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Overview

San Antonio Missions National Historical Park is an urban park that includes four missions (owned and used by the Catholic Archdiocese of San Antonio) and associated structures.  While the grounds are well maintained, brushy areas occur in the labores and are significant there. The park is currently a suppression only fire program.  Wildland fires are suppressed by the city fire department.  Hazardous fuel reduction treatments are limited to mechanical and chemical efforts, as open burning is not allowed within the city.  The park also includes a ranch (Rancho de las Cabras) near Floresville.  This site has 99 acres of brushy fuels and includes the buried ruins of a chapel and ranch buildings.  It is within the fire response zone of the Floresville Volunteer Fire Department.  Fires escaping initial attack will rapidly move off site and command will transfer to the Texas Forest Service.  The park will coordinate with suppression resources through a resource advisor (the Chief Ranger or designee).  The resource management goal is to restore a historic scene typical of the Spanish colonial period.  The park currently uses mechanical and chemical treatments to control brush and may implement prescribed fire treatments, covered under NEPA categorical exclusions, in 2009.  Fire use is not practical at the missions as it is an urban area, nor at Rancho de las Cabras due to it’s size.

I.
INTRODUCTION
National Park Service policy [Director’s Order #18, section 5.2.a.] states: “Every park area with burnable vegetation must have a fire management plan approved by the Superintendent.” The overall resource management objectives for an NPS unit must guide Fire Management Plans.  Resource management objectives will determine whether, and how, fire will be managed.  Activities covered by the Fire Management Plan will be given due consideration in balance with other NPS unit management activities.  This plan will help achieve resource management objectives as defined in the Resource Management Plan, and it will guide all fire management activities including the prevention and suppression of wildfire, the application of prescribed fire, the reduction of hazardous fuels, and will be coordinated with the public, neighboring land owners, and land management agencies.
This plan was developed in a collaborative process between City of San Antonio agencies, the management and resource management staff at San Antonio Missions, and the fire management staff at Big Thicket National Preserve.  As this plan is implemented additional coordination and collaboration will develop between the park and other fire management agencies, such as: the Texas Forest Service, San Antonio Fire Department, and the Floresville Volunteer Fire Department.
The Fire Management Plan will implement fire management policies and help achieve resource management and fire management goals as defined in: (1) Federal Wildland Fire Management Policy and Program Review; (2) Managing Impacts of Wildfires on Communities and the Environment, and Protecting People and Sustaining Resources in Fire Adapted Ecosystems – A Cohesive Strategy (USDOI/USDA); and (3) A Collaborative Approach for Reducing Wildland Fire Risks to Communities and the Environment: 10-Year Comprehensive Strategy Implementation Plan.  

In compliance with the National Environmental Protection Act an Environmental Assessment was prepared in 2000 for exotic species removal within the park. This assessment covers the same area as the fire management plan and it was determined that the fire management plan would be adequately covered through this EA since the fire management plan is for suppression. (Copy of letter as Appendix C).   

Compliance with the National Historical Preservation Act (NHPA) is accomplished by completing the Assessment of Effort form, on an as needed basis.  

The authority for fire management is found in the National Park Service's Organic Act of 1916, 16 USC 1 through 4.  This authority is further clarified in the National Parks and Recreation Act of 1978.  Primary Policy guidance for implementing this plan are contained in Departmental Manuals (section 910), NPS Policies of 1988, NPS-77 Natural Resources Management Guidelines, Directors Orders 18, and Reference Manual 18 Wildland Fire Management Guidelines of 1999, the San Antonio Missions National Historical Park General Management Plan/Development Concept Plan (1982), and the Rancho de las Cabras amendment to the General Management Plan (1990),

II.
RELATIONSHIP TO LAND MANAGEMENT PLANNING AND FIRE POLICY
A. NPS Management Policies 

NPS fire management activities will be performed in accordance with the principles, policies, and recommendations of the Final Report of the Federal Wildland Fire Management Policy and Program Review, and with Part 620 of the Departmental Manual.  Air operations during wildland fire incidents will comply with the provisions of Director’s Order #60 (Aviation Management) and Parts 350-354 of the Departmental Manual.

The Associate Director for Park Operations and Education will prepare and issue a reference manual to help NPS managers and field staff understand and implement Departmental and NPS policies applicable to fire management. The reference manual will contain detailed procedures emphasizing personnel safety, the use of wildland fire for beneficial purposes, monitoring of smoke behavior and the concept of risk management.

The superintendent of each park having burnable vegetation will ensure that the manual referenced in paragraph 4.6 of Directors Order 18 (i.e. Reference Manual – 18) is available in sufficient quantities to serve the needs of fire management staff within the park, and will ensure that fire management staff is adequately versed in the Departmental and NPS policies and procedures contained therein.

The Associate Director for Natural Resource Stewardship and Science will develop, in concert with the Associate Director for Park Operations and Education: (1) a research program to address scientific information needs, technological needs and advances, risk assessment, social and economic concerns, and public health concerns; (2) procedures to ensure that park resource management plans adequately take into account the positive values of wildland and prescribed fire as a tool for ecosystem management; and (3) a primer to assist all NPS personnel in accomplishing the objective of paragraph 4.8.
To implement NPS Management Policies governing fire management, the NPS will administer its wildland fire program in a manner that will:

Educate employees and the public about the scope and effect of wildland fire management, including fuels management, resource protection, prevention, hazard/risk assessment, mitigation and rehabilitation, and fire’s role in ecosystem management.

Stabilize and prevent further degradation of natural and cultural resources lost in and/or damaged by impacts of wildland fires and/or fire management activities.

Maintain the highest standards of professional and technical expertise in planning and safely implementing an effective wildland fire management program.

Integrate fire management with all other aspects of park management.

Manage wildland fire incidents in accordance with accepted interagency standards, using appropriate management strategies and tactics and maximize efficiencies realized through interagency coordination and cooperation.

Scientifically manage wildland fire using best available technology as an essential ecological process to restore, preserve, or maintain ecosystems and use resource information gained through inventory and monitoring to evaluate and improve the program.

Protect life and property and accomplish resource management objectives, including restoration of the natural role of fire in fire-dependent ecosystems.

Effectively integrate the preservation of wilderness including the application of “minimum requirement” management techniques into all activities impacting this resource.

B. San Antonio Missions Authorization
Authorization of San Antonio Missions National Historical Park (Public Law 95-629, Title II) occurred on November 10, 1978 and was established for the following purposes:

"In order to provide for the preservation, restoration, and interpretation of the Spanish Missions of San Antonio, Texas, for the benefit and enjoyment of present and future generations, there is hereby established the San Antonio Missions National Historical Park consisting of Concepción, San José, San Juan, and Espada Missions, together with areas and features historically associated therewith, (i.e. the Espada Acequia, Espada Dam and Aqueduct, and the San Juan Acequia).

This legislation was amended by Public Law 101-628, Title V, on November 28, 1990 to add Rancho de las Cabres, the acepia water system, and continue land acquisition within the boundary.

San Antonio Missions National Historical Park contains the largest concentration of cultural resources from the Spanish colonial period in the United States.  Many of these resources continue to be used today for irrigation, education, worship [owned by the Catholic Archdiocese of San Antonio], and as active community parishes, making them a living link from the historical past to the present.  They provide a greater understanding and appreciation of the Spanish colonial influence in the New World through interpretation of the historical and architectural values of the San Antonio Missions.

C. General Management Plan
The General Management Plan and Development Concept Plan (GMP/DCP) defines 

natural resource objectives applicable to this Fire Management Plan as:

"Because the original natural environment of the San Antonio missions has been extensively altered or destroyed by man's intervention during the past three centuries, the goals for natural resource management are limited to (1) protecting and improving the condition of existing resources and (2) where feasible, returning the condition and appearance of the landscape to a state which better reflects the spirit of the mission period. The latter must be undertaken only in coordination with management of the cultural resources and after sufficient research has been accomplished.  Upon completion of studies, the National Park Service will consider the appropriateness and economic feasibility of natural restorations aimed towards more historically accurate or natural conditions.  The Advisory Council on Historic Preservation and the Texas State Historical Preservation Officer will be informed of all major land/vegetation management projects to be undertaken by the National Park Service.”

Additionally the GMP/DCP states:

“Recently introduced exotic vegetation will be replaced or supplemented with native species or with species introduced during the Spanish colonial period.  Landscape rehabilitation will be undertaken where necessary...”

The GMP/DCP also addresses the need for research for vegetation management, stating:

"Horticultural research will guide the development of management plans and techniques to preserve both native species and those exotic species introduced in Spanish colonial times.  Guidelines will be developed to initiate plantings of native species or to encourage enhancement of native species populations.  Woodlands will be managed to prevent increased domination by exotics and to remove particularly noxious or hazardous species."

D. Resources Management Plan

The park's Natural Resource Management Plan discusses the need to control exotic vegetative species, protect the remaining "witness" trees which may provide valuable dendrochronological information relating to the mission era, and rehabilitation of historic landscapes.  The plan specifically notes that prescribed fire should be a critical component in achieving these goals.

Because the original natural environment of the San Antonio missions has been extensively altered or destroyed by man's intervention during the past three centuries, the goals for natural resource management are limited to protecting and improving the condition of the existing resources and, where feasible, returning the condition and appearance of the landscape to a state which better reflects the spirit of the mission period.  

E. Fire Management Plan

The Fire Management Plan (FMP) is an integral subsection of the Resource Management Plan (RMP). The FMP serves as a framework for achieving wildland fire management objectives identified by the RMP including: reduction of hazardous fuels, control of exotic species, support of threatened and endangered species, rehabilitation and maintenance of historic landscapes, and visitor safety.  These objectives will be achieved through the selection of the appropriate management strategies and actions on wildland fires.

