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This Command College Independent Study Project is a FUTURES study on a particular 
emerging issue in law enforcement. Its purpose is NOT to predict the future~ but rather to 
project; a number of possible scenarios for strategic planning consideration. 

Studying the Mure differs from studying the past because the future has not yet hap­
pened. In this project, useful attematives have been formulated systematlcaUy so that the 
planner can respond to a range of possible future environments. 

Managing the Mure means influencing the future - creating it, constraining it, adapting to 
it. A futures study points the way . 
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EXECUT I VE Sl.J11ARY 

TECHNOLOGY TRANSFER - LAW ENFORCEMENT APPLICATION OF THE 
INCIDENT COHHAND SYSTEM 

There ~xists in the law enTorcement community a critical 
need for an uall-risK a management system capable oT deal ing 
effectively wi th those si tuations that create demands over 
and above those required in dealing with "normal a "day-to-day 
op era t i on s • 

This need projects into the immediate and long-~ange future. 
The predictions of an earthquaKe of considerable magnitude, 
the thre~"t of volcanic activity, the increased risks of 
major incidents involving hazardous materials, 
ever-increasing air traffic over and around urban areas, the 
potential for terrorist activity to extend to the United 
States, the heavy utilization of recreational areas with the 
attendant search and ~escue imp1 ications: these facto~s, and 
more f te 11 us tha t 1 aw enforcemen t and all i ed pub1 i c 
service agencies will increasingly be called upon to plan 
for, and manage, major incidents that pose extreme threat to 
1 i fe and property • 

There exists wi thin the fire services, a t.chnology - the 
Incident Command System (I.e.S.), that has provided an 
effective means of managing cri tical incidents of varing 
size, complexity, and mul ti-agency involvement. The System, 
tried and proven through years of use and refinement, has 
much to offer to law enforcement. 

This paper represents an effort to t~ansfer that technology 
to law enforcement. This paper is not a definitive 
s tat erne n t on wh a t I. e • S. i s or i s not; i tis de s"i gn edt 0 

offer the System Tor consideration based on user needs and a 
brief overview of where the System came from and what it is 
about. Further, it hopefully will gl?nerate interest in the 
System by presenting information on the experiences oT other 
users and present possible strategy for implementation of 
the System on a local or statewide basis. There is much 
more tb be learned about the practical appl ication of the 
Incident Command System - and there is a wealth of 
information available in that r~spect. There is no need 
her e tor e - i n v e n t the wh e eo 1 - jus t tor e fin e its me t a I an d 
true it into a law enforcement perspective. 

The main product presented here is the law Enforcement 
Incident Command System Fiqld Operations Guide. That 
document, separatelY bound, is the nheart and soul" of this 
worK . 



The Field Operations Guide is designed to aid law 
enforcement and allil?d agency personnel in their 
understanding, learning, implementing, and operating under 
the Law Enforcement Incident Command System. The Field 
Opera t ions Gu ide> is not intended to • stand a.1 one" • I tis 
designed to be an intregal part of a comprehensive training 
program. After such training, its role is to serve as a 
ready reference for those involved in the actual use of the 
Incident Command System. Such training, while beyond the 
scope of this paper, wi II be developed and made available 
through the foresight, leadership, and resources of The 
Commission On Peace Officer Standards And Training, Center 
For Executive Development. 
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THE FUTURE - A NEED FOR INCIDENT MANAGEMENT 

Law en-forcement and allied emergenc~ services professionals; 
those who have Nbeen there~ - on the 1 ine - during riots, 
-floods, major spills of hazardous materials, hostage 
si tuations, SWAT operations, major crime scene 
investigations, search and rescue operations, major wi ldland 
fires, evacuations; tend to agree that all too often there 
is a considerable amount of confusion involved in 
operational performance at major incidents. The abi! i t~ of 
the responsible agenc~ to manage the incid~nt appears to 
decrease in direct proportion to the complexi t~of the 
situation and the number of agencies involved. 

Notwi thstanding the fact that cri tical incidents are 
inherentl~ difficul t to manage, problems often arise due to 
different methods of operation, basic mission differences, 
incompatible communications as well as confl jcts in actual 
or perceived authori t~ or responsibil ity. When agencies cf 
differing types, such as law enforcement, fire services, 
heal th departments, search and rescue groups, and forestry 
services, become involved in the same incident the potential 
for problems mul t~pl ies. Add to such a situation the 
presence of several political jurisdictions mutually 
threatened b~ the incident, and perhaps several levels of 
government agencies, and the confusion, if not outright 
con-fl ict, can reach cri tical proportions. 

Each agency participating at an incident may have only the 
vaguest no~ion of the others' legal responsibi 1 i ties and 
authori ty, let alone understand their tactics, operational 
procedures, communications, equipment, protocols, etc. Yet, 
there may be considerable overlapping of jurisdiction and 
authori ty among those agencies. 

Even when those misunderstandings do.not exist, an 
acKnowledged leader in charge of the incident may have 
considerable difficulty communicating strategy or a plan of 
action to deal with the si tuation. Agencies arriving to 
assist, or already on scene when command is designated or 
assumed, often are uncertain as to what is exp~cted of them 
or how they fit into the organization. The net resul t may 
well be a degr~e of confusion that seriously detracts from 
the abi Ii ty of the organization to deal wi th the incident. 

It is not to say that emergency services have been 
unsuccessful in deal ing wi th the cri tical incidents that 
have occurred - that is certainly far from the fact of the 
matter; but, those successes have been hard-won because of 
the needs of those emergency services to overcome such 
difficulties as mentioned above in addi tion to deal ing wi th 
the threatening incident! 
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Not only does the ne.d exist, here and now, to deal with 
thes~ concerns that affect our emergency service providers­
hampering their abil ity to manag. critical incidents - the 
need projects into the immediate and long range future when 
one considers that implementation of an incident management 
system that wil I embrace multiple discipl ines and all nature 
of hazards may take a decade to accompl ish! 

Add to that time frameworK; the predictions of a an 
earthquake of considerabl& magnitude, the thre~t of volcanic 
activity, the increased risks of major incidents involving 
hazardous materials, ever increasing air traffic over and 
around urban areas, the heavy util ization of recreational 
areas and facil i ties with the attendant search and rescue 
implications, the potential of ter-rorist activity, 
increaSing commmercial and residential construction in areas 

'subject to flooding. These factors, and many more, indicate 
that law enforcement and all ied agencies wil I have a greater 
than ever critical need to efficiently worK in harmony to 
plan for, and manage, major incidents that pose extreme 
threat to 1 ife aftd prop@rty. 

Consider the inpl ications for incid.nt management of the 
following scenarios: thinK about them in terms of the 
problems and. considerations just discussed. 

The Long Valley-Mono Lake area of Cal ifornia has been 
the site of volcanic eruptions for millions of years. 
The area is part of a large volcanic depression~ called 
the Long Valley Caldera, which formed as a resul t of 
colossal eruptions about 700,000 years ago. 

The most recent eruptions Known, from the Inyo chain of 
vents a short distance north of the Town of Mammouth 
Lakes include steam explosions that ejected rock debris 
and explosive ash flow eruptions of rhyolitic pumice 
and ash. Those eruptions occurred about 550 years ago. 

In 1978 earthquaKe activity began to increase in the 
Long Valley area. 

In 1980 intense earthquake swarms occurred some 10 
days before the Mammouth LaKes area was subjected to a 
series of earthquakes, including 4 of Richter magnitude 
6, within one 48 Rour period. 

Later the same year a topographic survey along U.S. 
HigMway 395, the north-south route along the east flanK 
of the Sierras, across the Long Valley Caldera revealed 
a 10" upward bulge along the Caldera floor - a bulge 
that had quite possibly occurred wi thin the pr~ceeding 
two years. 



In early 1983, along wi th the occurrence of an int~ns~ 
swarm of earthquakes, increased fumarol Ic activity was 
noticed near the Casa Diablo Hot Springs. 

According to the United States Dep~rtment of the 
Interior, Geological Survey, ~Prel iminary 
interpretation of. • evidence is that magma beneath 
the Long Valley Caldera moved upward about the time of 
the ••• earthquaKes. This was accompanied by a 
bulging of the resurgent dome and the opening of 
fractures ~t depth in the southern part of the Caldera, 
which allowed a toung of magma to move toward the 
surface beneath the epicentral site. n l 

7:00PM, December 19, 1987; a 40,000 plus visitor 
weekend for the town of Mammouth LaKes and the nearby 
June Lake communi ty: an initial phreatic eruption 
centered near the Sherwin Creek Campground, two miles 
southeast 5howers an area up to 4 miles distant wi th 
rocks, mud, and debris. Highway 203 is completely 
burried in many locations, the intersection of highway 
203 and U.S. 395 severely damaged but passable to 
4-wheel drive v@hicles; the Town of Mammouth Lakes is 
bombarded with debris; power 1 ines and telephone Jines 
are down. The U.S. Forest Service Station, Mono County • 
Sheriff~s Sub-station, and the nearby airport are 
severely damaged by fall ing debris. Tourist~s vehicles 
quickly and completely clog the few remaining passable 
roads. 

8:10PM: A sudden explosive magmatic eruption ejects 
large quanti ties of magma in the form of ash and pumice 
50,000 feet into the air in a great eruptive column; 
some of this comes to earth as wind-blown debris whi Ie 
a considerable amount forms hot pyroclastic flows at 
the base of the eruptive column. These pyroclastic 
flows flood across th~ land surface of Long Val ley at 
up to 90 miles per hour for a distance of 12 to 15 
mi lese The Town of Mammouth Lakes, highways, 
campgrounds, and ranches east of the vent, and to a 
lesser degree to the north, disappear under hot ash and 
pumice. 

The ash and pumice ejected falls to earth in an 
elongated downwind plume bui lding to a depth of several 
yards thick near ~he vent, 8 inches thick at a distance 
of 20 miles, and about 2 inches thick 50 mi les distant. 
The airborne ashfall ef7ects vehicle travel as distant 
as 200 miles as air filters clog and carburetors become 
inoperative; power lines just as far away arl.? shorted 
out. Lightning accompanying the ash cloud causes 
numerous fires in lands not covered by snowpack. • 
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Snowmel t resulting from the ash eruption causes 
mudflows and flooding ~uch as seen during the November, 
1985, eruption of Nevado del Ruiz in Colombia where 
over 25,000 lives were lost. LaKe Crowley is severely 
impacted; pyroclastic flows move across the surface of 
the 1 aKe over topp i ng the dam and sp ill into the Owens 
River drainage below. The dam fai Is, due to the 
erosive effect of the overtopping combined with the 
shaking caused by continuing earthquakes ass~ciated 
with the eruption, and the Owens River gorge downstream 
becomes a conduit for a massive volcanic mudflow. That 
mudflow destroys the Los Angeles Department of Water 
and Power facil i ties in the gorge and induates the 
lowlands north of the city of Bishop. The eastern half 
of Bishop, including the airport, is temporarily 
Tlooded'2 

Consider the potential Tor confusion, and loss of th. 
abil i ty oT the responsible agency to effectively control 
this situation: 

3:10PM, any Friday; a teller at a small branch of a 
major Cal ifornia Sank, located in an unincorporated 
town of about 9,000 popul,ation, triggers a silent 
robbery alarm. The alarm is received on the enunciator 
pannel at the local Sheriff's Substation: one patrol 
unit, backed up by the local Constable, is dispatched. 

The deputy, a 10 year veteran' who knOws that all banK 
robbery alarms are false, does not wait for his 
bacK-up, fails to make an uinvisible n approach, and 
upon 'arrival - parKing directly in front of the banK 
and inadvertently blocKing in the get-away vehicle -
comes under fire from two suspects armed with 
semi-automatic rifles. Th~ deputy is fatally wounded 
but does manage to radio a "999" call for help. 

The Constable, arriving seconds late~, engages the 
suspects in a firefight; one suspect goes down in front 
of the banK, seriously wounded. The second suspect 
retreats into the banK arid barricades. There are two 
tellers, the branch manager, operations officer, and 
one secretary; along with six customers, three 
children, and a baby trapped inside the bank with the 
robber. The Constable radios a brief description of 
the situation to the Sheriff's Deispacher. 

Two neighboring pol ice department dispatchers hear the 
deputy's dying broadcast, and the Constable's radio 
traffic, on their scanners and without being asked to 
do so dispatch "any available units" to the bank. 
Three patrol units and a detective unit respond from 
one pol ice depa~tment, one patrol unit and a K9 unit 
respond from the other pol lce department. Nei ther of 



th~ pol ice d~partment"s uni ts have radio capabi 1 i ty 
with the sheriff"s department, the Constable, or the 
other pol ice department. 

The Sheriff"s Dispatcher"s supervisor telephones the 
local fire department (a Fire Chief - all other members 
are volunteers) and an engine, manned by the Chief and 
three volunteers, responds to the banK to provide 
medical aid. The fire d~partment does not have radio 
capabi Ii ty wi th any of the un its at the scene <wi th the 
exception of the local private ambulance company -
their driver has heard the radio broadcasts on his 
mobile scanner and has driven to the banK). 

The Sheriff"s Substation Watch Commander, a corporal, 
notifies Headquarters that a banK robbery has occurred; 
a deputy i s ~do!Nn", a suspect I s "down", and a 
barricaded suspect is holding hostages inside the banK. 
The Headquarters Watch Commander rolls the department 
SWAT Unit, a team of robbery detectives, an 
officer-involved shooting team, and notifies the local 
FBI Field Office. . 

The Sheriff, learning of the si tuation, and being 
advised that theF81 is responding to the scene, 
proceeds Coda 3 to the location. 

