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This Command College Independent Study Project is 8 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 future differs from studying the past because the future has not yet hap-
pened. In this project, useful alternatives have been formulated systematically so that the
planner can respond to a range of possible future environments.

Ménaging the future means influencing the future - creating it, constraining it, adapting to
it. A futures study points the way.



EXECUTIVE SUM¥RY

TECHNOLOGY TRANSFER ~- LAW ENFORCEMENT APPLICATION OF THE

INCIDENT COMMAND SYSTEM

There exi'sts in the law enforcement community a eritical
need for an "all-risk”®” management system capable of dealing
effectively with those situations that c¢reate demands over
and above those required in dealing with "normal® day-to-day
operations.

This need projects into the immediate and long-range future,
The predictions of an earthquakKe of considerable magni tude,
the threat of volcanic activity, the increased risks of
major incidents invelving 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 rescue implications: these factors, and
more, tell us that law enforcement and allied public
service agencies will increasingly be calied upon to plan
for, and manage, major incidents that pose extreme threat to
life and property. ’

There exists within the fire services, a technology - the
Incident Command System (I.C.S.), that has provided an
effective means of managing critical incidents of varing
size, complexity, and multi-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 transfer that technology
to law enforcement. This paper is not a definitive
statement on what [.C.S, is or is not; it is designed to
offer the System for consideration based on user needs and a
brief overview of where the System came from and what it is
about. Further, it hopefully will generate interest in the
System by presenting information on the experiences of other
users and present possible strategy for implementation of
the System on a local or statewide basis. There is much
more to be learned about the practical application of the

Incident Command System - and there ic a wealth of
information available in that respect. There is no need
here to re-invent the wheel - just to refine its metal and

true it into a law enforcement perspective,

The main product presented here is the Law Enforcement
Iincident Command Svstem Fisld Operations Guide. That

document, separately bound, is the "heart and soul"* of this
work,




The Field Operations Guide is designed to aid law
enforcement and allied agency personnel in their
understanding, learning, implementing, and operating under
the Law Enforcement Incident Command System. The Field
Operations Guide is not intended to "stand alone®"., It is
designed to be an intregal part of a comprehensive training
program. After such training, its role is to cerve as a
ready reference for those involved in the actual use of the
Incident Command System. Such training, while bevond the
scope of this paper, will be developed and made available
through the foresight, leadership, and resources of The

Commission On Peace Officer Standards And Training, Center
For Executive Development.




THE FUTURE - A NEED FOR INCIDENT MANAGEMENT

Law enforcement and allied emergengy services professionals;
those who have “been there” = on the line = during riots,
floods, major spills of hazardous materials, hostage
situations, SWAT operations, major crime scene
investigations, search and rescue operations, maior wildland
fires, evacuations; tend to agree that all too often there
is a considerable amount of confusion involved in
cperational performance at major incidents, The ability of
the responsible agency to manage the incident appears to
decrease in direct proportion to the compliexity of the
situation and the number of agencies involved.

Notwi thstanding the fact that critical incidents are
inherently difficult to manage, problems often arise due to
different methods of operation, basic mission differences,
incompatible communications as well as conflicts in actual
or perceived authority or responsibility. When agencies of
differing types, such as law enforcement; fire services,
health departments, search and rescue groups, and forestry
services, become involved in the same incident the potential
for problems multiplies. Add to such a situation the
presence of several political jurisdictions mutually
threatened by the incident, and perhaps several levels of
government agencies, and the confusion, if not ocutright
conflict, can reach critical proportions.

Each agency participating at an incident may have only the
vaguest notion of the others’” legal responsibilities and
authority, let alone understand their tactics, operational
procedures, communications, equipment, protocols, etc. Yet,
there may be considerable overlapping of jurisdiction and
authority among those agencies,

Even when those misunderstandings do not exist, an
acknowledged leader in charge of the incident mar have
considerable difficulty communicating strategy or a plan of
action to deal with the <situation. Agencies arriving to
assist, or already on sc¢ene when command is designated or
assymed, often are uncertain as to what is expected of them
or how they fit into the orqanization., The net result may
well be a degree of confuycsion that sericusly detracts from
the ability of the organization to deal with the incident.

It is not to say that emergency services have been
unsuccessful in dealing with the critical incidente 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 cservices to overcome such
difficulties as mentioned above in addition to dealing with
the threatening incident!




Not only does the need exist, here and now; to deal with
these concerns that affect our emergency service providers -
hampering their ability to manage critical incidents -~ the
need projects into the immediate and long range future when
cne considers that implementation of an incident management
system that will embrace multiple disciplines and all nature
of hazards may taKe a decade to accomplish!

Add to that time frameworkj the predictions of a an
earthquake of considerable magnitude, the threat of velcanic
activity, the increased risks of major incidents invelving
hazardous materials, ever increasing air traffic over and
around urban areas, the heavy utilization of recreational
areas and facilities with the attendant search and rescue
implications, the potential of terrorist activity,
increasing commmercial and residential construction in areas
‘subject to flooding. These factors, and many more, indicate
that law enforcement and allied agencies will have a greater
than ever critical need to efficiently worK in harmony to
plan for, and manage,; major incidents that pose extreme
threat to 1ife afid property.

Consider the inplications for incident management of the
following scenarios: thinK about them in terms of the
problems and.considerations just discussed.

The Long Valley-Mono Lake area of California has been
the site of volcanic eruptions for millions of years.
The area is part of a large volganic depression, called
the Long Valley Caldera, which formed as a result 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 fliow eruptions of rhyolitic pumice
and ash. Those eruptions occurred about S5SS0 years ago.

In 1978 earthquake activity began to increase in the
Long Valley area,

In 1980 intense earthquakKe swarms occurred scme 10
days before the Mammouth Lakes area was subjected to a
series of earthquakes, including 4 of Richter magnitude
é, within one 48 hour period.

Later the same year a topographic survey along U.S.
Highway 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 within the preceeding
two ryears.




In early 1983, along with the occurrence of an intense
swarm of earthquakes, increased fumaroclic activity was
noticed near the Casa Diablo Het Springs.

According to the United States Department of the
Interior, Geoclogical Survey, "Preliminary
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 cpening of
fractures at depth in the southern part of the Caldera,
which allowed a toung of magma to move toward the
surface beneath the epicentral site.";

7:00PM,; December 19, 1987; a 40,000 plus visitor
weekend for the town of Mammouth LaKes and the nearby
June Lake community: an initial phreatic eruption
centered near the Sherwin CreeK Campground, two miles
southeast showers an area up to 4 miles distant with
rockKs, 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 vehicles; the Town of Mammouth Lakes is
bombarded with debris; power lines and telephone Jines
are down. The U.S. Forest Service Station, Mono County
Sheriff’cs Sub-station, and the nearby airport are
severely damaged by falling debris. Tourist’s vehicles
quicKly and completely clog the few remaining passable
roads.

8:10PM: A sudden explosive magmatic eruption esjects
large quantities of magma in the form of ash and pumice
30,000 feet into the air in a great eruptive columng
some of this comes to earth as wind-blown debris while
a considerable amount forms hot pyroclastic flows at
the base of the eruptive column. These pyroclastic
flows flood across the land surface of Long Valley at
up to 90 miles per hour for a distance of 12 to 15
miles. The Town of Mammouth LakKes, 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 building to a depth of several
yards thick near ‘the vent, 8 inches thickK at a distance
of 20 miles, and about 2 inches thick 50 miles distant.
The airborne ashfall effects vehicle travel as distant
as 200 miles as air filters clog and carburetors become
inoperative; power lines just as far away are shorted
out. Lightning accompanying the ash cloud causes
numerous fires in lands not covered by snowpack.
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Snowmelt resulting from the ash eruption causes
mudflows and flooding such 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 lake overtopping the dam and spill into the Qwens
River drainage below. The dam fails, due to the
erosive effect of the overtopping combined with the
shaking caused by continuing earthquakes assnciated
with the eruption, and the Owens River gorge downstream
becomes a conduit for a massive volcanic mudfiow. That
mudflow destrors the Los Angeles Department of Water
and Power facilities in the gorge and induates the
lowlands north of the city of Bishop., The eastern hal+f
of Bishop, including the airport, is temporarily
flooded.,

der the potential for confusion, and loss of the
ty of the responsible agency to effectively control
situation:

3:10PM, any Friday; a teller at a small branch of a
major California BanK, located in an unincorporated
town of about 2,000 population, 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 veteram who Knows that all bank
robbery alarms are false, does not wait for his
back-up, fails to makKe an "invisible” 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. The deputy is fatally wounded
but does manage to radioc a "999" call for help.

