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Aloha, B-Shifters. Welcome to the Spring 2013 issue 
of  our hazard-zone quarterly. As some of you might 
know, the Maui County Fire Department (MCFD) is 

a member of the Blue Card family. We are very proud of 
this fact—and not just because I finally have the perfect 
outfit for the occasion. In this issue’s department profile 
titled, Greetings from Maui, Battalion Chief Amos Lono-
kailua-Hewett gives us a brief look at how MCFD provides 
service to four islands and manages the challenges of their 
environment. Thanks to MCFD for sharing a little bit about 
how they work.

I spend a lot of time traveling—meeting and  
learning from new people as well as old friends. There’s 
a lot of discussion within the fire service about making 
positive changes to the ways we do things. It isn’t sur-
prising that many of these adjustments focus on keeping  
ourselves safe while remaining effective when it counts. 
This issue of B Shifter includes a lot of content about 
safety—in the traditional and non-traditional sense.

In A Team-Based Approach to Self-Survival Training, 
Ops Chief Pat Dale with the Olympia (Wash.) Fire Depart-
ment explains how his cash-strapped department paid for 
the IAFF’s Fire Ground Survival Program. This excellent pro-
gram helps individuals learn how to self-rescue should they 
find themselves in a bad situation. It is, however, a large 
investment. Chief Dale describes how Olympia worked 
with its neighbor to make the course a reality.

It seems the news is flooded with violent, tragic events. 
Although it is our job (and our natural inclination) to enter 
these volatile scenes to render aid, we must do so smartly and 
strategically. In his column, Managing a Fire Company—Response 
Under Fire, Chris Stewart explains how we can apply our standard 
hazard-zone systems to these violent situations in order to stay safe.

On-the-job injuries are a costly and frequent occurrence. In  
Functional Fitness,  Connie Tillmans, an exercise physiologist and 
certified athletic trainer, describes the Functional Movement Screen, 
a physical assessment that considers the quality of our movement 
as a means to predict and prevent injury. As Connie explains, one 
Southern California fire department noted a drastic reduction in cer-
tain types of injuries (and the related costs) after implementing FMS.

 Thanks for tuning in to B Shifter. If you have any comments or 
questions, please email us at editorial@bshifter.com.  

Mahalo, Maui.
The Maui County Fire Department describes what it’s like 
to work in paradise. Plus, a focus on all kinds of safety.  
BY ALAN V. BRUNACINI

Click the play button above to launch 
Big Al’s video greeting.

Click here! Visit B Shifter’s 
great new forums!

Push play to hear Bruno discuss this 
year’s Hazard-Zone conference at 
Notre Dame.

http://vimeopro.com/user8072350/bshifter-dog-issue/video/64474513
http://vimeopro.com/user8072350/bshifter-dog-issue/video/64474513
http://bshifter.com/linkmap/lmap.aspx?mp=forum
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Long ago, there was a small village 
that was protected by several fire 
companies. As time passed, more 

and more people moved to the hills and 
dales that bordered this village to find their 
fortune. This led to the creation of more 
fire companies to protect these new subur-
ban villages. Eventually, the magistrates of 
these villages held a summit to combine all 
of their villages into a single super village. 
This required merging the separate fire 
companies into one large fire department, 
which was a challenging task. Each of these 
fire companies worked different schedules, 
used different buckets and hoses, wore dif-
ferent brightly colored costumes, had their 
own rank structure and earned different 
benefits packages. The exalted chiefs of 
each tactical tribe came together to stan-
dardize uniforms, tools and apparatus. The last thing they did was change the 
work schedule from 24 hours on, 24 hours off by adding another watch. The 
newly formed B Shift became the middle child where each of the formerly 
independent fire companies dumped their undesirables. 

During these early days, firefighters worked two to three jobs to support 
their clans because emergency response was a selfless, low-paying gig. Our 
ancient ones did it for the love of a respectable and classy career, access to 
underground bagpipe music and tumblers of strong malt beverage enjoyed 
after beating back the red devil. Eventually, the combination of low pay, no 
benefits and long hours spent working under the heels of autocrats spawned 
the formation of a firefighter’s union. 

The front-burner issue for the Grand Fleegle of the newly formed fire-
fighter’s union quickly became pay parody with the local constables and the 
formation of a 20-year pension system. Twenty years of eating the products 
of combustion seasoned with the law of heat flow left many firefighters griz-
zled and afflicted with cancers and other career- and/or life-ending maladies. 
Exposure to the daily hazards they faced put many firefighters in their grave 
before they became eligible to collect Social Security. Thanks to cancer and 
other insidious diseases, a great number of firefighter line-of-duty deaths 
occur after a firefighter retires. Firefighters needed an early retirement plan 
that put them out to pasture before they were too sick and broken to protect 
the community from disaster.

Some community leaders have always been quick to point out that peo-
ple from all walks of life die from cancer—an argument they use when asked 
to provide some type of work-related compensation or medical retirement 
for sick and dying firefighters. While it is certainly true that non-firefighters 

Pension Tension
Ours is a very dangerous business. Shouldn’t 
our pensions reflect the risks we take?
BY NICK BRUNACINI
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die from cancer, medical science has proven that exposure to carcinogens 
has a direct correlation to cancer rates. The fact that coal miners, high school 
chemistry teachers, chimney sweeps and firefighters experience much higher 
cancer rates than the rest of the population seems to bear this out. Much of 
the research countering firefighter cancer rates from occupational exposure 
comes from Tobacco Institute scientists. Our union leadership suffered many 
defeats at the hands of these jackals, but our boys were quick to learn. They 
determined the surest way to achieve our goals was to fight fire with fire. 

Our newly commissioned unions sent emissaries to the state house to 
meet with the lords of the land. In a backroom meeting, the union’s Sergeant 
of Arms placed a brown paper bag containing $25,000 in gold 
doubloons within the desk drawer of a certain state senator, 
thus ensuring firefighters would have a 20-year state pension 
by the end of the current legislative session. During this era, a 
bought politician was true to his word. The resulting pension 
required each member to contribute 7.65 percent of their gross 
pay to the pension, which their employer would match. Now 
every firefighter, cop and judge (go figure) earned a 20-year 
retirement at half their yearly gross pay. We paid into our pen-
sions exactly the same way a worker pays into Social Security, a 
401k or any other kind of retirement plan. 

When the shit hits the fan, we are the first to respond and 
the last to leave. It has been this way for almost 300 years. 
The fire service is one of the oldest American institutions, pre-
dating the U.S. Marines, the Federal Reserve and the Decla-
ration of Independence. The founding fathers founded us to 
respond to any crisis that threatens the community. No one 
wants harm to befall others. We don’t wish for structure fires, 
natural disasters, heart attacks, diabetic emergencies or trauma associated 
with auto accidents and other mayhem. The problem is these incidents occur 
on a daily basis. Firefighters have become the default first responders who are 
summoned to the scene of these emergencies. Because we place ourselves 
between the populace and whatever threatens it, fire departments continue 
to be part of the tapestry of the community. 

Our unions used the legislative process to move our cause forward. 
This is the American way. This has become increasingly difficult when 
you consider that through the years, more and more firefighters have 

moved away from the communities we work in. Sometimes we have been 
priced out of the neighborhood, other times it’s because we are mercenaries, 
going off to work in parts of the town where cab drivers and pizza-delivery 
boys refuse to enter. Whatever the reason, it’s pretty tough to vote on local 
issues that affect you when you aren’t a resident of the community. 

When the bankers blew up the economy, the community turned into a 
rabid mob. They did not want solutions; only blood would quench their thirst. 
Many local politicians used public-safety and teacher benefits as a shield. 
Many of these same politicians were put in office by our unions and are the 
same public servants who negotiated and agreed to these benefits packages 
in the first place. Now they act as if we are thieves in the night who looted 
the treasury. When forced to actually make pension payments, they scream, 
“Firefighters, cops and teachers are the welfare mothers of the new millen-
nium!” This demonstrates they are as trustworthy as any other garden-variety 
snitch. Meanwhile, the executive and legislative branches offer up parlor tricks 
as a solution. I’m not an economist, but the new trillion-dollar coin tells the 
whole sordid tale. If we believe paper money is real currency, then I suppose 
a small piece of shiny metal may as well be worth more than all the ships on 
the ocean.

When the bankers blew 
up the economy, the 
community turned into 
a rabid mob. Many local 
politicians used public 
safety & teacher benefits 
as a shield. 

http://en.wikipedia.org/wiki/Trillion_dollar_coin
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Most of the pension funds currently in trouble are upside down because 
the municipality didn’t make their required contributions. Despite all of the 
gloom and doom, the truth of the matter is most public-safety pensions are 
financially sound. Facts always take a backseat to lunacy. Click here to read a 
fact sheet put out by the National Association of State Retirement Administra-
tors.This may come as a shock, but municipalities that had trouble keeping 
up with their pension payments prior to the economic meltdown of 2007 con-
tinue to have financial problems. They would have been smarter to invest in 
the mummified fingers of long-dead popes.  

The 24-hour news cycle has provided every fruitcake their own show. It 
has gone from frightening to flat out silly when listening to the far right. They 
drone on incessantly about eliminating all taxes, building more prisons, clos-
ing the borders, arming teachers with automatic weapons and forcing women 
to have rape babies. Banks now operate with complete impunity. After being 
caught loaning money to terrorist nations, they shrug and dare us to do any-
thing about it in fear it will trigger a worldwide depression. The most profit-
able U.S. companies can park billions of dollars in offshore accounts to avoid 
paying taxes. Thank God the U.S. Congress continues to devote its time and 
attention investigating athletes who use performance-enhancing drugs.

I don’t think you can separate the fire department from the community. 
My former department took a major financial hit as a result of the 2007 reces-
sion. Our local voted unanimously to take a series of pay cuts and furloughs 
to stave off layoffs. This is the same thing we did 20 years earlier after another 
group of criminals created the savings-and-loan crisis and crashed the real-
estate market, sending the county into a recession. It shouldn’t come as a 
surprise that firefighters gave up a little to save a lot.  

Click here! Visit B Shifter’s saucy new forums!

Nick Brunacini joined the Phoenix Fire Department 
(PFD) in 1980. He served seven years as a firefighter 
on different engine companies before promoting to 
captain and working nine years on a ladder com-
pany. Nick served as a battalion chief for five years 
and in 2001, he was promoted to shift commander. 
He then spent the next five years developing and 

teaching the Blue Card curriculum at the PFD’s Command Training Center. His 
last assignment with the PFD was South Shift commander; he retired from the 
department in 2009. Nick is the author of “B-Shifter—A Firefighter’s Memoir.”  
He is also the co-author of “Command Safety.”

www.nasra.org/resources/PublicPensionFactSheet110125.pdf
http://bshifter.com/linkmap/lmap.aspx?mp=forum
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Several years ago, I got a call from a firefighter. “Chief, you have to 
come see the fire we had last night,” he said. “A wall collapsed 
and went right through the roof of an adjoining building and 

almost killed a guy.” The next day, I visited the scene of the fire in upper 
Manhattan.

After photographing the collapse area, I spoke to the firefighters who 
had operated on scene. They explained how the fire spread throughout 
five stories of a tenement because frozen hydrants had delayed the water 
supply. Fire engulfed all floors—front to rear. When firefighters started 
using outside streams, a sector officer was assigned to Exposure D’s roof. 
Once in place, the sector officer notified the incident commander (IC) 
that the tenement’s rear wall was starting to lean and could collapse. All 
firefighters were withdrawn from the burning building, and the IC ordered 
a defensive attack using master streams. Firefighters then entered Exposure D 
to locate and evacuate occupants. An officer assigned to search the exposure 
building, a small brownstone about 20 feet from the fire building, discovered 
an elderly man in a rear bedroom. Although there was little chance that fire 
could spread to this smaller structure, he ordered the man to leave the build-
ing. The firefighter recalled feeling overly cautious as he had the man leave his 
warm bedroom and go out into the cold night. However, the fire building’s rear 
wall eventually collapsed outward at a 90-degree angle. Falling like a tree in a 
monolithic section, most of it thundered down into the backyard. However, part 
of the wall hit the roof of the smaller building. It smashed the roof and dropped 
several tons of bricks on the old man’s bed. Had the gentleman been allowed 
to stay in his bedroom, he certainly would have been killed. 

This incident got me thinking about what happens when bigger buildings 
fall on top of smaller ones. As the following stories illustrate, not only do we 
have to consider collapse dangers while working in or around fire buildings, 
but while working in and around smaller exposures as well.

Heavy-Timber Warehouse Smashes Tenement
In 1946, FDNY Lieutenant Joseph Popper was 11 years old and living in a ten-
ement with his family in New York City. One evening, young Popper went to 
bed shortly after dinner. The last thing he remembers about that night is the 
sound of sirens in the distance as he drifted off to sleep. He didn’t know it at 
the time, but a fire was raging next door at a six-story, heavy-timber building 
that housed the Knickerbocker Ice Company. The fire went to a fifth alarm and 
burned uncontrollably for several hours. The roof eventually collapsed, pushing 
out a massive, 3’ thick wall toward the adjacent tenement, crushing the entire 
rear section. (See Image 1.) The collapse killed 37 people, including Joe Pop-
per’s entire family—his mother, father, sister and brother. Joe remained trapped 

The Bigger They Are, 
The Harder They Fall
Working in smaller buildings adjacent to larger 
burn structures can have dire consequences.
BY VINCENT DUNN

Image 1: Responders search the debris 
following the 1946 collapse of the 
Knickerbocker Ice Company warehouse, 
which crushed a nearby tenement.
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in the rubble for nine hours before firefighter John Kinnick res-
cued him during search-and-rescue operations. Joseph became 
a New York City firefighter in 1960, promoted to lieutenant in 1974 
and wrote about his experience in the FDNY training magazine 
“WNYF” in 1978.

Vacant Building Crushes Attached  
One-Story Structure
In 1980, FDNY Lieutenant Robert Dolney was on the scene of a 
fully involved fire in a vacant, three-story, wood-frame building. 
The building was attached to a one-story structure. Lt. Dolney 
and a firefighter assigned to his engine were operating a hoseline 
from the adjacent structure into the fire building through a door 
between the two. The wooden fire structure suddenly failed, and all 
four sides fell simultaneously in an inward-outward type collapse. 
The rear wall collapsed on top of the adjoining one-story building, 
where Lt. Dolney and the firefighter were working. (See Image 2.) 
It crushed the entire building, killing Lt. Dolney and breaking his 
partner’s back. 

Twin Towers Collapse on Top of Hotel 
Before the World Trade Center collapsed on Sept. 11, 2001, Lieu-
tenant Robert Nagel and Engine Company 58 arrived on scene 
and were ordered to search and evacuate people from the 22-story  
Marriott hotel adjacent to the burning towers. When the Twin  
Towers collapsed, they fell on top of the hotel and crushed it. Lt. 
Nagel became trapped in the collapse and died. (See Image 3.)

Brick Wall Topples Nearby Exposure 
On April 9, 2012, Philadelphia Fire Department Lieutenant Robert 
Neary and Firefighter Dan Sweeney were searching a one-story 
building next to a burning, four-story, heavy-timber warehouse. 
Without warning, a brick wall that had been left freestanding after 
the other walls and floors failed collapsed on top of the building the 
firefighters were searching, killing them. (See Image 4.)

Warehouse Crushed Occupied Row House During 
Demolition
In the mid-1990s, Philadelphia Battalion Chief Robert Burns photo-
graphed the demolition of a vacant, five-story, heavy-timber ware-
house. The Philadelphia Fire Department ordered the occupants of 
the two-story row houses across the street from the warehouse to 
evacuate due to the possibility of collapse. As they suspected, the 
demolition caused the doomed structure’s front wall to collapse 
on top of the two-story dwelling, destroying it. Because the fire 
department had evacuated the residences, there were no injuries. 
(See Images 5, 6 and 7, pg. 12.)

Lessons Learned
Although it’s rare for a big building to collapse on a smaller adja-
cent building, these case studies prove that it can happen with dire 
consequences. The lessons learned from these tragedies might 
seem obvious to some, but they must be restated to ensure the 
safety of all responders.  
• An incident commander must establish a collapse danger zone 

Image 2: In 1980, an FDNY firefighter 
was killed when a burning three-story, 
wood-frame structure suddenly col-
lapsed, flattening the adjoining one- 
story building he was working in.
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Image 4: Two Philadelphia firefighters were 
killed when part of a four-story, heavy-
timber building collapsed on an adjacent 
structure, burying the firefighters inside. 
The yellow arrows indicate the wall that 
collapsed.

PH
O

TO
 M

IK
E

 B
R

E
SN

A
N

 P
H

IL
A

D
E

LP
H

IA
 F

IR
E

 D
E

PA
R

TM
E

N
T

Image 3: A New York firefighter died while 
searching a 22-story hotel adjacent to the 
Twin Towers when the burning high-rises 
collapsed onto the smaller structure.
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any time a collapse risk is present. Firefighters should not be allowed to 
operate inside the collapse zone. Usually, a collapse zone is calculated 
as a distance equal to the height of any wall that could potentially col-
lapse; however there are situations that can make a wall fall at a distance 
greater than its height. For example, if there is an internal explosion, the 
wall might fall farther outward. In another example, if a truss’s sloping-
hip roof rafter is imbedded in the wall, the rafters can push the wall out a 
greater distance than its height should the roof collapse. Mansard roofs 
have sloping rafters embedded in the top of a masonry enclosure wall 
that can push the wall out farther if the roof fails. 

• In addition to keeping streets and sidewalks clear, ICs should be proactive 
and must evacuate smaller buildings nearby before there is a danger of a 
taller building collapsing. ICs should not allow firefighters to search or operate 
inside smaller unoccupied buildings if they are located within a designated 
collapse zone. Firefighters operating inside smaller nearby buildings are not 
shielded from falling objects or collapsing walls. Roof beams will not protect 
occupants or firefighters should a taller building collapse upon a shorter one. 
Experience has shown that a weight falling from a height creates a peak impact 
force that will collapse any roof it falls upon.  

Click here! Questions or comments for Vincent 
Dunn? Join the discussion at B Shifter’s new forums. 

Chief Vincent Dunn, FDNY (ret.), is a 40-year veteran. 
He is the author of “Collapse of Burning Buildings” 
(Fire Engineering, Revised 2010); “Safety and Survival 
on the Fireground” (Fire Engineering, 1992); “Com-
mand and Control of Fires and Emergencies” (Fire Engi-
neering, 2000); and his most recent textbook “Strategy 
of Firefighting” (Fire Engineering 2007). He can be  
contacted at vincentdunn@earthlink.net or 800.231.3388. 
Visit him online at www.vincentdunn.com.
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Images 5, 6, 7: During a planned  
demolition, a vacant, five-story, heavy-
timber warehouse flattened the two-
story row house across the street. No 
one was injured because forward- 
thinking firefighters vacated the  
occupancy prior to demolition.

http://bshifter.com/linkmap/lmap.aspx?mp=forum
www.vincentdunn.com
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Industry (or Wikipedia) defines a best practice as “a 
method or technique that has consistently shown results 
superior to those achieved with other means, and that 

is used as a benchmark.” In addition, a best practice can 
become even better as improvements are discovered. 
Some consider the term best practice a business buzzword 
used to describe the process of developing a standard way 
for multiple organizations to do things. The fireground envi-
ronment might not seem like a good place to apply best 
practices, as there are so many variables that come into play, 
and each fire response is different. Some things, however, 
should be best practices, and the Blue Card Hazard-Zone 
Management system is based on establishing a best prac-
tice that focuses on standard conditions, standard actions 
and standard outcomes. The tactical piece of deployment has best prac-
tices for line selection, ladder positions, search patterns and fire attack. Each 
department will have to establish their own best practices (maybe you’ll even 
call it an SOP) and then train and reinforce their application and enforce their 
use during operations.

In this column, we will ask for your input on best practices for a two specific 
and important aspects of fire-service training. Our goal is to tap into our read-
ers’ experiences in order to share simple, easy-to-use tips that can help all of 
us deliver our training message. In past issues, you have demonstrated great 
expertise and understanding regarding the role of the instructor. We have 
challenged you to come up with solutions to more than 20 training-related 
scenarios. Those served as the introduction to this process, and the best- 
practices discussion takes us another step forward. You have selected answers 
to the scenarios and are already applying your best practices to handle dif-
ficult, awkward and intense situations. As you complete these scenarios, they  
help develop your best practices. When you share them, you help make all of 
us even better at handling these situations. Once your best-practices model 
is developed, like anything else, you will have to use them, practice them and 
then perfect them using your own teaching style.

When developing best practices, you will have to work through some 
variables, such as the audience and the learning environment. Because each 
student or member of your company has different values and learning styles, 
you’ll often find yourself adapting your best practices frequently even when 
delivering the same material. You will have to become a master at reading 
students’ body language and interpreting their interactions with you and each 
other. These cues will help you engage a best practice when handling a spe-
cific challenge in the teaching process. For example, if a member starts to 
become disengaged in the training session, how do you re-engage them in 
learning? The solution to challenges like these become your best practices, 
and you’ll be a better instructor once your toolbox starts to fill up with these 
newly acquired tools.

This issue we will start with the beginning and the end by discussing best 

Best Practices for Training
What are your best practices? In this issue, B Shifter 
asks readers to share their tips for top-notch training.
BY FOREST REEDER 

We want to know: What are your 
best practices for training? How 
do you engage students, deliver 
information and ensure they can 
retain and apply it? 



SPRING 2013 15

practices for starting and ending a drill/class/training/course. Some wildcards may 
emerge as you think through these areas of a presentation. In the next issue, we 
will work between these two lines to cover the “training in progress” parts.  Let’s 
get started!

Best Practices for Starting a Training Session
The start of a drill or training session incorporates one of the most crucial steps: 
preparation. You probably remember from your Instructor I training the four-step 
teaching method: 1) Preparation; 2) Presentation; 3) Application; 4) Evaluation. In 
the preparation step, you get the student ready to learn by introducing the subject 
and trying to engage the students’ interest. (To learn more about the prep step, 
read “That First Step Is a Doozy” pg. 14, B Shifter, Summer 2012.)  If we want to 
go beyond the by-the-book definition of the preparation step, we need to iden-
tify specific examples of things to say or examples to use. Here are some general 
examples (i.e. preparation best practices) that you can apply to almost any type of 
training session:

•	 Start with a scenario that shows the relevance of the course objectives; often 
the objectives part of an introduction causes students to disconnect. Try to tie 
an objective to a scenario. For example, when discussing the objectives for 
a blood-borne pathogens lesson, you can say that you are going to discuss 
what happens if a member gets exposed to blood during an extrication. 

•	 Use a case study. Firefighters are always interested in how class content 
applies to them.

•	 Make it relevant to your community or response area. For example, you can 
begin a class on fire attack by using a photo of a structure the students will 
recognize or by discussing a recent fire in your community.

•	 Use a bit of humor; sometimes a funny video, joke or typical firehouse razzing 
will ease the tension in the room.

•	 Have a welcoming and generally enthusiastic demeanor; welcome as many 
members by name as you can or introduce yourself to the students as they 
come into the training.

•	 Ask general questions about the subject matter; test the water a bit to see 
what your students know about the topic.

•	 Use outcome-based statements instead of saying objectives; I’ve recently 
become a fan of replacing the word objectives with “outcomes” and/or 
“expectations.” I think it sets a good, positive tone about what you expect 
from the session and what you want them to take away from the training. 

•	 Ask students what they think the class is going to be about.
•	 Tell them what you’re going to tell them. 
•	 Use an ice-breaker loosely based on the content to get them talking about it. 

Best Practices for Ending a Training Session
As a training session comes to a close, don’t just shut it down and send students 
on their way. Use the end of the training session as another teaching moment. You 
have to reinforce information passed along during the drill/class and provide follow-
up direction for the next class. Almost every research study done on retaining and 
applying new or reinforced information says that we begin to forget it almost imme-
diately—unless we work to reinforce it through on-the-job practice or follow-up 
training. In fitness, the cool down allows the body to return to a near-normal state. 
It allows us to stretch out muscles that are fatigued and begin the recovery phase 
of exercise. When training is coming to an end, we are in a sense “cooling down” 
the brain, which is best done gradually and without a sudden stop. This may sound 
pretty black and white, but this might be difficult as many times your students will be 
packing up the books or putting away gear as you are trying to tie up any loose ends 
and recapture the session’s expectations. At a set of recent instructor continuing-
education classes, the more than 100 instructors in attendance offered these great 
tips for ending a training session:

http://training.bshifter.com/SelectMagazines.aspx
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•	 Ask each participant what they learned, and don’t let them repeat 
something that someone else has said.

