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1. Purpose

a. The purpose of this policy is to identify the standard guidelines to be employed in establishing Command and all the components of the Incident Command System. 

2. Scope

a. In order to effectively manage personnel and resources, and to provide for the safety and welfare of personnel, we will always operate within the Incident Command System (ICS) at the incident scene.  

3. Policy - Command procedures are designed to offer a practical framework for emergency operations and to effectively integrate the efforts of all employees, officers and companies.  This will facilitate an organization and orderly tactical operation and a more effective effort.

a. Command Responsibility - The Incident Commander (IC) is responsible for the completion of the tactical objectives.  
i. The tactical objective listed in order of priority are:

1. Provide for the safety, accountability and welfare of fire personnel.

2. Remove endangered occupants and treat the injured.

3. Stabilize the incident and provide for life safety.

4. Conserve Property.

ii. The ICS is used to facilitate the completion of the tactical objectives.

iii. The IC is the person who drives the command system towards the end.

iv. The IC is responsible for building a command structure that matches the organizational needs of the incident to achieve the completion of the tactical objective for the incident.

v. The functions of command define standard activities that are performed by the IC to achieve the tactical objective.

b. Functions of Command - The functions of command include:

i. Assume and announce Command and establish an effective operating position (Command Post).

ii. Rapidly evaluate the situation (size up).

iii. Initiate, maintain and control the communication process.

iv. Identify the overall strategy, develop an incident management plan, and assign companies and personnel consistent with plans and standard operating procedures/guidelines.

v. Develop and effective Incident Command organization.

vi. Review, evaluate, and revise (as needed) the incident management plan.

vii. Provide for the continuity, transfer and termination of Command.

viii. As Command is transferred, so is the responsibility for these functions.  The first five (5) functions must be addressed immediately from the initial assumption of Command.

c. Establishing Command

i. The first fire department member or unit to arrive at the scene of a multiple response shall assume command of the incident.  

ii. The initial IC shall remain in Command until Command is transferred or the incident is stabilized and Command is terminated.

iii. The first arriving fire department unit initiates the command process by giving an initial radio report.  The radio report shall include:

1. unit designation of the unit arriving on the scene

2. a brief description of the incident situation (i.e., building size, occupancy, etc.),

3. obvious conditions (i.e., working fire, smoke showing, multiple patients, etc.),

4. brief description of action taken,

5. declaration of strategy (offensive or defensive),

6. any obvious safety concerns,

7. assumption and identification of Command,

8. assume and announce accountability location.

9. Example:  “Engine 101 is on the scene of a large two story school with a working fire on the second floor.  E-101 in the offensive mode, laying a supply lines and going in with a horizontal stand-pipe to the second floor for search and rescue, and fire attack. E-101 will be Chestnut [Blvd.] Command and West side accountability.”

d. Radio Designation 

i. The radio designation “COMMAND” will be used along with the geographical location of the incident (i.e. Chestnut Command).  This designation will not change throughout the duration of the incident.  The designation of “Command” will remain with the officer currently in command of the incident throughout the event.

e. Command Options 

i. The responsibility of the first arriving unit or member to assume Command of the incident present several options, depending on the situation.  Those options are:

1. Nothing Showing (Investigation Mode) - These situations generally require investigation by the initial arriving company while other units remain in level one staging.  The Officer should go with the company to investigate while utilizing a portable radio to command the incident.

2. Fast Attack (Mobile Command Mode) - These situations require immediate action to stabilize and requires the Company Officer’s assistance and direct involvement in the attack.  In these situations the Company Officer goes with the crew to provide the appropriate level of supervision.  Where fast intervention is critical, utilization of the portable radio will permit the Company Officer’s involvement in the attack without neglecting command responsibilities.  The Fast Attack Command Mode should not last more than a few minutes and will end with one of the following:

a. Situation is stabilized.

b. Situation is not stabilized and the Company Officer must withdraw to the exterior and establish a Command Post.

c. Command is transferred to another Company or Command Officer.