The Constable, arriving seconds later, engages the
suspects in a firefight; one suspect goes down in front
of the bank, seriously wounded. The second suspect
retreats into the bank and barricades. There are two
tellers, the bramnch 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 police department dispatchers hear the
deputy’s dying broadcast, and the Constable’s radio
traffic, on their scanners and without being asked to
do so dispateh "any available units" to the bank.
Three patrol units and a detective unit respond from
one police department, one patrol unit and a K? unit
respond from the other police department. Neither of




the police department’s units have radio capability
with the sheriff’s department, the Constable, or the
other police department. .

The Sheriff’s Dispatcher’s supervisor telephones the
local fire department (a Fire Chief - 2ll other members
are volunteers) and an engine,; manned by the Chief and
three volunteers, responds tao the bankK to pravide
medical aid. The fire department does not have radio
capability with any of the units at the scene (with the
exception of the local private ambulance company -
their driver has heard the radioc broadcasts on his
mebile 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 is "down®,; a suspect s "down", and 1
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 situation, and being
advised that the FBl is responding to the scene,
proceeds Codo 3 to the location.

Consider the multi-agency, multiple .ayer of government,
response required by this scenario:

April, 1998: with the Santa Anna Canyon dam still two
years from completion, and following three months of
heavy rainfall, the Santa Anna River is on a rampage
unexcelled except by the flood that occurred in 1882
when an estimated 317,000 cubic feet of water per
second poured through the river near the entrance to
Santa Anna Canyon. ‘

In the area of San Bernardino, Norton Air Force Base
runways are under two feet of water. Floodwaters three
to four feet deep run swiftly through the Hospitality
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 acrass the river has collapsed,
Flooding extends north to the vicinity of 3rd Street,

North of the city of San Bernardinoc the socaking
foothills, denuded by wildland fires over the past two
years, can hold no more and millions of cubic yards of
mud and debris rush down on homeowners in a scene
reminiscent of the 1980 Harrison Canyon flcoods where
5000,000 cubic yards of mud flowed down that canyon and
filled 40 homes. An estimated 20,000 homes have been



& totally or partially filled with mud county—wide.
Major highways and city streets have been blocked,
power and telephone lines are down. Loss of 1ife
cannot be determined.

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 mudslide
factor) is sven 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 Valley, Seal
Beach, and Huntington Beach. Over 500,000 homes,
thousands of businesses and industries, as well as
thousands of schaools are inundated. While loss of life
has still not been determined, economic loss has been
estimated in excess of 11 billion dollars. g

Consider just the intra-agency planning, coordination, and
control aspects of the following situation:

January, any year: a ryoung 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 Big Bear
LaKe.

The mother reports that the daughter and her companion
were planning on leaving Big Bear the following weekend
to continue the hike north and east out of the San
Bernardino Mountains, crossing Cajon Pass into the San
Gabriel Mountains, Their next scheduled destination
was to be the vicinity 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/0
General Delivery, had not been called for.

Sheriff’s authorities have no idea as to where along
the 920 mile stretch of trail between Big Bear LaKe and
Wrightwood the couple might have gotten into
difficulity. Helicopter overflights of the entire
section of trail have not produced any information
helpful in narrowing the search effort. Because of the
size and location of the search area, four seperate
Sheriff’s Station commands are involved as portions of
the trail between Big Bear Lake and Wrightwood pass
through their jurisdictions. A& massive, combined search
effort is decided upon; the trail will be caovered from
both ends as well as working outwards from from several
points along the 90 mile section.




Ouer 150 members of nine seperate Sheriff’s Depariment
SAR Teams, from as many seperate departmental commands,
are to be deployed in the search. While planning is
accomplished with little real difficulty, other
considerations of logistics and control pose
considerable areas for concern. Communications over 20
linear miles of difficult terrain. (magnified by the
requirement for ground and air coordination throughout
the search area); as well as requirements for food,
fuel, feed for horses, transportation of teams and
equipment to remote locations along the trail - with
subsequent pick-up at ather remote locations - all
create tremendous potential for confusion and
management breakKdown.

Finally, what happens when the "Big One" hits?

August __, 198_, San Bernardino: An earthquake

measuring 8.3, with the epicenter near Cajon Pass,

struck at 8:10a8M and Jasted for 203 seconds today. The
sideward movement of the earth leveled homes within a

mile of the south forkK of the San Andreas Fault. The

downtown sections of San Bernardino, Colton,; and Rjalto

were 835/ destroryed. Norton Air Force Base sustained

heavy damage - all runways were broken up, aircraft on .
the ground did not survive.

Loss of life and serious injury was tremendous - an
estimated 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 avajlable,

Fires which started in the downtown areas have been
burning uncontroliled 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 limited by the downed utility poles and
trees fallen on roads that for the most part have
brokKen up. Gas lines were broKen all over the area,
igniting small fires which continue to burn ocut of
control throughout the city. Main natural gas
transmissicn lines in Cajon Pass ruptured during the
initial shock so continued flow of gas into the broken
Tocal lines does not continue toc be a problem,
(However, a raging inferng exists in the Cajon Pass
area, where parallel transmission lines carrying
natural gas and jet fuel for area air bases, ruptured
Just beneath a major electrical transmission line
system - the fireball could be seen as far away as ‘
Riverside.?> Main water lines were broken open and
there has been no water pressure; sewage from broken
mains contaminate what little water supply does exist.



A heavy cloud of dust blocks the suniight presenting an
erie feeling 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 operators.

Los Angeles and Orange counties reported that 304 of
the high rise building located in their areas crumbled
to the earthj; another 20-30) sustained severe
structural damage. The Los Angeles system of 26
freeways covering 700 miles went into instant gridlock
with the collapsing of nearly every main interchange.
Surface street transportation in hindered by downed
trees and utility poles; building rubble blocks many
streets.

Aftershocks registering around 7.7 were felt within
the late morning hours adding more destruction to the
already battered areas.

Summary

Summarizing this section necessitates going bacK to its

introduction for a basic statement of the problem - "Law
enforcement and allied emergency services professionals;
those who have "been there" ~ an 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 to agree that all too often there
is a considerable amount of confusion invalved in
operational performance at major incidents. The ability of
the responsible agency toc 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 with large numbers of agencies, or units of the
same agency, being involved. The futures scenarios could go
on and on but the bottom line would always be the same -
there is a crying need for a system that will overcome, or
compensate for, the organizational and relationship problems
inherent in law enfarcement agencies dealing with complex
critical incidents; that system may well exist as the
Incident Command System.
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INTRODUCTION TO 1.C.S.

After reviewing the dozens of documents that exist at
various private, local, state, and federal organizations
which attempt, with one degree of success or another, to
describe the origins of the Incident Command System; and
having struggled with an attempt to create such a document,
1 have concluded that the best effort is a paper
representing the workK of Robert L. Irwin.

Irwin, a 30 plus year United States Forest Service veteran,
is now a private consultant doing business as Basicg
Intergovernmental Services out of Saonora, California. He
was heavily involved in the creation of 1.C.S. and, along
with Terrance P. Haney, owner of TEMJAM Corporation - a
public policy and intergovernmental operations consulting
firm - is Known as the "father of 1.C.8.

L]
According to Irwin: *ICS began as a result of the
disasterous fires in southern California in the fall of
1?70. Almost 400,000 acres burned in 13 days, destroying
772 structures and Killing 146 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
workK was done by all, 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:

. Lack of a common organizational structure. With so
many agencies called to help, there was considerable
confusion as to who to report to, what procedures to
follow, what the plans were, 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 workKing on the same fires. State and
Federal, Federal and local, and all possible
combinations. At times, all four levels were trying to
work together. The traditicnal differencies between
agencies made real understanding of the critical
situations wery difficult,.

2. Lack of coordinated and co-located planning. Each
responsible agency followed old procedures and set up
their own command posts on their own ground and did
their planning and directing unilaterally. 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 the other side of the fire.

This multiple, uncoordinated planning and direction
resulted in huge overlaps in some cases—-———two or more
agencies manning the same ground; and drastic ommisions
in other cases————large areas of unattended fire,
assumed to be covered by the “other gur”.

3. Poor fireline communications. With so many
agencies trying to workK together, interagency
communications was practically non-existant. Most
radio traffic was confined to units within the same
agency, and any information flow between agencies was
limited to verbal or written messages; sometimes
delivered, sometimes not.

Existing agency frequencies were overloaded beczuse all
traffic (command, logistical, and tactical) was being
transmitted more or less simul taneousliy. Confusion was
increasing because many mutual aid units from northern
California were on various fires at the same time,
using frequencies that were the same. Units on one
fire would pickK up messages tha sounded like "the real
thxing" only to find out hours ltater that the traffic
concerned another incident entirely.