•	 Ask for at least one “take-away” from the class.
•	 Review the main points very clearly.
•	 Ask for one final demonstration by someone who has done really well.
•	 Tell them what you told them (summarize).
•	 Review class objectives/desired outcomes to ensure all understood 

what was covered.
•	 Ask lots of questions about the material covered.
•	 Find out how students plan to use the information on the job  

or in their career.
•	 Reinforce the positive outcomes—don’t send students on their way on 

a bad note.
•	 Point out the outcomes and describe how they improved. Focusing on 

any improvements you observed as the instructor is a basic motivat-
ing technique that ends a drill on a positive and reinforcing note. For 
example, the instructor can say something like, “You improved your 
donning time from :45 seconds to :35 seconds by working on your 
mechanics” or “The entire evolution ended with no members running 
out of air before exiting the simulator.” Adult learners do like to hear 
how they did, especially if they did well (they may never admit that fact 
though), and an instructor should use this as a good motivator.

•	 Ask how you can improve the training the next time. 
•	 Be open to questions and follow-up before you wrap up.
•	 Thank them for participating and welcome them back for more 

training in the future.

Conclusion
Some common themes for both the beginning and end of train-
ing should be evident. We place a lot of emphasis on involving and 
engaging the class members. This is good, but keep in mind you must 
control the pace and amount of student involvement. It will take extra 
time to engage members at the start of class and to end on a positive 
note. Keep that in mind when developing your objectives and lesson 
plan. Remember, every minute matters in training. We have to use our 
time wisely to ensure the new information sticks. 

Now that you have a place to start, tell us your favorite best prac-
tices for the front and back end of class, and also be willing to share things that 
have not worked. You can help us with the next issue simply by emailing your 
ideas at editor@bshifter.com. In the next edition, we’ll review your feedback. 
We will also discuss the best practices for conducting hands-on training for 
new material, and also reinforcing skills that members already can perform. 
You’ll see some interesting ideas on ways to make hands-on training count.  

Forest Reeder began his fire-service career in 1978 and cur-
rently serves as a division chief of Training & Safety with 
the Des Plaines (Ill.) Fire Department. Forest writes the weekly 
drill feature at www.firefighterclosecalls.com and www.fireen-
gineering.com, and was a contributing author of “Fire Service 
Instructor, Principles and Practices,” published by Jones and 
Bartlett. Forest was awarded the ISFSI’s George Post Instructor 
of the Year at FDIC in 2008.

We want to hear from you! What are 
your best practices for starting and 

ending fire-service training? Please email 
us at editorial@bshifter.com and describe 
your best practices in 300 words or fewer. 
Explain what you do, how you do it and how 
you know it’s working. If we publish your 
answer, you will receive a free T shirt. Dead-
line for submissions is June 30, 2013.



http://training.bshifter.com/selectBlueCardCommand.aspx
https://www.bshifter.com/SelectBlueCardCommand.aspx?view=ViewDetail&eventguid=271f7c8b-7cd7-40bf-93f7-1f4acb17add8&Supplierguid=
https://www.bshifter.com/SelectBlueCardCommand.aspx?view=ViewDetail&eventguid=271f7c8b-7cd7-40bf-93f7-1f4acb17add8&Supplierguid=
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In this issue, our friends from Australia share the dirty details of 
a call that put their customer-service skills to the test. It’s obvi-
ous that no one wants to encounter a situation like the one 

described below, but doing the right (nice) thing isn’t always pleas-
ant. Kudos to Superintendent Rick Parkes and the members of his 
crew for reaching out to a citizen whom others had forgotten. 

A Fecal Matter
Back in 1998 when I was a station commander (the equivalent of a 
captain in the United States) at Newtown Fire Station in Sydney, Aus-
tralia, I attended a structure fire with a back-up station. Upon arrival, 
we found light smoke issuing from a boarding house bedsitter (a 
one-room apartment).

After an initial size up, I immediately deployed my fire-attack crew of two 
firefighters to the level-one bedsitter. The fire was a mattress alight, and it 
generated the usual quantity of smoke.

When the smoke began to ventilate, I noticed scrawl on the walls, 
which turned out to be feces, stating that “all Viet Cong and gooks were 
?/!*&^%$#@.” I saw a figure sitting in the far corner of the small room, so I 
went over to investigate.

I found a withered, middle-aged man—alive and well with walking sticks—
sitting naked with the bucket of feces he had used for wall-writing purposes. I 
asked him if he was OK and had my crew try to move him outside; he politely 
refused. I tried to talk him into leaving, but he politely refused again. I next 
asked him what had happened and what was going on.

He stated that he was a Vietnam veteran of our Special Air Service (your 
equivalent would be Navy Seals). He said he was crippled from many heli-
copter and parachute missions, that he hated VC and gooks (hence the wall 
painting), and he had set the place on fire as he could not get better accom-
modation or help from our Department of Community Services. 

I requested the attendance of our Salvation Army chaplain, who arrived 
shortly thereafter. The man would still not leave, so we cleaned up the place a 
little and returned to our fire station.

The next day I contacted the chaplain, who informed me that he had 
made investigations with the Department of Veterans Affairs, which confirmed 
the man’s statements. They were going to contact his family and have him 
removed to better accommodation in a week or two.

At this time I instructed my crew to gather up some mops, buckets, dis-
infectant, etc., as well as a spare mattress, pillows, sheets and blankets. We 
stopped at the supermarket for food and went down to the boarding house. 
We scrubbed the place clean—walls included—installed the bedding and gro-
ceries and chatted with the man for a while. He was extremely appreciative and 
brought to tears by our concern and help. He apologized for inconveniencing 
us. We replied with a smile and let him know it was all just part of the service.

Beyond the Call of Doodie  
Sometimes being nice is very dirty work.
BY B SHIFTER STAFF

Click the play button to launch Bruno’s 
video response to this issue’s submission.

http://vimeopro.com/user8072350/bshifter-dog-issue/video/64474477
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Are you nice? Tell us about it! Please e-mail 
a brief description of your positive service-
delivery experience to editorial@bshifter.com. 
Please write BE NICE in the subject line. Dead-
line is June 30, 20013. 

Please include your mailing address with 
your submission, and we will send your company 
a set of nifty BE NICE helmet stickers.   

One member of the fire-attack crew in this story started working for me 
again as an instructor about a year ago, and it was pleasing for me to overhear 
him reminiscing about this job to his fellow instructors at morning tea recently. 
This story has also stuck in my mind over the years, and I use it as an example 
during training programs I now supervise to illustrate the potential we all have 
to be nice in our job.

Superintendent Rick Parkes
Manager, Command Leadership & Management Section
Fire & Rescue New South Wales
Australia

Bruno’s Response

This story is a perfect example of initially delivering standard core ser-
vice and then extending added value based on the situation’s human 
needs. We have defined NICE service as being patient, respectful, kind 

and considerate. In this story, these words and concepts come to life in a real 
way. I cant think of a better example of adding value than washing human 
poop off the wall, making the customer’s bed and providing chow for dinner. 
This story, like most similar stories, is created by an engaged, empowered 
boss along with his positive and resourceful troops to use their resources to 
extend “Wow!” service. 

Another dimension of truly being nice involves caring for someone who is 
at a distinct disadvantage—a disadvantage being expressed in a very eccen-
tric and unusual way. Many times that way is really beyond the caregiver’s 
frame of reference. In this case, the old soldier is acting pretty nutty, and it 
would be easy and certainly convenient for the officer to pack up his company, 
go back to the station and forget about the old guy; in this case, our company 
gathers the stuff to help him and (notably) extends their personal efforts to 
directly assist someone who most people and systems would summarily write 
off. The firefighters delivered service based on his situation—service was not 
based on a judgment fueled by what they might have thought the customer 
deserved or how he behaved.

Delivering such exceptional service gets entered into the folklore of that 
department and is reflected in one of his former company members recount-
ing the story over a decade later using that very positive response as a model 
of excellent customer service. Such stories use actual experiences to describe 
what it looks like to take care of people who need help. 



A loha. As one can imagine, Maui County in Hawai‘i is a 
very special place to live. The weather is beautiful year-
round, with partly cloudy skies, temperatures averag-

ing 84 degrees and tropic winds blowing from the northeast. 
The island is an outdoor person’s dream. We have mountains 
to hike, rivers to swim and waves to surf. You can charter a boat 
to fish in the ocean, ride a bicycle down a volcano or fly down 
a zip line across a valley. All of these outdoor activities present 
risks, and Maui County Fire Department (MCFD) responders 
are tasked with developing and assessing response plans that 
minimize or mitigate those risks.

Resource & Response Challenges
MCFD serves four islands; Maui, the largest, measures 728 
square miles. The other islands are Moloka‘i, Lana’i and 
Kaho‘olawe. Only Maui, Moloka‘i and Lana‘i are populated, 
with a total population of about 155,000 residents. However, 
more than 2 million tourists visit Maui County every year, with 
the summer months attracting the most visitors. Our response 
area includes Mt. Haleakala, with elevations of up to 10,000 feet 
at its peak, miles of shoreline and various channels between 
islands. We have some pretty intense response expectations: 
On any given shift, personnel might be required to go offen-
sive on a house fire, chase a flank on a brush fire, rappel down 
cliffs, hang out of a helicopter and Jet Ski in 20-foot surf. It 
is difficult to be proficient in all aspects of our emergency 
response, especially when there’s an ocean between the 
islands in our response area that can stand between a hazard 
zone and the needed resources. 
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MCFD personnel face demanding response situations that 
require intense cross-training and flexibility. 



Island Hopping

A response area that spans Maui, Moloka‘i, 
Lana‘i and Kaho‘olawe presents some logistical 
challenges—especially when personnel or resources 
on one island are needed on another. Although 
ferries travel between the islands throughout 
the day, travel times can take up to 2.5 hours, 
depending on the specific ferry and the conditions 
within the channels. To make sure its personnel and 
resources can get where they need to be, the Maui 
County Fire Department sometimes uses its rescue 
boats for transport. In addition, the department 
contracts with a local helicopter company to 
provide air support for wildland firefighting. When 
they fly from Maui to other islands to help with 
wildland response, they often take personnel 
with them. There are also planes that transport 
personnel when necessary.

SPRING 2013 21

Despite our diverse and widespread response 
area, our resources are fairly limited. We have 303 
uniformed personnel and nine support staff. We 
have 14 stations (10 on Maui, three on Moloka‘i 
and one on Lana‘i); 18 companies (14 engines, two 
quints, one rescue, one hazmat); and two battalions. 
Our fleet also includes five water tenders and four 
mini-trucks. We also have two brush trucks for wild-
land fire response, which makes up most of our fire 
response. (See “Island Interface,” pg. 22.)

To address the rescue challenges Maui County’s 
environment presents, we have three rescue boats, 
four Jet Skis and one helicopter used for surf rescue, 
water search and rescue, and mountain/cliff search 
and rescue. Our minimum staffing is four personnel 
per company. If a significant fire or emergency event 
occurs on any of the islands within the county, addi-
tional resources will either boat or fly over to assist.  
(See “Island Hopping,” right.) MCFD has only one 
company dedicated to technical rescue, Rescue 10, 
which is stationed on the island of Maui. This com-
pany responds to all four islands when necessary, 
usually by helicopter. Rescue 10 also serves as one 
of our fireground support companies at building 
fires and is typically dispatched with the first alarm. 
Our one dedicated hazmat unit, Hazmat 10, is also 
stationed on Maui and also serves as a fireground 
support company. Since any significant emergency 
depletes our resources quickly, we utilize call-back 
crews and fire administration personnel as our next 
line of defense.

Training
Because each station must be fairly self-sufficient, 
training is very important in our world. Our training 
plan has three elements: initial certification, continu-
ing education and professional development.

We are a Pro Board organization, and our initial 
certifications align with appropriate NFPA standards. 
Continuing education delivered via quarterly drills 
helps maintain minimum skills for driver operator, 
suppression, technical rescue and hazmat. We also 
have training programs, organized in a cadre system, 
that are managed by a program director. As part of 
our professional development component, we offer  
officer-development certifications annually. These 
cadres coordinate with the department’s training 
bureau to deliver approved curriculum. Programs 
include EMR, vehicle extrication, surf rescue, rope res-
cue, dive rescue, confined-space rescue, fireground 
operations, fire apparatus driver/operator, FGS/RIT, 
hazmat, ICS, and wildland. We use hands-on applica-
tions as well as online educational deliveries.

Our department is also heavy into all-hazards 
incident management team (AHIMT) training, delivering position-specific 
training on a regular basis. All of our officers have completed ICS 300 and 
400, which is the foundation of the AHIMT development. Our organization  
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MCFD’s training facility has 
multiple training props to prepare 
responders in a realistic manner.



B SHIFTER

GREETINGS FROM MAUI

22

cooperates with the other county organizations to train a 
team that can deploy to big events locally and abroad. For 
the most part, our training facilities provide realistic training 
opportunities. We have multiple training props for all fire-
fighter tasks. Our 1,800-square-foot, single-story burn prop is 
made out of Conex boxes. It has a 900-square-foot combus-
tible flat roof on top, which allows us to ventilate over fires 
and coordinate fire attacks in a realistic way. 

Event though we do have a training facility available, 
our department faces the additional challenge of flying and 
boating personnel to Maui for training. There is an obvious 
logistical piece that we must manage carefully to meet train-
ing levels, and with that come travel and overtime costs. We 
are always looking for practical solutions that increase train-
ing efficacy and limit expenses. 

A Portable Training Solution
One of the ways MCFD manages its multi-island train-
ing challenge is with the Blue Card Command Program, 
which includes a 50-hour online course based on the 
“Fire Command” curriculum package. After completing 
the 50-hour online program, students can participate in 
Blue Card’s evaluation/testing phase: a three-day simu-
lation lab. Many Blue Card students complete the sim-
lab portion at Command Training Centers (CTC) situated 
throughout the continental United States. However, one 
of the unique aspects of the program—and one that 
makes Blue Card ideal for a department like ours—is the 
CTC in a Box. This is basically a cache of laptops loaded 
with the simulations necessary to complete the three-day 
evaluation sequence. The CTC in a Box allows us to bring 
training from Maui to our members on Moloka‘i and 
Lana‘i—the two other inhabited islands we serve.

We exercise our Blue Card command and control skills 
on a quarterly basis. Annually, we complete a live-fire, real-
time multi-company response in order to exercise our command and control 
capabilities from the fast-attack position. It is the culminating event of all our 
suppression training within that year. This training allows us to practice the 
transition from a fast-attacking IC to a strategically positioned IC. 

In October 2012, we got a real-life opportunity to put our Blue Card train-
ing to the test. Only half of our officers had completed the three-day certifica-
tion when we got toned out to a large, two-story commercial building with a 
working fire on the second floor of the Delta Side. The building sat between 
two heavily occupied, two-story condominiums. The call came in at approxi-
mately 0600 hours on a weekend.

The alarm was quickly upgraded. In our system, this means six engines, 
two trucks, one rescue, one hazmat, two response chiefs, and administration 
positions were dispatched, exhausting about 95 percent of our response force 
on that island. I was called out from my home approximately 50 minutes from 
the fire. As I drove to the scene, I listened to the radio communications. I had 
never heard our people speak with such calm and clarity. When I arrived, the 
organization seemed in control. The initial strategy was offensive with coordi-
nated vertical ventilation and attack lines to the second floor for fire control. 
The battalion chief for that shift, Capt. Kelan Puaa, was on temporary assign-
ment. After he arrived on scene, he switched the strategy to defensive as the 
fire had taken hold of the attic. Prior to the Blue Card training, our members 

Island Interface
Even paradise gets its 
share of wildfires.

Although Maui can be quite humid, it’s not immune 
to wildfire activity. The south and west sides 
of the island—the sides most popular among 
tourists—burn the most frequently. These fires 
burn in the Kiawe trees and light brush, traveling 
on the strong, swirling winds and wreaking havoc 
on county fire resources. These fires travel hot and 
fast, typically running into highways, where they 
prevent tourists from getting to the airport and 
prevent locals from getting to work.
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would have been unsure of this decision. It was fortunate that Captain Puaa 
had just completed his Blue Card certification prior to this call. He organized 
the building into divisions and assigned division supervisors (something else 
we would have been unsure of previously). As the incident progressed, more 
companies arrived on scene. Only 
half had received their Blue Card 
training. You could hear a signifi-
cant difference in communications 
between those who had completed 
the training and those who had not. 
This gap would soon catch up with 
us. We employed multiple opera-
tional channels to minimize radio 
chatter. That went sideways quickly; 
we lost track of resources and assign-
ments. At that point, we were defen-
sive, so all resources were positioned 
outside and beyond the collapse 
zone. Still, we were disconnected throughout portions of the incident, and 
trying to account for our resources was difficult. We did manage to get 
things under control, and the fire did go out. The support functions within 
the command post were great, which allowed us to transition command 
well. However, the difference between the Blue Card personnel and those 
who had not received their training was pretty clear.

The moral of the story is that the Blue Card system made our depart-
ment better. Its positive effects are numerous and appear at many levels. 
It has had a huge impact on our department at many different levels—
from the old school officers down to the rookies just out of recruit school. 
The standardized perspective, communications, and actions have simpli-
fied things for everyone, including our officers. Decisions are clearer, and 
unnecessary communications have been minimized. Coordination and 
accountability are improved. 

We first considered a program like Blue Card not only because it 
allowed us to bring training to all our members, but because I could see 
the system would deliver great training impact in a relatively short time for 
a good price. Although this program is new to our system, it has merged 
well into our existing training program. We have certified all of our com-
pany officers and battalion chiefs. Our driver operators/acting officers 
have completed the online course and currently are completing the officer 
certification. Our department is still in transition, but the future looks bright, 
and we now have a good foundation to build upon. We are considering a 
fixed CTC in the near future so we can host certification labs for other counties 
within the state of Hawaii. 

Amos Lonokailua-Hewett is a newly promoted bat-
talion chief with 19 years in the fire service, all with 
the County of Maui.  His last assignment was with the 
training bureau for 3.5 years, where he trained and 
certified new recruits. He is the lead instructor for 
fireground operations and Blue Card command and 
control training for the department. He has spent 
time as a captain on a Ladder 3, which also com-
mands a rescue boat.  Amos is lead for the Research 
and Development Committee in the department, 
as well as works on various projects to include SOP 
development and apparatus standardization.
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Azure-blue waters and surreal 
mountains sometimes serve as 
picturesque backdrops for trouble. 
MCFD responders not only know 
and respect the terrain, they are 
thoroughly prepared to work in any 
environment.

Click here! Questions 
or comments for about 

this article? Join the discus-
sion at the B Shifter forums.

http://bshifter.com/linkmap/lmap.aspx?mp=forum
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As the operations chief of the Olympia (Wash.) Fire Department, I understand that any of 
my firefighters could run out of air and/or become lost, disoriented, injured or trapped 
during interior fireground operations. With this in mind, I want to do everything I can to 

prepare my firefighters and my department for the unthinkable mayday situation. 
One of the things that can help us prepare is the International Association of Firefighters 

(IAFF) Fire Ground Survival (FGS) Program, which provides mayday-prevention and incident-
operations training. The program delivers situational-awareness education to individuals and 
departments to help them prevent and prepare for maydays. Taught by IAFF FGS-certified 
instructors,the program utilizes NIOSH reports, incident-management techniques, hands-on 
training and best practices for self-survival.

As invaluable as this program is, its implementation can prove challenging for smaller 
departments like mine, or others with limited resources. In this article, I will briefly describe the 
FGS program, outline some of the obstacles to implementing the program and describe how 
my department used teamwork to overcome these challenges.

 

Learn how one department worked with its neighbor to fund 

& staff the IAFF’s Fireground Survival Program.

BY PAT DALE
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Core Components
The IAFF FGS Program has a five-part curriculum that covers the following:

•	 Preventing the mayday;
•	 Being ready for the mayday;
•	 Self-survival procedures;
•	 Self-survival skills; and
•	 Firefighter expectations of command.
The FGS program offers the following courses, most of which are required: 
1. IAFF FGS Online Awareness Course—This online training program is 

free of charge to IAFF affiliate organizations and is the prerequisite to 
any of the next levels of certification.

2. IAFF FGS Train-the-Trainer Course—IAFF master instructors certify 
department members to teach others. To participate in the course, 
members must: complete the Online Awareness Course; be a fire-
fighter or be employed by a fire department and involved in a fire-
service training program; have one year of teaching experience; 
demonstrate the ability to teach from prepared materials; and be 
certified to the NFPA Instructor I level or equivalent. IAFF-affiliated 
fire departments can schedule a four-day FGS Train-the-Trainer 
Course through the IAFF Occupational Health, Safety and Medicine 
Division. The fee for the course is $45,000 for up to 30 students.

3. IAFF FGS Operations Course—There are two delivery options:
a. Direct Delivery. This option is hosted by a fire department for 
its own members after they have completed the Online Aware-
ness Course. This option provides six IAFF master instructors for 
three days (24 hours) of instruction. The fixed fee is $35,000 for up 
to 30 students. Departments can purchase props from the IAFF for 
$12,000, or they can build their own using IAFF specs. 
b. Indirect Delivery. This option is available to fire departments 
that have completed the Train the Trainer course. The department 
utilizes its own IAFF-Certified FGS instructors 
and, when needed, FGS assistant instructors 
(see below) to deliver course material to mem-
bers who have completed the Online Aware-
ness Course. The department must purchase 
props through the IAFF or build them accord-
ing to the IAFF’s specs. IAFF branded signage 
is required as well.

4. IAFF FGS Train-the-Assistant Instructor Course—
During the Train-the-Trainer Course, selected 
department members are trained to assist the 
FGS-certified instructors in training members of 
their own department. There is a $200 fee per 
member.  Note: For complete details of the cer-
tification process and fees, visit www.iaff.org

Challenges
As you can imagine, the program might be cost-prohib-
itive for smaller departments or even larger departments that have suffered 
serious funding cuts. Many department training budgets have been slashed 
to keep fire stations open and engines rolling. However, I personally see the 
FGS program as an investment in safety rather than an expense. I completed 
the FGS Train-the-Trainer Course, and it exceeded my expectations. The cur-
riculum is some of the best I have encountered, bolstered with contemporary 
fire-science data and NIOSH case studies.

Aside from cost, another challenge departments with limited resources 
might encounter is staffing. In my experience, it takes significant resources 

The IAFF’s Fire Ground Survival Program 
incorporates hands-on training as well as 
classroom instruction, which helps make 
the curriculum pertinent and dynamic.

www.iaff.org
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to deliver any new training program, and the FGS program is no exception. 
Simply convincing a department’s administration to adopt and pay for a new 
program takes a lot of time and legwork. You’ll need someone to develop 
and submit the proposal to department decision-makers. If it gets approved, 
you will need staff to develop (and eventually revise) a detailed plan for the 
training process, and you’ll need someone to create department guidelines 
or policies to complement the program. This takes a lot of 
personnel hours that many departments can’t spare. 

The final (and biggest) challenge is a logistical one. The 
FGS program has specific host-site specs, required for safety 
and standardization, which few departments can meet.  The 
program requires a training structure/facility (e.g., training 
building, training tower) with the following:

•	 Three or more floors with windows on each floor 
where ladders can be positioned;

•	 Three or more rooms no less than 10 feet x 10 feet. 
Rooms must have furnishings that can be moved from 
room to room. Rooms must be able to be darkened;

•	 Anchoring points must be available on each floor for 
securing belay systems;

•	 Two or more entrances /exits to structure; and
•	 Electrical sources must be available. 
In addition, the program requires a large area where mul-

tiple skills can occur without interfering with each other—an 
area measuring 100 feet x 100 feet or more is recommended. 
It also requires training grounds, training equipment, medical 
and logistical facilities, equipment and PPE. Air and rehab sup-
port must be available at all times during hands-on training.

The FGS program also requires a space for housing the 
props associated with the survival skills and techniques train-
ing. This space must be out of the elements (either indoors or 
under a shelter) and it should be close to a classroom facility. 

Overcoming Obstacles the Olympia (Wash.) Way
In 2012, an executive board member of the Washington State 
Council of Fire Fighters asked me about hosting the IAFF 
FGS Program in Olympia. He had previously approached 
the larger metro fire departments in Washington State, but 
even they could not accommodate the program due to 
facility, funding or staffing constraints. Operating alone, my 
department could not have participated in the FGS program 
either—we simply didn’t have the budget. 