3. Command Mode (Stationary Command Post) - Certain incidents, by virtue of their size, complexity or potential for rapid expansion, require immediate strong, direct, overall Command.  In such cases, the Company Officer will initially assume an exterior safe and effective command position and maintain that position until relieved by a Chief Officer.  The tactical worksheet shall be utilized to assist in managing these type of incidents.

f. Transfer of Command - Command is transferred to improve the quality of the Command organization.  When Command is transferred it should trigger upgrades in the Command structure.  In certain situations, it may be advantageous for the first arriving IC to transfer Command to the next Company ON THE SCENE.  This is indicated when the initial commitment of the first arriving Company requires a full crew and another Company or Command Officer is on the scene.  

i. When a Chief Officer arrives at the scene at the same time as the initial arriving Company, the Chief Officer should assume Command of the incident.

ii. The following guidelines outline the transfer of Command.

1. The first fire department member arriving on the scene will automatically assume Command.  

2. The first arriving Company Officer will assume Command after the transfer of Command procedures have been completed (assuming an equal or higher ranking officer has not already assumed Command).

3. The first arriving Command Officer should assume Command of the incident following Transfer of Command procedures.

4. The second arriving Command Officer should report to the Command Post, to assume the Support or Safety Officer position.  The first arriving Chief Officer should report to the Command Post and assume the roll of Senior Advisor (overall Incident Commander).

5. Assumption of Command is discretionary for Assistant Chiefs and the Fire Chief.

g. “Passing Command” to a unit that is not on the scene creates a gap in the Command process and compromises incident management.  To prevent this gap, Command shall not be transferred to an Officer who is not on the scene.

i. Should a situation occur where a later arriving Company or Command Officer cannot locate or communicate with Command, they will assume and announce their assumption of Command and initiate whatever actions are necessary to confirm the safety of the missing crew.

ii. The Transfer of Command of Command will be regulated by the following procedures:

1. The Officer assuming Command will communicate with the person being relieved by radio or face to face.  Face to face is the preferred method to transfer Command.

2. The person being relieved will brief the Officer assuming Command indicating at least the following:

a. General Situation Status:

b. Incident conditions,

c. Incident management plan,

d. Completion of the Tactical Objectives, and

e. Safety Consideration.

f. Deployment and assignments of operating companies and personnel.

g. Appraisals of need for additional resources.

iii. The person being relieved of Command should review that tactical worksheet with the Officer assuming Command.  This sheet provides the most effective framework for Command transfer as it outlines the location and status of personnel and resources in a standard form that should be well-known to all employees.

iv. The arrival of a ranking Officer on the incident does not mean that Command has been automatically transferred to that Officer.  Command is only transferred when the outlined Transfer of Command process has been completed.

v. The person being relieved of Command will be assigned to the best advantage by the Officer assuming Command.

vi. The ranking Officer may elect to have the subordinate continue the role of IC.  

h. Support Staff - As the incident grows into and past the requirements of a first alarm assignment, the IC can become overloaded and overwhelmed with information management, assigning Companies, filling out and updating tactical worksheets, planning, forecasting, calling for additional resources, talking on the radio and fulfilling all the other functions of Command.  The immediate need of Command at this point is Support (Support Officer and Senior Advisor).   

i. Roles and Responsibilities of the Support Officer.

