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Key Issues Identified from Operational Reviews of Major Fires 
in Victoria 2006/07 
Report by Mr Ross Smith 
 

Response by Russell Rees, CFA Director Operations/Chief Officer and Ewan Waller, DSE, 
Chief Officer, Fire and Emergency Management  

 

The Great Divide Fires of 2006/07 were the longest in Victoria’s fire history. The fires lasted 69 days 
with many people making sacrifices to ensure that the fires were eventually brought under control.  
First and foremost we would like to thank the thousands of DSE and CFA personnel who contributed 
with great passion and professionalism to the campaign efforts. We would also like to acknowledge 
and thank their families along with the communities across Victoria for their support and help during 
the campaign. Furthermore we would like to acknowledge the support and assistance from our New 
Zealand, US, Canadian and interstate colleagues. Their skills made an invaluable contribution to our 
campaign effort. The Great Divide Fires have impacted on many peoples lives from social, economic 
and environmental standpoints. Homes, stock, crops and natural assets have been impacted upon. 
However, despite the protracted nature of the fire season, the losses were thankfully not as significant 
as they potentially could have been.  No lives were lost as a direct result of fire activity. 

 

Wildfire management requires government and non-government organisations to act in true 
partnership with communities and each other. Recent experiences in being prepared for and 
responding to wildfire have proved that our partnerships are strong. We would like to thank all those 
organisations, groups and individuals who worked with us to prepare and plan for, respond to, and 
recover from these fires. We have learned a great deal from our experiences and both our 
organisations are committed to incorporating improvement into our strategies and planning.  

 

Each fire season presents us with the opportunity to review, improve and learn from our experiences. 
After the fires, and in line with good practice, CFA and DSE jointly commenced a series of operational 
review processes. The review process was far reaching. It identified where the agencies and our 
emergency management partners had performed well, where improvements could be made and how 
we can further consolidate our partnership. This included a comprehensive, coordinated series of 
debriefs, operations analyses, and investigations of accidents. 

 

Additionally, DSE and CFA commissioned Ross Smith, an independent consultant with extensive 
experience in wildfire operations, to attend the major fire debriefs and review the outcomes of the 
operational reviews. Mr Smith reviewed the information derived from other debriefs, and reported on 
the matters of state-wide significance that arose. Many staff and volunteers have participated in these 
processes. They have provided valuable insights into things that went well during the fire season and 
provided us with an agenda of issues for improvement. Work groups have been convened to identify 
action items to address these issues from the operational review process. These actions will be 
considered by senior management. 

 

We would like to take the opportunity to thank Mr Smith for his detailed and professional approach to 
the task and for the preparing the report with due diligence. The report is a key reference document 
for the Great Divide Fires of 2006 / 07. 
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The report recognises that CFA and DSE have learned to respond positively to previous reviews to 
ensure that good practice is built into our core business. Interagency integration and cooperation, 
provision of information to the community, and the enhanced integration of response and recovery 
functions worked well this year. These practices can be attributed to projects and initiatives that have 
been implemented since the major fires of 2002 / 2003. Internal agency operational reviews coupled 
with past experiences of working together have also informed how we do business. 

 

CFA and DSE are learning organisations. Our post-incident and post-season business processes all 
contribute to our learning and future development. External and independent reviews, such as this 
report by Ross Smith are another valuable source of constructive feedback, observations and learning 
potential. The report identifies a number of areas where our organisations need to enhance our 
performance. Some of these issues have been identified previously, and are subject to development 
initiatives that are either planned, or underway. In many cases, these processes have already resulted in 
improvements in our practices. Importantly, the report provides additional guidance about lessons to be 
learned from the fire season, and will be used to assist us to better target our performance 
improvement programs. 

 

DSE and CFA have jointly considered the key findings identified in this report, along with the 
observations from other operational review processes, and have identified five strategic themes that 
require priority and strategic action. These themes are: 

1. Sustainability of Community Information Flows 

2. Integrated Emergency Planning 

3. Information Technology and Information Flow 

4. Incident Management Refinement (Logistics) 

5. Incident Management Refinement (Planning and Fireground) 

DSE and CFA are progressing these themes within the context of their agency business planning 
processes, and, where appropriate, with other emergency management agencies. 

We accept the report of the findings from the “Key Issues Identified from Operational Reviews of Major 
Fires in Victoria” for the 2006/2007. We are pleased to present it as a basis for further learning and for 
wider viewing. 

 

 

 

 

 

Russell Rees  Ewan Waller 
Director Operations/Chief Officer Chief Officer 
Country Fire Authority Department of Sustainability and 

Environment  
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BAULKHAM HILLS NSW 2153 
25 May 2007 
 
 
 
 
 
The Chief Off icer               The Director Operat ions/Chief Off icer 
F ire & Emergency Management                                 Country Fire Authority  
Department of Sustainabi l i ty and Environment              P.O. Box 701 
8 Nicholson Street                     MT WAVERLEY VIC 3149    
MELBOURNE  VIC 3001                                   
 
                    
 
 
 
 
 
 
 
Dear Sirs,  
 
Attached is my review of the debrief outcomes and operat ional analyses of associated 
improvement programs related to the f ires that Victor ia exper ienced during the 2006/07 
f i re season. This review has drawn pr imari ly from debrief ing act ivit ies of the f i res 
occurr ing from the beginning of the f ire season unt i l  late February 2007, with much 
emphasis on the series of f i res that general ly amalgamated and became known as the 
Great Div ide Complex. In accord with the Terms of Reference I forwarded my prel iminary 
report to you on 30 March 2007.   
 
Whi lst some analogies can be drawn from the debrief process ut i l ised in 2005/06, the 
process undertaken for this 2006/07 review was quite dif ferent. The debrief process in 
2005/6 was essent ia l ly a ser ies of separate debriefs,  each of which re lated to an 
individual major f ire or complex, whereas in 2006/07, a lthough not exclus ively so, the 
major regional debr iefs focussed on f ire service input into the Great Div ide Complex - in 
essence s ix major debr iefs for a s ingle complex of f i res.  The 2005/06 debriefs inc luded 
representat ives from the wider emergency management fami ly and for the major f ire 
complexes they served effect ively as “Joint Emergency Services” regional debr iefs 
whereas the 2007 debriefs were sole ly jo int f i re services debriefs.  
 
To ass ist  the complet ion of this review and capture important issues, I attended the s ix 
major regional debriefs and the USA cont ingent debrief.  I  reviewed approximately 80 
records from underly ing debriefs,  funct ional area and special ist debriefs and associated 
improvement programs. I had the opportunity to meet and discuss key issues with 45 
representat ives from the jo int f ire agencies, general ly being those charged with 
responsibi l i ty for implementing ident i f ied programs or in it iat ives. The review process was 
also broadened for this 2006/07 review to include considerat ion of the outcomes from 
three associated improvement programs: 
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-Real T ime Performance Monitor ing, 
-Near Miss and Accident Invest igat ion, and,  
-Operat ional  Analyses. 
 
I  a lso held br ief ings with representat ives from other agencies to inform those agencies 
about the key prel iminary f indings from the review, and to consult  with them about 
matters that require further dia logue and clar i f icat ion between them and the joint f i re 
agencies. Agencies consulted were: 
 
-  Off ice of the Emergency Services Commissioner,   
-  Victoria Pol ice,  
-  Victoria State Emergency Service, and, 
-  Department of Human Resources.   
 
Despite the sever ity of the f i re season, part icular ly the protracted nature of the major 
campaign last ing for near ly ten weeks and the extremely droughted condit ions that 
prevai led, losses were restr icted to re lat ively low levels.  No l ives were lost as a direct 
result  of f ire act iv i ty, a lthough tragical ly one person died in a vehic le associated accident 
en route to a f i re. Unfortunately 51 houses, including 21 principal residences were lost.   
As s ignif icant as these losses are, their extent is much lower than the losses recorded in 
severe f i re seasons elsewhere in Austra l ia over the last decade or so, when mult ip le 
fata l i t ies have occurred and housing losses have reached into the several  hundreds from 
comparat ively short l ived campaigns.   
 
It  is  apparent that many Victor ian communit ies are now much better informed about f ire 
r isk and potent ial  than they were as l i t t le as f ive years ago. This has ar isen as a direct 
result  of susta ined informat ion f low to communit ies before and dur ing f i re inc idents and 
the ongoing act iv it ies of the Fire Ready Victor ia program. Concomitant with a better 
understanding of f i re comes an understanding of the act iv i t ies that residents can 
personal ly undertake to mit igate the r isks they indiv idual ly face. 
 
Potentia l  for ser ious impact into major water catchments was very high. Fortunately, no 
ser ious incurs ion of f ire into the major catchments occurred, a lthough catchments for a 
number of rural  communit ies were affected.  Whi lst  community informat ion f low was 
instrumental in ass ist ing to maintain community losses to re lat ively low levels,  the efforts 
of f i re management staff at a l l  levels must also be acknowledged as a major contr ibut ing 
factor to minimising community losses and potent ial  impacts onto major publ ic assets. 
 
There wi l l  no doubt be cal ls  for a range of inquir ies in the aftermath of this f i re season, 
in addit ion to the Environment and Natural  Resources Committee inquiry by the Victor ian 
government. Proposed inquirers would do wel l  to acknowledge the way in which the f i re 
game has changed. Victor ia cont inues to rate among the most f ire dangerous parts of the 
globe and there are no indicat ions that picture is l ikely to change in the foreseeable 
future. The impact of c l imate change, however i t  has, and is being caused, is now wel l  
establ ished. The effects of deep drought have been exper ienced to an extent that goes 
beyond l iv ing memory through much of south eastern Austral ia and the f iref ighters of 
2007 had to contend with fuel loads that were as dry as can be pract ica l ly attained, 
generat ing very dif f icult  suppression condit ions.   
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The immediate out look for the 2007/08 f i re season promises no encouragement for any 
s ignif icant improvement to the seasonal condit ions that prevai led during 2006/07. Even i f  
Victoria exper iences average rainfal l  dur ing the winter months, Spr ing 2007 and Summer 
2007/08 wil l  l ikely emerge with a ser ious long term moisture defic i t  st i l l  evident. The 
streamflow analys is for Victor ia at the c lose of March 2007 indicates much of the state 
with streamflows of less than 10% of the long term average for March. When coupled 
with some none too subt le demographic changes and s ignif icant changes to mobi l i ty of 
people,  the tota l f i re r isk to the community has altered enormously over the last several  
decades.  
 
Bear ing these facts in mind, the inquirers and persons seeking inquir ies must understand 
the level of resources that are necessar i ly drawn down from f ire service core business 
whi lst  attending to the demands of inquir ies and the impact of those drawdowns. The 
natural  corol lary is that long running inquir ies, extending across one f i re season to the 
next, need to be managed with some caution. Whi lst there are a lways lessons to be 
learned, there are always ser ious quest ions about mult ip le inquir ies and how much they 
actual ly contr ibute to the improvement process, apart from sat isfy ing the inquirers and 
specif ic interest groups, whose agendas sometimes do not match the developing needs of 
the State.  Perhaps the more product ive approach is to acknowledge that s ignif icant 
change and innovat ion has been introduced in response to changing f i re management 
demands and that rather than looking backwards, i t  is essential  to now adopt a forward 
looking approach. It  is  important to understand that c ircumstances may cont inue to 
change, and that a cont inuation of innovat ive approaches wi l l  be necessary to effect ively 
manage current and future r isks.   
 
Whi lst much of the material  ra ised dur ing debriefs and examined under the auspices of 
the associated improvement programs wi l l  be further developed by jo int strategic groups 
from CFA and DSE, there are matters of c lar i f icat ion that have been ident i f ied for further 
discuss ion and resolut ion, between the f i re services and several support agencies.  It  is 
my view that these matters warrant separate treatment outs ide of the strategic review 
process to def ine and agree the respect ive agency posit ions, which, when sett led can be 
incorporated into the strategic processes. Relevant matters were ident if ied in 
consultat ions with external agencies - Victor ia Pol ice, Victoria SES and the Department of 
Human Resources - but further dia logue at senior levels is indicated.  
 
Act ions to address issues identi f ied in this review need to be put into pract ice as soon as 
is reasonably pract icable. It  would be dis ingenuous to suggest that a l l  or even most of 
the issues ident i f ied either can, or ought to be addressed, prior to the 2007/08 f ire 
season. Those that can real ist ical ly be adopted before then should be, but those requir ing 
a longer t ime frame for implementat ion must be al located adequate t ime for development, 
consultat ion and implementat ion. 
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I  noted in my report on the 2005/06 f ires that provis ion of community information and 
the act ions of communit ies were effect ive,  but that i t  would be “cr it ica l that communit ies 
and indiv idual res idents cont inue to observe good community protect ion principles”.        
I  have no hesitat ion in recording that the Victor ian f ire agencies and communit ies have 
again ‘ ra ised the bar ’ in this matter and cont inue to engage product ively with each other 
in bushf ire prone areas.    
 
 
Yours s incerely 

 
       
Ross Smith 
25 May 2007 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
___________________________________________________________________________
_______________ 
*Ross  Smi th  i s  a  p ro fess iona l  fo res te r  w i th  ex tens ive  ru ra l  f i r e  management  exper ience .   He  
worked in  fo res t ry  in  New South  Wa les  be tween 1963  and 1994 .  H i s  f i e ld  work  was pr inc ipa l l y  in  
exo t i c  p lan ta t ions  a reas in  the  Cent ra l  West  S lopes and  South  West  S lopes unt i l  1983 ,  when he  
t rans fe r red  to  the  Fores t ry  Commiss ion  F i re  Management  Branch .   He  he ld  the pos i t i ons  o f  
Deputy  F i re  Management  Of f i ce r  and  la te r ,  Manager  o f  Aud i t  and  Rev iew and then  Ch ie f  Fores t  
Inspec to r .   He  worked  c lose ly  w i th  rura l  f i r e  b r igades  in  h i s  f i e ld  ca reer  and  la te r  fo rged  s t rong  
l i nks  w i th  the  Rura l  F i re  Serv i ce ,  rep resent ing  the  Fores t ry  Commiss ion  in  severa l  i n te r -agency  
coord ina t ion  g roups .    
 
In  1994 he  t rans fe r red  to  the  NSW Rura l  F i re  Se rv i ce  as  Manager  o f  P lann ing  and Research and  
was  subsequent l y  appo in ted  as  Ass i s tan t  Commiss ioner .   Dur ing  the  l a t te r  par t  o f  h i s  career ,  
f rom 1995 onwards ,  he worked  ex tens ive ly  on  fores t  and ru ra l  f i re  p ro jec ts  in  As ia ,  SE  As ia ,  
Europe  and  Nor th  Amer i ca ,  represent ing  the  NSW Rura l  F i re  Serv i ce .   He re t i red  n  2002  but  
rema ins  ac t i ve  in  ru ra l  f i r e  management  and  cont inues  to  work  p rofess iona l l y ,  bo th  o f f shore  and 
w i th in  Aus t ra l i a .    
 
In  2002 he  was  awarded  the  Aus t ra l i an  F i re  Serv i ce  Meda l  fo r  se rv i ces  to  fo rest  and  rura l  f i r e  management .  
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EXECUTIVE SUMMARY 
 
Introduction 
 
This sect ion sets out a br ief  summary of key issues that were ident if ied in the 
review. It  does not include al l  issues. The relevant sect ions l ist  the ful l  array of 
issues that are identi f ied in the report. Any person who seeks to ut i l ise this 
report for further examinat ion of issues ra ised should refer to the indiv idual 
sect ions. 
 
Information flow to the community 
Community engagement, and the resultant display of community understanding 
of f i re and appropr iate react ion to it ,  was a standout highl ight of th is 
campaign. There was massive f i re agency and community interact ion. Major 
improvements in del ivery of the community program have occurred s ince 
2002/03 and further in i t iat ives are wel l  developed for implementat ion pr ior to 
next f i re season.  
 
The Victor ian Bushf ire Informat ion Line capacity was signif icant ly upgraded 
after 2005/06, with abi l i ty to accept high load cal ls at an overf low centre, re-
rout ing of non f ire cal ls ,  casual staff ing avai labi l i ty/tra ining increased threefold 
and training commenced three months ear l ier than 2005/06.  
 
Issues ident i f ied for further act ion include the need for one website (IT 
compatibi l i ty), emphasis given to inc lus ion of local people into community 
br ief ings, and statewide consistency in messaging and terminology to convey 
f i re information to the publ ic.   

 
Resourcing of fireground personnel 
 
Local personnel 
Equipping f i re areas with adequate resources required innovat ive methods to 
attract f i re f ighters without causing them to be absent for lengthy periods.  
The exigencies of the season demanded that rural ly based volunteers could not 
be absent for extended per iods and the techniques of quick turnaround str ike 
teams and rapid transport solut ions employed are worthy of adopt ion, 
formal isat ion and documentat ion of exist ing pract ices into guidel ines.   
 
Some concern was expressed about withdrawal of s ignif icant levels of resource 
from f ire free parts of the state to f i re affected parts and a need was ident i f ied 
for the abi l i ty to pre plan the order in which to draw down resources whi lst 
maintaining adequate f i re cover and to develop mutual assistance 
arrangements/agreements with other agencies such as MFB and VicSES.  
 
Interstate/international personnel 
Extensive levels of interstate and internat ional resources were ut i l ised. The 
lessons of 2006/07 should be formal ised into a structured management and 
l ia ison process to incorporate effect ive pract ices that were developed and 
implemented dur ing 2006/07. 
 
The DSE North Altona Equipment Centre was recognised for i ts ut i l i ty and 
abi l i ty to k it  out interstate/international resources with a ful l  complement of 
equipment. Review of the centre is indicated to assess i ts capacity and 
determine adequacy to support future events.  
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Coordination arrangements  
The need for understanding of emergency management arrangements, 
part icular ly role c lar i ty both vert ical ly and lateral ly – between f ireground 
commanders and IMTs, IMT and IFACC, IMTs and MECCs – was ident if ied in 
each of those arenas with the need for ro le occupants to understand not only 
their  own roles but a lso the ro les of those with whom they communicate.  
Training and exerc is ing between the respect ive elements is  indicated to foster 
re lat ionships and understanding, incorporat ing formal guidance based on 
exist ing protocols and the learnings from recent f ire seasons. 

   
Further dia logue with external support agencies to determine relevant MOUs 
and c lar i f icat ion of the implementat ion of access restr ict ions is  indicated.  
 
Joint versus integrated operations 
The pr incipal  agencies responsible for rural  f i re management, DSE and CFA 
cooperated at very high levels and mounted many jo int operat ions. Examples of 
highly integrated and effect ive operat ions included the establ ishment of the 
Strategic Planning Unit  and the Joint IMT Desk in the DSE ECC. Not ing that,  
there is  st i l l  room for further integrat ion of the two services to operate in a 
truly integrated manner rather than jo int ly in al l  aspects of their operat ions. 
 
Proposals to establ ish a single state coordination centre should act as a 
catalyst to further the integrat ion between the services.    
 
Planning  
The Integrated Fire Management Planning (IFMP) process has recent ly been 
approved by Government and implementat ion wi l l  now proceed. There is 
opportunity to ut i l ise case studies about smal ler community protect ion from 
2006/07 to assist in implementat ion. 
 
The integrated Strategic Planning Unit,  created during the Great Div ide 
Complex f i res operated effect ively providing cr it ical  information to both internal 
and external stakeholders and this funct ion is  acknowledged one that ought to 
be cont inued in future events.  
 
Incident planning processes ( incident act ion plans) require review to achieve a 
standard format for statewide implementat ion. There is  a need to consider how 
the services can provide anci l lary information (remotely sensed data and f i re 
predict ive services) for the broad spectrum of planning processes, inc luding 
IAPs.   
 
Fireground  
Several major publ ic infrastructure assets were threatened.  In the f irst  case a 
f i re in the Morwel l  open cut mine area threatened power suppl ies but resolute 
f i ref ight ing averted that threat.  A second threat to power supply was real ised 
when major l ines were cut on 16 January 2007, severely disrupt ing Melbourne 
power suppl ies. On the same day a large f ire also threatened to c lose 
Tul lamarine airport.  A major plus dur ing the season was the abi l i ty to keep f i re 
out of major water catchments, not ing of course that every f i re affects a 
catchment in which people l ive or source their water suppl ies.  
 
The efforts of the personnel at the f i re l ine in successful ly implementing two 
massive control l ines of 107 km and 200 km on the Great Divide Complex f ires, 
under arduous condit ions is  test imony to the management processes and 
especia l ly the efforts,  ski l ls  and tra in ing of the many f i reground personnel who 
completed these act iv i t ies.  
 



 

July 2007            Page 12 of 96 

A number of issues are ident if ied for further resolut ion under the fol lowing 
topics: 
 

•  Fireground command – role clar ity,  resourcing and f i reground 
management.  

•  Fireground safety – maintain high standards, re inforce safety awareness.  
•  Staging areas – dedicated management.  
•  Non-Combatants – resolve access restr ict ion powers for residents and 

other non-combatants, undertake dia logue with media with a v iew to 
development of a Memorandum of Understanding regarding f i reground 
access.  

 
IT compatibil ity  
Resolut ion is  needed to the long standing barr iers imposed by two separate IT 
platforms and software conf igurat ions that contr ibute to perceived 
ineff ic iencies in communicat ion, in turn impact ing on a wide range of f i re 
management operat ions and community involvement. 

There is need for examination of informat ion technology systems to overcome 
the exist ing impasse and to determine how effect ive and integrated information 
systems can be establ ished. This examinat ion should occur concurrent ly with 
considerat ion of proposals to implement a s ingle state coordinat ion centre 

 
Logistics  
A key message is the need to undertake c lear def in it ion of ro les in logist ics and 
specif ic cross agency tra in ing to enable more effect ive execution of the 
logist ics funct ion at IMTs, Staging Areas and Base Camps. 
 
Resource and f inance tracking – there is  need for a transparent and eff ic ient 
methodology for tracking resources and f inance on a statewide and IMT basis 
and this issue relates very closely to  IT compatibi l i ty between DSE and CFA. 
 
Cater ing is a subject that al though there were some issues raised with 
standards, t iming and nature of catering, there were many debriefs that did not 
ra ise any issues.  Interstate and internat ional agencies reported very 
favourably, indicat ing that Victor ia maintains a high standard. Although there 
are no specif ic issues to address at state level,  i t  is  prudent to ensure that 
cater ing remains as a matter that is cont inual ly monitored. 
 
Communications  
The importance of including qual i f ied and trained communicat ions planners at 
ICC level cannot be overemphasised. When these planners were inserted and 
ut i l ised standard procedures, posit ive results emerged.  It  is  important to 
ensure that there are adequate numbers of tra ined communicat ions planners 
are avai lable.  
 
There is a need to ensure that a s ingle standard template is  used statewide for 
developing communicat ions plans. 
 
On the f ireground al l  command vehic les should have command and operat ional 
channels.  The abi l i ty to communicate with external contractors needs to be 
invest igated further,  at least in parts of the state where that current abi l i ty is  
l imited.   
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INTRODUCTION 
 
The purpose of this report is to focus on the key matters that were raised 
dur ing reviews of f ire management operat ions and associated continuous 
improvement programs, result ing from the f i re act iv ity in the 2006/07 f ire 
season.  The report is  intended to capture opportunit ies that have been 
ident if ied for considerat ion by an extensive sel f  examination process involv ing 
exper ienced and competent local  f i re management personnel.  
 
Victoria exper ienced a very adverse f ire season during 2006/07. The area 
burnt,  ant ic ipated to be between 1.2 and 1.3 mil l ions of hectares by the close 
of the season, matches other very severe and notable f i re seasons in extent of 
area burnt.   
 
There were no l ives lost as a direct result of f i re act ivi ty,  al though tragical ly, 
one person died in a vehic le accident near the Coopers Creek f ire, a suspected 
del iberate l ight, when the vict im was assist ing a property owner to prepare for 
f i re impact. Given the c ircumstances under which severe f ire condit ions 
prevai led for a lmost 10 consecutive weeks, housing and pr ivate asset losses 
were restr icted to remarkably low levels.  In total  51 dwel l ings, of which 21 
were c lass if ied as pr imary res idences, were destroyed.  These levels of loss are 
attr ibuted to two key areas – the efforts of many thousands of f i re f ighters and 
the understanding the Victor ian community now has about the l ikely extent and 
impact of f i re in bush f i re prone areas, and the preparat ions implemented by 
“at r isk” communit ies. 
 
A number of s ignif icant f i res occurred, burning extensive areas as extremely 
droughted condit ions and favourable burning condit ions brought intense f ire 
behaviour from August onwards. Condit ions conducive to rapid f i re spread and 
dif f icult  suppression condit ions are rarely exper ienced at that t ime of year, 
regarded as the pre f ire season per iod. An unusual ly prolonged per iod of 
intense f i re act iv ity occurred between 1 December 2006 and mid February 2007 
when mult ip le f i res,  caused by l ightning on 1 December 2006, eventual ly 
merged to form the “Great Div ide Complex”. Subsequent to the ignit ion of the 
complex of f i res, other serious and large f i res a lso occurred. 
 
As a consequence of this f ire season the Country Fire Author ity (“CFA”) and the 
Department of Sustainabi l i ty and Environment (“DSE”) implemented a number 
of jo int debr ief ing and operat ional review processes to ident i fy those matters 
impact ing on their  capacity and abi l i ty to manage high f i re loads under severe 
f i re weather condit ions. These are described in Appendix 2.  The agencies 
agreed a process to independent ly analyse the outcomes from the f i re season 
and jo int ly commiss ioned this report,  in accordance with Terms of Reference 
that provided for the fol lowing act iv i t ies: 
 

1.  Meet the Chief Off icer (CFA), Chief Off icer Fire and Emergency 
Management Div is ion (DSE) to discuss issues and expectat ions ear ly 
in the process. 

2.  Attend the regional debr iefs of the Great Divide Complex f i res.  

3.  Review strategic issues ident i f ied in local debr iefs of the Great Div ide 
Complex f i res. 

4.  Provide a prel iminary report to both Chief Off icers indicat ing key 
strategic issues ident if ied that need to be immediately addressed. 
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5.  Attend or review the outcomes of other debr iefs conducted in 
2006/2007. 

6.  Review the outcomes of real t ime performance monitor ing vis its.  

7.  Review the outcomes of near miss and accident invest igat ions.  

8.  Meet with key internal and external stakeholders.  

9.  Review operat ional performance in the 2006/2007 f i re season against 
issues ident i f ied in previous years to ident i fy areas where 
improvements have been made and areas that require ongoing 

10.  Provide a f inal  report on operat ional performance for the 2006/2007 
f i re season in an agreed format. 

11.  Assist in the presentat ion of outcomes to key internal and external 
stakeholders.  

 
The complete Terms of Reference is  attached as Appendix 1.     
 
Many underly ing debriefs,  from crew/unit  level through to state- level 
coordinat ion centre level,  were conducted to inform the major debr iefs.  
S imilar ly,  debr iefs were held in each key anci l lary/funct ional unit .   A number of 
associated operat ional review programs and init iat ives implemented by 
CFA/DSE have also contr ibuted to this review. These programs include: Real 
Time Performance Monitoring, Near Miss and Accident Invest igat ion and 
Operat ions Analysis.  
 
Much of the f iref ight ing effort expended by the joint agencies was necessari ly 
devoted to the Great Div ide Complex and as a consequence of that,  many 
debriefs focussed heavi ly on this f i re. Indeed, in sett ing up the debrief process, 
i t  was recognised that a s ignif icant proport ion of the efforts during the season 
had been directed to one major f i re so the major jo int agency debriefs were 
regional ly focussed.  In some regions, input to f i re management occurred 
direct ly by managing the f i re suppress ion response effort  at Incident 
Management Team, Regional Emergency Coordination Centre or Integrated Fire 
Agency Coordinat ion Centre levels.   Other Regions pr imari ly provided support 
roles to the Great Divide Complex by supply of f i re f ight ing resources to the 
combat areas. It  is  important to note that despite the massive resource needs 
of the Great Div ide Complex, regions geographical ly separate from it  st i l l  
exper ienced a severe f i re season with many other large and potent ia l ly 
damaging f i res.  
 
It  is  important to highl ight several  matters: 
 
1.  Solut ions or changes to procedures can only derive from those who possess 

an innate understanding about how Victor ia implements i ts f i re management 
business.  It  is  they who understand the pol i t ical,  cultural,  environmental 
and f inancia l  boundaries within which f ire management occurs in this state.  
It  would be counter-product ive to obtain external recommendations for 
change without an in depth understanding of the whole gamut of f i re 
management in the Victor ian context.   

 
2.  This is  a report about the key issues ident i f ied from operat ional reviews – i t  

is  not an operat ional analys is of the suppress ion and management efforts 
and the author makes no value judgements about those efforts.  Operat ional 
matters are reported i f  ra ised as an issue dur ing debriefs.  Key issues 
ident if ied in each sect ion are highl ighted at the beginning of each sect ion, 
immediately fo l lowing the introduction, and are also repeated at or near the 
end of each sect ion. 

attent ion. 
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3.  Comments, opinions and att itudes reported herein, whi lst  ref lect ing the 

v iews of the persons or organisat ions who were involved in preparedness, 
response, recovery act iv it ies and the debrief process, may not necessar i ly 
represent the views of Victor ian State Government Agencies. For the 
purposes of probity and accuracy in recording debrief outcomes, no value 
judgements were made about any issues other than recognis ing them as 
s ignif icant matters that may warrant further attent ion.  

 
4.  This report expresses certa in v iews and opinions that were formed during 

extensive review, observat ions and discussions. Whi lst they const i tute the 
views and opinions of the author, they do not necessari ly represent the 
posit ion of the agencies commissioning the report or of the contr ibutors to 
discussions with the author.  

 
Every separate i tem raised or discussed during debriefs or noted on data 
col lect ion documents is not addressed within this report.  Records of each 
debrief were prepared by the convenors and during the debrief process matters 
recorded were ident i f ied for resolut ion at local  level,  regional level  or state 
level.  For the major Regional debr iefs, the results of faci l i tated debriefs were 
col lated by the Joint Debrief Team and copies of the outcomes (“minutes”) 
distr ibuted to part ic ipants.  
 