Consider the mul ti-agency, mul tiple ~ayer of government, 
response required by this scenario: 

April, 1998: wi th the Santa Anna Canyon dam stil I two 
years from completion, and following three months of 
heavy rainfall, the Santa Anna River is on a rampage 
unexcel led except by the flood that occurred in 1862 
when an estimated 317,000 cubic feet of water per 
second poured through the river near the entrance to 
Santa Anna Canyon. 

In th~ area of San Bernardino, Norton Air Force Base 
runways are under two feet of II-Iater. Floodwaters three 
to four feet deep run swiftly through the Hospi tal i ty 
Lane and South E Street industrial/commercial areas. 
All north-south streets crossing the river have been 
wiped out, the Guthrie Interchange carrying Interstate 
freeways 215 and 10 across the river has collapsed. 
Flooding extends north to the vicinity of 3rd Street. 

North of the ci ty of San Bernardino the soaKing 
foothil Is, denuded by wildland fires over the past two 
years, can hold no more and mi 11 ions of cubic yards of 
mud and debris rush down on homeowners in a scene 
reminiscent of the 1980 Harrison Canyon floods where 
5000,000 cubic yards of mud flowed down that canyon and 
filled 40 homes. An estimated 20,000 homes have been 
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totally or partially fil led with mud 
Major highways and city'streets have 
power and telephone I ines are down. 
cannot be determined. 

county-wide. 
been blocKed, 
Loss of life 

Downstream, in Orange County, where most of the three 
million people> affected by 'the flood live and worK, the 
flooding situation (although without the major mudsl ide 
factor) is even worse. Flooding, at an average depth 
of three feet, covers 100,000 acres of Central Orange 
County. It covers all or portions of the communities 
of Santa Anna, Anaheim, Stanton, Garden Grove, 
Westminister, Orange, Costa Mesa, Fountain Val ley, Seal 
8each, and Huntington 8each. Over 500,000 homes, 
thousands of businesses and industries, as weI I as 
thousands of schools are inundated. While loss of 1 ife 
has stil I not been determined, economic loss has been 
estimated in excess of 11 bill ion dollars. 3 

Consider just the intra-agency planning, coordination, and 
con t r 0 1 asp e c t s 0 f t h eo f 0 1 I ow i n 9 sit u a t ion: 

January, any year: a young couple attempting a 
mid-winter hike of the Pacific Crest Trail from Mexico 
to the Canadian border are reported as overdue. The 
girl's mother reports, by telephone from New York, that 
she last heard from her daughter the past Thanksgiving 
day when the daughter telephoned her from 8ig Bear 
LaKe. 

The mother reports that the daughter and her companion 
were planning on leaving Big 8ear the fol Jowing weekend 
to continue the hiKe north and east out of the San 
8ernardino Mountains, crossing Cajon Pass into the San 
Gabriel Mountains. Their next scheduled destination 
was to be the vicini ty of Wrightwood. The daughter had 
failed to call home on Christmas as she had promised 
her mother, and a checK with the Postmaster at 
Wrightwood revealed that a package mailed to her, c/o 
General Del ivery, had not been called for. 

Sheriff's authorities have no idea as to where along 
th~ 90 mile stretch of trail between 8ig 8ear Lake and 
Wrightwood the couple might have gotten into 
difficul ty. Hel icopter overfl ights of the entire 
section of trail have not produced any information 
hel pful in narrowi ng the search effort. 8ecause of the 
size and location of the search 'area, four seperate 
Sheriff/s Station commands are involved as portions of 
the trail between 8ig 8ear Lake and Wrightwood pass 
through their jurisdictions. A massive, combined search 
effort is decided upon; the trail will be covered from 
both ends as well as working outwards from from several 
points along the 90 mile section. 
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Over 150 members of nine seperate Sheriff~s Department 
SAR Teams, from as many seperate departmental commands, 
are to be deployed in the search. While planning i~ 
accomplished with little real difficulty, other 
considerations of logistics and control pose 
considerable areas for concern. Communications over 90 
linear miles of difficult terrain·(magnified by the 
requirement for ground ~nd air coordination throughout 
the search area); as well as requirements for food, 
fuel, feed for horses, transportation of teams and 
equipment to remote l'ocations along the trail - with 
subsequent picK-up at other remote locations - all 
create tremendous potential for confusion and 
management breakdown. 

Finally, what happens when the KBig One" hits? 

August __ , 198_, San Bernardino: An earthquake 
measuring 9.3, wi th the epicenter near Cajon Pass, 
strucK at 9:10AM and lasted for 203 seconds today. The 
sideward movement of the earth leveled homes wi thin a 
mile of the south forK of the San Andreas Fault. The 
downtown sections of San Bernardino, Colton, and Rial to 

•• 

were 95% destroyed. Norton Air Force Base sustained • 
heavy damage - all runways were broKen up, aircraft on 
the ground did not survive. 

Loss of 1 ife and serious injury was tremendous - an 
I?stimated 25,000 lives were lost within the first five 
minutes of the disaster - the injury rate seem to be in 
the 40-50% range and increasing hourly as information 
becomes available. 

Fires which started in the downtown areas have been 
burning uncontrolled ever since. The majority of fire 
fighting equipment was trapped in buildings that 
crumbled on top of it. Movement of heavy equipment has 
been severely I imi ted by the downed util ity poles and 
trees fallen on roads that for the most part have 
broKen up. Gas I ines were broKen allover the area, 
igniting sma] I fires which continue to burn out of 
control throughout the ci ty. Main natural gas 
transmission I ines in Cajon Pass ruptured during the 
initial shocK so continued flow of gas into the broKen 
local lines does not continue to be a problem. 
(However, a raging inferno exists in the Cajon Pass 
area, where parall el transmi ssi on 1 i nes carryi ng 
natural gas and jet fuel for area air bases, ruptured 
just beneath a major electrical transmi ssion line. 
system - the fireball could be seen as far away as • 
Riverside.) Main water 1 ines were broken open and 
there has been no water pressure; sewage from broKen 
mains contaminate what little water supply does exist. 
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A heavy cloud of dust blocks the sunl ight presenting an 
erie feel ing of impending doom for the survivors. Each 
person is on their own to obtain necessary medical 
attention, food, water, and other provisions. 
Scattered reports of looting are passed on by a few ham 
radio operatorC3. 

Los AngeJes and Orange counties reported that 30X of 
the high rise bui Iding located in their areas crumbled 
to the earth; another 20-30X sustained severe 
structural damage. The Los Angeles system of 26 
freeways covering 700 mi les went into instant gridlock 
wi th the col lapsing of nearly every main interchange. 
Surface street transportation in hindered by downed 
trees and util i ty poles; building rubble blocks many 
streets. 

AftershocKs regist.ring around 7.7 were felt within 
the late morning hours adding more destruction to the 
already battered areas. 

Surmnary 

Summarizing this section necessitates going back to its 
introduction for a basic statement of the problem ~ "Law 
enforcement and all ied emergency services professionals; 
those who have Nbeen there" - on the line - during riots, 
floods, major spills of hazardous materials, hostage 
situations, SWAT operations, major crime scene 
investigations, search and rescue operations, major wildland 
fires, evacuations; tend 'Co agree that all too often there 
is a considerable amount of confusion involved in 
operational performance at major incidents. The abil ity of 
the responsible agency to manage the incident appears to 
decrease in direct proportion to the complexity of the 
situation and the number of agencies involved." 

The scenarios presented certainly represent complex 
situations wi th large numbers of agencies, or units of the 
same agency, being involved. The futures scenarios could go 
on and on but the bottom I ine would always be the same -
there is a crying need for a system that wil I overcome, or 
compensate for, the organizational and relationship problems 
i n her e n tin I aw en for c em e n tag e n c i e s de a lin g wit h c om pIe x 
critical incidents; that system may well i'xist as the 
Incident Command System . 



FOOTNOTES 

N. 1 Mil I e r, Dan C., Mu I lin e au ex, Don aIR. , 
Crandell, Dwight R., Bailey, Roy A. Potential Hazards from 
Future Volcanic Eruptions in the Long Val ley-Mono Lake Area, 
East-Central Cal ifornia and Southwest Nevada - A Prel iminarr 
Assessment. United States Department of the Interior, 
Geological Survey. Alexandria, Virginia: Geological Survey 
Circular 877, 1982. 

N'2 State of Cal ifornia - Plan Caldera - \"'olcanic 
Hazards Response Plan. Cal ifornia Office of Emergency 
Services, Will iam M. Medigovich, Director. Sacramento, 
California: 1984. 

N' 3 "Harnessing the 'worst flood threat in the 
West',~ The Sun, June 9,1985, sec. F, p. 1 . 

." 

• 

• 



•• 

• 

• 

INTRODUCTION TO I.C.S. 

After reviewing the dozens of documents that exist at 
various private, local, state, and federal organizations 
which attempt, with one degre~ of success or another, to 
describe the origins of the Incident Command System; and 
having struggl~d with an attempt to cr~ate such a document, 
I have concluded that the best effort Is a paper 
repres~nting the work of Robert L. Irwin. 

Irwin, a 30 plus year Unit~d States Forest Service veteran, 
is now a private consultant doing business as Basic 
Intergovernmental Services out of Sonora, Cal ifornia. He 
was heavi Jy involved in the creation of I.C.S. and, along 
with Terrance P. Haney, owner of TEMJAM Corporation - a 
pubJ ie pol icy and intergovernmental operations consulting 
firm - is Known as the Gfather of I.C.S. 

According to Irwin: -ICS began as a resul t of the 
disasterous fires in southern Cal ifornia in the fall of 
1970. Almost 600,000 acres burned in 13 days, destroying 
772 structures and Kill ing 16 people. There were over 100 
fire agencies involved, along with dozens of law enforcement 
departments, health services, etc • 

During the course of the 13 days, a lot of really excellent 
work was don~ by all J but a lot of things went wrong too. 
In a post-disaster analysis, conducted by the U.S. Forest 
Service, the fire servces identified the root causes of the 
most serious problems. These were: 

1. Lack of a common organizational structure. With so 
many ag.ncies called to help, there was considerable 
confusion as to who to report to, what procedures to 
fol low, what the plans w.re, etc. The result was a 
severe loss of effectiveness simply because the 
assisting forces did not understand what was happening 
in many cases. 

This was futher compounded by the fact that under the 
existing conditions, agencies from different levels of 
government were working on the same fires. State and 
Federal, Fe~.ral and local, and all possible 
combinations. At times, all four levels were trying to 
work together. Tne traditional differencies between 
agencies made real understanding of ~h~ cri tical 
situations very difficul t. 

2. Lack of coordinated and co-located planning. Each 
responsible ag@ncy followed old procedures and set uo 
their own command posts on their own ground and did 
their planning and directing uni laterally. Some 



agencies made written plans, some did not. Some 
agencies passed their plans to cooperators, some did 
not. Some agencies did not Know who else was worKing 
on th. other side of the fire. 

This mul tiple, uncoordinated planning and direction 
resul ted in huge overlaps in some cases----two or more 
agencies manning the same ground; and drastic ommisions 
in other cases----larg. areas of unattended fire, 
assumed to be covered by the "other gUYY. 

3. Poor firel ine communications. With so many 
agencies trying to worK together, interagency 
communications was practically non-existant. Most 
radio ~raffic was confined to units within the same 
agency, and any information flow betwe.n agencies was 
1 imited to verbal or wri tten messages, sometimes 
del ivered, sometimes not. 

'. 
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Existing agency f~equencies were overloaded because all 
traffic (command, logl~tical, and tactical) was being 
transmitted more or less simultaneously. Confusion was 
increasing because many mutual aid units from northern 
Cal ifornia were on various fire~ at the same time, 
using frequencies that were the same. Units on one 
fire would picK up mes~.ges tha sounded 1 iKe "the real 
r:'ling" only to find out hours later that the traffi.c • 
concerned another incident entirely. 

4. Lack of val id, timely information~ This lacK was 
rel.ted to both the uncoordinated planning mentioned 
aoove, but also resul ted from tradi tional n~glect of 
fast accurat~ intell igence in planning procedures. 
That is, the continual collection of information had 
not been a real priori ty for many agencies. As a 
result, many plans were based on outdated, erroneous 
information: many units were assigned to areas the 
fire had passed through 12 to 24 hours earl ier. 

The fact that entirely different maps were being used 
by the seperate agencies confounded both the gathering 
and dissemination of information. 

Other problems were identified, such as poor uti! ization of 
resources, failure to use the closest appropriate forces J 
and almost total absence of technological aids, but these 
were problems associated wi th uoff-incident" activities. 
These stemm~d from the inabi 1 i ty of upper echelon folKs at 
agency headquarters to do any better at their levels than 
the troops out on the ground were doing. 

All of th@se data were examined closely by fire services 
after the analysi~ was completed. They reached some 
important conclusions about what needed to be done to 
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improve their mutual performance in the future. The 
ageoncies agreed that, in order to avoid confusion .nd waste 
during disaster situations, it would be necessary to develop 
a ~tandardized system. 

The system would contain: 

common organizational structure 

common terminology 

uniform and consistant procedur~~ 

coordinated communications 

The system would be aconstruct~d· (developed) around 
the best theory bases available at the time: 

Management by Objectives (MBO) 

Cri tical Path planning proce$s 

Span-of-control considerations 

Communications and information flow procedures 

These requirements became the frameworK for what we know as 
the I CS. I t tooK sou thern Cal i forn i a fire serv ices five 
years to develop the syst.m that would meet the cri teria. 
Since its first real trial in 1976, the system has proven 
itself on thousands of incidents. It is the most 
comprehensive emergency management system in use today, and 
its applications are spreading .lf t 

The system was further refined through use in actual 
firefighting operations within Cal ifornia, as well as in 
other areas in which it was adopted. I.C.S. is the on-scene 
management structure approved by The National Interagency 
Incident Manag@m~nt System (NIIMS) which is a total systems 
approach to incident management. (The major components of 
Nt IMS are: Tra in i ng; Qua 1 if i ca t ions and Cer t if i ca t i on; 
Publ ications Management; and Supporting Technology), While 
NIIMS was developed to provide a common sY$tem to be used at 
federal, st.te, and local levels by fire protection agencies 
there is no reason to believe that it is not compatible with 
law en-forcem~nt, and all ied agency requirements - the point 
how~ver, is that I.C.S:, not some other system, was th. 
management system of choice. That fact ha~ caused a much 
broader base of actual experience to be generated beyond the 
borders of Cal ifornia. 

