Lesson 3:  ICS Organizational Components

Effective Incident Response 

Many incidents—whether major accidents (such as HazMat spills), minor incidents (such as house fires and utility outages), or emergencies and major disasters (such as tornadoes, hurricanes, and earthquakes)—require a response from a number of different agencies.  

Regardless of the size of the incident or the number of agencies involved in the response, all incidents require a coordinated effort to ensure an effective response and the efficient, safe use of resources.

Working Together 
It often takes several organizations to respond to emergency situations.  Everyone must work together to manage the emergency.  

To coordinate the effective use of all of the available resources, agencies need a formalized management structure that lends consistency, fosters efficiency, and provides direction during a response.  

ICS Organization
The Incident Command organization is organized into five major components including:  the Command function, the Planning Section, the Operations Section, the Logistics Section, and the Finance and Administration Section.

These five major components are the foundation upon which the ICS organization develops.  These components apply during a routine emergency, when preparing for a major event, or when managing a response to a major disaster.  

Incident Commander Responsibilities

The major responsibilities for the Incident Commander include:

· Performing command functions, such as establishing command and establishing the Incident Command Post (ICP).

· Protecting life and property.

· Controlling personnel and equipment resources.

· Maintaining accountability for responder and public safety, as well as for task accomplishment.

· Establishing and maintaining an effective liaison with outside agencies and organizations, including the EOC, when it is activated.


An Effective Incident Commander

An effective Incident Commander must be assertive, decisive, objective, calm, and a quick thinker.  To handle all of the responsibilities of this role, the Incident Commander also needs to be adaptable, flexible, and realistic about his or her limitations.  The Incident Commander also needs to have the capability to delegate positions appropriately as needed for an incident.


The Command Function

The Incident Commander’s command function encompasses: 

· Establishing command.

· Ensuring responder safety.

· Assessing incident priorities.

· Determining operational objectives.

· Developing and implementing the Incident Action Plan (IAP).

· Developing an appropriate organizational structure.

· Maintaining a manageable span of control.

· Managing incident resources.

· Delegating functions.

· Coordinating overall emergency activities.

· Coordinating the activities of outside agencies.

· Authorizing the release of information to the media.

· Keeping track of costs.

The Incident Commander
In small-scale incidents, the Incident Commander may manage all of the components.  Large-scale incidents usually require that each component, or section, have separate managers.  Some key points to remember are:

· The ICS organization has the capability to expand or contract to meet the needs of the incident.  Regardless of size or complexity, all incidents will have an Incident Commander.   


· The Incident Commander is responsible for on-scene management until command authority is transferred to another person, who then becomes the Incident Commander.

Transferring the Command Function

Initially, the Incident Commander will be the senior first-responder to arrive at the scene.  As additional responders arrive, command will transfer on the basis of who has primary authority for overall control of the incident. 

As incidents grow in size or become more complex, the responsible jurisdiction or agency may assign a more highly qualified Incident Commander.  At transfer of command, the outgoing Incident Commander must give the incoming Incident Commander a full briefing and notify all staff of the change in command.  

Expanding or Contracting the ICS Organization

The Incident Commander will base the decision to expand (or contract) the ICS organization on three major incident priorities:

· Life safety.  The first priority is always the life safety of the emergency responders and the public.


· Incident stability.  The second priority is minimizing the effect on the surrounding area and maximizing the response effort while using resources efficiently.


· Property conservation.  The third priority is minimizing damage to property while achieving the incident objectives.

Command Staff

As incidents grow, the Incident Commander may establish the other Command Staff positions.

The following people report to the Incident Commander:  the Information Officer, the Safety Officer and the Liaison Officer.  The Information Officer handles all media inquiries and coordinates the release of information to the media with the Public Affairs Officer at the EOC.  The Safety Officer monitors safety conditions and develops measures for ensuring the safety of all assigned personnel.  The Liaison Officer serves as the on-scene contact for other agencies assigned to the incident.

The General Staff Sections 

As incidents become more involved, the Incident Commander can activate additional General Staff sections.  Each Section Chief, in turn, has the authority to expand internally to meet the needs of the situation.  

