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1 — Module Summary

This module is different from the others in the FireArc series. It is not primarily about fire science — it is about
decision-making and institutional behaviour. Specifically, why good information so often fails to produce
coordinated action in wildfire preparedness, and what can be done about it. The argument draws on a pattern
that has appeared in every major technology transition: the chasm between technical knowledge and broad
adoption. Wildfire mitigation is sitting in that same gap right now. The science is sophisticated. The tools exist.
The missing layer is translation.

THE CORE PROBLEM: THREE COMPOUNDING FAILURES

Fragmented Risk Wildfire risk is distributed across fire services, planning, infrastructure, emergency
Ownership management, and the perimeter beyond the municipal boundary — often with no
clear owner. Coordination requires constant translation between perspectives.

Scope Distortion Two decades of Home Ignition Zone messaging has made wildfire look like an
individual property problem rather than a landscape-scale system. Communities
under-invest at the perimeter because they can't see the 10 km exposure envelope.

Translation Failure Technical exposure intelligence — even excellent intelligence — informs experts. It
does not automatically produce coordinated action across the full range of decision-
makers who need to act on it. The sequencing isn't visible. The priorities aren't
clear.

WHAT SMARTMOAT DOES — FOUR FUNCTIONS

Organizes exposure into a shared spatial picture Anyone at the planning table can engage — not just
fire specialists

Sequences risk by order of operations Budget and planning conversations become tractable
— immediate vs. phased vs. residual

Creates a common vocabulary Conversations become coordination rather than
translation between mental models

Connects individual action to landscape strategy Residents understand why their home hardening

connects to the 10 km scale — community-level action
becomes possible
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BEFORE AND AFTER SMARTMOAT

Mitigation work is scattered — not sequenced to Work concentrates on dominant approach corridors

exposure geometry first

Budget spread evenly across all directions Investment tied to spatially defensible, high-
consequence cells

Council makes decisions from technical reports Council sees a shared visual frame — and can support

they can't fully interpret what they can see

Evacuation planning assumes route availability Routes assessed against actual fire approach
geometry

Funding proposals lack spatial evidence Proposals tied to specific, located, defensible priorities

KEY PRINCIPLE

The science exists. The tools exist. The missing layer is shared comprehension. SmartMoat is that
layer.

2 — Key Terms

SmartMoat FireArc's structuring construct for translating exposure intelligence into
coordinated municipal action. Not a software product or report — a framework
that organizes risk into a shared spatial picture that all stakeholders can
engage with.

The Chasm The gap between having good information and acting on it. A pattern that
appears in every major transition: technical knowledge exists, but adoption lags
until someone builds a translation layer that makes the value accessible to
non-experts.

Translation Failure The condition in which accurate, sophisticated wildfire intelligence fails to
produce coordinated action because it is not organized in a way that makes the
next decision obvious to the full range of decision-makers.

Scope Distortion The narrowing of perceived problem scale caused by two decades of Home
Ignition Zone messaging. Communities come to see wildfire as an individual
property problem rather than a 10 km landscape-scale system requiring
coordinated institutional response.

Structuring Construct SmartMoat's category — not a product, platform, or report, but a framework
that organizes existing intelligence into a sequence that decision-makers can
act on.

Fragmented Risk Ownership The condition in which wildfire risk is distributed across multiple departments
and jurisdictions, with no single owner of the full picture. Produces constant
translation burden and coordination gaps, particularly at the perimeter beyond
municipal boundaries.
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Spatially Defensible Evidence Risk intelligence tied to specific locations, directions, and consequences —
enabling funding proposals and planning decisions to be justified on the basis
of where risk concentrates and why, rather than general risk assertions.

Order of Operations SmartMoat's sequencing output: which areas warrant immediate action, which
can be addressed in a second phase, and which represent residual risk that
can be acknowledged and managed rather than eliminated.

Exposure Envelope The 10 km zone surrounding a community within which fire conditions most
directly determine whether a wildfire becomes a community-level event. The
full scale of the problem that scope distortion causes communities to
underestimate.

Coordinated Orientation The state SmartMoat is designed to achieve: all stakeholders — fire services,
emergency management, planning, council, public — working from the same
spatial picture with the same priorities in the same sequence.

3 — Discussion Questions

Questions progress from comprehension through application to systemic challenge. This module is
specifically designed for municipal leadership — the Challenge tier questions are intended to be
uncomfortable in the best sense.