Erwin describes the system that evolved from the design 
process and was then refin~d through use "in the field": 



UBecaus~ the ICS was constructed around sound management 
principles, it is one which can bi' applied to any typ. of 
emergency. At present, one drawback to applying the system 
results from the fact that only the fire aspects are 
thoroughly (emphasis supplied) documented. However, if we 
focus on management concept~, it will not be difficul t to 
maK e t I'" an sit i on f I'" om fir e too the I'" disc i P lin e s • 

The rcs has these major charact.ristics: 

1. It can accomodate mul tiple agencies, and many 
disc i pI in e s (1 aw, he a I t h, pub I i c wor k s, etc.) 

2. It protects jurisdictional and fiscal authori ties 
an d I'" e s po n sib iIi tie s • 

3. The System can be used on a daily basis, for less 
than critical incidents. This not only provides for 
greather in-depth knowledge of the System, but it 
smooths the transition from "local" to "extensive u 
emergencies. 

4. It can expand to fit increasing demands without 
change to its basic structure or prccedureso It can be 
demobil ized in the same manner. 

5. res is a common sense System: there are no 
Hrazzle-dazzleu elements. It is flexible, and can be 
modified to meet paticular circumstances. 

6. It utilizes basic experience and training. No 
matter what public service discipline is involved, the 
basic journeyman training required for that discipl ine 
remains unchanged. Only re-training at supervisory 
levels is required. 

7. While the System has tremendous flexibility, it is 
designed to use only ONE Incident Command Post, ONE 
planning process, and ONE logistical operation, u2 

Before leaving this introduction to the Incident Command 
System one further relationship should be explained. 
Because major disasters may w~11 bring about Federal 
involvement, qui te 1 ikely through the Federal Emergency 
Management Agency (FEMA), the question may arise as to the 
relationship between a.local I.C.S. organization and FEMA"s 
Integrated Emergency Management System (IEMS). 

The Integrated Emergency Management System is FEt1A.ls 
long-term, all hazard strategy to integrate and develop 
emergency management capabi I ities at the local and state 
levels; it is a basic foundation for planning for the 
mi tigation of, planning for, response and recovery from 
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hazard and disaster. FEMA is providing funds to states and 
local communities to support their planning efforts -
through this process communities are to identify emergency 
preparedness deficiencies and plan how to correct them. It 
is important to understand that IEMS does not include any 
respons~ mech~nism or organization for m.naging emergencies 
- the choice of a management system to deal wi th the 
emergencies is thus left to local discretion. This is where 
the Incident Command System comes into play; remember - it 
is the management system of choice of NIIMS and thus 
familiar and acceptable on the Federal leve1.3 

This Federal posture is similar to the role of the State 
Office of Emergency Services (OES) in Cal'ifornia: while OES 
stands ready, will ing, and able to assit local agencies in 
time of nee d the y do·!LQJ. d.i eta t e the form of or gan i % a t i on 
that the local agency use to deal with the incident - once 
again, an excellent opportunity for the Incident Command 
System as it quite handily deals with mul tiple layers of 
government involvement in an incident • 
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LAW ENFORC81ENT INCIDENT C~D SYSTEM 
FIELD OPERATIONS GUIDE 

(Document Seperately Bound) 

The Law Enforcement Incident Command System (LEISC) Field 
Operations Guide represents an effort to transfer the 
technology of the Incident Command System to the law 
enforcement community. It is a selective adaptation of the 
System designed to create a truly generic organization 
capable of effectively managing critical incidents of any 
magnitude or nature. 

T~is Field Operations Guide, the main product of this worK, 
was accompl ished - not in isolation - but in concert with 
potential law enforcement users, acKnowledged experts in ICS 
design and use, and with publ ic service agencies already 
using the System and/or maKing inroads in the transfer of 
its technology to law enforcement. 

The Field Operations Guide, seperately bound, is designed to 
aid law enforcement and all ied agency personnel in. their 
understanding, learning, implementing, and operating under 
the Incident Command System. The Field Operations Guide is 
not intended to "stand alone u • It is designed to be an 
intregal part of a comprehensive training program; after 
such training, its role is to serve as a ready reference for 
those involved in the actual use of the System • 
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EXPERIENCES OF OTHER I.C.S. USERS 

Following its genesis in the Cal ifornia FIRESCOPE project 
I.C.S. use in the fire services spread, mor~ or less in a 
leapfrog manner, across the United States. The prime mover, 
for the most part, being the United States Forest Service. 
Examples of I.C.S. being util ized, for laW enforcement 
purposes, however, proved to be almost non-existent. 

Colorado, one of the first states to attempt I.C.S. 
implementation and uti 1 ization on a state-wide basis, was 
Hrumored" to have numerous examples of law enforcement use 
of I.C.S. While that rumor, as rumors so often do, proved 
less than accurate, Colorado has proved to be of value in 
producing several such examples as well as an implementation 
strategy design that is quite worthy of mention. The law 
enforcement examples will be discussed in this section and 
the implementation strategy considered in the section of 
this document that deals with that topic. 

Nationwide, Cal ifornia and Colorado, along wi th Florida, are 
the bellwether states: it was ,not unexpected then to learn 
that Florida had closelY fol lowed Colorado in state-wide 
implemen~ation of I.C.S. in the fire services. Ra.mroding 
that state~s efforts is the Florida Department of 
Agricul ture and Consumer Services, Division of Forestry. 
Once again, rumors of Jaw enforcement use of I.C.S. in 
Florida were heard - those rumors were investigated and will 
be discussed in this section. 

One lead to I.C.S. use in a law enforcement mil ieu that did 
prove to have a firm foundati·on in fact was the experience 
of the Cal ifornia based Campaign Against Marijuana Planting 
(CAMP), HA Multi-Agency Marijuana Enforcement and 
Eradication Task Force a

, operating in Northern California 
counties, since 1983, under the Incident Command System. 
That experience is discussed in this section. 

FLORIDA 

Infor'mation was received from the U.S. Forest Service that 
in Florida the Incident Command System l;Jas being used, on a 
regular basis, by law enforcement agencies. 

During the period of May 17th thru 22nd, 1985, Florida had 
experienced devastating wi ldland fires throughout the state. 
At one point on "Slack FridayY (as May 17th became know) 109 
seperate fires of uaring size and nature were burning. 47 
seperate major wi ldland fires consumed in excess of 141,937 
acres, destroyed 157 homes, and tooK the 1 iues of two 
firefighters! One of the hardest hi t areas was the portion 



o~ Flagler County known as uPalm Coast". Adjoining Volusia 
County also su~fered greatly during the fires. 

Based on teJephone contacts with Flagler and Volusia County 
o-f~icials I was led to believe that the Incident Command 
System had beern used by both counties to deal wi th the 
tremendous fire related problems. Reportedly both counties 
used the system, with the greatest success being in Volusia 
County where 1CS had been practiced prior to the actual need 
for the system to deal with a "real" emergency. As it turned 
out the initial information was somewhat less than accurate. 
I be I i eve the reason for the i naccurac i es may we II have been 
a natural reluctance of the Florida officials to share the 
story of their actual dif~icul ties and lacK of preperation 
"over the telephone" wi th a Cal ifornia of-ficial. Once 
personal contacts were establ i shed the truth of the matter 
quicKly came out. 

Flagler County 

I traveled to Flagler County with Captain MiKe Cardwel I, San 
BernQ~~ino County Sheriff/s Department SWAT Comander, and 
Lieutenant 80b Bailes, Commander of the Department/s 
Disaster Preparedness Division. We contacted the Flagler 
County Director o~ Civil Defense, Mr. Bob Barzelogna; Forest 

.' 

Ranger Supervisor Jim Marquis, Florida Department of • 
Agriculture and Consumer Services, Division o~ Forestry; and , 
Flagler County Sherif-f Robert E. McCarthy. 

Flagler County, some 485 square miles, is located on the 
East Coast o~ Florida approx. 24 miles north of Daytona 
Beach. It is bounded on the East by 20 mi les o~ beaches and 
on the West by forests and -farms. It inciudes a 4,400 acre 
subdivision, Palm Coast; the municipal ities o~ Bunnell, 
Flagler Beach, BeverlY Beach, Painters Hil I; and the town o~ 

Marineland. The current estimated population is 15,000. 

The Sherif-f/s Department is 39 strong with 21 sworn 
positions, including the Sheriff. The Sheriff polices onl>' 
the unincorporated areas o~ the county; each incorporated 
jurisdiction maintains i ts/ own small pol ice department. 

In addition to the State Division of Forestry station at 
BunnE'11 there are 8 v01l.Jnteer Fire Departments wi thin the 
county. There are only 3 paid, -full-time firefighters - all 
other fire~ighters are. volunteers. 

In the three days following "BlacK Friday" Flagler County 
lost 29,965 acres to wildland fires along with the 
distruction o~ 99 homes <primarily in the Palm Coast 
Subdivision). 3,000-3,500 persons were evacuated ~rom the 
Palm Coast area and 2,000-2,5000 persons evacuated from the • 
beach areas. In addition to local resources the Sheriff 
called upon the Florida Highway Patrol and the Florida 
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Depa~tment of Fish & Game to estabJ ish ~oadblocks; as well 
as the Florida National Guard, which was used as an 
anti-looting pat~ol in the evacuated ~esi_dent.ial a~eas. The 
Director of Civil D~fen$e called upon the Red Cross to 
manage the shelters to which the ~vacuees were relocated. 

All Flagler County officials agree that the number one 
problem during the fi~es centered a~ound COMMUNICATIONS. It 
was obvious that even with communications improvements a 
c~ it i cal shor tfa 11 wou I d hav'e ex i stE'd in the area of Command 
and Control. Al though the county fire agencies do havE' 
mutuaJ aid ag~eements they do not, with the exception of 
the State Division of Foresrtry, have I.C.S. in place. F~om 
the description of thei~ activi ties during the fire it does 
not seem that they have in place ~ type of a management 
system to handle emergencies the magnitude of which they 
dealt with during these fires. 

Under no~mal conditions the She~iff/s Department dispatches 
from their base ~adio ~oom which is located in the County 
Jail in Bunnell. The Sheriff is autho~ized to ope~ate on a 
frequency of 158.910 MHZ. He also dispatches for the cities 
of Bunnell (6 sworn) and Fl agl er Beach (4 swo~n). Even 
though the Sheriff's Department dispatc~es for these two 
cities they maintain thei~ own nsec~et f~equenciesn for 
internal communications. The Sheriff also dispatches for 
the County Ambulance Service and the eight fire agencies 
(which also maintain their own frequencies). There is one 
tel to t yp e term ina 1 i nth e c ou n t y; i tis I oc ate din the 
Sheriff's radio room. There is no radio communication 
capability with state agencies from that location. 

During the fire si tuation we were told that the "locals were 
dead in the wate~· due to communication problems. 
Concurrent with the first reports of fire in Flagler County 
the 1 on g dis tan c eli n e sal I we n t ou t ! A s tat e 
communications van finally arrived but experienced problems 
that made it ineffective. It was not made clear exactlly 
what those problems were. While the Division of Forestry 
was theoretically in charge of the fire aspect of the 
si tuation they can commmunicate only wi th their own units! 
Forest~y Division supe~visors do have Wilson p~og~amable 
radios in their vehicles but no central communications 
cente~ exists and we were told that the voluntee~ fire 
services simply ~aced about, from fire to fi~e, often 
passing in opposite directions while en~oute to suspected or 
actual fi~e locations that could have been handled mo~e 
quickly by the close~ unit. 

While the fire service was reacting on a local level the 
State Division of Fo~est~y was sending a trained I.C.S • 
"Team" into Flagle~ County as well as into othe~ countip.s 
involved. (Jim Ha~quis, Forest Ranger Superviso~ from 
Fla91e~ County actually ended up as Operations Chief in 



Volusia County,) According to Marquis, ~It tooK about 24 
hours to integrate locals into the ICS teams~. 

The Sheriff meanwhile; in charge·~f evacuations, ~ejection 
of undesirables H

, traffic control and escort, and looting 
patrol, as weI I as normal law enforcement duties, was 
attempting to direct and manage the various state agencies 
assisting (Fish & Game, Highway Patrol, National Guard) by 
holding morning briefings at the Sheriff~s Department and 
then sending the personnel out to perform various duties 
without the communications to respond and react to 
additional situations as they arose. 

As previously stated it is obvious that pre-planning had not 
beE'n a,cc:ompl ish~d. 

According to Civil Defense Director Barzelogna the number 
one priori ty for the county is to obtain a central ized 
communications facil ity that has the capabil ity to 
communicate with all local agencies as well as state 
agencies. Plans are underway to obtain land near the County 
Jail or Sheriff~s Headquarters for this facil ity.Secondary 
to this need is the establ ishment of a management system to 
deal with emergencies. The Inc'ident Command System now in 
use by the State Forestry seems to be the system of choice. 
The commmunications facil ity would be planned wi th 
sufficient space to'operate a a true Emergency Control 
Center und~r the I.C.S. format. 