III.
WILDLAND FIRE MANAGEMENT STRATEGIES

A.
General Management Considerations
The primary goal of San Antonio Missions is to restore and maintain historical landscapes to represent the mid-1700's period of development at the Missions, within existing social and political constraints inherent in a large metropolitan area and the service's limited land ownership.

Fire management plans, programs, and activities will be based upon the best available science, and utilize fire as a natural process and as a tool to maintain and restore cultural landscapes or dispose of vegetation and debris; ensure that cost effective programs and activities are based on values, risk management, and resource management objectives; standardize procedures among federal agencies, and encourage interagency coordination, cooperation, and involvement of all parties.

Fire management planning, preparedness, prevention, suppression, restoration and rehabilitation, monitoring, and education will be conducted on an interagency basis with the involvement of cooperators and partners.  San Antonio Missions National Historical Park will provide certified employees and equipment to participate in regional and national assignments per national fire level determinations. The Fire Management Officer at Big Thicket National Preserve will provide fire management assistance, oversight, and national dispatch coordination.  The park will pursue agreements with local agencies, volunteer fire departments, and civic groups for wildland fire management and urban interface actions.

San Antonio Missions National Historical Park interacts integrally with Los Compadres, and the four Catholic churches.  Los Compadres is an organization that contributes time and funds to various projects benefiting the Missions.  The park also has an integral relationship with the active Catholic churches at each of the mission sites.  The Catholic Archdiocese oversees the preservation and maintenance of the churches, and the Park manages the preservation and maintenance of all other buildings and grounds.

The park also works with other agencies and organizations to protect Park resources; including:  Stinson Airport, San Antonio River Authority, Brooks City Base, United States Geological Survey - Water Resource Division, San Antonio Water Systems, Texas Department of Transportation, Texas Commission on Environment Quality, Texas Parks and Wildlife (San Antonio) - Urban Biology, Texas Parks and Wildlife (Austin) - Natural Diversity, United States Fish and Wildlife Service (Austin), Texas Forest Service, San Antonio South Side Chamber of Commerce, Ditchmaster of Espada Acequia, the San Antonio Conservation Society, the Texas Historical Commission (THC), the City of San Antonio, and Bexar & Wilson Counties. 
There is a state-wide All-Risk Memorandum Of Understanding between the Texas Forest Service, US Fish & Wildlife-Region 2, National Park Service-Intermountain Region, the Nature Conservancy-Texas Chapter, and the National Forests of Texas completed July 2004 (Appendix E).


B. 
Wildland Fire Management Goals.




General Goals

To implement NPS Management Policies governing fire management, the NPS will administer its wildland fire program in a manner that will:

· Educate employees and the public about the scope and effect of wildland fire management, including fuels management, resource protection, prevention, hazard/risk assessment, mitigation and rehabilitation, and fire’s role in ecosystem management.

· Stabilize and prevent further degradation of natural and cultural resources lost in and/or damaged by impacts of wildland fires and/or fire management activities.

· Maintain the highest standards of professional and technical expertise in planning and safely implementing an effective wildland fire management program.

· Integrate fire management with all other aspects of park management.

· Manage wildland fire incidents in accordance with accepted interagency standards, using appropriate management strategies and tactics and maximize efficiencies realized through interagency coordination and cooperation.

· Scientifically manage wildland fire using best available technology as an essential ecological process to restore, preserve, or maintain ecosystems and use resource information gained through inventory and monitoring to evaluate and improve the program.

· Protect life and property and accomplish resource management objectives, including restoration of the natural role of fire in fire-dependent ecosystems.

· NPS employees will take advantage of appropriate opportunities to educate the public about the positive values of wildland fire and the manner in which the NPS manages fire to meet ecosystem management objectives.

The NPS is committed to protecting park resources and natural ecological processes; but firefighter and public safety must be the first priority in all fire management activities.

All naturally caused wildland fires may be managed to accomplish resource management goals, provided there is an approved fire management plan, and provided they do not compromise firefighter and public safety, threaten property, or violate air quality laws or regulations.

Specific Goals

· Protection of human life and property, both within and adjacent to the Park boundaries. Ensure that firefighter safety is the highest priority of every fire management activity.
· Suppress all wildland fires to protect the public, private property, natural, cultural and historic resources of the unit, and investigate all unplanned human-caused fires.

· Manage the wildland fire program in accordance with congressional intent as expressed in the annual appropriations act and enabling legislation, and comply with applicable departmental manual and agency policies and procedures.

· Employ strategies to manage wildland fires that provide for firefighter and public safety, minimize cost and resource damage, and are consistent with values to be protected, while maximizing overall benefits of wildland fire within the framework of land use objectives and resources management plans. Restore and rehabilitate resources and improvements lost in or damaged by fire or suppression activities.

· Promote public understanding of fire management programs and objectives, while preventing unplanned human-caused ignitions. Encourage research to advance understanding of fire behavior, effects, ecology, and management.

· Consider the use of prescribed fires to restore the historic scene and reduce hazardous fuels at Rancho de las Cabras.  

· Organize a fire staff that can apply the highest standards of professional and technical expertise, and provide interagency assistance on a national scale through the Incident Command System.

C.
Wildland Fire Management Options

1) Wildland Fire Suppression

Open fires are not allowed within the City of San Antonio due to air quality regulations, so all wildland fires that occur at the missions will be suppressed by the city’s structural fire department.  Fuel treatments for hazard reduction or cultural scene maintenance will require chemical and/or mechanical manipulation.  Rancho de las Cabras is in the response zone of the Floresville Volunteer Fire Department.  The department currently conducts suppression actions on the Rancho without a Memorandum of Understanding, due to risk to adjacent lands.   The park is in the process of finalizing a Memorandum of Understanding with the Floresville Volunteer Fire Department. An emphasis will be placed in educating the Floresville VFD on the importance of the cultural resources present at the Rancho. In the case of a fire, the VFD will contact the Chief Ranger who in turn will contact the appropriate park staff. Due to the response time for San Antonio Missions personnel, initial attack will either be successful before NPS personnel arrive, or suppression actions will have moved off the rancho.
2) Prescribed Fire

Initiating a prescribed burn program will be considered at Rancho de las Cabras as part of the development of visitor facitities and services expected to begin in 2009.  Prescribed fire would be used to restore the cultural landscape and to prevent the invasion of exotics from neighboring lands.  An amendment to this Fire Management Plan will be required before a prescribed fire component is initiated.

3) Wildland Fire Use

Due to urban characteristics of the missions area, and the size of the ‘rancho’ unit, Fire Use is not applicable.

4) Non-Fire Applications

Chemical and mechanical treatments will be utilized at the missions and Rancho de las Cabras to control hazardous fuels and achieve resource management goals. Acceptable mechanical treatments include chainsaws and mowers, other types of mechanical treatments will be approved by the resource advisor on an as needed basis.
D.
Description of Fire Management Units
San Antonio Missions NHP contains four Spanish missions and associated structures representing over 300 years of southwestern cultural development.  Spanish exploration began in the late 17th century, culminating with present day San Antonio, the ninth largest city in the United States.  The park is a complex mix of ownership including: the National Park Service, the Catholic Archdiocese of San Antonio, the State of Texas, the City of San Antonio, the San Antonio River Authority, and numerous private individuals.  The National Park Service owns roughly 30% of the park in fee simple and manages another 50% of the land via cooperative agreements.

The park is composed of several non-contiguous units. The park’s approximately 826 acres are located along the San Antonio River, as it flows through the southern half of the city of San Antonio in Bexar County, Texas; and as it flows adjacent to the 99-acre Rancho de las Cabras site in Wilson County, Texas.  This latter area was transferred from the State of Texas to the National Park Service in 1995, and became part of the San Antonio Missions National Historical Park.  This site is approximately 30 miles southeast of downtown San Antonio near the town of Floresville, Texas.   

The four missions, Mission Nuestra Señora de la Purisima Concepción de Acuña, Mission San José y San Miguel de Aguayo, Mission San Juan Capistrano, and Mission San Francisco de la Espada lie along the San Antonio River and are within the political boundaries of the City of San Antonio.  Each contains several stone structures and developed landscape.  Rancho de las Cabras contains the buried ruins of Rancho buildings and a chapel. 

The missions, and associated lands within San Antonio, are a grouped into the Mission FMU.  


NAME
SIZE (rounded acres)

Mission Concepción 
33 (  0.6 NPS)

Mission San José 
43 (   6   NPS)

Missions Espada & San Juan 
754 (375  NPS)

Rancho FMU


Rancho de las Cabras, near Floresville
99 (  99  NPS)



1)
Mission Fire Management Unit


a)
Natural and Cultural Resources

Archeology
The Missions FMU contains four primary archaeological sites of national significance: Mission San José y San Miguel de Aguayo, Mission Nuestra Señora de la Purísma Concepción de Acuña, Mission San Juan Capistrano, and Mission San Francisco de la Espada. Other archeological sites include features associated with the missions themselves (acequias, dams, aqueducts, and labores) and features associated with the later 19th century and early 20th century community development.

Mission San José was extensively restored and reconstructed in the 1930s. This mission and surrounding lands became part of San Antonio Missions National Historical Park in 1978.   There has been a number of archeological projects conducted prior to infrastructure development and stabilization work. These investigations have indicated a fair amount of undisturbed Colonial period deposits inside and immediately outside of the compound walls. A thorough survey and assessment of the entire site has not been conducted. This unit is the most developed site of the four missions, and is surrounded by residential and commercial development.  

Mission Concepción was designated as a National Historic Landmark on April 15, 1970.  While there has not been a thorough survey and assessment of the entire site, archeological investigations have indicated that there are remnants of the compound walls and other architecture that survive beneath the ground surface. This unit comprises the northernmost mission in the park and is surrounded by urban/residential development and moderate industry.  The church and convento are made of stone along with the several secondary structures and are at little risk from wildland fire.  

Mission San Juan has probably had the most extensive archaeological investigations of all of the missions within the park boundaries.  While a large amount of excavation has been conducted, a systematic survey and assessment has not taken place.   Fallow farm fields that support grassy fuels and brush surround the mission.