This report focuses on those matters impact ing, or potent ia l ly impact ing, at 
whole of state level.  The non- inclusion or discussion of matters that impact at 
local  or regional levels diminishes neither their importance to specif ic local  or 
regional areas, nor their importance to the people who raised them as issues.  
It  is  incumbent upon the jo int f ire agencies and emergency response and 
coordinat ion bodies to ensure that appropr iate attent ion is  afforded al l  issues 
raised, not only those that have a state-wide impact.  
 
This report is a part of the review process and wi l l  serve as a catalyst for 
strategic working groups to undertake detai led analys is of the outcomes of the 
review to determine i f any changes are warranted to systems and processes 
current ly appl ied to f ire management in Victor ia. In that regard, i t  wi l l  be 
important for the strategic work groups to scan selected debrief and review 
records to place each issue into context and capture the intent of the 
contr ibutors.  
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DESCRIPTION OF EVENT 
 
Introduction 
 
This sect ion provides a br ief summary of seasonal condit ions leading up to the 
2006/07 f i res, focusing on the extremely droughted nature of the Victor ian 
landscape, the unusual ly ear ly onset of severe f i re act iv i ty, the occurrence of 
extensive l ight ing act iv i ty on a s ingle day causing mult ip le f i res that ult imately 
led to a major f ire complex and the attendant need for s ignif icant resources.   
A short chronology of major f ires is included for i l lustrat ive purposes to 
demonstrate the lengthy and severe nature of the f i re season. As indicated, a 
detai led analysis of the f ire season is  being prepared separately.  

Antecedent Conditions 
 
Ear ly development of the f ire season was prompted by except ional ly dry 
condit ions, Victor ia effect ively remaining in the grip of a decade long drought.   
 
Rainfa l l  def ic its for 3 years to 31 December 2006 i l lustrate “ lowest on record” 
to “ser ious defic iency” for most of the state, but in the view of many long term 
and experienced land and f i re pract it ioners, even this data fa i ls to adequately 
underscore the ser ious def ic its that have accrued over a decade.  
 
Figure 1 Rainfall  Deficiencies 36 months to 31 December 2006  
 

 
 



 

July 2007            Page 17 of 96 

 

Spring Rainfall 
 
Rainfal l  for the three months of Spr ing 2006 (September to November) was 
very much below average across most of the State,  with the areas between 
Bal larat and Geelong and between the Latrobe Val ley and Bairnsdale receiving 
the lowest spring totals on record.  

About 30% of the State received tota ls that were 20-40% of the monthly 
average and the highest ra infa l ls  recorded were less than 60% of the monthly 
average. 

The very ser ious moisture def ic it  fac ing the ent ire state is  graphical ly 
demonstrated by an appreciat ion of stream f low posit ion in November 2006.  
Apart from two monitor ing stat ions, the average f low for a l l  monitored streams 
and waterways was less than 10% of the mean November f low. The only 
stat ions to record f lows above 10% of the long-term November average were 
on the Snowy River downstream of Basin Creek, and on the Yarra River at 
Mi lgrove. These latter two f lows were effect ively art i f ic ia l and were maintained 
by environmental f low releases from major storages.    
 
At the end of November, 93% of the State had streamflows that were below 
10% of the long-term average f low for the month. F lows recorded at a third of 
the gauged stat ions are the minimum ever recorded dur ing November. Half of 
the stat ions recorded f lows which translate to 0–1% of the November long-term 
average, i .e.  there was no effect ive f low. 
 
Figure 2 Streamflow Status Victoria November 2006   
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This posit ion improved only marginal ly dur ing December 2006 as a result  of 
some late December ra infa l l .  A meteorological  feature dur ing November was 
wide f luctuat ion in temperatures. On 15 November 2006 snow fel l  down to low 
levels in the Dandenongs and outskirts of Melbourne, whi lst  on 21 and 22 
November temperatures rose over 40oC in the northwest of the State.  
 
These ra infa l l  and streamflow descr ipt ions emphasise the very droughted 
condit ions that prevai led. 

Lightning Activity 
 
The scene was set with extremely dry fuels loads and most of the large and 
heavy fuels – the “1000” hour fuels – suff ic ient ly dry to easi ly burn.  It  is l ikely 
that the f iner fuel  fract ion exhibited such low fuel moisture content that 
pract ica l ly the entire fuel prof i le was avai lable for combust ion. Many 
descript ions of the di ff iculty in achieving effect ive suppression, and ensur ing 
that control led f i res remained under control,  is test imony to the desiccated 
nature of fuel prof i les in most f i re areas. 
 
Victoria was able to effect ively deal with f i re act ivi ty up unt i l  1 December 2006 
when 83 separate f i res were reported from l ightning str ikes. Of these reports, 
over 70 were conf irmed as actual f i res. It  is l ikely that some l ightning str ike 
f i res merged before they could be ful ly reconnoitred and precise points of 
or ig in ident i f ied. 
 
The actual number and extent of f i res dur ing this per iod is  the subject of a 
separate analys is being prepared jo int ly by DSE and CFA and a detai led 
document is  in preparat ion to record the circumstances and outcomes of the 
2006/07 campaign. 
 
The ear ly onset of large and s ignif icant f ires from August onwards was atypical.   
These early f i res included: 
 
16 August 2006 Lake Connewarre (Moolap) – 300 ha; 
19 September 2006 273 f i res –  Murray Sunset  Nat ional Park, 23,000 ha 
12 October 2006 Yal lourn North - 300 ha; 

Morwel l  Open Cut, threatened state power supply 
20 November 2006 Lit t le Desert Nat ional Park – 10,800 ha; 
21 November 2006 Casterton Complex, 12 500 ha;  

Waubra– 300 ha; Wooroonook – 700 ha; 
1 December 2006 Massive l ightning str ike act iv i ty leading to major f ires. 
 
A s ignif icant feature of the 2006/07 season was the nature and extent of the 
ser ies of f ires emanat ing from the l ightning str ikes on 1 December 2006. Many 
of these f ires ult imately merged to create the Great Divide Complex, eventual ly 
burning across approximately 1,048,000 mi l l ion hectares in a period of a lmost 
10 weeks.   
 
As wel l  as s ignif icant f i res elsewhere in the State, with potent ia l to cause high 
levels of damage and loss pr ior to the burning per iod of the Great Div ide 
Complex, many other s ignif icant f i res occurred after 1 December 2006, 
including: 
 
10 December 2006 Tawonga Gap – 33,500 ha; 
 Stoneyford f i re – 3,300 ha; 
14 December 2006  Coopers Creek - del iberately l i t ,  causing one fatal i ty 

in a vehic le re lated accident; are recorded with 
Great Div ide South 

03 January 2007              Boulder Creek – 2,040 ha; 
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04 January 2007              Yambuk – 1,200 ha; 
10 January 2007              Purnim/Framlingham – 1,600 ha; 
11 January 2007              Seaton – 650 ha; 
11 January 2007              Tatong – 33,000 ha; 
12 January 2007              Hermit Mountain – 2,770 ha; 
16 January 2007              Steigl i tz – 190 ha;Greenvale – 150 ha; 
5 February 2007              Evers ley – 1,200 ha; 
 

Resourcing 
 
This was a f i re season with a di fference. Pract ica l ly the ent ire state had 
potent ial  for intense and devastat ing f i res act ivi ty from a point much ear l ier 
than normal.   Interact ion with North America, which was also exper iencing a 
severe season, necess itated the deployment of Victorian f i ref ighters to USA to 
assist with f i res in Western USA during August – October.   Simi lar ly droughted 
condit ions to those being experienced in Victor ia prevai led in NSW and 
Victorian f iref ighters were cal led to assist  NSW during November 2006. 
 
Pr ior to the severe l ightning event of 1 December 2006, it  became clear that 
Victoria could no longer sustain s ignif icant resources to be absent and the f i re 
agencies began to review the capabi l i ty to continue to provide resources to 
NSW.   As a result,  a decis ion was made that a l l  V ictor ian deployments to NSW 
would be terminated at the conclusion of their  current assignment. It  a lso 
rapidly became evident soon after the l ightning event of 1 December 2006, that 
extensive external resources would be required to ass ist  Victor ia. Through the 
f i re season, to the c lose of February 2007, ass istance to Victoria was provided 
from: 
 
ACT 37 
NSW1 1,050 
NT   108 
SA     10 
Qld     14 
WA    20 
Canada      52 
New Zealand      115 
USA                    114  
 
Internat ional deployments to Victor ia were the highest ever implemented and 
many other Austra l ian States and Terr i tor ies ass isted. Resources ass ist ing from 
out of state included f i re f ighters, IMT members and aviat ion and f i re 
behaviour special is ts.  
 

  
 
 
 
 

                                                
1 NSW f igures (NSWRFS Bushfire Bul let in 01/07 www.rfs.nsw.gov.au) are 
est imates only as some NSW resources sel f  responded into Victoria to f i res 
c lose to the border, in accord with cross border arrangements.  
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KEY ISSUES ARISING FROM REVIEW PROCESS  
 
Introduction 
 
CFA and DSE implemented a jo int review process to ident i fy key lessons 
emerging from the 2006/07 f i res in Victoria. The review process comprised s ix 
major regional debr iefs,  a series of underlying debriefs at local/unit/distr ict 
level,  debriefs at key funct ional unit  level  and considerat ion of three related 
continuous improvement programs that have been consistent ly implemented 
s ince 2003. The review process is  descr ibed in more detai l  in Appendix 2.  
 
Key issues emerging from the major debr iefs were col lated with data from 
underlying debriefs, the associated improvement programs and data and views 
obtained dur ing discussions with key CFA, DSE and other emergency agency 
personnel.  This sect ion discusses the key issues ident if ied under each topic to 
indicate whether there are issues that ought to be adopted or where there are 
opportunit ies and needs for improvement.   

INFORMATION FLOW TO THE COMMUNITY 
 
This sect ion acknowledges that informat ion f low to the community was a very 
posit ive feature of this f i re campaign. Signif icant advances in t imel iness and 
methodologies used to provide effect ive information and not ice about potent ia l  
and imminent f ire impacts are regarded as contr ibut ing to the re lat ively low 
level of loss incurred to pr ivate assets.  

It  is  considered that communit ies and res idents in bushf ire prone parts of 
Victoria have a much stronger understanding of f i re and a better appreciat ion 
of act ions they can implement to achieve a more robust and safer del ivery of 
preparedness and pre-determined responses at or pr ior to the t ime of l ikely f ire 
impact.   

VBIL capacity was s ignif icant ly upgraded after 2005/06 - including abi l i ty to 
overf low high load cal ls  to another centre,  re-rout ing of non f i re cal ls,  a 
threefold increase casual staff ing and tra ining and commencement of train ing 
three months earl ier than 2005/06.  

Issues ident i f ied for further act ion include the need for: 

•  One website (IT compatibi l i ty).   

•  Inclus ion of local  people into community brief ings. 

•  Statewide consistency in messaging and terminology to convey f ire 
information in a credible and consistent manner to the community. 

 
Information f low to the community comprises three separate phases: 

•  During the non f ire season as f i re services and communit ies prepare for 
the forthcoming season. 

•  During f i re incidents that have potent ia l to impact into communit ies.  
•  Post f i re dur ing recovery operat ions. 

Pre-fire information flow 
The Fire Ready Victor ia (FRV) program deals with community preparedness, and was 
in i t ia l ly setup as a joint in it iat ive by CFA/MFB/DSE, ar is ing from the Victor ian Bushf ire 
Inquiry2.   It  in it ia l ly const ituted a consol idat ion of community educat ion programs 
                                                
2 Recommendation 13.23 “That CFA further develops the informat ion support ing 
the decis ion to stay or go to incorporate a better understanding of both the 
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previously conducted by each agency. The 2007 model is  a much expanded, altered and 
ref ined vers ion of the orig inal  CFA Community Fireguard concept introduced in 1993. The 
object ives of FRV are to ensure that people l iv ing in f ire prone areas: 
 

•  Understand their responsibi l i t ies for bush f ire safety and implement necessary 
act ion to place their assets and communit ies into a state of readiness. 

 
•  Acknowledge, contr ibute to and support f ire management planning. 

 
•  Are proact ive in shar ing the responsibi l i ty for their  protect ion with the f i re 

services.  
 

•  Understand how and where to access t imely and accurate information about f i re 
locat ion, extent and potent ial  threat. 

 
In concert with f i re author i t ies nat ion wide, one of the major platforms of 
effect ive community interact ion is to provide residents with suff ic ient 
information so that the community members can judge for themselves whether 
to “stay or go” i f  f i re is  l ike ly to impact, and what provis ions they need to 
implement to support their  decis ion. This is achieved by providing communit ies 
in f i re prone areas with the tools that enable i ts  members to better understand 
the nature of f i re and i ts potent ial  impact into their  communit ies. 

It  is  acknowledged that wel l  informed and prepared communit ies can play a 
s ignif icant role in amel iorat ing the impact and consequences of f i res. When 
extreme condit ions occur with high f ire loads, f i re services can never guarantee 
an abi l i ty to be the only source of protect ion for communit ies at r isk.  
Communit ies must operate in partnership with f i re and emergency services and 
this is  the essence of FRV. Under the c ircumstances of the 2006/07 f i re season, 
asset losses were restr icted to comparat ively low levels.   A major contr ibutor to 
this level of loss is  bel ieved to be due to a much better understanding of f i re, 
better appreciat ion by those who do l ive in high r isk areas, of act ions they can 
implement and hence a more robust del ivery of preparedness and pre-
determined response at the t ime of the f i re.  

Information flow during incidents 
During the run of f ire incidents information was disseminated to communit ies 
by a variety of media – radio, te levis ion, VBIL, f ire websites and community 
meet ings.  
 
Informat ion provided to communit ies was widely regarded as a real  success 
story to emerge from this campaign, bui ld ing on the exper iences of the 
2002/03 and 2005/06 campaigns. There was massive increase in the level of 
interact ion with the community dur ing per iods of potent ia l and actual f ire 
threat.  During the run of the major f i res from early December 2006 unt i l  ear ly 
March 2007 these interact ions atta ined their highest levels ever. For example, 
cal ls to the Victor ia Bushf ire Information Line (VBIL) reached 49,000 in round 
f igures during this per iod. 
 
Over the course of the f ire season act iv ity approximately 32,000 people 
attended more than 300 community meet ings. By way of comparison, dur ing 
2005/06 in the peak per iod of f ire act ivi ty,  the VBIL received approximately 
17,400 cal ls  and community meet ings numbered about 100 with 15,000 
attendees. In addit ion, vis i ts to the CFA website increased markedly. During 
2005/06, monthly vis i ts peaked at 422,056 in January 2006, from an underlying 

                                                                                                                                                              
l ikely consequences of leaving home at inappropr iate t imes, and the condit ions 
and emotional impacts l ikely to be exper ienced during the passage of the f i re 
front.” 
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base monthly level of about 35,000.  In 2006/07 vis its accelerated to 
1,237,189, up from a base monthly level of about 60,000.  Vis i ts to this 
website dur ing the f i re season September 2006 to March 2007 total led 
3,006,896, highl ight ing the importance of web-based information. 
 
A measure of the effect iveness and impact of community interact ion can be 
gleaned from the stat ist ics associated with a f i re season. Whi lst  there is no 
accepted methodology for assess ing the sever ity of a part icular season or 
comparing the results between seasons, there can be no greater loss than that 
of fata l i t ies to people.   By this measure a lone, the 2006/07 f i res in Victoria can 
stand the closest scrut iny for the information provided to many communit ies 
over an extended period of intense f ire act iv i ty. It is  no doubt with a very 
strong level of sat isfact ion that the f i re agencies recorded no fata l i t ies from 
bush and rural  f i res dur ing 2006/07.   
 
Unfortunately,  51 houses (21 pr incipal res idences, 30 other than pr incipal 
residences) and other pr ivate assets were lost during the f i res. The levels to 
which housing losses were restr icted, as cr it ical as those losses were for the 
owners and occupants, in comparison to the numbers at r isk and the longevity 
of that r isk,  can also stand c lose scrut iny against other severe f i re seasons 
across Austral ia dur ing the last decade when much shorter per iods of severe 
f i re act iv ity have occasioned far more substant ia l  losses. In the Great Div ide 
Complex Fires,  losses of agr icultural  lands (approximately 19,000 hectares), 
represented less than 1.5% of the total area burnt.   
 
A number of smal l  isolated communit ies and towns were spared major losses.  
Real t ime defence assessment and planning by the f i re services, a ided by 
resolute decis ions, preparat ions and act ions inst igated within the communit ies 
were instrumental in the Fire Service – Community partnership succeeding.  
Walhal la,  Licola,  Dargo, Woods Point are a l l  examples of smal l  communit ies 
where an understanding of f i re and appreciat ion of their  vulnerabi l i ty by the 
community contr ibuted to successful  defence.  

Upgraded information flow  
A signif icant effort has been devoted to upgrading community information f low.  
During the 2003 Alpine f ires systems were developed to transmit information 
that would enable communit ies to make informed decis ions. By the t ime the 
2005/06 f i res had occurred those systems had been ref ined and formal ised but 
despite the acknowledged success of the 2005/06 campaign where information 
f low to the community and media became a major part of the management of 
the f ires, the f i re services considered that e lements of the information f low 
system required further examinat ion and improvement. 

As a result of the 2005/06 debriefs and a jo int CFA/DSE strategic workshop in 
July 2006 to analyse and progress key issues ident i f ied, “Sustainabi l i ty of 
Information Flow during Emergency Events” was ident i f ied as a key theme.   

Part of the in it iat ives ar is ing from 2005/06 concerning the upgrading of 
capacity of the VBIL and provis ion of overf low and redundancy were 
implemented to good effect in 2007 and the further development of this theme 
remains underway. 

An addit ional act iv ity undertaken direct ly from the 2005/06 f ires was an 
independent review (the “Schauble Review”) of the effect iveness about how 
informat ion is transmitted to the community.    
 
This review had part icular regard to: 

•  The exist ing guidel ines and tools for the process. 
•  The defin it ion of the cr it ica l information needs and communicat ion 

process between the CFA and DSE emergency control centres. 
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•  The defin it ion of the cr it ica l information needs  and communicat ion 
between ICCs, Regional Information Units and the state emergency 
control  centres. 

•  The communicat ion process between the agencies and the VBIL. 
•  The use of the web. 
•  The use of SEWS. 
•  The use of community meetings. 
•  Definit ion of information needs for community and media and tools and 

processes for del iver ing to them including the role of the ABC and the 
management of the media on the f i reground. 

•  Matters affect ing the f low of information from the ECC & SECC to the 
media and the community.  

Improvements since 2005/06 
The outcome from the Schauble review of informat ion f low during the 
2005/2006 f i re season was a ser ies of 29 recommendat ions which have been 
adopted by CFA and DSE. To progress these issues, a Steering Committee with 
jo int agency representat ion, and Project Off icers to aid implementat ion, was 
establ ished. Using the outcomes from 2005/06, the Steer ing Committee has 
developed proposals to ref ine exist ing community informat ion processes and 
has developed a t imel ine for implementation of amended procedures, tra ining 
and templates. Many of these act iv it ies were underway at the onset of the 
2006/2007 f i re season, and are cont inuing to be progressed pr ior to the f ire 
season 2007/08.   

Part of the in it iat ives ar is ing from 2005/06 concerning the upgrading of 
capacity of the VBIL and provis ion of overf low and redundancy were 
implemented to good effect in 2007. A s ignif icant improvement to VBIL services 
occurred in comparison to 2005/06 as a result  of developing a seamless 
overf low capacity with a Centrel ink cal l  centre, the avai labi l i ty of addit ional 
tra ined staff  and the abi l i ty to accept only f i re re lated cal ls  into the centre.   
The VBIL centre is  a customer service centre for DSE. During per iods of non-
peak f i re act iv i ty,  rout ine DSE non-f i re business cal ls may be routed into the 
centre.  When high f ire load demands occur,  the DSE non-f i re cal ls are routed 
to a back up si te at Sebastopol, which can also take over the VBIL ro le in the 
event of a catastrophic fa i lure at Wendouree. Although the Sebastopol s ite was 
establ ished dur ing 2005/06 i ts funct ion was not ful ly ut i l ised unt i l  2006/07.  

The core team from VBIL undertook training in the Austra l ian Interagency 
Incident Management System (AIIMS) during the off  season, to give them a 
better understanding of f i re and emergency management operat ions.  In 
recognit ion of the l ikely ear l ier start to the season, training of casual staff  
commenced much earl ier,  in October 2006, in comparison to 2005/06 when i t  
commenced January 2006. The number of casual staff  tra ined was also 
s ignif icant ly increased, from 30 in 2005/06 to 90 in 2006/07.  

The centre is able to react immediately to any s ignif icant change in cal l  
numbers, by in it ia l ly overf lowing f i re cal ls to Centrel ink, redirect ing non-f ire 
cal ls to Sebastopol and by br inging addit ional staff  on l ine from the pool of 
tra ined casual staff.  During 2006/07 approximately 6% of cal lers to the VBIL, 
in peak periods, disconnected before their ca l ls could be answered. This 
compared to an abandonment rate of 19% in 2005/06. 

Not i f icat ion and advice to the community about potent ia l impact of f i res was 
effected in a more t iered structure dur ing 2006/07. The use of the State 
Emergency Warning Signal (SEWS) during 2005/06 reached very high levels and 
there were often mult iple SEWS issued, to the extent that communit ies were 
subject to several  episodes of “barrage” warnings. During 2006/07 efforts were 
made to clear ly dist inguish between three levels of messaging to ensure that 
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communit ies were aware of the appropriate t ime to act ivate defensive 
measures: 

•  Alert (f ire is  in the area, no immediate threat,  remain alert for further 
informat ion, begin readiness preparat ions). 

•  Threat (f i re or embers may pose a specif ic threat at a short/near future 
t ime, ensure readiness preparat ions are completed).  

•  Warning (SEWS message - F ire impact is  imminent/highly l ikely, prepare 
to act ivate plans).  

Observations from 2006/2007 operational reviews 
Items ident i f ied dur ing the 2006/07 major debriefs and community information 
specif ic debriefs as requir ing some strengthening pr ior to next f ire season 
included: 

•  Need for consistency in messages and terminology used to convey f i re 
information in a credible and consistent manner, to the community, by 
IMT community informat ion units.  

•  Need for recognit ion of the Informat ion Unit  ro le in the IMT and 
determinat ion as to where it  f i ts in the IMT structure – report ing direct ly 
to the IC or as a subset of another portfo l io (current ly the Information 
Unit s i ts under Planning). They are not “agency” units and it  was 
general ly recognised that one of the strengths of informat ion units was 
their  “one-voice” approach. There are strong moves to regard the 
Informat ion Unit  as a separate sect ion in IMTs, report ing direct ly to the 
Incident Control ler.  

•  The importance of using local people dur ing community br ief ings where 
possible. 

•  The need for one website3 (the use of separate DSE/CFA websites that 
are not easi ly inter l inked was ra ised on a number of occasions regarding 
community informat ion, in addit ion to impact on other facets of the f i re 
management operat ion). 

•  The issue of the t ime necessary to display updated messaging on publ ic 
websites and transfer to the VBIL, fo l lowing the release of informat ion 
direct to local  media from an ICC. This act iv i ty is  managed through the 
ECC/SECC after receipt of data from ICC Informat ion Units but the 
quest ion posed by Information Units is  “Why can’t  personnel at the ICC 
post their re leases direct to the website rather than relaying i t  through 
the SECC?”  It is  noted that there should be minimal delays between the 
release of information by an ICC and subsequent post ing – it  can be 
counter-product ive i f  information is provided to local media (and hence 
the publ ic) fo l lowing changed circumstances but this is  contradicted by 
di f ferent and out of date information on the off ic ia l web s ites.  

The matters raised dur ing 2006/07 are covered general ly within proposals 
stemming from the 2005/2006 review, with exception of a need to determine 
where the Information Unit  should s it  in the IMT, either as separate ent ity 
report ing direct to the IC or report ing to one of the other funct ional areas of 

                                                
3 *This need was eloquent ly expressed by a Community Informat ion Off icer: 

“In the middle of a f ire season the publ ic shouldn’t  have to try to work out who 
manages the land, who manages the road, whose jur isdict ion the f ire fa l ls 
into…… and therefore which website or phone number to r ing.” -   a view 
expressed in a debrief data col lect ion form provided to the DSE ECC.   
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the IMT. There is a strong preference from information unit  members to 
become a separate funct ional  area. 

Whi lst there are many issues ident if ied that require s l ight modif icat ion or 
amendment, the matter of maintaining a sustainable informat ion f low to the 
community is demonstrably progressing in accord with the strategy set in 2006.    
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RESOURCING OF FIREGROUND PERSONNEL 
 
Introduction 
 
This sect ion descr ibes the personnel resourcing processes that Victor ia 
implemented to provide and deploy Victor ian based f ire response and 
management resources to meet the demands of an except ional f i re season. It  
discusses key issues re levant to the acquis it ion and management of s ignif icant 
numbers of interstate and internat ional resources. 
 
Key issues 
 
Victorian based resources: 

•  Adoption, formal isat ion and documentat ion of exist ing pract ices into 
guidel ines, for a lternat ive methods of rapid deployment of short term 
response capabi l i t ies.  

 
•  Development and communicat ion of a r isk analys is process to determine 

the most appropriate order in which to draw down resources from within 
the state, whi le ensur ing that local  Mutual Aid Plans provide for 
reciprocal f i re cover.  

 
•  Development of mutual ass istance arrangements/agreements with MFB 

for provis ion of IMT trained personnel.   
 
Interstate/International resources: 
 

•  Document and formal ise a structured process,  incorporat ing effect ive 
pract ices that were developed and implemented dur ing 2006/07. 

•  Recognise the ut i l i ty of the DSE North Altona Equipment Centre as a 
centra l point for equipping long distance interstate and international 
support teams and determine whether the services provided by the 
centre should be expanded (Logist ics).  

•  Review internat ional and interstate agreements in l ight of the 2006/07 
f i re season (especia l ly in re lat ion to l imitat ions of author ity placed on 
vis i t ing crews [USA] and OH&S issues).  

  
Local in-state resources 
 
The nature of the f i re season and i ts rapid onset exposed the ent ire state to 
potent ial ly high threat levels.  This l imited the abi l i ty of a l l  f i re agencies to 
relocate resources within the state to deal with exist ing threats. In view of the 
l ikely ear ly start to the f ire season, DSE took steps to augment its normal 
staff ing complement by employing Project F iref ighters (PFF) earl ier than is 
usual.   Recruitment commenced in earnest in early October and the weekly 
intake was 168, 181, 221 and 235.  By 30 October 2006, 339 PFFs were 
employed and this f igure rose to 845 by February 2007.   
 
In previous years, the peak recruitment of PFFs was: 

•  2002/03 – 741, the peak occurr ing in the week ending        19 Jan 2003   
•  2003/04 – 733,                                    “                      26 Dec 2003    
•  2004/05 – 559,                                    “                      24 Dec 2004 
•  2005/06 – 616,                                    “                      11 Jan 2006 

 
DSE is more easi ly able to move a high proport ion of i ts f iref ighters across the 
state to respond to incidents. This may be done irrespect ive of the f i re 
potent ia l  across the state and may be based on the principle of “f ight ing the 



 

July 2007            Page 27 of 96 

f i re you have got, rather than the f ire you might have”. Natural ly,  DSE needs to 
make some provis ion for how to deal with future outbreaks in those areas 
where f ire management staff  are heavi ly drawn down to respond elsewhere.   
 
This matter was discussed at length and it  was agreed that some state 
guidance is required on how an indiv idual agency should provide itself  with 
appropr iate levels of f i re cover when a substant ia l  proport ion of i ts local  f ire 
f ight ing resources are moved elsewhere in the state.  There are three things 
that any f i re author ity must do whenever a f i re is  recorded on its area of 
responsibi l i ty: 
 

•  The authori ty must gather reasonable intel l igence about the f i re locat ion 
to ident i fy where and in what i t  is  burning (e.g. aer ia l  reconnaissance, 
remote sensing, on ground invest igat ion, lookout tower observat ion, 
ver if ied/ver i f iable publ ic reports).  

 
•  The authori ty must e ither in it iate suppression act ion against the f ire or 

undertake invest igat ion and/or observat ion to determine what 
suppress ion act ion is feas ible and what an appropr iate strategy is.  

 
•  If there is  a threat or a potent ial  threat to the community, the f ire 

authori ty must provide t imely publ ic advice, a lerts and warnings to the 
community. 

 
In pract ice,  informal arrangements are in place whereby the CFA assists DSE i f  
DSE has despatched resources elsewhere, however regional off icers bel ieve the 
matter should be formal ised by way of an MOU or other formal instrument to 
more c lear ly spel l  out how such f ire cover needs can and wil l  be resourced.  
 
The posit ion with CFA resources is di f ferent and relates direct ly to the 
volunteer base of the CFA. Any response to other parts of the state are 
voluntary,  and although there may be no current f ires in a specif ic part of the 
state, the volunteers in an area, part icular ly i f  they are rural ly based may be 
loathe to go far from that area and leave their propert ies unguarded. Quite 
understandably,  under di f f icult  seasonal condit ions, where act iv it ies such as 
stock feeding and water ing cannot be put on hold for several  days, rural ly 
based volunteers are s imply not in a posit ion where they can leave their  
holdings for longer than a day or two at the most.  Under seasonal ly benign 
condit ions, those types of restr ict ions don’t  present as major hurdles, and the 
CFA can easi ly mount very s izeable out of area str ike teams and response units 
that can and do absent themselves from their local  areas for a number of days.   
 
To overcome the dif f icult ies imposed by extraordinary seasonal condit ions some 
innovat ive arrangements were establ ished that enabled short term, quick 
turnaround str ike teams to contr ibute effect ively to the f i re effort dur ing peak 
f i re act iv ity whi le only being absent for very short per iods. These arrangements 
inc luded the concept of quick turnaround str ike teams that were moved in,  
direct ly to work on the f ireground and then returned home at the end of a 
shi f t .   In some instances such teams were bussed out and back, dr iven to the 
deployment and back (with separate dr ivers to ensure the str ike teams were 
not dr iv ing whi le fat igued) or transported by aircraft .  
 