We did, however, have a great facility. In 2008, the gra-
cious citizens of Olympia passed a fire-department bond, 
which included a new training center. The performance-based 
training facility—named the Mark Noble Regional Fire Training 
Center (MNRFTC) after late Olympia firefighter Mark Noble—
was completed in early 2012.

Personnel for the FGS program would have 
been difficult for us as a singular department, but we 
had already tackled this difficulty as well, thanks to 
our new facility. Staffing the MNRFTC with our department’s limited  
numbers would have been impossible, so we approached our neighbor, Lacey 
(Wash.) Fire District 3, about merging our training staff with its training team. 
We named this regional training division the Capital Metro Fire Training, and 
it provides training to approximately 180 members from both departments.

A Perfect Fit
FGS Program Aligns with 
Existing Department Training

Part of my job as operations chief is to run my 
department’s training center. Under the direction 
of the fire chief, I developed the following 
approach:

1. We utilize a regional perspective to ensure cost 
recovery and provide a format for sustainability.
2. We use known/recognized curriculums 
associated with respected fire-training programs. 
Initially, we focused on three of them:

a) Command training via the Blue Card 
Command Certification Program;
b) Live-fire training utilizing The Nozzle 
Forward training program as applying Blue 
Card’s training in context; and
c) Truck company operations training (yet to 
be developed).

3.  We utilize train-the-trainer formats whenever 
possible.
4. We employ a philosophy of connecting strategic, 
tactical and task levels whenever possible.

The IAFF FGS Program fit perfectly with our 
approach to training, specifically:
1. It allowed us to work with a neighboring 
department—and others within our state and 
beyond; 
2. It’s a tangible curriculum associated with a 
known fire training program and a known entity;
3. It allows us to take advantage of the FGS’s train-
the-trainer format; and
4. The training strives to connect the strategic, 
tactical and task level training whenever possible.

—Pat Dale, OlymPia (wash.) Fire DePartment
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With training staff in place, the only hurdle that remained was 
the $45,000 necessary to fund the FGS Train-the-Trainer Course. The 
Capital Metro Training venture provided a platform to initiate finan-
cial discussions with Lacey Fire District 3. By using a combination of 
operating and capital budgets from both Olympia and Lacey, we 
were able to raise most of the required $45,000. We chose mem-
bers from the Olympia Fire Department and Lacey Fire District 
3 to attend the Train-the-Trainer class. This totaled 16 of the 30 
maximum for the course. To further offset costs, we worked with 
the IAFF to invite members from both regional and out-of-state 
departments to attend our train-the-trainer. By the time the class 
was held in October 2012, the class was full. A combination of over-
time at Olympia and Lacey, plus a newly implemented comp-time 
policy at Olympia, allowed us to compensate members for any off-
duty time spent taking the class. 

 The IAFF FGS Program is the fourth training program imple-
mented at the MNRFTC. Currently, Capital Metro Training is 
delivering the IAFF FGS program to in-service companies of the 
Olympia and Lacey Fire District 3 fire departments. Our certified 
IAFF FGS instructors are training our companies in strict accor-
dance to the IAFF FGS curriculum, including the instructor to stu-
dent ratio of 1:5. We plan to continue this throughout 2013 in order 
to certify our incumbent workforce. Once our instructors have 
gained experience teaching the course to all of our members, we 
will offer the training to the region.

Conclusion
I have more than 30 years of experience, and the FGS training 
reminded me of just how dangerous our profession is. We’re talk-
ing about understanding and applying techniques to beat your 
way through a wall in the hope of finding a more survivable envi-
ronment. With the information I’ve gained from the FGS program, I have con-
cluded my previous training on rapid intervention, or “outside-in” rescue, has 
serious limitations. I’m now convinced that the best chance a firefighter has 
to survive a mayday situation is self-rescue. It’s imperative that our members 
know how to save themselves.  

Click here! Start or join a discussion about this  
article at B Shifter’s new forums.

Pate Dale is the assistant chief of operations for the Olym-
pia (Wash.) Fire Department. He has more than 30 years of 
fire service experience in numerous disciplines, including fire 
suppression, EMS, hazmat, training and management. Dale 
currently serves as an IMT Type 3 incident commander for 
Homeland Security Region 3.

To ensure consistency and quality, the 
IAFF Fire Ground Survival program 
requires specific structures, facilities and 
equipment. The necessary props can be 
purchased from the IAFF or built to  
its specs.

http://bshifter.com/linkmap/lmap.aspx?mp=forum
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I 
recently spent 15 months working in an outpatient physical-therapy clinic. During 

that time, I worked with many injured firefighters. On one particular day, I over-

heard one of them remark, “Brunacini used to say the fire department takes bet-

ter care of its trucks than its people.” It is unfortunate, but the fire service is not alone in 

its frustration regarding injured personnel. Although athletic teams and industries might 

utilize pre-participation physicals and performance testing, neither of these appears capa-

ble of assessing human durability or predicting injury.1 To augment these types of tests, 

fitness and medical professionals are now beginning to assert that a qualitative movement 

standard may be the missing variable.2 How fast you can run a 40-yard dash or how much 

weight you can squat are measures of performance and can provide us only quantitative 

information. The piece that might be missing is the ability to rate and rank movement 

quality independent of fitness and performance. It has become apparent that we must 

recognize the difference between movement capacity and movement competency.3 

By Connie Tillmans
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The Optimum Performance Pyramid shown in Image 1 illustrates the idea 
that functional movement patterns are necessary to support movement capacity 
and specialization.4 Research findings indicate that taking movement quality into 
consideration could be the key to reducing the rate and severity of injury.5, 6, 7 The 
Functional Movement Screen (FMS) offers the fire service the opportunity to take 
a giant step forward in protecting its personnel and its budgets.

FMS: The Missing SOP?
The idea that a screening tool can have predictive value 
is not new. Blood pressure and blood work can indicate 
when an individual is at risk for a heart attack or stroke, 
even when the individual is asymptomatic. Blood- 
pressure and blood-lipid measurements allow a physi-
cian to intervene before a life-threatening event occurs. 
FMS was designed with the same idea in mind: Identify 
those who are at risk of injury and implement corrective 
strategies. This group of seven tests exposes mobility 
and stability deficiencies, painful patterns, and differ-
ences between the right and left sides, which allows 
them to be addressed before problems arise.8 (Please 
click the paperclip at left to view the seven tests 
that make up FMS.) Fundamental and higher-level  
movement patterns are assessed, with correction of the 
fundamental movement patterns taking precedence 
over the higher-level patterns. Established criteria 
allow the tester to objectively score each pattern, with 
21 being a perfect total score.9 Although this group of 
tests was developed with high-school athletes in mind, 
its ability to identify individuals at risk has been exam-
ined in other settings, including the NFL.  

Initial findings within the NFL indicated that players 
who scored 14 or below were 2.2 times more likely to be 
injured and that players who presented with asymmetries 
were 1.8 times more likely to be injured.10 NFL research 
also revealed that if a player had an FMS score of 14 or 
less, the probability of a time-loss injury increased from 
15 percent to more than 50 percent.11 Much like the 
NFL, the fire service invests in training, maintaining and 
protecting their personnel and they, too, have begun to 
investigate the effectiveness of FMS utilization. 

In 2007, Peate et al. published a study that involved 
433 firefighters. One of its purposes was to examine 
the effectiveness of interventions that were based on 
FMS data. Once screened, firefighters participated in 
a multifaceted program that included exercises designed to improve flexibil-
ity and core strength. During a 12-month period, time loss due to injury was 
reduced by 62 percent, and the total number of injuries was reduced by 42 
percent.12 Also in 2007, Captain Michael A. Contreras of the Orange County 
Fire Authority (OCFA) compiled data following the implementation of a com-
prehensive wellness program, which included FMS.

In 2002, Captain Contreras began to develop a wellness program that 
placed an emphasis on annual physicals, fitness assessments, proper train-
ing in regard to workouts, and education. An overall reduction in worker’s 
compensation was noted. However, in 2006 Captain Contreras sought to 
further lower injury-related costs, and that is when FMS was introduced. 
Data collection began in 2002 with 786 firefighters. The overall work-
er’s compensation cost being generated at that time was just under $8  

Image 1

Image 2: A Southern California fire 
department noted marked reduction 
in worker’s compensation costs after 
introducing a wellness program that 
incorporated FMS.
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million. In 2007, Captain Contreras completed his data collection. By that point,  
the number of personnel had risen to 828 firefighters, however worker’s  
compensation had fallen to just below $4 million. (See 
Image 2.) Injury cost per employee dropped from 
about $10,000 to under $5,000, as did cost per injury, 
falling from approximately $22,500 to around $7,500.13 
These findings primarily reflect the effectiveness of 
a multifaceted wellness program. Captain Contreras 
would continue to investigate the components of 
an effective wellness program, this time focusing his 
attention on FMS.

As wellness and fitness coordinator, and later as 
academy coordinator, Captain Contreras remained 
concerned with the toll that injuries were taking on 
OCFAs personnel and system. As academy coordi-
nator, he continued to investigate how FMS could 
decrease the rate of injury, increase individual work 
capacity, and protect not only fire-service personnel, 
but also the department’s budget. He screened a total 
of 112 recruits who participated in academies 33–36 
and incorporated corrective exercises into their physical training. The data 
revealed that recruits who scored 14 or below were three times more likely to 
become injured. When tower times were compared, the 14 and below recruits 
also demonstrated a decreased work capacity when compared to recruits who 
scored 15 or higher. Following the academy, all recruits were then monitored 
within the system for two to three and a half years, depending upon when they 
had completed their training.14

Recruits were broken into two groups: those who scored 14 and below 
and those who scored 15 and above.

Criteria were established for the medical claims. The claims analyzed were 
those that could be classified as sprain/strain injuries and exceeded $500 in cost. 
A total of 43 claims were analyzed, with a distribution as follows:

As the data shows, 58 percent of the 14 and under group reported inju-
ries that met the claim criteria, while only 20 percent of the 15 and over group 
generated these types of claims. The differences between these two groups 
became even more apparent when the actual claim costs were examined.15

While the 15 and over group (59 recruits) was slightly larger than the 14 
and under group (53 recruits), the 14 and under group generated more than 

Image 3
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six times the worker’s compensation cost when com-
pared to the 15 and over group. (See Image 3.) Upon 
further analysis of the claims, it was also noted that 
the injuries sustained by the 14 and under group had 
a higher average cost. While 45 percent of the claims 
reported by the 14 and under group fell into the  
$10,000–$350,000 range, 67 percent of the injuries 
reported by the 15 and over group cost less than 
$5,000. What these ranges seem to indicate is that 
not only was the overall cost for the 15 and over 
group less, but also that the injuries sustained by 
the 15 and over group were less severe (if based on 
cost.) Taking it all one step further, average claim 
costs were then calculated. Consistent with all of 
the previous findings, the average claim cost for a 
recruit within the 14 and under group ($28,685) was 
substantially larger than the average claim cost for a recruit who scored 15 or 
higher ($11,077.)16  (See Image 4.)

The existing data regarding FMS and the fire service is extraordinarily 
compelling. Consistent with the NFL data, a score of 14 or below within the 
fire service appears to be a significant predictor of injury. The ability to iden-
tify the individuals at risk generates an opportunity to intervene. Successful 
intervention not only benefits the individual firefighter, but also department 
budgets. What becomes apparent in Captain Contreras’ data is that small 
groups of firefighters with poor movement patterns have the ability to greatly 
impact department budgets. However, when FMS is included as a compo-
nent of a comprehensive wellness program, it becomes possible to identify 
those at risk. Once identified, poor movement patterns can be addressed, 
which reduces the individual risk and can lead to increased work capacity and 
a decrease in unfunded liability. 

As a clinician, I have had the opportunity to work with injured firefight-
ers. It is a demanding profession and the risks are inherent, but the available 
data indicates that firefighters with better movement patterns are injured less 
frequently and less severely. If FMS is utilized to help decrease the rate and 
severity of injury, it could play a significant role in helping firefighters make it 
to the end of their careers with less disability and pain. By combining perfor-
mance testing with FMS, a more complete assessment of human function has 
been created.17 The opportunity for a paradigm shift is at hand. What currently 
exists is an occupation with one of the highest rates of injury trying to manage 
within a climate of shrinking budgets. The good news is that an evidence-
based solution exists. With its ability to gauge movement quality and predict 
injury, FMS is a standard operating procedure capable of sparing firefighters 
and city budgets unnecessary harm.  

To learn more about the Functional Movement Screen, go to:  
functionalmovement.com and graycookmovement.com.

Connie Tillmans, M.S., ATC/L, FMS-C is a certified 
athletic trainer and consultant based out of Phoenix, 
Ariz. She completed a Master of Science degree in 
Exercise Physiology at Colorado State University and 
a Bachelor of Science degree in Athletic Training at 
the University of Wisconsin—LaCrosse. A firm believer 
in continuing education, Connie has successfully  
completed additional certifications including FMS and 
Graston.  Her professional experience covers a broad 
spectrum including high-school athletics, outpatient 

Image 4
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rehabilitation and several years as a consultant to Disney. She believes in taking 
an evidence-based approach to medicine and would like to continue to evolve 
as an orthopedic preventive medicine specialist. Connie’s interest in develop-
ing injury-prevention programming for the fire service is the direct result of time 
spent with firefighters in outpatient rehabilitation, the mounting research indi-
cating the effectiveness of FMS, and Captain Contreras’ groundbreaking utiliza-
tion of this approach in Orange County, Calif.

 The author would like to thank Alan Brunacini for the opportunity to pres-
ent this information and Boe Garry for introducing her to Alan Brunacini.  She 
would also like to thank Lee Burton, Gray Cook, Mike Contreras, Kyle Kiesel, 
Julia Galbus, and Michelle Garrido Sutton for their input, guidance and sup-
port.  Finally, the author would like to extend her eternal gratitude to the staff 
at the Apple Store in Scottsdale, Ariz., for their unfailing patience and genius. 
Connie can be reached at connie.tillmans@gmail.com.
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The American Fire Service has seen an increase in large-
scale violent incidents. We have bad guys killing people 
on mass scales. These events are no longer isolated in 

the “rough” areas of our cities or communities. They can occur 
anywhere—schools, businesses and places of worship.

Recently, my department responded to a violent incident 
in a three-story office building. A man had become angry with 
an attorney after things didn’t go his way. He went to his car, 
retrieved two guns and began shooting in the office. Upon dis-
patch, we were aware that we had patients with multiple gun-
shot wounds, but we hand no idea where the bad guy was. The 
dispatch information indicated we should stage our units for PD, 
as is our standard operating procedure for this type of active 
violent event. The first-arriving company officer (IC No. 1) had all 
of the responding units stage in a safe location, which was also advantageous 
for operational purposes. He was able to make contact with a PD supervisor 
just outside of the hazard zone who had established a safe corridor and work 
area with heavy force protection. He provided patient information, allowing IC 
No. 1 to assign appropriate units to the treatment sector. They made entrance 
together, treated, extricated and then transported all the patients. IC No. 1 
was able to clearly communicate the conditions and plan to the first-arriving 
battalion chief (IC No. 2), who was able to communicate with the PD super-
visor directly, allowing for necessary information sharing. Once the patients 
were gone, the fire units left the hazard zone, and the police continued their 
hunt for the bad guy.

Without a well-coordinated, well-communicated plan, this event could 
have spiraled out of control, leading to firefighter injuries or worse. It is time 
to address violent incidents and adapt our fireground operating systems to 
these events to ensure crew safety and public confidence in our response. 

Strategic Decision-Making
Since the beginning of my career, I have been taught that all fireground opera-
tions should be managed utilizing our strategic decision-making model within 
a standard, well-practiced incident-command system. In order to improve my 
ability to manage risk on non-fire scenes, I have had to adapt this highly effec-
tive decision-making matrix for any type of incident. It’s simply is not enough 
to rely on gut instinct. Our safety depends on our ability to define the possible 
hazards and to have a well-communicated and practiced response to them.

This decision-making model includes the incident’s critical factors; posi-
tion in the risk-management plan; strategy; incident action plan; and the con-
tinual review/revision based on actions and conditions. This cyclical process 
continues until all tactical benchmarks are met. On the fireground, the tactical 
benchmarks are all clear, under control and loss stopped. What if we applied 

Response Under Fire
Bulletproof your response to violent incidents by 
adapting tried-and-true hazard-zone systems.
BY CHRIS STEWART

Firefighters are responding to a 
growing number of violent events. 
In some cases, fire-rescue personnel 
are the bad guys’ target. Applying 
our standard hazard-zone systems 
to these incidents can keep us safe 
while we work to help others.
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this model to all incidents and, specifically, known violent incidents? I find it 
works beautifully.

Critical Incident Factors
Identifying the critical factors on any incident scene is imperative to under-
standing the event and responding appropriately. We typically define this 
process as our size-up. What should a violent incident’s size-up include? First, 
dispatch should provide at least a clue to the nature of the violence (guns, 
knives, explosives) and rapidly update information as it becomes available. I 
think a standard pessimistic (vs. cynical) approach based on the initial informa-
tion is necessary. A standard set of critical factors for these types of incidents 
should include:

•	 Nature of violent incident;

•	 Location of incident and/or patients; 
•	 Number of patients; 
•	 Whether there is a history with this address and/or person;
•	 Based on the dispatch or my interpreted information, should we 

stage until the police department has rendered it safe? (In my depart-
ment, many of our dispatches automatically require staging until the 
police have rendered the scene safe); 

•	 Are the police on scene yet?
•	 Can I communicate directly with the police department either face to 

face or on the radio?
•	 If the entire scene is not safe, can the police department provide a 

safe corridor or work area to begin triage and treatment?
•	 If scene is totally unsafe, can the police department bring the injured 

patients to a safe treatment area?
Our up front information is rarely perfect. These situations evolve rapidly, 

and you should assume the information you initially receive will change. It is 
important to approach these incidents slowly and cautiously. Over committing 
too early can really put you and your crew in a bad position. Based on your 
size-up, you should balance your actions with a sound risk-management plan.

Risk-Management Plan
It is critical that we base our actions on a sound risk-management plan. The 
standard risk-management plan we use on the fireground works perfectly for 
these incidents.

 ü We will risk a lot, in a calculated manner, to save savable lives.
 ü We will risk a little for savable property.
 ü We will risk nothing for what is already lost.

If we apply this plan to violent incidents, our chances to have a predict-
able, safe outcome for our firefighters increases significantly. For example, 
if my crew and I can enter a violent hazard zone with appropriate police  
protection in order to treat and extricate an injured person as part of a well-
communicated plan, we will. I am not the least bit interested in getting shot, 
stabbed or assaulted, but I am willing take a calculated risk as a part of my job.

My crew and I will not be lured into a dangerous or uncontrollable situ-
ation to save nothing or something that is clearly lost. When you choose to 
stay back at these times, bystanders might verbally assault you. I am willing to 
get my ass kicked in this manner to keep my crew safe. I liken it to our Code 3 
driving rules. As my former fire chief once said, “If you don’t make it to the call, 
you can’t do your job.” If I can’t keep my crew safe entering the scene, there is 
no way I can give anybody good care.  
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Strategy
We don’t often have strategy discussions in relation to non-fire incidents, but 
choosing our operational posture is important no matter the situation. Our 
strategy should define our actions based on our location and proximity to the 
hazard.

The terms offensive and defensive are very familiar to any company officer 
who has been semi-conscious during the past decade. An offensive strategy 
at violent incidents means entering the hazard zone to treat or extricate vic-
tims based on the assumption of the critical factors and the risk-management 
plan. This strategy involves communication with the police department, inci-
dent command (if a stationary IC or IC No. 2 is present) and other crews oper-
ating on the same scene. This is done by considering the same elements we 
consider when entering a structure fire, including how we are getting in, main-
taining an effective exit plan and consistently evaluating the conditions. This 
means controlling the conditions within our power or leaving when we can’t 
control them. Communication is critical for accountability, and it ensures that 
subsequent-arriving units understand the plan.

A defensive strategy at these incidents is defined by taking a posture out-
side of the hazard zone to stage until the scene is deemed safe, or to estab-
lish a triage, treatment and transportation system ready to accept patients 
removed from the hazard zone. This strategy is usually taken when we have 
prolonged violent incidents or during episodes that are so volatile that the 
police department is unable to ensure safe areas or corridors for our efforts. 
In this situation, our presence in the hazard zone may be detrimental to police 
activity, or we simply might not be able to plan for our safety or retreat. Again, 
if we become part of the violence, we are not able to do our job.

I have seen many incidents that have required a change in strategy based 
on the conditions and actions of either bad guys or the police department. In 
these cases, just as in the traditional fireground scenario, it is critical to rec-
ognize changing conditions. Once recognized, we must clearly communicate 
the change and verify an accountability process to ensure all of the companies 
have heard the change and retreated appropriately. This doesn’t mean pulling 
our dresses over our heads and running away. It means removing ourselves to 
a safe area and being ready to do our job from this position. 

Incident Action Plan
These incidents are very fluid and dynamic. As such, they require each depart-
ment to follow their own procedures and best practices consistently. The 
incident action plan (IAP) must be safe, well communicated and consistently 
evaluated against the conditions and the effectiveness of the actions. This 
requires an acting incident commander (IC). Whether that person is the cap-
tain/lieutenant/field general working in the hazard zone or a command officer 
sitting in a chief wagon, they must manage the plan simultaneously with the 
work to ensure firefighter welfare.

As in fire incident command, if the conditions and actions don’t match, 
or if the situation is not improving, a new approach is required. This new 
approach must consider both firefighter safety and the effectiveness of the 
work. Communicating any changes to the IAP ensures that all units are work-
ing safely and within the same plan.

Conclusion
For years, company officers in our rougher first-due areas have practiced a 
higher level of risk management with regard to non-fire responses. We have 
traditionally assigned this skill area to the street smarts and experience 
acquired when working in dangerous environments. We have taught our 
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crews to remain self-aware, and we have watched out for each other on these 
calls. These unwritten behaviors have been successful up to now. However, 
the level of risk, uncertain nature and frequency of these events require a 
more definitive approach. 

Applying our standard decision-making model is an effective way to han-
dle known violent incidents upon dispatch. I’m not sure really what the solu-
tion is when someone stages an event specifically to attack firefighters. It is 
imperative we remain aware of our surroundings; when things smell bad, they 
usually are. We can use these gut feelings to keep each other alive. 

There are certain issues that need a serious tone. Firefighter safety is 
not a joke. Let’s remember, however, we are B-Shifters. Let’s be serious with 
a smile. As the great prophet and legendary anchorman Ron Burgundy once 
said, “I’m proud of you fellas. You all kept your head on a swivel, and that’s 
what you gotta do when you find yourself in a vicious cock fight!”  

Click here! Visit B Shifter’s new forums to discuss 
your opinions with other company officers.

Chris Stewart began working for the Phoe-
nix Fire Department (PFD) in 1991. He 
became a firefighter in 1993, and has spent 
the majority of his career working on busy 
engine companies. In 2000, he became the 
company officer of an engine company. 
Chris has served as a recruit training officer 
at the PFD training academy. He has devel-

oped multiple procedures and training for the PFD including high-rise opera-
tion, air management and bulk fuel storage facilities. He is currently assigned 
to Battalion 3 on B Shift. Chris was fortunate enough to marry his high-school 
sweetheart and is proud to have two sons who take after their mother.

http://bshifter.com/linkmap/lmap.aspx?mp=forum


One of the recurring Blue Card requests we receive is for a Rosetta 
Stone of sorts, something that translates and describes the Blue Card 
deployment terminology. Real-world tactical scenarios provide the 

most basic and fundamental example of these terms. To this end, we will use a 
different scenarios to demonstrate the nuts and bolts of a Blue Card firefight.

Level 1 Staging
Structure fires require multiple units to complete the tactical priorities for the 
incident and to maintain a safe tactical reserve. While staffing and resource lev-
els vary by department, Blue Card recommends the following resource levels:
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Blue Card Vocab Primer 
Definitive answers to your Blue Card 
terminology questions.
BY NICK BRUNACINI



In the residential example shown below, Engine 1 was the first company to the 
scene of a house fire. When E1’s officer took command of the incident, it automati-
cally activated Level 1 staging procedures. Level 1 staging SOPs have the initial- 
arriving engine and ladder companies responding directly to the scene, along 
with the initial-arriving battalion chief. All other responding units must stage 
short of the scene to await an assignment from the incident commander (IC) 
prior to going to work. 

At this point in our scenario, Engine 1 and Ladder 1 are operating at the 
scene. Engine 2 is staged at the west end of the block. Engine 3 is staged north-
east of the incident scene. The initial-arriving battalion chief has not arrived yet. 