Mission Espada is surrounded by maintained farmland and Loop 410. A hardwood shrublands/riparian area with significant semi-buried archeological resources (Spanish Colonial lime kilns) is north of the mission.  A small number of excavations have been conducted due to restoration and maintenance efforts, but no systematic survey and assessment has been conducted. 

Other archeological and cultural resources within the park include the Espada Aqueduct and acequia and Espada Dam (41BX280) that still conducts water to the original Espada farmlands. The San Juan acequia does not have water running in it, but is being repaired. Its associated dam (41BX266) is overgrown with brush and silt.  Portions of the labores of Missions San Juan and Espada are within the park, and some are currently in use as agricultural lands. The acequias border the San Antonio River, and have been developed as an urban park with drives, picnic sites, hike/bike trails, etc.  The river has been completely channelized but a remnant portion of the original river channel exists within the boundaries at Mission San Juan.

A series of archeological sites and historic structures associated with the Mission Parkway historic district are within park boundaries. These sites are all on the National Register as part of the historic district, and are the most threatened archeological resources in the park. Some of these sites were not well recorded in the original survey, and may have been modified or destroyed. 




Climate
San Antonio's climate is typical for the South Texas/trans Gulf Coast area of the United States.  Summers are hot and humid with daytime highs exceeding 90F over 80% of the time and relative humidity frequently exceeding 75%. Winters are relatively mild with the average minimum temperature around 40F.  Occasional southern shifts in the jet stream allow arctic air to drive temperatures well below freezing.  Temperatures of 32F or below occur on an average of 21-days per year. The first killing frost generally occurs in late November, and green-up is usually evident by mid to late February.  San Antonio has 50% of the possible sunshine in the winter and more than 70% in the summer.

Precipitation is generally in the form of rainfall although trace levels of snowfall are not unusual in the winter; however, measurable snowfall occurs only once every four years.  Precipitation is common throughout the year and averages 1 to 4 inches per month.  Intense storms can bring these totals to over 10” per month.  Tropical storms occasionally affect the San Antonio area as the Gulf of Mexico is only 140 miles away.  The usual effect of such storms is heavy rainfall and the potential for tornadoes.

Topography

San Antonio Missions National Historical Park is situated near the base of the Edwards Plateau, adjacent to the Balcones Escarpment and Blackland Prairie, in an area classified as the Rio Grande (or Gulf Coast) Plain (U.S. Department of Agriculture, 1991).  The plain consists of level prairie and undulating hills dissected by the San Antonio River and its tributaries.  Elevations on the plain range from 450 to 700 feet above mean sea level (MSL), with a general slope to the southeast.  Regional topography is primarily influenced by the Balcones Escarpment; a broad area of faulted limestone that forms the southwestern edge of the Edwards Plateau.  The escarpment rises 1,000 feet above the prairie to the south and east, and reaches from Del Rio, Texas (160 miles to the west), through northern Bexar County, to Austin (70 miles to the northeast).  The escarpment follows a northeast/southwest alignment through northern Bexar County (U.S. Air Force 1997b).  The park is approximately 15-miles south of the Balcones Escarpment).  Topography within the park is relatively flat.

SOIL 

A thick sequence of sedimentary rocks and unconsolidated material ranging in age from the early Cretaceous to Quaternary underlies the San Antonio area (Barnes, 1974).  The total thickness of this sequence ranges from approximately 4,500 to 5,500 feet.  The surface geologic units overlie, in downward progression, the Marlbrook Marl, Pecan Gap Chalk, Buda Limestone and Del Rio Clay, which comprise the upper confining aquitard for the Edwards Aquifer.  The Edwards Aquifer consists of three limestone formations and is the principal water supply source for the San Antonio area.

According to the USDA Natural Resource Conservation Service County Soil Surveys, at least nine soil types (NRCS Soil Survey – Bexar County, TX – Series 1962, No.12) occur on or proximal to the mission area.  These include Lewisville (nearly level alluvial soil with silty clay, slow drainage, usually cultivated), Houstin Black terrace (upland level clayey soil, often cultivated or irrigated), San Antonio (undulating clay soil, very slow drainage, erosion potential is high, native vegetation or cultivated), Webb (sandy loam, naturally well drained soil, cultivated or irrigated), Trinity (nearly level alluvial clayey soil, slow drainage, native vegetation and pasture), Karnes (calcareous loam found on flood plains, naturally well drained, cool season crops such as small grain), Patrick (occur as terraces along streams that drain limestone prairies, calcareous clay loam, shallow soil, cultivation yields less than other soils),  Hilly Gravelly Land (Calcareous loamy alluvium making up knolls and narrow ridges, used as pits and quarries, roadbed material, native pasture, mesquite), and Frio (limey alluvial soil, riparian areas, poorly drained clay soil, erosion and flooding, pecans) series.  

Mission Concepción, Mission San Juan, Mission Espada, and Espada Park lie within the Venus-Frio-Trinity Association which is characteristic of the river drainages in the area.  This association consists of deep, calcareous soils and is found throughout the bottomlands and terraces.

Mission San José lies within the Lewisville-Houston Black association as it is further from the river.  This association represents old alluvium, and includes deep calcareous soils that are somewhat more clayey than the Venus-Frio-Trinity Association.

WATER

The regional drainage pattern in Bexar County flows almost entirely to the south and southeast from the Balcones Escarpment.  Bexar County is positioned over the Balcones and Luling fault zones.  These fault zones are characterized by mostly east-northeast-striking, near-parallel, normal faults, although northwest-striking cross faults are present.  The faulting has modified the local structure of the bedrock units and caused development of secondary porosity in some strata (U.S. Air Force, 1997d).  This area is a primary recharge zone for the regional aquifer.  Because of its high yield potential (highly porous materials), the Edwards Aquifer is easily susceptible to contamination in the recharge zone.  Most of San Antonio Missions National Historical Park is located 15 to 20 miles southeast of the recharge zone.    

The San Antonio River originates within the City of San Antonio, and has stream flows of 10 to 20 cubic feet per second during the summer months. Surface water quality in the San Antonio area is generally poor, as municipal and industrial discharges and urban runoff are the principal flow inputs (U.S. Air Force, 1997b).   Major problems include depressed dissolved oxygen levels and high levels of fecal coliform, chloride, sulfate, and high nutrient concentrations.  According to the San Antonio River Authority, monitoring data also show that the water contains high levels of herbicides, pesticides and total suspended solids.  The velocity of the river is low due to channelization and instream flood control structures.  The generally poor water quality results from treated municipal sewage effluent and surface runoff.  During periods of reduced flow, the water consists predominately of treated municipal wastewater, which the river cannot assimilate efficiently.  

FLORA
At the time of Spanish exploration the lands within this FMU were part of the riparian forest of the San Antonio River or the vast grassland prairie that covered much of the interior of the continent.  The park is located in the northern area of the ecological region designated by Texas Parks and Wildlife as the South Texas Plains. Historically, these plains were once covered with open grasslands and a scattering of trees, except in the riparian valley woodlands, which were more extensive than today.  The primary vegetation of the upland areas consisted of thorny brush with common names such as mesquite, huisache, spiny hackberry, agarito: and grasses such as little bluestem.  The riparian woodlands, including the San Antonio River, were dominated by vegetation such as pecans, sugar hackberry, cedar elm, mustang grape, rough-leaf dogwood; and grasses such as sea-oats.  
However, 300 years of continuous modification by man has largely eliminated much of the native plant communities.  Most of the missions FMU has been altered or developed during construction related to structures, streets, flood control and agricultural activities. The immediate grounds at all four missions have been heavily landscaped, and are best described as manicured Bermuda grass with some invasive grasses and forbs (primarily the Graminae family).  On the more outlying grounds the bunch grasses tend to dominate. The overstory is sparse, and consists of generally isolated individuals.  These include native trees (willows, cottonwoods, walnuts, elms, oaks, pecan, and mesquite) and ornamentals (chinaberry, privet, crepe myrtle and palm).

Non-native grasses, and other exotic species dominate much of the park due to seeding from external exotic species, fire suppression activities, overgrazing, farmland abandonment, and urbanization.  Remaining native vegetation is in relatively mature stands that represent pre-development species in the general area.  A complete list of the flora, including exotic species, is in appendix X.

FAUNA

The park is a transitional zone where the South Texas Brushland habitat, Post Oak Savannahs, Blackland Prairie, and Texas Hill Country habitats merge. Except for birds and fish (in progress), inventories for vertebrate species were completed in 2003. No inventory of invetebrates has been done. Appendix D presents the lists of species in the park.  




THREATENED AND ENDANGERED SPECIES OF CONCERN

Flora and Fauna inventories that were conducted from 2001 to present have not detected any federally-listed threatened or endangered species.  See the appendix for species that may occur in the area. 

EXOTIC SPECIES

A variety of exotic floral and fauna species have been documented in the park, including:

Trees - 
Chinaberry (Melia azedarach)



Wax-leaf Privet (Ligustrum quihoui)



Tree of Heaven (Ailanthus altimissima)



Chinese tallow tree (Sapium sebiferum)



Russian Olive (Eleagnus angustifolia) 

Reeds -
Giant Reed (Arundo donax)

Grasses -
Bermuda Grass (Cynodon dactylon)



King Rancho Bluestem (Bothriochloa ischaemum)



Johnsongrass (Sorghum halapense)

Insects -
Red Imported Fire Ants (Solenopsis invicta)



Africanized Honey Bees (Apis mellifera scutellata); 

Birds - 

Rock Doves (Columba livia)



European Starlings (sturnus vulgaris)



House Sparrows (passer domesticus)

Clams - 
Asian Clam (Corbicula fluminea)

Fish - 

Blue Tilapia (Tilapia aurea)

Feral - 

Cats, dogs, and pigs.  