4, Lack of valid, timely information, This lack was
related to both the uncoordinated planning mentioned
above, but also resulted from traditional negglect of
fast accurate intelligence in planning procedures.
That is, the continual collection of information had
not been a real priority for many agencies. As a
result, many plans were based on outdated, erroneocus
information: many units were assigned toc areas the
fire had passed through 12 to 24 hours earlier.

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 utilization of
resources, failure to use the closest appropriate forces,
and almost total absence of technological aids, but these
were problems associated with "off-incident" activities.
These stemmed from the inability 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 these data were examined closely by fire services
after the analysis was completed. They reached some
important conclusions about what needed toc be done to

. '



improve their mutual performance in the future. The
agencies agreed that, in order to avoid confusion and waste
during disaster situations, it would be necessary to develop
a standardized system.

The system would contain:
common organizational structure
common terminology
uniform and consistant procedures
coordinated communications

The system would be "constructed” {(developed’> around
the best theory bases available at the time:

Management by Objectives (MBQ)
Critical Path planning process
Span—-of—-control considerations
Communications and information flow procedures

These requirements became the framework for what we Know as
the ICS. 1%t took southern California fire services five
years to develop the system that would meet the criteria.
Since its first real trial in 1974, the system has proven
itsel$¥ on thousands of incidents, It is the most
comprehensive emergency management system in use today, and

its applications are spreading . . .74

The system was further refined through use in actual
firefighting operations within California, as well as in
other areas in which it was adopted. 1.C.S. is the on=-scene
management structure approved by The National Interagency
Incident Management System (NIIMS) which is a total systems
approach to incident management., (The major componente of
NIIMS are: Training; Qualifications and Certification;
Publications Management; and Supporting Technalogy). UWhile
NIIMS was developed to provide a common system to be used at
federal, state, and local levels by fire protection agencies
there is no reason to believe that it is not compatible with
law enforcement, and allied agency requirements — the point
however, is that I.C.S., not some other system, was the
management system of choice. That fact has caused a much
broader base of actual experience to be generated beyond the
borders of California,.

Erwin describes the system that svoived from the design
process and was then refined through use “in the field":



"Because the ICS was constructed around sound management .
principles, it is one which can be applied to any type 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 concepts, it will not be difficult to

maKe transition from fire to other disciplines.

The ICS has these major characteristics:

1. 1t cam accomodate multiple agencies, and many
disciplines (law, health, public works, etg.>

2. It protects jurisdictional and fiscal authorities
and responsibilities.

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!
emergencies.

4, It can expand to fit increasing demands without

change to its basic structure or prccedures. [t can be
demcobilized in the same manner.

5. 1IC€S is a common sense System: there are no .‘_

“razzle—-dazzle" elements. It is flexible, and can be
modified to meet paticular circumstances.

4., 1t utilizes basic experience and training., No
matter what public service discipline is involved, the
basic Journeyman training required for that discipline
remains unchanged. 0Only re-training at supervisory
levels is required.

7. While the System has tremendous flexibility, it is
designed to use only OMNE Incident Command Fost, ONE
planning process, and ONE logistical operation.";

Before leaving this introduction to the Incident Command
Srstem one further relationship should be explained.
Because major disasters may well bring about Federal
inyolvement, quite likely through the Federxal Emergency
Management Agency (FEMA), the question may arise as to the
relationship between a local 1.C.S8. organization and FEMA’s
Integrated Emergency Management System (IEMS).

The Integrated Emergency Management System is FEMA’s

long—~term, all hazard strategy to integrate and develop
emergency management capabilities at the local and state
levels; it is a basic foundation for planning for the .
mitigation of, planning for, response and recovery from ;



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 deficienclies and plan how to correct them. It
is important to understand that IEMS does not include any
response mechanism or organization for managing emergencies
- the choice of a management system to deal with 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 level.g

This Federal posture is similar to the raole of the State
Office of Emergency Services (0ES)> in Caliifornia: while QES
stands ready, willing, and able to assit local agencies in
time of need they do-ngt dictate the form of organization
that the local agency use to deal with the incident - once
again, an excellent opportunity for the Incident Command
Srstem as it quite handily deals with multiple layers of
gavernment involvement in an incident,
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Lald ENFORCEMENT INCIDENT COMMaND SYSTEM
FIELD OPERATIONS GUIDE
(Document Seperately Bound)

The Law Enforcemenst Incident Command System (LEISC) Field
Operations GBuide 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
magni tude or nature.

This Field Operations Guide, the main product of this work,
was accomplished - not in isotation - but in concert with
potential law enforcement users, acKnowledqged experts in IC3
design and use, and with public service agencies already
using the System and/or maKing inrcads in the transfer of
its technology to law enforcement.

The Field Operations Guide, seperately bound, is designed to
aid law enforcement and allied agency personnel in their
understanding, learning, implementing, and operating under
the Incident Command System. The Field Operaticons Guide is
not intended to "stand alone". 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.




EXPERIENCES OF OTHER I.C.S. USERS

. Following its genesis in the California FIRESCOPE project
1.C.S. use in the fire services spread, more or less in a
leapfrog manner, acrosg the United States. The prime mover,
for the most part, being the United States Forest Service.
Examples of [.C.S. being utilized, for law enforcement
purposes, however, proved to be almost non-existent.

Colorado, one of the first states to attempt I.C.S.
implementation and utilization on a state-wide -basis, was
"rumored" to have numerous examples of law enforcement use
of 1.C.8. 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, California and Colorado, along with Florida, are
the bellwether states: it was not unexpected then to learn
that Fleorida had closely followed Colorado in state—-wide
implementation of I,C.S. in the fire services. Ramroding
that state’s efforts is the Florida Department of
Agriculture and Consumer Services, Division of Forestry,
Qnce again, rumors of law enforcement use of [.C.8. in
Florida were heard - those rumors were investigated and will
be discussed in this section. .

One lead to 1.C.S. use in a law enforcement milieu that did
prove to have a firm foundation in fact was the experience
of the California based Campaign Against Marijuana Planting
(CAMPY, "A Multi-Agency Marijuana Enforcement and
Eradication Task Force®, operating in Northern California
counties, since 1983, under the Incident Command System.
That experience is discussed in this section.

FLORIDa

Information was received from the U.S. Forest Service that
in Flarida the Incident Command System was being used, on a
regular basis, by law enforcement agencies,

During the period of May 17th thru 22nd, 1985, Florida had
experienced devastating wildland fires throughout the state.
At one point on "Black Friday* (as May 17th became Know) 109
seperate fires of varing size and nature were burning. 47
seperate major wildland fires consumed in excess of 141,937
acres, destroyed 157 homes, and tookK the lives of two
firefighters! One of the hardest hit areas was the portion



of Flagler County Known as “Palm Coast". 'Adjoining Valusia
County also suffered greatly during the fires.

Based on telephone contacts with Flagler and Volusia County
officials I was led to believe that the Incident Command
Syestem had been used by both counties to deal with the
tremendous fire related problems. Reportedly both counties
used the system, with the greatest success being in Volusia
County where ICS had been practiced prior to the actual need
for the system to deal with a "real" emergencry. As it turned
out the initial information was somewhat less than accurate.
! believe the reason for the inaccuracies may well have been
a natural reluctance of the Florida officials to share the
story of their actual difficulties and lack of preperation
"over the telephone" with a Calitfornia official. Once
personal contacts were established the truth of the matter
quickly came out.

Flagler County

I traveled to Flagler County with Captain Mike Cardwell, San
Bernardino County Sheriff’s Department SWAT Comander, and
Lieutenant Bob Bailes, Commander of the Department’s
Disaster Preparedness Division. We contacted the Flagler
County Director of Civil Defense, Mr. Bob Barzelogna; Forest
Ranger Supervisor Jim Marquis, Florida Department of
Agriculture and Consumer Services, Division of Forestry; and
Flagler County Sheri++ Robert E. McCarthy.

Flagler County, some 485 square miles, is located on the
East Coast of Florida approx. 24 miles north of Dartona
Beach. It is bounded on the East by 20 miles of beaches and
on the West by forests and farms. 1t inciudes a 4,400 acre
subdivicsion, Palm Coast; the municipalities of Bunnell,
Flagler Beach, Beverly Beach, Painters Hill; and the ftown of
Marineland. The current ectimated population is 15,000.

The Sheriff’s Department is 39 strong with 21 sworn
positions, including the Sheriff, The Sheriff polices only
the unincorporated areas of the county; each incorporated
Jurisdiction maintains its’ own small police department.