Forest Ranger' Supervisor Marquis advises that the Division 
of Forestry plans to teach the Incident Command System, 
state-wide, to law enforcement agencies as weI I as local 
fire agencies. I.C.S. will be included in a 300 hour course 
mandated for Npaid M firefighters and a 40 hour course 
mandated for volunteer firefighters. Marquis is convinced 
that the system is of value and is needed to cope with the 
threats faced by. his agency and local agencies. Marquis has 
wor Ked on I. C • S. Teo ams on f i ve oc cas i on s du r i n g. the f i or s t 
half of 1985. In his opinion the fire situation in Volusia 
County was handled much better (than in Flagler County) due 
to prior experience worKing under I.C.S. during a 1981 major 
fire in that county. Marquis feels that I.e.S., ~Works 
wonderfu II y - .li everyone is tra i ned. ~ 

• 

Sheriff McCartney had uheard u about ICS prior to the fires, 
"hadn~t really given i ~ much thought- but now real izes that 
Asomething has to be done~ and bel ieves that the local 
agencies "must ov~rcome their petit differences if .21li:::. pla.n 
is to take place. D The Sh~riff is 7aced with a constant 
threat of hurricane along the 20 mi les of coast) ine of his 
county. The flatness of the terrain (perhaps 30~ is the 
highest elevation in the county) could cause severe flooding 4It 
inland as well as vast destruction along the beaches and 
beach communi ties. LiKe Civi I Defense Director 8arzelogna 
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he bel ieves that the comunications problem must be solved 
before any command system wi 11 be workable. 

One last problem, mentioned by all officials in Flagler 
Coun ty: lacK 0': a cen tra I i zed means of, dea 1 j ng with the 
media caused considerable operational difficulty. Radio and 
television stations that could have been utilized to give 
instructions to the citizens were not utilized; worse yet, 
media aircraft and hel icopters frequently interfered with 
actual operations. note: I.C.S. deals with these issu.s 
through a Press Information Officer who is a member of the 
Incident Command Staff. 

Vol usia County 

In Volusia County we met with Sheriff~s Lieutenant Marvin E. 
Jones; Communications Supervisor and second-in-command of 
the Civil Defense and Communications Division of the 
Sheriff~s Department. We toured the modern, completely 
self-contained, Emergency Operations Center that was in use 
during the fires and is the department~s day-to-day 
dispatch center. 

Volusia is a prosperous county of some 1,400 square miles 
with a population of 260,000. Whi Ie th. City of Daytona 
Beach is the largest of the incorporated cities ther. are 13 
other incorporated jurisdictions of varing sizes. As in 
Flagler County th. Sheriff pol ices only the unincorporated 
ar.as; each incorporated jurisdiction has a pol ice 
department. The Sheriff~s Department, headquartered in 
DeLand, some 18 mi les West of Daytona Beach, has 150 sworn 
personnel. There are 37 personnel assigned to the Civil 
Defense and Communications Division. 

Firefighting responsibility rtlsts with the State Division of 
Forestry (~ForestA fires on state or private lands), 12 Ci ty 
Fire Departments (fires wi thin their boundries), and 20 
County Fire Stations located throughout the unincorporated 
areas and manned mostly by volunteers with a "few N paid 
firefighters (fires ariSing on unincorporated lands). 

The Sheriff~s Dispatch Center handles radio dispatch for all 
sheriff~s units as weil as the 20 county fire stations. The 
12 ci ty fire departments handle their own dispatching as do 
the various ci ty pol ice departments and the county 
subsidized ambulance service. The Dispatch Center does not 
have the capabi I ity to dispatch on the fire mutual aid 
frequency. The Center also handles all county government 
dispatching as well as purchasing and maintaining all county 
communications equipment • 

During the "Black FridayH fire period Vol usia County lost 
32,200 acres of wildlands, 6 homes destroyed, 5 homes 
damaged. There was no loss of life or injury due to fire. 
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Apparently, due to the nature of the wildlands areas in 
which the fires burned evacuations were not a problem in 
Vol usia County. 

According to Lieutenant Jones the number 1 problem in 
Vol usia was COMMUNICATIONS. Despi te their modern 
EOC/Dispatch Center no common communications existed with 
the deployed agencies (Sheriff~s Department, State Division 
of Forestry, County Fire Service, County Roads Department, 
City Fire Departments, State Highway Patrol). 

Lt. Jones related that ~everal years prior their department 
had experience worKing with the State Division of Forestry 
during the Crane Swamp Fire and had therefore been exposed 
to the Incident Command System. During the recent fire 
situation the state moved an I.C.S. Team into th. EOC after 
the first day of fires. Lt. Jones commented, "Things went 
much better after Forestry showed up with I.C.S. - a 
coordinated effort - it tooK a couple of hours to set up but 
then it was clockwork!d -There was advanced planning for 
everything involved - press, lodging, everything!" 

The State Forestry I.C.S. Team (as yOU recall Jim Marquis, 
Forest Ranger Supervisor from Fiagler County was the I.C.S. 
Opera t ions Ch i ef on th i s T.eam) integra ted into the $her i ff ~ s 
EOC which was fully staffed with all assigned personnel who 
were placed on shifts of 6 hours on duty and 6 hours off 
duty; an interesting concept made possible by the 
self-contained nature of the EOC/Dispatch Center. It is 
possible that at least some of the difference in fire loss 
statistics between Vol usia and Flagler Counties may have 
been a function of the abi 1 i ty of Volusia County to 
integrate the Incident Command SYstem into an existing EOC 
operation and that counties prior experience with ICS. 

Volusia County is attempting to locate and obtain additional 
radio frequencies to improve the EOC abil ity to communicate 
wi th all all ied agencies on a routine basis as we! I as 
during time of emergency. 

The Volusia County Sheriff~s Department is faced with 
hurr i cane potent i al for damage and loss of life far greater 
than Flagler County due to the population concentrations 
along th. beaches as well as the barrier islands which have 
been completely built up with extensive commercial 
development including numerous hi-rise complexes. Because 
of this threat, which fiKe the Cal ifornia 8.3 earthquaKe, is 
not a question of 1£ but only a question of when, Volusia 
County plans on developing an I.C.S. Lt. Jones states, "We 
are definately going to establ ish our own!" 

•• 
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Fl or i dOl Summar.Y 

Whi1~ Florida did not provid~ an example of an on-1 ine law 
enforcement Incident Command System who/s technology could 
be considered for transfer; and who/s experiences could be 
uti 1 ized in structuring such a system, sufficient reason was 
found to reinforce the bel ief that the Incident Command 
System holds great promise and potential value for 
uti 1 ization by law enforcement. Officials of law 
enforcement, civil defense, and fire service who had 
experienced a devastating emergency situation that called 
for maximum command, control, and coordination of mu1 tiple 
agenc i es of var i ng di sc i p1 i nes - and who are all faced wi th 
the potential for far greater destruction and loss of 1 ife 
due to hurricane and flooding, bel ieve that the Incident 
Command System offered, and will offer, the maximum chance 
for effectiv1y deal ing wi th such situations. 

As a not unrelated collateral matter considerable incentive 
was found to ~pushH for additional radio channels for law 
enforcement use throughout Cal ifornia. In addition to the 
requirement for the aval labi1 ity of additional radio 
ff'equencies, and the .need for combined communications 
capabi1 ities, the value of an in-p1~ce Emergency Operations 
Center, for daily as well as I.C.S. use, was clearly 
demonstrated. 

CAMPAIGN AGAINST HARIJ~ PLANTING 

Operati~g in northern Cal ifornia since 1983, the 
"Multi-Agency Marijuana Enforc~ment and Eradication TasK 
Force H known as CAMP has successfully used the Incident 
Command Syst~m as their planning and management 
organizational framework. 

Utilizing the Incident Command System, CAMP, in 1983, 
carried out enforcement or eradication raids at 524 seperate 
si tes in 14 counties. 64,579 marIjuana plants, valued at 
$130 million were eradicated or siezed for evidence in the 
prosecution of 128 arrests. The program involved 13 
seperate federal and state agencies in addition to the 
agencies of the 14 participating Cal ifornia counties'1 

During the 1984 season CAMP once again uti 1 ized the Incident 
Command System to manage the acitvities of 91 local, state, 
and federal law enforc~ment and resource agencies. 
Activities made quite complex because of the multiplicity of 
agency configurations operating under diverse legal and 
political authorities and constraints were successfully 
planned for and accompl ished through the benefi ts of I.C.S . 

398 sites in 37 counties were raided; over a mill ion pounds 
of marijuana, valued at over $320 mill ion were siezed. 218 
arrests were made, 524 firearms siezed, 47 vehicles and 



almost $80,000.00 in cash confiscated in a program that bore 4It 
a federal and state pr i ce tag of $2.3 mi 11 ion'2 

Sased on prior year experiences with the Incident Command 
System CAMP, in 1985, once again decided on that form of 
management system as that best suiting the many and varied 
needs of th i s unusua I 1 aw enforcemen t endeavor. 

In 1985 one additional county, for a total of 38, 
participated with 63 other agencies providing varing amounts 
of manpOIIJer, equipment, training, financial, and other means 
of support. During the season of operation, CAMP resources 
raided a record 684 sites siezing mariju~na crops valued at 
over $332 mi 11 ion. 147 physical arrests were made and 
warrants, based on raids and related investigations, were 
obtained for an additional 60 suspects. 240 firearms were 
confiscated along with 52 vehicles and over $80,000.00 in 
cash. Program costs administered under I.C.S. concepts 
amounted to $3 mill ion'3 

In their 81984 Final Report" CAMP discusses their use of the 
Incident Command System: 

MSecause of the magnitude of- the marijuana cultivation 
problem in Cal ifornia, no one government agency has been 
able to deal effectively with the problem on a statewide 
basis. County sheriffs are responsible for deal ing wi th 
most crime problems in their counties, including the 
marijuana problem. CAMP was created to provide a 
supplemental resource to local sherdfs to help eradicate 
mar 1 Juana. In most central and northern rural count i es, 
where population is sparse, tax bases are relativelY low and 
marijuana cultivation is extensive, most sheriffs do not 
have sufficient resources to efectively grappel with the 
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cuI tivation problem. Although in most counties this problem 
is a high priority for law enforcement, the sheriff must 
allocate his resources to the courts, jails, patrols and 
investigations of other high priority crimes, i.e. 
homiCides, robberies, rapes and burglaries. Thus, CAMP 
attempts to channel both the resources and funds in a manner 
which will directly eliminate the problem at its source. 

The Incident Command System (ICS), used for years by 
agencies 1 ike the Uni ted States Forest Service and the 
Cal ifornia Department of Forestry for fighting forest fires, 
is a orgar.ization command system in which a diverse array of 
resources are brought together under a single organizational 
structure to deal with a major incident/problem. In the 
case of CAMP, the -incidents is Cal ifornia~s marijuana 
cuI tivation problem. Ninety-one (101 in 1985-JCR) 
organizations and agencies provide the necessary resources 
to make CAMP worK. 4It 
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The CAMP ICS is governed by a Steering Committ~e made up of 
representi tives from CAMP~s state and federal agencies and 
the Cal i for n i a S tat e She r iff ',. s Ass 0 cia t ion < C S SA). The CAM P 
Headquarters command structure, which administers and 
directs the program"s day to day operations, is staffed by 
an Incident Command System Commander, Deputy Commander, 
Operations Commander and other st.ff wi th special expertise 
ina i r op era t j on s, c rim ina 1 in tel I i ge n c e, plan n i n g, 
logistics, asset seizure, legal 7 finance and media 
relations. The Headquarters operation provides the 
necessary support to the decentral ized field operation 
headed by regional coordinators, striKe team leaders, and 
lead deputie?w 4 

A coPy of the CAMP organizational chart showing the 1985 ICS 
structure for the organization as a whole and the 
organizational structure for a 1985 special ized operation 
Know as Operation Emerald Triangle, follows. A review of 
those charts wil I reveals that CAMP is actually using a 
modification of the ICS structure rather than a U pure " form. 
While that does not present a "problem" - after all, success 
is itself the "proof of the pudding" in this case - there 
are some structural adjustments that are being contemplated 
for completion prior the the 1986 CAMP season. Those 
structural adjustments will bring CAMP into closer 
all ignment with rcs as it exists today, and with the Law 
Enforcement Incident Command System <L.E.I.C.S.) as it is 
now be i ng proposed, in order to create an organ i zat i on that 
is even more efficient than CAMP ~83, ~84, or ~85. 

CAMP Summar y 

Multi-agency configurations are cumbersome at best; at their 
wo~st they are disfunctional or even counterproductive! 
Here we find a multi-year effort ot a highly complex, action 
oriented organization that curently brings together 1Ql law 
enforcement, and all ied agencies from the federal level down 
thru local municipal i ties - and, it worKs! Much of the 
credi t is given to the use of the Incident Command System; 
it is the "gl ue" tha t he I ps CAMP st i cK toge ther and func t i on 
successfully year after year . 



CAMP '85' 
INCIDENT COMMAND SYSTEM (ICS) 

I STEERING COMMI1TEE I 

I LEGAL COUNSEL ~ PRESS INFORMATION ( 
OFFICER 

H INCIDENT COMMANI)ER ~ 

I CLERICAL (4) r- i TRAINING J COORDINATOR 

DEPUTY 
INCIDENT COMMANDER 

• I I I -
I AlR OPfRATlONS j I PLANNING I f OPERATIONS I ~ LOGISTICS I FINANCI::/ , I 

COMMANDER CIIIU: COMMANDER CIIIEF l'ERSONNEl ClIIEF 

I 
I I I I I 

INCIDENT ASSISTANT ASSISTANT LEAD LEAl> 
. COMMANDfR OPERATIONS OPJ:RATIONS INVESTIGA TOR INVESTIGA TOR 

OPERATION COMMANDER H l.OGISTlC~1 COMMANDER -1 LOGISTII..·~I OP-H SACRAMENTO 
fMERALII TEAM VI ASSISTAN·. TEAM VII ASSISTANT INVESTIGATIVE INVESTIGA TIVE 

TRIANGLE - ICS TEAM TEAM , 

J • .I 

tSEE A TTAC~~ ITEAM LEADER I I TEAM LEADER I 
TEAM VI TEAM VII 

--.---~ _ .. -----------

• . ..... • • 



.'~~ .... <,. 