The park initiated a chemical and mechanical treatment program to control Chinaberry, Wax Leafed Privet, and Giant Reed.  The park has an Integrated Pest Management Program to control Imported Fire Ants and Africanized Honey Bees.


b)

Objectives
· All unplanned and unwanted wildland fires are contained during initial attack (24 hours).  

· Hazardous fuels adjacent to historic structures are treated annually to reduce threat to structures.
· 30% of cultural landscapes are maintained by annual fuel treatments (including mowing)
c)
Management Constraints

San Antonio city regulations prohibit any broadcast burning.  Debris burning is allowed under permit, but requires pits to be dug. 

As a city ordinance prevents the use of planned ignitions in this unit unless an exemption is granted.  Intensive manual reduction will be needed to achieve resource management goals.

Most of the lands within the park are not federally owned, and are managed under cooperative agreements.  The cooperative agreements are currently being updated and an addendum regarding responsibilities in the event of a fire will be included. Much of the area within the park boundaries that  has a significant urban-wildland interface is managed through  easements rather than cooperative agreements. A total of XXX acres of easements exist in this interface area. The goals and objectives of the landowners in how they manage their land adjacent to the easement may conflict with wildland fire management strategies and tactics.  

Each unit of the park is relatively small and wildland fires exit or enter the park quickly.  The small size also limits the ability to effectively utilize planned ignitions to eliminate exotics.

The San Antonio Fire Department is not trained in wildland fire management.  This could cause confusion, miscommunication, duplicate efforts, damage cultural resources, and potentially hamper joint operations with local land management agencies.  Therefore, we will develop an agreement with the San Antonio Fire Department (SAFD) to educate them on the cultural values at San Antonio Missions NHP. The SAFD and NPS will agree to send an NPS resource advisor to any fire that occurs within park boundaries. The SAFD will immediately call the NPS if notified of a fire dispatch on NPS lands. SAFD will contact the NPS resource advisor if there is a fire adjacent to the park boundary that has the potential to spread to NPS lands.



d)  Fire History

Prior to the establishment of the Missions this area was mostly open savannahs bisected by riparian woodlands.  Natural fires (caused by lightning maintained the savannahs.  In the 1700's European settlement began to occur and fire became a less active ingredient in maintaining the landscape.  The early stages of the Texas cattle industry started and relatively intense agricultural practices began. The open savannah landscape remained throughout most of the period.

The 1800's brought about the decline and disappearance of the Mission communities.  The area became urbanized and a more aggressive fire suppression philosophy took over.  This caused the demise of the savannahs by the end of the century.  Fire was used to occasionally burn agricultural fields but was not allowed any other role.

In the 1900's fire's role was completely eliminated except for the increasingly rare agricultural burn.  Overgrazing, agricultural conversion, pavement, and escaped ornamentals dominated the vegetative scene, leaving little semblance of the mission era.

Except for our general knowledge of wildland fire activity throughout the South Texas area, nothing is known of specific fire history prior to park establishment.  Today, open burning is a common (although generally illegal) practice on neighboring lands, and it is logical to assume that man caused fires occurred throughout the 20th century. While these were not recorded, many of the remaining trees show evidence of fire scars.

This is an urban park with a complex fuel structure connecting many of the vegetation types to the urban interface mosaic. Historically, vegetation in fallow fields, consisting of high weeds and small brush, has been controlled through routine mechanical manipulation in the form of disking.  Riparian areas adjacent to the Espada and San Juan acequia systems are cleared annually by the ‘ditchmaster’.

The park's FIREPRO normal year is 0 ignitions.  The only fire recorded is the Bouchard Fire (January 1989) that burned 0.5 acres.  Anecdotal comments indicate that the number of ignitions has been considerably under reported.

e)
Fire Management Situation

1) Historical Weather Analysis
Thunderstorms can occur at any time throughout the year although they are most common April through September.  Dry lightning is a rare occurrence and is not an important factor to the wildland fire management program. Humidity averages about 80% in the early morning during most of the year but drops to about 50% in the late afternoon.  
2) Fire Season
This area of Texas can exhibit extreme fire behavior during July and August, which typically are the two driest and hottest months.  Wildfire potential is also high during late winter when grasses are cured, but does not included drought factors.   

3) Fuel Characteristics
 




Mission  Concepción

The primary fuel is close-cropped Bermuda grass around the church with widely scattered palm, pecan, live oak, anacua, and ornamentals.  Under worst conditions a slow, creeping ground fire (NFFL model 1) is the only likely threat in the developed part of this FMU.  Recreational fields along the western side (about six acres) have significantly higher fuel loading resulting from invading graminoids, and a scattered but growing brush/vine complex that could support a intense wind driven fire (NFFL model 2).  






Mission San José 

The primary fuel is close-cropped Bermuda grass, with a widely scattered sub-climax overstory of palm, pecan, live oak, anacua, and ornimentals.  The trees are most prevalent along the north and east boundaries where visual screening lines have been maintained.  Under worst case conditions, a slow creeping ground fire (NFFL model 1) would occur.





Missions Espada and San Juan
The fuels on both sides of the river reflect NFFL model 1. Fuels within the compound of both missions are similar to Mission San José.   Lands surrounding the northern part of the unit are suburban, and become increasingly rural further south.  Fuels outside the river bottom are predominately NFFL model 5.  In some cases, fuel loads exceeds the normal six tons/acre but the live fuel component prevents using model 6.

The rapidly developing mid-story (NFFL Model 5) in the Espada area has the potential for more aggressive fire behavior, especially during drought or surface winds over 5-6 mph. Fuel loads are higher than normally associated with this model due to occasional jackpots of trash and illegally dumped cuttings.

4) Fire Regime Alteration
Natural fuels in the Missions FMU have been intentionally altered by over two centuries of farming and development.  It is currently in Condition Class 3 (high departure from historical or natural range of variability), with a Fire Regime Class of II (Shrub lands: frequent, stand replacing fire regime).  There is no intent to return this area to natural conditions.

5) Control Problems
Significant urban-interface occurs along the boundaries of Acequia Park, Acequia de San Juan, Mission Epada, and associated labores (farm fields).  Fires in wildland fuels could present significant risks to surrounding homes/industry.  Adjacent landowners also have significant fuel loads that threaten park resources. 
6) Value at Risk and Urban Interface

This is an urban park with increasing development on adjacent and surrounding lands [Stinson Airport, AGE Refinery, Brooks City base, roads & highways, railroads, subdivisions and associated infrastructure].  




2)
Rancho FMU - Rancho de las Cabras
This historic Rancho is the only unit completed owned by the NPS, and is located near Floresville approximately 30 miles south of San Antonio (Wilson County).  As the Rancho for Mission Espada, Rancho de las Cabras was an integral part of the mission’s social and economic life.  The unit was intensively farmed from the early 1700s, until the 1980’s when it was allowed to go fallow.  The unit has several pits from gravel and stone mining.  



a)
Natural and Cultural Resources

Archeological Resources

Rancho de las Cabras is the Rancho that supported Mission Espada. In 1991 the boundaries of San Antonio Missions National Historical Park were expanded to include other mission-related features including Rancho de las Cabras. In 1995 negotiations were complete and the 99.152 acres were transferred to the National Park Service. Extensive archaeological investigations were conducted on the ruins from 1980-1984.  The ruins were buried in sand after these excavations.  An additional archeological survey was conducted for the Cultural Landscape Report completed in 1998. A complete survey and assessment has not yet been completed. The area was used for cattle grazing for the majority of its history. 

Rancho de las Cabras has a complete compound including for walls with rooms and a chapel.




Climate
The Rancho’s climate is similar to San Antonio's climate (see Mission FMU).

Topography

The ruins are located on a prominent uplands terrace overlooking the San Antonio River valley and the confluence of Picose Creek and the San Antonio River.  Several terraces slope down to the river’s floodplain.  Historic gravel pits are scattered on the terraces. The elevation ranges from 320 to 420 feet above sea level.




Soils
Soils at Rancho de las Cabras consists of the upland Eufaula Association characterized by deep fine sands with loamy subsoil.  At least 4 soil types occur at Rancho de Las Cabras (NRCS Soil Survey – Wilson County, TX, 1977).  These include Aransus (firm clay terrace or bottomland soil, cultivated, poorly drained), Colibro Sandy Clay Loam (calcareous sandy clay on gently sloping uplands, range, moderate soil erosion), Saspamco Fine Sandy Loam (on breaks from terraces to uplands, range and improved pasture land), and Frio (see Mission FMU).  




Water

This area is downstream of San Antonio along the San Antonio River.  A perennial creek, Picosa, flows across the site into the river.  The bottomlands are frequently flooded.




Flora

This FMU is located in the South Texas Plains.  The primary vegetation of the upland areas consists of thorny brush with common names such as mesquite, huisache, spiny hackberry, agarito, and grasses such as little bluestem.  The riparian woodlands have not been significantly altered, and are dominated by live oak, cottonwood, sugar hackberry, and cedar elm.  The ground cover is native bunch grasses, with a dense midstory of virginia creeper, honeysuckle, grape, and poison ivy.  See Appendix D for plant list.  




Fauna
 

The fauna is similar to the species listed in appendix D for the Missions



FMU. 




Threatened and Endangered Species
Flora and Fauna inventories that were conducted from 2001 to present have not detected any federally-listed threatened or endangered species. The state listed (threatened) Texas Tortise has been observed.   See the appendix for species that may occur in the area. 



Exotic Species

Rancho has many fewer exotic species than the Missions FMU. There The same exotic flora and fauna species occur but with much less frequency. There is virtually no privet or chinaberry and very few cats or dogs. Cattle do trespass occasionally from the neightboring ranchlands. 


b)
Objectives 
1)
Ninety five percent (95%) or higher of all unplanned and unwanted wildland fires are controlled during initial attack (24 hours or 99 acres).  
2)
Maintain monthly mowing schedule around the ruins.
c)
Management Constraints
Fire management activities must consider urban interface issues: a buried petroleum pipeline, a major power transmission line, and adjacent private cattle grazing and dairy operations

The foundation of the ranch buildings and chapel were buried for protection, and should not be disturbed by fire management activities.