When Level 1 staging, engine companies should not pass their last water 
option, and ladder companies should not pass their last point of access to the 
structure. The intent of Level 1 staging procedures is to prevent later-arriving 
units from committing themselves to the incident operation outside of the IC’s 
incident action plan (IAP). The only way the strategic level of the incident organi-
zation can manage the accountability for these later-arriving units is by purpose-
fully assigning each unit to the incident operation.  

Companies stage in their direction in relation to the incident scene. For 
example, consider this radio report for Level 1 staging units: “Engine 2 is staged 
west.” The IC should acknowledge staging reports in the following fashion: 
“Command copies. Engine 2 is staged west.” There is no need for the Dispatch 
to parrot back Level 1 staging reports. 

On Deck
There are major challenges associated with managing 
attack positions. These include air management, the 
standard company work cycle, sustaining the attack 
and maintaining a tactical reserve. The on-deck piece 
of the three-deep deployment model has a positive 
effect on all of these attack position management 
requirements. 

Let’s use the diner fire at right as an example. 
The initial attack position was established in Alpha. 
Engine 1 has advanced an attack line to the seat of 
the diner fire. Ladder 1 was the initial-arriving ladder 
company. They are checking the roof over the restau-
rant for fire extension and securing the utilities. The 
second-arriving engine company established the sec-
ond attack position on the Charlie Side of the structure. Engine 2 advanced an 
attack line into the Delta exposure, the dry cleaner, to initiate a primary search 
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and to open up the ceiling to stop horizontal fire spread through the attic. Engine 
3 advanced an attack line from the Charlie attack position into the Bravo Side 
exposure, the beauty salon, to initiate a primary search and to open up the ceiling 
to stop horizontal fire spread through the attic. At this point in the operation, all 
key tactical areas are covered.

The IC has assigned Engine 4 to assume “on deck” in Alpha. E4 will use E1 
as their accountability location. The crew of E4 will stage on the Alpha Side of the 
building. The crew reports to the on-deck assignment ready to work. E4’s crew 
should bring their own hand tools (axes, pikes, irons, etc.). Any required attack 
lines will be secured from E1. On-deck units can be used in four different ways (in 
no particular order):

1. To relieve existing crews—In our example, E1 was the first unit commit-
ted to an interior position, and they will need to be relieved first. They are also 
operating in the area with the most active hazards. Using an on-deck deployment 
model allows exiting crews to have a face-to-face with their relief company. It also 
takes full advantage of face-to-face communications within the attack position. 

2. To serve as a rapid intervention crew (RIC)—Rapid intervention is a 
capability. We run into serious operational problems when we try to make it a  
separate piece of the incident operation. The vast majority of firefighter maydays 
are resolved by crews who were assigned and in position prior to the mayday. 
Using on-deck crews to serve as a RIC allows us to use the existing incident orga-
nization and communications system. It also places rapid intervention capability 
anywhere the IC assigns on-deck crews. 

3. To reinforce existing positions within the attack position—In our exam-
ple, we have crews operating in three occupancies within the structure (Alpha, 
Bravo and Delta). Placing E4 on deck in Alpha positions them where they can 
quickly reinforce any of these three positions. 

4. To cover another position within the attack position—Using our exam-
ple, if the IC receives reports that the fire has extended beyond the Bravo position 
(E3’s assigned area) or the Delta position (E2’s assigned area), E4 can quickly be 
assigned to cover critical cutoff points/positions. 

The IC’s on-deck assignment should go as follows: 
“Command to Engine 4. Spot your apparatus on E2’s hydrant and have your 

crew go on deck in Alpha. E1 will be your accountability location.”
“E4 copies. Spot on E2’s hydrant and go on deck in Alpha. E1 is my account-

ability location.” 
Because on-deck companies provide rapid intervention/tactical reserve for 

each attack position, they should bring the RIC bag/tools with them to the on-
deck location. It is critical to note that in the event of a firefighter mayday, on-deck 
crews do not automatically deploy into the hazard zone. The IC must order them 
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to take action. In many instances, working crews may solve the mayday emer-
gency. Flooding the area with additional crews may actually fragment and 
compromise the rescue effort. 

On-deck crews should position themselves in the “warm zone” of their 
assigned area. This places a ready-to-work tactical reserve in the attack 
position. When a crew is assigned to an on-deck position, only the IC or 
their warm-zone tactical boss can order them to go to work. If on-deck 
crews must take immediate action (due to a known rescue or an urgent 
safety situation), they must notify the IC or be ordered into action by the 
warm zone tactical boss.

Level 2 Staging 
Level 2 staging is used for resources dispatched beyond the first-alarm 
assignment. These later-arriving resources should respond to a centralized 
staging location that is close enough to the 
incident to allow quick response, yet not so 
close that they inhibit  access to the scene. 
Additional alarms should be dispatched on a 
logistics radio channel to reduce radio traffic 
on the tactical channel. 

When requesting additional alarms, the 
IC should identify the location of the Level 
2 staging area. The officer of the first unit to 
arrive at Level 2 staging should assume stag-
ing officer responsibility. The staging officer 
should maintain an inventory of all Level 2 
Staging resources. Command should assign 
all units in Level 1 Staging prior to assigning 
units from Level 2 Staging unless a specific 
resource in Level 2 Staging is required.   

Command should provide the staging officer with a minimum number 
of resources to maintain in Level 2 staging. When resources reduce to this 
minimum, the staging officer should notify command so they can decide if 
more resources are necessary. 

In our example pictured at right, three engines and two ladder compa-
nies are standing by in Level 2 staging (to the right of the incident scene). 
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Assignment by the IC 
The IC bases assignments on the IAP. The IAP is developed after a size-up of the critical factors (conducted 
after arriving to the scene). In the case of structure fires, the initial size-up includes:

1. Type of occupancy;
2. Size and shape of the structure; and
3. Obvious conditions

Command Training continued on pg. 43

Assignment Example 1 of 3—House fire. Initial IC sees/sizes up & reports: 
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Warm-Zone Tactical Bosses
We use the term warm-zone tactical boss to describe officers who man-
age the tactical level of the incident organization. While these warm-zone 
supervisors can briefly size up interior conditions, they do not manage from 
the inside of the building. In larger fire departments, warm-zone bosses are 
typically later-arriving chiefs or safety officers. Rank and terminology (e.g. 
sectors, divisions or groups—referred to as SDGs in the Blue Card online 
program) are secondary to the tactical boss’s ability to control and manage 
the task-level companies assigned to them.

The tactical boss is responsible for managing the ongoing operation 
in their assigned area (Charlie, in our example). This requires matching the 
tactics to the level of risk. In this example, large, exterior master-stream 
application (greater than 500 gpm) is the proper tactic for the defensive 
strategy. The tactical boss is also responsible for cycling task-level compa-
nies in a manner that sustains the operation all the way to the end. “Charlie” 
must connect the IC’s IAP with the completion of the tactical priorities for the Charlie attack position. Con-
necting the proper actions to the current and forecasted conditions paves the way for safe task-level work-
ing conditions. Accountability hardware is a tactical-level tool. In this example, the battalion chief’s partner 
assumes safety-officer responsibility for the Charlie attack position. This responsibility is focused on manag-
ing entry control, the work-rest cycles of assigned companies and tactical-level air management.  

Assignment Example 2 of 3—Fire in a strip mall. Initial IC sees/sizes up & Reports:
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Three-Deep Deployment Model 
The three-deep deployment model provides command 
with a staffing solution that allows for an uninterrupted work 
cycle within each attack position. This deployment model 
fits, supports and reinforces both the incident organization 
and hazard-zone communications. In the pictured example, 
1) E1 is conducting an interior attack while 2) E4 is standing 
by in an on-deck position in Alpha’s warm zone. E5 in Level 
1 Staging 3) represents the third level of the three-deep 
model. 

Assignment Example 3 of 3—Fire in a commercial structure. Initial IC sees/sizes up & Reports:

Command Training continued on pg. 45
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Standard Company Work Cycle
Companies have very predicable work cycles. The standard company work cycle 
is directly tied to the amount of time an SCBA air cylinder will last (typically 14–15 
minutes). Using a three-deep deployment model allows the IC to place on-deck 
companies in all the key positions quickly. This puts ready-to-go resources in 
the right places before they are actually needed. Staffing attack positions in this 
manner facilitates safe and effective air management and supports a round-trip-
ticket for those on the task level. 

Click here! Start or join a discussion about this 
article at B Shifter’s new forums. 

Nick Brunacini joined the Phoenix Fire Depart-
ment (PFD) in 1980. He served seven years as a 
firefighter before promoting to captain and work-
ing nine years on a ladder company. Nick served 
as a battalion chief for five years and in 2001, he 
was promoted to shift commander. He then spent 

the next five years developing and teaching the Blue Card curriculum at the 
PFD’s Command Training Center. His last assignment with the PFD was South 
Shift commander; he retired from the department in 2009. Nick is the author 
of “B-Shifter—A Firefighter’s Memoir.” He is also the co-author of “Command 
Safety.” 

http://bshifter.com/linkmap/lmap.aspx?mp=forum
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During the last several years, NIST and UL have con-
ducted quite a bit of fire research, much of which 
demonstrates that today’s fuel loads burn a lot 

hotter and faster than the traditional Class A fuel loads of 
yesteryear. Today’s lightweight construction materials and 
building systems do not hold up to fire as well as legacy-
style construction. This information has generated quite a 
discussion within our service.

We are approaching a time when there isn’t a univer-
sally correct answer to the question, “When and where do 
you initiate water application?” Older systems with lots of 
resources and buildings built prior to World War II probably 
use a set of tactics that are contraindicated for communi-
ties with lots of lightweight construction. Departments that 
staff their companies with three or fewer firefighters might 
control structure fires faster by making initial fire attacks 
with exterior master streams.  

The whole point of obtaining this new information is 
putting it to use at the scene of structure fires. This informa-
tion is pretty useless unless we do something with it.

To that end, this month’s “The Drilldown” is designed 
for you, the reader, to share your department’s policies and 
practices regarding when and where firefighters actually 
apply water to the fire (inside or outside).     

We will use the three scenarios from this issue’s “Com-
mand Training” article on pg. 38 to generate your input 
regarding what size line you would use for your initial attack, 
as well as where you will begin your initial water applica-
tion. Click on the hydrant below to launch the polls. 

  

When & Where Do You 
Put the Wet Stuff?
This issue’s interactive column asks readers to share 
their department’s water-application policies.   
BY BLUE CARD STAFF

Residential

Click the hydrant to 
participate in this issue’s 
interactive poll.

Strip Mall

Commercial

http://forum.bshifter.com/showthread.php?13-Drilldown-scenario-1


www.digitalcombustion.com
www.digitalcombustion.com
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The scheduled function of command for this issue is Organization. How-
ever, we are going to change things up with this installment. The attached 
PDF contains a complete set of SOPs for the Blue Card program. These 

SOPs are designed around the eight functions of command. These functions 
provide the framework for the 50-hour Blue Card online program. 

The functions of command are:
1. Deployment
2. Assume, Confirm & Position Command
3. Situation Evaluation
4. Strategy & Incident Action Planning
5. Communications
6. Organization
7. Review & Revision
8. Continue, Support & Terminate Command

These SOPs align and connect with the cognitive requirements of the  
Hazard Zone Management Standard the State of Minnesota successfully 
accredited through the International Fire Service Accreditation Congress 
(IFSAC). Several other authorities having jurisdiction are in the process of 
adopting this standard through IFSAC for their state.

NOTE: In future issues, we will replace this article with working drafts of 
each chapter of the 3rd edition of “Fire Command.” We have added a section 
to our forums that will allow you to comment on the Hazard Zone Standard, 
the Blue Card SOPs and the “Fire Command” text.   

Blue Card SOPs 
Free! Download the complete set of Blue Card SOPs.

	  
	  

Click the paperclip above 
to open the Blue Card 
SOPs.

Click the paperclip above to 
open the Hazard-Zone  
Management Standard.
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Blue Card SOP Introduction: 


 


Public safety agencies (Police and Fire) are many times the agency of last resort. We get called 


because something in our community has gone wrong, and it is now jeopardizing people and/or 


property. We must always start out all of our emergency responses in a standard manner, 


where we will base our actions on a standard set of critical factors, in order to achieve a 


standard incident outcome. Every incident we respond to is different in some way. The things 


that protect us from these different, every time incident elements, is the command system that 


we use to manage our hazard zone operations. It must be used and applied the same way, for 


every incident we respond to. This prevents the incident from managing us. When we operate 


within our SOP’s, we can effectively manage the incident while we protect our members 


operating inside of a hazard zone. 


 


1.0 - Command Function #1 – DEPLOYMENT 


 


The major goal of Command Function 1 is to provide and manage a steady, adequate, and 


timely stream of appropriate resources. This Standard Operational Procedure (SOP) describes 


the standard deployment process used in the Blue Card hazard zone management system. 


 


1.1 - Company Status 


 


How responders are dispatched and put to work when they arrive on the scene is an essential 


component of our Incident Management System (IMS).  When this front-end Deployment 


management occurs in a regular, orderly manner, the hazard-zone workers become part of the 


IC’s overall plan.  This creates a safe and standard operational beginning.  


 


The essence of incident control is the ability of every IC to create, manage, and—if necessary—


move the position and function of all the resources operating in the hazard zone. 


 


The IC is the resource allocator for the incident, and is responsible for managing all assigned 


resources work cycles on the strategic level. The standard Deployment management that an IC 


must manage on every incident is the following items: 


 


 Dispatch 


 Standard incident response 


 Staging 


 Assignments to the incident scene by the IC 


 Accountability in a hazard zone 


 Work/Rest Cycle 


 On-Deck 


 Recycling 


 Rehabbing 


 Ready for reassignment 


 Placing companies back into service 
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This creates a resource delivery system that allows the IC to deploy resources according to 


his/her IAP and it also provides a system that allows the IC to manage accountability on the 


strategic level. 


 


1.2 – Dispatch Center 


 


The major goal of the local dispatch center is to dispatch the appropriate amount and type of 


resource(s) to the scene of an emergency immediately after the receipt of the appropriate 


information.  


 


The call taker must make an initial determination of the appropriate Nature Code, based on the 


information received from the caller. 


 


Structural fire alarms, Hazardous Materials incidents, Serious MVA’s, and MCI incidents should 


be dispatched using pre-determined dispatch packages. These standard dispatch packages 


should also include the command support required to manage the different amounts and types 


of resource responding. 


 


Additional alarms or box requests from the IC should also come in the form of pre-determined 


dispatch packages. This takes a great deal of stress off of the IC when calling for additional 


resource and it will also greatly reduce the overall amount of incident radio traffic. 


 


1.2.1 - Blue Card Standard Structural Fire Dispatch Packages 


 


FD’s – Put your standard, local dispatch packages and resource profiles here. The following 


Blue Card resource packages match up to the Blue Card Training and Certification Program. 


 


Still Assignment: A one (1) unit Engine Company response to a reported fire that poses no 


significant danger/threat to people or property. 


 


3-1 Assignment: A multi-unit response dispatched to a reported fire in a normal sized 


residence or a reported fire that can be easily controlled by one (1) full attack team. A 3-1 


assignment consists of: 


 3 Engine Companies 


 1 Ladder/Truck Company 


 2 total Response Chiefs, Safety Officers, Training personnel, or Staff Officers (a 


combination of at least 2) 


 1 Medic/Ambulance 
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1st Alarm/Box Assignment: A full multi-unit response dispatched to a reported fire in a 


commercial structure or high life safety structure. A 1st Alarm assignment consists of: 


 5 Engine Companies 


 2 Ladder/Truck Companies 


 5 total Response Chiefs, Safety Officers, Training personnel, or Staff Officers (a 


combination of 5) 


 Larger Command Vehicle (CV) if available 


 1 Medic/Ambulance 


 


Balancing a 1st alarm from a 3-1 assignment: Initial arriving Officer’s of a dispatched 3-1 


assignment must fill out, or balance, the1st Alarm before requesting more resource greater than 


the 1st Alarm. This will ensure that all dispatched 1st Alarm resource will respond directly to 


Level 1 Staging positions, while operating on the incident’s assigned tactical radio frequency. 


 


Greater Alarms/Boxes: Additional alarms should somewhat reflect the resource of a full 1st 


alarm assignment, but because enough Chief Officers or additional command help was sent on 


the 1st Alarm/Box, the need for the same amount of Chief Officers will vary from incident to 


incident and should be specified when calling for additional alarms. This could also be the same 


case for Ladder/Truck companies. 


 


1.2.2 - Working fire policy 


 


The term “Working Fire” indicates a situation that will at least require the commitment of all 


responding companies. This report advises dispatch that the companies will be engaged in 


tactical activities and will be held at the scene for an extended period of time. Dispatch will 


monitor radio traffic on all incidents to anticipate the needs of Command. 


 


Working Fire Upgrade: When the IC declares a “Working” Incident, the dispatch center will 


automatically dispatch a 4th Engine Company and a Rehab Unit for an original 3-1 assignment. 


For a 1st Alarm “Working” fire declaration, a 6th Engine Company, and a Rehab Unit will be 


dispatched, along with staff officer notifications going out to all needed support personnel. 


 


When notified of a Working 3-1 fire, dispatch will: 


1. Upgrade the dispatch to a Working Fire assignment 


2. Address the need for a Fire Investigator. 


3. Dispatch PD for traffic and crowd control. 


4. Dispatch appropriate gas and electric companies. 


5. Change the status to a Working Fire, which starts elapsed time notifications. 


6. Make the necessary move-ups to affected areas of the community. 


7. Document progress reports, SDG’s, assignments, emergency traffic, and elapsed time 


notifications. 
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When notified of a Working First Alarm, dispatch will: 


1. Upgrade the dispatch to a Working Fire assignment 


2. Isolate a tactical channel 


3. Dispatch a Fire Investigator 


4. Dispatch PD for traffic and crowd control 


5. Dispatch gas and electric companies 


6. Make move-ups to affected areas 


7. Document progress reports, SDG assignments, emergency traffic, and elapsed time 


notifications. 


8. Be prepared to assign additional TRO’s to monitor/work Staging and other SDG’s 


created by the IC. 


9. Be prepared to dispatch further assistance. 


10. Be prepared to dispatch any special agencies or equipment when the need is indicated. 


11. Make notifications to pertinent personnel. 


 


Any fire at a school facility requires the State Fire Marshall to be contacted. The on-duty State 


Fire Marshall will use his/her discretion as to a response. 


 


Elapsed Time Notifications (ETN): When an offensive Working Fire or Haz Mat incident is 


declared, it will prompt the TRO to begin elapsed time notifications (an IC can also request 


ETN’s whenever they feel it is necessary). The TRO will announce over the tactical frequency 


an elapsed time notification every five (5) minutes until the incident is placed under control, or 


until command requests to discontinue or restructure the ETN’s. 


 


The IC must verbally acknowledge each 5 minute notification by re-announcing the incident’s 


strategy over the assigned tactical radio frequency until the incident is placed under control, or 


until command requests to discontinue or restructure the notifications. 


 


Move ups, back fills, and maintaining system wide  service coverage: IC’s must keep the 


dispatch center aware of the amount of resource(s) needed and a predicted length of time the 


resource will be required to control the situation. Dispatch has the responsibility to back fill 


critical areas of the community in order to continue to deliver core services to the department’s 


customers with reasonable response times. These Units may also be needed in the future to 


quickly respond to the current working incident. 


 


FD’s – Put your local back fill and move-up procedures – mutual aid stuff here….. 


 


1.2.3 – Dispatching Incidents 


 


Channel 1: All emergency incidents will be dispatched on Channel 1. Each incident dispatched 


will be assigned a tactical radio frequency that is different than Channel 1. At no time should an 


incident be run on a main dispatch channel where subsequent dispatches could cover critical 


hazard zone communications. 


 







9 


 


One tactical radio frequency can host several EMS incidents at once, but for incidents that are 


declared working, the assigned tactical radio channel should be cleared of other incidents, or, if 


there is credible call information, the call should be assigned on its own separate tactical radio 


channel upon dispatch if available. 


 


All hazard zone transmissions shall be carried out on 


one (1) tactical radio frequency. 
 


Some incidents may require the use of multiple radio frequencies in order to support operations 


outside of the hazard zone (Level 1 & 2 staging, Rehab, Safety, Planning, Logistics, etc). Each 


additional channel activated for the incident must have a dedicated person assigned to manage 


that channel at all times. The IC must only be responsible for the operation of one (1) tactical 


radio frequency while an active hazard zone exists. 


 


The Tactical Radio Operator (TRO): Handles all communications between units assigned to 


an incident and the dispatch center on the incident’s assigned tactical radio frequency. 


 


Dispatched acknowledgement: All units responding to an incident shall acknowledge dispatch 


by radio on the assigned tactical channel or by Mobile Computer Terminal (MCT) if equipped. If 


dispatch does not receive an acknowledgment within one (1) minute, the TRO will request 


acknowledgment by radio on all channels (starting with the assigned tactical channel) and via 


the MCT if equipped. Dispatch should send a cover assignment if no reply is received within a 


two (2) minutes of the original dispatch. 


 


Dispatch should continue to attempt to make contact with the original company while the cover 


unit is responding. If unable to contact the original unit, the company will be placed unavailable 


and the appropriate Battalion Chief should be notified of the circumstances. 


 


Self Dispatch: There are many times when units are making standard, non emergency 


apparatus movements where they will witness or see something that requires an emergency 


response and some type of mitigation. In these situations, the officer or member initiating the 


incident will contact the dispatch center on Channel 1 and will give the following information: 


 


 Nature of the incident 


 Exact location of the incident 


 Resource request required to control the incident 


 


Once reported, the Channel 1 operator will assign a separate tactical frequency for the incident 


and dispatch any additional resource required on Channel 1. Because the requesting Unit is 


typically close to the scene, they should give the recently dispatched responders (if any) at least 


1 minute to start their response out before transmitting a standard Initial Radio Report (IRR) on 


the assigned tactical radio frequency. This time lag will give everybody who is dispatched the 


needed time to get into a responding status in order to receive the IRR information. 
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Adding an additional Unit to a dispatched incident: Unit’s may add themselves to a 


dispatched incident by contacting the TRO on the incident’s assigned channel. Companies 


adding on to an assignment must advise the TRO if they are substituting for another unit or 


responding in addition to the original assignment. The TRO should cancel the original unit 


dispatched if the substituting unit is closer to the scene. 


 


Units while responding: 


 The TRO will act as the initial IC until the 1st unit or member arrives to the scene and 


transmits a standard Initial Radio Report.  


 All fire and EMS responses will be Code -3 unless otherwise indicated by dispatch or 


Command. 


 Minor medical incidents and some service calls may be dispatched Code-2. 


 Company officer’s may make the decision based on the dispatch information to respond 


Code 2 on a dispatched Code-3 incident. When this occurs, the officer must advise 


his/her TRO of the status change on the assigned tactical channel. 


 Similarly, if the company officer makes the decision to respond Code 3 on a dispatched 


Code 2 call, he/she must advise his/her TRO on the assigned tactical channel. 


 While responding, companies may communicate with one another if radio traffic permits. 


Effective communications during this period can set the stage for effective action and 


improve the overall rescue and fire attack effort. Factors such as occupancy hazards, 


access, traffic conditions and response routes should be communicated when 


necessary. 


 Company officers should review tactical information on their MCT, map books and any 


pre-fire planning info if available while enroute. 


 Subsequent arriving units must monitor all radio traffic on the assigned channel to be 


fully informed of the situation based on the reports of the first arriving units. 


 


Additional Incident Information: The TRO will relay any additional critical information gained 


from subsequent callers as soon as possible. Critical information and/or updates must be 


transmitted via radio on the assigned tactical frequency to all dispatched units. 


 


Companies needing specific additional information shall send these requests through the TRO. 


 


1.3 - Response and general scene safety 


 


A prompt, safe response shall be attained in the following standard manner: 


 


 All members must maintain the ability to respond quickly to dispatched incidents (always 


stay close to the truck). 


 All personnel shall be mounted on board, properly attired for the call, and seated with 


seat belts securely fastened before the truck moves. 


 All radios are set to the assigned channel. 


 Station doors fully open. 


 Follow all emergency response SOP's. 
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 Drive defensively and professionally at all times. 


 Know where you are going. 


 Use warning devices to move around traffic and to request the right-of-way in a safe and 


predictable manner. 


 All responding apparatus should have 2 members in the front seats of the apparatus 


whenever possible. The driver is responsible for operating the vehicle safely. 


 The Co-driver is responsible for being a second set of eyes and ears anytime a unit is 


responding to or returning from a response. 