I 
TEAM LEADER 

TEAMl 

I 

• 
OPERA 110N - EMERALD TRIANGLE 

INCIDENT COMMAND SYSTEM (OP-£T, ICS) 

ClERICAL (3) INCIDENT COMMANDER 

I I I 
fACILITIES PLANNING OPERATIONS LOGISTICS AIR OPERA nONS 

CIIIEF CHIEF COMMANDER CIIIEF COMMANOER 

I 
ASS!STANT ASSISTANT ASSISTANT 

OPERATIONS ---i LOGISTICS I OPERATIONS ---i LOGISTICS I OPERA nONS 
COMMANDER ASSISTANT COMMANDER ASSISTANT COMMANDER 
HUMBOLDT MENDOCINO TRINITY 

I I 
I I I 

TEAM LEADER TEAM LEADER TEAM LEADER TEAM LEADER 
TEAMU TEAM III TEAM IV TEAM V 

• 

.----t LO<~IST1( 'S I 
ASSISTANT 



COLORADO 

Information reguarding generalized I.C.S. use within 
Colorado will be discussed in the section of this paper that 
deals with inplementation strategy; this section wil I 
discuss the specific use of I.C.S. by the 80ulder County, 
Colorado, Sheriff/s Department. 

Boulder County 

After a considerable amount of research into law enforcement 
uses of the Incident Command System, the 8oulder' County 
Sheriff/s Department stands out, nationwide, as perhaps the 
Ubest" exampl e of such use. 

Located approx. 25 miles Northwest of Denver, along the East 
slope "Front Range Country" of the Conteninta1 Divide, 800 
square mile 80ulder County presents a rich mixture of 
industry, farming, recreation, education, housing and 
commercial development in one of the most pleasant settings 
imaginable. This mixture, along with the locales weather and 
varried terrain, present the Sheriff/s Department with a 
wide range of law enforcement, and'related duties wi th 
numerous potential appl ications for I.C.S. use. 

The Sheriff/s Department, a first class, modern law 
enforcement age~~y, has a strength of just under 200 and 
operates wi th a budget (1984 data) of just over $5 mi II ion. 
Sheriff 8rad Leach has been the head of that agency since 
1971 • 

In addition to the usual range of law enforcement duties, 
sheriffs in Colorado are also given the responsibil ity of 
suppressing wildland fires, coordinating search and rescue 
duties, and controll ing hazardous materials incidents. It 
is the usuppressing wi ldland fire~" aspect of a Colorado 
sheriff/s job that brought Sheriff Leach and Boulder County 
into a close association with the Incident Command System. 

The association with I.C.S. is closest within the 
department/s Emergency Services Division which is under the 
management of Director Don Van Wie. The division/s mission 
is, lito provide consol idated publ ic safety services, which 
are not associated wi th the tradi tional law enforcement 
role. Emergency Servi~es is responsible for preperation for 
and coordinated response to flood, wi Idland fire, hazardous 
materials, search and rescue, and emergency medical 
services, as weI I as fire investigation'"5 

.' 

While the sheriff of the county is charged ",lith the wildland • 
fire supress ion respons i b iIi ty he does not have an ac tua I 
fire fighting agency under his direction; the sheriff/s 
department is a management force, not a suppression force. 
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Firefighting operations, as well as command in local ized 
events, fall to the local fire agencies within the county. 

Within the county are 20 fire protection districts, 26 fire 
departments, 3 emergency rescue units! and 5 ambulance 
services, While state and federal 1ands {?'Io(ist within the 
county those agencies do not maintain local initial attack 
fire suppression organizations but depend upon, and 
reimburse, local fire agencies who respond to state and 
federa 1 1 ands fires. 

The Sheriff~s obI igation is met through the efforts of his 
Emergency Services Division which, "focuses on providing 
support and a common base of understanding and operations. 
Through the development of common t~rminology, training, 
protocols and standards, in the frameworl< of the Incident 
Command System (emphasis suppl ied), individual agencies are 
able to operate as components of a larger organization in an 
emergency situation. In this context, Emergency Services 
provides the coordination, dispute resolution, and planning 
which maKes the system effective."6 

Based on positive expei'iences with I.C.S. application in 
fire, flood, search and rescue, and hazardous materials 
events, Sheriff Leach expanded the use of that system to day 
to day events of a law enforcement nature. Deputies carry 
I.C.S. forms with them as they carry out their normal duties 
and should a law enforcement situation meet the department~s 
implementation criteria the deputy will proceed to implement 
the I.C.S. Current guidel ines define an n incident" call ing 
for I.C.S. implementation as an event that; is non-routine 
(e.g. bar-icaded subject, hostage situation, major crime), 
involves a large number of agencies (e.g. sheriff~s 
deputies, local pol ice department officers, state pol ice, 
ambulance services, fire service, etc. cooperating at the 
scene of a high-risk building entry to rescue hostages), the 
si tuation may weI I extend for several hours or longer, the 
situation will require a considerable amount of information 
flow between Communications and field uni tS' 7 

Department members at all levels have been trained in I.C.S. 
implementation and utI ization. The process, according to 
the users, worKs well. 

One of the primary factors that helps the system to work 
well in Boulder County"is the same factor that caused the 
counties studied in Florida to experience tremendous 
d iff i cu I ties - COMMUNI CAT! ONS! 

The Boulder Communications Center, located in the Boulder 
County Sh~riff/s Department/Boulder Pol ice Department 
headquarters building in the city of Boulder, is a combined 
publ ie safety communications operation that services a 
number of agencies. The Center currently provides law 



enforcement communications services for the Boulder County 
Sheriff's Depa~tment, Boulder Pol ice Department, Lafayette 
Police, Louisville Police, Nederland Marshall's Office, 
Lyons Pol ice, and the Town of Ward. The Center also 
provides communications services for the Ci ty of Boulder 
Fire Department, several ambulance companies, approx. 30 
volunteer fire and rescue agencies, including support 
communications services for the University of Colorado 
Pol ice, state and federal Forest Services, the State ParKs 
Department, and the Ci ty and County Publ ic Works 
DepartmE'nts. 

The Center operates under the direction of the Sheriff and 
the Boulder Chief of Pol ice, and is staffed by personnel 
who's salaries are paid out of the budgets of the various 
city and county agencies who participate in the center. 
Center personnel work under a common dir"ector, David 
Atherton. 

The throughly modern and efficiently configured Center is 
located directly adjacent to a large room, off of the office 
space of the Emergency Services Division, utilized during 
cri tical events as an Emergency Operations Control Center. 

The net effect is an efficient, well organized and equipped, 
communications system staffed by competent personnel in a 
setting that lends itself to efficient emergency management. 
None of the the things that go together to make up this 
county-wide system just fell into place; t~ey obviously 
represent a considerable amount of foresight, planning, and 
just plain hard work. Boulder County appears to be ready 
and abl e to deaJ wi th any event that mi ght befall it. 

It is not, however, just communications that makes Boulder 
County a winner - among many other aspects, the formation of 
the Multi-Agency Resource System (MARS); a group organized 
to assist with the integration of I.C.S. throughout the 
county and to maintain a1 I organizations in a state of 
readiness through cooperation, training, and mutual problem 
solving, has provided much of the "sparK" that it taKes to 
maintain the posture of preparedn.ss. 

Colorado Summary 

Perhaps the best summary of this aspect of I.C.S. use in 
Colorado is provided by a statement prepared by Sheriff Brad 
Leach, for an I.C.S. Executive Orientation Seminar presented 
by the San Bernardino County Sheriff's Department, funded by 
P.O.S.T., and held at Mammouth, Cal ifornia in October, 1984. 

• 

According the Sheriff Leach: "Boulder County's experience • 
with the use of ICS as an all-risk management tool has been 
highly posi tive. Adoption has stressed the appl ication of 
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xes principl~s, and has d&~mphasiz&d technical ~xactness and 
terminology at the early stages. 

The us& of IeS allows the appl ication of modern management 
practices to emergencies and short term publ ic saf~ty 
proj~cts. Thes~ practic~s includ& management by objectives, 
maintaining accountabil ity, identifying management 
respon-s,ibilities, and providing for jurisdictional input in 
multi-jurisdictional operations. 

Ies adoption has giv~n us an opportunity to focus on 
incid~nt management styles and techniqu~s as a 1egi ti~ate 
training topic. Ineffectiv~ manag~ment of emergencies by 
volunteer and professional agencies al iKe in Boulder County 
has probably been a greater problem than either 1 imitations 
on manpower or equipment. rcs training and simulation, 
conducted in a mu1ti-discip1 inary setting, has allowed us to 
confron t many of the trad it i ona 1 interagency prob1 ems 1,1.) i th 
success. The role and "image" of command personnel is being 
substantially altered. 

A numb&r of adaptations of th& ICS have be&n made for our 
purposes. Most notably, we have been developing guidel ines 
for th~ us~ of ICS on an i·nitiati·ng incident. This incllJd&s 
guides for recognizing situations that should be handled 
under a formal iz&d ICS, and guid~s for th& fill ing of 
positions and structuring of the organization. Adaptation 
of the op~rations s~ction to include events oth~r than fires 
has not been particulary difficult. As d&puties and others 
have internal ized the prinCiples of ICS, its appl ication has 
become a part of th~ response process - wi thout particular 
regard to the type or natur~ of the emerg~ncy. Thus ICS is 
being extended to other risKs and situations by the 
responders themselves, as well as by th~ p1ann~d effort. 

The management role assigned to the Incident Command~r is 
consi st~nt wi th the way we p&rce i ve our statutory publ i c 
safety responsibilities. Thus ICS application r&inforces 
de par t m & n tal pol icy. The t r a i n i n g r e c e i v ~ don c omm and 
process and organization-bui lding given as part of the rcs 
training has increas&d offic&r effectiv~n~ss, whil~ reducing 
the str&ss of the &ar1y phas&s of response. The tactical 
1 at i tude 1 &f t to Op~ra t ions Sec t i on personn& 1 allows other 
agencies - medical, r&scu~, fir~, etc. to operat~ wi thin the 
system without resentm~nt of a non-special ist at th~ helm. 
The successful appl ication of Incident Command System in 
multi-ag~ncy operations is producing a t~am sense among 
emergency personnel, and is i ncreasi ng trust across agency 
1 i neSt 

Difficulties with th~ Incid~nt Command System have been 
mino~. As with any n~w system, the~e is ~esistance to 
te~minology. In some cases, there hav~ been conf1 icts 
internal procedu~~ on ~anK and succession of command. 

new 
wi th 
In 



all, the tJ"'ansition is going veJ"')' smoothly because res gi'Jes • 
the J"'E'sponding officeJ'" betteJ'" sKills and tools foJ'" deal ing 
with difficu1t and thJ"'eatening si tuations than he has had 
before." 8 

• 

• 
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STR~TEGY FOR L.E.I.C.S. IMPLEMENTATION 

The National Interagency Incident Mangement System (NIIMS), 
briefly discussed in the Nlntroduction to I.C.S." section of 
this paper, has gone to cosiderable effort and expense to 
prepare an ," Imp 1 emen ta t i on Sequence Ou t 1 i ne M and an 
"Interagency Implementation Plan Guide" in an effort to 
encourage and assist fire services agencies to adopt and 
util ize their "total systems approach" as the preferred 
method of all-risK incident management at a federal, state, 
and local level.! 

The NIIMS ·pacKage~, specifically designed with the fire 
services in mind, consists of five sUbsystems: 

1.~ Incident Command System An on-scene management 
structure which includes: 
a. Operating Requirements 
b. In t er agency Mangeme n t Componen t s 
c. An Organizational and Operational Structure 

2. Training The Training subsystem includes: 
a. Development and del ivery of courses in support of 
the ICS organizational and operational structure. 
b. Development and del ivery of ag~ncy specific courses 
related to the subsystems of NIIMS. 
c. Training as reqiuir~d for supporting technologies. 

3. Qual ification and Certification NIIMS will foster 
national qual if'ications and certification standards in 
wildland firefighting, and may eventually foster 
standards in urban firefighting and other emergency 
public services. Standards typi!:ally include training, 
experience, and physical fitness. 

4. Publ ications Management A Publ icai:ions Management 
subsystem wh i ch wi 11 inc I ude: 
a. Materials development 
b. Publ ications control 
c . Pub 1 i cat ion s Sou r c e s/ Sup P 1 i e r s 
d. Dis t r i bu t i on 

5. Supporting Technology Technologies that may be 
used to support NlIMS include, but are not 1 imited to: 
a. Ortohphoto Mapping 
b. National Fire Danger Rating System (NFDRS) 
c. Remote Automatic Weather Stations (RAWS) 
d. Automatic Lightning Detection Systems (ALDS) 
e. Infrared Technology • 
f. CommunicationsM2 
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While it is true that NIIMS exists for the fi~e se~vices, 
and thei~ mate~ials a~e designed to be fi~e agency specific, 
there is much of value in NIIMS. NIIMS materials can be 
e as i 1 y ob t a i ned an d uti 1 i:z e d wit h the L. E . I • C • S. Fie 1 d 
Operations Guide to p~ovide law enforcement wi th a specific, 
yet still gene~ic, all-risK incident management system that 
has been selectivelY adapted to remove the firefighting 
agency specific materials and references that might well 
prevent, or impede an adoption of I.C.S. by the law 
enforcement community. 