Each of these functional areas can be expanded into additional organizational units with further delegation of authority, or contracted as the incident de-escalates.

Planning Section

The Planning Section is responsible for:

· The collection, evaluation, dissemination, and use of information about the development of the incident and status of resources.  


· The creation of the IAP, which defines the response activities and resource utilization for a specified time period. 


In smaller incidents, the Incident Commander is responsible for planning.

Operations Section

The Operations Section is responsible for carrying out the response activities described in the IAP.  The Operations Section Chief coordinates Operations Section activities and is responsible for:

· Directing and coordinating all operations.

· Ensuring the safety of Operations Section personnel.

· Assisting the Incident Commander in developing response goals and objectives.

· Implementing the IAP.

· Requesting (or releasing) resources through the Incident Commander.

· Updating the Incident Commander on the status of the situation and resources.

Logistics Section

The Logistics Section is responsible for providing facilities, services, and materials for the incident, including essential personnel.  

This section takes on great significance in long-term or extended operations.  The Logistics Section functions are geared to support incident responders.  For example, the Medical Unit in the Logistics Section provides care for the incident responders, not civilian victims.

Finance/Administration Section

The Finance/Administration Section is responsible for tracking incident costs and reimbursement accounting.  

Unless costs and financial operations are carefully recorded and justified, reimbursement of costs is difficult, if not impossible.  The Finance/Administration Section is especially important when the incident is of a magnitude that may result in a Presidential Disaster Declaration. 

ICS Organizational Terminology

Common terminology is a key ICS principle.  The following organizational terminology is used in ICS.

Term
Definition

Section
The organizational level with responsibility for a major functional area of the incident.  Sections are organizationally between Branches and the Incident Commander.

Division
The organizational level having responsibility for operations within a defined geographic area. The Division level is organizationally between the Branch and Task Forces/Strike Teams level.

Branch
The organizational level having functional or geographic responsibility for major parts of incident operations.  The Incident Commander may establish geographic Branches to resolve span-of-control issues—or may establish functional Branches to manage specific functions (e.g., law enforcement, fire, emergency medical, etc.).  The Branch level is organizationally between Section and Division/Group in the Operations Section, and between Section and Units in the Logistics Section.

Group
The organizational level having responsibility for specified functional assignments at an incident (e.g., perimeter control, evacuation, fire suppression, etc.).  The Group level is organizationally between Branches (when activated) and Resources in the Operations Section.

Strike Team
A group of resources of the same size and type (e.g., three drug K-9 teams, five patrol units, etc.).

Unit
The organizational element having functional responsibility for a specific incident planning, logistics, or finance activity.

Single Resources
An individual, a piece of equipment and its personnel complement, or a crew or team of individuals with an identified work supervisor that can be used at an incident.

Task Force
A combination of single resources assembled for a particular tactical need with common communications and a leader.

ICS Organizational Titles

At each level in the ICS organization, individuals with primary responsibility positions (also known as overhead personnel) have distinctive titles, as shown below.  Some of these positions will be addressed in greater detail in later lessons. 

Primary Position
Title
Support Position

Incident Commander
Incident Commander
Deputy

Command Staff
Officer
Assistant

Section
Chief
Deputy

Branch
Director
Deputy

Division/Group
Supervisor
N/A

Strike Team/Task Force
Leader
N/A

Unit
Leader
Manager

Single Resource
Use Unit Description
N/A

ICS and the Emergency Operations Center

Most jurisdictions maintain an Emergency Operations Center (EOC) as part of their community’s emergency preparedness program.  An EOC is where department heads, government officers and officials, and volunteer agencies gather to coordinate their response to an emergency event.

The proper interface between the EOC and the on-scene management should be worked out in advance, if possible.

ICS and EOC Functions

The Incident Commander has overall command of the incident scene.  

The EOC manages the community-wide resources and response.  Following are examples of EOC activities:

· Requesting mutual aid resources. 

· Locating requested resources and directing them to the ICS staging area.

· Managing a wide-scale evacuation.

· Establishing shelters and coordinating social services.

· Coordinating messages with the ICS Information Officer.

· Transmitting information over the Emergency Alert System (EAS).

· Resolving policy issues.