 Driver and Co-drivers must be focused on intersection management any time their 


response vehicle enters into an intersection.  


 The unique hazards of driving on or adjacent to the fire ground requires the driver and 


co-driver to use extreme caution and to be alert and prepared to react to the 


unexpected. 


 Drivers must consider the dangers their moving vehicle poses to fire ground personnel 


and spectators who may be preoccupied and focused on the emergency scene, and 


may inadvertently step in front of or behind a moving vehicle. 


 When stopped at the scene of an incident, vehicles should be placed to protect 


personnel who may be working in the street and warning lights shall be properly used to 


make approaching traffic aware of the incident. 


 No personnel may exit a vehicle or piece of apparatus until it comes to a complete stop. 


 Personnel dismounting the apparatus must look both ways and verify the outside 


surroundings before stepping off of the apparatus. 


 When waiting for personnel to return to the truck before repositioning closer to the 


scene, the driver/operator shall keep the apparatus at a full stop at all times. 


 At night, vehicle mounted floodlights and any other lighting available shall be properly 


used to illuminate the scene. 


 All personnel working in or near traffic lanes shall wear high visibility vests. 


 Drivers shall avoid backing whenever possible: Where backing is unavoidable, spotters 


shall be used. If no spotter is available, the driver shall dismount and walk completely 


around apparatus to determine if obstructions are present before backing. 


 


1.3.1 - Emergency Response Driving Procedures 


 


“Code 2” shall be defined as normal roadway driving, following all local driving rules and 


regulations. 


 


“Code 3” shall be defined as an emergency response. When responding Code 3, warning lights 


must be on and sirens must be sounded to warn drivers of other vehicles, as required by the 


Local Motor Vehicle Code. 


 


The use of sirens and warning lights does not automatically give the right-of-way to the 


emergency vehicle. These devices simply request the right-of-way from other drivers, based on 


their awareness of the emergency vehicle presence. Emergency vehicle drivers must make 
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every possible effort to make their presence and intended actions known to other drivers, and 


must drive defensively to be prepared for the unexpected, inappropriate actions of others. 


 


 All department employees are required to use seat belts at all times when operating a 


vehicle. Anyone riding as a passenger/attendant in a vehicle is also required to use seat 


belt at all times when in a moving vehicle. 


 The Company Officer of the vehicle will confirm that all personnel and riders are on-


board, properly attired, with seat belts on, before the vehicle is permitted to move. 


 The officer in charge (or driver in a single occupant vehicle) of the vehicle is responsible 


for the safety of all vehicle operations and managing compliance of this procedure. 


 Fire Department vehicles are authorized to exceed posted speed limits only when 


responding Code 3 under favorable conditions. This applies only with light traffic, good 


roads, good visibility and dry pavement. Under these conditions a maximum of 10 mph 


over the posted speed limit is authorized. 


 Under less than favorable conditions, the posted speed limit is the absolute maximum 


permissible. 


 When emergency vehicles must travel in center or oncoming traffic lanes, the maximum 


permissible speed shall be 20 mph. 


 Intersections present the greatest potential danger to emergency vehicles. When 


approaching and crossing an intersection with the right-of-way, drivers shall not exceed 


the posted speed limit. 


 When emergency vehicles must use center or oncoming traffic lanes to approach 


controlled intersections, (traffic light or stop sign) they must come to a complete stop 


before proceeding through the intersection, including occasions when the emergency 


vehicle has green traffic lights. 


 When approaching a negative right-of-way intersection (red light, stop sign) the vehicle 


shall come to a complete stop and may proceed only when the driver can account for 


all oncoming traffic in all lanes yielding the right-of-way. 


 Units responding to calls using a freeway for access only, will precede Code-2 while on 


the freeway unless otherwise ordered by command or dispatch. 


 For incidents that are located directly on a freeway, company officers must use their best 


judgment on the proper response (Code 2 or 3) based on the critical factors present. 


 


Code 3 response is authorized only in conjunction with emergency incidents. Unnecessary 


emergency response shall be avoided. In order to avoid any unnecessary emergency response, 


the following rules shall apply: 


 


 When the first unit reports on the scene with "nothing showing" or an equivalent 


report, any additional units shall continue into the scene using a Code 2 response. 


 The first arriving unit will advise additional units to respond Code 2 whenever 


appropriate (EMS runs after the pt(s). has been triaged and downgraded). 
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1.4 - Establishing Command (Function #2) 


 


Command shall be formally declared on all incidents where two (2) or more Units are 


dispatched. The first Unit or member to arrive to the scene of a multi-unit dispatched incident 


should assume command of the incident by transmitting a standard IRR (there are few 


exceptions to this procedure that will be covered in Function #2). 


 


Once command has been established, all routine communication between dispatch and the 


incident will be directed through Command. 


 


1.5 - Calling for additional resources 


 


The IC is the person that has to match (and manage) the work that must take place at the 


incident scene to the people and equipment that will be doing the work. Matching these two 


constants (tasks and workers) requires that the IC have a good grasp of the available area 


personnel, equipment, apparatus and the systems used to activate and manage those 


resources. 


 


The IC will need to connect the profile of the incident to the profile of the local deployment 


process by quickly answering a set of closely connected questions that create a basic response 


profile for the incident: 


 


 What resources are on the scene? 


 When will the responding resources arrive on the scene? 


 How much work can the responders on the initial assignment do and for how long? 


 How much work is there beyond the capability of the initial assignment? 


 How many geographic/functional points need resources assigned to them to cover the 


incident and get ahead of the power curve? 


 What is the profile of the additional resources that will be required? 


 What type of command support do I need to manage the dispatched resource? 


 


The IC must automatically, instinctively, and quickly develop and compare these two profiles 


(event vs. response) and then call for the additional resources that will be required to bring the 


response model up to effectively engage and (hopefully) overpower the problem the event is 


creating. 


 


Alarm upgrades and addition structural fire alarms/boxes, Hazardous Materials request, and 


EMS manpower requests should be dispatched using pre-determined dispatch packages. 


These standard dispatch packages should also include the command support required to 


manage the different amounts and types of resource responding. 
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1.6 - Staging Procedures 


 


The IC is the resource allocator for the incident, and is responsible for managing all assigned 


resources work cycles on the strategic level. 


 


Level 1 and 2 staging procedures place resources into positions where the IC can assign them 


based on his or her incident action plan. When the IC identifies a task that needs to be done, 


they choose the proper resource, confirm their availability, and then order them into action. 


Managing incident operations in this fashion is how we coordinate and incorporate all of the 


efforts of multiple units into a single, cohesive operation. If you don’t have and follow SOP 


driven staging procedures, you can’t apply IMS to the incident scene. 


 


This creates a resource delivery method that allows the IC to deploy resources according to 


his/her IAP and provides a system that allows the IC to manage accountability on the strategic 


level. If companies do not stage when they get to the scene they will not be assigned according 


to the IC’s plan.  


 


Units that disregard Staging procedures and “auto-assign” themselves in a hazard zone do 


nothing but make the scene unsafe for everybody else who followed the Staging procedures. 


Therefore, officers or members who disregard the staging procedures will be dealt with in a 


corrective, progressive and lawful manner. 


 


1.6.1 - Level 1Staging 


 


Effective utilization of the Level 1 Staging procedure will: 


 


 Prevent excessive apparatus congestion at the scene. 


 Allows time for Command to evaluate conditions prior to assigning companies. 


 Places apparatus in uncommitted locations close to the immediate scene to facilitate a 


more effective assignment by Command. 


 Reduces radio traffic during the critical initial stages of the incident. 


 Facilitates fireground accountability 


 Allows Command to formulate and implement an IAP without undue confusion and 


pressure. 


 


Level 1 staging procedures are in effect for all units dispatched on the 1st alarm 


assignment.  


 


Level 1Staging procedures are automatically activated when the officer of the initial 


arriving unit clears dispatch to give their initial radio report and assumes command.  


 


This action causes all later arriving resources to Level 1 stage in an uncommitted position one 


block from the scene, and announces that they are Level 1 staged in a direction related to the 


scene over the tactical radio channel, (“Engine 3 North, Ladder 9 South”). 
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For engine companies this means that they don’t pass their last water source (in a hydranted 


area). Ladder/Truck companies don’t pass their last access point into the incident site. All Level 


1 Staged units must wait for an assignment from the IC before proceeding out of their Level 1 


staging location.  


 


 Applies to all initial responders on the 1st Alarm 


 1st Engine, Truck Co. & BC respond directly  to the scene 


 Immediately goes into effect with Initial Radio Report from IC #1 


 All subsequent arriving units stage 1 block away in their direction of travel while not 


passing their last tactical option 


 Each unit Level 1 staging will simply state their unit is level 1 staged,  “E-1 is Level 1” 


 


There will be occasions where a fast attacking IC has placed themselves inside the hazard zone 


and they are unaware of a significant critical factor that needs to be addressed. Company 


officers can make a conscious, deliberate decision to address a critical, tactical need that they 


see while driving their response vehicle or while Level 1 staged in these circumstances. It is 


important to note that these situations are rare and generally involve some type of severe life 


safety issue. At no time however, will a unit auto assign themselves into the hazard area without 


notifying the IC, that is defined as freelancing and it is absolutely prohibited. 


 


1.6.2 - Level 2 Staging 


 


Level 2 staging procedures are used for greater alarm assignments. Level 2 staging is defined 


as: a centralized staging location, adjacent to the incident scene where later arriving resources 


will assemble. Level 2 staging should be close enough to the incident scene to provide timely 


access, but is located in an area that is out of the way and not exposed to the incident’s 


hazards. 


 


Dispatched greater Alarm/Box Units should be dispatched to a level 2 staging location on a 


different radio frequency from the hazard zone frequency. This frees up available airtime on the 


tactical radio channel. It also allows the IC to focus on the units that are assigned to the hazard 


zone, helping to eliminate radio distractions from later arriving resources that are not yet part of 


the hazard zone IAP. 


 


When requesting addition alarms/boxes, the IC should designate a Level 2 staging location and 


put companies responding to Level 2 on a separate radio frequency. 


 


 The dispatch center will notify additional units dispatched to the incident that Level2 


staging is in effect and the location of the Level 2 staging area. 


 The dispatch center will notify greater alarm Units of the tactical frequency of Level 2 


staging 


 Units dispatched to the Level 2 staging area will report in person to the Level 2 Staging 


Officer and will make no radio transmissions while in Level 2 staging (face to face). 
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Command may designate a Level 2 Staging officer who will be responsible for the activities 


outlined in this procedure. In the absence of such an assignment, the first fire department officer 


to arrive at the staging area will automatically become the Level 2 Staging Officer and will notify 


Command upon their arrival to the Level 2 Staging area. The arrival notification will be made to 


Command on the assigned Level 2 Staging channel. This responsibility can be transferred to a 


later arriving chief, or staff officer if needed. 


 


If the first arriving unit to the Level 2 staging location is an Engine company, the engine 


company officer has the following options for their crew: 


 


 They can assist the company officer with Level 2 staging operations until relieved. 


 Assigned them as manpower to another company in Level 2 staging. 


 The crew can be moved up to form a minimum of a 2 person company and they can be 


assigned into the hazard zone as a unit. 


 


Once Level 2 staging is implemented, all communications involving staging will be between 


Staging and Command or Logistics. 


 


The Level 2 Staging Officer will perform the following duties. 


 


 Notify the IC or Logistics upon their arrival at the staging area on the assigned channel. 


 Verify the companies available at the staging location 


 Determine from the IC or Logistics the minimum complement of units to be maintained in 


the Level 2 staging area 


 Contact the IC or Logistics for additional resources when the number of companies in 


the staging area falls below the established minimum 


 Maintain a current list of available companies in the staging area 


 Organize the apparatus so it can be easily deployed out of the staging area if necessary  


 Maintain a list of companies that have been deployed to the incident site and their initial 


assignments from the Level 2 staging area 


 Relay the assignment of units from the IC/Logistics face-to-face to the staged companies 


 Relay to companies the following information when they are assigned out of Level 2 


staging 


1. Any tasks, the location and the objectives assigned to the unit 


2. The area where to report to, or the SDG boss to whom they are to report to 


3. The tactical channel on which they are to operate on 


 


Once dispatched, all greater Alarm companies responding to a Level 2 staging location will stay 


off the air unless contacted by dispatch, the Level 2 staging officer, or command,. Once arriving 


to Level 2 staging, the Company Officer of the Unit will report in person to the Level 2 Staging 


Officer. The crew will then standby with their unit, with the crew intact, with apparatus warning 


lights turned off until they are assigned to incident site duties, or released from the scene. 
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When assigned to on-site duties, companies leaving staging will communicate directly with 


Command or their assigned SDG officer for further instructions (if needed). 


 


There will be incidents where the IC will need to quickly assign response chiefs hazard zone 


management roles. In these circumstances, the IC will need to make a determination when 


calling for additional resources on whether the Response Chiefs on greater alarms should Level 


1 or Level 2 stage. 


 


The arrival of staff Chief Officers and Captains (no IDLH work) can enhance the Command 


organization and incident management. These later arriving officers should assume or transfer 


Level 2 Staging duties from any Company officers who are filling the role. This will allow them to 


be available to be assigned into a hazard zone with their Unit. 


 


Because there are so few Ladder/Truck companies in the response system, when they arrive in 


Level staging first, they will assume Level 2 staging and start performing the roles of the Level 2 


staging officer. Once the first Engine Company or staff chief has arrived to the Level 2 staging 


location, they will transfer Level 2 staging duties from the Ladder/Truck so they can be assigned 


to the incident site. 


  


Vehicle parking at the incident site can be very limited. Un-needed, subsequent arriving 


apparatus should be left out of the way in the Level 2 staging area. Many times, companies will 


need to manually transport all of the needed tools and equipment to the hazard zone when they 


are assigned out of Level 2 staging. 


 


IC’s must maintain an awareness of in transit times when these types of assignments are made. 


Long in transit times from a Level 2 staging area should be concluded with the company 


notifying the IC that they have arrived at their assigned work location. 


 


Staff officers should also leave their vehicles in the Level 2 staging in a manner that does not 


block access if their vehicle is not needed at the scene. 


 


Apparatus in the Level 2 staging area must be arranged in manner that allows for easy access 


in and out of the staging area. Apparatus not needed at the scene site, which is left in the Level 


2 staging location, should be positioned/parked in a manner that does not congest or 


compromise access in or out of the Level 2 staging area. 


 


1.7 - IC assigning Units into a hazard zone 


 


Incident operations are conducted around the completion of the tactical priorities. Incident 


communications should mirror this simple concept. When the IC assigns companies based on a 


well thought out IAP, everything seems to naturally fall into place and companies will base their 


progress reports on the original orders the IC gave them. This keeps the operation focused on 


what we showed up to do – make sure everyone is out and okay, elimination of the incident 


problem, and reducing the harm/damage/loss to the customers property.  
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IC’s will need to use the following structure when assigning any unit into the hazard zone: 


 


 Tasks 


 The Location of those tasks 


 The Objectives of the tasks 


 


One of the IC’s major objectives is to control both the position/location and function of all 


resource assigned to the hazard zone. Being very specific about the location and the objectives 


of the tasks that need to be performed goes a long way in helping the IC (and the rest of the 


team) know where everybody is and what they are doing. Much more on assigning units in 


Command Function #5 – Communications. 


 


1.8 - Hazard Zone Accountability  


 


Each level of the incident organization has its own accountability responsibility. No 


organizational level can do the accountability responsibilities for another level. 


 


1.8.1 - Company/Task level accountability responsibilities 


 


Companies working on the task level have the greatest stake in the accountability system 


because they operate inside the hazard zone. No hazard zone management system can 


outperform unsafe behaviors on the task level.  


 


Task level responsibilities include:  


 Following all Staging procedures 


 Being properly assigned into the hazard zone 


 Properly using the passport accountability system 


 Staying together as a company 


 All members attached to a hose line  


 Always maintaining an adequate air supply to safely exit the hazard zone, 


 Maximum depth into a structure – 175 feet – based on air supply 


 No freelancing. 


 


The following rules will be adhered to at all times on the task level: 


 


The minimum number of personnel assigned to a crew or a team operating in a hazard zone 


shall be two firefighters with a least one portable radio. 


 


Crews or teams always go in and come out together. 


 


All personnel shall be in contact with their Company Officer by either: 


 Voice (radio) 


 Vision (TIC), 


 Touch (hose line) 
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Company officers shall give an accountability report upon exiting the hazard zone to either the 


IC or their assigned SDG boss.  


 


Any member whose job assignment is to operate outside of the hazard area is NOT to enter the 


hazard area without the express permission of the member’s company officer. 


 


NO member shall operate in the hazard zone alone. 


 


1.8.2 - Tactical level accountability responsibilities 


 


Whenever two (2) or more units are assigned to one geographical area, a tactical level boss 


must be designated for the area. Before a 3rd unit can be assigned to the same geographic 


area, supervision should be upgrade with a command level, entry point (S/D) supervisor before 


the 3rd unit is assigned. 


 


The hazard zone tactical level of the incident organization is managed by S/D supervisors (no 


groups inside the hazard zone). When the IC assigns companies to an operational area, the 


officer in charge of that area is responsible for managing the companies assigned to the area. 


 


In many cases, the initial tactical level responsibility may be assigned to the first company 


officer assigned to the area. As the span of control and or the risk increases, a command level 


officer should be used to replace the initial Company Officer S/D supervisor. 


 


Here is the list of the responsibilities for a Chief Officer assigned as a S/D boss: 


 


 S/D Plan matches IC Plan 
 Risk Management in the S/D     


 Complete Tactical Priorities in the S/D     


 Positions always match conditions in the S/D     


 Implement and manage the S/D IAP 


 Coordinate w/ other S/D’s when needed 


 Manage the Passport Accountability System 


 Assist with S/D Air Management 


 Manages Work-Rest Cycles 


 Manages On-Deck crews 


 Manages Recycle & Rehab 


 


Much more on the tactical level accountability/management responsibilities in Command 


Function #6 - Organization. 
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1.8.3 - Strategic level accountability responsibilities 


 


The IC manages strategic level accountability by strict command & control; deploying resources 


to specific tasks locations and objectives; maintaining the whereabouts of all resources in the 


hazard zone; maintaining an accurate tactical worksheet, and ensuring that frequent CAN and 


situational awareness reports are delivered from the key tactical areas of the operation.   


 


The key to strategic level accountability for escalated incident operations is to build an effective 


incident organization. It is the IC’s responsibility to account for all resources until delegated to 


tactical level supervisors. The IC does this by assigning S/D responsibilities to company officers 


and/or command officers. These officers physically position themselves in their assigned area 


and manage their piece of the incident operation. This places strong supervision, management 


and leadership in forward positions where the hazard s are present. Organizing in this fashion 


greatly enhances firefighter safety and is the most significant tool at the IC’s disposal to 


increase his/her strategic level capability, especially for escalating incident operations.  


 


Unit accountability must be maintained throughout the incident. The IC must be able to 


ascertain the accountability status, the location and the tasks being performed for each 


company operating in the hazard zone. This can be done by either direct contact with each 


individual company or by delegating these responsibilities as required to S/D officers assigned 


around the incident site. 


 


1.8.4 - Tactical worksheets: The best way to remember something is to write it down. This is 


particularly true when you’re managing something as dynamic and dangerous as a fire. The 


strategically placed IC (working out of command post) has a continual deployment-management 


challenge to somehow keep track of what is happening. As more responders show up, go to 


work, and the incident starts to “move fast and spread out,” these dynamic conditions can 


quickly exceed the IC’s mental capability to maintain a current awareness of “who’s where, 


doing what.”  


 


A major deployment-management function involves the IC performing the on-scene 


“bookkeeping” activities required to keep track of all the responders assigned to the incident and 


their ongoing operational status. The system also must account for the work in progress, the 


work still to be completed, and everyone’s safety. A tactical work sheet is the best, basic form 


that the IC typically uses to record resource details and work activities. 


 


1.8.5 - PAR’s and Roll-Calls 


 


PAR: A Personnel Accountability Report (PAR) involves a roll call and confirmation that all 


personnel assigned to a crew, or multiple crews assigned to one (1) geographic area of the 


hazard zone working under the supervision of one (1) tactical boss, are accounted for and have 


an adequate air supply to safely exit the hazard zone. 
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Reports of PAR's should be conducted face-to-face within the S/D or company and transmitted 


as one entire report whenever possible. 


 


Roll-Calls: A Roll Call is an accountability report from all company officers of an individual crew 


assigned to the hazard zone, or S/D supervisors reporting on all personnel working in a specific 


geographic area of the hazard zone at one specified area in the incident. 


 


When the IC makes a general announcement to all units on the fireground to initiate a roll call, 


all individuals, units, and/or S/D’s shall. 


 


 Notify their company officer of their condition and location. 


 Notify the supervisor of their assigned S/D of their condition and location. 


 S/D supervisors shall be responsible for the count and location of all personnel assigned 


under their command who are located in the hazard zone. 


 After all companies or S/D have been accounted for, the IC shall transmit a PAR to the 


dispatch center for the entire incident. 


 


The IC must drive the roll call to avoid multiple units contacting him/her first. Unless a Unit 


DOES NOT have a PAR, they should maintain radio silence until contacted by the IC to report 


their PAR. 


 


A formal roll call should be conducted for the following circumstance: 


 


 Changing from an offensive to a defensive operation 


 


Other situations that may require a roll call include: 


 


 Missing or unaccounted for members. 


 Sudden, unexpected events in the hazard zone. 


 A mayday (depending on the circumstances). 


 Anytime the IC feels it is necessary. 


 


1.8.6 - Passport Accountability System 


 


When properly used, the passport accountability system will increase firefighter safety and 


provide the Initial Accountability Officer and S/D Supervisors with a means to track the location 


and function of all firefighters working in a hazard zone. 


 


The hazard zone will be defined as: any area that requires the use of an SCBA to operate in.  
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Accountability Hardware 


 


Accountability equipment for each piece of apparatus shall consist of: 


 


 Passport  (including members name tags) 


 Helmet ID stickers 


 Hose ID tags (1 permanently marked with the company ID  – 1 blank) 


 Grease pencils 


 Passport pouch 
 All response chiefs carry a S/D management board in their RIC bag 


 


Passports are colored tags, which measure approximately 3 by 4 inches that are permanently 


marked with the company identification. Name tags of the crewmembers assigned to each 


apparatus are affixed to the passport, which is placed in the passport pouch. 


 


The passport, passport pouch, and company hose line ID tag are kept together as a unit on the 


apparatus dash at the company officer position or passenger side. A Velcro strip will allow the 


passport / pouch to be affixed to the dash and be easily removed. Extra helmet ID stickers 


should also be placed in the passport pouch. 


 


Each individual in a riding position is issued individual nametags. One nametag for each 


member presently assigned to the company is required to be placed on the passport. Extra 


individual nametags should be kept on the underside of the member’s helmet. 


 


All helmets shall always reflect the ID of the company the member is presently assigned to. All 


personnel, including rovers, are required to keep their helmet IDs accurate. Extra helmet ID 


stickers are kept with the passport in the passport pouch. 


 


Passport Application and Use 


 


Each Company officer will be responsible for ensuring that the passport and MCT roster reflects 


only the members presently assigned to the company. Passports shall reflect only those 


crewmembers who are about to enter the hot zone. When entering the hot zone with a partial 


crew, such as when an engineer remains at the engine to pump lines, the Company officer must 


remove the nametags of those members not entering the hot zone. The nametags of these 


members may be returned to the member, placed on the Company officer's helmet Velcro strip 


or placed in his/her coat pocket. 


 


Implementation of the passport system will occur at any incident that requires the use of an 


SCBA. The use of the accountability system will commence as the first unit arrives on the 


scene. The first arriving company will give an IRR and assume command. In the follow up 


report, their accountability unit identification and geographic location will be announced, "E-1 will 


be the Alpha side accountability location". 
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As staged units are assigned, Command will give assignments, which will include their 


respective accountability unit identification and geographic location. Each crew/unit will deliver 


their passport to the engineer of the accountability engine where they deployed a handline from. 


 


When the engineer charges the stretched hose line with water, their unit’s passport, passport 


pouch, and hose line ID tag are placed on the discharge gate at the pump panel (or 


accountability board located nearby the Engineer). The passports on the discharge gates 


identifies crews and crew members on each hose line and makes the pump panel the initial 


accountability location for that geographic area. 


 


Hose line ID tags are removed from the passport pouch at the discharge gate and placed on 


each respective hose line. These hose line ID tags provide a means to identify the individual 


hose lines that crews entered the building on, providing a reference point if there is a need to 


find lost or trapped firefighters. 