UNDERSTAND — CONFIRM THE CONCEPTS

1 The module uses the early personal computing industry as an analogy for wildfire mitigation's
current adoption gap. What specifically is being compared — and where does the analogy
hold most precisely? Where might it break down?

2 The module distinguishes between a science failure and a translation failure. In your own
words, what is that distinction — and why does it matter for how communities should respond
to the problem?

3 Scope distortion is described as an unintended consequence of two decades of excellent
Home Ignition Zone messaging. How does a correct, well-intentioned communication
campaign produce a distorted understanding of scale — and what does that tell us about how
we frame risk going forward?

APPLY — CONNECT TO YOUR COMMUNITY

4 The module describes three problems municipal leaders face: fragmented risk ownership,
abstract risk in concrete budget conversations, and decisions without clear sequence. Which
of these three is most acute in your community right now — and what evidence would you
point to?
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5 Think about the last significant wildfire planning conversation your team had. Were you all
looking at the same picture? If not — what were the different pictures people were working
from, and what did that cost in terms of time, clarity, or decision quality?

6 SmartMoat is described as giving councils the ability to see risk in a way that makes it
supportable. In your experience, what is the relationship between a council's ability to visualize
a risk and their willingness to fund action on it? Is that a fair characterization of how municipal
decision-making works?

7 The module argues that sequencing — not volume — is what determines whether mitigation
work reduces your most significant exposure or just moves it around. If that's true, who in your
current structure is responsible for sequencing? Is there a person, a process, or a framework
that currently owns that function — or is it effectively unowned?

8 SmartMoat is positioned as a layer that sits between insight and action — it doesn't generate
the science and it doesn't execute the mitigation. It translates. In a resource-constrained
environment, how do you make the case that a translation layer is worth investing in, rather
than directing all available resources toward direct mitigation work?

9 The module closes with a question: 'When your team last sat down to talk about wildfire risk —
were you all looking at the same picture?' Assume the honest answer for most communities is
no. What are the structural reasons for that — governance design, information architecture,
professional culture, budget silos — and which of those is most within a municipal leader's
power to change?

4 — Community Self-Assessment

This diagnostic is designed for municipal leaders specifically. There are no wrong answers — only honest
ones. Consider completing it individually before sharing with your team, then compare responses.

Our wildfire risk planning involves all relevant departments O O O O
— fire services, planning, infrastructure, emergency

management — working from a shared spatial picture rather

than separate mental models.

We can clearly articulate, in a budget meeting, which O O O O
specific locations in our exposure envelope represent the
highest-priority investment areas — and why.

Our current mitigation work is sequenced to our actual O O O O
exposure geometry — we are addressing our highest-
consequence approach corridors first.
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Our council members can describe, in general terms, where O O O O
wildfire is most likely to approach our community from —
without relying on technical staff to interpret it for them.

We have a shared vocabulary for discussing wildfire risk | | O O
across departments — the same names for the same
places, used consistently in every meeting.

Our most recent wildfire-related funding proposal was tied to 0 0 0 0
specific, spatially located priorities rather than general risk

assertions.

We have a clear owner — a person or process — O O O O

responsible for sequencing our wildfire mitigation
investments in order of exposure priority.

Reflection: Of the three problems the module identifies — fragmented risk ownership, abstract
risk in budget conversations, and decisions without clear sequence — which one, if resolved
in the next 12 months, would have the greatest positive effect on your community's wildfire
resilience? What would resolving it require?

5 — One Thing To Do This Week

Three actions requiring no budget, no approval, and no technical expertise — just intention and attention.

Action
1

Action
2

Action

List every department or role in your community that touches wildfire risk in some way —
fire services, planning, emergency management, infrastructure, communications, council.
Then ask: do all of these people currently have access to the same spatial picture of that
risk? The gaps in your answer are a map of your fragmented ownership problem.

Look at your most recent wildfire-related funding proposal or budget request. Ask yourself
honestly: does it tie investment to specific, located, high-priority areas — or does it make a
general case for increased spending on wildfire? The answer tells you whether you have
spatially defensible evidence or just a good argument.

Find a one-on-one conversation this week with a council member who is not deeply
engaged on wildfire risk. Don't brief them — ask them a question instead: 'Which direction
do you think our biggest wildfire threat comes from?' Listen carefully. Their answer —
confident or uncertain, right or wrong — will tell you exactly how much translation work
remains to be done.
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