The Floresville Volunteer Fire Department is not trained in wildland fire management activities.  This may cause confusion, miscommunication, duplicate efforts, damage cultural resources, and hampers joint operations with local land management agencies.

d)
Fire History
While no fire records exist, historic land use practices were probably similar to those of the missions area.  Agricultural burning probably occurred more recently, due to the rural setting, while suppression of wildland fires has allowed significant brush invasion and loss of grass.

While natural fires have been suppressed, field burning has been an integral part of agricultural practices in this area.  As the area was added to San Antonio Missions NHP in 1995, no historical wildland fire occurrence records are available.
e)
Fire Management Situation

1) Historical Weather Analysis

This area is within the general weather pattern for San Antonio, and has weather similar to the Missions FMU. 

2) Fire Season
See Missions FMU
3) Fuel Characteristics

Fuels consist of Coastal Bermuda/fescue combined with graminae (primarily black grama), a mesquite midstory, and pecan/live oak overstory.  The fuels are described as a intermix of NFFL model 2 (knee high grass open tree overstory) and fuel model 5 due to the 10’ high mesquite brush on the upland terraces.  The floodplain and riparian areas have a denser canopy and light understory, fuel model 9.  A ground cover of leaves and sparse grass is generally moist, and is occassionally flooded.

4) Fire Regime Alteration
Natural fuels in the Rancho FMU have been intentionally altered by over two centuries of farming and development.  It is currently in Condition Class 3 (high departure from historical or natural range of variability), with a Fire Regime Class of II (Shrub lands: frequent, stand replacing fire regime).  The park intends to return this area to conditions typical of the Spanish colonial period.
5) Control Problems
The site has generally rolling topography with terraces and steep banks down to the San Antonio River.  Surrounding agricultural lands rotate through cultivation phases.  When fallow a significant volume of grass occurs.  

The site is fenced (barbed wire) on three sides, with the only access through a locked gate.  The San Antonio River is the eastern boundary.  A section of the FMU has vehicle access only across private land.

6) Values at Risk and Urban Interface 

The town of Floresville (est. population 5000) is 3 miles east of the rancho, with scattered rural residences within 1 mile on Hwy 97 and CR 144.  An industrial dairy is adjacent to the southern boundary.
IV. 
WILDLAND FIRE MANAGEMENT PROGRAM COMPONENTS

A.
General Implementation Procedures

The Park will use a combination of fire management strategies to accomplish resource management and wildland fire objectives.

· Consider mechanical & chemical treatments, and planned ignitions at the Rancho de las Cabras unit to remove activity fuels or hazardous fuel loads.  General development plans are completed, and visitor facility construction is scheduled for 2009. Prescribed burning would not begin until after the construction.

· Utilize manual reduction of fuels in the Missions FMU to restore the historic scene, and reduce fuel loads to an acceptable level of risk.

· Utilize an appropriate management response, based upon values at risk and maximum efficiencies, for all unplanned ignitions.

· Develop a fire history for the park, and utilize this information to revise this plan. A critical part of this study will be identifying, and protecting, "witness" trees to preserve their dendrochronological record.

· Develop cooperative agreements with the San Antonio Fire and Floresville Fire Departments to utilize existing resources, coordinate suppression responses, and assure overall cost efficiencies.

    Defining Implementation Procedures

Wildland fires will be suppressed by the fire department having jurisdiction, utilizing the procedures developed by that organization for planning and iImplementation.   San Antonio Missions will provide a resource advisor as a liason between park management staff and the fire department. The NPS will work with the fire departments to educate them on park resource values, to decrease the likelihood of damage to park features and value. The resource advisor acts as the superintendent’s representative and will provide information an values at risk.
B.
Wildland Fire Suppression

1) Fire Behavior 

Missions FMU

Large areas of mowed lawn surround each mission.  Irrigation through pop-up sprinklers during the summer keeps the grass green and reduces fire risk significantly.  It cures during the fall, and could carry a low intensity fire during the winter.  Mechanical treatment of brushy fuels, near the acequia’s, has built up a duff layer that can carry a creeping ground fire. Untreated brush areas have the potential for higher intensity fire, due to the volume of fuel.  However, surface fuels are generally too light to preheat the brush.  A light intensity fire should move under the brush with a low rate of spread.   Frequent floods transport some of the fuels out of the area.  Soils are generally moist near the river, which increases the fuel moisture of surface fuels by wicking.

Rancho FMU

Remnant grasses and invasive brush can produce a high intensity - high rate of spread fire that will be difficult to suppress with even moderate winds.  Dense stands of brush will produce long range firebrands that will easily cause spot fires on adjacent lands and across the San Antonio River.
2) Preparedness Actions




a)
Prevention activities
The main objectives of the fire prevention program, is to reduce the threat of human caused fires through visitor and employee education. This can be accomplished by integrating the prevention message into interpretive programs. As the fire danger increases, Park personnel will be advised of the danger and incorporate fire observation in the daily routine. Fire detection will generally be through routine patrols and activities of the park staff.  Increased patrols and awareness will be implemented during very high to extreme fire danger periods.  A project to communicate Firewise Landscaping to adjacent homeowners was completed in 2003, and provides Urban Interface information to other landowners.
b)
Training   

All employees working on any fire assignment will be qualified for the position assigned according to the National Wildland Fire Qualification System.  All fire personnel will meet physical fitness standards required by RM-18.  Supervisors will encourage employee participation in fire management activities, and develop training plans.  Fire personnel will perform the physical fitness test (conducted by the Physical Fitness Coordinator) and attend 8-hour safety refresher training, prior to assuming any fire suppression duties on a calendar year basis.  The Big Thicket National Preserve’s Fire Program Assistant will update fire training and fire experience records annually.  

c)
Readiness

The park depends upon the City or San Antonio and Floresville Volunteer Fire Departments to suppress wildland fires. The park will establish contact with these departments when fire danger rises to the very high or extreme levels.  

d)
Fire weather and fire danger  

The closest National Fire Danger Rating System (NFDRS) weather station is located at Lyndon B. Johnson NHP (#417901, BIRD).  Although it is 60 miles north of the missions, the fuels and weather conditions are generally similar and it meets the park’s needs.  

There is also a weather station located at Stinson Airport, approximately 0.5 miles from Mission San Juan. The park does not currently have arrangements to use data from this station but a cooperative agreement could be worked out if necessary to have more detailed weather conditions than would be possible from the station located at Lyndon B. Johnson NHP.


e)
Staffing Plan

This plan provides management with a sequence of increased staffing and equipment preparedness levels due to escalating fire severity conditions.   It will utilize the Burning Index (BI) computed at the weather station operated by Lyndon B. Johnson NHP.




Staffing Class


Burning Index


Fire Danger





I

                0 – 10


      Low





II

              10 – 18


  Moderate





III


   19 – 36


     High





IV


   37 – 40


  Very High





 V


   41 +



    Extreme



Each level includes the preceding levels actions.


Staffing Level I    BI
0<10


Action:  Routine park operations and staffing levels, maintenance of equipment, and staff training. Initial attack will be initiated by local fire departments with a park staff as resource advisor.


Staffing Level II   BI   11 - 18


Action:
Regularly scheduled patrols and prevention activities.




Staffing level III  BI    19 - 36


Action:
All qualified personnel are fully equipped; at least one FFT2 (or better) is on duty during normal operating hours.  The Texas Interagency Coordination Center is contacted weekly with personnel availability.  NOTE: this level may also be activated if the regional preparedness level III is declared.




Staffing Level IV  BI  37 - 40


Action:
On-duty firefighters have personal protective equipment with them; additional firefighters are available on an as-needed basis.  Firefighters may be placed on duty in the Espada and Rancho de las Cabras areas, with extended workdays for fire personnel at the discretion of management.  Daily updates will be provided to zone dispatch.  This level may be activated if the regional preparedness level IV is declared, or if (3) or more arson ignitions per week are occurring.  Fire prevention messages may be distributed to local media.




Staffing Level  V  BI  >41

Action: Extended patrol hours are initiated for red-carded staff, smoking and open fires may be prohibited, and the superintendent may close areas to the public.  Additional personnel and equipment may be requested from other areas, and engine patrols initiated in the Missions FMU and Rancho de las Cabras FMU.  This level may be activated if regional preparedness level V is declared, or if arson/accidental starts are occurring daily.

3) Pre-attack plan

San Antonio is the ninth largest city in America, and has a fire department typical of a large municipality.  The San Antonio City Fire Department provides full coverage (24 hours a day, 365 days per year) and has structural and wildland fire suppression capabilities (although it doesn’t have a wildland fire management program).  Floresville is a small community with a volunteer fire department.  Response times and amounts will vary between 15 minutes (daytime) to 30 minutes (night); and a single brush truck (Monday to Friday - daytime) to several engines and a tanker (nights and weekends).

The San Antonio Fire Department and Floresville VFD maintain extensive resources, and due to the relatively small staff and acreage managed by the NPS, it is very unlikely that additional support would be needed.  Due to the abundance of water and engine availability, and the damage handlines cause cultural resources, the preferred tactic will be rolling engine attack from established roadways or engine supported hose lays.  A park resource advisor will be assigned to interface with the fire departments command structure.  Park staff will work with the SAFD and the Floresville VFD to educate their departments about cultural resources in the park that could be damaged and ways to minimize that damage.