A number of IMTs envisage a role for f ly ing f i ref ighters in and out on quick 
turnaround deployments and did ut i l ise this methodology. Whilst  this is  an 
apparent ly attract ive opt ion, the State Aircraft  Unit,  sounds some caution about 
the advisabi l i ty of us ing l ight a ircraft for extensive commuting purposes dur ing 
act ive f i res.  These concerns re late to the operat ion of l ight a ircraft  in less than 
opt imal f ly ing condit ions and the need to ut i l ise smal ler rural air f ie lds.  On very 
adverse f i re days, when weather is normal ly very hot with strong gusty wind, 



 

July 2007            Page 28 of 96 

condit ions for f ly ing may preclude operat ion of a ircraft  to ful l  capacity; indeed, 
condit ions may tota l ly preclude operat ion of some aircraft.  This is a matter that 
does need to be further explored with very c lear and concrete ground rules 
establ ished to govern large scale use of l ight a ircraft  to move large numbers of 
people.  It  is  therefore cr it ical  that any subsequent discuss ion and/or pol icy 
determinat ion about this matter should involve the State Aircraft  Unit .    
 
Extensive use of bus/coach to transport personnel had unintended, but very 
posit ive consequences. Irrespect ive of whether the personnel were dest ined for 
act ion on the f i reground or in an IMT, their “forced” travel  together by 
bus/coach provided opportunit ies for the members of the group to exchange 
exper iences and learn about each other. Numerous debriefs discussed the 
advantages that der ived from this whereby individuals were able to glean a 
much better understanding of their fe l low team members capabi l i t ies and 
strengths, enabl ing a more effect ive str ike team or IMT to be deployed. Some 
very strong recommendat ions emerged during the review to cont inue this 
process.  It is seen as an excel lent catalyst for true “ integrat ion” as opposed to 
the conduct of “ jo int” operat ions. Although the f iref ighters general ly applauded 
the concept, some misgiv ings were expressed about the standard of 
bus/coaches used. For long hauls,  a minimum f it-out and faci l i t ies package 
needs to be developed (e.g. a basic bus designed for short d istance transport 
on a local  bas is is  not a suitable for a 4-5 hour haul under hot condit ions.) 
 
Other benef i ts of coach/bus/fly arrangements included:  
 

•  The maintenance of a f i re f ight ing f leet at the supply ing locat ion. 
 

•  Reduced or no fat igue management issues with f i ref ighters dr iv ing long 
transport runs. 

 
During joint post f ire discussions with CFA/DSE, the MFB indicated that i t  had 
made Level 3 Wi ldf i re accredited IMT personnel avai lable but they were under-
ut i l ised and that there has been l i t t le interact ion hitherto between MFB and 
DSE/CFA. MFB indicated wi l l ingness to integrate into jo int exercis ing and to 
take on IMT roles.   
 
A number of part ic ipants at debr iefs lamented their inabi l i ty,  because of their 
ongoing pr imary commitment to key incident management roles, to provide 
mentor ing opportunit ies for less exper ienced staff. Without debat ing the intent 
of mentoring and whether or not the r ight condit ions for mentor ing present 
themselves dur ing major f ire campaigns, i t  is c lear that resources were 
stretched to the l imit  and on some occasions people had no opt ion other than 
to al locate newly tra ined or less than opt imal ly tra ined persons into key ro les.   
 
The real i ty was that there were not too many unal located people avai lable for 
mentor ing, in e ither learning or mentor roles. Parks Victoria provides a sal ient 
example of the extent of resourcing appl ied to the f ire effort.  Its normal 
complement of staff  is about 1,000 people.  During the f i re effort , 
approximately 850 were assigned to f ire duty, leaving a skeleton staff  of 150 to 
carry on with rout ine core business and to keep cr it ical  business components 
operat ional.        
 
A re lated issue concerned personnel tra ined in a ro le or roles,  being al located 
to a dif ferent role in an IMT because there was no other person avai lable. This 
raises the quest ion of cross tra ining into mult iple ro les to ensure that 
individuals don’t  necessar i ly become specia l ists in a s ingle role. It  is 
acknowledged that indiv iduals may have a preference for a speci f ic ro le but 
there needs to be some f lexibi l i ty avai lable at IMT, IFAC and Div is ion/Sector 
levels.     
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Issues for further examination include:   
 

•  Development and communicat ion of a r isk analys is process to determine 
the most appropriate order in which to draw down resources from within 
the state when the ent ire state is  potentia l ly at r isk4.  

 
•  Ensure that local Mutual Aid Plans provide for reciprocal f ire cover 

arrangements in the event one agency substantia l ly draws down i ts 
resources from an area of the state.  

 
•  Development of a pol icy in conjunct ion with SAU concerning large scale 

deployment of f i reground personnel by charter a ircraft.  
 

•  Formal isat ion and documentat ion of exist ing pract ices into guidel ines,  
for a l ternative methods of rapid deploying short term response 
capabi l i t ies (bus/coach transport,  a ircraft) in l ieu of teams travel l ing in 
the normal response vehic les,  where appropr iate,  and formal adopt ion of 
this in it iat ive.  

 
•  Development of mutual ass istance arrangements/agreements with MFB 

for provis ion of IMT tra ined personnel.  To progress this,  in it ia l  
d iscussions at Chief Off icer level are indicated. 

 

Interstate and international resources 
 
A direct f low on from personnel resourcing requirements led to the 
implementat ion of s ignif icant deployments from interstate and internat ional ly.  
 
Internat ional ass istance from f i re agencies exceeded previous (2002/03) levels 
with New Zealand (115),  Canada (52) and United States (114) providing f ire 
management personnel.  Total  deployments of internat ional resources in 
2006/07 represent the largest and most s ignif icant internat ional deployment of 
f i re personnel that has ever occurred into any State or Terr i tory within 
Austral ia.   
 
Interstate ass istance was also provided, as has been the case in some previous 
f i re seasons. Assist ing personnel were drawn from NSW (1,050 est.)5,  SA (10), 
NT (108), ACT (37), Qld (14) and WA (20).   

                                                
4 This process must inc lude an understanding of the whole suite of assets at 
r isk.  There are t imes when there is a divergence within the f i re agencies and 
communit ies about the def in it ion of “assets”.  Major publ ic infrastructure, water 
catchments, community assets and indiv idual assets are usual ly obvious.  Not 
so obvious a lways is the value to the community,  and to the State,  of more 
abstract assets such as tour ism and ecological  values and the cr it ica l  f low on 
impacts to those communit ies when infrastructure and appeal associated with 
those values is d iminished.  Sometimes the bush is not “just another bi t  of 
bush that needs a good f i re through i t” and deserves, in community interest,  
s imi lar levels of appl icat ion of resources and strategies as do more readi ly 
ident if iable “assets”.  
 
5 The NSW deployment number is indicat ive only, as an unknown number of 
personnel responded direct ly into Victor ia in accord with cross border 
agreements to attend f ires close to the border to meet short term local needs.  
Larger groups in Str ike Teams and Task forces were negot iated with NSW for 
longer term deployments to specif ic f ire areas. 
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To manage the assist ing groups and to provide adequate l ia ison, DSE/CFA 
establ ished a jo int CFA/DSE Internat ional/Interstate Lia ison Unit  (ILU) in the 
DSE ECC. This sect ion operated as the key point of contact for a l l  v is it ing 
groups.  Issues emerging from this inc lude the need for consistency in staff ing 
so that l ia ison off icers from the various assist ing agencies can readi ly ident ify 
a “go to person” to help them manage unforseen and unusual c ircumstances.  
Init ia l ly the l ia ison sect ion was staffed on a rotat ing basis but very quickly i t  
was recognised there was a need for cont inuity of staff ing. Leading the ILU 
was a major task but i t  was nonetheless an essent ia l  ro le to ensure that the 
unit  establ ished and maintained workable procedures and cont inuity with 
supplying agencies as the f ire event unfolded.   
 
Whi lst there are s ignif icant dif ferences between interstate and internat ional 
ass istance, there are synergies that demand a common approach. Because 
interstate ass istance can range from enactment of cross border arrangements,  
inc luding sel f  deployment by a neighbouring state agency to attend f i res near 
the border, to more comprehensive assistance being act ively sought for speci f ic 
f i res or complexes, there is no lesser need for l ia ison off icers to be appointed 
by both the donor and recipient agency. For several reasons, resources from 
adjoining states are more readi ly able to operate as discrete sel f contained 
crews and don’t  necessar i ly need to be spl i t  into smal ler groups, a lthough local  
personnel ass igned to interstate crews are extremely valuable from a local  
knowledge perspect ive. Ideal ly,  interstate crews wi l l  a l l  operate under the 
provis ions of the AIIMS and should use ident ica l terminology between states.  
Addit ional ly,  interstate crews should possess an innate understanding of the 
cr it ica l f i re behaviour thresholds that prevai l  within the var ious fuel  and 
topography c lasses in Victoria. 
 
From an internat ional perspect ive and although AIIMS was ini t ia l ly a direct 
mirror of the North American Nat ional Interagency Incident Management 
System (NIIMS), ut i l ised by both USA and Canada, there are now some key 
dif ferences in structure, terminology and understanding of meanings. Although 
Austral ia and USA/Canada use Engl ish as the f i rst language, di f ferences in 
“ l ingo” and interpretat ion of certa in terms now conveys quite di fferent 
meanings. This was recognised at the Third International Wi ldland Fire 
Conference in 2003 from which a recommendation stemmed to standardize f i re 
terminology global ly,  in recognit ion of the l ikely greater emphasis on 
internat ional deployments. As a consequence i t  was necessary to al locate local  
people to vis it ing internat ional teams to ensure some local  knowledge was 
“bui l t  in”.   
 
The US cont ingent speci f ical ly ra ised the need, from a safety perspect ive, of 
integrat ing local  and vis i t ing crews as the vis it ing crews do not necessar i ly 
understand the tr iggers for “watch out” s i tuat ions on the f ireground, given 
some signif icant ly di f ferent f ire characterist ics between North America and 
Austral ia.  This worked wel l ,  but in the view of several  interstate v is i t ing teams, 
there was not a need to constant ly “shadow” them once they had the lay of the 
land and understood any nuances of the operat ional systems in Victoria v is-à-
vis their own processes and structures.    
 
Many of the v is i t ing crews occupied a ful l  range of operat ional  posit ions from 
IMT to front l ine f i reground. Each of the internat ional cont ingents operated 
under the provis ions of separate agreements between Victoria and the 
supplying countr ies.  Some differences exist in these agreements, e.g.  members 
of the Canadian cont ingent were able to occupy decis ion making roles within 
IMTs whereas the provis ions of the Victor ia – USA agreement precluded USA 
staff  from making operat ional decis ions and strategies, because of USA 
concerns regarding l iabi l i ty.   S imi lar ly,  the USA agreement did not provide for 
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USA personnel to cross over into other states, even though they were in 
posit ions where Victorian resources could automatical ly deploy under the terms 
of cross border agreements. These were recognised as matters to be addressed 
in reviewing internat ional agreements to provide f lexibi l i ty for ski l led personnel 
to be able to undertake and complete necessary tasking effect ively. 
 
Each cont ingent conducted debriefs about their  deployment jo int ly with 
DSE/CFA prior to departure. Where the vis i tors had comment about speci f ic 
matters deal ing with operat ional issues, these have been incorporated into the 
relevant discuss ions in this review. Matters that are specif ic to 
interstate/ internat ional ass istance are examined below.  
 
Preparation, ordering and lead time 
 
Part icular ly the International and more distant interstate teams would 
appreciate more lead t ime (note -  this issue relates not only to the lead t ime 
for requests from Victor ia but a lso to how quickly the supply agencies 
disseminate the detai ls  of the request and begin assembl ing teams).  
Nonetheless, ass ist ing agencies accept that often an element of urgency is  part 
and parcel of f i re response and there is general ly not the luxury of an over long 
lead t ime.   
 
There is a need ident if ied for the request ing agency to be quite specif ic about 
the ski l ls  sets they need, to enable rapid ident i f icat ion of the team structure 
and composit ion by the supply ing agency. The “shopping l ist” of ski l ls  should 
recognise that a strong l ikel ihood exists that indiv iduals may be mult i- tasked 
and required to f i l l  several  di f ferent roles dur ing the course of deployment.    
 
Some formal ity is  necessary in how ass istance is  requested. Victor ia maintains 
agreements or MOUs with other states and terr i tor ies within Austra l ia and 
agreements with NZ, USA and Canada. Whilst  general ly the internat ional 
arrangements were effected via formal documentat ion, some of the interstate 
deployments were arranged by te leconference, e-mai l  or facs imi le. It is  
accepted that ass istance requests might be in it iated in a less formal sense but 
ult imately each deployment request ought to be backed by agreed formal 
documentat ion.  In a s imi lar vein, MFB raised issues about the necess ity to 
ra ise appropr iate deployment orders and ensure that are transmitted in a 
t imely fashion to the receiv ing IMT. MFB cited an instance where a cont ingent 
of accredited MFB personnel were despatched to an IMT but when they arr ived, 
the IMT had no knowledge of their impending arr ival  and had, consequent ly,  
not made any provis ion for their ut i l isat ion and management.  
 
Internat ional agencies indicated that a comprehensive pre-deployment package, 
describ ing not only f i re matters but other essent ia l  issues that members are 
l ikely to encounter should be prepared and accompany in it ia l  orders. E.g. 
health information – snakes, spiders, medical  services; traff ic rules – br ief 
descript ion of key di f ferences between Austra l ia and supply country.  
 
Detail of gear needed 
 
Many vis i tors brought equipment they either could not use or did not need, and 
i t  was suggested that more detai led br ief ing notes avai lable in country before 
they departed could assist in bringing the r ight mix of gear and clothing.  
Alternat ively, some “hot-shot” crew members from USA were advised not to 
br ing portable radios. They did anyway and found that their  units could be 
reprogrammed to local  frequencies. There needs to be some relaxat ion of 
r ig id ly enforced condit ions about specif ic equipment e.g. personnel do not need 
f ie ld boots i f  their  only ro le is  off ice based. There should be an abi l i ty by the 
receiv ing agency to accept rout ine equipment that meets the OH&S standards 
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of the supply country (or state),  provided the respect ive agreements al low this 
to happen – this could occur by a “pre-approval” process or by recognit ion of 
the re levant OH&S standards that prevai l  in the supply country/state.  This 
could al leviate the need for f i reground personnel to “break in” brand new 
equipment on the job. This matter should be addressed in the respect ive 
internat ional and interstate agreements.  
 
As soon as “dependent” teams, i .e.  those without their own vehicle support 
arr ive at f iregrounds they need on si te l ia ison and provis ion for safe storage of 
their equipment,  for example, a portable locker or container or suitable secure 
premises. 
 
Equipment supply 
 
Adjoining states usual ly provide a ful l  complement of assistance insofar as their 
resources usual ly travel independent ly to the f ire area from their home, 
complete with f i ref ight ing equipment and/or vehicular support.  Long distance 
interstate and internat ional crews general ly f ly to Victor ia and are thus able to 
br ing only smal l  i tems of hand held equipment. A notable except ion was a 
cont ingent from the Northern Terr i tory that arr ived complete with f i re trucks – 
a massive logist ics exercise.  
 
DSE maintains an equipment development and supply centre at North Altona 
and carr ies a $9.5 mi l l ion inventory of minor and major equipment, rat ion 
packs, foam and retardant, self  contained mobi le camping units including 
kitchen, laundry and re-supply containers, smal ler mobi le k itchens and 
container ised equipment lockers. It  is able to ful ly k it  out a v is it ing str ike team 
or establ ish a major camp. Irrespect ive of local, interstate or internat ional 
sources, i f  a str ike team arr ives at the f ireground with l i t t le or no equipment, 
this provides dif f icult ies for f i reground commanders in effect ively us ing them.  
This type of event occurred on several  occasions. The USA contingent noted the 
matter of equipment supply to v is it ing teams was adequately sourced from the 
DSE equipment centre and made the fo l lowing observat ion: “Don’t  leave Altona 
without a l l  vehic les,  radios, saws, and tools.   Local  units could not support 
large numbers of people – and ended up order ing them from Altona anyway.”    
 
The Centre provides an effect ive one-stop shop where internat ional/ interstate 
str ike teams can be ful ly ki t ted out with al l  necessary f i re f ight ing equipment 
and removes the inevitable delays that occur when logist ics sect ions must go to 
normal commercia l suppl iers for replacement or addit ional equipment suppl ies 
dur ing f i re campaigns. The centre provides an extremely useful  back up faci l i ty 
for supply and is rout inely extensively used by both f i re agencies. It  is 
worthwhi le to review the services provided by the North Altona Equipment 
Centre and to consider whether the range and quanti ty of container ised 
services is  adequate or ought to be expanded.    
 
Size of contingent 
 
Internat ional ly,  there was general  agreement that each team ought to be 
restr icted to about 50 persons. This was for reasons of maintaining adequate 
administrat ive support to the unit .   I f  100 are required they should const itute 
2x separate teams of 50. The USA cont ingent exceeded 100 and the team 
leader expressed some concerns about managing a group of that s ize. No 
restr ict ions were deemed necessary on self  suff ic ient interstate cont ingents as 
they typical ly respond in accord with their standard procedures for task forces 
or str ike teams. 
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Terminology  
 
This can be cr i t ica l.  Although AIIMS was der ived direct ly from NIIMS, as a 
consequence of the 1985 f i re study exchange to USA/Canada, there has been 
s ignif icant evolut ion in the meanings of certain terms in both systems s ince 
then. This highl ights the need to ful ly integrate teams, mixing locals with 
v is i tors, and also enables the f i reground managers to know the ski l ls  sets of 
the v is i tors.  
 
The Interstate/International Liaison Unit identified the need for: 
 

•  The sect ion should be v iewed as an integral  part of the ECC / SECC. 
 
•  There should be c lear ly documented procedures about establ ishment of 

the sect ion and its operat ion and structure. The ILU leader indicated 
intent to ful ly document the procedures, structure and systems that were 
developed, and which need to apply, incorporat ing input from the ILU 
debrief.  When prepared these “business rules” need to be formal ised. 

 
•  The ILU needs empowerment with author ity to make decis ions, inc luding 

expenditure of funds, to permit eff ic ient operat ion. 
 

•  Copies of internat ional agreements should be always avai lable in the 
ILU. 

 
•  There is a def in ite requirement for a constant “face” in the ILU. 

 
•  The ILU accommodation must be large enough to accommodate the ILU 

team and at least one l ia ison off icer (often two) from each of the 
ass ist ing agencies.  

 
•  Depending on numbers of assist ing agencies the ILU requires at least 

two administrat ive staff .  
 
The issues ident if ied above are best encapsulated by documenting and 
formal is ing a structured process, incorporat ing effect ive pract ices that were 
developed and implemented during 2006/06. 
 
Other key issues identified 
 

•  Recognise the ut i l i ty of the North Altona Equipment Centre as a centra l 
point for equipping long distance interstate and internat ional support 
teams and determine whether the services provided by the centre should 
be expanded (Logist ics).  

•  Review internat ional and interstate agreements in l ight of this f i re 
season (especial ly in relat ion to l imitat ions of author ity placed on 
vis i t ing crews [USA] l imitat ions). 

•  Issues regarding request ing of external ass istance – preparat ion and 
lead t ime; rout ine gear and OH&S issues; cont ingent s ize for 
internat ional deployments; di f ferences in terminology and need to 
al locate local “guides” for several  days.    

 
These tasks may also be informed by relevant outcomes from debrief ing of the 
Austral ian cont ingent to US during 2006.   
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COORDINATION ARRANGEMENTS  
 
Introduction  
 
This sect ion descr ibes the coordinat ion arrangements that operated within and 
between the f ire agencies and between the f ire agencies and Munic ipal 
Emergency Coordinat ion Centres. Munic ipal Emergency Coordinat ion is  a key 
funct ion provided for in the Emergency Manual, V ictor ia and is an intr insic 
component of emergency f i re management.  Whi lst interact ion with the wider 
emergency services and other support agencies is  cr it ical,  many other agency 
aspects were not considered in this review pending a whole of state, a l l  
agencies debr ief.  Consultat ion was arranged with VicPol,  VICSES and DHS and 
some issues are identif ied for resolut ion or adopt ion with those agencies. 
 
Key Issues 
 
IFAC 

•  Revise the current IFAC guidance based on the learnings from this f i re 
season, formal ly include them in the Partnership Guidel ines, and educate 
al l  re levant personnel of the role of IFACC. Exercis ing at potent ial  IFAC 
centres and between ICCs and IFAC centres is indicated. 

 
IMT 

•  Review the template for IMT composit ion (and the IMT Toolk i t)  to 
provide guidance on appropriate staff ing of the funct ions required. 

 
•  Evaluate number of personnel required per shif t  for each funct ion that 

wi l l  be f i l led. 
 

•  Reinforce the need for cont inuity of IMT membership and return of 
ear l ier IMT personnel for subsequent deployments.  

 
•  Composit ion – select ing the best qual i f ied and experienced staff  for 

posit ions. 
 

•  Divis ion of dut ies,  and staff ing, between IMT and f i reground 
commanders,  to ensure that f i reground commanders have adequate 
resources. 

 
•  Training to ensure that IMT and Divis ion/Sector Commanders understand 

their own and each others ro les. 
 
MECC 

•  Establ ish between the f ire agencies and Pol ice a clear understanding of 
ro les and responsibi l i t ies at each level and at each centre. 

  
•  Engage in pre-season exercises and conferences in suitable premises 

(MECC or RECC) with key stakeholders, including appropriate munic ipal  
representat ives.      

 
External support agencies 

•  There is a need to re-engage with VicPol on the issue of road c losures 
and cont inue the dia logue to ensure that the f i re services, Pol ice and 
support agencies understand and implement the provis ions that apply,  
and communicate those provis ions to the community us ing pre-f ire 
educat ion tools.  
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•  There is a need to consider the development of standard operat ing 
systems and protocols between the f i re services and SES, to cater for 
support ro les that SES is wi l l ing and able to undertake.   

 
There are several arms to the quest ion of coordinat ion within and between the 
f ire agencies and external ly to support agencies.  The key matters raised during 
this review process ident i f ied coordination and management between the IMT 
and f ireground, and the re lat ionships from IMT to regional and integrated f i re 
agency coordinat ion centres (RECCs and IFACCs), thence to state level 
coordinat ion centres and external ly to Municipal  Emergency Coordinat ion 
Centres (MECCs).  There is a strong correlat ion between the coordinat ion issues 
faced between the f ire agencies and the fact that they operate on separate IT 
platforms  The two platforms are not obviously transparent and although there 
are operators who can extract information from either platform, there are many 
who cannot. 
 
The pr incipal  (and support ing) f i re agency debr iefs and real  t ime performance 
monitor ing reviews focussed primari ly on the act iv it ies of the jo int f i re agencies 
and l ike interstate and internat ional agencies who provided assistance, and 
their l inks to the MECCs, the normal providers of logist ics services.  The wider 
issues of emergency response coordinat ion general ly was not specif ical ly 
targeted dur ing this process and, to date,  there that no combined state level  
debrief of the wider emergency management fami ly (Fire agencies, Pol ice, DHS, 
munic ipal,  SES and other support organisat ions) convened to review these 
areas.  Therefore, there may be issues re lat ing to coordinat ion with other 
emergency services and between other emergency services that emerge from 
any future debriefs or workshops involv ing the ful l  suite of emergency and 
support services who were involved with the 2006/07 f ires.   
 
Although this ser ies of debriefs did not inc lude representat ives from external 
agencies there was s ignif icant discussion about what the role is  or ought to be 
for Munic ipal  Emergency Coordination Centres (MECC). Input from the State 
Emergency Service (SES) was discussed at two debriefs in the context of 
matters that operated wel l .  Inputs from St John Ambulance and DPI were also 
discussed in a posit ive l ight.  
 
There is a need for a l l  part ic ipants in an incident to clear ly understand not only 
their  own role but a lso the role of other posit ions or agencies within the 
emergency management umbrel la.  Very probably,  ro le clar i ty and a good 
understanding of i t  by al l  the part ic ipants in an ICC, RECC or IFACC contr ibutes 
hugely to whether or not an incident is successful ly managed. Many observers 
opine that inc idents were managed successful ly in spite of sometimes less than 
ful l  understanding of role c lar ity both vert ical ly within agencies and lateral ly 
between agencies. 
 
By far the bulk of discuss ion centred on the role of IFACC, the relat ionships 
between IFACC and ICCs and the need to def ine their  ro le as wel l  as the ro les 
and responsibi l i t ies of MECCs.  Addit ional  discussion focussed on the roles 
played by IMTs, how they interacted with their  Divis ions and Sectors and how 
they managed the incident act ion planning process.  These matters are further 
discussed in this and the Planning Sect ion.  
 

IFAC-ICC  
 
Integrated Fire Agency Coordinat ion (IFAC) was establ ished dur ing the 2002/03 
f i res to overcome regional coordinat ion issues when an extensive f i re or 
complex of f i res s imultaneously affected several regions. The concept was 
formal ised in late 2003 and descr ibed in detai l  in a schedule ent it led 
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“Integrated Fire Agency Coordinat ion (IFAC)”,  attached to the CFA/DSE 
Cooperat ive Agreement.  The Cooperat ive Agreement was replaced by “DSE-CFA 
Partnership Guidel ines”6 in October 2006. During the intervening years no IFAC 
centres were establ ished, but formal IFAC centres were establ ished in 2006/07 
in NE Victor ia and Gippsland. 
   
There was a wide divergence of opinions expressed about the ut i l i ty of IFAC 
centres and their l inkages vert ica l ly to ICCs, ECC/SECC and lateral ly to MECCs.  
These opinions ranged from:  

•  “We need to c lar i fy i f  we need IFAC, c lar i fy i ts ro les and responsibi l i t ies 
and relat ionship with IMT, MECC, SECC/ECC…” 

•  “Night IFACC didn’t  have people who could help much, IFAC hindered the 
process, role c lar i f icat ion needed…” 

•  “IFACC assisted aircraft  coordinat ion, confusion about ongoing ro le of 
IFAC resourcing – need to review IFAC resource request process…” 

•  “No clear understanding of role of IFACC with dupl icat ion of ro les at3 x 
RECCs, and 1 x IFACC”)…” 

•  “communicat ion l inks SECC/ECC to IFACC did not go wel l  from f ie ld 
perspect ive, need better understanding of the role of MECC & IFACC, 
need communicat ions business rules  for the l ink ECC/SECC to IFACC…” 

•  “IFACC and MECC need to understand each other…” 
•  “IMT requests altered by IFACC, need to def ine IFACC procedures and 

tra in personnel,  lack of role c lar i ty,  IFACC closing at night…” 
•  “IFACC shut down overnight so IMT unable to act ion resource request,  

no decis ion makers avai lable, Incident predict ion (IFACC over lay) too 
many days where we got i t  wrong. “We want to abol ish IFACCs…” 

•  “…the IFACC role is  not c lear…” 
•  “the role of the IFACC needs to be c lar i f ied to conf irm how and where it  

f i ts in…” 
•   “…the IFACC is considered to be a necessary l ink in the coordinat ion 

process but once resources are al located to an IMT the suggest ion is  

•  
 
Perhaps not surpr is ingly, those personnel who operated in a non-IFAC 
environment and were used to their convent ional report ing l ines through their 
agency chain-of-command tended to view the IFAC centre as an unnecessary 
l ink in the coordinat ion chain. To the contrary, those personnel who operated 
as members of an IFAC team saw their role in a total ly dif ferent l ight and 
recognised value in establ ishing an IFAC centre that operated as the model 
intended, with posit ions f i l led by the best avai lable persons i rrespect ive of 
agency or igin. The NE IFAC centre (DSE Benal la) took up i ts ro le in ear ly 
December 2006 and did not disband unt i l  late February – members 
acknowledging that the transit ion to IFAC occurred smoothly and seamlessly in 
accord with the plan. 
 
Without except ion, the s ix major regional debr iefs addressed the issue of IFAC, 
a lmost exclusively in the context of v iewing the IFAC issue as a matter where 
strengthening is  required. It  is c lear that many people do not understand that 
the real  ro le of an IFAC centre is to effect ively replace the funct ions that would 
normal ly be conducted by the CFA and DSE RECCs within the area of the IFAC 
centre responsibi l i ty,  to ensure that a coordinated (and integrated) support 
mechanism is in place. The IFAC centre is not an adjunct to RECCs; it  is  there 
instead of the RECCs and is the direct conduit  between IMTs and the 
ECC/SECC. 
 

                                                
6 Avai lable at www.dse.vic.gov.au  

“…the IFACC worked wel l…”   
…that the IMT should l ia ise direct ly with the supplying Region ”  
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With an IFAC centre in place the report ing chain is  thus IMT  IFACC  
SECC/ECC.   
 
With no IFAC centre in place, the chain is  IMT  RECC  SECC/ECC. 
 
Whi lst the IFAC centre takes on a coordinat ion role conducted by regional 
centres during “normal” operat ions, i t  is  not a “super ICC” with direct funct ions 
extending beyond the ICCs to Div is ion and Sector level ,  a lthough some 
instances occurred where an IFAC centre effect ively bypassed the ICC and dealt  
direct ly with f i reground levels.  It  is evident that there is  a real need to c lear ly 
restate the roles and responsibi l i t ies of IFAC centres and how they f i t  into the 
report ing and chain-of-command structures. Whi le substant ia l  effort  has been 
made to brief personnel on the role and funct ions of IFAC, the high level  of 
comment about them suggests that a process is needed to inform cr it ical  
people in the response and coordinat ion chain.   
 
Issue: The agencies need to revise the current IFACC guidance based on the 
learnings from this f i re season, formal ly include them in the Partnership 
Guidel ines, and educate al l  re levant personnel of the ro le of IFAC. Exercis ing at 
potent ial  IFAC centres and between ICCs and IFAC centres is a lso indicated. 
 

IMT relationships to Division/Sector   
Again there is  a lack of role c lar i ty evident.  Not al l  IMTs and f ireground 
commanders attracted this c lass if icat ion but there was suff ic ient discussion 
dur ing debriefs to warrant further work on ensur ing that IMT/f ireground 
members c lear ly and ful ly understand each others ro les.  
 
