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Recommendation 1: Establish a distinct leadership curriculum of courses that are connected conceptually from the least complex (follower) level to the most complex (organizational leader) level. This curriculum should have its own designator (e.g., L-courses) to set it apart from technical courses.

· The curriculum, consisting of five courses, has been established. The curriculum has established designators, including L-180, Human Factors on the Fireline; L-280, Followership to Leadership; L-380, Fireline Leadership; L-381, Incident Leadership; and L-480/580, Incident Management Team Leadership Seminar. 

· The first and most basic, Human Factors on the Fireline, has been completed and is available through the Publication Management System (PMS) as a stand-alone course. The Leadership Committee worked with the NWCG S-130 course revision group to incorporate the Human Factors course in the 2004 revision of S-130. 

· L-280, Followership to Leadership, has been completed and certified by the NWCG's Training Working Team.  It is now available through the Publications Management System. This course replaces the old S-201/281 course which is no longer a part of the NWCG curriculum.  The course was successfully delivered in many field locations during the 2003/2004 training season.

· L-380, Fireline Leadership, was initially developed by a vendor and was presented more than 100 times during the 2003 training season and 60 times during the 2004 training season. This course replaces S-301/381, which is no longer available in the NWCG curriculum. Course design criteria and delivery standards have been developed that will enable agencies and vendors to develop and deliver the course without relying on a sole source vendor.  To date two private vendors have successfully delivered this course:  Mission Centered Solutions and ICI Training.

· L-381, Incident Leadership, is currently being delivered as a test course by a vendor, Mission Centered Solutions.  Course design criteria and delivery standards have been developed that will enable agencies and vendors to develop and deliver the course without relying on a sole source vendor.  

· A steering committee consisting of representatives from the Leadership Committee and the National Applied Research and Technical Center (NARTC) and federal and state agencies has been established to begin development of L-480/580, Incident Management Team Leadership Seminar. The Leadership Committee has provided guiding principles to the course steering committee for this development process. The L-480/580 steering committee met for the first time in May 2003 and plans to deliver the first test course in February 2005.


Recommendation 2 - COMPLETED: Develop a strategy for accomplishing new course development, including a time line for completion, delivery strategy and cost analysis. Some existing leadership courses can be used, and some new course development will be required in order to meet the leadership development needs of all levels of our organizations. Delivery strategy needs to include a plan for developing agency employees as instructors for the more advanced leadership courses; initially these courses will only be deliverable by a vendor with expertise in leadership development.

· Each course has been addressed individually to determine content, delivery, cost, completion, designator series and inclusion in the PMS. These considerations have been documented in issue papers available on the Leadership website. In many cases, the leadership courses have replaced existing courses to enhance training and development for new and advanced leaders. 

· Some courses in the curriculum are designed to be delivered by agency instructors, while other courses are designed to be delivered by a mix of agency and vendor instructors.  For example, agency instructors are being used for delivery of courses by vendors Mission Centered Solutions and ICI Training. Specifically, in Fireline Leadership (L-380) there is a requirement for at least one agency instructor per delivery. Even at this level of one agency-provided instructor per course, agencies frequently cannot meet the demand for instructors. Given this fact and the generally accepted difficulty in assembling any type of training cadre for any type of wildland fire training, the efficacy of creating agency cadres for frequently delivered courses in the leadership curriculum (like Fireline Leadership) is questionable as a long-term solution. 

Recommendation 3 - COMPLETED: The "Human Factors" course and the "Followership to Leadership" course should be in the Publication Management System (PMS) as Level III courses under the "NWCG Course Development and Format Standards" guidelines. 

· Both the L-180 Human Factors course and the L-280 Followership to Leadership course are currently available in the PMS.

Recommendation 4 - COMPLETED: The "Primary Leadership" course and the "Incident Leadership" course should be exempted from the requirements included in the "NWCG Course Development and Format Standards" guidelines. These standards were developed primarily for the in-house development of technical courses in the cognitive domain to be delivered by agency personnel. These two advanced leadership courses are in the affective domain and will be developed and presented by vendors-at least initially. Adhering to the NWCG standards will likely slow the development and delivery of these courses and is not likely to enhance course effectiveness.

· The course name for Primary Leadership has been changed to "Fireline Leadership." 

· These courses are being developed in conjunction with contractors who have expertise in leadership development training methodology. 

· These products will not be off-the-shelf course packages; rather they will consist of specific course design criteria and delivery standards to allow wider latitude for wildland fire organizations to implement a complete leadership development program by avoiding a "one-size-fits-all" approach. An agency will have the option to outsource or develop their own training course if they decide that's the most advantageous method. 