4) Initial Attack

Fire suppression actions will be taken to minimize resource damage and suppression costs.  Actions will also be commensurate with values at risk and firefighter safety.  All NPS fire personnel will comply with personal qualification and protective equipment standards identified by the NWCG.  If initial attack, begun by NPS firefighters, is unsuccessful (i.e. crosses onto adjacent lands) the appropriate fire depatment (San Antonio FD or Floresville VFD) and Texas Forest Service will be notified, and command transitioned after a situational briefing. The San Antonio and Floresville Fire Departments will respond at a level identified in their own operational guidelines.  San Antonio and Floresville fire department personnel will utilize their issued fire protective gear, and function in positions identified in their qualifications system.  The Chief Ranger should designate a resource advisor to function as a liaison with the fire departments.  The construction of handlines will require case-by-case approval by the superintendent and on-site guidance by a trained archaeologist or their representative.

Local fire departments and the Texas Forest Service have historically suppressed wildland fires on initial attack.  Additional resources are not ordered, camped, rested & recooperated, etc.


Mission FMU

The structures are typically surrounded by adequate fuel breaks and defensible space. A confinement strategy is not practical due to the urban setting. Low-level use of aircraft is not permitted over the Missions FMU due to urban setting and possible conflict with the Stinson Airport traffic pattern.  The appropriate tactic is to utilize direct attack with hose lays from supporting engines to avoid disturbance to archaeological sites. Hydraulic digging should be avoided to prevent disturbance to archeological sites.
Since the park’s inception, there have been few uncontrolled fires in this area of the park.  Most of the boundary is considered urban interface due to adjoining private residences and some commercial structures.  Limited chemical and mechanical fuel treatments have been accomplished. Numerous man made control lines are readily available and there is a municipal water supply (hydrants at each mission) and abundant water in the San Antonio River to support engine operations.

San Antonio River Authority (SARA) and San Antonio Parks and Recreation (SAPR) own land adjacent to the park.  Dialogues have been initiated for cooperative efforts to remove exotic vegetation, restore native vegetation, and acequia upkeep.
Rancho FMU

A confinement strategy is not practical as there is only one natural barrier, the San Antonio River, with brushy fuels potentially allowing a high intensity fire to cross any of the three remaining sides.  Construction of a barrier ahead of the fire could place the firefighters at significant risk, and a ‘burning out’ tactic is not typical of structural fire departments.    

A ‘rolling attack’ with wildland style engines (i.e. brush trucks) from within the black (areas that the fire has passed through) is the appropriate tactic.  Direct attack using hose lays from supporting engines should also be attempted as more equipment arrives.  A foaming agent or surfactant can be used at a low percentage rate (<1%) to reduce water usage, aid penetration, and prevent rekindling.  Hydraulic digging should be avoided to prevent disturbance to archeological sites.  Heavy equipment should be excluded from within the park boundaries.

Aerial delivery of water by either Single-Engine-Air Tanker (SEAT) or helicopter is permitted.  Foaming or surfactant agents are not allowed near the river.  It is unlikely that aerial resources would be available within the time frames of initial attack, and extended attack will put the head of the fire outside the FMU.
Local fire departments and the Texas Forest Service have historically suppressed wildland fires on initial attack.  Additional resources are not ordered, camped, rested & recooperated, etc.  

5) Extended Attack
Extended attack fires will move off NPS lands, and will be suppressed by local fire departments and the Texas Forest Service.  An NPS firefighter will function as resource advisor for the portion of the fire on NPS lands.

The San Antonio Fire Department has sufficient fire equipment and water supply to suppress any wildland fires within the Missions FMU on initial attack.  

The Floresville VFD will be able to suppress most wildfire ignitions at the Rancho FMU if it does not occur during peak burning conditions, or during a drought period.  Fires occurring during Very High or Extreme conditions will quickly move outside the FMU, becoming the responsibility of the Texas Forest Service, and additional resources (dozers and aerial support) will be needed to maintain initial attack.  If nighttime recovery of relative humidity occurs, containment can be expected.  If the fire is expected to burn throughout the night a Type II management team (organized overhead personnel) should be considered by the TFS. The fire departments and TFS have their own planning processes, which includes a Fire Situation Analysis.  NPS staff should assist in preparation of the FSA if active burning continues on NPS land.  

Minimum Impact Suppression Tactics is the policy for all fire management activities on NPS lands.  Most wildland fires can be suppressed with water from a hoselay or rolling attack.  The use of a foaming or surfactant agent is permitted away from any watercourse.  Hydraulic digging with the water stream should be avoided.  Construction of handlines will require consultation with an archeologist.  Cold trailing the fire edge is preferred, with handtools and water used on heavy fuels (i.e. mop up stumps).   All soil disturbances near buried ruins should be avoided.  Heavy equipment can only be used on the boundaries of the Rancho FMU.  

example of a “Delegation of Authority” for Incident Commander


Y14

1/23/99

To:  Files

From:  Superintendent

Subject:  Delegation of Authority for Wildland Fire Management

The goal of this delegation is to expedite those decisions needed at the operations level, while retaining administrator oversight and preserving the ‘checks and balances’ of multi-agency involvement.

Wildland fires within the Missions FMU will require aggressive initial attack due to high-values-at-risk.   The Rancho FMU has fewer urban interface issues, but greater fire behavior potential, allowing for a more calculated suppression response.  Resource damage due to the suppression effort should be considered when selecting tactics.  The NPS will provide a resource advisor to coordinate with the command team.

A Fire Situation Analysis will be completed by the resource management staff, Fire Management Officer, and Incident Commander when initial attack is not successful.  The superintendent will retain initial approval; however, the Daily Review will be delegated to the Chief of Resources Management and Visitor Protection, with regular briefings to the superintendent.  If fire conditions or complexity levels escalate, signature authority will automatically and immediately revert to the superintendent.  If the review process dictates selection of a new management alternative, certification authority will also revert to the Superintendent.

 

Rehabilitation
Management actions allowed under this plan will not result in resource damages requiring significant rehabilitation.  Mitigation actions include removal of suppression equipment (i.e.: hoses) and site cleanup of trash.  Vegetative slash will be chipped or left on-site and tree stumps flush cut.  Surface disturbances (scratch lines, vehicle ruts) will be raked in after inspection by an archaeologist.  Extensive rehabilitation actions (seeding or repair to cultural resources) will require a written plan and approval by the Region BAER coordinator in Denver prior to implementation.

Records and Reports
The status of all wildland fires will be reported daily to the Texas Interagency Coordination Center [TICC] by a faxed ICS-209 form.  It details the statistics [size, equipment, staffing, progress, etc.] and details current activities & potential in a short narrative.  The cluster fire staff can assist in the submittal.

The park establishes an account code using the park Identifier (7600), followed by a unique national accounting code received from TICC (AA##), followed by an activity class (E11 for wildfires, E12 for prescribed burns).  The IMR Fire Budget Analyst should be notified of the park, anticipated resource orders, and account number for cost tracking.  All resources or charges assigned to this incident will use this account number.

A fire report (DI1202) should be initiated in the SACS system, then updated daily.  This can be accomplished by calling the cluster fire program assistant, who will enter the data online.  A paper copy of the fire report [including a narrative & map (GPS data is preferred)] should be completed and entered into the computer system within 10 days of calling the fire out.    Fire reports for prescribed burns, and any escape, must be reported in the DI-1201 format on SACS.  The park will maintain a file that includes the burn plan, fire report, fire narrative, cost, spread maps, observed weather and fire behavior data, fire monitoring data, any operational or injury review, and any other information that is pertinent.  Any significant injury / accident, or escaped fire that has significant impact to adjacent lands, is large in size, or controversial should be reported by phone to the IMR FMO.  The park will also maintain a fire atlas (GIS maps) as a historical record.

All entrapments or burn-overs should be reported immediately to the superintendent, and a review process initiated in  consultation with Regional FMU.  A prelimany report (ICS ###) should be prepared and faxed to the IMR fire office.
C.
Wildland Fire Use  

San Antonio Missions NHP does not have a wildland fire use program.   Due to the Park’s small acreage most fires will move out of the Park before a program could be implemented. All fires will be immediately suppressed.

D.
Prescribed Fire 

1) Planning and Documentation
a)
Annual Activities

The park management team, resource staff, and collaborators will determine if prescribed fire treatments are necessary to restore and maintain a cultural landscape, and manage hazardous fuels, at Rancho de las Cabras.  Projects will be defined, funded, and tracked in the National Fire Plan Operating and Reporting System (NFPORS) and Shared Application Computer System (SACS).  Prescribed burn plans will meet RM-18 guidelines, go through an external review process, and be approved by the superintendent.  Cluster fire monitoring staff will collect first order fire effects and pre/post burn data.  Fire reports, burn narrative, maps, etc., will be submitted within the time frames required by RM-18 (see IV-B-9). If the park does some prescribed burns for hazardous fuels reduction, it will be done in an ecologically sound manner.
b)
Long Term Strategy

Resource management staff will establish annual goals for specific areas and each treatment.  General resource goals for the Rancho FMU are to eliminate Coastal Bermuda grass and other invaders from the grass complex, remove all of the brushy midstory, reduce the overstory by 75%, reduce the existing vegetative cover to less than 2.5 tons/acre (except along the river bottoms where heavy fuels are historically accurate), and prevent invasion of exotic plants from adjacent properties.  


c)
Personnel
The park does not have sufficient wildland fire risk, or fire history, to justify full-time fire positions.  The park will, at a minimum, maintain a collateral duty Fire Management Officer qualified as an advanced firefighter [fft1], and two firefighters [fft2].  The South East Texas Cluster’s Fire Management Officer, stationed at Big Thicket National Preserve, will provide oversight and assistance.  Additional staffing for wildland fire management actions can be requested from Lyndon B. Johnson National Historical Park, Padre Island National Seashore, and other inter-agency partners.


d)

Weather

Prescribed fires will be conducted when Staffing Levels are 1-3, and when no frontal passage or unusual weather event is expected within 24 hours.  Generally, headfire ignition patterns will only be utilized during light winds (<5 mph).  Specific weather and fire behavior parameters are defined in each prescribed burn plan to determine equipment and staffing needs while achieving resource goals. The Rancho FMU has too much variability in topography, fuels, and residual historic use patterns to support a statistically valid series of monitoring plots.  A series of photopoints, and sampling along established transect lines will provide documentation, species occurrence and frequency, and trend information.  