1. Define, evaluate and recommend changes to the plan

2. Provide direction relating to tactical priorities, specific critical fire ground factors and safety.

3. Evaluate the need for additional resources.

4. Assign logistics responsibilities.

5. Assist with the tactical worksheet for control and accountability.

6. Evaluate the fire ground organization and span of control

7. Other duties as necessary

ii. Roles and Responsibilities of the Senior Advisor

1. Review and evaluate the plan, and initiate any needed change.

2. Provide on-going review of the overall incident.

3. Review the organization structure, initiate change or expansion to meet incident needs.

4. Initiate Section and Branch functions as required.

5. Provide a liaison with other department, city agencies and officials, property tenants or owners.

6. Other duties as necessary.

iii. In order to maintain continuity and overall effectiveness, the Senior Advisor and Support Officer must be in the Command Post with the IC.

i. Command Structure - It is the responsibility of Command to develop and organizational structure, using standard operating procedures, to effectively manage the incident scene.  

i. The development of the organizational structure should begin with deployment of the first arriving fire department unit and continue through a number of phases, depending on the size and complexity of the incident.  The Command organization must develop at a pace, which stays ahead of the tactical deployment of personnel and resources.  

ii. In order for the IC to manage the incident, he/she must first be able to direct, control, and track the position and function of all operating Companies.  Building a Command organization is the best support mechanism the IC can utilize to achieve the harmonious balance between managing personnel and incident needs.  

iii. The IC should have more people working than commanding.  The term: to many Chief’s and not enough Indians identifies this problem.

iv. The basic configuration of Command includes three levels.

1. Strategic Level - This involves the overall Command of the Incident.  The Command Team is responsible for the strategic level of the command structure.  The Strategic Level responsibilities include:

a. Determining the appropriate strategy: Offensive or Defensive.

b. Establishing a strategic plan for the incident.

c. Setting priorities.

d. Obtaining and allocating resources.

e. Predicting outcomes and planning.

f. Assigning specific objective to tactical level units.

2. Tactical Level - Directs activities toward specific objectives.  Tactical Level Officers include Group Supervisors, who are in charge of grouped resources.  Tactical Level Officers (Group Supervisor) are responsible for specific geographic areas or functions, and supervising personnel assigned to the sector.  The accumulated achievements of Tactical Objective should accomplish the Strategic Level Goals.

3. Task Level - Task objective refers to those activities normally accomplished by individual companies or specific personnel.  The task level is where the work is done.  Task level activities are routinely supervised by Company Officers.  The accumulated achievements of Task Level activities should accomplish Tactical Objectives.

v. The most basic Command structure combines all three levels of the Command structure.  The Company Officer on a single Engine response to a dumpster fire determines the strategy and tactics, and supervises the crew doing the task.

COMMAND (E-101)

Strategy - Company Officer: Put the Fire Out, confining it to the room!

Tactical - Company Officer: Use a 1-1/2” Attack Hose and Extinguish the Fire

Task - Company Officer: “Firefighter William and Stanley; don a SCBA and extinguish the fire”.

vi. The basic structure for a “routine” incident, involving a small number of Companies (i.e. house fire), requires only two levels of the Command structure.  The role of Command combines the strategic and tactical levels.  Companies report directly to Command and operate at the Task Level.
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Strategy -
E-1 Company Officer - Rescue, Fire Attack and Loss Control

Tactical - 
Engine 1:  “Need you for Rescue and Fire Attack”

Engine 2:  “Need you to secure utilities and check for fire extension”

Ladder 1:  Need you for Ventilation and for Loss Control

Tasks - Crews doing the work to accomplish Tactical Objectives.

j. Establishing Group/Division Supervisors - When the emergency situations exceeds the capability of one Officer to effectively manage the entire operation, the IC should group companies to work in one group, called Groups/Division.  

i. Groups and Divisions reduce the span of control to more manageable smaller sized units.  

ii. Groups and Divisions allow the IC to communicate principally with Group/Division Supervisors, rather than multiple, individual Company Officers, thus providing an effective Command structure and incident scene organization.  

iii. This early establishment of Groups and Divisions provides an effective Incident Command organization framework on which the operation can be built and expanded. As Groups and Divisions are implemented, Command continues to operate at the strategic level, determining the overall strategy to deal with the incident.  

iv. Basic Incident Command Organization with Groups and Divisions.
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v. As operations expand in complexity and size, and as additional Chief Officers become available, the IC should assign them to relieve Company Officers and assume Group/Division responsibilities.