In addition to the State Division of Forestry station at
Bunnell there are 8 volunteer Fire Departments within the
county. There are only 3 paid, full—-time firefighters - all
other firefighters are volunteers.

In the three days following "Black Friday" Flagler County
lost 29,945 acres to wildland fires along with the
distruction of 99 homes (primarily in the Palm Coast

Subdivision). 3,000-3,500 persons were evacuated from the
Palm Coast area and 2,000-2,3000 pesrsons evacuated from the
beach areas. In addition to local resources the Sheriff

called upon the Florida Highway Patrol and the Florida



Department of Fish & Game to establish roadblocks; as wel)
as the Florida Mational Guard, which was used as an
anti-looting patrol in the evacuated residential areas. The
Director of Civil Defense called upon the Red Cross to
manage the shelters to which the evacuees were relocated,

All Flagler County officials agree that the number one
problem during the fires centered around COMMUNICATIONS. It
was obvious that even with communications improvements a
critical shortfall would have existed in the area of Command
and Control. Although the county fire agencies do have
mutual aid agreements they do not, with the exception of
the State Division of Foresrtry, have I.C.S. in place. From
the description of their activities during the fire it does
not seem that they have in place any type of a management
system to handle emergencies the magnitude of which they
dealt with during these fires.

Under normal conditions the Sheriff’s Department dispatches
from their base radio room which is located in the County
Jail in Bunnell. The Sheriff is authorized to aperate on a
frequency of 158.910 MHZ., He also dispatches for the cities
of Bunnell (4 sworn) and Flagler Beach (4 sworn). Even
though the Sheriff’s Department dispatches for these two
cities they maintain their own "secret frequencies" 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
teletype terminal in the county; it is located in the
Sheriff’s radio room. There is no radic communication
capability with state agencies from that Tocation.

During the fire situation we were told that the "locals were
dead in the water® due to communication probiems.

Concurrent with the first reports of fire in Flagler County
the long distance lines all went ocut! A state
communications van finally arrived but experienced problems
that made it ineffective. [t was not made clear exactlly
what those problems were. While the Division of Forestry
was theoretically in charge of the fire aspect of the
situation they can commmunicate only with their own units!
Forestry Division supervisors do have Wilson programable
radios in their vehicles but no central communications
center exists and we were told that the volunteer fire
services simply raced about, from fire to fire, often
passing in gpposite directions while enroute to suspected or
actual fire locations that could have been handled more
quickly by the closer unit.

While the fire service was reacting on a local level the
State Division of Forestry was sending a trained 1.C.S.
"Team" into Flagler County as well as into other counties
involved. <(Jim Marquis, Forest Ranger Supervisor from
Flagler County actually ended up as Operations Chief in



Uaolusia County.) According to Marquis, "It took about 24
hours to integrate locals into the ICS teams”.

The Sheriff meanwhilej in charge of evacuations, "ejection
of undesirables®, traffic control and escort, and looting
patrol, as well 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 arcse.

As previously stated it is obvious that pre—planning had not
heen sccomplished.

According to Civil Defense Director Barzelogna the number
one priority for the county is to obtain a centralized
communications facility that has the capability to
communicate with 2ll local agencies as well as state
agencies. Plans are underway to obtain land near the County
Jail or Sheriff’s Headquarters for this facility. ~Secondary
to this need is the establishment of a management system to
deal with emergencies. The Incident Command System now in
use by the State Forestry seems to be the system of choice.
The commmunications facility would be planned with
sufficient space to operate a a true Emergency Control
Center under the [.C.8. 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 well as local
fire agencies. I1.C.S. will be included in a 300 hour course
mandated for "paid" 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
worked on I.C.S, Teams on five occasions during the fiorst
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 1.C.5. during a 1981 major
fire in that county. Marquis feels that [.C.S., "Works
wonderfully - if everyone is trained.”

Sheriff McCartney had "heard" about ICS prior to the fires,
"hadn’t really given it much thought® but now realizes that
"something has to be done®™ and believes that the local
agencies "must overcome their petit differences if any plan
is to take place.” The Sheriff is faced with a constant
threat of hurricane along the 20 miles of coastline of his
county. The flatness of the terrain (perhaps 30’ is the
highest elevation in the county) could cause severe flooding
inland as well as vast destruction along the beaches and
beach communities. LiKe Civil Defense Director Barzelogna



he belisves that the comunications problem must be solved
before any command system will be workable.

One last problem, mentioned by all officials in Flagler
County: lacK of a centralized means of dealing 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 helicopters frequently interfered with
actual operations, note: [.C.S. deals with these issues
through a Press Information Officer who is a member of the
Incident Command Staf+f.

Volusia County

In Volusia County we met with Sheriff’s Lieutenant Marvin E,
Jones, Communications Supervisor and second—-in—-command of
the Civil Defense and Communicatioens 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 2460,000. While the City of Dartona
Beach is the largest of the incorporated cities there are 13
other incorporated jurisdictions of varing sizes. As in
Flagier County the Sheriff polices only the unincorporated
areas; each incorporated jurisdiction has a police
department. The Sheriff‘s Department; headquartered in
DeLand, scme 18 miles West of Daytona Beach, has 1350 sworn
persannel. There are 37 personnel assigned to the Civil
Defense and Communications Division.

Firefighting responsibility rests with the State Division of
Forestry (“Forest® fires on state or private lands), 12 City
Fire Departments (fires within their boundries), and 20
County Fire Stations located throughout the unincorporated
areas and manned mostly by volunteers with a "few® paid
firefighters (fires arising on unincorporated lands).

The Sheriff’s Dispatch Center handles radio dispatch for all
sheriff’s units as well as the 20 county fire stations. The
12 city fire departments handle their own dispatching as do
the various city police departments ‘and the county
subsidized ambulance service., The Dispatch Center does not
have the capability to dispatch on the fire mutual aid
frequency. The Center also handlecs all county government
dispatching as well as purchasing and maintaining all county
communications equipment.,

During the "Black Friday" fire period Volusia County lost
32,200 acres of wildlands, & homes destroyed, 5 homes
damaged. There was no laoss of life or injury due to fire.



Apparently, due to the nature of the wildlands areas in
which the fires burned evacuations were not a problem in
Volusia County. '

According to Lieutenant Jones the number | problem in
Volusia was COMMUNICATIONS. Despite their modern
EQC/Dispatch Center no common communications existed with
the deployed agencies (Sheriff’s Department, State Division
of Forestry, County Fire Service, County Roade Department,
City Fire Departments, State Highway Patrol).

Lt. Jones related that several years prior their department
had experience workKing with the State Division of Forestry
during the Crane Swamp Fire and had therefore been eéexposed
to the Incident Command System. During the recent fire
situation the state moved an 1.C.S., Team into the EQC after
the first day of fires. Lt. Jones commented, "Things went
much better za2fter Forestry showed up with 1.C.8., - a
coordinated effort — it tookK a couple of hours to set up but
then it was clockwork!" *There was advanced planning for
evervthing involved ~ press, lodging, everything!"

The State Forestry 1.C.S8. Team (as you recall Jim Marquis,
Forest Ranger Supervisor from Flagler County was the I.C.3S.
Operations Chief on this Team) integrated into the Sheriff’s
EOC which was fully staffed with all assigned perscnnel who
were placed on shifts of é hours on duty and é 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 Volusia and Flagler Counties may have
been a function of the ability of Volusia County to
integrate the Incident Command System into an existing EQC
aperation and that counties prior experience with ICS.

Yolusia County is attempting to locate and obtain additignal
radio frequencies to improve the EQC ability to communicate
with all allied agencies on a routine basics as well as
during time of emergency.

The Volusia County Sherifft’s Department is faced with
hurricane potential for damage and loss of life far greater
than Flagler County due to the population concentrations
along the 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 [ike the California 8.3 earthquake, is
not a question of if but only a question of when, Volusia
County plans on dewveloping an [.C.S5. Lt. Jones states, "We
are de+inately gcing to establish our own!"



Florida Summary

While Florida did not provide an example of an on-line law
enforcement Incident Command System who’s technology could
be considered for transfer; and who’s experiences could be
utilized in structuring such a system, sufficient reason was
found to reinforce the belief that the Incident Command
System holds great promise and potential value for
utilization by law enforcement. Officials of law
enforcement, civil defense, and fire service who had
experienced a devastating emergency situation that called
for maximnum command, control, and coordination of multiple
agencies of varing disciplines - and whe are all faced with
the potential for far greater destruction and loss of life
due to hurricane and flooding, believe that the Incident
Command System offered, and will offer, the maximum chance
for effectivly dealing with such situations.