Development of resource management goals for the Rancho is necessary 


before prescriptions can be prepared.



e)
Critique of prescribed burn projects

An After-Action-Review will be conducted on-site, by the burn boss, at the end of each active fire period.  While a group meeting is preferred, specific resources that are leaving the fire early may be debriefed individually.  All participants will be given the opportunity to discuss equipment status, holding and ignition operations, observed fire behavior, safety issues, any remaining control needs, tomorrows operations, personnel issues, and other pertinent items.

f) Reporting and Documentation
The initiation, accomplishment, size, and cost of a fire management action are tracked on the NFPORS web page.  A short description of the treatment and result, as a ‘success story’, is submitted to the Public Information Officer at the National Interagency Fire Center.  Fire reports for prescribed burns follow the same procedures as wildfires, and any escape is entered on the fire report for the prescribed burn, and a separate fire report generated to document the escaped fire.  The park file should include additional monitoring data, and accomplishments.
g) g)  Historic fuel treatment map

This park was established specifically for its history of human development (building and agriculture) for over 250 years. These general patterns of typical activities are known, but no specific records of fire activity. 
h)
Prescribed burn plan 

The cluster fire staff, in consultation with the park, will prepare prescribed burn plans.  A sample of a prescribed burn plan that meets the requirements of RM-18 - chapter 10 is located in Appendix E.

2) Exceeding existing Prescribed Fire Burn Plan

A prescribed fire should be converted to a wildfire if weather conditions or fire behavior exceed prescription parameters, goals are not being met, or an escape occurs.  The burn boss will make that decision based on the cumulative effects of the prescribed burn, chemical suppression, and the values at risk (cultural resources etc.). A Wildland Fire Situation Analysis should be prepared (see RM-18, chapter 9) to guide suppression efforts after initial attack.  If the escaped fire has the potential to cross the boundary, or is on adjacent lands, the Floresville VFD will be notified.  Trigger points are identified in the transition section of the prescribed burn plan.  

3)
Air Quality and Smoke Management  

Missions FMU

The park is in Texas Air Pollution Control District 217, Region XIII, one of the sixteen air quality districts in Texas.  Bexar County is in attainment for all criteria pollutants. The regulatory authority is the TCEQ, Air Quality Division.  Bexar County is one of many counties for which the EPA has revoked the 1-hour national ambient air quality standard for ground-level ozone.  Although the 1-hour standard no longer applies in Bexar County, the new 8-hour standard does apply.  San Antonio is a Class II area as it relates to the Clean Air Act.

The impact of air pollution on the park’s mission structures, masonry, flora and fauna, has not been determined.  An increase in acid rainfall could greatly accelerate the deterioration of the sandstone and limestone rocks and cementing agents used in construction of the missions and related structures.  Outdoor burning is prohibited within the city limits of San Antonio.

Rancho FMU

Areas surrounding the Rancho de las Cabras FMU are sparsely populated rural residences, agricultural lands, a industrial dairy, and the town of Floresville.   Threshold atmospheric conditions are included in prescriptions to assure smoke dispersal.  A computer model (SASEM) will be run prior to each burn to assure that dispersion is at least fair (or better), and that no air quality violations are predicted.  The park will notify the Texas Commission on Environment Quality (Region 9) prior to any burn, and ignition activity will be limited to 0900-1600 hours.
Big Bend National Park, 400 miles west of San Antonio, is the closest Class 1 airshed.  It will not be impacted by any fire activity as the prevailing winds are from the southeast, and the maximum smoke that could be produced off 99 acres would disperse before it reached Big Bend.

The San Antonio metropolitan area experiences ozone alerts, and occasional non-attainment days.  San Antonio is a receptor for long-range transport of pollution from Mexico.  Transport of smoke from agricultural burning in Central America during the spring can trigger health alerts.  San Antonio city regulations do not permit open burning within the city, but may grant exemptions.  Prescribed burns at Rancho de las Cabras (30 miles south) must not put a smoke plume into the city.  Smoke plumes should also be directed away from Floresville (3 miles east) which has schools, hospitals, and the Promised Land Dairy that is 1 mile north on Hwy 97.
E.
Non-Fire Fuel Treatment Applications
Fuel treatments at the Missions FMU are limited to chemical and mechanical actions.  The park developed a mechanical treatment of brush near the acequia in consultation with the San Antonio River Authority (SARA), the San Antonio Water System (SAWS), and the ‘Ditchmaster’.  A contractor treated forty-four acres in FY2003.  Park management staff will annually review the progress of restoration, and submit funding request for additional contracts when appropriate.  The park also completed a educational project (FY2003) on Firewise Landscaping to adjacent homeowners to reduced fuel continuity near structures.  

General management plans for Rancho de las Cabras have been completed, and construction is scheduled for 2009. This information was taken from the Rancho de Las Cabras Cultural Landscape Report, November 1998.  Under “Design Guidelines and Recommendations: Treatment Area 3:  Mesquite Uplands” (p. 5-16) it describes the area as including the “western upland plateau surrounding the rancho compound…once open native grass prairie, has been utilized variously over the years as crop fields and grazing lands.  It has been left fallow for approximately twenty years.  The current vegetative community dominated by mesquite, appears to differ greatly from the open prairie that existed during the Spanish colonial period.”

Goals

· Consider altering the existing upland vegetative community through vegetation management strategies, such as controlled burning, mechanical clearing, or other suitable methods, to reduce mesquite dominance; and

· Allow for minimal development of pedestrian and service circulation systems to provide access to the rancho compound and its environs.

Taking these goals into consideration, treatments can be considered and project funds requested.
1)
Restrictions
Equipment use will not cause soil displacement within the FMU without an EA.

Disruptive actions to nesting birds will be minimized.

Public closures will be considered during the implementation process of any management activity.

2)
Monitoring 
Short term monitoring of brush re-growth and grass recovery will consist of photo-points and line-transect surveys to determine the effectiveness in meeting management objectives.  Long-term monitoring will be planned in conjunction with the IMR Fire Effects Monitoring staff.  Scientifically valid research may require contracted or university level assistance to accomplish.

3)
Critiques
The resource management staff will determine if the initial treatment results meet the resource management goals, and conduct an on-site review with involved park staff and contractors.  The review will include: determining if the scope of work was completed, discussion of any problems or issues, future treatment needs, expansion of the project to other areas, knowledge gained that can be incorporated into future projects, and any cost saving factors.
4)
Accounting
The budget and accounting process of the park will approve and track expenditures.  If NFPORS funds are used a summary will be sent to the IMR Budget Analysis.

5)
Annual project list
The resource management staff will prepare annual project proposals in January, and  coordinate funding input (NFPORS) with the cluster fire staff for funding during the next fiscal year.
F. Emergency Rehabilitation and Restoration

Approximately 30 percent of the Missions FMU has an urban park appearance, with the remainder in fallow historic agricultural fields [labores] that have wildland fuels.   Wildfires will be suppressed with appropriate management response using Minimum-Impact-Suppression-Tactics, so no rehabilitation of control lines is expected.  Removal of charred trees and brush should be considered to maintain the scene, and short-term irrigation used to restore a grass ground cover.

The Rancho FMU has a mowed area around the ruins, but does not have visitor use facilities.  The area is closed to visitation, except for a guided tour scheduled monthly.  Any control lines will be inspected by an archeologist, and will require rehabilitation to restore natural contours.  Park staff should consider piling & burning of charred trees and brush, and short-term irrigation to restore a grass ground cover.

Additional rehabilitation and restoration actions are outside the blanket emergency authorization and will require the development of a plan that will be approved by IMR fire staff.

V.
ORGANIZATIONAL AND BUDGETARY PARAMETERS 

FIRE MANAGEMENT ORGANIZATION AND RESPONSIBILITIES
The purpose of this section is to outline operational procedures and responsibilities necessary for the implementation of a wildfire suppression program.  The Park is currently working on agreements with local volunteer fire departments for mutual aid response on adjacent lands (Appendix E). Prescribed fires will be planned and conducted with the assistance of personnel from Big Thicket National Preserve.

SUPERINTENDENT – Responsible for the overall program direction and periodic assessment.  Has final decision-making authority for fire management operations.  Approves Wildland Fire Situation Analyses, Delegations of Authority, and signs interagency agreements for the park.

The CHIEF DIVISION OF RESOURCE MANAGEMENT AND VISITOR PROTECTION is the designated Fire Management Officer (FMO) for the Park.  The FMO is responsible for management oversight of the program on a daily basis, advising the Superintendent on significant activities, recommends policy and procedural changes as they relate to wildland fire program.  Serves as the chair of the fire management committee, directs all fire management and fuel reduction activities within the park, and functions as technical advisor.

The CHIEF OF PROFESSIONAL SERVICES provides liaison between the Division of Professional Services and the Fire Management Officer.  Serves as primary resource for historic landscape maintenance, and is a member of the fire management committee.

The CHIEF RANGER coordinates fieldwork of mechanical and chemical fuel reduction projects. If a major unplanned ignition occurs, the Chief Ranger will prioritize suppression responses.  

The CHIEF OF INTERPRETATION functions as the parks Public Information Officer.

The FMO, Big Thicket National Preserve, provides technical fire assistance and fire program guidance when needed, and is liaison between the Park, Region, and the Washington Office.

The FIRE MANAGEMENT COMMITTEE (established by the superintendent) supports management objectives by promoting and integrating the fire management program with other park programs. The committee reviews planned ignitions and manual reduction projects, assigns project priorities, assures park resources availability, and reviews completed projects for compliance with management objectives.  During regional or national mobilizations, the committee the  will determine resource availability (subject to visitor and resource protection needs), and coordinate activity with the Texas Interagency Coordination Center.  The committee is responsible for the annual review and updating of this fire management plan.