vi. When effective Groups/Divisions have been established, the IC can concentrate on overall strategy and resource allocation, allowing the Group/Division Supervisor to manage their assigned units.

vii. Groups/Divisions reduce the overall amount of radio communication.  Most of the routine communications within a a Group/Division should be conducted in a face-to-face manner between Company Officers and their Group/Division Supervisors.  This process reduces unnecessary radio traffic and increases the ability to transmit critical radio communications.

viii. The safety of firefighting personnel represents the major reason for establishing Groups/Divisions.

ix. When established a Group/Division, the IC will assign each Group/Division Supervisor:

1. tactical objectives (check for extension, loss control, etc.)

2. a radio designation (i.e., Roof Group, East Division, etc.)

3. the identity of resources assigned to the group (i.e. Engine 101, Engine 102 and Ladder 202).

x. Group/Division Supervisors will use the group designation in radio communications (i.e. North Division to Command).  Functional Groups will be identified by the function (Loss Control Group, Safety Group or Ventilation Group, etc.).

xi. In multiple story occupancies, Divisions will be indicated by floor numbers (Division 15 indicates 15th floor).

xii. Regular Transfer of Command procedures will be followed in transferring Group/Division responsibilities.

k. Group/Division Supervisor Responsibilities - The Group/Division Supervisor, must be in a position to directly supervise and monitor operations.  This will require the Group/Division Supervisor to be equipped with the appropriate protective clothing and equipment for his/her area of responsibility.

i. Group/Division Supervisors will be responsible for and in control of all assigned functions within their group or division.  This requires each Group/Division Supervisor to:

1. complete objective assigned by Command,

2. account for all assigned personnel,

3. ensure that operations are conducted safely,

4. monitor work progress,

5. redirect activities as necessary,

6. monitor welfare of their personnel,

7. request additional resources as needed,

8. provide Command with essential and frequent progress reports, and

9. re-allocate resources within the group or division.

ii. The Group/Division Supervisor should be readily identifiable and maintain a visible position as much as possible.

iii. Group/Division Supervisors will insure an orderly and thorough reassignment of crews to Rehab Sector.

l. Branch Officers - As the incident organization grows in complexity, and the span of control with Groups/Divisions are maximized, the IC may implement and additional intermediate level positions – the Branch - within the Command Organization.  

i. The Branch Level of the organization is designed to provide COORDINATION between the Groups/Divisions and Command.  

ii. Branch Directors supervise and manage a number of Group/Division Supervisors, and report to the Incident Commander.

iii. Branch Directors should be utilized at incidents where the span of control with Group/Division are maximized, incident involving two or more distinctive different major management components.
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iv. Branch Directors will normally be utilized at very large-scale incidents that involve two or more major components.  The following types of incidents are examples where Branch Officers should be utilized:

1. Hazardous Materials incident that requires a major evacuation.

2. Large scale incident spread over a wide geographic area.

3. An incident with mass casualties and a significant hazard (i.e., plan crash)

4. Any incident where the number of Groups exceed the span of control.

v. Branch Directors should operate on separate radio channels if possible.  

vi. The radio designation of Branch Directors should reflect the function or geographic area of Branch (i.e., Fire Control Branch, Medical Branch, West Branch, etc.).

vii. When Command implements a Branch, the Group Supervisors should be notified by Command of their new supervisor.   This information should include:

1. What Branch the Group/Division is now assigned to.

2. The radio channel the Branch is operating on.

viii. Reserved

m. Communication and Radio Channel - Branch Directors should operate on separate radio channels if possible.  Depending on the situation, Branch Directors may be located at the Command Post or at a remote location.  When located at the Command Post, Branch Directors can communicate on a face-to-face basis with the IC and/or the Operations Officer.

i. When Branch Directors have been established, radio communications should then be directed from the Group Supervisors to the Branch Director instead of Command.

n. Reserved
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