As a not unrelated colltateral matter considerable incentive
was found to "push” for additional radio channels for law
enforcement use throughout California. In addition to the
requirement for the awvailability of additional radio
frequencies,; and the need for combined communications
capabilities, the value of an in-place Emergency Operations °
Center, for daily as well as [.C.S. use, was cliearly
demonstrated.

CAMPAIGN AGAINST MARIJUANA PLANTING

Operating in northern California since 1983, the
"Multi-Agency Marijuana Enforcement and Eradication Task
Force" Known as CAMP has successfully used the Incident
Command System as their planning and management
organizational framework.

Utilizing the Incident Command System, CAMP, in 1983,
carried out enforcement or eradication raids at S24 seperate
sites in 14 counties. 64,579 marijuana plants, valued at
$130 million were eradicated or siezed for evidence in the
prosecution of 128 arrests. The pragram involved 13
seperate federal and state agencies in addition to the
agencies of the 14 participating California counties.y

During the 1984 season CAMP once again utilized the Incident
Command System to manage the acitvities of ®1 local, state,
and federal law enforcement 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 accomplished through the benefits of [.C.S.

398 sites inm 37 counties were raided; over a millian pouhds
of marijuana, valued at over %320 million were sjezed. 218
arrests were made, 524 firearms siezed, 47 vehicles and



almost $380,000.00 in cash confiscated in a program that bore
a federal and state price tag of %2.3 million., :

Based on prior year experiences with the Incident Command
Srstem CAMP, in 1985, once again decided on that form of
management system as that best suiting the many and varied
needs of this unusual law enforcement endeavor.

In 1985 one additional county, for a total of 38,
participated with 3 other agencies providing varing amounts
of manpower, equipment, training, financial, and other means
of support. During the season of operation, CAMP resources
raided a record 484 sites siezing marijuana crops valued at
euer 3332 millian. 147 physical arrests were made and
warrants, based on raids and related investigations, were
obtained for an additional 40 suspects. 240 firearms were
confiscated along with 52 vehicles and over %$80,000.00 in
cash. Program costs administered under 1.C.S., concepts
amounted to $3 million.q

In their "1984 Final Report" CAMP discusses their use of the
Incident Command System:

"Because of the magnitude of the marijuana cultivation
problem in California, no one government agency has been
able to deal effectively with the problem on a statewide
basis. County sheriffs are responsible for dealing with
most crime problems in their counties, including the
marijuana probliem. CAMP was created to provide a
supplemental resource to local sheriffs to help eradicate
marijuana. In most central and northern rural counties,
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
cultivation problem. Although in most counties this probiem
is a high priority for law enforcement, the sheriff must
allocate his resources toc 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 liKe the United States Forest Service and the
California Department of Forestry for fighting forest fires,
is a orgapization 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 "incident® is California‘’s marijuana
cultivation problem. Ninety-one (101 in 1985-JCR)
organizations and agencies provide the necessary rescurces
to make CAMP work.



The CAMP ICS is governed by a Steering Committee made up of
representitives from CAMP’s state and federal agencies and
the California State Sheriff s Association (CSSA). The CAMP
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 staff with special expertise
in air operations, criminal intelligence, planning,
logistics, asset seizure, legal, finance and media
relations. The Headquarters operation provides the
necessary support to the decentralized field operation
headed by regional coordinators, strike team leaders, and
lead deputies.”y :

A copy of the CAMP organizational chart showing the 1985 ICS
structure for the organization as a whele and the
organizational structure for a 19835 specialized operation
Know as Operation Emerald Triangle, follows. A review of
those charts will reveals that CAMP is actually using a
modification of the ICS structure rather than a “"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 19846 CAMP season. Those
structural adjustments will bring CAMP into closer
allignment with ICS as it exists today, and with the Law
Enforcement Incident Command System (L.E.I.C.S.2> as it is
now being proposed, in order to create zan organization that
is even more efficient than CAMP 783, 784, or ‘89.

CAaMP Summary

Multi-agency configurations are cumbersome at best; at their
worst they are disfunctional or even counterproductive!

Here we find a multi-year effort of a highly complex, action

oriented organization that curently brings together 101 1aw
enforcement;, and allied agencies from the federal level down
thru local municipalities - and, it worKs! Much of the
credit is given to the use of the Incident Command System;
it is the "glue" that helps CAMP stick together and function
successfully year after year.
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COLORADO

Information reguarding generalized I.C.S. use within
Colorado will be discussed in the section of this paper that
deals with inplementation strateqy; this section will
discuss the specific use of [.C.S. by the Boulder County,
Colorado, Sherif¥’s Department.

Boulder County

After a considerable amount of resgearch into law enforcement
uses of the Incident Command System, the Boulder County
Sheriff’s Department stands out, nationwide, as perhaps the
“best" example of such use.

Located approx. 25 miles Northwest of Denver, along the East
slope "Front Range Country" of the Contenintal Divide, 800
square mile Boulder County presents a rich mixture of
industry, farming, recreation, education, housing and
commercial development in one of the most pleasant settings
imaginabie. 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 with
numerocus potential applications for I1.C.8. use.

The Sheriff’s Department, a first class, modern law
entarcement ageney, has a strength of just under 200 and
operates with a budget (1984 data) of just over $5 million.
Sheriff Brad 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 responsibility of
suppressing wildland fires, coordinating search and rescue
duties, and controlling hazardous materials incidents. It
is the "suppressing wildland fires" 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 [.,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
isy; "to provide consolidated public safety services, which
are not associated with the traditional law enforcement
role. Emergency Services is responsible for preperation for
and coordinated response to flood, wildland fire, hazardous
materials, search and rescue, and emergency medical
services, as well as fire investigation."g

While the sheriff of the county i3 charged with the wildland
fire supression responsibility he does not have an actual
fire fighting agency under his direction; the sheriff’s
department is a management force, not a suppression force,



Firefighting operations, as well as command in localized
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 Tands exist 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
federal lands fires.

The Sheriff’s obligation is met through the efforts of his
Emergency Services Division which, "focuses on providing
support and a common base of understanding and operaticns.
Through the development of common terminology, training,
protocols and standards, in the frameworK of the Incident
Command System (emphasis supplied), 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.",

Based on positive experiences with I.C.S5. 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
I1.C.S. forms with them as they carry out their normal duties
and should a Jaw enforcement situation meet the department’s
implementation criteria the deputy will proceed to implement
the 1.C.S. Current quidelines define an "incident" calling
for 1.C.S. implementation as an event that; is non-—-routine
{e.qg, baricaded subject, hostage situation, major crime),
invelves a large number of agencies (e.g. sheriff’s
deputies, local police department officers, state police,
ambul ance services, fire servicge, etc. cogperating at the
scene of a high—-risk building entry to rescue hostages), the
situation may well extend for several hours or longer, the
situation will require a considerable amount of information
flow between Communications and field units.

Department members at all levels have beer trained in I.C.S.
implementation and utlization. The process,; according ta
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
difficulties - COMMUNICATIONS!

The Boulder Communications Center, located in the Boulder
County Sheriff’s Department/Boulder Police Department
headquarters building in the city of Boulder, is a combined
public safety communications operation that services a
number of agencies. The Center currently provides law



enforcement communications services for the Boulder County
Sheriff’s Department, Boulder Police Department, Lafarette
Police, Louisville Police, Nederland Marshall’s Office,
Lyons Police, and the Town of Ward, The Center also
provides communications services for the City of Boulder
Fire Department, several ambulance companies, approx. 30
volunteer fire and rescue agencies, including support
communications services for the University of Colorado
Police, state and federal Forest Services, the State Parks
Department, and the City and County Public Works
Departments.

The Center operates under the direction of the Sheriff and
the Boulder Chief of Police, 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 director,; David
Atherton.

The throughly modern and efficiently configured Center is
located directly adjacent to a large room, off of the office
gspace of the Emergency Services Division, utilized during
critical 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 Jjust fell into place; they obwviously
represent a considerable amount of foresight, planning, and
Just plain hard work., Boulder County appears to be ready

" and able to deal with any event that might befall it.

1t is not, however, just communications that makes Boulder
County a winner -~ among many octher aspects, the formation of
the Muiti-Agency Resource System (MARS); a qroup organized
to assist with the integration =2 [.C.S. throughout the
county and to maintain all 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 preparedness.

