Lesson 4:  ICS Resource Planning

The ICS Expansion Process

ICS is capable of handling both small-scale and large-scale incidents.  This lesson uses a scenario to demonstrate how ICS can expand from a small, routine operation into a larger organization that is capable of responding to large incidents that cover a wide area or multiple communities.  The scenario presented throughout this section will illustrate the stages in the ICS expansion process.

As you review this scenario, keep in mind that every incident is somewhat unique and will expand differently.  Also keep in mind that this scenario is a model.  Actual communities may not have access to all of the resources deployed in the scenario.

Scenario

The Centerville police have received a complaint of a group of about 10 teenagers and young adults gathering at a house on Locust Street.  The caller stated that the group is disrupting traffic and shouting obscenities at pedestrians.  The house is a multifamily dwelling in a neighborhood of single-family houses and townhouses.  

Initial ICS Organization

When the two patrol cars arrive at the scene, the senior officer will assume the role of the Incident Commander.  At this point in the scenario, the ICS organization would assume the structure shown.


Scenario Update No.1
As the police officers reviewed, or sized up the situation, they saw what appeared to be drug activity at the scene.  Officers observed 42 persons outside the structure but were unsure how many additional persons may have been inside.

(Note:  The resources used in this scenario are for illustrative purposes only.  Not all communities will have these resources available.)

Size Up the Incident

Sizing up the incident helps identify the problems and determine the level of resources needed.  If the size up calls for additional resources, then a determination must be made if the span of control at the scene is still manageable.  

In our scenario, the span of control with the addition of these resources is still reasonable.  If adding more resources extends the recommended span of control, then the organizational structure must be adjusted.

The Size-Up Process

Initially the size-up is the responsibility of the first responder to arrive at the scene.  Size-up continues throughout the response.  The following types of questions are answered:


· What is the nature of the incident?

· What hazards are present?

· How large an area is affected?

· How can the area be isolated?

· What location would make for a good staging area?

· What entrance/exit/safe routes would be good for the flow of response personnel and equipment?

Continuous size-up helps the Incident Commander identify contingencies (things that could happen), identify resource needs, and determine how to deploy resources.

The following information is included in the size-up reports:

· The unit designation

· A description of the situation

· Obvious conditions (e.g., hazards)

· Initial actions taken

· Obvious safety concerns

· Assumptions, identification and location of command post

· Request or release of resources

Expanded ICS Organization

Based on our scenario, the ICS organization expands to the following structure: 
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As the chart illustrates, the Incident Commander has determined that it is not necessary to activate an Operations Section or assign an Operations Section Chief at this time. 

Scenario Update No.2
The requested resources have arrived at the incident site.  After establishing a perimeter, 10 police officers moved in to detain and question the suspects.  Upon seeing the officers, the suspects scattered and began running away from the scene, and the officers pursued them on foot.

The K-9 Strike Team entered the structure and discovered not only drugs, drug paraphernalia, and drug-making equipment—but they also discovered a cache of automatic weapons and ammunition, high explosives, chemicals for making bombs, and several bombs that were already assembled.  Given the situation, the K-9 team immediately exited the structure and reported their findings to the Investigation Group Supervisor.

Identify Contingencies

Because emergency events are unplanned and involve danger, risk, and confusion, the Incident Commander must consider any possible developments in addition to the current situation during the planning process.

As a contingency, the Incident Commander in our scenario also requested support from the Public Works Department and utility companies to turn off all utilities to the structure.

Determine Response Objectives

Response objectives are used to monitor the incident progress and establish priorities.  These objectives are based on size-up reports and identified contingencies.

Based on the information contained in the Incident Status Summary (ICS Form 209), the Incident Commander in our scenario determined the following response objectives:

· Apprehend the suspects fleeing on foot.

· Evacuate the area adjacent to the structure.

· Defuse bombs.

· Secure the hazardous material. 

· Prepare for possible injuries or fires.

Identify Needed Resources

Given the response objectives, the Incident Commander requested the following additional resources:

· 6 patrol cars to assist with perimeter
control.

· 6 patrol cars to assist with evacuations in the areas adjacent to the structure.

· 2 bomb squads.

· 1 hazardous materials unit.

· 1 fire battalion for possible fire suppression activities.

· 2 ambulances.

Build a Plan and Organizational Structure

As mentioned on the previous screen, the Incident Commander has identified additional resource requirements.

Expanding the ICS Organization


The Incident Commander has:

· Established two new positions within the Command Staff:  Safety Officer and Information Officer.  

· Expanded the General Staff with the assignment of an Operations Section Chief.  The Operations Section is responsible for all tactical operations at the incident.

· Opted to retain control of the planning function.

The Operations Section Chief has established several positions and branches, including a Fire Branch and Public Works Branch.  Within these branches, several groups have been established.

The Law Enforcement Branch has been expanded further to accommodate the additional resources required for perimeter control, evacuation, and explosive removal and disposal.  

(Note:  There may be other ways to expand the ICS Organization.  This is just a model based on the scenario.)

