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Fire Learning Network
Prescribed Fire Training Exchange 
Expectations and Guidance 

for Evaluations and Use of Position Taskbooks 

Best Practice: Prescribed fire training exchanges are organized to provide each participant with an opportunity to receive one evaluation in one Position Task Book (PTB).

-  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -  -
Background

The Nature Conservancy is a private land conservation organization that, as an NWCG cooperator, adheres to all NWCG standards as outlined in the most recent editions of the Wildland Fire Qualification System Guide (PMS 310-1) and the Interagency Prescribed Fire Planning and Implementation Procedures Guide (PMS 484).

Our Prescribed Fire Training Exchanges are planned and implemented to meet these national standards. Several levels of agreements are in place to allow controlled burns to occur across different ownerships and involve participants from many different organizations. These cooperative burns across federal, state, local and non-governmental organizations are enabled by a range of agreements, including national cooperative agreements and memoranda of understanding (MOU), regional master and supplemental agreements, as well as local MOUs, grants and contracts.  These agreements sometimes recognize standards and qualifications of agencies that do not use NWCG standards. In some cases, participating trainers, trainees, mentors and coaches may not have NWCG qualifications, but will be proficient and experienced in those positions. However, final Position Task Books (PTB) evaluations are always completed by an evaluator qualified and current in that position.

Overview and Intent

Training exchanges are intended to provide integrated and in-depth learning experiences. In line with this, the intent of a training exchange is for each participant to receive one high-quality evaluation in their Position Task Book, with a supporting Individual Performance Evaluation. Coaches and mentors will be used to enhance the training opportunities and diversify the experience for the trainee, but only one evaluator will be used. 
It is not the intent of Fire Learning Network staff for training exchanges to provide individuals multiple single-day evaluations from different evaluators. We do expect that in some cases a participant may receive two different evaluations from different evaluators, but this is the exception and not the rule.
It is good practice for each trainee and evaluator pair to sit down together early in the assignment and review the trainee’s PTB and the expectations of both trainee and evaluator.  Training exchanges are designed to meet PTB task requirements for incidents coded as O, I or RX. Completion of R or W tasks may occur occasionally, but should not be expected.

Note that in most cases, over the course of an exchange many participating firefighters will function in multiple roles—as evaluator, coach and trainee—for different positions. 
Guidelines

To facilitate multi-day evaluations, while also providing trainees with different coaches and mentors, it is a good practice to assign evaluators to trainees at the very beginning of the assignment. Organize the event so that on some days the evaluator is not with the trainee; on those days, an alternate coach or mentor is assigned to the trainee. Coaches and mentors are then responsible for discussing their observations with the evaluator, thus contributing to the final evaluation. This flexible evaluation process allows for multiple mentoring and training opportunities for the trainee, but also allows operational flexibility to the incident organization, since individuals can be assigned to different modules without breaking the trainee/evaluator relationship. 

Maximizing the length of the evaluation period is encouraged. Because of the design and length of training exchanges, they provide a good opportunity for participants to spend multiple days in a trainee role. Some of those days will be on active burns, other days will include scouting and preparation, pre- and post-fire monitoring, and patrol and mop-up of burns, as well as attending presentations and taking part in drills and exercises. All of these aspects can be reflected in the evaluation of the trainee’s overall performance. It is important to have clear expectations for all aspects of the experience—coaches and evaluators should be communicating regularly to maximize this training experience. 
Every day provides evaluation opportunities. Sand table trainings, proficiency drills, NWCG courses, presentations and discussions, prescribed burns and wildfires all provide additional opportunities that allow trainees to demonstrate their competency in certain positions and for specific tasks. Daily events such as briefings, field work, safety meetings, weather collection, after action reviews and informal discussions off-shift also provide valuable information on which to base overall evaluations. We encourage evaluators to develop and seek out situations, novel tasks or hidden opportunities to evaluate trainees.  
Perhaps most importantly: Remain flexible and maintain a positive attitude—it’s contagious!  

Evaluators and Coaches should:

· Identify training needs and work to find opportunities to fill them  

· Actively encourage an exchange of knowledge, skills and abilities

· Take time before, during and after operations to deliver planned and impromptu lessons

· Ensure that they know what their trainee is doing and why

· Avoid  micromanaging trainees

· Communicate with each other to guide the trainee experience and provide the evaluator with feedback for the final evaluation

Trainees should:

· Work closely with their evaluators and coaches

· Document activities, observations and known conditions in their Unit Log (ICS-214) daily, and use other ICS forms as appropriate 

· Participate in, and sometimes lead, after action reviews

· Look for local knowledge and be open to new tactics, techniques and regional practices

· Feel free to pitch in if something needs to be done
· Ensure that they know what they are doing, and why  

· Not be afraid to lead, follow, ask questions or make suggestions
All final evaluations in Position Task Books (PTB) must be completed by an evaluator who is NWCG-qualified and current in that position.