Colorado Summary

Perhaps the best summary of this aspect of 1.C.8. use in

Colorado is provided by a statement prepared by Sheriff Brad
Leach, for an 1.C.S. Executive Orientation Seminar presented
by the San Bernardino County Sheriff’s Department, funded by
P.0.S5.T., and held at Mammouth, California in October, 1984,

According the Sheriff Leach: "Boulder County’s experience
with the use of ICS as an all-risk management tcol has been
highly positive., Adoption has stressed the application of



ICS principles, and has deemphasized technical exactness and
terminology at the early stages.

The use of ICS allows the application of modern management
practices to emergencies and short term public safety
projects. These practices include management by objectives,
maintaining accountability, identifying management
respondibilities, and providing for Jjurisdicticnal input in
multi-jurisdictional operations.

ICS adoption has given us an opportunity to focus on
incident management styles and techniques as a legitimate
training topic. Ineffective management of emergencies by
volunteer and professional agencies alikKe in Boulder County
has probably been a greater problem than either limitations
on manpower or equipment. ICS training and simulation,
conducted in a multi—-disciplinary setting; has allowed us to
confront many of the traditional interagency problems with
success. The role and "image" of command personnel is being
substantially altered. '

A number of adaptations of the ICS have been made for our
purposes. Most notably, we have been developing guidelines
for the use of ICS on an initiating incident. This includes
quides for recognizing situations that should be handled
under a formalized ICS, and guides for the filling of
positions and structuring of the organization. Adaptation
of the operations section to include events other than fires
has naot been particulary difficult, As deputies and others
have internalized the principles of ICS, its applicaticen has
become a part of the response process - without particular
regard to the type or nature of the emergency. Thus ICS is
being extended to other risks and situations by the
responders themselves, as well as by the planned etfort.

The management role assigned to the Incident Commander is
consistent with the way we perceive our statutory public
safety responsibilities. Thus ICS application reinforces
departmental policy. The training received on command
process and organization-building given as part of the ICS
training has increased officer effectiveness, while reducing
the stress of the early phases of response. The tactical
latitude left to Operations Section percsonnel allows other
agencies - medical, rescue, fire,;, etc. to operate within the
system without resentment of a non-specialist at the helm.
The successful application of Incident Command System in
multi-agency operations is producing a team sgnse among
emargency personnel, and is increasing trust across agency
lines,

Difficulties with the Incident Command Syestem have been
minor. As with any new system, there is resistance to new
terminology. In some cases, there have been conflicts with
internal procedure on rank and succession of command. In



all, the transition is going very cmoothly because ICS gives @
the responding officer better skKills and tools for dealing
with difficult and threatening situations than he has had

before. "8
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STRATEGY FOR L.E.I.C.S. IMPLEMENTATION

The National Interagency Incident Mangement System (NIIMS),
briefly dicscussed in the "Introduction to 1.C.S." section of
this paper, has gone to cosiderable effort and expense to
prepare an "Implementation Sequence Outline" and an
“Interagency Implementation Plan Guide" in an effort to
encourage and assist fire services agencies to adopt and
utilize their “total systems approach®” as the preferrod
method of all=risk incident management at a federal, state,
and local level.q

The NIIMS "package", specifically designed with the fire
services in mind, consists of five subsystems:

1." Incident Command Srystem An on-scene management
structure which includes:

a. Operating Requirements

b. Interagency Mangement Components

€. An Organizational and Operational Structure

2. Training The Training subsystem includes:

a. Development and delivery of courses in support of
the ICS organizational and operational structure.

b. Development and delivery of agency specific courses
related to the subsystems of NIIMS.

c. Training as reqiuired for supporting technologies.

3. Qualification and Certification NIIMS will foster
national qualifications and certification standards in
wildland firefighting, and may eventually foster
standards in urban firefighting and other emergency
public services. Standards typically include training,
experience, and physical fitness.

4, Publications Management A Publications Management
subsystem which will include:

a. Materials development

b. Publications control

c. Publications Sources/Suppliers

d. Distribution

5. Supporting Technology Technologies that may be
used to support NIIMS include, but are not limited to:
a. 0QOrtochphoto Mapping

b. National Fire Danger Rating System (NFDRS)

¢. Remote Automatic Weather Stations (RAWS)

d. Automatic Lightning Detection Systems (ALDSY

e. Infrared Technelogy

f. Communications"'s,

~—



While it is true that NIIMS exists for the fire services,
and their materials are designed to be fire agency specific,
there is much of value in NIIMS. NIIMS materials can be
castly obtained and utilized with the L.E.I.C.S. Field
Operations Guide to provide law enforcement with a specific,
yet still generic, 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 suqgests that implementation
requires planning; leadership, training, and a great deal of
follow-up., On a state, regional, or Jocal level it is
critical that some individual, group of individuals, 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 benefits, and wish to
extend those benefits to their own discipline.

Hopefully, those with the committment will alse fall into
the “natural leader" catagory, who have the confidence and
trust of a large number of their colleagues and can "deliver

3 constituency’3 henm it comes to the selling of the System.

I+ 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 c¢hopefully they are among that group
of leaders or perhaps one agency head may even assume the
role as the "prime mover" for implementation), that I.C.S,
implementation will allow their law enforcement agency to
easily become more effective in carrying out their cwn
primary mission and will result in vast improvement in
responding to multi-agency critial incidents. It is
critical to convince the agency head that 1.C.S. does not
infringe on the daily routine, responsibilities, or
authority given his agency by statute, agreement, or
customary practice: what it can do is provide for him
effective management of small daily incidents as well as the
large, complex multi—-jurisdictional disasters that every
agency dreads.

Once the leadership is determined, it is necessary to
determine general interest for implementation within 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 agencies, provide materials about
I1.C.8., and insure that follow-ups of all contacted parties
takKe place. Once sufficient interest has been generated
through the personal contacts of the leadership group, they
should schedule an information sharing meeting to provide



accurate information about 1.C.S. to the interested parties
and their aqency heads.

Following this meeting the leadership group should seek to
formalize an implementation structure of those agencies
appearing ready and willing 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
I1.C.S. so as to better prepare themselives for the actual
implementation within their organization, the state, or
region.

H

After such cadre has been trained they should begin to
expose their own agencies, informally, to the concepts of
1.C.8., to determine a local agency strategy. Once
sufficient time has been allowed for the cadre toc gain a
feel of the organizational state of receptivity, the
leadership group should analize the data, meet with all
interested agencies, and make a final determination of
agency participation. The geagraphy and/or politics of the
implementation area must be considered: shall implementation
be state—wide, county-wide, encompass a particular mutual
aid region, neighboring police departments, or perhaps be
Timited to one particular local government or just one
"agency of that governmental entity?

Once the composition of the implementation area/agencies has
been determined, an executive corientation seminar should be
held to acquaint the administrators and their top staff
members with the System, the implementation process, and
their responsibilities and roles in that process. Ideally,
the seminar should:

1. Acgquaint them with I.C.S. as an "on-line" system
that has successfully been utilized to manage incidents
of varied size, complexity, and multi-agency
involvement. '

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

3. Present to them the plan toc implement 1.C.S. as the
management system of choice within the area/agency
grouping configuration previously decided upon.

4. Solicit from them support, encouragement, input,
and cooperation so that the process of implementation
will be actually accomplished,

It essential that each agency involved in implementation’
develop their individual implementation plan which should
outline their goals, objectives, responsibilities, and the
time framework in which all of this must be accomplished.
Those individual plans should then 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
agreements and charters that spell outy 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 “Interagency Implementation Plan - A
Guide" and “Implementation Charters — A Guide" are attached
to this paper.

These materials, which with minor adaptation are applicable
to law enforcement agency use, are available from:

Boise Interagency Fire Center
3905 Vista Avenue
Bauise, ID 20409

The implementation organization for the state of Colorado,
Colorado Incident Command System (CICS) finalized 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 of 1.C.S.
training information but actually accomplishes much more
than thaty it Keeps all participants informed of progrecss,
significant events, and in general establishes a climate for
success in the implementation process. A copy of a CICS
NEWSLETTER is attached to this paper.The publication can be
cbtained from the Colorado Incident Command System, Box 271,
Mani tou Springs, CO 8082%.

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 transition state must be decided upon. The top
executive needs to determine just what structure would be
the most appropriate tgo manage the transition so as to
create the least amount of friction with the existing system
and yet provide the greatest liKelihood that the new system
will be encouraged and actually develop.

"Some considerations in determining the particular
management structure are finding somecne who:



1. Can have the clout to mobilize the resources
necessary to Keep the change moving. Usually in such x
situation, one is competing for resources with others
who have ongoing work to do.