IMT s ize can, and sometimes did, operate to the detr iment of adequately 
resourcing f ie ld commanders – they often need an assistant or a penci l ler but 
often must undertake al l  f ie ld command tasks themselves as wel l  as maybe 
managing a staging area. For example, a number of part ic ipants in the regional 
debriefs commented: 
  
“Sector command was ineffect ive, the sector was too large and there were no 
offs iders…” 
 
“Resource al locat ion for Divis ion and Sector Commanders was inadequate – 
either ICCs are not l istening or they have insuff ic ient resources themselves…” 
 
“Results are posit ive when div is ional management and divis ional operat ions are 
treated and resourced wel l…”   

 
This is  a matter that was ra ised dur ing the f i re season7 but the informat ion may 
not have been suff ic ient ly disseminated to the target audience to achieve its 
maximum potent ia l impact pr ior to the conclusion of the f ire season, and 
obviously couldn’t  address instances where this issue had occurred pr ior to i ts  
distr ibut ion. Those areas where a dedicated Staging Area manager was 
appointed general ly funct ioned wel l  and very posit ive feedback came from the 

                                                
7 In late December 2006, the CFA Chief Off icer mai led a short DVD ent it led: 
  

Strike Team Leaders and Sector Commanders 
Improving Operational Management & Performance 2006 

 
The DVD was accompanied by a double s ided s ingle sheet of A4 notes and was 
distr ibuted to every Br igade and Region, with suff ic ient addit ional copies for 
each endorsed Sector Commander and Str ike Team Leader. 
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related f i reground commanders who did not have to undertake the role 
themselves and from f iref ighters using the staging areas for their  intended 
role.   
 
A number of f i reground commanders indicated that IMTs were sometimes 
reluctant to place trust with the f i reground commanders. For example: 
 
“IMT not taking advice from the f i reground” and “Operat ions command in IMT 
was tact ical rather than strategic.. .”   
 
These instances c learly contr ibuted to levels of dissat isfact ion expressed by 
f ie ld commanders who were either inadequately resourced or whose tasks were 
prescr ibed at suff ic ient ly def in it ive levels suff ic ient to remove most decis ion 
making from the f ie ld commanders.  
 
The set up and establ ishment of IMTs, including how the teams are formulated 
and staffed and the IMT relat ionships to f ireground command posit ions needs a 
hard review with respect to: 
 

•  Composit ion – select ing the best qual i f ied and experienced staff  for 
posit ions. 

 
•  Divis ion of dut ies,  and staff ing, between IMT and f i reground 

commanders,  to ensure that f i reground commanders have adequate 
resources. 

 
•  Training to ensure that IMT and Divis ion/Sector Commanders understand 

their own and each others ro les. 
 
The relat ionships between Divis ions/Sectors and IMT is further discussed in the 
sect ion enti t led “Fireground Command”. This includes discuss ion on the role of 
these f i reground posit ions taking responsibi l i ty to effect ively and proact ively 
manage the resources at their disposal.  
 
Key Issues 
 

•  Review composit ion of IMTs to ensure select ion of the best qual i f ied and 
experienced staff for posit ions. 

 
•  Review the div is ion of dut ies, and staff ing, between IMT and f ireground 

commanders,  to ensure that f i reground commanders have adequate 
resources. 

 
•  Implement tra ining to ensure that IMT and Div is ion/Sector Commanders 

understand their own and each others ro les.  
 

IMTs  

Set-up and rostering 
Establ ishment and maintenance of effect ive IMTs is  cr i t ica l to successful  
inc ident management.   Many IMTs have been pre-planned or may be 
specif ical ly establ ished at the start of a major inc ident to ensure that 
representat ives from both rural f i re agencies provide the best equipped IMT in 
terms of capabi l i t ies and experience – i t  is  not a process to ensure equal 
agency representat ion on the IMT but one designed to achieve competent and 
wel l  balanced IMTs in terms of accredited and exper ienced staff.   
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IMTs that had been pre-planned and had exercised together operated 
effect ively, part icular ly those who operated as integrated units and selected 
the best qual i f ied persons for the task required. Several  debr iefs recognised 
the need to disregard “turf” and to apply the best avai lable ski l l  to tasking. 
 
A key issue that was ident i f ied in 2006/07 was some lack of cont inuity in 
staff ing, e.g.  where staff occupying important roles were avai lable only on a 
short rotat ion or were re-al located to other tasks within the overal l  f i re 
response so they had l i t t le or no opportunity to develop any synergy with other 
parts of a specif ic IMT and its processes. Fie ld operators saw s ignif icant value 
in deal ing with a reasonably constant team where the key personnel a ltered 
infrequent ly.  Part of the rat ionale for this concerned the output of the IMT – 
short rotat ions of IMTs meant that people had only just got to know the area 
and the f ire by the t ime their tour of duty ended. If  they did not return to the 
same IMT for the next tour or different people were chosen, there was no 
leverage from the knowledge that had bui l t  up on their previous tour.  
 
Some IMTs have become very large, approaching a total  staff ing of 100 
persons.  In one instance during this campaign there were more people in the 
IMT than there were f i re f ighters on the ground. It  was the view of some 
review part ic ipants that IMTs of this magnitude have become far too unwieldy 
to be effect ive. The t ime necessary to locate the occupants of cr i t ica l  posit ions 
in a t imely manner within a 100 person strong IMT becomes di f f icult  and t ime 
consuming with effects that impact further along the command chain i f  
decis ions and approvals,  or communicat ion of cr i t ica l  informat ion is delayed.   
There is opportunity to review IMT s ize to determine i f  some of the planning 
and logist ics funct ions current ly held at ICC can be devolved to Div is ions. 
 
The observat ion is made that Victor ia is not the only state in Austra l ia to staff 
IMTs to this level.  Some other states have reached a point where extraordinary 
numbers of staff  are al located to IMTs, creat ing an imbalance between the 
levels of resourcing at IMT and f ireground levels,  in extreme cases with two 
IMT members for each act ive f iref ighter.  This is  part ly brought about by 
observing a perceived need for part icular funct ions to be undertaken, and the 
bel ief that a separate individual,  and often several  indiv iduals,  are needed to 
del iver each funct ion. AIIMS acknowledges that in some circumstances an 
individual may hold more than one funct ion but there are increasing funct ions 
that are added to the responsibi l i ty of IMTs, impact ing on both the staff ing 
levels complexit ies of operat ion.   
 
Victoria operates its emergency f i re management within the nat ional ly agreed 
AIIMS framework to ensure interoperabi l i ty with other states. This is important 
to obtain maximum national consistency in development of tra in ing mater ia ls 
and appl icat ion of systems and procedures. This effect ively constra ins Victor ian 
agencies from signif icant ly changing how the component parts of AIIMS are 
structured and trained. However, there is  lat i tude in ref in ing how it  is 
implemented. Whi lst a ful l  b lown ICS structure runs to many separate 
funct ional “cel ls”, one of the key benefi ts of the ICS structure is  that i t  
nominal ly only requires the f i l l ing of the parts needed. There are several  
quest ions for the f i re agencies to explore in sett ing up an IMT: 
 

•  Determinat ion of which of the cel ls (funct ions) require staff ing. 
 

•  Number of staff  required per shift  for each funct ion that wi l l  be staffed. 
 

•  Cont inuity of IMT membership and return of earl ier IMT staff  for 
subsequent deployments. 

 
 



 

July 2007            Page 40 of 96 

Issues  
•  Need for review of the template for IMT composit ion to provide guidance 

on appropriate staff ing of the funct ions required. 
 
•  Evaluate numbers of personnel required per shi ft  for each funct ion that 

wi l l  be f i l led. 
 

•  Reinforce the need for cont inuity of IMT membership and return of 
ear l ier IMT personnel for subsequent deployments.  

 

Joint IMT Desk 
 
DSE and CFA have agreed for a number of years to establ ish jo int IMTs at 
regional level  that can train together and are avai lable for deployment as an 
ent i ty.  Although many joint IMTs have been establ ished, then trained and 
exercised together in recent years, the dupl icated request ing and supply 
arrangements in both agencies often resulted in a mismatch s ituat ion where a 
request for an IMT resulted in a DSE component not being matched to the same 
supplying region with i ts ident if ied CFA counterpart,  thereby los ing the 
immediate value of a unif ied IMT that had exercised and trained together and 
contained the r ight balance of competencies.   
 
To address this, a jo int IMT desk was establ ished at the DSE ECC ear ly in the 
Great Div ide Complex f i res to manage al l  requests for IMT resources from any 
IMT, irrespect ive of which agency was in overal l  command or which state 
emergency coordinat ion centre received the request.  The Joint IMT desk then 
determined the potentia l donor region based on an understanding of avai lable 
state resources and forwarded the request to an appointed regional IMT 
coordinator that managed IMT resourcing requests on behalf  of both agencies.  
This process resulted in the “donor” region providing the best avai lable IMT 
irrespect ive of agencies i .e.  speci f ic posit ions were f i l led by the best avai lable 
qual i f ied persons and the process was effect ively “agency bl ind”. 
 
This was the f i rst  occas ion upon which this fac i l i ty has been establ ished dur ing 
a major event.  Previously,  requests for IMTs were handled by negot iat ion 
between the respect ive ECCs. The faci l i ty worked wel l  on this occasion and 
should be earmarked for future implementat ion, in the absence of a jo int ly 
operated state coordinat ion centre.  
 

External coordination between fire agencies and MECC 
 
There remains confus ion about the respect ive roles of the f ire agencies and the 
Municipal  Emergency Control Centre (MECC), especia l ly in relat ion to cater ing 
and accommodat ion issues.  Emergency management procedures for Victoria 
are described and detai led in the Emergency Management Manual Victor ia and 
in that regard the MECC is described as a pr imary munic ipal based emergency 
coordinat ion centre. It  is  c lear ly described as being the focus for organis ing 
any support that may be necessary to assist the control  agency nominated as 
the response agency to an emergency incident. The MECC is a lso c lear ly 
described as not being the control ler to manage the response of control  agency 
resources. 
 
In part icular,  provis ion of various suppl ies (the logist ics component),  including 
cater ing and accommodation for emergency response personnel is  scheduled in 
the Emergency Management Manual to be undertaken by the relevant Munic ipal 
Emergency Response Off icer (MERO). There is a r ider to this provis ion and i t  is  
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that the manual specif ica l ly nominates that “Control  and support agencies that 
have the capacity to provide emergency rel ief funct ions for their own personnel 
(for example cater ing) are to use their  internal organisat ional resources before 
request ing emergency rel ief from the emergency rel ief system.” 8  The Victor ian 
f i re author it ies (CFA, MFB, and DSE) and Victor ian SES are later speci f ical ly 
ident if ied in this category.9  
 
The manual further ident i f ies the problems that can emerge when the MECC is 
not updated about internal arrangements that are put into place by those 
agencies with capacity to do so. If  the incident does not escalate and provis ion 
of services organised by a capable agency is  adequate, then few or no 
problems wi l l  occur. When an incident does escalate and other response or 
support agencies br ing in addit ional personnel who require basic services 
inc luding catering and accommodation there may be compet it ion for local ly 
avai lable services. In order to eff ic ient ly access the avai lable services, indeed 
to know if  they are avai lable or not, the MECC must know to what extent those 
agencies who are self providing are drawing upon avai lable resources and 
services.  
 
This provis ion probably helps to c loud the issue of what the true role of the 
MECC is or ought to be, and i ts ro le is thus not c lear ly understood by many 
players at the ICC-IFACC level.   It  is apparent that in a “rout ine” f i re s ituat ion 
where the MECC is not act ivated, that DSE and CFA should go about their 
business of f i re management, direct ly sourcing the suppl ies they require.  This 
includes sustenance and accommodation for f i ref ighters and any other suppl ies 
such as plant.  The picture is not so c lear about what processes ought to ensue 
when a MECC is act ivated.  As a general observat ion, responsibi l i ty for 
acquis it ion of support suppl ies (e.g. plant) is general ly,  a l though not always, 
handed off to the MECC but provis ion of catering and accommodation is not at 
a l l  c lear.    
 
Some ICCs hand over the ful l  range of logist ics supply to the MECC, some 
continue to source for agency personnel only,  some cont inue to source 
accommodation and catering but hand everything else to the MECC, and others 
hand off responsibi l i ty for any incoming addit ional resources whether they are 
inter-regional, interstate or internat ional. In short,  there can be any 
combinat ion from total  rel iance upon the MECC for a l l  logist ics to a lmost no 
rel iance upon the MECC for suppl ies such as cater ing and accommodation. This 
const itutes a very uneven display of how logist ics supply may be div ided.  
Interact ion between the key players pr ior to the f i re season in joint pre-season 
meet ings and exerc is ing in some areas resulted in effect ive relat ions between 
IMTs – MECC. 
  
Whi lst the MECC is municipal ly based, the Municipal  Emergency Response 
Coordinator (MERC) is a senior local off icer from Victoria Pol ice, and is the 
person responsible for the eff ic ient conduct of the MECC. There is  a need to 
c learly establ ish between Victor ia Pol ice and the jo int f i re agencies, a thorough 
understanding about the c ircumstances under which the jo int f i re agencies wi l l  
be responsible for sourcing their own services, how and when that information 
wi l l  be communicated to the MECC and whether or not a point wi l l  be reached 
where the jo int f i re agencies wi l l  t ransfer a l l ,  or part only, of the responsibi l i ty 
for provis ion of services to the MECC. This needs to be clearly def ined between 
the f ire agencies and the Pol ice with standard condit ions applying to every 
inc ident so that a l l  part ies understand responsibi l i t ies that can be consistent ly 
appl ied and can tra in their staff accordingly.  
 

                                                
8 Emergency Management Manual Victor ia.   Appendix 2.   P.  8-7  
9 Emergency Management Manual App 9 Cater ing Arrangements P. 8-28 
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Although the MECC is managed by a senior pol ice off icer,  the actual operat ions 
of the MECC usual ly involve munic ipal staff.  It  is important that municipal  staff 
a lso understand the nature of the various ro les and responsibi l i t ies and any 
agreements that are reached between Pol ice and f i re agencies. As a part of the 
consultat ion process, i t  is appropriate to inc lude munic ipal  representat ives to 
enable them to communicate information through the munic ipal  structure. 
 
There is a lso a need perceived to establ ish c lear understandings about the ro le 
of RECCs and (IFACCs) and how they relate to the MECC. Given the level of 
understanding within the f ire services general ly about the ro les of an IFACC, i t  
is  a matter that must a lso be addressed with VicPol ice to ensure that the 
rat ionale behind establ ishing an IFACC is c lear ly understood not only by the 
f ire agencies but a lso by the key support agencies.  
 
This re lates direct ly to ro le c lar ity and understanding by part ic ipants of their 
roles and the roles of other part ic ipants above and below them in the command 
chain and the emergency management structure as a whole.  The relat ionship 
between MECCs and IMT/(IFACCs) var ied, l ikely to be in direct proport ion to 
jo int tra ining and exercis ing dur ing off f i re season and the level of contact 
between the people staff ing those centres dur ing the event.   
 
Key issues 

•  The need to establ ish between the f ire agencies and Pol ice a clear 
understanding of ro les and responsibi l i t ies at each level and at each 
centre.  

 
•  The need to engage in pre-season exerc ises and conferences in suitable 

premises (MECC or RECC) with key part ies. 
 

•  Consultat ions (and exercises) involv ing MECCs should include 
appropriate munic ipal representat ives.      

External coordination with support agencies (excluding 
MECC) 
 
Although the debrief and review process focused primari ly on the act ions of the 
f i re agencies and was not planned to be an overarching analys is of the 
emergency management arrangements within Victor ia (as this process was 
considered to be the province of others), one on one agency discussions were 
held with SES, Victor ia Pol ice and Department of Human Services to ident ify 
issues of specif ic interest to the f i re agencies. Al l  agencies highl ighted a 
number of issues where there is  opportunity for the f ire agencies to hold 
construct ive dia logue with other agencies. 
 
The outcomes of these consultat ions are inc luded at Appendix 4. 
Issues:   
 

•  There is a need to re-engage with VicPol on the issue of road c losures 
and cont inue the dia logue to ensure that the f i re services, pol ice and 
support agencies understand and implement the provis ions that apply,  
and communicate those provis ions to the community us ing pre-f ire 
educat ion tools.  This matter is  further addressed under the sect ion 
ent i t led “Fireground.”  

 
There is a need to consider the development of standard operat ing systems and 
protocols between the f i re services and SES, to cater for support roles that SES 
is wi l l ing and able to undertake.  Cross-training and joint exercis ing is  
indicated.   



 

July 2007            Page 43 of 96 

JOINT VERSUS INTEGRATED OPERATIONS 
 
Introduction  
 
This sect ion highl ights that whi lst  DSE and CFA cooperate very wel l  together 
there remain elements of a “joint operat ions” versus an “ integrated operat ions” 
approach in some areas, with a perceived need for either service to have 
counterpart representat ion within a def ined group such as an IMT or IFAC. To 
the contrary, other areas, inc luding regional ly based IMTs have adopted a ful ly 
integrated approach that is agency bl ind and focus on appoint ing 
qual i f ied/exper ienced persons to posit ions without regard to agency. 
 
Proposals to develop a s ingle state coordinat ion centre provide the opportunity 
to strengthen integrated operat ions. 
 
Key issues are:  
 

•  In order to progress the s ingle state coordinat ion centre faci l i ty, 
s ignif icant decis ions now need to be made concerning the in it ia l  
operat ions. Matters that need to be addressed urgent ly include 
conf igurat ion, IT systems, staff ing arrangements,  robust business rules 
and consultat ion with al l  stakeholders. 

 
•  Consequent upon establ ishment of a s ingle coordinat ion centre effect ive 

operat ional pract ices ident i f ied in conduct ing an integrated centre can 
be translocated to integrated incident management and IFAC funct ions – 
these pract ices could inc lude the concepts introduced via the Strategic 
Planning Unit .   

 
 
Whi lst  there are very strong indicat ions that CFA and DSE work very wel l  
together, there is an under lying thread that operat ions conducted together are 
sometimes more appropr iately considered to be “joint ly” run rather being ful ly 
“ integrated.” There are references within the debrief records that spel l  out 
instances of dupl icat ion, not because of a need for dupl icat ion but because one 
agency or the other was the lead agency, and the other agency saw a need for 
an equal presence.   
 
These references were considered to const i tute a v iew ref lect ing previous 
pract ices as both organisat ions and their ful l  complement of personnel ought to 
be now suff ic ient ly appr ised of the other ’s ski l ls  and capacit ies to engage in 
protracted campaigns in a ful ly integrated fashion, and indeed, both have 
expressed a desire to do so. The agencies are di f ferent and there are strong 
cultural dif ferences between them that ought to pers ist ,  but the c l ients of the 
f i re services,  the communit ies of Victor ia have clear expectat ions about the 
service provided. They real ly don’t  care what type of uniform or f i re f ight ing 
apparatus is  used. They have an expectat ion that a f i re service wi l l  ass ist and 
protect them in a t imely manner irrespect ive of which organisat ion i t  is  or the 
type of f i ref ight ing equipment it  br ings. The community has a sole object ive, 
and that is to be provided with a t imely and eff ic ient f ire service.   
 
Several comments extracted direct ly from debrief records highl ight the lack of 
total  integrat ion: 
 
“[agency] reported detai ls  of a f ire on i ts website.  [other agency] requested 
that detai ls be removed as they were in charge of the incident” 
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and 
 
“No [agency] Media L ia ison representat ive in IFAC.” 
 
These comments along with others that refer frequent ly to dupl icat ion (some of 
which is  generated by separate systems and IT platforms that cannot 
effect ively ta lk to each other) support the not ion that further integrat ion of f i re 
agencies in how they operate together at f ires should be achievable. 
 
As opposed to dupl icat ion for the sake of ensur ing a specif ic agency was 
represented in a ro le, there were instances where a pragmatic decis ion was 
made to dupl icate certain funct ions to ensure consistent and certain 
funct ioning of information f low. These instances were often related direct ly to 
IT matters and the separate operat ing and report ing systems ut i l ised. 
 
The NE IFACC reported: “Cont inuat ion of 2003 issue of DSE and CFA running 
independent IT platforms hinders integrat ion for jo int management and creates 
potent ial  for dis jo inted information f lows cr i t ical  to effect ive joint 
management”.  This IFACC also reported that i ts short term f ix was “Resorted 
to dupl icat ing informat ion to sat isfy needs of both agencies”.  
 
A key issue is that as a coordination centre one step below state level,  
posit ions within an IFAC centre must be f i l led by the best persons for the task, 
i rrespect ive of which f i re agency they represent. There should not be a need 
for each senior posit ion, indeed any posit ion, to be shadowed by somebody 
from the other agency. A natural extension of the comments referenced above 
is that every key posit ion at an IFAC centre might require dual agency 
representat ives, or an agency “ l ia ison”,  which could give r ise to what was 
considered by some part ic ipants to be oversized management teams at ICCs.     
 
Several IMTs did descr ibe effect ive integrat ion between agencies and descr ibed 
how competent and accredited personnel were al located tasks based sole ly on 
appreciat ion of individual ’s  suitabi l i ty for the role. Two IMTs discussed the 
discarding of convent ional uniform and adopt ion of a “neutral  shirt” to create a 
team that is  agency bl ind. One IMT has taken the step of implementing that 
arrangement to ensure that the combined agency approach was ful ly 
integrated.  
   
There is opportunity to further develop and extend an integrated approach 
state-wide and the t iming for i t  is  opportune. Over a susta ined per iod of 10 
weeks, many people were thrown into a s ituat ion where they had to work 
constant ly with their peers from other agencies. This provided an opportunity 
for those people to gain excel lent appreciat ion of ski l ls  and capabi l i t ies of 
others,  and in some instances, the value of di f ferent systems or plant and 
equipment. This bui lt  substant ia l ly on the exper iences of 2002/3 and 2005/6 
when there were quantum leaps in the way in which CFA and DSE operate 
together. 
 
In concert with that opportunity is the need to recognise that eff ic ient 
resourcing means al locat ing people with the best ski l ls  and abi l i t ies,  
i rrespect ive of agency. If  th is is achieved in a t imely way, then dupl icat ion of 
ski l ls  sets in IMTs and IFAC Centres should not be on the hor izon. This att i tude 
becomes of paramount importance in a season such as 2006/07 when resources 
are stretched to the maximum and it  is  a basic matter of acknowledging that i f  
there are insuff ic ient resources to cope that dupl icat ion is  an unaffordable 
luxury. As soon as i t  becomes necessary to import addit ional resources from 
interstate or international ly,  then a real  tr igger to ident ify and rect i fy any 
areas of dupl icat ion arises.  The quid pro quo is that i f  the system can survive 
an extended campaign with ful l  integrat ion, then i t  must surely be able to 
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operate equal ly effect ively in the same mode in less demanding operat ional 
s ituat ions. 
 
There is the opportunity now to re-examine pre-planned IMTs (and IFACCs) to 
ensure that within the respect ive regions and areas, that personnel with the 
best qual i f icat ions for the tasks needed are identi f ied and appointed, with l i t t le 
regard for agency of or ig in. A second need also ar ises and it  is that both 
agencies accept that not every posit ion in an IMT, IFACC, or state level 
emergency coordinat ion centre requires an operator or “ l ia ison” from each 
organisat ion. 
 
Both rural f i re agencies have indicated their  desire to establ ish a joint ly 
operated, s ingle emergency control centre, to operate on a tr ia l  basis from the 
commencement of the 2007/08 f i re season. Establ ishment of a s ingle 
coordinat ion centre would impact favourably down the l ine on report ing 
requirements and wil l  impact direct ly onto the relat ionships between the f ire 
agencies and support agencies with effect ively a “one stop shop” for 
exchanging information and obtaining br ief ings, the s i tuat ion that part ia l ly 
prevai led dur ing 2006/07 fo l lowing the implementat ion of the Strategic 
Planning Unit and Joint IMT Desk in the DSE ECC. 
 
This may be the f irst step in fulf i l l ing a recommendat ion from the VBI “That a 
s ingle state-of-the-art a l l  hazards State Emergency Operat ions Centre be 
establ ished for Victor ia.  This could, i f  necessary, be implemented in stages, 
in i t ia l ly incorporat ing DSE, CFA, MFESB and the State Aircraft Unit.” 
 
In its in i t ia l  stages the proposed joint faci l i ty wi l l  inc lude DSE and CFA and may 
also include the State Aircraft  Unit.  The way may be open to include other 
emergency services (e.g. MFB, SES) at a later stage but i t  is  outs ide the scope 
of this review to canvass opt ions in that regard.  
 
Key Issues 
 

•  In order to progress this faci l i ty,  s ignif icant decis ions now need to be 
made concerning the in i t ia l  operat ions. Matters that need to be 
addressed urgent ly include conf igurat ion, IT systems, staff ing 
arrangements,  robust business rules and consultat ion with a l l  
stakeholders.  

 
•  Consequent upon establ ishment of a s ingle coordinat ion centre effect ive 

operat ional pract ices ident i f ied in conduct ing an integrated centre can 
be translocated to integrated incident management and IFACC funct ions 
– these pract ices could include the concepts introduced via the Strategic 
Planning Unit  and the Joint IMT Desk.       
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PLANNING 
 
Introduction 
 
This sect ion examines four discrete planning act iv it ies that were subject of 
considerat ion and discuss ion during the review process: 
 

•  Ongoing f i re management planning at the state level.  
  

•  Fire management planning at specif ic community level dur ing the 
2006/07 f i re act ivi ty.  

 
•  Strategic state level planning implemented as a new init iat ive dur ing the 

campaign. 
 

•  Incident level planning during the campaign. 
 
Two associated matters, the provis ion of f ire l ine information acquired by 
remote sensing and the predict ion of l ikely behaviour and spread, two 
important aspects of planning are also considered.  
 
Key issues ident if ied are: 

•  Adequate disseminat ion throughout the key stakeholders to ensure that 
each of the stakeholders understands and col lect ively implements their 
responsibi l i t ies in Integrated Fire Management Planning. 

   
•  Uti l ise the documented planning processes appl ied to smal l  and remote 

communit ies to serve as case studies to ass ist  implementat ion of IFMP. 
  

•  Evaluate the cont inuing role of the Strategic Planning Unit  operat ing as 
a strategic intel l igence cel l ,  providing cr i t ical  information to both 
internal and external  stakeholders. Evaluate its appropr iateness as a 
model for more effect ive integrat ion of the f ire services and support 
agencies. 

 
•  There is need for a substant ia l  review of the Incident Act ion Planning 

process, including the development,  communicat ion and implementat ion 
of a standard IAP template for statewide appl icat ion. 

 

•  Evaluate the need for redundant l inescan capabi l i ty,  consider the format 
of data and how it is  transmitted to requesting centres.  

 

•  Evaluate the need for f i re behaviour specia l ists,  where their services 
should be suppl ied and how Victor ia can supply the level of tra ined and 
qual i f ied f ire behaviour specia l ists determined as necessary. 

Fire Management Planning – State/Regional/Local level 
 
Tradit ional ly,  f i re management planning at munic ipal level  has been based 
essent ia l ly on municipal  boundaries, with responsibi l i ty for developing and 
implementing plans, pr imari ly for prevent ion and mit igat ion works devolved to 
munic ipal i t ies.   Responsibi l i ty for the response to f i res, external to the area of 
operat ion of the Metropol i tan Fire and Emergency Services Board (MFB), rested 
with CFA for pr ivate lands and DSE for publ ic lands. Aris ing from ear l ier 
reviews (OESC - Victor ia Bushf ire Inquiry 2003 and Auditor General – Fire 
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Prevention and Preparedness 2003) the matter of municipal  level  f i re planning 
has been re-examined to take into account the ful l  suite of f i re management 
act ivi t ies from prevent ion to response to recovery.   
 
At the t ime of commencing this review an integrated planning proposal 
(Integrated Fire Management Planning [IFMP] was in the f inal stages of 
preparat ion to go before the Government for considerat ion. The proposal has 
s ince been endorsed by the Government and implementat ion of i ts provis ions 
can proceed. It  arose as an in it iat ive from the 2002/03 f i res and its complet ion 
has been achieved via lengthy consultat ions and submissions from 
stakeholders.  
 
A key platform of the new proposal is  that i t  is not a change of direct ion but 
the proposal recognises and bui lds on many good f ire planning pract ices and 
exist ing networks a lready in place. It is  not munic ipal i ty specif ic and recognises 
that f i re planning ought not to occur in iso lat ion but must be integrated 
vert ical ly from state to regional to local levels and must also be integrated 
lateral ly across the suite of agencies and land tenures represented within a 
munic ipal i ty.   Important ly i t  recognises the mult ip le phases of effect ive f i re 
management – prevent ion, preparedness, response and recovery – are not 
stand-alone elements and the planning for them should occur in a more 
strategic and integrated fashion.   
 
Responsibi l i ty for implementat ion at State, regional and municipal  level  wi l l  
rest with mult i-agency committees, where the f ire services wi l l  have a pivotal  
role in providing technical  expert ise in f i re management planning, with 
representat ion from: 

•  CFA, DSE, MFB  (as appropriate). 
  

•  Municipal i ty.  
 

•  Other stakeholders (as required).        
 
Whi lst  the committee as a whole wi l l  bear the responsibi l i ty for making and 
implementing the necessary plans, the f ire services, by v irtue of their  
part ic ipat ion wi l l  bear a responsibi l i ty commensurate with the posit ions they 
occupy on indiv idual committees.  
 
The development phase of this process is  now complete and fo l lowing recent 
government endorsement, the implementat ion phase can commence 
immediately.   
 
Key issue:  
•  adequate disseminat ion throughout the key stakeholders to ensure that each 

of the stakeholders understands and col lect ively implements their  
responsibi l i t ies.  

Fire management planning - community level 
 
Dur ing the campaign it  became obvious that smal l  isolated communit ies would 
a lmost certa inly come under threat as the f ires progressed. Where bui ld ing 
footpr ints s it  direct ly in the bush with no effect ive separat ion zone between the 
bui lding and the adjacent vegetat ion, the bui ld ing may or may not survive but 
f i ref ighters won’t .   Incontrovert ib ly,  f iref ighters must have a minimum clear 
space in which to work otherwise they cannot survive radiated heat levels and 
there is  no way they can work direct ly in a f lame zone.  
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The conf igurat ion of isolated communit ies, often with only one major through 
road, means that i f  the community is impacted by f i re, access into and out of 
the community may be cut or severely restr icted for several  days and it  may be 
unsafe to move f i re f ight ing resources in. Rather than wait  unt i l  the f i re had 
reached the outskirts of the community, proact ive decis ions were implemented 
to assess threatened communit ies to determine i f  they were defendable.   Not 
a l l  smal l  communit ies were assessed as being possible to effect ively defend 
under worst case scenar ios, with either inadequate or ni l  defendable space 
around bui ld ings.   
 