Recommendation 5: Establish a mechanism for evaluating the effectiveness of leadership training. Such a mechanism might involve the use of contractors and agency personnel conducting field interviews and observing job performance on fires, months or years after training is presented. The idea is to accurately assess how the training impacted performance on the job.

· All courses go through a test phase that includes student and instructor evaluations. 

· Fireline Leadership and Incident Leadership have been attended by members of the Leadership Committee and other interested individuals for the sole purpose of evaluating the effectiveness of the course and discussing these evaluations with the Committee and the vendor developing and delivering the courses. 

· The Leadership Committee is working with a graduate student in a Master’s Degree program at Fort Hays State University in Kansas to design an evaluation methodology for the entire leadership curriculum.  This work is expected to be completed by the end of 2005.

· Region 4 Forest Service conducted a follow-up review with graduates of L-380 courses, their subordinates and their supervisors.  This review was completed in the fall of 2003 and is available at www.fireleadership.gov.  

Recommendation 6 – COMPLETED: Eliminate the current S-201 and S-301 courses from the NWCG training curriculum. Examine whether the supervision and management skills training that exists in those courses needs to be presented within the wildland fire curriculum, or whether those training needs can best be satisfied by other agency-required training that is already available.

· Both S-201/281 and S-301/381 have been evaluated to determine whether the supervision and management skills training contained within those courses still needs to be presented with the new courses, Followership to Leadership and Fireline Leadership, on the shelf. The evaluation of these courses determined that the training provided in them is addressed in the new Leadership curriculum and other agency-required and agency-specific training. 

· L-280, Followership to Leadership, has replaced S-201/281 in the PMS. 

· L-380, Fireline Leadership, has replaced S-301/381 in the PMS. 

Recommendation 7 - COMPLETED: Incorporate the Human Factors course into the NWCG S-130 Firefighter training course. This will allow all entry-level firefighters to receive information on follower responsibilities. The Human Factors course will also exist as a stand- alone course, for those who are not required to take S-130.

· Human Factors on the Fireline has been incorporated into the 2004 version of S-130, Basic Firefighter Training. Human Factors on the Fireline can also be ordered and delivered as a stand-alone course for personnel who are not required to take the Basic Firefighter course. 

Recommendation 8 - COMPLETED: Eliminate the S-131 course. Make the Followership to Leadership course a requirement for the FFT1 position. Both are 8 hour courses, so this change results in no net increase of required training for the Squad Boss position. S-131 was developed in response to the South Canyon Fire tragedy, yet it does little to address leadership issues at the squad boss level. Since Followership to Leadership does address precisely those leadership issues, it should be the required course at the FFT1 level. The more cognitive, technical content of the existing S-131 course could be developed into a Job Aid.

· The Leadership Task Group Report recommended eliminating the Advanced Firefighter Training course (S-131). The Leadership Committee has since received approval from the NWCG Training Working Team to rescind that recommendation. 

· The S-131 course is currently being revised to have a more tactical focus.  The new S-131 course will feature extensive use of Sand Table Exercises (STEX) and Tactical Decision Games (TDG), which are training methods developed through partnership between the Leadership Committee and Marine Corps University. 

· There is still no net increase in training (as envisioned in the original recommendation), since L-280 replaces the existing S-281 course. 

Recommendation 9: Revise the Wildland and Prescribed Fire Qualification System Guide (PMS 310-1) to make specific leadership courses "required training" for certain key positions and "additional training" recommended for other positions. Incident Operations Standards Working Team (IOSWT) to review, modify as needed, and approve changes to the 310-1 recommended in this document. Suggested completion date, Fall 2001.

· IOSWT time frames for revision of the 310-1 did not allow for the Fall 2001 suggested completion date to be met. The 310-1 is under revision in 2004. 

· Subject matter experts (SME) were brought together in a workshop to address the recommended versus required training considerations for the 310-1. Their recommendations have helped the committee make recommendations to the NWCG Training Working Team on changes to the 310-1. 

· Detailed recommendations for both required and “recommended” training were submitted to the TWT and IOSWT at their joint February 2004 meeting.  These recommendations pertained to the L-180, L-280 and L-380 courses, since other courses in the curriculum are still under development.

· Of the 105 ICS positions in the 310-1, required training was recommended for 13 positions (all in Command or Operations).  L-380 was proposed to be required for 6 positions, while L-280 was proposed to be required for 7 positions.  “Recommended” training was proposed for total of 37 positions (17 L-380 and 20 L-180) 

Recommendation 10 - COMPLETED: Adopt a specific set of desired leadership principles and values that are common to all our organizations. Communicate these principles and values to our work force and incorporate them in leadership training.

· One of the Leadership Committee's first accomplishments was to adopt, on an interagency basis, the leadership principles and values as described in the "Report of the Leadership Task Group to the Training Working Team." This was completed in January 2002. 