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

3. Has effective interpersonal skills. A great deal
of the leadership at this time requires persuasion
rather than force or formal power."g4

After those considerations have been dealt with there are
several alternatives that the top executive may consider as
the actual form of the transition management structure. He
¢an personally manage the implementation effort - an
approach not compatible with reality 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 with the authority of the top executive, but
having to rely on resources within the "usual" parts of the
organization to help him get the job done. He can have' the
existing organizational structure simply take on the change
as an added part of their workload - once again not the best
idea given the nature of law enforcement — but a possibility
to consider. He might form a workKing group of
representitives of the major parts of the organization to be
effected by the implementation to plan, monitor, ocversee,
and manage the implementation.

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

The structure decided upon must next develop an activity
plan that spells out in detail just what must be done to get
the organization "from here to there" in the implementation
procecss,

Working with the NIIMS "*guides" is & helpfull way to
organize the work to be done in the implementation process;
the following characteristics of an effective process plan
should be considered:

1. It is purposeful - the activities are clearly
linked to the change goals and priorities,

2, 1t is tasK specific - the types of activities
involved are clearly identified rather than broadly
generxlized.
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3. It is integrated - the discrete activities are
linked.

4, It is temporal - it is time sequenced.

1
3. It is adaptable -~ there are contingency plans and
ways of adapting to unexpected forces.

4., It is agreed to by the top of the organization.

7. It is cost—effactive in terms of the investment of
both time and people.’g '

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

One last point: law enforcement, being conservative and
reactionary by nature, creates a special need for commitment
to change if that change is to take place. It is essential
that those charged with 1.C.S. implementation determine who
within the organization must be "on 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 "buy into", or at the
very least not actively oppose, the implementation process.
That number may be small, but it is critical!

Law enforcement administrators and rankKing officers are no
strangers to the means of bringing that "critical mass® "on
board - it is just that the potential for problems with
implementation are so great in a reacticnary 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 of the top agency administrator is one of the
greatest assurances of downstream compliance and successful
implementation — if the considerations discussed in this
gection 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. Materjals 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 participaticn (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 implementation of MIIMS will not be an easy task. The
results, however, can bring many agencies into a cooperative association
previously 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 with various emergency

incidents.

Many different emergency organizations exist throughout the country. It
is difficult for most of these organizations to function copperative]y 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
National Interagency Incident Management System.

GOAL: Adopt NIIMS, develop and imb]ement by Date so that
multiagency incidents will use NIIMS by Date .

0BJECTIVES:
1. Administrative

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

1
2
3
4
5
Who Name
When Date

B. Develop a decisionmaking process and present to those agencies
participating in NIIMS:
Who
When

o



C. Establish an administrative board for NIIMS. The board will
consist of the following 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 policy 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

Teams" to be

composed of agency specialists, such as:
Communications Working Team
Finance Working Team

Training Working Team

(a)

(b)

(c)

(d) Information Working Team
(e) Logistics Working Team
(f)

Other, as needed

E. Appoint a NIIMS Coordinator whose duties will be:

o H W
. . . . .

Keep abreast of all developments in NIIMS
Present NIIMS'programs

Timely reports to the Board

Coordinate work of Task Force and Working Teams
Act as facilitator on all NIIMS projects

Who

When




F. The Task Force wi]i:

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-
implementation
5. Establish timetables for all work products accomplished by
the Working Teams. ‘
6. Develop new mutual ajid agreements with participating agencies
Who
When

G. Involve participating agencies in initial implementation of
NIIMS.

Slide/Tape presentations
Handout materials
Training sessions

£ W N e
. . . .

Seminars
Who
When

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




II. COMMUNICATiDNS 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 communications 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 "Clear Text" radio procedure guide.
Who
When

[II. FINANCIAL WORKING TEAM

A. From the various working teams, prepare a Financial Plan for the
imp1emehtation 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 i
When

IV. TRAINING WORKING TEAM

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

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

khat training is needed to implement NIIMS

Who needs training

Course materials, source and availability

Schedule of training to meet goal and objectives .
Develop agency training assignments ‘

o W N
° . . . .

Who
When

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

D. Select and train a cadre of NIIMS instructors

Who
When

E. Objective

1. Identify locally trained people who will qualify for specific

equivalency training. (Position to equivalent position) ‘
2. Evaluate local training standards. i
Who

When



Y F. Maintain coordination with NWCG 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.
Wha '
When

V. INFORMATION WORKING TEAM

A. Develop a comprehensive I& Plan for NIIMS implementation.

Who
When

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

o Who

When

C. Develop a financial plan for materials and supplies necessary to
implement NIIMS.
Who
When

D. Prepare and distribute timely interagency news articles concerning
NIIMS implementation,
Who
When

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

VI. LOGISTICS WORKING TEAM

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

When



B. Develop a comprehensive directory of resources by type capability

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

Who

lhen

D. Begin converting to NIIMS terminologycommand post, functional
kits, forms, signs, etc.
Who
When

E. Prepare a financial plan for supplies and equipment needed to
implement NIIMS. '
Who
When
VII, EVALUATION

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

1. Plansaccuracy, effectiveness, need for revision
2. Interagency coordinationcommitmentweak Tinksinformed and

involved

3. Scheduleson targetwhere is emphasis needed

4. Implementation materialsitems avai]éb]e, not availablein
prepartion

Who When

Board Biannually

Task Force ‘ Quarterly

Coordinator Week1y



The National Interagency Incident Management System

Implementation Charters
A Guide

This Guide has been prepared as an aid jn 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 gquide
may be altered or deleted as your situation dictates. Additional
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 implementation 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 agency

Date , 198

Nt



MIIMS BOARD CF DIRECTORS
CHARTER

I. INTRODUCTION

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 systems the typical forestry Large Fire Organization,
combined with the National Interagency Fire Qualification System, and the
Incident Command System., Implementation of the NIIMS concept is planned
to commence in (state) on (date)

Implementation of NIIMS will involve many autonomous agencies, each with
its own policies, Jjurisdictional 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 syster Tor decisicn 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 terminology for organizational functions, resources,
and facilities.

B. A modular organization Tlexible encugh to meet greatly varied
needs in command, operations, planning, logistics and finance.

C. Integrated communications using special equipment and/or
shared frequencies. Includes adoption of "clear text" phrases
in place of codes and signals.

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

E. A method of developine ~onsolidated action plans to set incident

priorities satisfactor to all agencies with a responsibility
to fulfill.

F. Instilling accepted spanofcontrol procedures to provide
for adequate supervision while avoiding a top heavy organ-
jzation.

G. Standardizing the methods of organizing 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 will 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 out the NIIMS goals and objectives, a decisionmakfng process
having the following characteristics has been designed for implementing
NIIMS:

A. A "Directors" level for policy decisions.

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

C. A "Working Team" level to perform staff work and carry out
the decisions processed at the two upper levels.

It is anticipated that the Working Teams can assume responsibility in 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
further study.

Approval for some Working Team findings can be accomplished at the Task
Force Tevel. For example, certain decisions on NIIMS terminology,
procedures and field 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 Farce. 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.

.l|l



I1I. GOALS QOF THE BOARD

A. To establish 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 indentify barriers to the implementation of NIIMS,
both interagency and by individual agencies, and act
to resolve barriers.

IV. OQPERATING PROCEDURES

A. The Board of Directors will appoint one of its members to serve
as Chairman.

B. The Board will meet at the call of the Chairman. The frequency
of
meetings and allotted time should be consistent with decisions
to ’
be made.

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.

Y. AUTHORITY

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



n1IMS TASK FORCE
CHARTER

The Task Force shall consist of a representative from the agencies 1isted

below who has authority to speak for his agency, subject to final policy
Jevel approval by his department or agency head:

1.

agency
2.

agency
3.

agency
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.

II. 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.

IIT. OBJECTIVES

1. Identify problem areas in interagency coordination.

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

Communications Working Team
Logistics Working Team
Finance Working Team
Training Working Team
Information Working Team
Operations Working Team

—H D 2O O
— et et e e



3. To analyze working 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. QPERATING PRCCEDURES

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

His staff shall provide clerical 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 Chairman conisitent with
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 ejther a management or staff role.

4. Decisionmaking on development issues, and recommendations
to the Board will be by majority vote, recording votes by
agencies. The procedure shall be carried out by Roberts'
Rules of Order. .

V. AUTHORITY

The Task Force functions both in a management and staff role. In a
management role, the Task Force formulates policy for NIIMS
jmplementation and prepares "action plans" for the Board of Directors
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.



NIIMS (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. GOALS

1. To Provide the NIIMS decision teams with detailed expertise in
this specific discipline.

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

[II. OBJECTIVES
1. To conduct studies necessary to ensure the compatability
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 daytoday planning for NIIMS implementation.