Where assessments could not support the not ion of f iref ighters attempting to 
defend a community on the grounds of f i ref ighter safety, then residents of 
those communit ies were provided with advice about the nearest safe refuges 
and est imated impact t ime of f i res.  Where assessments could support defence 
of a community and direct attack was not poss ible,  strategies and tact ics were 
based upon indirect attack to attempt to steer the f i res around affected 
communit ies by establ ishing f irebreaks with machinery and by backburning and 
burning out of strategic areas wherever poss ible.  Provis ion for aer ial  attack 
was bui l t  into the planning process and ut i l ised i f  condit ions permitted. 
 
As an example, Woods Point was one smal l  community that was successful ly 
defended using this approach. An assessment team was al located on 5 
December 2006 to analyse whether Woods Point was defendable. Init ia l  
analys is suggested that the community could be successful ly defended. The 
team assessed individual bui ld ings and assets,  determined whether res idents 
were at home or not, establ ished a register of people leaving and arr iv ing and 
cont inued to discover any unusual or s ignif icant features – e.g. fuel  suppl ies, 
dangerous chemical  storage and useful  areas of hazard reduct ion.  Refuge 
centres were ident if ied. Major access was assessed for i ts l ikel ihood of being 
c losed during the per iod of f i re impact and dur ing the post f ire per iod. At the 
conclus ion of the assessment,  a plan was developed and communicated to al l  
res idents so that the whole community understood the potent ia l  threat.   
Residents were then suff ic ient ly aware of the threat potent ia l  and defence 
capabi l i ty to make an informed decis ion about whether to stay or to go, and 
cr it ica l ly,  where to go to and when, i f  they decided to leave prior to the f ire 
impact.  
 
The planning and communicat ion process was effect ive and the community was 
successful ly defended when f i re inevitably impacted. Simi lar exper iences 
occurred in other remote communit ies impacted by the f i res e.g. Walhal la,  
L icola and Dargo. These examples serve as potent ial  case studies to ass ist in 
understanding the protect ion principles that can be appl ied to smal l  
communit ies. Whi lst  the IFMP process should ident i fy any communit ies that are 
s ituated in bushf ire prone areas and develop longer term plans, the opportunity 
should be taken to formally record the processes employed for considerat ion 
dur ing implementat ion of IFMP. 
 
Key issue: Document and record the immediate planning processes 
undertaken in smal l  and remote communit ies dur ing the f ires to serve as case 
studies for implementat ion of IFMP in l ike communit ies.  

Strategic state level planning during campaign 
 
At an early stage during the Great Div ide Complex, i t  was evident that in the 
unl ikely event of s ignif icant ra in that the f i res would pers ist  for many weeks.  
To address longer term planning needs and to maintain a strategic overview of 
state capacity,  a specia l ist  State Strategic Planning Unit  (SPU) was developed 
and effect ively “bolted on” to the DSE ECC. This unit  was jo int ly staffed by 
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DSE/CFA but included representat ives from support agency personnel,  inc luding 
OESC and DHS.   
 
The unit developed a set of pr inciples enabl ing a regular state-wide planning 
br ief to be prepared. The SPU prepared a “Victorian Fire Situat ion and Planning 
Br ief” on a weekly basis.  This brief considered agency object ives from state,  
Great Div ide Complex f i res and other f i re perspect ives. The br ief focussed on 
understanding the whole of state r isk, the longer term capacity for resourcing 
suppression act iv it ies and management of the f ire consequences. Each brief 
produced had a f ini te l i fe of one week and provided an out l ine of agency 
object ives, analys is of the r isk and operat ional environment - project ions of 
l ikely f i re act iv i ty,  key state r isks - a snapshot of f i re act iv i ty at the beginning 
of the period, resourcing needs and capabi l i ty,  consequence management and 
recovery. 
 
The Planning Brief provided a vehic le to adequately inform State Coordinators,  
Chief Off icers and centra l Government about impact and consequences at a 
strategic level.  In addit ion to being a mechanism to advise Government, i t  
provided the basis for Regional Strategic Plans at IFAC level  to adopt a s imi lar 
format and process. Analys is within the document provided weight to the need 
to requis i t ion outs ide resources and provided guidance to Regional areas about 
broad strategy at state level.      
 
At an early stage in the process, f i re behaviour special ists forecast several 
levels of predict ions for area burnt,  ranging downwards from “poss ible worst 
case” to “probable worst case’  to “average worst case”.  Area burnt rapidly 
approached the probable worst case scenario, suggest ing that the outputs of 
the SPU and the f i re behaviour specia l ists were predicated on substant ia l 
foundat ions. 
 
In essence the SPU was “ integrated” insofar as i t  drew appropriate resources 
from mult ip le agencies without any focus on ensuring a level of equivalence 
from respect ive agencies. It  attracted the most appropr iate personnel for the 
task, regardless of source agency. Important ly, i t  operated from a s ingle centre 
and had a consistent ly appl ied informat ion f low mechanism inwards and 
outwards.  
 
Establ ishment of the SPU (and Joint IMT desk) worked effect ively and achieved 
the object ives of t imely and accurate information to Government, t imely and 
accurate informat ion to major control centres and appropr iate guidance to the 
agencies on a strategic state-wide basis.  The opportunity to reinstate these 
processes in future extended campaigns is  worthy of detai led considerat ion but 
the need for the Joint IMT Desk may be c ircumvented by moves towards a 
s ingle state level emergency control centre which would effect ively integrate 
the whole of state level  coordinat ion between DSE and CFA. 
 
Key Issue:  The role played by the SPU is worthy of further considerat ion.  
Its cont inuing role to operate as a strategic intel l igence cel l ,  working alongside 
the State Coordinator and providing cr i t ica l  informat ion to both internal and 
external stakeholders should be evaluated. Irrespect ive of whether a s ingle 
state coordinat ion centre is  implemented in the immediate or near future, the 
retent ion of this faci l i ty and its appropr iateness as a model for more effect ive 
integrat ion of the f i re services and support agencies should be assessed.  
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Incident Planning  
 
Incident Act ion Plans, effect ively the work schedules for f ie ld crews that set 
out strategic object ives, attracted considerable discussion at a l l  debr ief levels,  
with many suggested improvements. It  was recognised, especial ly in areas that 
had been heavi ly involved in 2002/03, that the IAP process had improved 
markedly s ince then and such areas often conveyed a more posit ive att itude to 
this topic -  “IAPs better than 2003”  (Region).    
 
Other posit ive comments included: 
“IAPs had good content and common goals…” 
“There is  a set system for IAPs…”  
“IAPs were concise,  re levant and appropriate for crews - a big improvement on 
previous inc ident IAPs…” 
“Concise (A5) IAPs were successful…” 
“Easy to fol low and the mapping was great. Several members commented that 
this was the f irst  t ime they’ve used a written IAP.. .”  (Interstate debrief) 
 
Both DSE and CFA agreed to a modif icat ion to the current IAP template to al ign 
i t  with SMEACS10.  This a l ignment al lows the IAP to be used intuit ively as a 
br ief ing paper rather than to require any need to translate information from the 
IAP to a SMEAC br ief ing template. The modif ied IAP template is inc luded in the 
“IMT Toolki t” distr ibuted throughout both agencies. A sal ient observat ion from 
a Real Time Performance Monitor ing vis it  was that endorsed personnel in one 
IMT were unaware of the “IMT Toolki t” a v ital  tool for implementat ion of an 
effect ive IMT. 
 
Contra to the above opinions there is a consistent thread that some IAPs 
cont inue to be too unwieldy. The sheer physical  document s ize, re lated to the 
range of content mater ia l ,  was agreed as too large and inappropriate for their 
key funct ion.  
 
Opinions were also expressed that IAPs were trying to achieve too much – they 
are clearly the works program document for the next f ie ld shift and ought to 
set out what the key strategies and object ives are, but many commentators 
perceived that they also tr ied to serve other purposes by doubl ing up as an 
upwardly report ing and capabi l i ty review document for the Incident Control ler.   
The Volunteer Fire Br igades Victor ia (VFBV), in i ts  review of the 2006/07 f i res 
noted that  IAPs “became too prescr ipt ive  rather than changing as 

 
Depending on the agreed role of the IAP, one concept discussed was to 
produce a mult i  purpose IAP document and transmit only the specif ic f ie ld 
sect ion of i t  to f i reground commanders. This concept was considered after 
2002/2003 and it  was concluded that a mult i -part,  mult i -purpose document may 
introduce more complexit ies than i t  solves with respect to its t imely 
complet ion, fol lowed by disseminat ion of di f ferent components to the correct 
targets.  Retaining the IAP as a s ingle purpose document removes any prospect 

                                                
10 SMEACS – a standard br ief ing format that logical ly captures and addresses 
cr it ical  components necessary for an operat ional br ief ing: S i tuat ion, M iss ion, 
Execut ion, Administrat ion/Logist ics,  Command and Communicat ions, Safety & 
Quest ions   

c i rcumstances changed” and that they ought to be “   a guidance document not …
a prescr ipt ion …      ” 
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for misdirect ion. However,  g iven the addit ional exper iences of 2006/2007, this 
issue requires further considerat ion. 
 
Much discussion centred on the quest ion of 24 hour vs. 12 hour IAPs.  In areas 
where there was good cont inuity between the day and night IMTs, the 
corresponding IAPs tended to complement each other and the IAP document 
effect ively became a “rol l ing IAP”. Conversely, in other areas, a disconnect 
between the day and night IMTs saw quite substant ia l d i f ferences in the IAPs 
being prepared – in the words of several observers: “a lmost as though two 
separate IMTs were deal ing with two separate f i res” and “12 hour IAP has 
problems: Night & day shifts can use very di f ferent strategies ( lack of local  
knowledge can lead to safety concerns)”.  Yet other observers commented that: 
“Style and format kept on changing depending on the planning off icer” and 
“IAP document was di f ferent each shif t with data col lected from one shift  not 
carr ied forward to the next shift”.     
 
The impact of these disconnects was soon apparent to f ie ld commanders and 
caused consternation in understanding what the real object ives were.  
 
General ly,  each 12 hour shif t  operated to a specif ic IAP for that shi ft ,  but in 
some areas, an overarching 24 hour IAP was developed with minor 
modif icat ions for the second shift  depending on feedback obtained from the 
f ie ld dur ing the f i rst  shi f t .  The benef its of this model,  where the IAP was 
issued early morning was considered to yie ld better eff ic iency of resources 
a l located to preparat ion of the IAP and more certa inty for the Logist ics sect ion 
of the IMT to be wel l  informed about issues such as cater ing and fuel 
replenishment needs. A lot of discuss ion, but no consensus, revolved around 
the use of 12 hour vs. 24 hour IAPs.  Both types had their champions but 
consensus def in ite ly occurred on the need for a uniform template and 
consistency in approach from one IAP to the next,  whether a 12 hour or 24 
hour IAP was implemented. It  is  c lear that the matter needs to be incorporated 
into review of the IAP documentat ion, as does the necess ity for day/night IMTs 
to al ign themselves with each other,  with one effect ively becoming the rel ief 
for the other and both working toward the same strategy, perhaps agreed at 
shift  changeover. 
 
Another matter consistent ly ident if ied was that the re lat ionship between the 
current content of IAPs and the need to gather and col late s ignif icant amounts 
of data, impacted on the t ime necessary to complete them. A result  was that 
IAPs were often completed too late for inc lusion in the new shift br ief ing.  Even 
though the IAP was wel l  done, i ts arr ival on the f i reground in mid shift  was too 
late to effect ively translate i ts content and intent to the f ie ld crews. 
 
“Day IMT ignores the IAP prepared by Night IMT…” 
 
“Documentat ion di f ferent each shift  – detai l  co l lected one shift  not carr ied 
forward into next shift ,  12 hour IAP has problems: Night and day shifts can use 
very dif ferent strategies…”  
 
“IAPs done wel l  but not translated down to f i re ground level .  Timel ines too late 
for f ie ld (1/2 way through next shi f t)  
 
“IAPs not del ivered on t ime. Incorporate 24 hr IAP planning…” 
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Regarding systems, i t  was noted that CFA and DSE did use di f ferent systems in 
sett ing up IAPs. There was strong agreement that there needs to be a s ingle 
IAP template that is universal ly used11.    
 
In certa in parts of IAPs it  is  necessary to repeat informat ion i f  the template is  
fo l lowed.  The agreed template ought to be set up so that cr it ica l data is  
entered once and any dupl icate f ie lds that are necessary automatical ly update.  
This would preclude incorrect or conf l ict ing content remaining in an updated 
IAP and el iminate potent ia l ly adverse ramif icat ions. “ improve IAPs – more 
compact,  less dupl icat ion, set template e.g. software l inked IAP do not 
communicate the current s ituat ion – late to staging area.” 
 
Perhaps one quest ion that needs to be asked in review is: “Why is it 
necessary to repeat information within an IAP?” 
 
The need for review of the IAP process was identi f ied as a key issue aris ing 
from the 2005/06 series of debr iefs.  The 2006 Review noted: 
 
“There is  an agreed jo int agency template for IAPs but it  is  not universal ly 
used.  The template requires review with a v iew to s impl i f icat ion. The template 
should require each indiv idual element of re levant informat ion to be entered 
once only,  with automatic regenerat ion elsewhere in the IAP i f  th is is 
necessary.    
 
A key issue identi f ied is  for CFA and DSE to revis it  and ref ine the jo int IAP 
template and determine an approved model and ensure that the format, content 
and use of the model IAP is communicated to al l  potent ia l IMT members. “  
 
Whi lst there has not been a recent state level examinat ion of the IAP process 
completed to date, useful ini t iat ives have been introduced by Regions/IMTs in 
2007 and these need to be explored to determine if  they should be 
incorporated into the state model.  One example was the development of a 
compact A5 vers ion of the IAP. This vers ion attracted favourable comments 
part icular ly in re lat ion to the abi l i ty of Str ike Team Leaders and Sector 
Commanders to provide good feedback for the next vers ion. It  is  important to 
capture these improvements that IMTs introduced into 2007 from their 2003 
experiences.    
 
The review of IAPs should be guided by understanding the fo l lowing issues 
(also ident if ied in 2006): 
 

•  What is the role of the document. 
•  Who should i t  target. 
•  What should i t  contain. 
•  When should it  be prepared and disseminated. 
•  How should i t  be prepared and disseminated.  

 
Issues: IAP processes need a substant ial  review, including: 
 

•  Development,  communicat ion and implementation of a standard IAP 
template to be universal ly appl ied. 

 
•  Considerat ion of the “ l i fe” 12/24 hour issue and  “rol l ing” IAPs. 

                                                
11  Notes   i )  an agreed template does exist for IAPs and is contained within the “IMT 
Toolkit” 
i i )  IAPs were not the only document where indiv iduals developed “their own format” 
dur ing the f i re campaign and a review of al l  templates for plans, handover documents and 
the l ike is  indicated 
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•  The necessity for changing/rel ieving IMTs to not substant ia l ly change 

the intent or format of the IAP, unless the circumstances of the f i re so 
dictate. 

 
•  Ensuring al l  potent ia l  IMT members are aware of and ut i l ize the 

provis ions of the “IMT Toolk i t”.  

Linescan Capability 
Organisat ion of l inescanning and overs ight of equipment/contractors is  
managed by the State Aircraft  Unit.  During operat ional duty in mid December 
2006 the l inescanning aircraft  was caught in a severe downdraft and rapidly 
descended about 8,000’. The incident caused damage, rendering the aircraft  
and the scanner inoperable unti l  repairs could be effected. A second 
l inescanner unit  and aircraft  had been organised to come on stream by 
approximately 20 December 2006. Fol lowing the incident with the f irst 
l inescanner/aircraft ,  7-8 days were required to bring the second combinat ion 
on l ine. Although some assistance was immediately sourced from NSW it  was 
not poss ible to “acquire” a unit for sole Victor ian use pending deployment of 
the second unit .  
 
This shortage became evident to f ie ld users of l inescan output who now regard 
the data produced as intr ins ic to the determinat ion of tasking pr ior i t ies and 
resource al locat ion. ICCs noted that l inescan output needs to be to be 
del ivered to ICCs without undue delay. Mapping units requested raw data which 
they bel ieved would be useful,  but indicate that delays occurred whi lst  the data 
was processed elsewhere to generate higher qual ity maps. The view from 
s ituat ion personnel is that there may be a hangover from the ear ly use of this 
technology when there were few people with the knowledge and ski l l  to 
manipulate the data and produce useful maps. Now, many staff  inc luding ICC 
personnel are much better placed to know what shape f i les, data layers and 
other detai l  are required for their f i re than are mapping specia l ists at the ECC. 
Maps needed by ECC might be total ly di f ferent in nature to those to be 
incorporated into local IAPs and community br ief ing packs. Converse views 
were put by the SAU concerning the understanding of s ituat ion personnel about 
the l imitat ions of l inescanning – weather condit ions necessary for 
implementat ion, strategic areas vs.  blanket coverage and t ime required to 
achieve. 

 

Issue:  Two matters are identi f ied for further considerat ion: 

•  Evaluat ion to determine whether a lternate l inescan capabi l i ty is 
necessary in the event a unit  goes off l ine for an extended per iod. This 
entai ls understanding the uses to which l inescanning is put, how 
effect ively l inescanning outputs were used and the normal and reserve 
capabi l i ty that is avai lable on short not ice. 

  

•  Considerat ion of how l inescan data ought to be transmitted to request ing 
centres and the form the data should take. This wi l l  require analys is of 
the capabi l i ty of “Situat ion/operat ions” personnel to manipulate data 
provided from l inescanning. 

Fire Behaviour Specialists 
 
In 2006/7 a cont inuous Fire Behaviour Specia l ist  ro le was f i l led in the ECC to 
provide f i re predict ion advice to the SPU, IFAC centres and IMTs. This ro le was 
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undertaken by a smal l  number of personnel from DSE, WA, Univers ity of 
Melbourne, Bureau of Meteorology, Canada and US. 
 
Dai ly te leconferences were organized so that the Fire Behaviour Specia l ists had 
the opportunity to exchange information and ideas with each of the IFAC 
centres and IMTs. 
 
The Canadian and USA deployments inc luded personnel who were ass igned to 
f i re behaviour predict ion and meteorological  data col lect ion and analys is.  The 
debrief of this group with their Victorian counterparts concluded that a 
requirement for F ire Behaviour Specia l ists exists,  with a pr imary need at IMT 
level to assist the IMT in understanding l ikely f ire spread under forecast 
condit ions and to make adequate plans to counter that spread. A l ike need was 
recognised at state level ECC/SECC to provide a strategic overview of potent ia l  
f i re spread to assist in understanding l ikely whole of state impact. 
 
A major ro le of the Fire Behaviour Special ists,  ident if ied by them, was to 
provide advice on f i re suppression strategies, especia l ly locat ion of control  
l ines and backburning operat ions. This funct ion was achieved via the various 
Strategic Planning Units and by ad hoc communicat ions where Fire Behaviour 
Specia l ists were al located to IMTs, or by use of central ly located special ists.  
 
Two major products were produced depending on the need. These were a f ire 
spread predict ion map and a potent ial  impact zone map.  The f ire spread 
predict ion map was produced to ass ist  f i re agencies, land managers, ut i l i ty and 
infrastructure managers and publ ic author it ies plan f ire suppression and 
mit igat ion act ions. The potent ia l impact zone maps were produced for publ ic 
a lerts and warnings funct ions, depict ing the poss ible extent of f ire or embers 
within the out look period. These maps inc luded assumptions and calculat ions 
used to produce them. 
 
Analyses were communicated to the Strategic Planning Unit  and State Duty 
Off icer in the ECC and to the Planning Sect ions of IFAC centres and IMTs.  
Roles also included col lect ion and col lat ion of weather and f i re behaviour 
informat ion. 
 
The output from the Fire Behaviour Specia l ists group was not noted as a key 
issue in any of the major debriefs or associated debriefs,  other than to ra ise 
issues with the accuracy of the predict ions. A mixed view on accuracy emerged 
from IMT and IFACC debriefs – some indicated that accuracy was sat isfactory 
whereas others indicated the predict ions were inaccurate.  One IFAC centre 
noted that “Incident predict ion developed at SECC appears to have been 
developed in iso lat ion or without consultat ion of Strategic Planning Unit  at 
IFACC” and noted the solut ion as “Ensure IFACC Strategic Planning Unit  is  
consulted in detai l .”  This note arose from concerns expressed by an associated 
IMT about the predict ion and required the IFAC centre to expla in what the 
predict ion meant. 
   
These concerns related direct ly to the understanding of users about the basis 
on which predict ions are formulated – the predict ions assume no effect ive 
control  and worst case forecast weather.  Addit ional ly,  a lthough each predict ion 
can only be effect ive for a short per iod of t ime, some were “re-c irculated” by 
IMTs. This led to a t ime/date status or val id i ty per iod being inserted on 
predict ion maps. 
 
DHS personnel indicated that avai labi l i ty of potent ia l  f i re spread and impact 
maps to them assisted in ident i fy ing communit ies and potent ia l  v ict ims. This 
enabled DHS to maintain a higher state of readiness in those areas and to be 
able to inst i tute recovery operat ions more rapidly and effect ively.    
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The Fire Behaviour Specia l ists Debrief made a number of recommendat ions for 
future act ion to cement l ike posit ions into place. Some key stakeholders a lso 
hold the view that specia l ist  f i re behaviour ski l ls  form a vita l part of the 
planning process at State and regional level .  The review process did not 
part icular ly inform this v iew either way, other than for the debrief “Canadian 
Fire Behaviour Specia l ist  Funct ions” the debrief notes from New Zealand and 
the DSE/CFA Fire Behaviour Debrief,  a l l  of which strongly promote the concept. 
 
It  is  obvious that at some point planning units must base their  decis ions on an 
understanding of the potent ial  run of f i res dur ing def ined per iods, in order to 
make effect ive plans and to be able to determine where suitable control l ines 
either exist or can be constructed, and the nature of advice, a lerts or warnings 
to provide to the community. The abi l i ty to predict,  with a degree of assurance, 
where f ires might burn to in a def ined per iod and the type of behaviour that 
wi l l  be exper ienced, seems  to be indicated as a precursor to effect ive 
strategies and community information. 
 
The jo int agencies need to consider whether they seek to achieve an expanded 
role for f ire behaviour specia l ists and how they ought to be sourced.   
Quest ions that need to be invest igated include: 
 

•  Are there suff ic ient tra ined people within f ire agencies to provide a 
suitable level of f ire behaviour input to IMTs at normal f i res? 

  
•  Are there suff ic ient expert f ire behaviour specia l ists within the f ire 

industry ( inc luding researchers and personnel external to the f i re 
agencies) to provide appropriate inputs dur ing campaign f i res at both 
IMT level and state level? 

 
Any review must also focus on how Victor ia could provide i tsel f with specia l ist  
f i re behaviour predict ion and where such special ists ought to operate, 
(IMT/IFAC centre/ECC.) There are people within the f ire agencies who possess 
the necessary understanding of f i re behaviour,  inc luding formal tra ining in f ire 
sc ience and pract ical  exper ience, to undertake this task. How many of them 
there and their wi l l ingness to do so needs to be determined. 
  
The Fire Behaviour Specia l ists Debrief (Austral ia, USA Canada) the NZ debrief 
and the Fire Behaviour Debrief (DSE/CFA) contain a ser ies of issues for 
c lar i f icat ion for 2007/08 and beyond and contain input from local personnel.   
These issues would be an appropr iate start point for further considerat ion. It  is  
evident that i f  adopted, the cont inuing use of f i re behaviour specia l ist  services 
must be accompanied by ident i f icat ion and tra in ing of a cadre of f i re behaviour 
personnel and education/tra ining of inc ident management personnel about the 
outputs and what they mean. In turn, that must a lso f low through the 
community informat ion channels.   
 
Issues:   

•  Determine the extent to which f ire behaviour specia l ists ought to be 
avai lable and appl ied to major f ire events at IMT IFAC State levels.  

 
•  Determine how Victoria can supply the level of tra ined and qual i f ied f i re 

behaviour special ists determined as necessary.  
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FIREGROUND COMMAND 
 
Introduction 
 
Feedback on f i reground command and associated issues var ied with many commentators 
acknowledging that overal l ,  f i reground operations proceeded smoothly but that facets do 
require strengthening. Test imony to the efforts of f i reground commanders and front l ine 
f i ref ighters l ies in two very s ignif icant achievements12: 
 

•  Construct ion and consol idat ion of a containment l ine from the Big River 
arm of Lake Ei ldon through Matlock, Aberfeldy and Walhal la,  ending near 
Toongabbie This containment l ine spanned a distance of approximately 
107 km, and was arguably,  one of the most di f f icult  back burns ever 
undertaken by Victorian f i ref ighters.  This l ine was successful ly 
establ ished to hold f ire out of major metropol i tan water supply 
catchments.  

 
•  Construct ion and secur ing of a major control  l ine of approximately 200 

km in length along the southern boundary of the Great Div ide Complex. 
This control  l ine was probably the longest indiv idual control  l ine ever 
constructed and consol idated in Victoria ’s  history,  and was accompl ished 
within nine days  

 
Key issues:  
 
Division/Sector Commanders: 

•  Importance of ro le clar i ty – ensur ing that f ie ld commanders understand 
their  ro le, where they f i t  into the command chain and the expectat ions 
on their ro les, inc luding str ict  observance of safety protocols and 
s ituat ion awareness. 

 
•  The need for them to be managers, to be proact ive and to go looking for 

answers when the system s lows down or stops. 
 

•  Need for them to ensure effect ive communicat ions between the f ie ld and 
the IMT. 

 
•  Ensuring that they have the necessary resources to assist them. 

 
•  Ensuring the teams and personnel,  undertaking legit imate f i reground  

act ivi t ies, but not involved in direct f ire f ight ing, adhere to the chain of 
command (this issue affects a l l  personnel undertaking f i reground 
act iv i t ies other than direct f i ref ight ing).  

 
Fireground safety:  

•  There is a need to cont inue to promote safety awareness at al l  levels 
and not condone any s lackening in high standards. 

 
•  Ensure safety messages are incorporated into al l  t ra in ing exerc ises. 

 
 
•  Consider whether it  is appropr iate re- issue the December 2006 DVD. 

                                                
12 Information source:  Draft narrat ive of the Victorian Great Div ide Fires    December 2006- 
February 2007 
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•  Consider innovat ive methods of re inforc ing the safety message e.g. v ia 

case studies from 2006/07 incidents ident i f ied in the Near Miss and 
Accident Review program. 

 
Staging areas 
 

•  Reinforce the need for dedicated Staging Area management – it  is  not 
the task of a sector or crew leader. 

 
•  Evaluate physical parameters – s ize and locat ion relat ive to f i reground 

(this is  a matter that must be decided on a f i re by f i re basis and is an 
IMT rather than State level  issue). 

 
Access restrictions 
 

•  Resolve the appl icat ion of the access restr ict ion powers and how this 
should be communicated to a l l  stakeholders dur ing pre f ire season 
act ivi t ies.  

•  There is need for dia logue with representat ive media organisat ions and 
the f ire services to develop a Memorandum of Understanding that 
enables al l  media personnel to understand: 

o  The rat ionale for and necess ity of restr ict ing access. 

o  The powers afforded to ICs and Pol ice to restr ict  access.  

o  The potentia l consequences of fai l ing to observe access 
restr ict ions. 

The start ing point for effect ive f ireground command at an incident goes to the 
br ief ings that f i reground commanders receive at the beginning of their shif t .   
They need to understand what the proposed control  strategies are and what 
resources they have at their  disposal so they can arrange and implement 
effect ive tact ics in a bid to achieve those strategies. It is  important that whi lst  
the f ie ld control lers are given broad goals,  the select ion and t iming of tact ics 
to achieve those goals rests very much with the commanders at the f ireground 
who int imately understand the real t ime consequences of current weather 
impact on f i re behaviour.  The choice of tact ics is  c lear ly the province of the 
f i reground commanders and not the role of the IMT, Region or IFAC. Equal ly,  
the f ireground commander is  there to manage the f ireground and to devise and 
implement tact ics in consultat ion with Crew Leaders.  It is a lso important for 
the persons who occupy “ in-charge” posit ions in the f ie ld to understand that 
they must dr ive the process and posit ion their  resources appropr iately in order 
to implement the tact ics that they select.    
 
Br ief ings were var iable. Some f ie ld crews received few or no brief ings and 
others specif ical ly commented that their br ief ings were very good, with c lear 
indicat ions of what they were asked to achieve via t imely IAPs and good qual i ty 
maps. Yet others received good br ief ings, but wel l  after their work per iod had 
commenced [e.g. half way through the shift],  re lated to the delayed complet ion 
and supply to them of an IAP. The major i ty indicated that br ief ings were 
adequate and on t ime, but there were suff ic ient who reported otherwise to 
indicate that strengthening is necessary.  
 
A number of responses indicated that command procedures on the f i reground 
were not always fo l lowed, with direct “ interference” from groups, regions and 
ICCs, and even an IFAC centre, that effect ively bypassed cr it ical l inks in the 
chain.  The Str ike Team Leaders debrief noted that: “Not enough credit and 
credence was given to f i reground commanders.  Decis ions were taken at too 
high a level that should be taken closer to the f i re l ine.”  It  is  di f f icult  to 
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encourage people to undertake their  ro le when somebody else at a higher level  
tr ies to do it  for them. Conversely,  ICCs reported instances where there was “a 
lack of s i tuat ion reports/communicat ion from the f i reground back to ICC 
demonstrat ing either lack of exper ience or a fa i lure to understand the role and 
needs of the ICC”.  
 
This last comment relates direct ly to input to IAPs and informat ion f low. Just 
as f ie ld crews need t imely and accurate brief ings, so to do IMTs need t imely 
input from Divis ion and Sector Commanders,  caused by those Commanders 
effect ively communicat ing information upwards from the f ie ld to the IMT.  
   
One instance was recorded where a team holding no direct f i reground 
responsibi l i t ies began direct ing crew management, ordered the removal of 
f i ref ighter/s from the f i reground and dictated to the crew without reference to 
anyone else in the chain of command. Whi lst  the removal of persons who are 
not f i t  to remain on the f ireground has to be not ional ly supported, there should 
be almost no scope for persons outs ide the chain of command to begin order ing 
changes. This is  a matter that needs to be factored into the processes for 
various indiv iduals or teams to ensure that al l  members understand their role 
with unambiguous c lar i ty and that their responsibi l i t ies l ie in advis ing and 
consult ing an appropriate person in the chain of command about any 
recommended courses of act ion rather than by direct ly implementing those 
act ions. 
 