· The principles and values have been integrated into each of the four completed leadership courses and will be integrated into the L-480/580 course currently under development. 

· A communication plan has been developed and disseminated that includes a description and discussion of the leadership principles and values and how they relate to leadership development. This plan is used by the committee and others to communicate the principles and values to the field. 

· A leadership web site has been established. This site devotes an entire section to the leadership principles and values. This site is linked prominently off the National Interagency Fire Center's web page which receives millions of hits each month during fire season. 

· A bookmark with the leadership website address and the principles and values has been developed and disseminated widely among firefighters and other fire staff. Thousands of bookmarks have been distributed.  Posters are currently under development for use in the field. 

· In 2003 the Leadership Committee established the Paul Gleason Lead by Example Award to recognize individuals in the wildland fire service who exemplify some of the leadership values and principles.  

Recommendation 11: Develop a self-study component of the leadership curriculum that allows people to study leadership concepts and principles outside the context of formal classroom training. For example, establish a leadership-themed web site and publish a "book of books" of recommended reading materials that will help people develop as leaders.

· A "Leadership Toolbox" has been developed and established on the leadership website. This toolbox contains self-development opportunities and references for fire staff and firefighters to enhance and develop their leadership knowledge and skills. The intent is to foster a "lifelong student of leadership" culture in the ranks of wildland firefighters. 

· The Leadership Toolbox includes a professional reading program; facilitator guides for training techniques such as staff rides and tactical decision games; electronic libraries to support staff rides and decision games; references to enhance briefing and after action review skills; individual self-development plans; and a number of other tools.  The committee will continue to work with task groups from the field to identify desired products and follow through to implementation of those products.

· The Leadership Committee has sponsored an ongoing exchange with the Marine Corps University.  This exchange has been formalized by two member agencies (the USFS and the BLM) in the form of a Memorandum of Understanding.  The exchange has enabled over 100 wildland firefighters to attend hands on workshops at the Marine Corps center for Training and Education in Quantico, Virginia.  These individuals have been key players in the implementation of Tactical Decision Games and Staff Ride techniques within the wildland fire service, as well as working in Subject Matter Expert roles during the development process of the L courses.      

· This recommendation may never reach "completed" status due to the nearly infinite number of possibilities encompassed in self-development and self-study. 

Recommendation 12: Institute the use of leadership skills assessment tools within the framework of the leadership curriculum. The primary intent in using assessment tools is to enable people to identify which leadership traits they need to improve. The intent is not to use these assessment tools for disciplinary action. Some results could be used to determine whether or not individuals are ready to advance to higher-level Incident Command leadership positions.

· A leadership self-assessment tool has been developed as a reference and is available in the Leadership Toolbox. 

· A self-assessment process is initiated in the L-280 Followership to Leadership course and continued in subsequent courses. 

· Several other individual leader assessment tools are being considered by the L-480/580 steering committee. 

Recommendation 13 - COMPLETED: Establish a standing group (e.g., Steering Committee) that will be responsible for overseeing the implementation of the recommendations in this report. It is widely recognized that, regardless of their quality, reports alone do not accomplish change in an organization.

· This committee was established and met for the first time in January 2002. The committee, consisting of individuals from each federal wildland agency and the National Association of State Foresters, meets twice per year to review and assign action items. 

· Actions have been taken on each of the 14 recommendations, and in many cases, a significant amount of work has been accomplished. 

· A communication plan was developed that includes a summary of the Wildland Fire Leadership Development Program and some background, goals for implementing the program, strengths and challenges of the program, key messages, frequently asked questions, and a quick reference list. Resources developed to support the communication plan include a standard Powerpoint presentation about the program; semi-annual status reports, a logo to increase program recognition among firefighters; a bookmark that communicates the leadership website address along with the principles and values; and a contact link on the fireleadership.gov website so that users can provide comments or ask questions of the Leadership Committee. 

Recommendation 14: During the ongoing NWCG course revision process, analyze each course within the "S-" curriculum to determine if leadership content is appropriate in the course given the nature of the position for which the course is targeted (e.g., Crew Boss). The creation of a separate leadership curriculum will not eliminate the need for the "context-specific" practice of leadership competencies.

· An individual from the NWCG's Training Development Group is tasked with briefing each new course revision team on the relevant aspects of this leadership development program. 

· Significant changes are occurring within the NWCG curriculum during the S-course revision cycle.  Leadership content has been added to courses such as S-336 (Fireline Tactics), S-230 (Crew Boss), S-131 (Squad Boss), and RX-410 (Smoke Management).

· Due to the time frames involved in revising the entire NWCG curriculum – greater than 5 years – it is not anticipated that this process will be complete until at least 2007.