Scenario Update No. 3

When requested resources arrived and the utilities had been turned off, the bomb disposal unit entered the structure to remove and dispose of the bombs.  In removing the bombs, one exploded, causing a partial structure collapse, which trapped the bomb disposal team, and ignited a fire in the structure and two adjacent structures.  

With the extent of the bomb disposal injuries unknown at the time, fire suppression units began to extinguish the fire and the EMS Units prepared to move in.  As the heat from the fire grew more intense, the other bombs began exploding.

Take Action and Reevaluate the Incident

After taking action, the Incident Commander quickly completed another size-up and determined that additional resources would be required, including:

· Additional fire suppression units.

· Additional EMS units.

· Planning and logistics support.

Expanding the ICS Organization

The incident suddenly has grown dramatically in complexity.  To address immediate needs and possible contingencies, the Incident Commander has requested significant additional resources.

The Command Staff is now expanded fully with the addition of a Liaison Officer.  Although the Incident Commander has not determined the need for a Finance/Administration Section, he has expanded the General Staff to include Planning and Logistics Sections.    

Planning Section

In our scenario, a Planning Section has been added, including:


· A Situation Unit, which will continue the size up and analysis functions for the incident.


· A Resources Unit, which will analyze the incident status in the context of determining what resources are necessary and how they should be deployed.


· A Documentation Unit, which will document the incident as it progresses and prepare after-action reports.

Logistics Section

The Logistics Section is responsible for providing facilities, services, and materials for the incident.  In our scenario, a Logistics Section has also been added including the following two Branches:

· A Service Branch, to accommodate the Communications Unit and two Medical Units (triage and treatment).  


· A Support Branch, to accommodate a Facilities Unit, which will be responsible for setting up and maintaining the Staging Area.

Contracting the ICS Organization

As you can see, the ICS structure is set up to accommodate additional expansion, if and when it becomes necessary.  But what happens when the incident is under control and begins to unwind?  The next section will illustrate how the ICS structure contracts as an incident nears its conclusion.

Scenario Update No. 4
Firefighters at the scene were able to control the fires within the first hour.  Several firefighters were injured by debris from the blast, and several others were overcome by smoke or suffered minor injuries.  As the responders gained control of the situation, several events occurred:

· The perpetrators were arrested and transported to jail.

· Unexploded ordnance were removed from the structure and transported from the scene.

· Evidence was removed and transported from the scene.

Demobilization Unit

With the incident under control, the Incident Commander has determined that some units are no longer needed and can be demobilized.  To ensure that all personnel are debriefed and equipment is released to its controlling agencies, a Demobilization Unit is established under the Planning Section.

Demobilizing 

To assist with demobilization, the Planning Section Chief established a Demobilization Unit.

· When it was safe to reenter the area, the Perimeter Control and Evacuation Groups were demobilized.

· As personnel and equipment were released, the Staging Area was demobilized.

· As casualties were transported to local hospitals, the Support Branch and Facilities Unit were demobilized.

After personnel described in the scenario above are released, the ICS organization has been greatly reduced in size.

Further Reduction of the ICS

Gradual demobilization of personnel and equipment will continue, with perhaps an occasional addition of operational resources such as Crime Scene Investigation Divisions, until the incident is reduced to its most simple form.  The final organizational structure may include only the Incident Commander (who may be several persons removed from the original Incident Commander) and critical personnel remaining on the scene.  

Transferring Command

As described earlier in this lesson, the senior person among the initial responders to an incident becomes the Incident Commander.  

As an incident escalates, however, it may be necessary to transfer command of the incident to a more experienced person—or to an Incident Commander that is designated by local ordinance or State law.  When transfer of command is necessary, the transfer must be made as efficiently as possible and in person, whenever possible.

Briefing the Incoming Incident Commander

To transfer command, the person being relieved must brief the incoming Incident Commander to provide information about:

· The incident conditions (e.g., the current situation, objectives, priorities, hazards, resource needs).

· The Incident Action Plan (IAP) and its current status.

· Safety considerations and concerns.

· Deployment and assignment of operating units and personnel.

Reviewing the Command Board

The outgoing Incident Commander also should review the Incident Situation Status Display, or Command Board, that shows resource status and deployments with the incoming Incident Commander.

Dispatch (and other designated persons) must be advised of the command change.  

Incident Briefing Form

To facilitate briefing preparation, ICS experts strongly recommend the use of the Incident Briefing Form (ICS 201, NFES 1325).  Copies of these forms can be accessed at the end of this lesson. 

The form provides for a concise record of the:

· Incident area.

· Current actions being undertaken by responding agencies.

· Current ICS organization.

· Current resource needs and deployment.

Incident Action Plans

The Incident Commander is responsible for overseeing the development and implementation of an IAP.  For simple incidents, the IAP may be prepared by the Incident Commander and may not be written.  In more complex incidents, the IAP will be a written document that is developed by the Planning Section under the direction of the Incident Commander.

IAPs are always based on incident needs and the ICS organization.  These plans must be flexible and must be reevaluated constantly.

Operational Periods

IAPs are developed for specified time periods.  These time periods, called operational periods, are determined by the needs of the incident.  

In rapidly escalating or very complex incidents, the operational periods should be shorter to allow for rapid response to changing events.  
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