A. FIREPRO Funding
Park staff will develop projects in consultation with the cluster FMO and fire ecologist.  The projects will be entered into NFPORS for funding, with the cluster FMO functioning as the project’s advocate during the budget process.
B. Organizational structure

All fire responsibilities are collateral duty for park staff.

C. Certifying fire use   

Fire use is not part of the fire management program at San Antonio Missions.

D. Interagency coordination
The park cooperatively interfaces with several local, state and federal entities such as San Antonio River Authority (SARA), San Antonio Water System (SAWS), Texas Commission on Environmental Quality (TCEQ), Texas Forest Service, Texas Interagency Coordination Center, Texas Parks & Wildlife, US Fish and Wildlife Service, and the City of San Antonio.

E. Key interagency contacts  

Dispatch availability



Texas Interagency Coordination Center

Fire status, project numbers


“


“

Initial Attack at Missions FMU

San Antonio Fire Department


          at Rancho FMU
Floresville 
Volunteer Fire Department

Extended Attack



Texas Forest Service

F. Agreements
The park intends to develop cooperative agreements with the San Antonio Fire Department and Floresville Volunteer Fire Department.

A draft interagency agreement between the US Forest Service, National Park Service, US Fish and Wildlife Service, Texas Nature Conservancy, is expected to be signed in 2004.
VI.
MONITORING AND EVALUATION
Short term monitoring will consist of site inventories of planned ignitions or manual fuel reduction projects to determine the effectiveness in meeting management goals.  Monitoring will be planned and conducted in conjunction with protocols established by the IMR Fire Effects Monitoring staff.  Longer-term research needs are defined in the park's Resource Management Plan.  These include developing a fire history for the park, and developing a comprehensive fauna inventory.  These actions are beyond the ability of the park and will require regional or university level assistance to accomplish.
VII.
FIRE RESEARCH 

No fire research has occurred.  The park will pursue a fire history project to research San Antonio Fire Department records to determine fire information and develop a GIS map.

VIII.
PUBLIC SAFETY 

The State of Texas and the City of San Antonio are currently working on a Mission Trails project to link the San Antonio River and the historic missions, city parks, and neighborhoods along its banks. The project includes street modifications, additions to the hike and bike trail system, public art, and increased city services.

The City of San Antonio owns and operates Stinson Airport, which is just west of Mission San Juan.  Stinson is located on 300 acres of land bordered by Mission Road, Roosevelt Avenue, 99th Street and Ashley Road.  The airport serves as a reliever for San Antonio International Airport, accommodating small-to-mid size propeller and jet-powered aircraft.  The city is also proposing new facilities and increased usage of Stinson Airport.

Appropriate and compatible land uses within the park vary in relationship to existing land use, development patterns, cultural uses, and significant resource needs.  It is an important precept of the area that private use of the historic structures for religious and community purposes continues.  Although the historic farmlands (labores) connected with the missions are generally not being actively cultivated, agricultural uses associated with them are viewed as compatible.

Intense development of adjacent lands could have adverse impacts on the historic scene, visitor experience, and potential Federal or State Listed plants and animals. Brooks Air Force Base is monitoring a TCE plume and has initiated a cleanup of the contamination with oversight from the Texas Commission on Environment Quality (TCEQ, formerly TNRCC).

Mitigation of safety issues
The park will work closely with adjacent landowners to develop defensible boundaries, and limit the spread of wildland fires that threaten homes and businesses.

Planned ignitions will be scheduled in advance and neighbors notified prior to ignition.  Commissioned rangers will be present during the burn(s) in order to direct traffic and control access to the site.

 Safety is the top priority of any fire at San Antonio Missions.  During any wildland fire activity access by public will be restricted, and tours of the Rancho may either be cancelled or rerouted.   

Evacuation/Closure procedures

Mission FMU

Closure and evacuation of areas at risk will be implemented immediately upon notification of a wildfire. Evacuation of visitors will be the responsibility of the protection division with assistance from other divisions as required. The area will remain closed until the fire is extinguished. Due to the nature of the fuels and size of the missions, closures and evacuations will normally be of short duration. Routine operations should continue within hours. Maps of the roads and trails are included in Appendix I.

Rancho FMU
Closure of the area in the immediate vicinity of the fire will be determined by the IC or Burn Boss based upon wind speed and direction, smoke density, flame length, rate of spread, etc.   Protection rangers will ensure that visitors and non-essential personnel are evacuated from the area.

IX.
PUBLIC INFORMATION AND EDUCATION 

The majority of ignitions in and around the park result from the careless use of fire during recreational activities. The park will incorporate fire prevention material into the school outreach program. Wildland fire related messages will be added to San Antonio Fire Department’s prevention and education program.  The use of agricultural burning is well understood locally, which provides a good base of support for using fire to manage cultural scenes.  While fire’s role in the mission era is not well documented it clearly had an impact.  As brush reduction projects establishes grasses typical of the Spanish colonial period, displays will be added and incorporated into interpretive documents and programs.

If and when prescribed burning is begun at the Rancho FMU, the public will be made aware of the plan through public meetings and mailings to those land owners near the Rancho. All prescribed burns would be coordinated with the Floresville VFD and timing would also  be coordinated with the Texas Forest Service.

The Texas Forest Service is the principal wildland fire suppression agency, and has fire weather and predictive services staff that provide fire danger warnings to local city and county officials.  When Very High or Extreme fire danger levels are declared, the county judge restricts outdoor burning and a red ‘Burning Ban’ flag is flown from all Post Offices and City Halls.  The TFS also has public information officers that interact with local media. 

X.
PROTECTION OF SENSITIVE RESOURCES 

Special protection for Archeological/Cultural/Historic 

Natural and cultural resources will be protected from the adverse effects of unwanted fire and fire management activities.  Flame passage poses little risk to buried archeological sites, but they are vulnerable to disturbance by scraping firelines or heavy equipment.  During all suppression activities, minimum impact suppression tactics [MIST] will be incorporated to the greatest extent feasible, and appropriate, employing methods least damaging to park resources for the situation.  An EA will be developed if heavy equipment is to be used for post fire rehabilitation.  The missions, kilns, and associated buildings are constructed of stone and have exposed wooden beams.  High intensity fires may cause spalling, discoloration, and deterioration of the mortar.   

Special treatment for natural resources
While there is potential to see threatened or endangered species in the park, there have been no sightings or nesting locations that would require special treatment.  The acequias (water ditches) have elevated banks in some areas that should not be disturbed.  The lawns around the missions are well maintained and provide adequate defensible space.  Mechanical reduction of non-native vegetation around the kilns will reduce fire risk.

XI.   FIRE CRITIQUES AND ANNUAL PLAN REVIEW 

IMR fire staff may conduct a fire program review on a 3 to 5 year cycle, or audit specific projects as needed.  The park superintendent may also request or conduct a review. All entrapments, deployments, other serious incidents, or potentially serious incidents will be immediately investigated.  Reviews will be conducted so as to provide constructive critiques not as a faultfinding process.
The Fire Management Officer will review the Fire Management Plan annually, and submit changes for the superintendent's approval and signature. Copies of the annual update/revisions will be sent to the Regional Fire Management Officer.
Fire management staff will conduct an annual Fire Readiness Review utilizing the Interagency Fire Readiness Review Guide adapted for the preserves specific needs.  Participation by interagency partners will be requested.

Each wildland fire will have an ‘After Action Review’ conducted by the Incident Commander or Burn Boss, with recommendations added to the fire record.  A formal critique of fires greater than 10 acres will be ‘chaired’ by the FMO, and documented in fire file.  

Fire Reviews will be conducted in accordance with RM18: 


Purpose of reviews:

· Examine progress of ongoing fires

· Identify new or improved techniques or tactics.

· Compile consistent and complete information to improve or refine park fire management programs and to ensure cost effectiveness of the program.

· Examine unusual fire related incidents

Hotline Reviews: Examine the progress of ongoing fire incident. Conducted by the Fire Management Officer or Superintendents designee with the Incident Commander. Provides for conformation of decisions made daily in the Wildland Fire Situation Analysis or determines faulty decision process and provides corrective action.

Park-level Reviews: The Superintendent or designated representative, the FMO plus other qualified personnel appointed by the Superintendent make up the review board.  Provides the Superintendent with information to recognize commendable actions and to take corrective actions. A report generated from this review is forwarded to the Regional FMO.

Entrapment and Fire Shelter Deployment Review: Any entrapment or deployment will be reviewed as soon as possible after the incident and a report will be made to the Regional FMO.
XII.
CONSULTATION AND COORDINATION 

      
Dave McHugh, FMO, Big Thicket N PRES

Susan Snow, Archeologist, San Antonio Missions NHP

Greg Mitchell, Biologist, San Antonio Missions NHP


James B. Oliver, Landscape Architect, San Antonio Missions NHP

Dan Steed, Chief Ranger, San Antonio Mission NHP
Elizabeth Dupree, Chief of Interpretation, San Antonio Missions NHP
David Vekasy, Facility Manager, San Antonio Missions NHP
Rosalind Rock
, Historian, San Antonio Missions NHP
Mike Johnson, Architect , San Antonio Missions NHP
Rich Arias, Special Projects Officer, San Antonio Missions NHP

Drew Gilmour, Law Enforcement Ranger/Fire Mgmt, Lyndon B. Johnson NHP

Mark A. Peterson, Texas Forest Service

Mike Duran, The Nature Conservancy

Cindy Wirz, Congressman Ciro D. Rodriguez

Roland Hinojosa, City Public Service

Tim O’Krongley, City of San Antonio – Stinson Airport

Dale Bransford, San Antonio River Authority

David Lugo, San Antonio Water System 

David Ribble, Biologist, Trinity University

Monsignor Balthasar Janacek, Old Spanish Missions/Archdiocese
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