A s imi lar comment about ro le c lar i ty appl ies to Div is ion/Sector Commanders.  
In a circumstance where a ni l ,  inadequate or unclear br ief ing was provided, 
some commanders r ight ly took i t  upon themselves to inquire up the command 
chain what their tasks were supposed to be. Others waited to be to ld,  with the 
result  that forces remained idle at staging areas for lengthy per iods.  
F iref ighters of any persuasion do not l ike to hurry there, wait  and then go 
home without undertaking productive work. Commanders need to be assert ive 
to ensure they receive the information they need to do the tasking without 
unnecessary delays.  The issue of Str ike Team Leaders and Sector Commanders 
exerc is ing effect ive command was speci f ical ly addressed in the CFA Pre-
Season Update September 2006 .   
 
F ield commanders indicated that their  span of control  needs to take into 
account two factors – the number of personnel report ing to them and the 
nature of the topography that governs the physical  s ize of their command. The 
most extreme instance required a 2.5 hour dr ive along the control  l ine. 
 
It  was universal ly recognised that local knowledge within key f ie ld areas was 
invaluable (as i t  is  in an IMT). Sometimes f ie ld commanders have no or very 
few resources to ass ist  them, other than the crews at their  d isposal.  A number 
commented that strengthening the resource al locat ion to f ie ld commands could 
ass ist , to ensure that the commands have some local  knowledge as wel l  a 
stronger resource base for management of the command – not s imply more 
f i ref ight ing crew but one or two “assistants”.  “Make sure you have the r ight 
equipment, e.g.  two radios, dr iver,  penci l ler” (Extract from September 2006 
Pre-Season Update).   
 
The personnel to f i l l  these roles might be found from within IMT structures. It  
was agreed that s imply because there is  a posit ion “cel l”  within the IMT 
structure it  does not always require f i l l ing and release of a smal l  number of 
personnel to assist f ie ld command would be valuable. ICs have previously been 
encouraged to al locate suff ic ient resources to f i reground commanders (Div is ion 
and Sector Commanders). These matters were comprehensively covered in the 
DVD and notes issued to each Brigade in November 2006 (refer footnote 7).      
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Key issues: 
•  Role clar ity – ensur ing that f ie ld commanders understand their role, 

where they f i t  into the command chain and the expectat ions on their  
roles, inc luding str ict  observance of safety protocols and s ituat ion 
awareness. 

 
•  The necessity for them to be managers,  to be proact ive and to go 

looking for answers when the system s lows down or stops. 
 

•  Necessity for them to ensure effect ive communicat ions between the f ie ld 
and the IMT. 

 
•  Ensuring that they have the necessary resources to assist them. 

 
•  Ensur ing the various teams and personnel,  undertaking legit imate 

f i reground  act iv it ies, but not involved in direct f ire f ight ing, adhere to 
the chain of command. This issue affects a l l  personnel undertaking 
f i reground act ivi t ies other than direct f i ref ight ing. 

Firefighter safety 
 
Safety issues were frequent ly discussed under the f i reground command topic at 
debriefs.   Issues raised included:  

•  Ident if icat ion and adequate marking of dangerous trees and other 
hazards.   The Gippsland regional debr ief records that “52% of al l  
reported safety incidents involved dangerous trees...”  

 
•  Avai labi l i ty of chainsaws in crews or teams assigned to work as a unit  in 

areas where dangerous trees exist  and where there prospects of being 
isolated by fal len trees. 

 
•  The need to ensure that 4WD dr iver capabi l i ty extends to rugged terra in, 

s imi lar to that encountered during the Great Div ide Complex. 
 
•  Observance of requirement to report actual and near miss incidents.  

 
•  A general  requirement that a l l  f i reground personnel must operate so as 

not to compromise safety standards; e.g.  a Sector Commander 
approached a Divis ion Commander rais ing concerns about people not 
wearing appropriate PPE and was advised to ignore non-observance.  

 
Discussions with the jo int Near Miss and Accident Invest igat ion team 
highl ighted a percept ion that dangerous trees f igured more prominent ly dur ing 
2006/07. Two separate incidents where trees fe l l  without warning caused three 
ser ious injur ies. A number of other inc idents re lated in serious vehic le damage.  
This matter was also ra ised during international debr iefs and during the major 
debriefs. The extent of “dangerous trees” is re lated direct ly to the type of 
vegetat ive cover through the f i re areas general ly and a much greater exposure 
to forest f ire in 2007, the very dry nature of heavy fuels contr ibut ing to more 
trees catching al ight and burning down, but i t  may also be indicat ive of 
f i ref ighters ’  increased r isk acceptance, due to the extensive nature of f i res in 
2003, 2006 and 2007 and a lesser awareness of being “r isk averse”,  a matter 
proposed by the Near Miss Team. Timely reminders general ly about the dangers 
of trees in forest f ires are indicated. The use of case studies from relevant 
incidents dur ing 2007 can assist to keep these matters highl ighted at a l l  levels.   
Inclus ion of these matters into f ie ld commander training, especial ly deal ing 
with their ro les and responsibi l i t ies is  indicated. 
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Safety of f ire f ighters was a recommendation from the VBI: “That DSE and CFA 
cont inue to stress f iref ighter safety as their highest pr ior i ty for incident 
managers and f ire ground supervisors.”  Whi le f iref ighter safety is a 
fundamental  component of the f ire agencies ’  overal l  operat ing phi losophy and 
the agencies can demonstrate that i t  is  wel l  embedded, it  is not a matter that 
can be addressed and set aside. Consistent and cont inuing efforts to reta in 
f i ref ighter safety at the forefront of a l l  people in the command chain are 
necessary.  Although SOPs or Standing Orders should a lways be subject to 
review and changed when necessary, regular publ icat ion of “case studies” from 
safety inc ident invest igat ions should be pursued as a means of effect ively 
informing f i ref ighters about specif ic safety issues.  
 
In pract ice, the issues ident i f ied from the direct f i re management and safety 
perspect ive have al l  been previously ident i f ied in the 2005/2006 f i re season.  
To address this,  the Chief Off icer mai led a short DVD and a double s ided s ingle 
sheet of A4 notes (refer footnote 7) to every Br igade and Region, plus 
suff ic ient addit ional copies for each authorised Sector Commander and Str ike 
Team Leader.  This in it iat ive targeted several  important elements, including: 
 

•  Increasing the effect iveness of f i reground commanders by understanding 
roles and responsibi l i t ies and taking command. 

 
•  Reinforcement of safety,  s ituat ional awareness and br ief ings. 

 
•  Working with other agencies.  

 
The opportunity was also taken to ra ise awareness of the nature of the 2006/07 
f i re season that was developing, and to br ief ly descr ibe recent changes in 
Water Replenishment pol icy in the DVD. 
 
Unfortunately,  the Great Div ide Complex f i res commenced pr ior to the 
distr ibut ion of the DVD, potent ial ly l imit ing the desired impact during 
2006/2007 because of the immediate and severe f i re impact. However, i t  is 
opportune to consider cont inuing to promote the DVD as the messages are st i l l  
re levant to the issues identi f ied in 2006/2007. Other strategies to promote 
more effect ive command at f i reground leadership level also need to be 
considered. 
 
 
Key issues:  

•  There is a need to cont inue to promote safety awareness at al l  levels 
and not condone any s lackening in high standards. 

 
•  Ensure safety messages are incorporated into al l  t ra in ing exerc ises. 

 
•  Consider whether it  is appropr iate re- issue the December 2006 DVD. 

 
•  Consider innovat ive methods of re inforc ing the safety message e.g. v ia 

case studies from 2006/07 incidents ident i f ied in the Near Miss and 
Accident Review program. 

Staging areas 
 
Consistent management processes for staging areas arose as an important 
issue for f ireground command. These are usual ly points of assembly for 
mult ip le str ike teams and crews al located to a sector and are often the points 
where f ie ld br ief ings are del ivered. A consequence is  that many people, 
vehic les and equipment assemble at staging areas for changeover, re-supply 
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and br ief ings. Without order ly management act iv it ies may be unnecessar i ly 
protracted.    
 
It  is  universal ly agreed that each staging area ought to have a dedicated 
manager who reports to the Divis ion/Sector Commander and staff  should be 
avai lable onsite, whenever Str ike Teams are st i l l  act ive, and for example, may 
require fuel  or other suppl ies located at the SA. Responsibi l i ty for and 
management of Staging Areas should not be tacked onto the dut ies of a 
f i reground commander who holds responsibi l i ty for a div is ion or sector.   At 
some Staging Areas alternating management processes were employed by DSE 
and CFA, depending who was on shif t ,  causing some confusion, and hence 
delay to the resources ( interstate) attending. 
  
Staging areas must be suff ic ient in s ize to cope with ant ic ipated assembl ies and 
associated plant and people movements.  Location in re lat ion to the f ireground 
is cr it ica l  and transport between the SA and the f i reground should operate in a 
logical  f low. Examples were instanced of SAs located up to 40 ki lometres from 
the f ireground, requir ing a one hour drive at the end of each shift  by crews 
who were required to changeover at the SA, including handover of f i reground 
vehic les. 
 
Key Issues:  

•  Reinforce the need for dedicated Staging Area management – not the 
task of a sector or crew leader. 

 
•  Evaluate physical parameters – s ize and locat ion relat ive to f i reground 

(this is  a matter that must be decided on a f i re by f i re basis and is an 
IMT rather than State level  issue). 

 

Non–combatants 

Community members and residents 
 
A cr i t ica l  matter facing residents within communit ies that are threatened or 
l ikely to be threatened by f i re is their decis ion about whether to stay and 
defend their  property or leave the potent ia l f i re impact area early for a safe 
area. The Emergency Management Act (1986) and the Country Fire Author ity 
Act (1958) provides residents with the r ight to stay with and defend their 
homes during a wi ldf i re. The f i re services act ively promote the concept of 
individuals deciding what they wi l l  do, recognis ing publ ic ly,  that many 
successful  bui lding defences occur because able bodied people are present. It  
is the aim of the f i re services to provide relevant and t imely information to 
threatened communit ies to enable individuals to make informed decis ions with 
suff ic ient t ime to enact those decis ions, whether they are to remain or leave 
the area ear ly.  
 
To assist in traff ic management issues on act ive f i regrounds, which may include 
al l  or parts of communit ies where some residents have elected to remain and 
other res idents have elected to leave, an IC may request VicPol ice to c lose 
certa in roads because of safety issues. To this end, the jo int f i re agencies, CFA 
and DSE, and VicPol ice developed a new pol icy deal ing with traff ic management 
at f ires in November 2006.  
 
This pol icy was implemented during 2006/07 but there some confusion about 
the precise meaning of certain terms, part icular ly the meaning of a “total” 
versus a “part ia l”  road c losure and whether certa in author ised vehic les and/or 
persons may be al lowed past control points. The f i re services can request 
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condit ions for road c losures which may include ful l  and part ia l  c losures with 
certain condit ions of entry for author ised personnel,  inc luding f i ref ighters 
attending the incident in their own vehicles, plant and equipment contractors, 
other Emergency Services,  non-combatants including ut i l i ty companies and 
welfare/support/recovery agencies and media representat ives who are 
appropr iately c lothed and accredited. 
 
Whi lst i t  is accepted that the decis ion to “stay or go” res ides with persons who 
are at their home pr ior to the expected f ire impact and that persons who are 
not at their res idence when f i re impact becomes l ikely can legal ly be prevented 
from returning because of f i re condit ions, the provis ions that are actual ly 
appl ied and how they wi l l  be implemented are not universal ly c lear.  The 
dist inct ion between residents who had elected to stay, versus those who 
attempted to return to defend propert ies was an issue identi f ied during the 
review.  
 
There was some uncertainty about the powers of the f ire services and Pol ice to 
restr ict  traff ic at certain points. Although not specif ical ly ra ised at debriefs 
level,  the Real T ime Performance Monitor ing team/s did uncover mult ip le 
instances where access to “c losed” areas caused some concern. 
 
There is general agreement that Pol ice do not have the power to remove people 
from an area under “pecuniary interest”, i .e. they cannot direct a forced 
evacuat ion, but they have the absolute author i ty to stop people with pecuniary 
interests from returning to an area to protect their assets.  VicPol ice 
acknowledge that they can stop anyone from enter ing a f i re area, whether they 
hold a pecuniary interest or not in the f i re impact or l ikely impact area. The 
VicPol ice v iew is that they wi l l  deny access at the request of an Incident 
Control ler but i f  people refuse to stop it  is unclear as to whether they wi l l  be 
forc ibly detained, because the Off icer may then have obl igat ions to detained 
person that could prevent them carrying out further cr i t ical  dut ies, or whether 
their detai ls wi l l  be col lected for later act ion. In a cr it ica l  f i re s ituat ion this 
could pose some dif f icult ies for the Pol ice in cont inuing to undertake their 
responsibi l i t ies.  
 
The issue of exact legal powers regarding the c losure of access and who is or 
is  not al lowed to by-pass a c losure is  c lear.  What does require further dia logue 
is how those powers wi l l  be enacted and how relevant information is 
communicated to the community about the l ikely impact of road c losures, i .e.  
individuals wi l l  be a l lowed to remain at home i f they have elected to stay but 
individuals who are not at their  home when f i re condit ions are suff ic ient to 
warrant road c losure may not be permitted to by-pass a traff ic management 
point.   
 
Key issue: 
Resolut ion of the appl icat ion of access restr ict ion powers and how this should 
be communicated to al l  stakeholders dur ing pre f i re season act iv it ies. 

Media  
Provis ion exists for media who are appropr iately tra ined, att ired and 
accredited, to access parts or al l  of some f iregrounds when access to other 
non-accredited persons may be restr icted or denied. As a general observat ion 
media representat ives did obey the essent ia l  requirements.  There were 
instances, brought to the attention of real  t ime performance monitor ing teams, 
where access to f iregrounds was restr icted to f i re suppression act iv i ty only and 
several media representat ives attempted to gain access by conceal ing media 
ident ity passes and posing as volunteers in yel low overal ls , in order to pass 
through Traff ic Management Points and gain access to restr icted s ites.  
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Media are an essent ial  part of the partnership to provide t imely informat ion to 
the publ ic.  The act ions of an irresponsible few who put themselves at r isk,  
potent ial ly placing f iref ighters, who may cal led upon to extract them from 
dif f icult  s ituat ions, in jeopardy, was regarded by some as supreme idiocy. As a 
very minimum, dia logue between responsible media organizat ions or 
associat ions who can represent media general ly and the f ire services is  
indicated in a bid to address this problem. It  is  not an easy s ituat ion to resolve 
but the fol lowing issues must be included on the agenda for considerat ion: 

 

•  Development of a “Memorandum of Understanding to ensure that 
journal ists understand that incident control lers have the last word on 
areas that are unsafe for access” – these are the words from a Victor ian 
Pol ice off icer providing feedback to the review process. 

 

•  Determine whether del iberate transgressors should have accreditat ion 
withdrawn. 

 

•  It  is  cr i t ical  for a l l  p layers to understand that i f  the peri lous s ituat ions 
into which transgressors del iberately put themselves are real ised, then 
the f ire services may not be able to extract them or ass ist  them because 
of extreme r isk to f i ref ighters and they could effect ively be on their  own. 
(but that should not be al lowed transpose into a “carte blanche” for 

 

Key issues:  
•  There is need for dia logue with representat ive media organisat ions and 

the f ire services to develop a Memorandum of Understanding that 
enables al l  media personnel to understand: 

o  The rat ionale for and necess ity of restr ict ing access. 

o  The powers afforded to ICs and Pol ice to restr ict  access.  

o  Potent ia l  consequences of fai l ing to observe access restr ict ions.   

individuals to commit stupid and foolhardy acts). 
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IT COMPATIBILITY 
 
Introduction 
   
This sect ion discusses the lack of easy compatibi l i ty and interoperabi l i ty 
between the CFA and DSE information technology systems. These factors 
provide barr iers to t imely transfer of information. Lack of compatibi l i ty a lso 
impacts the effect ive implementat ion of ful ly integrated processes when key 
report ing centres at IMT or IFACC level must resort to dupl icat ing information 
channels to separate f i re agency coordinat ion centres. 
 
Informat ion technology issues impact at al l  levels and onto most processes 
inst ituted by the f i re agencies.  

Key issues: 

•  There is need for examination of informat ion technology systems to 
overcome the exist ing impasse and to determine how effect ive and 
integrated information systems can be establ ished.  

•  This examinat ion needs to occur concurrently with proposals to 
implement a s ingle state coordinat ion centre. 

IT systems f igure prominent ly in the report ing and management process.   
Three discrete levels of act iv ity are ident if ied.  
  

•  When isolated f i res occur during per iods of low f ire load, they are 
managed either by DSE or CFA, often as a sole response agency and the 
ICC reports v ia the normal chain of command of the control l ing agency 
to the relevant ECC or SECC.  

    
•  When the f i re load increases and joint/cooperat ive/coordinated efforts 

are necessary, report ing begins to become less c lear,  a lthough each ICC 
normal ly cont inues to report upwards through the chain of command of 
the designated lead agency. This is not a lways as c lear cut as descr ibed 
and there is  opportunity for cross-over and lack of c lar ity and 
understanding about what the vert ical report ing process should be, 
especia l ly when f i res become either very numerous or very large and 
involve several  regions. 

   
•  The third level  occurs when mult ip le f i res, potent ial ly spanning several  

CFA/DSE regions, are aggregated into a “complex”.  Under those 
c ircumstances, to ensure that a consistent report ing structure prevai ls,  
an Integrated Fire Agency Coordinat ion Centre (IFACC) may be 
establ ished. ICCs associated with the complex report to the IFAC centre 
which in turn provides informat ion direct ly to both state level emergency 
coordinat ion centres (ECC and SECC). 

 
    
At each and any of those levels there are many associated act iv it ies that are 
re l iant upon an effect ive IT system, including: 

•  Preparat ion of IAPs. 
 
•  Tracking of resources – personnel,  plant, suppl ies.  

 
•  Logist ics processes for order ly acquisi t ion and receipt ing of essent ia l 

suppl ies. 
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•  Provis ion of information to SECC/ECC for agency and interagency 

coordinat ion. 
 

•  Provis ion of information to media,  VBIL -  pr imari ly for community 
informat ion. 

 
•  Interagency communicat ion. 

 
Each of CFA and DSE maintain separate IT platforms and communicat ions 
systems. Although some operators are able to extract certa in re levant 
information from either system, the vast majori ty are unable to do so and 
effect ively cannot make the two systems “ta lk” to each other. Under the 
c ircumstances out l ined in the three act iv ity scenar ios above, the f i rst  level  
operates on one IT system/platform but as soon as there is  escalat ion to a 
higher level ,  d i f f icult ies imposed by incompatibi l i ty between the systems are 
immediately apparent. This matter has been examined before and the bottom 
l ine is  that the key f ie ld operators – local  distr ict and regional staff– are not 
universal ly sat isf ied with the service provided by two dif ferent systems. Real 
T ime Performance Monitor ing teams were deployed on f ive occasions dur ing 
2006/07. In four of those deployments, IT issues f igured prominent ly as 
matters for improvement, impact ing on resource tracking and management 
(twice), integrat ion of management,  dupl icat ion of effort  and logist ics 
processes.    
 
Whi lst i t  is reasonable to observe that not everyone agrees upon the need for a 
common system, the greater majori ty do agree on the need for a system that is 
inter-operable (whether i t  be a single common system or a combinat ion of 
separate systems) to freely al low interchange of data. This was a source of 
constant frustrat ion frequent ly voiced during the review and the answer is  not 
s imply a matter of cross tra in ing in both systems but the issues emerge from a 
general  level  of incompatibi l i ty between the platforms and/or the software. 
 
When high levels of f ire act iv i ty were occurr ing, the need for a guaranteed 
communicat ion l ine was readi ly apparent. To ensure that there was effect ive 
coordinat ion of supply of jo int IMTs between regions, DSE/CFA and RECCs and 
IFAC centres, a jo int IMT desk was establ ished in the DSE ECC to ensure that 
re levant communicat ions were directed to where they were needed. In a s imi lar 
vein, establ ishment of a jo int strategic planning unit ,  attached to the DSE state 
coordinat ion centre provided a state level overview of strategic planning 
issues.  Both of these faci l i t ies operated effect ively. The North East IFACC 
experienced great di f f iculty in report ing separately to both agencies so the only 
pract ica l  solut ion was to dupl icate information f low from the centre to sat isfy 
needs of both agencies. This instance serves as an excel lent example where 
effect ive integrat ion between the two agencies is st i f led by systemic 
l imitat ions. 
   
It  is  not a big leap from this posit ion to the point where there is  a single l ine 
of report ing for a l l  f i re matters to a s ingle emergency coordinat ion centre – not 
to either or both of the SECC and ECC but to a dedicated, s ingle, a l l  agency 
ECC or SECC. This concept was ra ised in the VBI and, whi le prel iminary steps 
have been undertaken on this issue, the t ime is opportune to progress i t  
further.    
 
There is a strong message that key local  and regional operators are not able to 
operate as effect ively as pract icable with dupl icated IT systems that are not 
compatible. It  may wel l  be a measure of the stronger level of integrat ion 
between CFA and DSE at ICC/RECC/IFACC levels,  ref lect ing greater levels of 
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organisat ional matur ity,  that further highl ight the disbenef its of separate IT 
systems.  

It  is  not a s imple undertaking to delete exist ing systems and replace them with 
a s ingle a l l  purpose IT system. This matter was extensively canvassed during 
the 2005/06 debr iefs13 and the issues ident i f ied then are very s imilar in 
2006/07. There is no easy solut ion but the matter requires exhaust ive 
examinat ion to determine what is feasible and what wi l l  work. Any review of 
jo int or interoperable IT systems must proceed hand in hand with the concept 
of establ ishing one state level coordinat ion centre. There wi l l  be an impact that 
wi l l  accrue on report ing between the proposed s ingle State centre and ICCs, 
IFAC centres and the exist ing regional structures for CFA and DSE.  

Key Issues:   

•  There is need for examination of informat ion technology systems to 
overcome the exist ing impasse and to determine how effect ive and 
integrated information systems can be establ ished.  

•  This examinat ion needs to occur concurrently with any proposals to 
implement a s ingle state coordinat ion centre. 

 

                                                

13 “Whi le  i t  is  at t ract ive to conc lude that a s ing le  Emergency Serv ices IT system should be 
created,  progress ion of  the concept  requ i res very carefu l  invest igat ion and analys is .  
Investment in  a s ing le emergency internet  s i te where agencies can eas i ly  share the ir  la test 
in format ion may be substant ia l .  Such a system would need to be interoperab le and compat ib le  
across and between Emergency Serv ices agenc ies ,  be robust  and re l iab le ,  prov ide easy access 
for  end users  – State and Regiona l  coord inat ion,  IMTs,  f i reground -  and have suf f ic ient 
capac i ty  to handle very h igh peak in format ion loads dur ing s ign i f i cant  events .  The so lut ion  
may be a s ing le system or  a range of  compat ib le  systems, wi th prov is ion for  ef f ic ient  data 
shar ing and data warehous ing,  but  there are many quest ions that  requ i re answers before 
embark ing on e i ther course.”  Extract  f rom 2005/06 rev iew.  
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LOGISTICS 
 
Introduction 
 
This sect ion discusses logist ics supply (excluding interact ion with MECCs that is  
discussed ear l ier).  A major in i t iat ive was the use of mobi le ful ly self  contained 
camping faci l i t ies provided by the North Altona Equipment Centre (DSE).   
 
Key issues:  
Logistics supply 

•  Definit ion of roles in logist ics and specif ic cross agency tra ining. 
 
•  Triggers to indicate whether to favour establ ishment of base camps vs.  

hard accommodat ion, inc luding procedures for camp management and 
layout. 

 
•  Need to recognise the need for provis ion of logist ics support and/or a 

logist ics role at staging areas and base camps. 
 
Finance and resources tracking 

•  Development of a capable f inance tracking system. 
 
•  Need for development of a capable electronic resources tracking system.  

 
 
•  Resource tracking and stores control needs a consistent system at IMT, 

Staging Area and Base Camp levels.  
 

Communication 
•  Need to assess exist ing radio and telephone and coverage to ident ify 

l imited coverage areas. 
 
•  Need to ensure that communicat ions planners are incorporated into each 

IMT/ICC and that there are adequate numbers of tra ined communicat ions 
planners are avai lable.  

 
•  There is need for review of and adopt ion of a consistent template for 

developing communicat ions plans. 
 

•  Need for communicat ion capabi l i ty with external plant operators. 
 

•  Need to ensure that al l  command vehicles include command and 
operat ional radios (dual radios). 

Positive outcomes 
 
Logist ics issues ident if ied with benef ic ia l  impact inc luded: 
 
Abi l i ty to camp f i re f ighters c loser to remote f ires was valuable.  For f ires in 
areas remote from the normal run of services avai lable in rural  communit ies, 
especial ly cater ing and accommodation, the services provided by the DSE 
Equipment Centre at North Altona were very highly regarded. The Centre has 
the abi l i ty to provide ful ly sel f  contained mobi le units including camping, 
cater ing, laundry, ablut ion and toi let fac i l i t ies.   Although the camp process was 
suitable, some work is  needed regarding camp management, as there are 
a lways f i re f ighters in camp rest ing between shifts.  Camp layout can impact 
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s ignif icant ly on the abi l i ty of off  shi f t  personnel to rest,  as can determinat ion 
about whether a camp should be wet or dry.  
 
Travel to and from f ires by bus/coach was general ly wel l  p lanned and organised 
(there were some issues with the use of short haul buses that were not 
considered suitable for long distance transport).  
 
Appl icat ion of key learnings from 2002/03. Persons with exper ience from the 
Alpine Fires were able provide useful local advice regarding supply of 
accommodation, cater ing and other essentia l  services. 
 
Formal ised and documented handover brief ings between logist ics leaders 
included detai ls  of completed act ions and those in tra in or which need to be 
fo l lowed up. This meant “ less to s l ip through cracks.” 
 
CD - IMT tool k i t  was useful.  From logist ics perspect ive, value was increased by 
adding the Logist ics Manual to the IMT tool k i t .  
 

Areas for strengthening 
 
Areas where strengthening was considered necessary included: 
 
Train ing of logist ics staff.  Often Logist ics posit ions were f i l led by persons with 
l i t t le or no training in IMT funct ions. There was a perception among logist ics 
staff  from 2006/07 that the logist ics funct ion was sometimes taken for granted 
and that there was no consistent system across the state and between 
agencies, with l imited pre-planning and integrated tra ining. 
 
F inances. There was a perceived need for stronger l inks between IFAC and ICCs 
in tracking expenditure. There is l imited abi l i ty to ascerta in “big picture 
spending”,  e.g.  plant i tems were considered to represent an expenditure i tem 
approaching aircraft costs in real terms on some f i res but there were 
l imitat ions on managing that expenditure imposed by overal l  p lant management 
procedures and resource tracking capabi l i t ies, result ing in inabi l i ty to 
understand exact ly what plant was in service, where it  was located and what 
f inancia l  arrangements existed.  
 
External plant contractors and their management. Inappropr iate or inadequate 
plant and plant operated by inexper ienced and unprepared operators, uncertain 
t ime keeping and account ing procedures. Examples included plant engaged for 
f i ref ight ing in heavy t imber without fa l l ing object and rol lover protect ion, 
inadequately att i red operators (PPE not worn or not provided).  A percept ion 
was that often outs ide contractors were retained without any appreciat ion of 
their ski l l ,  capabi l i ty and experience. Noted that this is a Distr ict/Regional issue 
to ident i fy and establ ish a register of suitable plant and operators during the 
off f i re season (along the same l ines as the process used by the SAU to ident ify 
and accredit  cal l  when needed aircraft) 
 
Resourcing of staging areas and management processes for staging areas and 
base camps needs a logist ics presence. There was a lack of consistency in 
systems appl ied to staging areas and camps management that could be 
overcome by t ighter logist ical  arrangements.  
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Key issues: 
 

•  Definit ion of roles in logist ics and specif ic cross agency tra ining. 
 
•  Triggers to indicate whether to favour establ ishment of base camps vs.  

hard accommodat ion, inc luding procedures for camp management and 
layout. 

 
•  Need to recognise the need for provis ion of logist ics support and/or a 

logist ics role at staging areas and base camps. 
 

•  Development of a capable f inance tracking system. 
 

•  Development of a capable electronic resources tracking system.   

Resources Tracking 
 
It  is  noted that the issue of a resources tracking system is a matter that remain 
outstanding from the VBI recommendations14 from 2002/03. It  is  a matter that 
rated mentions in many facets of f i re management operat ions dur ing this 
review. For example, the communicat ions debrief noted that “lack of a suitable 
resources tracking system means that a number of portable infrastructure units 
are st i l l  outstanding, locat ion unknown as of 13 Apri l  2007.”  This is but one 
example and highl ights the need for a s ingle al l -agency tracking system that is 
appl icable at a l l  levels.  
 
Key Issue:  Development of a capable electronic resources tracking system.  
Resource tracking and stores control needs a consistent system at IMT, Staging 
Area and Base Camp levels.   
 

Catering 
 
Overwhelmingly, cater ing was the subject of a much greater inc idence of 
favourable comments than unfavourable comments. Of 17 debrief records that 
nominated issues about cater ing, 14 were very posit ive. The same 14 debriefs 
also provided 5 negat ive comments, predominant ly centr ing on specia l  needs 
cater ing (e.g. vegetarian).  In al l ,  7 debriefs identi f ied areas for improvements.   
Perhaps another important stat ist ic is  that 53 other debr ief records ( local,  
crew, region, IMT) made no reference to cater ing, thereby inferr ing that no 
issues were evident and that cater ing was sat isfactory. 
 
From the total  suite of comments recorded 14 were favourable and 7 ident if ied 
some shortfa l l ,  i .e. 66.7% favourable vs. 33.3% unfavourable. (Note: in 
2005/06, raw analysis of comments drawn from the debrief database indicate a 
rat io of favourable to unfavourable comments of 55:45)  
 
For record purposes, a l l  of the comments ident i fy ing cater ing areas for 
improvement extracted from the debriefs reviewed are l isted below: 

•  Cater ing managers have no health training (this referred to people in 
IMTs responsible for organis ing catering). 