NIIMS quite appropriately suggests that implementation 
requires planning, 1eade~ship, training, and a great deal of 
follow-up. On a state, regi onal, or local 1 evel it is 
cr it i cal that some i ndi v i dual, group of i ndi v i dual s, or 
agency taKes the lead in implementation. Usually, this 
leadership is provided by those who have been exposed,'most 
frequently by fire services interrelationships, to Incident 
Command System use, have seen the benefi ts, and wish to 
extend those benefits to their own discipl ine. 

Hopefully, those w'ith the committment will also fall into 
the "natural leader" catagory, who have the confidence and 
trust of a large number of their colleagues and can Mdel iver 
a const~tuencY~3 when it comes to the sel ling of the System • 

If law enforcement implementation is to stand a chance of 
success it is absolutely critical that it be sold from the 
"top down~. Agency heads must be convinced, by the 
leadership noted above (hopefully they are among that group 
of leaders or perhaps one agency head may even assume the 
role as the "prime mOyer" for implementation), that I.C.S. 
implementation will allow their law enforcement agency to 
easi 1y become more effective in carrying out their c~n 
primary mission and will resul t in vast improvement in 
r e sp on din g to mu 1 t i-age n c >' c r i t i ali n c i de n t s. I tis 
critical to convince the agency head that I.C.S. doe5 not 
infringe on the daily routine, ~esponsibi I ities, or 
authority given his agency by statute, agreement, or 
customary practice: what it can do is p~ovide for him 
effective manag@ment of small daily incidents as well as the 
large, complex mul ti-jurisdictional disaste~s that eve~y 
agency dreads. 

Once the leadership is determined, it is necessary to 
de term i ne genera 1 in tepest for imp 1 emen ta t i on with i n the 
state or region. (Local agency implementation has seperate 
and distinct concerns that will be discussed later.) 
Leaders should make personal contacts with their 
counterparts in other ~gencies, provide materials about 
I.C.S., and insure that fol low-ups of all contacted parties 
take place. Once sufficient interest has been generated 
through the personal contacts of the leadership group, they 
should schedule an information sharing meeting to provide, 



accur-ate infor-mation about I.C.S. to the inter-ested par-ties 
and their- agency heads. 

Following this meeting the lead~r-ship group should seek to 
formalize an implementation structure of tho?e agencies 
appearing ready and will ing to proceed. The first goal of 
such a group should be to form an organzational cadre of 
individuals from each interested agency .to learn about 
I.C.S. so as to better prepar~ themselves for the actual 
implementation within their organization, the state, or 
region. 

After such cadre has be~n tr-ained they should begin to 
expose their own agencies, informally, to the concepts of 
I.C.S. to determine a local agency strategy. Once 
sufficient time has been 03.1 lowed for the cadre to gain a 
feel of the organizational state of receptivity, the 
leadership group should anal ize the data, meet with all 
interested agencies, and maKe a final determination of 
agency participation. The geography and/or pol itics of the 
implementation area must be considered: shall implementation 
be state-wide, county-wide, encompass a particular mutual 
aid region, neighboring pol ice departments, or perhaps be 
I imi ted to one particular local government or just one 

'agency of that governmental entity? 

Once the composi tion of the implementation area/agencies has 
been determined, an executive orientation seminar should be 
held to acquaint the administrators and their top staff 
members with the System, the implementation process, and 
their responsibi I i ties and roles in that process. Ideally, 
the seminar should: 

1. Acquaint them wi th I.C.S. as an uon-l ine" system 
that has successfullY been util ized to manage incidents 
of varied size, complexity, and mul ti-agency 
involvement. 

2. Provide them with examples of how that System did, 
and can, handle such incidents. 

3. Pres~nt to them the plan to implement I.C.S. as the 
management system of choice within the area/agency 
grouping configuration previously decided upon. 

4. Sol ici t from them support, encouragement, input, 
and cooperation so that the process of implementation 
w ill be act u a I 1 y a c c om p lis h e d • 

It essential that each agency involved in implementation' 

• 

• 

develop their individual implementation plan which should • 
outline their goals, obj&ctives, r&sponsibilities, and the 
time fr-ameworK in which all of this must be accompl ished. 
Those individual plans snouJdthen be integrated into an 
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overall implementation plan/time frame for the target 
area/group. 

Model interagency implementation plans are available from 
NIIMS. These model plans include sample implementation 
agrE'ements and charteors that spell out, in detail, exactly 
what must be done by cooperating agencies to effect 
implementation. Individual agency plans are simply based 
on, and meet the mutual requirements of, the interagency 
plans. 

A copy of the NIIMS YInteragency Implementation Plan - A 
Guide" and "Implementation Charters - A Guide" ar~ attached 
to this paper. 

These materials, which with minor adaptation are appl icableo 
to law enforcement agency use, are avai lable from: 

Boise Interagency Fire Center 
3905 Vista Avenue 
80 i se, I D 20409 

The implementation organization for the state of Colorado, 
Colorado Incident Command System (CICS) finaJ ized their 
"Implementation Plan" in early 1983 and have been maKing 
excellent porogress since that time. Their plan essentially 
follows the NIIMS model and has proved effective for their 
use. 

One technique that has proved to be of significant value in 
the Colorado implementation process is the newsletter. The 
CICS NEWSLETTER is devoted to the dissemination ~f I.C.S. 
training information but actual ly accompl ishes much more 
than that; it keeps all participants inform~d of progress, 
si gn i f i cant events, and in general establ i shes a cl imate for 
success in the implementation process. A cOPy of a CICS 
NEWSLETTER is attached to this paper.The publ ication can be 
obtained from the Colorado Incident Command System, Box 271, 
Man; tou Springs, CO 80829. 

When considering individual agency implemenation, either 
alone or as part of an interagency implementation plan, 
special dynamics and needs are involved. A structure to 
manage the transi tion state must be decided upon. The top 
executive needs to determine just what structure would be 
the most appropriate t9 manage the transi tion so as to 
create the least amount of friction wi th the existing system 
and yet provide the greatest I iKel ihood that the new system 
will be encouraged and actually develop. 

"Some considerations in determining the particular 
management structur& are fin~ing someone who: 



1. Can have the clout to mobil i ze the resources 
necessary to keep the change moving. Usually in such a 
situation, one is competing for resources wi th others 
who have ongoing work to do. 

2. Can have the respect of the exJsting operating 
leadership and the change advocates. A great deal of 
wisdom, objectivity, and 1 inkage may be needed in order 
to make the balancing decisions, e.g. how much 
resources to put into the new activity and at what 
pace. 

3. Has effective interpersonal skil Is. A great deal 
of the leadership at this time requires persuasion 
rather than force or formal power'-4 

After those considerations have been deal t with there are 
several alternatives that the top executive may consider as 
the actual form of the transition management structure. He 
can personally manage the implementation effort - an 
approach not compatible wi th real ity in the business of law 
enforcement - but nevertheless an option. He can appoint a 
"project manager" to oversee and implement the process of 
change, acting wi th the authority of the top executive, but 
having to rely on resources wi thin the »usual" parts of the 
or gan i z a t i on to he I phi m ge t the job don e • He can h ave' the 
existing organizational structure simply take on the change 
as an added part of their workload - once again not the pest 
idea given the nature of law enforcement - but a possibil ity 
to consider. He might form a working group of 
representitives of the major parts of the organization to be 
effected by the implementation to plan, m~nitor, oversee, 
and manage the implementation. 

Whichever option the top executive takes he must let 
everyone in the organization Know what the structure is and 
must communicate his commi ttment to the implementation. 

The structure decided upon must next develop an activi ty 
plan that spells out in detail just what must be done to get 
the organization "from here to there" in the implementation 
process. 

l,.JorKing with the NIIMS UWguides" is a helpfull way to 
organize the worK to be done in the implementation process; 
the following characte~istics of an effective process plan 
should be considered: 

1. It is purposeful - the activities are clearly 
1 inKed to the change goals and priori ties. 

2. It is task specific - the types of activities 
involved are clearly identified rather than broadly 
general ized. 

e· 
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3. It is int~grated - the discrete activities are 
linKed. 

4. It is temporal - it is t im~ sequenced. 
1 

5. It is adaptable - there are contingency plans and 
ways OT adapting to unexpected Torces. 

6. It is agreed to by the top OT the organization. 

7. It is cost-effective in terms of the investment OT 
both time and people. N5 

Keep in mind that the plan must be specific, and the results 
observable as progress is made; without those qual i ties the 
plan is nothing more than a set of desired objectives -
there must be a requirement for action. 

One last point: law enTorcement, being conservative and 
reactionary by nature, creates a special need Tor commitment 
to change if that change is to taKe place. It is essential 
that those charged wi th I.C.S. implementation determine who 
wi thin the organization must .be lion board" • 

A conscious effort must be made, going in, to analyze the 
organization and sort out the individuals~ units, commands, 
informal power groups, etc. who must Ubuy into", or at the 
very least not actively oppose, the implementation process. 
That number may be small, but it is cr it i cal! 

Law enforcement administrators and ranKing officers are no 
strangers to the means of bringing that ncritical mass u Hon 
board - it is just that the potential for problems with 
implementation are so great in a reactionary organization 
that the issue cannot be ignored and must be dealt with in 
an organized and pre-planned manner. Once again, the total 
commi tment OT the top agency administrator is one of the 
greatest assurances OT downstream compJ i ance and successful 
implementation - if the considerations discussed in this 
section are Kept in mind • 
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The National Interagency Incident Management System 
Interagency Implementation Plan 

A Guide 

This guide has been prepared as an aid in helping a group of agencies 
implement NIIMS. The material presented here has been extracted from 
other implementation plans which are in some stage of action. 

This guide is presented only for your use and as a reference guide in the 
preparation of your local plan. Materials contained may be altered or 
deleted as your situation dictates. Additional material may be added to 
fit a particular need. 

A critical item in NIIMS implementation is to establish a decisionmaking 
process with interagency participation (see the Decisionmaking Process 
Users Guide) early in the process. A second critial item is to have a 
single person (State Forester) who is dedicated to the success of NIIMS 
and will take the leadership in implementation. A third critical item is 
to have a coordinator or facilitator who will coordinate all of the 
activities within the decision process. 

Interagency implell1entation of NIIMS will not be an easy task. The 
results, however, can bring many agencies into a cooperative association 
previ ously unknown in emergency services . 



The National Interagency Incident Management System 
Interagency Implementation Plan 

A Guide 

PURPOSE: The National Interagency Incident Management System (NIIMS) 
provides an efficient system for agencies to cope wi th various emergency 

incidents. 

Many different emergency organizations exist throughout the country. It 
is difficult for most of these org~nizations to function cooperatively in 
an efficient manner because of different terminology, varying personnel 
qualifications, different standards of equipment, and lack of common radio 

frequencies. 

The purpose of this plan is to outline steps for the implementation of the 
rJational Interagency Incident Management System. 

GOAL: Adopt NIIMS, develop and implement by __ D_a_t_e_ so that 

multiagency incidents will use NIIMS by -----Date 

OBJECTIVES: 

r. Administrative 

A. Introduce NIIMS to multiagency groups to develop understanding and 
commitQent by agencies: 

1 

2 

3 

4 

5 

Who Name 

When Date 

B. Develop a decisionmaking process and present to those agencies 
partici pati ng in NI IMS: 

Who ------
When -----

e· 

e 
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C. Establish an administrative board for NIIMS. The board will 

consist of the fol lowing agencies: 
1 

2 

3 

4 

5 

Who ------
When -----

D. The Administrative Board will: 

1. Establish and define its organization. 

2. Develop a charter and set pol icy for the Board. 
3. Within the decision process, establish a second level or 

"Task Force" composed of representative agencies participating in NIIMS. 
4. Within the decision process, establish a third level "Working 

Tearns" to be composed of agency specialists, such as: 

(a) Communications \~orking Team 
(b) .Finance \~orking Team 
(c) Training Working.Team 
(d) Information Working Team 
(e) Logistics Working Team 
(f) Other, as needed 
Who -------
When -------

E. ApPoint a NIIMS Coordinator whose duties will be: 

1. Keep abreast of all developments in NIIMS 
2. Present NIIMS programs 
3. Timely reports to the Board 
4. Coordinate work of Task Force and Working Teams 
5. Act as facilitator on all NIIMS projects 

Who ------
Hhen -----



F. The Task Force will: 

1. Develop a Charter and elect a Chairman 

2. Establish and define its organization 
3. Be responsible to screen all work products developed by the 

Working Teams and make recommendations to the Board 
4. Determine geographical areas or project areas for initial· 

imp 1 ementa ti on 
5. Establish timetables for all work products accomplished by 

the Working Teams. 
6. Develop new mutual aid ag reements wi th partici pa ti ng agencies 

Who -----
When -----

G. Involve participating agencies in initial implementation of 

N I IMS. 

1. Slide/Tape presentations 
2. Handout materials 

3. Trai ni ng sess ions 
4. Seminars 

Who ------
IJhen ------

H. Identify barriers to implementation of NIIMS, both interagency 

and intraagency. Begin actions to resolve barriers. 
Who -----
When -----

I. Serve as a clearinghouse for the consideration and adoption of 
new technologies, such as, orthophoto mapping, etc. 

Who -----
When -----

• 
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II. COMMUNICATIONS WORKING TEAM 

A. Develop an interagency communications plan. 
Who ------
When -----

B. Prepare individual agency communications plans for both short 
range and long range implementation. 

Who ------
When -----

C. Prepare a financial plan by agency for ccmmunicatio~s equipment 
and supplies for both short range and long range implementation. 

