hazard Fuels Reduction Projects:

Project Activity
1) East Donnelly Range Expansion : Flag unit, chainsaw activity
2) Beetle Traps installation and trap clean up
3) WUI projects Ft. Richardson- misc. activities
4) Manchu misc. preparation

Development Stage Projects:

Project : Activity
1) Oklahoma Range rx initial assessment
2) East Donnelly Mitigation and Prevention Plan  build framework for document
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