 
•  Type of food. 

 

                                                
14 VBI recommendat ion 21.8 “That DSE, CFA, MFESB and VICSES work co-operat ively to 
establ ish a common system for resource tracking dur ing major f i res and incidents.” 
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•  Some shifts missed. 
 

•  Cater ing didn’t  go wel l  (vs. in the same debrief: cater ing did go wel l).  
 

•  Cater ing at (the local) hotel  not good (preferred DSE cater ing tra i ler),  
late f inishers missed, oranges not suitable due to peel. 

 
•  Some problems with special  needs/vegetar ian. 

 
•  Cater ing for vegetar ians to be considered. 

 
Perhaps a te l l ing stat ist ic l ies in the comments provided by 
interstate/ internat ional units.  Those that commented about cater ing (USA, NT & 
ACT) were high in their praise for both the standards of cater ing and its 
del ivery. The US cont ingent indicated its intent to introduce some of the 
Victorian catering concepts to US f i re management. 
 
The CFA implemented a comprehensive Cater ing Review dur ing the f i re season.  
A component of this review was a survey undertaken throughout the Brigade 
structure to col lect data about the needs and preferences of br igades 
concerning cater ing standards, types of meals ( inc luding “rat ion packs”),  
methods and t imel iness of distr ibut ion, hygiene, local  or other faci l i t ies and 
arrangements and communicat ion about cater ing issues. 
 
Whi lst  cater ing is  not ident if ied as an issue that requires any speci f ic attention, 
l ike many other facets of f i re management, i t  is a matter that a lways has to be 
in the foreground and never al lowed to “s l ip through the cracks”. The outputs 
from the CFA survey wi l l  provide a sound platform to maintain a high standard.   

Communications 
 
This sect ion discusses communicat ions pr incipal ly in the context of f i reground 
issues. It  ident i f ies that communicat ions from a given point to any other point 
is not always achievable. This is not related to any inadequacies in the 
infrastructure used but to physical  l imitat ions that affect any ground based 
communicat ion system. Some temporary solut ions are avai lable to deal with 
areas of poor coverage but this is  not a guaranteed solut ion and 
“communicat ions plans” that ident ify any shortfa l ls  are cr i t ical  to safe and 
eff ic ient operat ions .   
 
Key issues: 
 

•  Need to assess exist ing radio and telephone and coverage to ident ify 
l imited coverage areas. 

•  Need to ensure that communicat ions planners are incorporated into each 
IMT/ICC and that there are adequate numbers of tra ined communicat ions 
planners are avai lable.  

•  There is need for review of and adopt ion of a consistent template for 
developing communicat ions plans. 

•  Need for communicat ion capabi l i ty with external plant operators. 

•  Need to ensure that al l  command vehicles include command and 
operat ional radios (dual radios). 

 
“Communicat ions” issues canvassed dur ing the review covered the ful l  gamut 
from inter-agency communicat ion, communicat ion l inks between incident 
management structures (Div/Sector – IMT- IFACC - ECC), l inks to MECCs, 
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media,  VBIL, CFA/DSE websites,  interstate/ internat ional units and f ireground 
communicat ions.  Many of these issues are addressed elsewhere in this report 
so this sect ion deals pr incipal ly with f i reground communicat ions.     
 
Positive outcomes 
 
F ireground communicat ions l is ted the fol lowing posit ive matters: 
 
“Radio communicat ions system - Suff ic ient channels common to CFA / DSE…” 
“Technical  staff  on ground, Communicat ions planner in s i tu in IMT...” 
“Fire ground communicat ions worked wel l   

Local l ia ison 
Technical  support 
People more aware” 

“Radio infrastructure in NE and Gippsland (Mountains and elevated s ites)…” 
“UHF portables for ta lk ing to contractors - Fire service integrat ing to publ ic 
system…” 
“Use of the crane truck to temporari ly e levate bases or repeaters to obtain 
e levat ion for improved radio coverage…”  
“Relocat ion of the communicat ions van and instal lat ion of addit ional phone 
l ines…” 
“Support to Telstra Technic ians to enable access to Telstra code red area for 
maintenance/repair work…” 
 
Areas for strengthening 
 
Areas ident i f ied for strengthening included the fo l lowing, some of which 
conversely, are also ident i f ied as areas with a posit ive outcome: 
 
“Management of f i reground black spots…” 
“Radio communicat ion pract ices/disc ipl ine…” 
“No capacity to speak with pr ivate contractors - Pr ivate contractors are 
operat ing on a dif ferent radio system...” 
“Communicat ion “agency specif ic”- Dif ferent ways of operat ing, 
Communicat ions Plan is  not integrated…” 
“Ineffect ive Communicat ions Plan. Communicat ions planner inf lexible…” 
“Radio network congested. - Lack of dual f i t  radios in vehic les, did not use 
default  communicat ions plan, poor radio discip l ine, insuff ic ient frequencies…” 
“System fai lure -  Black spots and restr icted frequencies. Did not use 
trunking.. .” 
“Ni l  or insuff ic ient and ineff ic ient communicat ions to exist ing plant operators 
(and GPS and training). Lack of offs iders…”  
“Trunking system fai led…” 
“Not enough radios handhelds and mobi les - Vehic les on f i re l ine not suitable…” 
“Coverage not good at t imes - Dead spots, frequencies not suited/strong 
enough for dense smoke or mountains/gul l ies…” 
“More mobi le repeaters 161 Mhz and UHF…” 
“Area of coverage of mobi le phones - Topography and lack of towers…” 
 
Considerat ion of the posit ive outcomes and areas for strengthening indicate an 
uneven display of implementat ion across the state.  Some issues are l is ted as 
s imultaneously “good” and “not good”.  For example some areas reported that 
the “f i re services were able to integrate into the ‘publ ic ’  system and have good 
communicat ions with contractors v ia UHF” vs. the contra of “ni l  or insuff ic ient 
communicat ions to exist ing plant operators”,  and “Communicat ions Planner in 
s itu in the IMT worked wel l”  vs.  “Ineffect ive Communicat ions Plan – 
Communicat ions planner inf lex ible”.   These di f ferences suggest there is  a need 
to c losely examine the way in which communicat ions services are provided and 
managed in di fferent parts of the state. 
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Acknowledging that a range of physical condit ions can severely impact onto 
communicat ions abi l i t ies, a l l ied with infrastructure used by di f ferent agencies, 
there has long been recognit ion that a cr i t ical  element of major response 
act iv i t ies is the development of an effect ive communicat ions plan that takes 
into account the exist ing systems and infrastructure, known l imitat ions in the 
area (e.g. blackspots) and any provis ions for temporary addit ions to capacity or 
infrastructure (e.g. temporary bases/repeaters suspended on cranes or 
bal loons).  
 
The statewide communicat ions debrief noted inconsistencies in the way in 
which communications plans were developed: “Inconsistent format”,  “Different 
standard format” and a “range of templates being used to prepare the plans”.    
 
There are c learly expectat ions held by some people that they should be able to 
communicate from almost any point,  at any t ime, to any other point.  Given the 
nature of the terrain within which f i ref ight ing must happen, this cannot occur 
with current ly avai lable technology that uses an array of ground located bases 
and repeaters.  Some of the condit ions descr ibed negat ively are the very 
reasons that radio communicat ions don’t  work wel l  or at a l l  e.g.  mountainous 
terra in and the effect of deep watersheds. Locals should be able to ident ify 
areas of poor or ni l  coverage and bui ld those into the planning processes for 
management of indiv idual f ires unless there are alternative solut ions that can 
be inst i tuted in t ime for effect ive use over a def ined area e.g. instal lat ion of a 
temporar i ly e levated repeater.   
 
Whi lst these concerns are noted there ought to be no expectat ion that those 
matters can be easi ly resolved. Some areas resorted to innovative measure 
such as suspending radio repeaters from a crane or a large bal loon, or by 
posit ioning into an aircraft. Although the f i re services can sometimes 
implement emergency measures in poor radio coverage areas, mobi le te lephone 
coverage rests with te lecommunicat ions provider. Given the s imilar i ty in the 
technology used, i t  is not surpris ing that areas of poor radio coverage often 
coincide with “black spot” radio coverage and again there is  no s imple f ix.   
That noted, the opportunity should be explored with telecommunicat ions 
providers regarding the provis ion of temporary coverage enhancements in those 
areas where the te lecommunicat ions agencies cannot just i fy permanent 
arrangements.   
 
It  is  important that end users can understand that the reasons why everyone 
cannot communicate with everyone else, wherever and whenever they want to, 
are technological ly based and are not specif ica l ly re lated to the system/s used 
in Victor ia. It  is not that Victoria uses a lesser technology – i t  is  that there are 
no radio communicat ions systems that a l low mult iple users to re l iably 
communicate i rrespect ive of locat ion, terrain, distances and exist ing network 
loads.   
 
It  is  cr i t ical  then to appreciate that effect ive use of exist ing systems rel ies 
heavi ly upon understanding the capabi l i t ies and l imitat ions of the systems in 
use, temporary f ixes that can be appl ied, adequate user training and 
incorporat ion into incident communicat ions plans of known weakness in a local  
area. 
 
The issue of f i reground communicat ions necessar i ly involves a considerable 
e lement of technical  understanding.  Importantly,  the communicat ions Strategic 
Working Group includes members technical ly ski l led in communicat ions systems 
and infrastructure. Apart from its pr imary role of developing recommendations 
for change this group could a lso be tasked with preparat ion of a short br ief ing 
that succinct ly describes radio communicat ion systems in use including a short 
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narrat ive on why i t  is  not possible to guarantee 100% effect ive point to point 
communicat ion.   
 
Centra l  to their  del iberat ions, in addit ion to communicat ions issues ra ised 
across the whole spectrum of debr iefs wi l l  be the detai led debrief recent ly 
conducted, the “Statewide Communicat ions Debrief”.   
 
Key issues: 

•  Need to assess exist ing radio and telephone and coverage to ident ify 
l imited coverage areas. 

 
•  Need to ensure that communicat ions planners are incorporated into each 

IMT/ICC and that there are adequate numbers of tra ined communicat ions 
planners are avai lable.  

 
•  There is need for review of and adopt ion of a consistent template for 

developing communicat ions plans. 
 

•  Need for communicat ion capabi l i ty with external plant operators. 
 

•  Need to ensure that al l  command vehicles include command and 
operat ional radios (dual radios). 
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GENERAL OBSERVATIONS 
 
Introduction 
 
This sect ion descr ibes observat ions about the importance of consistency in 
complet ing duties and task across the whole f ire management structure.  
Whenever there is a departure from “standard pract ice” dur ing demanding 
events, extreme frustrat ion is exper ienced by indiv iduals and teams who may 
then attempt to “f ix” the problem. One of the principal  reasons to develop 
“standard operat ing procedures” or “standing orders” is that i f  a l l  part ic ipants 
are tra ined and or exerc ised to s imi lar levels,  then they wi l l  understand what 
tasks they are required to perform and the standard processes to achieve those 
tasks.  
 
Key issue: Al l  f i re management personnel must be aware of and understand 
the need for standard and consistent procedures to apply to each facet of f i re 
management.  Whi lst  innovation should a lways be encouraged, changes to 
standard procedures must not occur in an ad hoc fashion and al l  personnel 
should be tra ined and encouraged to accept systems as they are presented and 
not to inst itute changes “on the run”. It  is  appropr iate to make representat ions 
for change through relevant channels e.g.  debr iefs or post f ire reviews. 
 
 There was a very strong recurrent message from indiv iduals and groups about 
the “ importance of consistency in how things are done.”  
  
To i l lustrate this further a select ion of comments drawn from debrief records 
fol low: 
 
“Lack of consistency between shifts – often no constancy between teams…” 
“Too much turnover of people on the desk, personnel need train ing and 
consistency...” and  
“ i f  there was a protocol establ ished for a l locat ing a consistent t i t le,  date and 
t ime it  would make saving i t  to a folder easier…”  (Indiv idual feedback forms) 
 
“Consistency of informat ion through chain of command needs improvement…”  
(Sector Commander/str ike team) 
 
“Too much turnover in posit ions. ‘Every day was groundhog day’ . Especia l ly 
logist ics.”,  and “Need consistency (ful l  t ime) in whoever is doing the 
buying/purchasing and tracking f inancing.. .” (US debrief) 
 
“We need pre-organised IMTs from a core group to achieve consistency of 
approach to IAPs…” (Regional debr ief) 
 
Some examples of the manifestat ion of lack of consistency include: 
 
Changeovers: The importance of the outgoing posit ion/unit/crew br ief ing 
the incoming posit ion/unit/crew. Such br ief ings need to be concise and s imple 
but must inc lude detai l  or descript ions of what were the cr i t ica l  achievements 
in the outgoing shift  that wi l l  impact on the incoming shift ,  what cr it ical 
pr ior it ies st i l l  ex ist,  what needs to be done next and what systems are being 
used to achieve work outputs. The levels of changeover br ief ings ranged from 
ni l  to very good.  
 
Systems and Templates: Perhaps one of the most common references 
was that systems and ways of achieving work outputs and the templates used 
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for developing plans and recording var ious data were subject to constant 
change, inc luding highly cr it ica l  documents such as IAPs and end of shif t  hand-
over fo lders and papers. A number of respondents,  and notably several of the 
out-of-state cont ingents,  noted the constant ly changing faces they encountered 
each day were often accompanied by a new method or system or template for 
detai l ing and recording work.   
 
Other comments included: “there didn’t  seem to be any system for recording 
this so I developed my own template” (maybe related to electronic template 
formats that did not work or were miss ing or the operator was not aware how 
or where to access the formal template). Comments of this nature indicate a 
lack of understanding and exposure to the intended systems and perhaps a less 
than ful l  appreciat ion of the context of the ro le/s being undertaken. 
 
Constant staff rotation:  “ logist ics worked real ly wel l  – we had a 
consistent team.” Whenever staff  were a l located to a task for reasonable 
rotat ions of 5-7 days they had opportunity to develop synergies within their 
team and with other arenas in the IMT/IFACC/SECC/ECC, especial ly i f  they 
returned to their or ig inal  ass ignment and were not re-al located elsewhere.  
Where they were rotated very quickly in and out,  there was no opportunity to 
develop these relat ionships with a loss of cont inuity and potent ial  for 
tasks/issues being “dropped through the cracks” between shifts.  The matter of 
community interact ion was ident i f ied as a cr it ica l area where it  was seen to be 
benef ic ia l  to have “the same faces”,  inc luding locals, del iver ing the latest 
updates and f i re news to the community, through development of 
understanding and trust between the presenters and the community, rather 
than alternate processes where dif ferent presenters rotated almost dai ly.   
 
Communications planning: Incident communicat ions plans, a cr it ical  
aspect of IMT and f ireground operat ion were frequent ly di fferent between IMTs 
due to “Inconsistent format”, “Dif ferent standard format” and a “range of 
templates being used to prepare the plans”.  As a consequence, some planners 
exper ienced dif f iculty in complet ing adequate plans.        
 
Consistency in the way in which act ivi t ies are planned and implemented is 
important to enable systems and procedures to stand up under di ff icult  
operat ing circumstances and for operators to know and understand what those 
systems are. This is  a matter that a l l  Strategic Working Groups need to 
consider as i t  pervades the whole spectrum of f i re management act ivi t ies.  

   
Key issue:  Al l  f i re management personnel must be aware of and 
understand the need for standard and consistent procedures to apply to each 
facet of f i re management. Whilst innovat ion should always be encouraged, 
changes to standard procedures must not occur in an ad hoc fashion and al l  
personnel should be tra ined and encouraged to accept systems as they are 
presented and not to inst itute changes “on the run”. It  is appropriate to make 
representat ions for change through relevant channels e.g.  debriefs or post f i re 
reviews. 
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STRATEGIC ANALYSIS OF KEY ISSUES – THE 
WAY FORWARD 
 
Introduction 
 
This sect ion br ief ly describes how the review process wi l l  cont inue on beyond 
the complet ion of this report.  Complet ion of this report marks a point only part 
of the way through the analys is steps represented diagrammatical ly in Appendix 
5. The report has ident if ied key areas that Victorian pract it ioners have judged 
should either be adopted or amended. It is  now the task of the local  
pract i t ioners who understand how f ire management operates in Victoria to 
ensure that their proposed act ions f i t  within the pol i t ica l,  socia l  and f inancial  
constraints that prevai l .     
 

Strategic Analysis of Review Outcomes 
 
Key issues ident if ied through this review process were presented and discussed 
at a workshop on 8 May 2007 that inc luded f ive Strategic Working Groups. The 
f ive groups are focussed on: 

•  Informat ion Flow to the Community 

•  Coordinat ion with Other Agencies 

•  Communicat ions  

•  Logist ics  

•  Planning/Fireground 
 
Each group is led by senior funct ional personnel from within each agency who 
have pr imary portfo l io carr iage of the key issues assigned to the group. The 
working group memberships inc lude other pract i t ioners for the subject areas to 
analyse outcomes and develop strategic level act ions that can provide 
maximum return for investment.   
 
Ar is ing from the review process are very large quant it ies of data, most of which 
have been acquired from the extensive operat ional observat ions that arose 
dur ing a severe and protracted season. To gain ful l  value from the review 
process these data require addit ional considerat ion and analys is to delve more 
deeply into key issues that have been ident if ied. Often, there wi l l  be no s imple 
and easy solut ion and i t  may not always be the case that a gener ic solut ion wi l l  
f i t  the ent ire state.  
 
Strategic Working Groups wi l l  have access to any review mater ia l  for 
examinat ion, inc luding this report,  the s ix major regional debr iefs,  other 
debrief records and reports of associated programs. Examinat ion of debriefs 
that were the foundat ions for the regional debr iefs indicates that they achieved 
their goal of ident i fying key issues and f i l ter ing out those matters that ought to 
be, and can be, addressed at local  and regional levels.  It  is considered that i t  
would be more productive for the Strategic Working Groups to focus on the 
more lateral  debr iefs and reviews – the funct ional area, special ist ,  and 
interstate/internat ional debriefs and associated programs reports -  rather than 
to examine the underly ing debriefs in detai l .  That said, should Strategic 
Working Groups wish to examine the underlying debriefs,  then they should be 
afforded that opportunity.  
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They have a short t ime frame in which to create and maintain momentum to 
develop proposals for amending how CFA and DSE wi l l  move their partnership 
forward. They also need to place any observat ions from this f i re season into 
the framework of learnings from ear l ier f i re seasons, and include other 
performance improvement programs already underway or planned. The t imel ine 
to chart their  direct ion and develop respect ive act ion plans for presentat ion at 
a joint DSE/CFA workshop is by mid June 2007.      
 
The t ime frame to achieve any changes that are approved, prior to next f ire 
season is also l ikely to be short. Whenever change is agreed, i t  is necessary to 
def ine the change parameters,  develop appropr iate documentat ion/templates 
and communicate the changes to staff.  Speci f ic tra ining may also be necessary.  
Any changes that are contemplated but not completed by the start of the next 
f i re season need very careful assessment to determine whether they should be 
implemented mid season or held over unt i l  after the f ire season.   
 
Some changes, by their very nature wi l l  require a longer per iod for 
implementat ion than is avai lable before the onset of the 2007/08 season. It is 
important therefore that in determining what changes ought to occur, that a 
proposed t imetable for implementat ion should s imultaneously be developed.  
Where an immediate solut ion, pr ior to 2007/08 f ire season, is  not real ist ic, 
strategic working groups, and ult imately the agencies, need  to determine 
whether the current s i tuat ion should remain or whether short term processes 
can and ought to be put in place to address ident if ied shortcomings. 
 
Ideal ly,  some changes should be achievable before the onset of the 2007/08 
f i re season, but given current c l imat ic indicators, the next f i re season may wel l  
commence ear l ier rather than later and the t imeframe for development,  test ing 
and implementat ion could be l imited to as l i t t le as 4-5 months for any 
in i t iat ives sought to be introduced for the 2007/08 f i re season. 
 

Concluding Remarks 
 
Recognis ing that benef its can only accrue i f  ear ly and determined progress is 
made on internal review, DSE and CFA agreed to commence this current review 
process in February 2007, despite the potent ia l that remained for f i re act iv ity.   
The prel iminary br ief ing of the Strategic Working Groups on 8 May 2005 was 
the in i t ia l  step in the detai led analysis to determine what needs to be adopted 
or a ltered, what the outcomes sought are and when any act ions should occur .   
 
The f i re business is  not a part t ime program. Different aspects of i t  require 
attent ion at dif ferent t imes of the year but there is  a lways a cr it ica l  component 
in progress that needs attent ion and resourcing – direct f i ref ight ing in the f ire 
season, prescribed f ire act ivi t ies in autumn, recruitment,  tra ining and 
preparatory act iv it ies in winter/spring. A review simi lar to the 2006/07 review 
was undertaken for the 2005/06 f i re season. 
 
The 2005/06 f i re season review was completed in July 2006, although some 
strategic analys is had been in it iated earl ier. By the t ime the working groups 
commenced their analyses, hazard management burning operat ions were wel l  
underway and the f i re season in North America was wel l  developed.  Victoria 
was soon requested to deploy resources to the USA, meet ing those requests 
under an internat ional agreement. 
 
At about the same t ime as the US deployment returned to Austral ia,  f i re 
services in NSW sought interstate assistance.  Victor ia,  the closest state to 
much of the NSW f ire act ivi ty,  deployed considerable resources to NSW but the 
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rapid onset of the local  f i re season, many weeks ahead of schedule for Victor ia,  
dictated that this ass istance could not be sustained.  A short whi le later the 
tables were turned completely with NSW and other states providing ass istance 
to Victor ia through December and January. Between 1 December 2006 and ear ly 
February 2007, a constant and protracted f iref ight,  last ing for one day short of 
ten weeks, with only a l imited respite,  in late December 2007, occurred. 
  
Whatever the cause and longevity of current cl imate impact there can be no 
dispute that South Eastern Austra l ia is  in the throes of a drought that now 
exceeds any s imilar event in l iv ing memory. Despite the intent ion to implement 
changes aris ing from the review of the 2005/06 f ire season, events conspired 
to mil i tate against immediate outputs from most of the strategic working 
groups that were created to manage the process from twelve months earl ier.  
 
It  is  important to appreciate that change to procedures and process does not 
just happen with the f l ick of a switch, and in many cases several years are 
required for ful l  and effect ive implementat ion. Whi lst there were few immediate 
benef its apparent from the 2005/06 working groups - excluding community 
information f low where 2005/06 strategies effect ively del ivered what that which 
they intended - strategic processes are now imbedded in the Publ ic Lands Fire 
Init iat ive – Operat ional Procedures Project, which is  matched by s imi lar and 
related CFA projects.  Taken to their  u lt imate conclusions, these projects wi l l  
address the issues raised in the 2005/06 review as wel l  as this review. Those 
processes have been included in the Strategic Working Groups processes. 
  
Information flow to the community 
 
Establ ishment of the VBIL and i ts subsequent expansion and enormous 
advances in community interact ion, bui ld ing on the processes developed dur ing 
2002/03 both pr ior to and dur ing f i res is  a model for other states, indeed other 
countr ies to fo l low. The agencies have developed strong informat ion f lows to 
communit ies to enable residents to make t imely decis ions to stay or go, and 
incorporate good understanding of the l ikely consequences of leaving home at 
inappropriate t imes, and the condit ions l ikely to be experienced during the 
passage of the f i re front.    
 
Act iv it ies under FRV provide people l iv ing and working in bushfire prone areas 
with abi l i ty to better understand the potentia l impacts of f i re on them and their  
immediate environs. Although the targets set by the VBI regarding community 
informat ion f low have c learly been achieved, in it iat ives to maintain strong 
bonds between f ire agencies and f i re prone communit ies wi l l  ensure no 
diminution in community understanding and appreciat ion of the ro le of f i re.  
 
Resourcing 
 
A cri t ica l  need ident i f ied under resourcing is  the development and 
implementat ion of an effect ive tracking system for resources and f inances.   
Development of a cooperat ive resources tracking system across CFA, DSE, MFB 
and VicSES is a mult i -agency recommendat ion that remains outstanding from 
the VBI.   Given the almost certa in associat ion with informat ion technology, i t  is  
appropriate that this proceed in concert with IT reviews.   
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Coordination and Integration 
 
The two f i re agencies CFA and DSE are rapidly transit ing from jo int to 
integrated operat ions. Ref lect ion on the interagency relat ionships only a 
decade or so ago highl ights the advances made and these were further 
character ised this season by ful ly integrated faci l i t ies that were establ ished – 
Strategic Planning Unit , Joint IMT desk and integrated IMTs. One of the 
outstanding recommendat ions from the VBI is the establ ishment of a s ingle 
state coordinat ion centre cover ing al l  emergency agencies. It  is  proposed to 
address that recommendat ion, from the perspect ive of the f i re services, by 
establ ishment of a s ingle f ire emergency coordinat ion centre pr ior to the 
2007/08 season. Implementat ion of this wi l l  substant ial ly re inforce 
improvements in integrat ion achieved dur ing 2006/07. 
 
Planning 
 
Implementat ion of the Integrated Fire Management Planning model,  adopted in 
2007, wi l l  cont inue to strengthen community interact ion with the f i re agencies.  
A press ing need remains for review of inc ident act ion planning processes, one 
of the key facets of operat ional f i re management.  
 
Fireground 
 
Whilst there are several  issues f lagged for improvement, the f i reground 
personnel who successful ly implemented two massive control  l ines ref lects the 
ski l ls  and tra ining of the many personnel who part ic ipated in these f ires. The 
achievement of these two control l ines is symbol ic of the degree of sk i l ls  and 
capabi l i t ies exercised. It  is important to recognise the development of such 
ski l ls  and capabi l i t ies and also the management structures that a l low exercise 
of those ski l ls  over protracted events. 
 
IT compatibility 
 
In concert with the proposal to implement a s ingle state level emergency 
coordinat ion centre is  the necessity for review of IT platforms and software to 
enable seamless interchange of informat ion and data between the services.  
Bear ing in mind this need, general ly very posit ive comments were contr ibuted 
about the standard and avai labi l i ty of web based f ire mapping.  
 
I t  is  the opinion of the author, supported by the outcomes of this review, that 
f i re management in Victor ia has come a long way in recent years. 2002/03 was 
a watershed year that resulted in extensive inquir ies through the VBI. Since 
that inquiry most of i ts recommendations have been addressed. CFA and DSE 
reports on the VBI recommendat ions indicate that specif ic recommendat ions 
concerning each agency have been addressed. There are recommendat ions that 
remain outstanding across the ful l  suite of emergency management agencies 
that are not sole ly within the purview of e ither CFA or DSE to implement. 
 
Whi lst  not near ly as s ignif icant as 2002/03, the f ire season in 2005/06 was one 
of the catalysts for this review process.  A s imi lar process was inst i tuted in 
2005/06 but was ref ined and t ightened in focus this year. As indicated above, 
the 2005/06 process was overtaken to some extent by other cr it ical  f ire 
management demands but nonetheless s ignif icant advances were made on 
processes agreed in 2005/06.   
 
Current cl imate condit ions suggest,  at least in the short term, that South-
Eastern Austra l ia may exper ience a higher frequency of di f f icult  f i re condit ions 
than has previously been the norm. It  is  possible that severe seasons in the 
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nature of 2002/03 and 2006/07 with protracted per iods of adverse f i re weather 
wi l l  prevai l  more frequent ly than history now records. For these reasons, i t  is  
imperat ive that communit ies in f ire prone areas cont inue to work in an al l iance 
with the f i re services and it  is  equal ly imperat ive that the f i re services 
recognise the benefits of that a l l iance. 
 
Up to this point,  the f i re services have responded to community needs to reach 
a posit ion where Victor ia now has communit ies based in f i re prone areas that 
are, more than l ikely, better informed than their counterparts elsewhere on the 
globe.  Indicat ions from their response to the 2002/03 inquir ies, and the events 
of 2005/06 and 2006/07, regarding operat ional  issues, are that the two f i re 
services, CFA and DSE, wi l l  continue to develop and ref ine their partnership in 
order to maintain effect ive rural and forest f i re capabi l i t ies.   



 

July 2007            Page 81 of 96 

APPENDICES 
 



 

July 2007            Page 82 of 96 

 

Appendix 1: Terms of Reference 
 
 
Independent Review of DSE and CFA Operational 
Performance  
 
2006/2007 Fire Season 
 
Terms of Reference 
 
1 BACKGROUND 

 

Victorian Fire Author it ies (CFA and DSE) have been, and may continue to be, involved 
in major rural/ forest f i res dur ing 2006/2007 f i re season. Already, the Great Div ide 
Complex of f i res have required extended f iref ight ing operat ions from al l  Victor ian f ire 
agencies, and support from interstate and overseas agencies. Other s ignif icant f i res 
have also occurred to date, including f i res in Gippsland in mid October 2006, and the 
Casterton complex of f i res in late November 2006.  Victor ian f iref ighters were also 
deployed to the United States in August through to October to assist in major f i res in 
western USA, and to NSW in November 2006. The potent ia l  st i l l  exists for addit ional 
major f ires to occur in the next few months due to dry weather condit ions.   

DSE and CFA joint ly undertake a number of jo int operat ions performance 
improvement processes, inc luding debriefs,  invest igat ions of near misses and 
accidents,  and real t ime performance monitor ing vis its .  It is  proposed that the 
consultant part ic ipate in key debriefs as they are scheduled, and review the outcomes 
of a l l  processes to ident ify strategic opportunit ies for improvement.   

 

2 OPERATIONAL REVIEW PROCESSES 

 
2.1   Debriefs 

It  is  intended to undertake a series of debr iefs at local and regional level of the 
Great Div ide Complex f i res to capture key lessons learned. It  is  planned that 
Regional Debriefs of the Great Div ide Complex f i res wi l l  be scheduled throughout 
Victoria in late February and early March (subject to personnel avai labi l i ty due to 
potent ial  operat ional; constra ints). Prel iminary planning has ident if ied that up to 6 
Regional Debriefs would be conducted statewide. Local Debriefs are a lso planned for 
f i reground personnel,  IMTs, and state coordinat ion centres, and of al l  interstate and 
overseas support agencies.    

Debriefs have already been held or are planned for other speci f ic s ignif icant f i res 
that have occurred in Victoria in 2006/2007 f i re season. In addit ion, debriefs have 
been conducted or are planned for the CFA/DSE deployment to USA in October 2006, 
and the CFA deployment to NSW in November 2006. 