Who -----
When ----

D. Prepare frequency management cooperative agreements. 
Who 
When 

E. Develop an interagency "Cl ear Text ll rad i 0 procedure guide. 
\~ho 

When 

II 1. FINANCIAL WORKING TEAM 

A. From the various working teams, prepare a Financial Plan for the 
implementation of NIIMS. 

Who -----
When -----

8. Insure that appropriate cost collection requirements will be met 

by participating agencies as specified in interagency agreements or 
memorandum of understanding. 



1. Provide guidance into all agreements 
2. Establish timely and accurate guidelines to reimburse 

cooperating agencies. 
Who ------
When -----

IV. TRAINING WORKING TEAM 

A. Obtain materials from FIRETIP and NWCG, plan for and provide NIIMS 
training. 

Who ----
~~hen ----

B. Prepare comprehensive training plan for the implementation of 
NIIMS. 

1. Hhat training is needed to implement NIIMS 
2. Who needs training 
3. Course materials, source and availability 
4. Schedule of training to meet goal and objectives 
5. Develop agency training assignments 
Who -----
When ----

C. Prepare a comprehensive financial plan for meeting agency training 
needs. 

Who ----
When ----

D. Sel ect and train a cadre of NIIMS instructors 
Who ----
\'Jhen ----

E. Objective 

1. Identify locally trained people who will qualify for specific 
equivalency training. (Position to equivalent position) 

2. Evaluate local training standards. 
Vlho ----
When ---.... 

", 
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F. Maintain coordination with N\~CG Training and Q&C Working Teams to 
ensure minimum standards for qualification and certification. 

Who ----
When ----

G. Identify key interagency personnel who will be NIIMS advisors. 
Who ___ _ 

When ---
V. INFORMATION WORKING TEAM 

A. Deve10p a comprehensive I&E Plan for NIIMS implementation. 
Who ----
When ----

B. Upon request from other working teams develop training aids, 
informationa1 kits, publications, etc. necessary to implement NIIMS. 

Who ----
When ----

C. Develop a financial plan for materials and supplies necessary to 
impl ernent NIIMS. 

Who ----
When ----

D. Prepare and distribute timely interagency news articles concerning 
N I IMS imp 1 ementa t i on. 

Who ----
When ----

E. Coordinate with FIRETIP and others on current NIIMS information. 

VI. LOGISTICS WORKING TEAM 

A. Develop a local glossary of terms for equipment and procedures 
that adds to the national standards. 

Who ----
VJhen ----



B. Develop a ccrnprehensive directory of resources by type capabil ity 

and manning. Identify alternative systems for keeping information upto- • 

date. 
Who ----
I-Ihen ----

D. Begin converting to NIIMS terminologycornmand post, functional 

kits, forms, signs, etc. 

Who ----
\~hen. ___ _ 

E. Prepare a financial plan for supplies and equipment needed to 
implement NIIMS. 

Who ----
When ----

VI I. EV ALUAT ION 

A. Conduct an evaluation to determine success of NIIMS 
implementation. Evaluation will include: 

1. Plansaccuracy, effectiveness, need for revision 

2. Interagency coordina ti oncommi tmentweak 1 inks info rmed and 
involved 

3. Scheduleson targetwhere is emphasis needed 

4. Implementation materialsitems available, not availablein 

prepartion 

Who When 

Board 
Task Force 

Coordina tor 

Bi annually 
Quarterly 

Weekly 

• 



•• 

•• 

• 

The National Interagency Incident Ma1agement System 
Implementation Charters 

A Gui de 

This Guide has been prepared as an aid in helping a group of agencies 
implement NIIMS. The material presented here has been extracted from 
other charters which are in some stage or action. 

This guide is presented only for your use and as a reference in the 
preparation of your local charters. Materials contained in this guide 
may be altered or deleted as your situation dictates. Addi'tional 
material may be added to fit a particular need . 



AGREEMENT 

The undersigned, acting as the (state) NIIMS BOARD OF 
DIRECTORS, approve and accept this CHARTER as an instrument to initiate 
the ifTlplementation of the NIIMS program in this state. Provided, that 
nothing herein is intended to require any partner agency to act in any 
way which is contrary to its legal, fiscal, or policy constraints. 

agency 

agency agency 

agency agency 

agency agency 

Date J 198 ------------------

• 
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I. INTRODUCTION 

NIIMS BOARD OF DIRECTORS 

CHARTER 

The National Interagency Incident Management System (NIIMS) is the result 
of a study made by the National Wildfire Coordinating Group, a group 
comprised of representatives from all Federal agencies having forest and 
wildland fire responsibilities and two representatives from State 
Forestry agencies. The Federal Emergency Management Agency also 
participates. NIIMS is a combination of the best features of two tried 
and tested system·s the typi cal forestry large Fi re Organ; za ti on, 
combined with the National Interagency Fire Qualification System, and the 
Incident Command System. Implementation of the NIIMS concept ;s planned 
to commence in (state) on (date) . 

Implementation of NIIMS will involve many autonomous agencies, each with 
its own policies, jurisdictional responsibilities, funding differences 
and other special abilities and limitations. In order to bring all of 
these agencies together into an effective association, it is necessary to 
have an efficient sys1:er' for decision making, coordination and 
cooperation . 

A number of decisions and agreements will be made over the next few years 
which will bear significantly on the course of NIIMS implementation 
in (state) These agreements will provide the following: 

A. Common tenninology for organizational functions, resources, 
and faciliti·es. 

B. A modular organization flexible enough to ~eet greatly varied 
needs in command, operations, planning, logistiCS and finance. 

C. Integrated communic ati ons usi ng spec; a 1 equi pment and! or 
shared frequencies. Includes adoption of "clear text" phrases 
in place of codes and signals. 

D. A predetermined method of developing a unified command to deal 
with multiagency or multijurisdictional situations. 

E. ,4, method of developinC7 ~onsolidated action plans to set incident 
priorities satisfactol to all agencies with a responsibility 
to ful fi 11 . 

F. Instilling accepted spanofcontrol procedures to provide 
for adequate supervision while avoiding a top heavy organ­
i za ti on . 

G. Standardizing the methods of organ1z1ng and committing 
resources to an incident to simplify management and staff 



support to them, and to provide for more efficient operations 
of the resource itself. 

ADMINISTRATION 

Responsibility for administration of NIIMS \'/i11 be vested in a Board of 
Directors. The Board of Directors shall consist of the representatives 
of the major emergency and fire agencies who are participating in the 
NIIMS effort. The assignment of an alternate to periodically attend for 
an Agency is acceptable provided that the alternate has been delegated 
authority to commit his agency in decision matters before the Board. 
Additional members may be added to the Board as the need arises. 

, 

To carry o'ut the NIIMS goals and objectives, a decisionmaking process 
having the following characteristics has been designed for implementing 
NIIMS: 

A. A "Di rectors" 1 eve 1 fo r po 1 icy deci si ons . 

B. A "Task Force" level which processes information and formulates 
policy for consideration by the Board of Directors. 

C. A "Worki ng Team" level to perform sta ff work and carry out 
the decisions processed at the two upper levels. 

It is anticipated that the Working Teams can assume responsibility i~ the 
implementation of NIIMS after a period of familiarization. Participation 
in these teams will give all agencies a voice in the implementation of 
NIIMS. In execution of the NIIMS program, most field level problems will 
be identified by the Working Teams or by the Task Force. Once an inter­
agency problem has been recognized by any level of the partnership, the 
problem must be completely defined by the group perceiving the problem of 
others, and assigned by either the Task Force or the Board of Directors. 
The Task Force or Board of Directors may assign the most qualified 
persons to investigate the problem singly or as a team and recommend 
alternative solutions. These investigators will report their findings 
and recommendations to the Task Force and/or Board of Directors for 
review. The Task Force or Board of Directors will either make an 
appropriate decision or return the problem to the investigators for 
fu rther study. 

Approval for some Working Team findings can be accomplished at the Task 
Force level. For example, certain decisions on NIIMS terminology, 
procedures and fiel d actions may be made. In general, recommendations on 
operational expenditures within overall budget commitments should be made 
at the Task Force level for their respective agencies. Policy decisions, 
fiscal commitments, and long range implementation plans will require 
Board of Directors' approval, after which such action will be carried out 
by the Task Force. Board members agree that agency exceptions to Board 
decisions may from time to time be necessary and that any such agency 
exceptions to recommendations of the Task Force or Board level decisions 
will be confirmed in writing. 

The goals and objectives as outlined in the Implementation Plan provide 
guidelines and directions for the decision team. 

.: 

., 
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III. GOALS OF THE BOARD 

A. To establ ish an active, decisive body that will guide the 
implementation of NIIMS. 

B. To assure that necessary actions are taken to maintain an 
agreed to NIIMS operational capability. 

C. To provide an agency commitment. 

D. To accept a charter and set policy. 

E. To appoint a Task Force composed of representatives of 
the Board of Directors and other organizations partici­
pating in NIIMS. 

F. To establish Working Teams and set objectives for these 
Teams. 

G. To indenti fy barriers to the impl ementation of NIIMS, 
both interagency and by individual agencies, and act 
to resolve barriers. 

IV. OPERATING PROCEDURES 

of 

to 

A. The Board of Directors will appoint one of its members to serve 
as Cha i nnan . 

B. The Board will meet at the call of the Chairman. The frequency 

meetings and allotted time should be consistent with decisions 

be r.1ade. 

C. Board members will strive for consensus in decision making. 
Proposed actions will be based upon consideration of common 
concern for each agency's needs, commitments and capabilities. 
Decision making will be by majority vote using Roberts' Rules 
of Order. 

V. AUTHORITY 

Authority for directing the statewide NIH1S program is vested in the 
Board of Directors . 



N1IMS TASK FORCE 

CHARTER 

The Task Force shall consist of a representative from the agencies listed 
below who has authority to speak for his agency, subject to final policy 
level approval by his department or agency head: 

1. 
agency 

2. 
agency 

3. 
a.gency 

4. 
agency 

5. 
agency 

6. 
agency 

7. 
agency 

Other members may be appointed as become necessary. Agency alternates 
may serve provided they are informed and can speak for their agency. 

I I. GOALS 

1. To provide the Board of Directors with studies, statements, and 
other recommendations for decision making. 

2. To implement within their respective agencies agreements 
which are adopted. 

III. OBJECTIVES 

1. Identify prob 1 em areas in interagency coordi nation. 

2. To assign working teams to address problems. Functional 
teams could be as follows: 

a) Communications Working Team 
b) Logistics Working Team 
c) Finance Working Team 
d) Training Working Team 
e) Information l'iorking Team 
f) Operations Working Team 

e·· 
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3. To anal yze worki ng team reports and forward their recommenda­
tions to the Board . 

4. To determine geopraphic and/or jurisdictional areas for 
implementation and timetables for proceeding. 

5. To assist their own and other agencies in the implementation 
process. 

IV. OPERATING PROCEDURES 

1. The Chainnarl shall be (How is appointment made?) 
how is appointment made 

Hi s staff shall provid'e cl erical needs of the Task Force. 

2. The Task Force shall meet as requested by the Board of Directors 
or at the request of the Task Force Chainnan conisitent wi th 
the work in progress. Scheduled meetings are expected on a 

(weekly/monthly, etc.) basis. 

3. Depending on the task at hand, the Task Force may function 
in either a management or staff role. 

4. Deci sionmaki ng on development issues, and recommendations 
to the Board \"i 11 be by majori ty vote, record; ng votes by 
agencies. The procedure shall be carried out by Roberts· 
Rul es of Order. 

V. AUTHORITY 

The Task Force functions both in a management and staff role. In a 
management role, the Task Force formulates pol icy for NII~1S 
imp 1 ementa ti on and prepares II act; on pl ans II for the Board of Di rectors 
decision. In a staff role, the Task Force assists the Board of Directors 
in all activities which will lead to an orderly implementation of NIIMS . 



N I IMS (NAME) WORKING TEAM 

CHARTER 

I. MEMBERSHIP 

The membership of the (name) working team shall be made up of key 
specialists from participating agencies who are knowledgeable in this 
specific discipline and also able to assess the effects of the actions 
under study on their respective agency. 

I I. GOALS 

1. To Provide the NIIMS decision teams with detailed expertise in 
this specific di scipl ine. 

2. To be able to identify and solve agency problems associated 
with the varied details of NIIMS implementation. 

I I I. OBJ ECTIVES 

1. To conduct studies necessary to ensure the ccmpatabil ity 
of NIIMS systems, subsystems, concepts, and principles with 
agency operations. 

2. To prepare a documentation for use within each agency in 
NIIMS concepts and operations. 

3; To provide planning, fiscal, and technical information 
to the Board of Directors and Task Force for use in long 
range and day today planning fo~ NIIMS implementation. 

IV. OPERATING PROCEDURES 

1. The working team shall convene as necessary to accompl ish 
their assignments. 

2. Each working team will operate as agreed by its members. 
They will respond to requests for: 

a) Technical expertise. 

b) Fiscal data required for long range planning. 

c) Planning information required to synchronize the 
implementation of NIIMS between agencies. 

d) Internal needs of each agency to assure an orderly 
transition from IIstatusquo li to NIIMS. 

V. AUTHORITIES 

The working team will operate primarily in a staff rcle to the Task Force 
or Board of Directors. Actions taken by the working team will be 
coordi nated 

.' 

• 

., 



• 

• 

through the Task Force Chairman to assure that such actions are com­
patible with the overall NIIMS concept. Each working team member must 
have the authori~ to commit their respective agencies in technical 
matters involving the implementation of NIIMS . 
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By Kathryn Martin 
Five were killed and 35 were Injured Saturday 

when a tornado swept through the Security­
Widefield area trapping students and faculty 
inside Watson Juniqr High School. 

But the "Injured" quickly recovered and the 
"dead" miraculously came back to life 
following the conclusion of this year's first El 
Paso County Disaster Services exercise. 