 


As additional companies arrive to the accountability location, their passports/pouches are 


delivered to the engineer, and the process is repeated. 


 


Ladder crews will leave their passport on the apparatus dash when going to the roof to perform 


ventilation. When going to the interior of the structure, each ladder crew will deliver their 


passport to the accountability location at their point of entry. 


 


Once a passport is delivered to the pump operator, the passport will remain on the designated 


discharge gate indicating the "point of entry" to the hazard zone until supervision is upgraded in 


the area with a chief/safety officer. 


 


Upon exit, the Company Officer must retrieve their passport. Both the Company Officer, 


Engineer or S/D Officer will be responsible to see that passports are retrieved. 


 


Crews exiting at a different location other than the original point of entry must immediately notify 


their original S/D and/or accountability officer of their changed status. Their passport must also 


be retrieved. 


 


Tactical Level Passport Accountability 


 


When S/D supervision is transferred from a company officer to a command officer, it elevates 


S/D management with a true tactical level boss vs. a working boss. This greatly facilitates the 


completion of the S/D objectives, it enhances the accountability process and it increases 


firefighter safety in the S/D. 


 


Command officers assigned to manage a S/D, will need to be fully turned-out, then transport 


and place the BC RIC bag close to the entry point of your assigned area. The BC RIC bag 


contains a S/D accountability and air management board to assist in running the accountability 


process and managing the work/rest cycle of the companies assigned to your work location. 
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Once the accountability board is retrieved, go to the initial accountability engine where the 


passports are located and place them on the accountability/air management board. 


 


Interview the engineer to roughly determine the current interior work times of your assigned 


units in the hazard zone. Estimate the exit times required for the units assigned to your area. 


Write them on the board. 


 


Return to the entry point and start performing the standard responsibilities of a S/D officer 


described in Command Function #6 – Organization. 


 


A company being assigned to a location that already has a chief officer in place in the S/D, will 


report to the S/D officer face to face, give him/her the company passport, and await an 


assignment from the S/D officer while remaining intact as a crew. 


 


The S/D officer will need to help manage the air supply of the Units assigned to their area. This 


is one of the main functions of the accountability/air management board. The board is set up to 


enter Unit’s entry times, the standard on air working times, and the expected exit times of the 


Unit’s assigned to the S/D. 


 


The rule of thumb for managing the work/rest cycle of a hazard zone Unit is to contact that Unit 


about 2 minutes before they have reached their estimated air safety margin, and remind them 


they are getting close to their work cycle ending, and they will need to exit the hazard zone 


soon. 


 


S/D officers assisting assigned Unit’s with their air management times in no way takes away or 


diminishes the Company officer’s responsibility for managing his/her crews air supply. 


 


Companies exiting the hazard zone will perform a face to face with the S/D officer. One item to 


cover in the face to face communication is the physical condition of the crew exiting the hazard 


zone. S/D and company officers are responsible to monitor the welfare of their personnel at all 


times and determine if S/D recycling or a formal rehab is appropriate. 


 


If the company is able to recycle, they will retain their assignment to the S/D, and the S/D officer 


will retain the Unit’s passport on their accountability board, noting the company is recycling. 


 


If the company is sent to rehab, the S/D officer will return the passport to the Unit being sent to 


rehab and they will notify command of the status change of the company (“Charlie to Command, 


I’m sending E-2 to Rehab and I need another engine company to replace them”). 


 


Terminating the passport system 


 


Passport accountability will be maintained throughout the entire incident. Accountability will be 


terminated once the last passport is returned to the last company exiting the hazard zone. 
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Upon termination and release from the incident, Company Officers and crewmembers will 


ensure that the passport / pouch are accurate and returned to the dash of their apparatus. 


 


General passport rules: 


 


 Passports will be delivered to the assigned accountability location prior to entering the 
hazard zone. 


 Passports will reflect only those personnel presently assigned to the Unit who are ready 


to make entry into the hazard zone. 


 Passports will be maintained at the point of entry in the warm zone. 


 Passports never enter the hazard zone. 


 Passports will be retrieved by crews upon exiting the hazard zone. 


 Initial passport accountability location is the 1st engine to a geographic location where 


crews deployed hose lines. 


 When S/D management is bumped up to a command officer, all passports are managed 


by the S/D officers who are responsible for the Units in that work location. 


 No Passports in the Command Post 


 


1.9 - Managing the Work/Rest Cycle 


 


Members are totally dependent on the air that they bring with them into the hazard zone. We 


must base our operations around the realistic working times of our SCBA’s.  Company officers 


must maintain an awareness of their crew’s air levels and the decision to exit the hazard zone 


must be governed by maintaining an adequate enough air reserve to deal with any sudden or 


unplanned events while exiting. 


 


It is the IC’s responsibility to allocate sufficient amounts of resource to key tactical areas early 


on in the event to prevent companies from working past safe air reserve times. This type of 


proactive deployment management prevents maydays from occurring. 


 


IC’s, S/D officers, and Company Officers must all agree to realistic SCBA work times in the 


hazard zone. These work times must give the workers a margin of safety in case something 


goes wrong while exiting. Company officers must manage this on the task level and keep the IC 


or S/D Officer informed of their air supply and projected work times. 


 


Company officers must base their decision to exit the hazard zone on their air supply. This 


decision cannot be based on being relieved, or if problems still exist in their S/D. 


 


S/D officers need to use the accountability system hardware tools to assist them in managing 


their assigned company’s work/rest cycle, air supply, and S/D accountability. 


 


S/D officers assisting assigned Unit’s with their air management times in no way takes away or 


diminishes the Company officer’s responsibility for managing his/her crews air supply. 
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1.10 - The 3 Deep Deployment Model 


 


The IC must always provide a steady, adequate stream of resources. 3 deep is the concept 


where an IC always has a steady stream of workers for the required tasks based on the 


incident’s critical factors. 


 


The 3-Deep Deployment process starts out with the initial arriving workers who have been 


assigned into and are working in the hazard zone – the first layer. 


 


After these key tactical positions have been covered, subsequent arriving units are assigned to 


On-Deck positions (described shortly) at the entry points already utilized by initial arriving Unit’s. 


This gives the IC a rapidly assignable resource and S/D support in the form of On-Deck 


companies – the second layer. 


 


Once all of the critical tactical areas are adequately backed up with On-Deck Units, subsequent 


arriving units will either Level 1 or 2 Stage. These staged Units now give the IC the tactical 


reserve needed to replace companies or to back fill any companies addressing a sudden 


incident problem. 


 


This model gives you workers “3 Deep”. Workers working in the hazard zone, workers ready to 


go to work right outside of the hazard zone and having replacement workers waiting for an 


assignment in staged positions.  


 


This involves the IC first requesting/acquiring and then effectively and proactively assigning later 


arriving units to On-Deck positions while keeping a tactical reserve in staged positions. 


 


1.11 - In Transit 


 


“In Transit” is defined as: the time it takes for a company to reach their assigned work 


area after receiving an order. It often varies due to: 


 


 Distance between staging and the incident 


 Size of the incident perimeter 


 Amount of equipment the company needs to assemble 


 


The IC or S/D officer will lose direct accountability of these companies while they’re In Transit. It 


is the responsibility of the company officer to monitor the tactical radio channel while In Transit.  


For long in transit times (over 5 minutes or more) upon arrival to the assigned work area, the 


company officer should provide a radio announcement to the IC that the company is intact and 


in the assigned work area. 
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1.12 - On Deck    


 


“On Deck” is defined as; a forward staging position located just outside the immediate 


hazard zone, safely distanced from the entrance of a tactical position/S/D. Once a crew is 


assigned to an On-Deck position, they are first and foremost a Rapid Intervention Crew 


until they are given an assignment into the hazard zone. The On Deck deployment model 


greatly assist an IC with managing hazard zone units work/rest cycles and their air supplies. 


 


On Deck crews will be supervised either by the S/D Officer or the Company Officer and they will 


remain On Deck until assigned by the IC or S/D Officer. The most likely assignments for On 


Deck companies are: 


 


 Reinforce a position within an assigned sector 


 Crew relief within an assigned sector 


 Any other tactical position assigned by the IC 


 Deploy as a RIC unit 


 


Once the IC has deployed units to the critical S/D around the incident scene, the IC must then 


take a proactive aggressive approach to assigning additional resources to those S/D’s. This is 


best achieved by assigning staged resources as On Deck crews to those areas as soon as they 


arrive in staged positions. Layering On Deck crews around the fire ground will also provide the 


IC with the tactical reserves to manage the standard work cycle or sudden and unexpected 


incident events. 


 


Assigning On Deck crews is done simply by contacting a staged company and directing them to 


go On Deck in a specific S/D. The order would sound like this: “Command to Engine 5, go On 


Deck on the Charlie side of the structure, Engine 1 is your accountability and resource location, 


you are assigned to Charlie sector”. 


 


A crew assigned to an On Deck position will need to park their apparatus in a manner that 


doesn’t block access to the scene. Crews must be intact with full PPE, forecast the need for and 


collect all the necessary tools/equipment and report directly to their assigned location.  Upon 


arrival, the On Deck company must contact the IC or their S/D Officer and inform them that they 


are in position and ready to go to work. 


 


On Deck crews must remain intact, in a ready state and monitor the tactical channel at all times.  


On deck crews must also size up the area that they are assigned to, this size up should include: 


 


 Locating the structures entrance/exit points in their assigned area 


 Interior and exterior conditions 


 Unit ID of crews operating inside the structure 


 Approximate location of interior crews 


 Identify which crews are operating each hose line 
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When an on deck crew is used as a relief crew, the Company Officer should do a face to face 


and transfer information with the officer exiting the structure.  The information transferred should 


include: 


 


 Interior conditions 


 Routing instructions to the work area 


 Interior obstructions 


 Additional tools/resources required 


 S/D objectives 


 


1.13 - Company Recycling   


 


Companies operating within a S/D will require the refilling of air and fluid replacement in 


predictable time frames. At large scale incidents Command should establish at least 1 Rehab 


location. Most of the time, crews that are assigned to rehab will be placed back in service after 


rehabbing. The rehab area may be located quite a distance from the work area and this 


distance creates the potential for: 


 


 Command losing direct accountability of companies in transit to rehab 


 Difficulty reassembling and reassigning crews in a timely manner from rehab 


 


Recycling is defined as: a timely and efficient means of air replacement and re-hydration 


of companies while maintaining their S/D assignment. If conditions permit, a company’s 


work cycle could be up to 2 to 3 air cylinders. In order to maintain a steady stream of resource in 


critical S/D, crews being relieved and exiting their S/D should recycle themselves in a timely 


manner. Companies being relieved and recycled will remain in their assigned S/D, refill their air 


supply, re-hydrate, then report back to their S/D officer or the IC that they are ready to go back 


to work. 


 


Command/S/D officers have the option of assigning/requesting an Air/Light unit to geographic 


divisions. Air/Light Units assigned to geographic areas on the fire ground will help expedite the 


recycle of companies within the S/D.  


 


Company officers should forecast the length of time they will be working in an assigned S/D and 


should bring spare air cylinders if necessary. This will enable a company to recycle close their 


S/D in a timely manner when a utility truck is not available in their S/D or area. The S/D Officer 


may need to request additional resources to replace on deck crews or have recycled crews 


assume vacated on deck positions. 


 


S/D officers and company officers are responsible to monitor the welfare of their personnel at all 


times and determine if S/D recycling or a formal rehab is appropriate. 
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1.14 - Rehab 


 


Companies operating within a S/D will require the refilling of air and fluid replacement in 


predictable time frames. At working incidents, Command should establish at least 1 Rehab 


location. 


 


Rehab will operate on the Staging/logistics channel and will inform the command post when 


they are close to the scene. The IC or Logistics officer will inform the rehab unit where to set up 


on the incident site. 


 


Units assigned to rehab must do a face to face with the Rehab officer when arriving to rehab 


and deliver the company’s passport. 


 


The Rehab officer will notify the CP when each individual Unit arrives to the Rehab location. 


This will prevent the IC from losing accountability of a Company In-Transit to the rehab location. 


 


Most of the time, crews that are assigned to rehab will be placed back in service after 


rehabbing. If this is the case, the Rehab officer will confirm with the CP that company is being 


placed back into service and will return the company’s passport when they are leaving the rehab 


area. 


 


In the rare instances when a company will be re-assigned back to an active S/D, the Rehab 


officer will take on the role similar to a Level 2 staging officer, returning the Unit’s passport, and 


giving them the following information: 


 


1. Any tasks, the location and objectives assigned to the unit 


2. The area where to report to, or the SDG boss to whom they are to report to 


3. The tactical channel on which they are to operate on 
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2.0 - Command Function #2 – Assume, Confirm and the Positioning of Command 
 
Major Goal: To quickly establish and confirm a single IC and to place that IC in the most 
effective command position as long as the hazard zone exists. 
 
The Assumption of Command must be a natural, automatic and regular occurring organizational 
event. Command Function #2 is designed to create a standard process for the initial command 
assumption to occur and then place/upgrade that IC in the most effective command position 
based on a standard set of conditions. 
 
2.1 - Establishing Command 


 
Command shall be formally declared on all incidents where two (2) or more Units are 
dispatched. 
 
One or two company responses that are not going to escalate beyond the commitment of these 
companies do not require the first arriving unit or officer to assume Command. The first arriving 
unit or officer will remain responsible for any needed Command when required. Examples would 
include: 
 


 Single unit response Check Welfare 


 Check Hazard 


 Any EMS call requiring only two companies 


 
The first Unit or member to arrive to the scene of a multi-unit dispatched incident will assume 
command of the incident by transmitting a standard Initial Radio Report (IRR), (Function 5 – 
Communications). 
 
The confirmation of Command occurs when the Dispatch Center uses the Order Model to 
repeat the IRR back to all responding units, confirming that the initial arriving Unit is in 
Command of the Incident. 
 
Assuming command causes the first-arriving Unit or member (the IC) to size up the incident, 
determine the incident’s strategy and formulate an incident action plan (IAP). All of this is 
executed and shared with all the incident participants when the IC transmits a IRR. 
 
When the incident begins with an in-place IC, all later-arriving units will be assigned based on 
the IC’s IAP. This puts all the incident players on the same page. Everyone knows what the 
problem is and what action is being taken to solve it. 
 
The absence of an effective IC is the most common reason for ragged incident beginnings and 
unsafe endings. Effective (and coordinated) action is the result of beginning (and ongoing) 
incident operations with an in-place and in-charge IC.  
 
Once command has been established, all routine communication between the dispatch center 
and the incident will be directed through Command. 
 
The initial Incident Commander shall remain in Command until Command is transferred or the 
incident is stabilized and Command is terminated. 
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A formal IC must be in place, performing the functions of command, whenever a hazard zone 
exists. 
 


2.2 - Naming Command - Radio Designation 
 
The radio designation "COMMAND" will be used along with the major cross road, or the 
specific occupancy name of the incident site (i.e. "Main Street Command", "St. Joe’s Hospital 
Command"). This designation will not change throughout the duration of the incident. 
 
The designation of "Command" will remain with the IC throughout the duration of the entire 
incident. 
 
One tactical radio frequency can host several EMS incidents at once, but for incidents that are 
declared working, the assigned tactical radio channel should be cleared of other incidents, or, if 
there is credible call information, the call should be assigned on its own separate tactical radio 
channel upon dispatch if available. This will avoid having multiple “Commands’” operating on 1 
(one) tactical channel. 
 
 2.3 - Command Positioning 
 
The IC’s position will greatly affect their ability to control the incident scene. Typically, the 
Company Officer of the first arriving Engine Company will become the initial IC for the incident, 
IC #1. 
 
There are three command positions that a Company Officer can place themselves in, depending 
on the situation. These three command positions are: 
 


 Investigating Command position 


 Fast-Attacking Command position – Inside the hazard zone 


 "Command” position - Stationary, inside of a Command Post (CP). 


 
2.3.1- Investigative Command Position (Nothing Showing) 
 
This is a mobile IC on a portable radio, moving around and evaluating conditions while trying to 
identify the incident problem. The company officer should remain with their company to 
investigate while utilizing a portable radio to command the incident. 
 
When the initial IC reports "nothing showing" or an equivalent report, any additional units to the 
incident shall continue into the scene using a Code 2 response (normal driving). 
 
2.3.2 - Fast Attacking Command Position 
 
Many times, the strength of our local IMS is the fast-attacking IC, who directly supervises the 
use of quick force at the beginning of the event. That action is reinforced and upgraded by 
response chiefs who come in behind the initial fast attacking IC to quickly establish a stationary, 
exterior command post that supports and expands on the fast-attacking IC’s initial actions. The 
fast-attacking command position provides the front-end command structure for that capability. 
The Fast Attacking Command position is defined as: IC #1 enters the hazard zone (when in the 
offensive strategy) in full PPE, with a portable radio, supervising and assisting their crew in the 
attack. 
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The advantages of a Fast Attacking IC: 
 


 Enhances crew safety and accountability 


 Gives the IC another set of critical factors to evaluate  and base unit assignments on 


(interior conditions) 


 Usually solves the problem quickly 


 
The disadvantages of a Fast Attacking IC: 
 


 Combining action and command is tough to do 


 Difficult communication position (full PPE in a hazard zone) 


 Limited field of vision  


 Reduces strategic span of control 


 
The entire response team coming in behind a fast attacking IC must realize that the initial IC is 
in an attack position, not a command position. We trade off this position disadvantage because 
many times this initial front end “hit” is enough to stabilize the incidents problems. 
 
When the front-end assault doesn’t stabilize the situation, the fast-attacking IC is not in the best 
position to continue command; they are in the worst position. The Fast Attacking Command 
position should end in one of three (3) ways: 
 


1. Situation is quickly stabilized. 


2. Command is transferred from the Fast Attacking Company Officer IC (#1) to a 


subsequent arriving Command Officer (IC #2). 


3. If the situation is not stabilized and there is a delay in the arrival of a command officer, 


the Fast Attacking Company Officer IC must move to an exterior (stationary) command 


position and operate in the Command position. When this happens, the Company Officer 


has the following crew options: 


 


 Move up one of your crew members to Company Officer. Minimum 2 person 


Company in a hazard zone 


 Assign your crew member(s) to another Company in the hazard zone. This must 


be acknowledged by both the original and the receiving officer and by their 


inclusion in the accountability system. 


 Have crew exit with the IC and perform IC support roles 


 No crew will remain in a hazard zone without radio communications 


 
2.3.3 - Company Officer IC’s 
 
There are 3 operational levels that function at the scene of a hazard zone. They are: 
 


 Strategic level 


 Tactical level 


 Task level 
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Each of these levels is distinct and has their own set of responsibilities. 
 
For the majority of the incidents we respond to, the initial responsibility for managing all 3 
organizational levels is handled by IC#1, when they are a Company Officer.  
 
The first arriving Company Officer IC will size up the incident’s critical factors, declare the 
incident strategy and assume command. IC #1 has initial command and control responsibility for 
the entire incident operation on the strategic level until command is transferred or terminated. 
 
On the tactical level, the fast attacking IC will implement and execute an incident action plan 
that addresses the incidents critical factors in order to facilitate the completion of the tactical 
priorities. 
 
A fast attacking company officer IC will also directly supervise and assist their crew members 
with the tasks required to bring the incident’s problems under control. 
 
In most cases, this initial attack wave eliminates the incident hazards. For incidents that are not 
quickly controlled, are escalating, or are significant in scope and size upon our arrival, the 
strategic and tactical operational levels must be upgraded with Chief Officers as required. 
 
The strategic level of command on these types of incidents will be the 1st operational level that 
is upgraded. This command transfer significantly improves the IC’s position and ability to 
perform and manage the 8 functions of command and the corresponding strategic safety 
requirements for the entire incident operation. Placing the IC in a standard Command Post (CP) 
position where they can exclusively focus on incident management, enhances and facilitates 
both the completion of the tactical priorities and firefighter task level safety. 
  
2.3.4 - Command Position - Company Officer 
 
The Command Position is defined as: a command position that is stationary, remote, 
outside of the hazard zone and inside of a vehicle (Command Post – CP). The most 
effective command position is inside a CP, not inside a burning building. 
 
Certain incidents, by virtue of their size, complexity, or potential for rapid expansion, demand 
early, strong, stationary command from the outset of the incident. In these cases, the first 
arriving Company Officer (IC #1) will assume command and, from the beginning of the event, 
stay out of the hazard zone in a stationary exterior CP (most of these situations present as 
larger, defensive fires). A tactical worksheet shall be initiated and utilized to assist in managing 
these types of incidents. 
 
If the Company Officer assumes a Command position from the onset of the Incident, the 
following options are available to assign of the remaining crew members on the IC’s Unit. 
 
A. "Move up" an acting officer within the Company. This is determined by the individual and 
collective capabilities and experience of the crew. 
B. Assign the crew members to perform staff functions to assist the IC. Staff functions include 
recon/reporting, communications assistance; help with tactical worksheet tracking etc. 
C. Assign company personnel to another Company. This must be acknowledged by both the 
original and the receiving officer and by their inclusion in the accountability system. 
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"Passing Command" to a unit that is not on the scene creates a gap in the Command process 
and compromises incident management and safety. To prevent this command and control gap, 
command shall not be transferred to any officer who is not physically located on the scene. 
 
When a Chief Officer arrives at the scene first or at the same time as the initial arriving 
Company, the Chief Officer should assume Command of the incident. 
 
2.3.5 - Command Position – Chief Officer 
 
A stationary Command Post (CP) allows the IC to begin packaging command for the on-going 
operation and escalation of that incident. Physically locating the IC in the Command position 
puts the IC in the strongest possible position to carry out the functions of command, accomplish 
the incident’s tactical objectives, and ensure the safety of all members working on the 
fireground.  
 
Responding Command Officers should to do the following, if/when possible, while en route to 
the scene to set themselves up for success and to make the command-transfer process as 
seamless as possible: 
  


 Initiate filling out a tactical worksheet with the dispatched assignment (if not driving) 


 Reference any pre-plan info, access aerial views and hydrant locations [MCT] (if not 


driving) 


 Listen critically to all radio traffic 


 Log assigned companies onto the tactical worksheet (if not driving) 


 
If a battalion chief is the initial-arriving unit to the same structure fire, they will operate in 
the Command position. Chief Officers can only operate in the command position when 
they are the IC. 
 
2.4 - Transferring Command 
 
To a major extent, command effectiveness is directly connected to regular command 
positioning; the entire command system revolves around the rapid establishment of a stationary, 
remote IC, operating in a standard CP. 
  
By setting up and staying in a CP, the IC is in the ideal position to maintain on-line control; 
remain continuously available to communicate; and monitor and evaluate responders’ changing 
welfare and survival needs while they are operating within the hazard zone. 
  
The 1st arriving Chief Officer will respond directly to the scene. If an active hazard zone still 
exists, or if there is still tactical benchmarks to coordinate, command should be upgraded into 
the Command position. When arriving to the scene, IC #2 must transfer command in the 
following manner: 
 


1. Size-Up - Verify that all operating positions match the current incident conditions 


2. Transmit that your unit is On-Scene (“Battalion 1 On-Scene”) 


3. Contact IC #1 and announce that you’ll be transferring command: “taking it from out 


here” 


4. Verify the position & function of all hazard zone resource with IC#1 
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5. Contact and Confirm the command transfer with Dispatch, announce the current 


strategy, and make a resource determination 


 
Command transfers should be short and sweet. When IC #1 (usually a fast-attacking IC) 
transmits a concise, clear initial radio report, unit assignments and condition reports, it ensures 
that IC #2 (usually a command officer working out of an SUV) will have quality information to 
quickly facilitate the command transfer. 
 
2.5 - Package Command for ongoing operation and escalation 
 
The following bullet points put an effective IC in charge of the incident. 
 


 Strong standard command 


 Sectors/Divisions 


 SOPs 


 Clear communications 


 Standard strategy/action planning 


 
Once in the Command position, the IC can now use the “standard” pieces of the incident 
management system to control incident operations. This comes down to the IC always being in 
a position where they can control where the workers are while matching their actions to the 
current incident conditions. 
  