2.2 Near Miss /Accident Investigations 

DSE and CFA have commenced invest igat ions into a number of near miss incidents or 
accidents. It  is  proposed that indiv idual reports wi l l  be prepared for each incident, 
and that an overview report wi l l  be prepared at the end of the season reviewing the 
outcomes ident i f ied in a l l  individual reports.  
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2.3 Real Time Performance Monitoring Program  
To date, Real T ime Performance Monitor ing Teams have been deployed on 5 
occasions in 2006/2007. Addit ional deployments are possible during the remainder 
of the f i re season. Indiv idual reports wi l l  be prepared for each vis it  and an overview 
report wi l l  be prepared at the end of the season reviewing the outcomes of al l  
individual reports. 

 

3 PROPOSAL 

The independent consultant wi l l  be retained to:  

12.  meet the Chief Off icer (CFA), Chief Off icer Fire and Emergency Management 

13.  

14.  review strategic issues ident i f ied in Local Debriefs of the Great Div ide 
Complex f i res, 

15.  provide a prel iminary report to both Chief Off icers indicat ing key strategic 
issues ident i f ied that need to be immediately addressed, 

16.  attend or review the outcomes of other debr iefs conducted in 2006/2007,  

17.  review the outcomes of real  t ime performance monitoring vis its,  

18.  review the outcomes of near miss and accident invest igat ions,  

19.  meet with key internal and external stakeholders,  

20.  review operat ional performance in the 2006/2007 f i re season against issues 
ident if ied in previous years to ident i fy areas where improvements have been 
made and areas that require ongoing attent ion, 

21.    provide a f inal report on operat ional performance for the 2006/2007 f i re 
season in an agreed format by 30 Apri l  2007 

22.  assist in the presentat ion of outcomes to key internal and external 
stakeholders.  

 

4 OUTPUTS 

4.1  Preliminary Report 
The Prel iminary Report wi l l  be an internal brief ing document provided specif ical ly to 
both Chief Off icers and should focus on key issues that were ident i f ied that could be 
immediately addressed to provide improvement opportunit ies dur ing the remainder 
of the f i re season. The Prel iminary Report should be submitted within 10 working 
days of the f inal Regional Debrief.    
 

4.2 Final Report 
The Final Report wi l l  be a document that is  intended for broad c irculat ion within the 
f ire agencies and also external ly. The report  should detai l  how DSE and CFA 
prepared for and responded to, the 2006/2007 f i re season, what went wel l ,  what 
needs to be improved, and suggest ions about how improvements may be achieved.  
The Final Report should ident i fy a l l  aspects ar is ing from the operat ional review 
processes that impacted Victoria 's  abi l i ty to manage bushf ire r isks, and to rapidly 
and effect ively respond to and control  future bushfires.  The Final Report should 
ident ify major pol icy, procedural,  and capacity issues grouped under the fo l lowing 
headings: 

•  Prevention/Preparedness, 
•  Response  
 

attend the Regional Debriefs of the Great Div ide Complex f i res,  

Divis ion (DSE) to discuss issues and expectat ions early in the process, 
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Init ia l  Attack, 
Ongoing Incident Control,  
Emergency Management Coordination and Lia ison. 

•  Recovery 

•  Other s ignif icant issues ar is ing with focus on s ignif icant r isks to f i ref ighters, 
the publ ic and their assets and the environment. 

 
The Final Report should ident i fy pr ior ity issues and potent ial  solut ions aris ing for 
the operat ional review processes. Whi le the contractor may comment on prior i t ies 
and interdependencies between issues raised, the contractor wi l l  not undertake 
separate operat ional reviews of any of the f i res. 
 
The draft Final  Report should be completed by 15 Apri l  2007. The draft F inal Report 
wi l l  be jo int ly reviewed by the DSE - CFA debrief project team, and may require 
several  i terat ions for complet ion. The Final Report is  required to be completed by 30 
Apri l  2007. 
 

4.3  Stakeholder Briefings 
 
The Contractor wi l l  be required to br ief senior managers within the CFA, DSE, Off ice 
of the Emergency Services Commiss ioner and others as agreed on major issues and 
suggested pr ior it ies, and part ic ipate in internal workshop(s), provis ional ly in May or 
June 2007 where f indings are presented and pr ior ity issues discussed.   

 
5 IMPLEMENTATION 

 
The schedule or rates submitted by the consultant wi l l  be used. During preparat ion 
of the review and at i ts  complet ion, the contractor agrees that a l l  mater ia l 
inspected, reviewed or produced to or by the contractor,  remains as the exclus ive 
property of the State of Victor ia. The contractor undertakes to return any and al l  
such materia l at the conclusion of the review and agrees that the State of Victor ia 
retains exclus ive intel lectual property r ights to such materia l .    
 
The contractor agrees that any informat ion produced or obtained dur ing the course 
of this review process wi l l  remain str ict ly conf ident ia l  and that the contractor wi l l  
not publ ish or attempt to make publ ic any informat ion aris ing dur ing the course of, 
or fo l lowing the complet ion of the contract.  
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Appendix 2: Operational review process 2006/07 
 
Introduction 
 
This appendix descr ibes the review processes that were employed to ident ify 
the issues emerging from the 2006/07 f i re season. Six major regional debr iefs 
were joint ly conducted by CFA and DSE. These debriefs were supported and 
informed by debriefs at unit/ local/distr ict levels and also by debriefs from 
special ist and funct ional areas. Three continuous improvement programs that 
have each been running for several years – Near Miss and Accident 
Invest igat ion, Real Time Performance Monitor ing and Operat ions Analysis – also 
contr ibuted to the review. Many people submitted indiv idual “Debrief ing Record 
Proformas” to record and contr ibute their ideas.  
 
In addit ion to the above inputs the review process included consultat ion with 
stakeholders l isted in appendix 3, inspect ions and discuss ions at key s ites (e.g. 
North Altona Equipment Centre,  VBIL) and the opportunity to consider a draft  
paper by the Summer Campaign Review Working Party of the Volunteer F ire 
Br igades Victor ia (VFBV). 

Regional debrief process 
 
A series of jo int f ire services debriefs was held at local and regional levels for 
f i re act iv ity during 2006/07. Six jo int CFA/DSE regional debr iefs were 
conducted to examine the Great Div ide Fire Complex to capture lessons learned 
from that event as wel l  as other major f ires experienced during the season.  
Whenever possible, these debr iefs were informed by ear l ier debr iefs from crew, 
unit  and distr ict  level, together with funct ional area debriefs,  for example 
Information, Logist ics and Communicat ions funct ions. 
 
To ensure consistency in approach, the s ix regional debr iefs were conducted by 
a faci l i tator,  on the basis that a consistent methodology may assist  in 
ident ify ing whether issues showed a consistent trend, were region/area specif ic 
or were one-off  occasions. 
 
The methodology ut i l ised was based on the ORID discussion technique where 
part ic ipants in the process were encouraged to be: 
 
Object ive: ground their discussions in fact and ident i fy key facts and events 
rather than placing rel iance upon opinions; 
Ref lect ive: ident i fy key turning points and think about why they were key 
points; 
Interpret ive: what issues do the facts of the case ra ise, and 
Decis ional: determine what should be done about those issues that worked 
wel l ,  those that need strengthening, the necessary act ions to fol low and who 
ought to champion those act iv it ies.  
 
Part ic ipants were led through a logical  process to achieve a “f i re management” 
mindset to ass ist  recal l  of s ignif icant events from the f ire season dur ing an 
introductory sess ion, to assist  in establ ishing the facts that could be rel ied on 
and which could be used in later group discussion. Part icipants were then 
voluntar i ly spl i t  into 6 groups to part ic ipate in discussions about key issues on 
the fo l lowing s ix topics: 
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Informat ion f low to the community; 
Coordinat ion with other agencies; 
Planning;   
F ireground command; 
Logist ics; 
Communicat ions. 

 
Part ic ipants were asked to voluntar i ly nominate as a host to lead and record 
discussions under each major topic.  The host remained with that topic for a l l  
d iscuss ions about i t  and   other part ic ipants moved between discussion groups, 
general ly attending discussions in which they had most interest in the subject 
area. The topics were del iberately not narrowly def ined to enable part ic ipants 
to determine what issues they wished to discuss in each group. Not al l  
part ic ipants attended discuss ions in each major topic,  but had the opportunity 
to have input to at least three key topic areas. 
 
The task for each discussion group was to ident i fy and record issues that 
worked wel l ,  issues that required strengthening, and where areas of agreement 
or disagreement existed. Part ic ipants were a lso asked to ident i fy, for those 
matters that require some change, what the desirable outcome should be and 
ident ify the necessary act ion to implement that change. They were also asked 
to consider an appropriate t imel ine for when the act ions ought to be 
implemented and to al locate a general level of responsibi l i ty for implementat ion 
at local,  regional or state level.  
 
Ult imately, each discussion group developed a schedule ident i fy ing the act ions 
that mattered the most i .e. the most important,  and the act ions that ought to 
be implemented f i rst ,  and in some cases to ident ify a “champion” to ensure 
that act ions are carr ied forward. 
 
Each key part of the process were captured by notes either on wal l  charts or 
label led notepaper. The records of each debrief were subsequently typed into a 
format matching the discuss ion format and copies were distr ibuted to each 
part ic ipant. The ful l  records from each of the major debriefs and the underly ing 
debriefs are not inc luded as appendices to this review since much of the 
content refers to matters that need to be adopted, reaff i rmed or introduced at 
local  or regional level .  There is  opportunity to col late the records from the s ix 
major debriefs into a consol idated document, a l though it  is  important to ensure 
that each debr ief record retains its ident ity as many indiv idual,  local  and 
regional act ions were recorded. 
 
The value in retaining each separate debrief record in i ts or ig inal format is  that 
i t  serves as a ready reference document.  Several  instances were discussed 
dur ing the overal l  process where indiv iduals indicated that one of their  f i rst  
react ions on recognis ing the potent ia l  of 2006/07 after massive l ightning 
act ivi ty on 1 December 2006 was to locate their records from 2002/03 and 
refresh their memory on issues that arose from that campaign.  
 
The advantages of us ing this process are: 
 

•  consistency between debriefs;   
•  abi l i ty to rapidly dist i l  events down to important issues; 
•  constant requirement to ground discuss ions around factual events   
•  abi l i ty for a l l  part ic ipants to contr ibute equal ly and to determine 

individual ly what the key elements were from their perspect ive; 
•  no inhibit ion on discussion topics; 
•  abi l i ty to ident i fy areas of consensus; 
•  abi l i ty to def ine the most important and valuable outcomes.  
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The disadvantage of using this process is  that whi le there is  scope to rapidly 
ident ify key issues, the crucia l  p layers (the local IMT or IFAC members) don’t  
have the opportunity to analyse the outputs as a group, and there are quest ion 
marks about whether they real ly “own” the output,  unless they have further 
involvement in the process. In this instance, members from the regional debrief 
teams have been included into working groups to undertake strategic analys is 
 
The col lated records from regional debr iefs, funct ional and specia l ist  debriefs 
and associated programs wil l  form a cr it ica l  part of the strategic analysis of the 
2006/07 operat ion.   

Specialist, functional area and other debriefs 
 
Most funct ional and special ist areas, inc luding interstate and internat ional 
deployments conducted debriefs, as did regional and local  areas in addit ion to 
the s ix major regional debr iefs.  In al l ,  approximately 70 debrief records 
contr ibuted to this the review process. Al l  debr ief records were electronical ly 
recorded in minute, schedule or portable document format enabl ing search and 
extract ion of key issues. The debrief records wi l l  l ikewise form a key part of 
the strategic analys is that wi l l  fo l low this review.  
 
Some specia l ist  and functional area debriefs ut i l ised a s imi lar format as the 
major regional debriefs and were assisted by the same faci l i tator.  Other 
debriefs were conducted without the assistance of a faci l i tator,  but in 
accordance with standing procedures and were appropr iately recorded. In l ine 
with debrief protocols adopted by DSE and CFA, many individuals completed 
and submitted a “Debrief ing Record Proforma” in which they recorded ideas and 
suggest ions for adoption or improvement.  
 

Associated Improvement Programs 
 
Three programs compris ing part of the review are descr ibed below.   

Near Miss and Accident Investigation 
 
Near Miss and Accident invest igat ions were jo int ly conducted on a number of 
inc idents fo l lowing the 2002/2003 f i re season. Given the extent of f i re 
suppression act iv ity dur ing 2005/06, the Chiefs of CFA and DSE formal ly 
establ ished a jo int review process to provide addit ional scrut iny to near miss 
and accident reports. A number of near-miss incidents and accidents to f ire 
f ight ing personnel were reported and recorded in accord with standing 
procedures. 
 
The purpose was to review al l  reported incidents, ident i fy any incidents that 
warranted further invest igat ion, conduct such invest igat ions and ident ify key 
learnings ar is ing from the reviews and further invest igat ion and provide a more 
comprehensive record of these events 
 
To undertake this process a smal l  management group, compris ing Manager: 
Operat ions Performance Improvement,  CFA and Ass istant Chief Off icer: 
Operat ions Support,  DSE was establ ished. To ass ist  the management process an 
invest igat ion and report ing team compris ing a former senior off icer from each 
f ire service was establ ished. 
 
A s imilar process was again undertaken dur ing 2006/07.   
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The benefi ts of near miss or accident invest igat ion emerge when something 
changes as a result  of an invest igation. Those changes may result  from 
improving engineering controls,  e.g.  mandatory use of safety boots and 
helmets, tra ining operators so they know the safe and correct way to do a task, 
and training people to ident i fy a dangerous s ituat ion before something goes 
wrong.   
 
Key lessons can only provide behavioural change i f the lessons are 
disseminated. Most people are natura l ly cur ious and want to know the 
c ircumstances of part icular events – they want to know what happened and 
whether a systemic, operat ional or purely accidental  occurrence contr ibuted to 
the event. Above al l  e lse,  they want to know what key lessons emerged from 
the event and subsequent invest igat ion and what act ion has occurred to 
address any systemic issues. 
 
There is opportunity to use signif icant invest igat ions as case studies and 
publ ish the results in a “Safety Bul let in” or l ike document that is  regular ly 
produced and widely avai lable. It is cr i t ica l  to maintain conf identia l i ty and not 
ident ify the personnel involved. Events must be described in suff ic ient detai l  to 
ensure that readers can appreciate the chain of events that gave r ise to the 
incident and any procedural,  operat ional or systemic changes that are 
envisaged. It  is  rare for an event to be pure chance or misfortune. Equal ly i t  is  
often the case that a sequence of events leads to the incident. Careful  analys is 
of each event should ident ify the chain of events and key contr ibut ing factors, 
without apport ioning blame to any individual.  
 
Results should be periodical ly re leased in the format of a jo int ly badged and 
appropr iately t i t led publ icat ion. This avenue of us ing “case studies” to 
disseminate key lessons regarding safety is  recognised as an important 
technique to transfer informat ion and to highl ight re levant messages. Whilst  i t  
is  important to ensure that SOPs and Standing Orders are updated and re-
issued, the “case study” technique, where readers can ident i fy with real l i fe 
s ituat ions often carr ies a more powerful  message than a re lat ively steri le SOP. 

Real Time Performance Monitoring 
 
Real T ime Performance Monitor ing is  a program developed in 2001/02 to: 
 
a) monitor the act iv i t ies of Incident Management structures to 

•  promote safety throughout the f ire suppress ion effort 
•  promote effect ive and eff ic ient inc ident management, and; 

 
b) promote cont inuous improvement in incident management by  

•  effect ively measuring operat ional performance dur ing incidents, and 
•  re inforcing establ ished standards and performance measures. 

 
As a consequence of their deployment, monitor ing teams focus on systems, 
structure and process. They do not address issues of strategy or tact ics unless 
they ident ify specif ic safety concerns. They should not become involved in 
carry ing out any incident management funct ion other than in exceptional 
c ircumstances.   
 
Act ivat ion of a Performance Monitor ing Team may occur at the request of e i ther 
the State Coordinator of the control agency or the Incident Control ler of a level  
two or three f ire. The teams operate in accord with formal business rules and 
as they are in essence conduct ing a real t ime analys is or audit  of cr it ical  f i re 
suppress ion and management operat ions, experienced and qual i f ied personnel 
are mandatory as team members. They must insert their  team into the 
operat ion in such a fashion as to never compromise the abi l i ty of the incident 
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management structure to conduct i ts business and the Incident Control ler has 
the author ity to hold or amend monitor ing act iv i t ies i f  the team safety or f i re 
f ight ing effect iveness is l ikely to be compromised. 
 
RTPM teams report any issues of immediacy direct ly to the IMT but ult imately 
they formal ly report to the re levant State Coordinator within set t imel ines.    
An important component of report ing is  to ass ign a “r isk rat ing” to f indings, 
compris ing an amalgam of consequence and l ikel ihood of an event occurr ing  

Operations Analyses 
 
Operat ions Analyses comprise the invest igat ion and analysis of specif ic 
operat ional matters brought to the attent ion of the jo int Chiefs. For the 
matters that are invest igated, the analys is team is required to determine 
whether any systems, equipment or tra in ing contr ibuted to the matter under 
review. A further object ive is  to ident i fy from within the matters invest igated 
any candidate scenar ios for more detai led analys is to provide strategic learning 
opportunit ies as part of jo int CFA/DSE performance improvement programs.  
Operat ions Analyses may commence before an incident is control led, but 
general ly cont inue for some t ime afterwards reviewing documentat ion and 
interviewing personnel.  
 
As is  the case with performance monitor ing reviews, the operat ions analys is 
teams must work in c lose col laborat ion with IMTs in c ircumstances where the 
incident is  not yet control led to ensure that their act iv it ies do not negat ively 
impact on response or recovery operat ions. 
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Appendix 3: Schedule of persons consulted 
 
Organisation Position occupied 
 
CFA 
 

 
C h i e f  O f f i c e r / D i r e c t o r  O p e r a t i o n s  
D e p u t y  C h i e f  O f f i c e r s :  

M a n a g e r  O p e r a t i o n a l  P o l i c y  a n d  P l a n n i n g ;   
M a n a g e r  S t a t e  O p e r a t i o n s ;  
E m e r g e n c y  M a n ag e m e n t .  

O p e r a t i o n s  M a n ag e r  S E C C :  
M a n a g e r  R e s e a r c h  a n d  E v a l u a t i o n ;  
M a n a g e r  C o m m u n i t y  D e v e l o p m e n t  P r o j e c t  M a n a g e r ,  I F M P  P r o j e c t ;  
M a n a g e r  E n v i r o n m e n t a l  M an a g e m e n t ;  
M a n a g e r  O H &S ;  
O p e r a t i o n s  O f f i c e r  R e g i o n  2 3 .  
 

 
Department of Human Services 

 
D i r e c t o r  E m e r g e n c y  M a n a g e m e n t  B r a n c h ;   
A c t i n g  M a n a g e r  R e c o v e r y  U n i t ;   
O p e r a t i o n s  M a n ag e r .   
 

 
DSE 
 
 

 
C h i e f  O f f i c e r  F i r e  a n d  E m e r g e n c y  M a n a g e m e n t   
A s s i s t a n t  C h i e f  O f f i c e r s :  

S t r a t e g y  a n d  P a r t n e r s h i p s ;   
O p e r a t i o n s  S u p p o r t ;   

M a n a g e r  P r e p a r e d n e s s ;   
M a n a g e r  C a p a b i l i t y  S u p p o r t ;  
M a n a g e r  E C C ;  
O H S  C o o r d i n a t o r  ( R e g i o n a l ) ;  
P r o j e c t  O f f i c e r  P l a n n i n g ;   
M a n a g e r  S t r a t e g i c  P l a n n i n g  a n d  R i s k  D e p a r t m e n t a l  L i a i s o n  –  W a t e r ;
N o r t h  A l t o n a  E q u i p m e n t  C e n t r e  M a n a g e m e n t  T e a m :  

M a n a g e r  E q u i p m e n t  S e r v i c e s                                 
B u s i n e s s  M an a g e r  – W a r e h o u s e ;  

S A U / S A D  M a n a g e r :   
R e s p o n s e  S u p p o r t  M a n a g e r .  
 

 
Emergency Services    
Telecommunicat ions Authority 
 

 
C e n t r e  M a n a g e r .   
 

 
Jo int CFA/DSE Teams 

 
D e b r i e f  T e a m :   

D e p u t y  C h i e f  O f f i c e r ,  M an a g e r  O p e r a t i o n s  P e r f o r m a n c e  
I m p r o v e m e n t  C F A ;  
M a n a g e r  B u s i n e s s  I m p r o v e m e n t  D S E ;  
M a n a g e r  C o n t i n u o u s  I m p r o v e m e n t  D S E  
P o l i c y / P r o j e c t  O f f i c e r  F i r e  C o d e  I m p l e m e n t a t i o n  D S E .  

 
C o m m u n i t y  I n f o r m a t i o n  F l o w :   

P r o j e c t  O f f i c e r  C F A ;  
P r o j e c t  O f f i c e r  F i r e  I n f o r m a t i o n  D S E .  

 
N e a r  M i s s  a n d  A c c i d e n t  I n v e s t i g a t i o n  T e a m  ( 2 ) .  
 
R e a l  T i m e  P e r f o r m a n c e  M o n i t o r i n g  T e a m  ( 2 ) .   
 
O p e r a t i o n s  A n a l y s i s  T e a m  ( 2 ) .  
 
N a r r a t i v e  T e a m  ( 4 ) .  
 
 

Off ice of Emergency Services 
Commissioner 

 
D e p u t y  C o m m i s s i o n e r  P o l i c y  a n d  P l a n n i n g .  

Parks Victor ia  
D e p u t y  G e n e r a l  M a n a g e r / D i r e c t o r  F i r e  &  E m e r g e n c y  S e r v i c e s .  
 

V ictoria Pol ice  
S t a t e  E m e r g e n c y  R e s p o n s e  C o o r d i n a t o r .  
 

V ictoria State Emergency Service   
D i r e c t o r  O p e r a t i o n s .  
 

V ictoria Bushf ire Information Line  
W e n d o u r e e  M an a g e m e n t  T e a m  ( 4 ) .  
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 Appendix 4: External coordination with support agencies 
 
External Coordination with support agencies (excluding MECC) 

Victoria Police 
In addit ion to the issues of interact ions between MECCS and the f i re agencies 
discussed above in (External Coordination between Fire agencies and MECC) 
Victoria Pol ice ra ised issues with traff ic management points and road c losures.  
 
There is a need to re-engage on the issue of road closures and cont inue the dia logue 
to ensure that the f ire services, Pol ice and support agencies understand and 
implement the provis ions that apply,  and communicate those provis ions to the 
community us ing pre-f i re educat ion tools.    
 
These matters may not be easy to resolve and require considerat ion at appropriately 
senior levels between representat ives of the var ious agencies,  able to make binding 
agreements and commitments on behalf of their agency. There is  need for a 
structured process that ident i f ies those areas where there is a lack of c lar ity about 
procedures and their implementat ion, fol lowed by act ion to resolve the issues 
ident if ied.  
 
This matter is  further discussed in Fireground Command: Non-combatants.  

Victoria State Emergency Service 
 
Victoria State Emergency Service (VicSES) undertook many individual taskings and 
deployments dur ing the f i res, inc luding 800+ volunteers who were involved in 2450 
individual ass ignments,  and staff  who were involved in more than 520 individual 
ass ignments.  
 
VicSES volunteers provided support for more than 270 shifts at f i reground Staging 
Areas, including the provis ion of Staging Area Managers to manage some Staging 
Areas. Staff  and volunteers undertook more than 490 deployments to Incident Control 
Centres,  Municipal  Emergency Coordinat ion Centres (MECCs) and Agency Coordination 
Centres across the North East and Eastern parts of the State,  as wel l  as at State level 
at the DSE ECC. 
 
The above stat ist ics re late to f ire support only and do not recognise the signif icant 
commitment by volunteers and Unit management (Control lers and Deput ies) in both 
planning for and providing stand-by in their  local  areas to ensure that coverage of 
their VicSES core response act iv it ies such as Road Rescue were maintained whi le f i re 
duty teams were absent,  and out of area in many cases. 
 
VicSES ident if ied a number of areas where i t  is  wi l l ing and capable of assist ing the 
f ire agencies. To achieve this requires some re-thinking and establ ishment of 
parameters under which VicSES can provide support.  This would entai l  the 
development of standard operat ing systems and protocols between the f i re services 
and SES, and undoubtedly some cross-training and exercises.   
 
The review process had noted there were occasions where accredited f iref ighters were 
used for tasks that could have been handled by non-f ire f ighters and indicated there 
should be more effort to use non-f iref ighters for appropr iate tasks as ear ly as 
possible at major f i res. The VicSES offer meshes wel l  into these observat ions. VicSES 
noted that i t  would be cr it ica l  to ensure that personnel were not placed into posit ions 
for which they are not trained or accredited.   
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VicSES is able to f i l l  many non f i re tasks in support of f i re campaigns e.g. staging 
area management (as i t  d id dur ing the campaign) and is wi l l ing to consult  with the 
f i re services and enter into an agreement or MoU regarding the roles that VicSES can, 
and wi l l  f i l l ,  as a support agency. 

Victoria Department of Human Services 
The Department of Human Service (DHS) provided the pr imary coordinat ion of 
recovery operat ions. DHS discussed a number of product ive areas to pursue.  
 
Abi l i ty to part ic ipate in the Strategic Planning Unit cel l  at DSE and obtain regular 
br ief ings on the state-wide picture was of high value to DHS. DHS act ivated i ts own 
recovery ECC for the f i rst t ime and this enabled effect ive coordinat ion at state and 
regional level between DHS and the f ire agencies.  
 
The avai labi l i ty of potent ial  f ire spread and impact maps to DHS assisted in 
ident ify ing communit ies and potent ia l v ict ims. This enabled DHS to maintain a higher 
state of readiness and alert in those areas and to be able to inst i tute recovery 
operat ions more rapidly and effect ively.  
 
There is a need perceived by DHS to formal ise transit ion planning arrangements for 
transit ioning from response to recovery. Early involvement is  crucia l  as DHS begins to 
have a face and can gradual ly assume a more dominant role as the react ion changes 
from response to recovery. There is  good opportunity to use the DSE/CFA community 
information process to inject recovery messages ear ly and to “ introduce” DHS 
personnel so by the t ime recovery is  in ful l  swing there is  no need for an “educat ion 
program” with communit ies about the ro le that DHS occupies.  There is  no c lear cut 
transit ion point from response to recovery and many vict ims are not interested in 
recovery process unti l  they recognise that they need it  and are ent it led to it .  The 
need to provide tra ined and accredited staff  to ICCs, MECCS, IFACCs/RECCs stretched 
DHS capabi l i ty when there was an expectat ion that recovery would take over from 
response and run to the same format. 
 
At State level,  DHS strongly supports the concept that at Regional level,  the Response 
and Recovery Committees should be represented at each others meet ings, to achieve 
necessary interact ion and mutual recognit ion of the ro les and needs of ei ther phase of 
operat ions. The IFMP model is  regarded by DHS as a good model for an integrated 
recovery model 
 
Fol lowing the ear ly commencement of the f ire season, i t  was recognised that some 
landholders faced extremely chal lenging s ituations regarding avai labi l i ty of water for 
essent ia l  purposes including uses associated with res ident ia l  purposes, pets and the 
health/product iv ity of l ivestock, i f  their suppl ies were drawn upon for f i ref ight ing.  
Under normal c ircumstances, water may be ut i l ised by the f i re agencies from any 
source.  If l imited water suppl ies were ut i l ised for f iref ighting, a pol icy introduced in 
November 2006, Water Replacement Pol icy Guidel ines, provided for replacement of 
essent ia l suppl ies during the 2006/07 f ire season. The guidel ines set out the required 
recording, report ing and not i f icat ion processes to enable replenishment.  Where any 
conf l ict  occurred, DHS became involved to consider and advise on human or 
agricultural hardship issues.    
 
DHS indicated that in i ts  view, the provis ions within the Water Replenishment Pol icy 
worked very wel l .  
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Appendix 5: The Way Forward 
 
Review of CFA and DSE Operational Performance  
2006/07 Fire Season 
 
 
Error! No topic specified.
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Appendix 6 Glossary of abbreviations 
ACT  Austral ian Capita l Terr i tory 
AFAC Australas ian Fire Author it ies Counci l   
AIIMS Austral ian Interagency Incident Management System 
CFA  Country Fire Authority 
CSC Customer Support Centre 
DECC Distr ict  Emergency Coordination Centre 
DHS Department of Human Services 
DPI Department of Pr imary Industry 
DSE Department of Sustainabi l i ty and Environment 
ECC Emergency Coordinat ion Centre (DSE) 
FRV Fire Ready Victoria 
IAP  Incident Act ion Plan  
IC Incident Control ler  
ICC Incident Control  Centre 
ICS Incident Control  System  
IFAC(C) Integrated Fire Agency Coordinat ion (Centre) 
ILU Interstate /Internat ional L ia ison Unit  
IMS Information Management System 
IMT Incident Management Team 
IT Information Technology  
MECC Municipal  Emergency Coordinat ion Centre 
MERC Municipal  Emergency Coordinat ion Centre 
MERO Municipal  Emergency Response Off icer  
MFB Metropol i tan Fire and Emergency Services Board  
MOU Memorandum of Understanding 
NIIMS National Interagency Incident Management System (N Amer.) 
NSW New South Wales 
NT Northern Terr itory 
NZ New Zealand 
OESC Off ice of the Emergency Services Commissioner 
OH&S Occupat ional Health and Safety 
PFF Project Firef ighter 
Qld Queensland 
RECC Regional Emergency Coordinat ion Centre 
RTPM Real T ime Performance Monitor ing 
SA Staging Area 
SAD State Air Desk 
SAU State Aircraft  Unit  
SECC State Emergency Coordinat ion Centre (CFA) 
SEWS  State Emergency Warning Signal 
SOP  Standard Operat ing Procedure(s) 
SPU Strategic Planning Unit  
TOR Terms of reference  
USA United States of America 
VBI Victorian Bushf ire Inquiry  
VBIL Victorian Bushf ire Informat ion Line 
VFBV Volunteer Fire Brigades Victor ia  
VicSES Victorian State Emergency Service 
WA Western Austra l ia 
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