William F. Schroff, deputy director of the 
Disaster F'l1ergency Services Agency for EI 
Paso County, said the training exercise "went 
very well. I'm pleased with how everything tur· 
ned out." 

Rescue units involved were the Security 
Village Volunteer Fire Department, Fountain 
Volunteer Fire Department, ?rofessional 
Paramedic Service, A-1 Ambulance, st. Francis 
Hospital's Flight for Life, Red Cross, Pikes 
Peak Region Incident Command System Im­
plementation Tactical Group, El Paso County 
Sheriff's Department and the Disaster 
Emergency Service Agency. 

Disaster victims included members of area 
Boy Scout and Explorer scout troops and their 
leaders, and emergency response family 
members. 

"It went much better than I think any of the 

Summer 1984 

Mock 
Catastrophe 
a Success 
in Disaster 
Services 
Exercise 
Rescue workers in £1 Paso coua 
participate in a reillistic practicl:; i 

exercise using ICS methods. 

organizers originally thought it would," Schroff 
said. "This is the first free-flow type exercise 
that we've done in a long time. It was fantastic. 

"I personall.y said to the people today the 
term 'valunteer' is a misnomer. They're non­
paid professionals," Schroff said. "They are a 
great bunch of people." 

The free-flow exercise places the 
professional units in a disaster situation, then 
lets them progress through the situation in a 
manner they choose. 

For example, they are not told how many 
"dead" are among the "injured." They must 
make that determination for themselves by 
reading cards pinned to the victims' clothing. 

The units must also decide what additional 
bacKup to call and, if the backup is later found 
to be unnecesaary, must make corrections on 
their own. 

Although pleased with the overall outcome. 
some problem spots did arise from the exer· • 
cise. 

"What we're looking for is identi fY.' 
training needs," Schroff said. "One thing 
noticed that needs work is a triage trainl 
program. It did not go badly toaay, but we saw 
where we could streamline it.·' 

Continued on next page. 
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Mock Catastrophe 
Continued 'rom page one. 

He said that if the "tornado" disaster had 
been real, everyone would receive the needed 
treatment. 

"We were just a little backlogged. We would 
just like to see it go a little better." 

Schroff said that he has seen larger 
organilations in the state conduct exercises, 
but "they are highly scripted so there is no 
room for error. The people today had to make all 
those decisions and those decisions were 99 
percent correct." 

Schroff said that the exercise in the Security­
Widefield-Fountain area was the first exercise 
in at least two years that was outside of the 
Colorado Springs city limits. 

"It's been so long since we've moved out to 
the county," he said. "They (county agencies) 
respond very well but they've never responded 
to 50 victim~." 

He said the exercise helped them see how to 
deploy available resources and to at least 
expose the non-paid professionals and 
professionals alike to emergency circumstan· 
ces. 

Another problem that came up during the 
disaster was where to ·Iocate a temporary 
morgue. 

"One suggestion was made ... to bring them 
outside." Schroff said. "I recommended to the 
commander that it was not the thing to do to 
bring them in front of the parents and other 
civilians standing by. 

"We decided to move those that were 
obviously dead to a classroom as a temporary 
morgue until the coroner got there," he said. 

Larimer County Rehearses 
with Flash Flood Exercise 
Larimer County conducted a flash flood 

exercise this spring to rehearse current 
emergency operations plans and to test the 
readiness of county and local emergency 
response agencies to meet the impact of a 
flash flood disaster. 

The exercise was conducted in the 
Emergency Operations Center in the basement 
of the' County Courthouse. In addition, the 
Sheriff dispatched his communications van to 
the scene of the simulated disaster as a field 
command post in which the Incident Com· 
mander officiated and from which realistic 
input was contributed to the disaster scenario. 

Practice 
leads to 
preparation 
asa rescue 
worker helps 
in an EJ Paso 
County drill. 

Schroff said the exercises were taken so 
realistically that two firemen were overcome 
with a minor case of heat prostration. 

He also said two directors from the Golden 
Disaster Emergency Service Agency were 
watching the disaster and "praised the exercise 
very well. In fact, they would like to videotape 
our next exercise," he said. 

Schroff said the most important aspect of 
the exercis.e was the merging of the non-paid 
professionals with the professionals and 
evaluating them as one. 

"The sheriff came in and took over com­
mand, which is how it should be in a disaster. 
We also had fire working for law enforcement. 
and that doesn't happen very often," he said. 

This article originally appeared in the Colorado 
Springs Gazette Telegraph and is reprinted with 
its permission. 

Other participants included representatives 
from the Office of the Board of County Com­
missioners, the Public Works, Social Services, 
Health, Information Management and other 
county departments as well as the American 
Red Cross and the Amateur Radio Emergency 
Service. Observers from the State Division of 
Disaster Emergency Services and neighboring 
counties also attended. 

The scenario simulated a flash flood inun­
dating a portion of Larimer County and, at the 
critique held the week after, there was general 
agreement that the exercise was tremendously 
useful and productive. Of interest to the Front 
Range ICS was the use of ICS terminology to 
better acquaint county officials and emergency 
response agencies with the functioning of the 
system. 



,Planning & Training 
The Planning Process 

Emphasis is placed on the planning process 
to bring to a successful completion any type of 
an emergency. A planning process has been 
developed as part of the Incident Command 
System (ICS) to assist in the development of an 
action plan in an orderly and systematic man­
ner. The plan can be verbal or In written form. 

The planning process Is a series of basic 
planning steps which are appropriate for use in 
any incident situation. The determination of the 
need for written action plans and attachments 
is based on the requirements of the incident 
and the judgement of the Incident Commander. 

To develop an on scene action plan for an 
incident several items must be taken into con­
sideration such as: 

• Control objectives and strategy 
• Any cost implications of the control objec­

tives if required 
• Determine work assignments and resource 

requirements 
• Insure that incident facilities are adequate 
• Evaluate current situation and determine 

if existing plan is adequate, make any revisions 
that are needed. 

All these items must be considered at an 
incident regardless of type. 

The detail of an action plan will be deter· 
mined by the type, complexity, duration of the 
incident, and requirements of the Incident 
Commander. 

On a simple incident which is routine in 
response, the action plan can be verbal. In this 
case the Incident Commander has not 
delegated the planning process to anyone. 
Once the incident becomes complex the In­
cident Commander may delegate the planning 
function to a Planning Section Chief who would 
become responsible for the planning process 
and the development of the action plan. In the 
case where a Planning Section Chief would be 
utilized, the incident in most cases would 
require that the action plan be in writing. 

There are several ICS forms that are aVailable 
to assist with the on-scene planning process. 
The details of the planning process can be 
found in. the ICS Planning Section Chief Job 
Description ICS-221-1 which can be obtained 
from Fire Service Publications, Oklahoma State 
University at Stillwater, Oklahoma. 
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State Patrol Receives 
les Training 

-.-

The Hazardous Material Division of the • 
Colorado State Patrol received eight hours of 
Basic Incident Command Training this spring. 
Charles G. Heister CSP Hazardous Material 
Coordinator indicated that the Colrado Sta.te 
Patrol will be using ICS on all Incidents that are 
on Federal and State Highways. 

Heister feels that with the use of les con· 
cepts State Patrol officers will be able to 
manage all on scene activities easier and iden· 
tify roles of each responding agency during a 
hazmat incident. 

Forty officers attended a special training 
session in Denver that was held at the Colorado 
Training Institute. One full day was devoted to 
ICS which included lecture and simulation 
exercises. A review of the Big Thompson Flood 
was made, discuasing where ICS would have 
been beneficial In the operation of the Colorado 
State Patrol. 

Colorado State Patrol intends to use IC. 
their own scene management system. He 
also indicated that with the Colorado S. 
Patrol using ICS, routine responses, such <:1.S 

vehicle fires, auto accidents and other 
incidents should operate much more effec· 
tively. 

Instructors for the State Patrol Training 
Session were an Interagency Cadre from 
Colorado State Patrol, Colorado Springs Fire 
Department, Colorado Training Institute, and 
Colorado State Forest Service. 

Happenings Elsewhere 
Wildlife Fire Pr0tection agencies are busy 

planning for ICS implementation in many 
states, including Nevada, Utah, Wyoming, 
Oregon, Washington, Idaho, Montana. Alaska. 
Arizona, New Mexico. Texas. California. Kan· 
sas, Minnesota, Florida and New Jersey. 

There has been increasing interest by 
emergency services within counties and cities.' 
In many cases, the agencies see that NIIMS 
provides a way to become more deeply involved 
in Interagency Emergency Managerr.ent~ 
National organizations such as the Inter· 
national Association of Fire Chiefs .• r. 
national Fire Service Training Associatio . 
the National Association of Search and Re. 
are interested and are providing NIIMS inJur· 
mation to their members. 

Transition training packages are available 
from the Boise Interagency Fire Center. 
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Front Range Implementation 
Group Board Members 

Jofferson CQunty: Bruce Coulter, Jaffco Fire Council, 150" 
Quaker Golden, CO 60401 279-97~7 
Bould~r County: Dan Mudd. Boulder County Sheriff's Dept.. 

P.O. Box 471, Boulder, CO 80306 441·3831 
Cou;'". County: George Durkop, Dept. of emergency Ser· 

vices. 355 South Wilcox St., Castle Rock. CO 80104 688-3403 
Colol1ldo State Fore.t Sorvlce: Mike Bahm, Colorado State 

Forest Service. Lett Hand Canyon, J.S.A., Boulder, CO 
60302442-0428 
T.ller County: Colorado State Forest Service, P.O. Box Y, 

Woodland Park. CO 80863 687·2921 
, Gilpin County: Open 

un mer County: Oicl< Speiss, Sheriff's Dept., P.O. 80x 1190. 
Fort Collins, CO 80522 221·7118 

EJ Paso County: Eldon Boyer. Deputy Chief, Colorado 
Springs Fire Dept., 31 S. Weber, Colorado Springs, CO 
80903-1999 57308061 ext. 6820 
UnUIid Stat .. For •• t Service: 
Arapano-RoosGveit NF, Red Feather Ranger District, 

1600 N. College, Fort Collins. CO 60522 482·3834 
Gary Shaffer. Pike-San Isabel NF. South Platte 
Ranger District. 393 South Harlan, Suite 107, Lakewood, 
CO 80226 234·5707 

NaUoml1 Plrt( S.rvlc.: 
Dan Davis, Rocky Min. National ParI<. Headquartsrs 

Building, Estes Park. CO 80517 588-2371 
Clear Cr .... k County: Open 
Pem County: Open 

The Front Range Soard meets the third Thursday of every 
month at the CSFS Golden District Office, 1504 Quaker 
Avenue, Golden, ColoradO 60401. Phone 279-9757. Visitors 
wei coma. 

Note: This Newletter has no copyright restrictions. Readers 
may reproduce copies In any naooed quantity. 

Thn CICS Newletter is devoted to the dissemination at 
ICS training information. Reader feedback is important. 
Please pass this'lssue on to another person so that ICS 
information can be shared. 

A listing of past CICS Newsletter articles is avallabte for 
anyone WIShing to oOtaln past issues or article copies. 
Please send requests. comments. or articles to: Box 271, 
Mamtou Scrings, CO (303) 685·1696. 
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Statewide CICS 
Administrative Board 

Members 
John Ch8l)man,Natlonal Parks Service. Rocky Mountain 

Region, Box 25287, Lakewood. CO 80225 (303) 234-3068 
Fl,.. Mana;amont SpeclaUat, Colorado Bureau of Land 

Manar,;ement. 1037 20th Street. Denver, CO 60202 (303) 837· 
3414 
Lloyd Todd. Air, Aviation Fire Management, USDA Forest 

Service R·2. Sox 25127, lakewoOd, CO 80225 (303) 234-7152 
Lan Boul",Colorado Division at Disaster Emergency Ser· 

vices, Camp George West. Golden, CO 80401 (303) 273·1785 
Gary Shafter, Front Range implementation Group, U.S. 
F~rest Service, 393 Hartan, Suite 107, l...akewoOd, CO 00226 
(303) 2~5707 
Ste.e OIMn. Federal Emergency Management Agency, 

ReQlon 8 Building 710, Denver Federal Center, Denver, CO 
80225 (303) Z34-2!553 
Ron Zeleny, Colorado State Forest Service, Fort Collins, 

CO 80523 (:303) A.820818!i 
Chllri •• Recxar, Bureau of Indian Affairs, Southern Ute 

Agency. Box 315, ignaCiO, CO 81137 (303) 583-4.511 
Brue. Bounds, County Sheriffs at Colorado, 2111 N. 30th 

Street, Boulder, Colorado 80301 (303) 570-2270 
JKtt Willis, Colorado Fire Chiefs' ASSOCiation, Box 507 

Wheat Aldge, CO 80034 (303) 424-7323 

The Statewide Board meets the 1 st Fr!day of each month. 
Contact Steve Hart. NIIMS Coordinator (303) 685-5203 for 
each month'S meiltlng location. Visitors welcome. 

A full color cacheted envelope (first day cover) Is being issued by 
the National Association of State Foresters to commemorate 
the 40th anniversary at the Smokey Bear Cooperative Fores! Fire 
Prevention C~mpaign. A Smokey Bear stamp will be affixed and 
cancelled on the first day ot Issue. The cost of ttle covers is 
$2.50 each, which include postage and handling. To order, send 

'~I @ ! =-, 
"'f'O' - ! 

-ur .. f-:o. IMIf 

name, address. number of 
covers desired. and pay· 
ment to Allane, Wilson, 
Alabama Forestry Com· 
miS~lIon, 513 Madison Ave., 
Montgomery, AL 36130. 

Check of money order 
should be made payable to 
the National Association 
of State Foresters. '" 
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