When the IC assumes a standard Command position inside a vehicle, the CP becomes the IC’s 
“field office.” Based on the size and design of the command vehicle (typically a response chief’s 
SUV), it will give the IC the following advantages: 
 


 A stationary, remote and quiet place to listen, analyze and make decisions 


 A superior communication position (better radios, no PPE, quiet) 


 More radio channels available 


 A place to write and record 


 Protection from the elements 


 Better Intel equipment (MCTs, reference materials) 


 
2. 6 - Upgrading the Command Post (CP) 
 
Here are some of the disadvantages to working in an SUV CP: 
 


 Sometimes you have a poor view of the hazard area 


 It’s very hard to manage more than one radio channel 


 A Support Officer is needed for a true, Strategic advantage 


 Not much room for more than 2 people to effectively operate in 


 People keep banging on your door 


 
Once the SUV-CP has reached its command limit (the end of a 1st Alarm/Box), it should be 
upgraded to a larger command vehicle (CV) so the CP and the command staff can keep pace 
with the event. 
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As the incident’s requirements continue to grow, so must the command capability used to 
manage those resources. The IC’s position must be upgraded and supported for these large-
scale, fast-moving operations. Larger command vehicles (CVs) give command teams a place 
where they can keep pace with the incident requirements. 
 
2.7 - Command Teams 
  
For incidents that are complex or will require a larger amount of resource (up to about a 5th 
Alarm/Box) a Command Team should be quickly formed to manage the incident. Command 
Teams are a quick and effective way to manage the swift influx of resources needed to bring 
local incidents under control. Larger command vehicles also provide the command staff a 
position and place for this to happen on a consistent, standard basis. Here are the advantages 
of working from a dedicated CV: 
  


 Provides a place for several command partners (SO, SA, Section & Branch positions) 


 You can manage several radio channels at once 


 Allows the IC to focus solely on the hazard zone 


 Offers access to data, video feeds, phones, weather, reference materials, etc.  


  
If available, larger CV’s should be dispatched on all multiple-alarm incidents.  
  
While these vehicles make it easier for the IC to perform the functions of command, they are not 
absolutely necessary. Parking a number of regular response-chief vehicles in close proximity to 
each other forms a “command village” and is an effective way to accomplish the same thing. 
  
Supporting an IC at an incident out of a larger, dedicated command vehicle will be covered in 
greater detail in Function 8—Continue, Support & Terminate Command. 
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3.0 - Command Function #3 – Situation Evaluation 
 
Major Goal of Command Function 3 is to develop a regular approach to size-up using standard 
information-management forms that identify the incident’s major critical factors. 
 
The information-management phase, known as size-up, involves the systematic, yet rapid and 
deliberate consideration of all the incident’s critical incident factors. This standard size-up 
approach must begin at the very start of every incident operation. This insures that we will 
develop a rational incident strategy and corresponding action plan based on the current 
conditions. 
 
3.1 - Matching standard conditions to standard actions 
 
Standard conditions are identified as the incident’s Critical Factors. We must identify the 
incident’s critical factors before taking any action. Our initial size-up produces the information 
that becomes the basis for the incident strategy and the corresponding incident action plan 
(IAP). Investing a small amount of time evaluating the critical factors is extremely important to 
both beginning and on-going command and operational success, as well as firefighter safety.  
 
The current, accurate and relevant information the IC obtains at the front end of the event will 
generally provide the informational foundation for effective initial and on-going action. This 
systematic evaluation process continually produces standard, safe, well-managed incident 
outcomes. 
 
3.2 - Strategic Decision-Making Model 
 
The strategic decision-making model gives 
the entire organization an evaluation/action 
system that takes the mystery out of initial 
emergency operations. This model conforms 
the decision-making process into a standard 
sequence: First we identify the incident’s 
significant critical factors, and then we base 
all actions on our evaluation of those factors. 
By continually evaluating those factors, we 
keep the plan current and the workers safe. 
 
3.3 - Information management 
  
Information management presents complex challenges during most working incident operations. 
Information must be quickly received, processed, interpreted and acted upon. In some case, 
certain factors can be observed from the command post, while others can only be determined 
from different locations inside and outside of the structure/incident area. 
 
Obtaining critical information requires the IC to develop, refine and practice a standard system 
of incident-intelligence management that is applied to actual on-line incident operations. 
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The IC uses a combination of the following four basic information forms to help manage and 
process information on the emergency scene: 
 


 Previous experience 
 Visual information 
 Reported Info/Reconnaissance 
 Pre-incident planning and familiarity 


 
3.3.1 - Previous experience 
 
Previous experiences and lessons learned are major incident-management resources and offer 
a practical way to evaluate where the incident is now and anticipate where it is heading. If we 
have seen the actual conditions in the past and developed an action plan to meet and match 
those conditions, we can anticipate the outcome of those actions if we were to apply them again 
(been there, done that).    
 
A major decision-making capability involves quickly accessing the memory files that, over time, 
get loaded into a responder’s brain when they encounter actual incident situations. A seasoned 
IC will relate past experiences to present conditions in order to evaluate where the incident is 
and anticipate which way the incident is headed. 
 
3.3.2 - Visual observation 
 
Visual observation and inspection are one of the most important ways we gain information. This 
information form requires a critical, perceptive eye and is the most common way the IC gathers 
information during initial and ongoing incident evaluation. 
 
While en route, the IC should observe the weather conditions (wind speed and direction) and 
the horizon for any smoke or fire conditions. 
 
As the IC approaches the scene, they should take a route that shows 3 sides of the structure, or 
when possible, completely circle the incident (later arriving Command Officers). A drive-around 
can reveal a great deal of information, such as the layout of the incident area; access or 
obstruction issues; the extent and severity of the incident problem(s); potential structural 
failures; or rescue situations. 
 
An important note on visual information as a size-up tool: Whatever the IC sees from the 
command post trumps what all others see and report (e.g. interior reports of “We’re getting 
it!” when the IC can see a 10-foot fireball coming from the roofline). 
 
3.3.3 - Recon information 
 
Information the IC can’t gather visually from their fast-action or command-post position is 
typically acquired from personnel assigned to standard geographic and functional positions. 
Information can come from SDGs dealing with specific problems and locations who then 
transmit their information reports to the IC. It also can come from other sources, such as 
owners/occupants, technical representatives, other agencies, law enforcement or media video 
feeds. 
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When the IC assigns companies and SDGs to key operating positions, they must report back 
regarding the conditions in their assigned areas. With this information, the IC builds a strategic 
picture of what is happening around the entire incident site. The IC uses this “big picture” to 
keep the strategy and attack plans current and to keep all hazard-zone workers connected.  
 
The IC is responsible for understanding the overall situation, incident resources, and 
organizational and operational statuses. SDG officers concentrate on information that supports 
tactical operations, integration and coordination. Companies must deal with the details required 
for direct task-level effectiveness. Simply, the level of required information (details) gets cut into 
smaller pieces as it moves toward the task level. 
 
3.3.4 - Pre-planning information 
 
Pre-incident planning arms the IC and the response team with facts and details almost 
impossible to acquire during an actual event. This is because pre-incident planning is conducted 
in ideal situations, during the daytime under non-emergency conditions. By physically visiting 
these tactically significant occupancies during these information-gathering visits, we increase 
the awareness and knowledge of responders who might have to operate at (and in) these 
locations under critical conditions. 
 
Even though the task-level workers operating at an incident aren’t in the position to review the 
actual plan during an event, they retain the familiarity gained during the preplanning process. An 
IC working in the command position is generally in the best position to look at, manipulate and 
manage the plans, and they can relay pertinent information to the decentralized operating SDGs 
and companies. 
 
3.4 - Critical Factors 


 
Virtually every incident factor has a related set of consequences ranging from minor to fatal. 
This is what makes critical factors critical. A major function of IC information management is to 
identify the factors with the most severe consequences and then concentrate on reducing, 
stabilizing, eliminating or avoiding the possible outcomes of those critical factors. This requires 
the IC to develop a standard approach of sorting and prioritizing critical factors. 
 
The IC needs a simple system to deal with all basic incident information. Critical factors offer 
such a system. There 8 basic Critical Factor categories: 
 


1. Building Type 
2. Occupancy 
3. Arrangement 
4. Life safety 
5. Fire 
6. Resource 
7. Action 
8. Special circumstances 


 
3.4.1 – Critical Factor Category – Building 
 


 Size—area and height 


 Interior arrangement/access (lobbies, stairs, halls, elevators) 


 Construction type—ability to resist fire effect 
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 Age 


 Condition—faults/weaknesses 


 Value 


 Interior compartmentation/separation 


 Interior arrangement / Basement profile 


 Vertical—horizontal openings, shafts, channels 


 Outside openings/access—doors and windows/degree of security 


 Utility characteristics (hazards/controls) 


 Concealed spaces/attack characteristics 


 Effect the fire has had on the structure (at this point) 


 Time projection on continuing fire effect on building 


 How much of the building is left to burn? 
 
3.4.2 – Critical Factor Category – Occupancy 
 


 Specific occupancy Type—group (business, mercantile, public assembly, institutional, 
hazardous, industrial, storage, school) 


 Value characteristics associated with occupancy 


 Fire load (size, nature) 


 Status (open, closed, occupied, vacant, abandoned, under construction) 


 Occupancy—associated characteristics/hazards 


 Type of contents (based on occupancy) 


 Time—as it affects occupancy use 


 Property conservation profile/susceptibility of contents to damage/need for salvage 
 
3.4.3 – Critical Factor Category – Arrangement 
 


 Access, arrangement, and distance of external exposures 


 Combustibility of exposures 


 Access, arrangement and nature of internal exposures 


 Severity and urgency of exposures (fire effect)  


 Value of exposures 


 Most dangerous direction—avenue of spread 


 Time estimate of fire effect on exposures (internal and external) 


 Barriers or obstruction to operations  


 Capability/limitations on apparatus movement and use 


 Multiple buildings 
 
3.4.4 – Critical Factor Category – Life Safety 


 


 Location of occupants (in relation to the fire) 


 Number of occupants 


 Condition of occupants (by virtue of fire exposure) 


 Incapacities of occupants 


 Commitment required for search and rescue (firefighters, equipment, and command) 


 Fire control required for search and rescue 


 EMS needs 


 Time estimate of fire effect on victims 
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 Exposure/control of spectators 


 Hazards to fire personnel 


 Access rescue forces have to victims  


 Characteristics of escape routes/avenues of escape (type, safety, fire conditions, etc.) 
 
3.4.5 – Critical Factor Category – Fire 
 


 Size 


 Extent (percent of structure involved) 


 Location 


 Stage (inception to flashover) 


 Direction of travel (most dangerous) 


 Avenue of travel 


 Time of involvement 


 Type and amount of material involved—structure/interior/finish/contents/everything 


 Product of combustion liberation (smoke, heat, flame, gas, etc.) 


 What is perimeter of fire? 


 How widespread is the fire area? 


 Fire access—ability to operate directly on fire 
 
3.4.6 – Critical Factor Category – Resource 
 


 Staffing and equipment on scene 


 Staffing and equipment responding 


 Staffing and equipment available in reserve  


 Estimate of response time for personnel and equipment 


 Condition of responders and equipment 


 Capability and willingness of personnel 


 Ability of responders to fit into an IMS 


 Number and location of hydrants 


 Supplemental water sources 


 Adequacy of water supply 


 Built-in private fire protection (sprinkler, standpipe, alarms, protected spaces, smoke 
removal, etc.) 


 
3.4.7 – Critical Factor Category – Action 
 


 Effect current action is having 


 Things that need to be done 


 Stage of operation (rescue, fire control, property conservation, customer stabilization) 


 Effect of the command function—is command established and working? 


 Is there an effective organization?  


 Has the IC forecasted effectively? 


 Is the incident in the proper Strategy with the corresponding IAP? 


 Tactical priority questions: Are victims okay? Is fire out? Is loss stopped? 


 What is the worst thing that can happen? 


 Are operating positions effective? 


 Are there enough resources? (Personnel, apparatus/equipment, logistics/support, 
command, water, SCBA air) 
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 Are troops operating safely? 


 Is there a safety plan/organization (On-Deck, tactical supervision, etc) in place that can 
react in case someone gets in to trouble? 


 Situation status: from out of, to under control 
 
3.4.8 – Critical Factor Category – Special Circumstances 


 


 Time of day/night 


 Day of week 


 Season 


 Special hazards by virtue of holidays and special events 


 Weather (wind, rain, snow, heat, cold, humidity, visibility) 


 Social unrest (riots, terrorism, etc.) 
 
3.5 – Managing Critical Factors 
 
The incident critical factors are the basic items an IC must consider when evaluating tactical 
situations. They constitute a checklist of major elements associated with size-up, decision-
making, initiating operations, and review and revision. It’s important for the entire team to agree 
upon what the critical incident factors are, as well as the standard organizational reaction to 
those factors.  
 
Command deals with these incident factors through a systematic management process that: 
 


1. Includes a rapid overall evaluation 
2. Sorts the critical factors in order of priority 
3. Seeks more information about each of those factors 
4. Focus on the major factors effecting the incident (fire) 
5. Quickly and properly react to visual observation and CAN reports 


  
Critical incident factors represent an array of items that remain dynamic throughout the event. 
Therefore, the relative importance of each factor changes over time. Command must deal 
continuously with these changes and base decisions on current information relating to the most 
important factor. 
 
The effective IC does not stick with the initial plan of action after conditions change—for better 
or for worse. Successful incident operations require the IC to revise the IAP as needed by 
constantly reconsidering the incident’s major critical factors based on feedback from the 
information forms. 
 
When IC#1 (Co. Officer) chooses the offensive strategy and the fast-attack mode, they make 
their initial size-up from an exterior position. The IC sees the effect the incident problem is 
having outside the hazard zone. The fast attacking IC then moves to the interior and begins 
collecting information about how the incident problem is affecting the inside of the structure. 
These conditions, such as the problem location and the amount of smoke and heat, are utilized 
in the decision-making process to assign subsequent arriving units.  
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When an IC is operating in a strategic command position, they usually have a good view of the 
incident scene. As the IC assigns units to the different operational positions around the inside 
and outside of the incident scene, they will receive size-up information in the form of 
progress/CAN reports from these different positions. The IC must consider these reports along 
with what they are actually seeing. Whatever the IC sees, trumps all other reports. 
 
3.5.1 - Consider fixed factors – manage variable factors 


 
Fixed factors pertain to the things that can’t be change, such as the way a building sits on a 
piece of property, the occupancy type or the distance of an exposure. These fixed factors 
present certain realities that the IC must plug into their incident action plan. If something that 
normally takes 3 minutes is going to take 20 minutes because of a fixed factor, the IC must 
react, plan and manage accordingly 
 
Fixed Factors: 
 


 Building 


 Occupancy Type 


 Arrangement 


 Special Circumstances 
 
Variable factors are things the IC can change. If a building is full of smoke, the IC can order 
ventilation. If the building is heavily secured, a ladder/truck company can force entry. Engine 
crews manage the fire by applying a sufficient amount of water to extinguishing it. When we 
don’t (or can’t) control the variable factors, we should be in safe locations, away from the factors 
that may harm us. 
 
Variable Factors 
 


 Life 


 Fire 


 Resource 


 Action 
 
3.5.2 - Critical Unknowns 
 
During most critical incident situations, command must develop an initial action plan based only 
on the critical factors they can see at the beginning of operations. Most of the time, the initial 
information is very incomplete. The ability to identify the “knowns” and the “unknowns” emerges 
when the IC uses the standard inventory of the critical factors. The IC must: 
 


 Quickly size up what they know and what they don’t know 


 Identify and address critical “unknowns” during incident operations 


 Some unknowns must be addressed immediately, especially in situations that involve 
firefighter safety and survival, before the problem can even be engaged (such as 
basement fires) 


 Some forecasted critical unknowns are so critical that they may drive the initial or current 
Strategy choice. 
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3.5.3 - Quickly Identify & React to Safety “Red Flags” 
 
Red flags are pieces of information that we must address because they can end up injuring or 
killing us. The IC must always take a pessimistic approach when sizing-up, assuming the worst 
until determining otherwise. 
 
A red flag will not necessarily change the overall incident strategy or incident action plan, but it 
must be identified and addressed by the IC and the rest of the hazard zone team. This is a big 
part of how the IC ensures everyone goes home when the event is over. Some examples of red 
flags include: 
 


 Fire in the attic space 
 Fire in a basement 
 Operating above a fire (basements, floor above the fire) 
 Zero visibility 
 Encountering high heat 
 Reports of, “We can’t find the fire”, beyond the normal discovery time 
 More than one (1) request to back up an attack position 
 Reports that state “fire control,” but you can still see active fire conditions from the 


command post 
 Victim(s) located 
 Wind-driven fires 
 Smoke/fire showing from cracks in walls. 


 
3.5.4 - Maintain a Realistic Awareness of the Elapsed Incident Time 
 
One constant for structure fires is that the building will last a very short period of time when 
exposed to flame. Another severe time constraint is the length of time an SCBA will supply air to 
its wearer.  
 
In many systems, the Communications Center provides the IC with elapsed-time reminders. 
These reminders serve as cues for the IC to re-evaluate conditions, the current strategy and to 
consider the length of time firefighters have been operating in the hazard zone.  
 
3.5.5 - Structure & Time Information around the Tactical Priorities 
 
Tactical priorities provide a job list for incident operations; they are the reason our customers 
call us. For structural firefighting, these tactical priorities include search/rescue, fire control, 
property conservation and customer stabilization. 
 
Effective incident communications focus on completing the tactical priorities (within the 
parameters of the critical incident factors and firefighter safety). This approach requires a 
simple, standard communications game plan (SOP) for the entire organization.  
 
3.5.6 - Continually Reconsider Conditions; Stay Current & Stay Connected to Resources 
 
The IC develops their strategy and the IAP based on the initial size-up of the incident’s critical 
factors. These critical factors are very dynamic; they are either getting better, or they are getting 
worse, but they never stay the same. The current and forecasted incident conditions must drive 
the strategy, the IAP and our risk-management plan. 
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4.0 - Command Function #4 – Strategy & Incident Action Planning 
 
To quickly determine the most effective, correct action, the IC must “cut through” a lot of 
confusion along with evaluating all of the incident hazards. What we do at the very beginning of 
the event generally sets the stage for what happens throughout the incident.  
 
Command Function 4 describes how the IC develops and uses the incident strategy and 
incident action plan (IAP) to take the correct actions that matches and takes control of the 
incident conditions—all within the overall incident strategy. 
 
4.1 - Matching standard conditions to standard actions for a standard outcome 


 
This is the core of the command system and is the launching pad for all operations. Standard 
conditions are identified as the incident’s current critical factors (Function 3 Size-Up). We must: 
 


 Identify the incident’s critical factors before taking any action. 


 Our initial and ongoing size-up of the incident’s critical factors must produce the 


information that becomes the basis for the current incident strategy and incident action 


plan (IAP). 


 Current, accurate and relevant information provides the informational foundation for 


effective initial and ongoing action. 


 
This systematic evaluation process continually produces standard, safe, well-managed incident 
outcomes.  
 
4.2 - Strategic Decision-Making Model 
 
The strategic decision-making model gives 
the entire organization an evaluation/action 
system that takes the mystery out of initial 
emergency operations. This model brings the 
decision-making process into a standard 
sequence: First we identify the incident’s 
significant critical factors, and then we base 
all actions on our evaluation of those factors. 
By continually evaluating those factors, we 
keep the plan current and the workers safe. 
 
4.3 - Use the Critical Factors to Develop the Incident Strategy & the IAP 


 
We must use a standard evaluation approach and incident-management system to develop and 
conduct our operations around the incident’s critical factors. Critical factor management is 
detailed in Command Function 3 – Situation Evaluation. 
 
4.4 - Risk Management Plan (RMP) 
 
Fireground operations will fall in one of two strategies, Offensive or Defensive. These two 
strategies are based on a standard Risk Management Plan that is to be employed on ALL IDLH 
hazard zones. 
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The following Risk Management Plan (RMP) will be used at all times whenever a hazard zone 
exists: 
 


 We will risk our lives a lot, to save savable lives 


 We will risk our lives a little, to save savable property 


 We will NOT risk our lives, at all, for lives or property that are already lost 


 
The above three levels of risk can only be assumed in a highly calculated and controlled 
manner. Highly calculated and controlled refers to effective application of department SOPs, 
training, and the safety systems (PPE, radios, apparatus, water, etc.) that must be 
used/followed at all times, in order to take any level of risk. 
 
We must always begin our operational response with the assumption that we can make a 
difference for our customers by conducting standard incident operations. Our risk-management 
approach is based on us always conducting operations within standard operational and safety 
SOPs.   
 
Rescue operations in the hot zone are the only place where, based on the possibility of saving a 
threatened customer, the RMP allows workers to take a significantly higher level of risk. High 
rescue mode operations are based on a deliberate situation evaluation, a conscious decision by 
the IC, and the continual application of the safety SOPs. 
 
The offensive/defensive strategy should again be re-evaluated and re-declared after an “all 
clear” has been achieved.  Both are critical decision points for the IC. 
 
4.5 - Determine the overall incident Strategy 
 
An IC properly managing the incident’s strategy has the #1 – GREATEST overall impact on 
responder safety. 
 
Overall operational strategy is divided into only two categories: Offensive or Defensive. 
 


 Offensive operations are conducted inside a hazard zone 


 Defensive operations are conducted outside of the hazard zone - in safe locations 


 
The two separate strategies create a simple, understandable plan that describes in primitive 
terms how close the emergency responders will get to the incident’s hazards. 
 
The incident’s overall strategic decision is based on the incident’s critical factors weighed 
against the RMP. 
 
IC’s must avoid taking unnecessary risks to save property when our members are the only life 
safety threat in the hazard zone. 
 
Do NOT combine Offensive & Defensive operations in the same fire area. 
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4.6 - Declare the incident’s Strategy as part of the Initial Radio Report (IRR) 
 
Declaring the incident strategy up front, as part of the initial radio report will: 
 


 Announce to everybody the overall incident strategy. 


 Eliminates any question on where we will be operating on the incident scene (inside or 


outside the hazard zone).  


 
4.7 - Confirm ongoing Strategy as part of the Elapsed-Time Notifications (ETN) 
 
When an offensive Working Fire or Haz Mat incident is declared, it will prompt the TRO to begin 
Elapsed Time Notifications (an IC can also request ETN’s whenever they feel it is necessary).  
 
The TRO will announce over the tactical frequency an elapsed time notification every five (5) 
minutes until the incident is placed under control, or until command requests to discontinue or 
restructure the ETN’s. 
 
The IC must verbally acknowledge each 5 minute notification by re-announcing the incident’s 
strategy over the assigned tactical radio frequency until the incident is placed under control, or 
until command requests to discontinue or restructure the notifications. 
 
4.8 - Use the Incident Organization & Communications to Implement the Strategy/IAP 
 
Incident operations begin under control and stay under control when everyone operates within 
the incident management system and the overall strategy. 
 
The IC uses the radio to manage incident operations. This starts with the initial radio report 
where the initial strategy is declared. Subsequent arriving units who Level 1 stage are given 
specific task, location and objectives in their assignments. Once in place, these units will report 
back to command the conditions in their assigned area. These actions connect everyone 
together on the incident site and help the IC manage the proper strategy based on the current 
conditions. 
 
The IC controls evolving operations by decentralizing the hazard-zone when assigning S/D 
responsibilities. S/D officers operating in forward positions give the IC the following strategic 
advantages: 
 


 They control access into and out of the hazard zone based on the current strategy. 


 They usually have a better view of conditions in their SDG than the IC. 


 They are in a much better position to directly manage the safety in their SDG. 


  
The IC provides the S/D officers with the overall strategy and objectives for their area. This 
becomes the starting point for conducting operations within that S/D. As progress is made, 
objectives are met or conditions change (good or bad), the S/D officer reports this information to 
the IC. 
 
The IC must processes reports from all the operating S/D’s to continually manage both the 
overall incident strategy and the corresponding IAP. 
 
 







48 


 


4.9 - Standard Company Functions 


 


Standard company operations assign basic fireground functions and activities to companies 
based upon the capability and characteristics of each type of unit. 
 
Standard company operations assign fireground functions to the particular company who can 
best accomplish the task/operation. 
Standard company operations integrate the efforts of Engine and Ladder/Truck companies to 
effectively complete the chosen strategy’s tactical priorities. 
 
Standard company operations should reduce the amount of detail in the orders from the IC that 
is required to get companies into action on the fireground. This greatly reduces radio traffic. 
 
The following items represent the standard operations that will typically be performed by Engine 
and Ladder/Truck. These basic functions will provide the framework for field assignments for 
these companies: 
 
Standard Engine Company Functions: 
 


 Establish a water supply 


 Stretch hoselines 


 Operate nozzles 


 Search, rescue, and treatment 


 Open up concealed spaces 


 Deploy ground ladders 


 Pump supply lines 


 Supply master streams 


 Loss control activities 


 
Standard Ladder/Truck Company Functions: 
 


 Search, rescue, and treatment 


 Ventilate 


 Forcible entry 


 Raise ladders 


 Provide access/check fire extension 


 Utility control 


 Provide lighting 


 Deploy aerial devises 


 Operate ladder pipes (aerials and platforms only) 


 Perform overhaul 


 Extrication 


 Loss control activities 
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Every company will be expected to perform all basic functions safely within the limits of their 
capability, and it will be the on-going responsibility of Command to integrate company tasks and 
objectives as required with the on-scene units. 
 