Examples

The following are two examples of how we would expect trainee and evaluator / mentor  / coach relationships to be organized and how the evaluation would be completed.

· Firefighter Type One trainee: 
The trainee would be identified and assigned an evaluator on the first day of the training exchange. During the course of the event, the trainee should demonstrate FFT1 skills and competencies—such as timeliness, readiness, initiative, equipment proficiency, competent communications, ability to complete tasks assigned, ability to identify and communicate hazards—and should behave in this way during classroom days, scouting days and burn days. Additional assignments, including tactical assignments and firefighter supervision tasks, will be provided to the trainee to ensure they can complete more complex tasks and provide a safe work environment in the presence of fire. 
The evaluation would be for the full length of the training exchange assignment (7-14 days); the evaluator would have been directly overseeing the trainee for 50-75% of that time. Other mentors and coaches would provide feedback for the time that the evaluator was not present. 
Examples of the roles and responsibilities the firefighter trainee had filled would be listed as part of her Individual Performance Evaluation—for example: FFT1(t) Jane Doe supervised 3 igniters with 6 drip torches for two consecutive days. Firing team responsible for safe ignitions in Fuel Model 3 during dry and windy conditions. Jane Doe also led squad through training scenario, ensured they were prepared at the beginning of every shift, completed tasks and assignments on time and maintained a positive/learning attitude.
· Burn Boss Type 2 trainee: 
The trainee would be identified and assigned an evaluator on the first day of the training exchange. The trainee will be expected to immediately begin functioning as a burn boss—by learning about the organization and the capabilities and limitations of the firefighters and the equipment, becoming familiar with the fire behavior of the fuel and conditions, reviewing burn plans, scouting burn units, leading modules, developing elements of the IAP (such as a training message or safety message), and becoming familiar with contingency plans and medical plans. The trainee will also lead 2-4 days of controlled burns, depending on weather. The trainee will work with local liaisons and burn bosses to ensure the trainee has a good understating of what is expected.
The evaluation would be for the full length of the training exchange assignment (7-14 days); the evaluator would have been directly overseeing the trainee for 50-75% of that time. Other mentors and coaches would provide feedback for the time that the evaluator was not present. 
Examples of the roles and responsibilities the burn boss trainee had filled would be listed as part of her Individual Performance Evaluation—for example: RXB2(t) Jane Doe supervised one module with 11 firefighters, 1 T6 Engine, 1 UTV and an assortment of equipment like  driptorches, hand tools, chainsaw, blowers and pumps. Trainee ensured module completed tasks as assigned, developed a cohesive team, created a learning environment and provided explanation and mentorship for subordinate firefighters. The trainee led 3 burns where she provided a burn briefing, implemented the burn plan, adapted to changes, recognized, communicated and mitigated hazards, conducted an AAR and patrolled burn units to ensure they were out.

KEY NWCG Standards 
Excerpts from policy statement document PMS 310-1 (October 2014)
Competency: A broad description grouping core behaviors necessary to perform a specific function.
Behavior: A general description of an observable activity or action demonstrated by an individual in a particular context.
Task: A specific description of a unit of work activity that is a logical and necessary action in the performance of a behavior; how the behavior is demonstrated or performed in a particular context.
The primary criterion for qualification is individual performance as observed by an Evaluator.  Evaluators can be either qualified in the position being evaluated or supervise the Trainee; Final Evaluators must be qualified in the Trainee position they are evaluating.
The Coach provides instruction to a Trainee. This may be in the classroom, on-the-job, or on an incident. The Evaluator is the person who actually observes the task(s) being performed and documents successful performance in the PTB. The Evaluator and the Coach may be the same person; however, the functions of coaching and evaluating must remain separate.
Although agency personnel can sign tasks in PTBs as an Evaluator and/or Final Evaluator (which includes recommending a Trainee for certification where appropriate), agency personnel cannot function in the role of the Certifying Official for contractors-except where formal agreements are in place.
Certification of PTBs is the responsibility of the home unit or agency.
Training exchange guidance: evaluations (v. March 2015)
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