IY. QOPERATING PROCEDURES

1. The working team shall convene as necessary to accomplish
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 %o synchronize the
implementation of NIIMS between agencies.

d) Internal needs of each agency to assure an orderly
transition from "statusquo" 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
coordinated

I 1



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 authority to commit their respective agencies in technical
matters involving the implementation of NIIMS.



By Kathryn Martin

Five were killed and 35 were injured Saturday
when a tornado swept through the Security-
Widefield area trapping students and facuity
inside Watson Junigr High School.

But the *‘injured” quickly recovered and the
“dead” miraculously came back to life
following the conclusion of this year's first Ei
Paso County Disaster Services exercise.

William F. Schroff, deputy director of the
Disaster Fmergency Services Agency for El
Paso County, said the training exercise '"went
very weil, I'm pleased with how everything tur-
ned out.”

Rescue units invoived were the Security
Village Volunteer Fire Department, Fountain
Volunteer Fire Department, pProfessional
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.

"1t went much better than | think any of the

a Success

in Disasier
Services

Exercise

Rescue workers in El Paso Coun’ :
participate in a realistic practics '
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.

“! personally said to the people today the
term ‘velunteer’ 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 amoeng 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 1o call and, if the backup is later found
to be unnecesaary, must make corrections on
their own.

Although pleased with the overall outcome.
some probiem spots did arise from the exer- *
cise.

“What we're looking for is identifyj
training needs,” Schroff said. *One thing
noticed that needs work is a triage traini~ .
program. It did not go badly today, but we saw
where we could streamliine it.”

Continued on next page.




Front Range News

Mock Catastrophe

Continued from page one.

He said that if the “tornado’ disaster had
been real, everyone would recsive 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
organizations in the state conduct exercises,
but “they are highly scripted so there is no
room for error. The peopie 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 victims.”

He said the exercise helped them see how to
depioy availabie resources and to at Ieast
expose the non-paid professionals and
professionals alike to emergengy circumstan-
ces,

Another problem that came up during the
disaster was where to ‘locate a temporary
morgue.

“One suggestion was made... to bring them
outside.” Schroff said. 'l recommended to the
comimander 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 thare,” he said.

Practice
leads to
preparation
as arsscus
worker helps
inan El 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 disasterand "“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 exercise 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.

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 fieid
command post in which the Incident Com-
mander officiated and from which realistic
input was contributed to the disaster scenario.

Other participants included representatives
from the Office of the Board of County Com-
missioners, the Public Warks, 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 heid the week after, there was general
agreement that the exercise was tremendously -
uyseful 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.

Summer 1984 Par-
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The Planning Process

Emphasis is placed on the planning process
to bring to a successful compietion any type of
an emargency. A planning process has been
developed as part of the Incident Command
System (ICS) to assist in the development of an
action pian in an orderly and systematic man-
ner. The plan can be verbal ar 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 costimplications 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 |n-
cident Commander may delegate the planning
function to a Planning Section Chief who would
become responsibie for the planning process
and the development of the action pian. 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 availabie
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 1CS-221-1 which can be obtained
from Fire Service Publications, Oklahoma State
University at Stillwater, Oklahoma.

State Patrol Receives
ICS 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 State
Patrol will be using ICS on all Incidents.that are
on Federal and State Highways.

Heister feels that with the use of ICS con-
cepts State Patrol officers will be able to
manage all on scane 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 lecturs and simulation
exercises. A review of the Big Thompson Flood
was made, discusasing where ICS would have
been bensficial in the operation of the Colorado
State Patrol.

Colorado State Patrol intends to use ICSgs
their own scene management system. Hei

also indicated that with the Colorado S i

Patrol using ICS, routing responses, such as
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 Prr.tection agenciss 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 Management:
National o¢rganizations such as the Inter-
national Association of Fire Chiefs, |géar-
national Fire Service Training Associationb:‘
the National Association of Search and Res
are interested and are providing NHMS iniur-
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

Jottersen County: Bruce Couiter, Jetfco Fire Council, 1504
CQuaker, Goldan, CO 80401 279-9757
Boulder County: Dan Mudd, Bouider County Sheritf’s Dept..
P.0. Box 471, Bouldar, CO 80308 441.3837
Douglds County: Gearga Durkop, Dept. of Emergency Ser-
vices, 355 South Wilcox St., Castie Rock, CO 80104 838-3403
Coiorado Stata Forest Servics: Miks Bahm, Colorado State
Forest Sarvice, Left Hand Canyon, J.5.R., Bouldar, CO
80302 442-0428
Teiler County: Colorado State Forest Sarvica, P.O. Box Y,
Woodland Park, CO 80863 687-2921
Gilpin County: Qpan
Larimer County: Dick Speiss, Sheriff's Dapt,, P.0. Box 1184,
Fort Cotling, CO 80522 221-7118
£l Psso County: Eldon Boyer, Deputy Chief, Colorado
Spgrings Fira Dept., 31 S. Wabar, Colorado Springs, CO
80903-1999 573-8061 ext. 6820
Uniisd States Forest Servics:
Arapano-Roosevelt NF, Red Feather Ranger Otstrict,
1800 N. College, Fort Collins, CO 80522 482-3834
Gary Shaftter, Plke-San Isabeal NF, South Platte
Ranger Diatrict, 393 South Harlan, Suite 107, Lakewood,
C0O 80228 234.5707
Nationsl Park Service:
Dan Davis, Rocky Mtn. National Park, Headquartsrs
Building, Estes Park, CO 80517 588-2371
Clesr Cresk County: Open
Park County: Open

The Front Range Board meets the third Thursday of avery
month at the CSFS Golden District Offics, 1504 Quaker
Avenue, Golden, Colorada 80401, Phone 273-9757. Visitors
walcoma.

Statewide CICS
Administrative Board
Members

John Chapman,National Parks Services, Rocky Mountain
Region, Box 25287, Lakewood, CO 80225 (303) 234-3088

Fire Management Speciaiisi, Colorado Bureau of Land
Managamaent, 1037 20th Strest, Denver, CO 80202 (303) 837-
3414

Lioyd Todd, Air, Aviation Fira Management, USDA Forast
Service R-2, Box 25127, Lakewood, CO 80225 (303) 234-7152
Lan Bouias,Colorado Division of Disaater Emargency Ser-
vices, Camp George West, Goldan, CQO 80401 (303) 273-1785
Gary Shaffer, Front Rangs impiemantation Group, U.S.
Forast Servics, 393 Harlan, Suita 107, Lakewood, CO 80228
(303) 234-5707

Steve Olsen, Federal Emergency Management Agency,
Region 8 Buiiding 710, Denver Federal Cantsr, Caenver, CO
80225 (303) 234-2553

Ron Zeleny, Colorado State Forast Servics, Fort Collins,
CO 80523 (303) 482-8185

Chories Recksr, Sureay of indian Affairs, Southern Ute
Agency, Box 315, Ignacio, CO 81137 (303) 563-4511

Bruce Bounds, County Sheriffs of Colorado, 2111 N, 30th
Straet, Scuidsr, Calarado 80301 (303) 570-2270

Jack Willls, Colorado Fire Chiefs’ Association, Box 507
Wheat Ridge, CO 80034 (307) 424-7323

The Statewide Board meets the 18t Friday of sach month.
Contact Steve Hart, NIIMS Coordinator (303) 885-5203 for
each month's meating location. Visitors welcome,

Nate: This Newletter has no copyright restrictions. Readers
may raproduca copies in any needed quantity,

Tha CICS Newisatter is devoted to the dissemination of
ICS training information. Reader feedback is important.
Pleass pass this-issue on to another parson 3o that ICS
intormation can be shared.

A listing of past CICS Newslettsr articies is availabile for
anyone wishing to obtain past issues or articia copies.
Please send requasts, commants, or articles to: Box 271,
Mamtou Springs, CO {303) 685-1898.

A full color cachetad envelope (first day cover) is being issueq by
the National Association of Stats Forssters to commemaorate
the 40th anniversary of the Smokey Bear Cooparative Forest Fire
Pravantion Campaign. A Smokay Baar stamp will be affixed and
cancellad on the first day cf issue. The cost of the covars s
$2.50 each, which inciude postage and handling. To ordar, send
name, address, number of
= 5 BT ———| covers desired, and pay-
IiL1 | mant to Allane, Wilson,
i| Alabama Forestry Com-
X mission, 513 Madison Ave,,
Montgomery, AL 36130.
Check of money order
shouid bs mads payable to
the National Association
of State Forssters.

Colorado Incident Command System ICS TEAMWORK — ”ép“‘l
Box 271 " AV
CATCH T =<

Manitou Springs, CO 80829