4.10 – Strategic level water supply considerations 
 
Command is ultimately responsible for managing attack positions in either offensive or 
defensive locations. The key to effective attack positioning is WATER. Water not only 
extinguishes the fire, it protects firefighters from the lethal products of combustion. 
The IC must have an acute awareness of the following water supply factors: 
 


 The required fire flows for the incident 


 What are the projected fire flows we can actually produce 


 Do we have enough water to safely extinguish the fire 


 Where is the water supply coming from 


 Are the key tactical areas adequately supplied with water 


 What units have/need a water supply 


 How many handlines can the supplied pumper(s) charge and pump 


 How many large diameter openings can the supplied pumper(s) charge and pump 


 Is there a need for pumped supply lines 


 
When assigning and Engine Co. (pumper) to deploy and operate a handline(s) in the hazard 
zone, it is very important for the IC to specify what to do with the units apparatus and where 
their handline and/or water supply comes from. This manages attack positioning and prevents 
un-necessary congestion around the incident scene. 
 
4.10.1 - Forward & Key Pumpers 
 
A Forward Pumper is defined as: A pumper that is located in one of the primary, forward attack 
positions on the fireground where equipment, hose and water are deployed off of the pumper 
directly into or around the hazard zone. 
 
*Note: The Forward Pumper reference is geographic and functional in nature and DOES NOT 
imply that the attack position has an uninterrupted water source. IC’s must maintain an 
awareness of all Forward Pumpers water supply status.  
 
A Key Pumper is defined as: A pumper that makes a direct hydrant connection into the Key 
Pumper’s intake valve and then “pumps” the Forward Pumper’s supply line. This overcomes all 
of the fiction loss in the supply hose (up to 1,000 ft) and it delivers the max GPM possible from 
the hydrant to the forward pumper (up to 2,000 GPM using 5” LDH). 
 
4.10.2 - Pressurized Water Supply 
 
Lines must be laid with consideration for the access problems they can create. Always lay 
supply lines along the side of the roadway that the hydrant is located on and cross over at the 
fire scene if necessary. 
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Max speed when laying supply lines is 10 mph. Faster speeds result in excess hose on the 
roadway and the possibility of hanging up a supply coupling in the hose bed. Slower speeds 
also provide several advantages: 
 


 Reduces the risk of striking pedestrians, spectators, vehicles or other apparatus and 


firefighters working at the scene 


 Provides time for the Company Officer to size-up and evaluate the critical fire ground 


factors 


 Provides time for the Engineer to safely and appropriately spot the apparatus into 


forward/key positions 


 
First due companies approaching the scene with any evidence of a working fire in a structure 
should lay their own supply line in an area containing hydrants whenever possible. Exceptions 
to this guideline may include: 
 


• Obvious critical rescue requiring a full crew 
• Unsure of actual fire location in multi-unit building complex 
• Hydrant within 200 feet of the fire 
• Booster tanks over 1,000 gallons 


 
Key tactical positions should be identified and Forward Pumpers should be placed into those 
locations early on in the operation with a strong water supply. The Forward Pumpers can then 
distribute this water supply to a variety of hand lines, appliances, master streams or FDC’s.  
 
Fire hose soon limits the general access as the fireground operation gets older. Command must 
direct apparatus to important positions as early as possible. Take full advantage of the hydrants 
closest to the fire area before laying additional supply lines from distant hydrants. 
 
Secondary hydrants should be used to obtain additional supply if the demand exceeds the 
capability of the closest hydrants. Shared mains must also be considered when opening up 
secondary hydrants. These actions could reduce the water available to the Forward Pumpers in 
good tactical positions. Many times, pumped water is the best option to increase flows. 
 
Take advantage of the equipment on apparatus already in forward attack positions instead of 
bringing in more apparatus. Connect extra attack lines and appliances to forward pumpers 
which already have a good water supply instead of making "daisy chain" supply line connections 
which congest the scene. 
 
Do not hook up to hydrants located so close to the fire building that structural failure or fire 
extension will jeopardize the water supply or the apparatus. 
 
4.10.3 - Pumped Water 
 
After initial arriving companies have established an adequate water supply, newly arriving 
companies should stage on those hydrants providing the ability to pump the hydrant. Staging 
key pumpers on hydrants enhances fire ground safety in several ways: 
 


 Ensures an uninterrupted water supply 


 Provides max hydrant volume when needed 
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 Reduces forward scene congestion 


 Ability to pump water through the forward pumper in the event of mechanical failure 


 
A pumped water supply is necessary when large volumes of water are required on the fire 
ground. This normally occurs later in the attack operation when Engine mounted master 
streams, ladder pipes, or multiple high GPM attack lines are in operation. 
 
Whenever possible, first alarm companies should lay their own supply lines to cover all critical 
tactical positions before pumped water is considered. 
 
Supply line lays of any length (over 200 ft) should be pumped when supplying aerial devices, 
large bore master streams, or several handlines at once. A single 5 inch hose can deliver the 
entire volume of the hydrant (1200 – 2000 GPM depending on main and supply hose size) when 
being pumped by a key pumper. This often times makes it unnecessary to lay additional supply 
lines to Forward Pumpers in large volume water operations. 
 
4.10.4 - Water Shuttle Operations 


 
If the IC forecasts/predicts that more than a standard sized booster tank of water (500 gallons) 
will be required to properly control and overhaul the fire, they should establish a water supply 
using a fire hydrant or a portable water tank shuttle supply operation. 
 
Whenever possible, departments should try to utilize a water supply from a fire hydrant as 
opposed to using a drafting/water shuttle operation. When a hydrant is not located close enough 
to the scene to provide a pressurized water source, a water shuttle operation should be set up 
and utilized as soon as possible. 
 
Because a water shuttle operation takes place outside of the hazard zone, pumping engineers 
and water shuttle apparatus operators should be placed on a separate radio channel that is 
managed by a water supply supervisor. This will greatly reduce radio traffic on the hazard zone 
tactical channel. 
 
The key to a successful water shuttle operation is the initial portable water tank set up location 
and minimizing the idle time of water shuttling apparatus. The proper initial set up of the water 
supply operation is essential for two reasons; (1) the water supply requirements are most critical 
during the first few minutes of the attack, and (2) it is difficult or impossible to build on or 
maneuver around a poor set up. 
 
A water shuttle specific 1st/Box alarm response should be able to provide a continuous flow of 
500+ gpm if the water supply source is located a reasonable distance from the scene and the 
dump site has been properly set up. 
 
There are 2 main components to a water shuttle operation: 
 


• Dump Site; using portable water tanks at the scene 


• Fill Site; utilizing a fire hydrant, a well pumping station, or a draft location away from the 


scene to fill water shuttle apparatus 
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Dump Site - On most offensive working fires in areas without hydrants, the initial arriving 
Engine Company will respond directly to the scene and begin their fire attack using tank water. 
Once the initial arriving pump operator has their pump panel set up, they will assist a 
subsequent arriving Engine or Tanker driver with setting up a portable water tank and start a 
drafting operation. 
 
Members must spot their apparatus and set-up the portable water tanks in a manner that 
maximizes water shuttle apparatus access in, out, and around the water tanks and the 
emergency scene in general. 
 
Fill Site - The closer the fill site is to the dump site will greatly increase the water flows that can 


be achieved. Fill sites should be selected in the following order: 
 


 Hydrants that are located closest to the scene 


 Well pumping stations that are located closest to the scene 


 Drafting location 


 
Once a pressurized supply site has been initially set-up, leave all supply hose, valves and 
accessories attached and in place until the operation is concluded. This will great speed up 
turnaround times at the fill site. 
 
If shuttled water has to be drafted out of a static water source, Command should dedicate one 
drafting pumper at the source to supply/fill water shuttling apparatus. This will provide for the 
quickest turn-around times at the fill site. 
 
4.11 - Strategic level attack line considerations 
 
When operating in the offensive strategy, attack hose lines of adequate volume should be 
advanced inside the fire building (max 175 feet) to put water on the fire and to control access to 
through doors, halls, stairways, or other vertical and horizontal channels through which people 
and fire may travel. 
 


 All initial attack efforts must be directed toward supporting rescue efforts and hose lines 


must be placed in a manner to control interior access, confine/control the fire, and 


protect avenues of escape. 


 When no life is endangered, the first stream should be placed between the fire and the 


most severe exposure or unburned areas. 


 Additional hose lines should cover other critical areas or when covered, back up in place 


hose lines if requested. 


 In situations involving larger structures, additional hose lines should be deployed to 


protect secondary means of egress (always consider the presence of personnel 


operating in opposing positions). 


 No uncharged hoselines past the entry point of the structure. All hoselines entering the 


hazard zone must be charged and have an adequate enough stream to protect entry 


crews. 


 No Gated-Y’s past the entry point of the structure 
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An offensive attack should achieve an effect on the fire very quickly once it’s in place and 
operating. Consequently, backup plans should be developed quickly. If you apply water to an 
offensive attack position and the fire does not go out – react quickly. Back it up or re-deploy to a 
more effective position. 
 
Predict where the fire is going to go and put crews in positions ahead of the fire. This is 
especially true when fighting fires in compartmentalized structures such as strip malls, 
apartments or any compartmentized structure with a common attic. 
 
Beware of hose lines that have been operated in the same place for long periods. Fire 
conditions should change during the course of fire operations (better or worse) and the effect of 
hose line operations must be continually evaluated by the IC. If the operation of such lines 
becomes ineffective, move, adjust, or redeploy them. 
 
A well placed IC is in the best position to evaluate the overall effectiveness of the fire attack, 
while interior crews are sometimes in the worst position to evaluate their effect on the fire. 
Command must continually compare interior control reports to what they can see from the 
command post (CP). Whatever the IC sees with their own eyes from the CP must trump all 
other interior reports of “we’re getting it” when fire conditions haven’t changed for the better. 
 
Company Officers and S/D Officers must assume responsibility for the effectiveness of their fire 
streams. These officers must maintain an awareness of where fire streams are going, their 
effectiveness and then report the general operational characteristics back to the S/D Officer or 
Command. 
 
Command must avoid backing up handlines that are already in place when operating crews 
don’t request back-up when providing CAN reports. Always ask a company if they require back-
up before backing them up. 
 
4.11.1 - Fire stream considerations 
 
Fire control forces must consider the characteristics of fire streams and choose the most 
effective nozzle/stream for the task: 
 


 Smooth bore nozzles: Greater penetration, reach and striking power. Less steam 


conversion. 


 Fog nozzles: Increased heat absorption/expansion. Shorter reach. Most effective in 


confined spaces and protecting exposures. 


 
Choose the proper sized attack line: 
 


 1-3/4” Lines: Fast, mobile, good volume, 150-200 GPM 


 2” Lines: Reasonable speed, mobility and variable volume depending on pump pressure 


and nozzle, up to 300 GPM 


 2-1/2” Lines: Slow and difficult to advance and move once charged and flowing, 200 – 


300 GPM 


 Elevated Master Stream: Slow to set up – maximum water, 500 to 2,000 GPM 


 Engine Mounted Master Streams: Fast to set up, large volume, great reach and 


penetration, 500 to 1,000 GPM 
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Offensive attack activities must be highly mobile—as mobility is slowed, attack activities begin to  
become more defensive in nature and effect. 
 
4.12 - Tactical Priorities 
 
Once the overall incident strategy has been determined, the IC must manage the completion of 
the tactical priorities for the chosen strategy. Each strategy has a different set of tactical 
priorities to complete. 
 
Tactical priorities provide the IC with a simple, short list of major categories that act as a 
practical 1-2-3 guide during the difficult initial stages of fireground planning. The IAP must be 
short and simple; complicated IAP’s tend to break down during this critical time. 
 
Generally, the IC tries to achieve the same basic objectives from one incident to the next. 
Tactical priorities offer a regular set of “hooks” on which the IC can hang tactical activities in 
order to develop a standard approach to solving incident problems. With this standard 
approach, the IC can manage the basic work sequence at every incident, in the same manner. 
This creates consistency the troops can understand and dependability that continually creates 
standard actions to the current conditions.  
 
4.13 - Offensive Incident Action Planning 
 
When an incident’s critical factors and the risk-management plan indicate the offensive strategy, 
firefighting forces will enter the structure (hazard zone) to attempt to control the incident 
hazards. An offensive IAP is based on the standard offensive tactical priorities. 
 
Offensive Strategy Tactical Priorities and their corresponding completion benchmarks: 
 


 Fire Control (F/C) – “Under Control” 


 Life Safety – Primary and Secondary “All Clear(s)” (A/C) 


 Property Conservation – “Loss Stopped” (L/S) 


 Customer Stabilization – Short term 


 
The offensive tactical priorities establish the major operational activities required for a complete, 
integrated effort, and they identify the three major functions we must complete to establish the 
overall incident response. 
 
4.13.1 – Offensive Search and Rescue Operations 
 
One of the major tactical priorities to accomplish as early as possible in the event is to search 
for and remove any savable, endangered occupants in the hazard zone, and to protect any 
customers exposed to the incident’s hazards. 
 
For offensive structural fires, we achieve the life-safety priority by performing primary and 
secondary searches in the fire occupancy and in any exposures threatened by the fire. 
 


Primary All-Clear is defined as: a quick search and clearing of all affected areas of the 
structure(s). 
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Secondary All-Clear is defined as: a much more thorough, methodical search of the 
affected areas of the structure(s) once the conditions in the structure have been 
completely controlled. 
 
The IC uses the standard rescue order to prioritize and manage theses searches. The rescue 
order is the standard order that we use to search a hazard zone: 
 


1. The most endangered 


2. The largest group 


3. The remainder of the fire area/structure 


4. The exposures 


 
We initiate the completion of the offensive tactical priorities by companies advancing attack lines 
to the interior of burning structures. This fulfills the Rescue Order by: 
 


 Advancing initial lines directly to the most hazardous area of the building—the burning 


part – places crews in the same area as to the most endangered group. 


 Initial interior crews will be searching and protecting the same corridors that the 


occupants in the building would use to evacuate. 


 The hand line protects FF’s, it starts to control the problem, and it gives the search 


operation an “anchor point” to clear the rest of the structure from. 


 All initial attack efforts must be directed toward supporting rescue efforts and hose lines 


must be placed in a manner to control interior access, confine/control the fire, and 


protect avenues of escape. 


 
The IC is responsible for assigning all incident resources in order to achieve a quick and 
effective primary search of the affected structure(s). The IC must assign companies to search 
specific geographical areas of structure. This eliminates searching the same area multiple 
times, while other critical areas remain unsearched. 
 
The most urgent reason for calling additional alarms is for the purpose of covering life safety. 
Command must develop a realistic (and pessimistic) rescue size-up as early as possible. 
 
When encountering larger, high density, compartmentized, multi-unit/room residential 
structures, it is often more effective to implement a “protect in place” life safety operation as 
opposed to removing multiple people from a structure who are not directly exposed to the 
incident hazards. These actions should: 
 


 Secure and protect normal means of egress 


 Search and clear the immediate areas of involvement  


 Contain, control and eliminate the incident problem 


 Remove the products of combustion 


 Systematically clear the remainder of the fire area/exposures 


 
When primary search companies encounter and remove victims, Command must assign other 
companies to continue to cover the interior search positions vacated by those companies. 
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Command must also request and provide the necessary medical resources to treat any patients 
encountered on the incident site. 
 
Command must obtain Secondary All Clears of all affected areas once the first 3 tactical 
priorities have been achieved. 
 
Completed Primary and Secondary searches of the entire structure shall be announced over the 
tactical channel using the order model to alarm. IC’s shall avoid giving piece meal primary all 
clear reports over the tactical channel when multiple areas of a structure require a search. 
 
Occupancy type will many times drive the IC’s search priorities. Residential occupancy types 
must have a high life safety focus because these structures can be occupied 24/7/365. Strip 
mall, commercial and big box fires have a much lower life safety hazard and all initial actions 
should be directed towards putting water on the fire unless there is credible information of 
survivable occupants inside of the hazard zone. 
 
Primary All Clears should not be given on large, wide area commercial structures where search 
operations would require the efforts of several companies on the initial alarm. Again, all initial 
actions should be directed towards putting water on the fire and ventilating the structure unless 
there is credible information of survivable occupants trapped inside the hazard zone. 
 
Search and Rescue rules of thumb: 
 


 The 1st handline should go directly to the fire for firefighter safety and to support 


completing primary and secondary searches. 


 In working situations, “All-clears” must be obtained for all residential occupancies. 


 Smaller sized occupancies will accommodate a more rapid search. 


 Larger sized commercial occupancies – all initial efforts directed towards fire control. 


 A TIC’s primary use is for S&R and crew accountability – use it every time. 


 All personnel working in the hazard zone must either bring in their own handline or work 


under the protection of a handline located in their same geographic location while 


performing search operations. 


 Once “All-Clears” have been gained in operational areas, the IC must constantly 


consider that we are the only life safety threat in the hazard zone. 


 
4.13.2 – Offensive Fire Control Operations 
 
The IC manages this tactical priority by getting companies around all 7 sides of the fire and 
overwhelming it with water. The 7 sides of the fire are: 
 


 The interior/inside 


 The top (includes ceilings, joist spaces, attics, and floors above) 


 The bottom (includes the floor below, crawl spaces, joist spaces and basements) 


 All four sides (includes adjacent rooms, occupancies, or other buildings) and the 


concealed spaces of all those sides (includes walls, joists, attics, utility chases, void 


spaces, build-over’s, etc.).  
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The term “Working Fire” indicates a situation that will at least require the commitment of all 
responding companies. This report advises dispatch that the companies will be engaged in 
tactical activities and will be held at the scene for an extended period of time.  
 
When the forward progress of the fire is stopped and no other resource is required for fire 
control, the IC will transmit an “Under Control” radio report signifying that the fire control 
tactical benchmark has been obtained and no further resource will be required to mitigate the 
problem. 
 
Rules of thumb to apply when addressing the fire-control tactical priority: 
 


 Always establish an early, uninterrupted water supply for interior fire-suppression 


activities. 


 Consider mobility vs. gpm when selecting the properly sized hose line. 


 The highest priority during initial operations is putting water on the fire 


 Whenever possible, fight the fire from the unburned portion of the structure. 


 The initial interior hoseline should be placed between the fire and the most severe 


exposure (people or property). 


 In most instances, the fire should be cut off and contained/knocked down to facilitate 


search and rescue activities and firefighter safety. 


 All members in the hazard zone must be working under the protection of a hoseline in 


their immediate geographical area. 


 Maximum distance inside a structure is 175 feet. 


 Interior work times must be tied to SCBA air supplies, and the decision to exit the 


structure must be based on exiting with an air reserve (25%). 


 
Command must not focus only on what is on fire. In some cases, the most effective tactical 
analysis involves an evaluation of what is not burning rather than what is actually on fire. The 
unburned portion represents where the fire is going and should establish the framework for fire 
control activities and requirements. 
 
Command must consider the most critical direction and avenues of fire extension, plus the 
estimated speed of a standard fire progression, particularly as they affect: 
 


 Rescue activities 


 Level of risk to fire fighters 


 Confinement efforts 


 The concealed spaces that house the structures support elements 


 Exposures 


 
Command must request and allocate adequate personnel and resources based upon this fire 
spread evaluation. 
 
Command must direct whatever operations are required to get water on the fire as early as 
possible in the event. The rescue/fire control-extension/exposure problem is solved in the 
majority of cases by a fast, strong, well-placed attack that puts water on the fire as soon as 
possible. 
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Command must make critical decisions that relate to cutoff points and the development of a 
pessimistic fire control strategy that must also consider where the fire will be when attack efforts 
are ready to actually go into operation. It takes a certain amount of time to get water to a 
location, and the fire will continue to eat up property while the attack is being set up.  
 
Don't play "catch up" with a fire that is burning through a building. Project your set-up time, write 
off lost property and get ahead of the fire to adequately overpower it. 
 
The basic variables relating to attack operations involve: 
 
• Location/position of attack 
• Size of attack 
• Support functions 
 
Command develops an effective attack through the management of these factors. Command 
must balance and integrate attack size and position with fire conditions, risk and resources. 
All initial attack efforts must be directed toward supporting rescue efforts and hose lines must be 
placed in a manner to control interior access, confine and put out the fire, and to protect 
avenues of escape. 
 
Normal means of egress most often times will give control forces the fastest access possible to 
apply water on the fire while protecting these avenues of escape for occupants and firefighters. 
 
In some instances (upper floor occupancies with long handline stretches) it may be faster using 
alternate means of egress to apply water on the fire (ground ladders, aerial devices, fire 
escapes, drop bags, etc.). When using alternate means of egress to quickly put water on the 
fire, command as soon as possible, must cover and protect the normal means of egress for both 
occupants and firefighters to safely utilize. 
 
4.13.3 – Offensive Loss Control Operations 
 
All loss control operations start with putting the fire out. All three organizational levels must 
constantly remain aware that all of our actions are designed to protect savable property and 
control loss (from response to leaving the scene).  
 
After achieving fire control, we must direct all efforts on the incident scene toward controlling 
and preventing any unnecessary property damage. These efforts fall into 2 categories: 
 


 Overhaul 


 Salvage 


 
Once the fire is controlled and knocked down, a loss-control plan should be developed to 
describe how salvage and overhaul will be performed for the specific incident. 
 
Overhaul 
 
The goal of overhaul is to reduce the incidence of secondary fires, control loss, and stabilize the 
incident scene while providing for firefighter safety. Overhaul activities include thoroughly 
searching the fire scene to detect and extinguish any hidden fires or "hot spots". 
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Effective overhaul activities reduce the potential for secondary fires. When addressing overhaul 
operations, the IC should: 
 


 Insure overhaul is conducted safely. 


 Insure proper PPE is worn for the conditions 


 Ensure allied overhaul and salvage equipment are utilized when necessary. 


 Insure all fire is extinguished by addressing the 7 sides 


 Ensure at least two firefighters with a charged hoseline remain in the fire area to detect 


any possible hidden fire and re-ignition during the overhaul phase of the operation. 


 Use early and continuing positive pressure ventilation when appropriate to maintain an 


acceptable working environment and reduce loss. 


 Fire companies must evaluate and monitor conditions when operating fans. 


 Meet with the property owner/occupant concerning overhaul operations. 


 Closely coordinate overhaul with fire investigators. 


 
Suppression crews should open up as many of the construction voids that were exposed to fire 
as possible.  
 
Floor, wall or ceiling areas showing evidence of extensive decomposition due to fire exposure 
should be thoroughly examined during overhaul. 
 
Plenum spaces, soffits and pipe chases should receive careful inspection as they provide 
possible routes for fire to spread throughout a structure. 
 
Attic fires can pose a special hazard for secondary fires where insulation has been exposed to 
heat and fire. Large areas can receive fire damage and can be located in difficult to reach areas. 
In some cases, all exposed insulation must be removed to extinguish all remnants of any 
possible fire. This is especially true with cellulose insulation. 
 
Removing insulation in many cases means the removal of large sections of the ceiling. If 
possible, areas unaffected by fire should have their contents covered or completely removed 
from the area before pulling the ceilings down to overhaul the attic fire. 
 
Salvage 
 
Salvage includes the activities required to stop direct and indirect fire damage in addition to 
those required to minimize the effects of firefighting operations. This includes losses from water, 
smoke and firefighting efforts.  
 
Salvage operations must be aimed at aggressively controlling loss by the most expedient 
means. Salvage objectives are: 
 
• Stop or reduce the source of damage  
• Protect or remove contents  
 
Command will provide for salvage at all fires or other incidents posing potential damage to 
property.  
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Salvage operations most often involve early smoke removal and covering building contents with 
salvage covers or plastic. In some cases, the contents of threatened areas, where appropriate, 
can be removed to a safe location. When removal is not practical, contents should be grouped 
in the center of rooms, raised off of the floor and covered to provide maximum practical 
protection. 
  
The following items should be considered when addressing salvage: 
 


 Type, value and location of contents  


 The extent and location of the fire  


 Recognition of existing and potential damage sources  


 Estimate of required resource  


 
Salvage efforts should begin in areas most severely threatened by damage. In most cases that 
will be areas directly adjacent to or below the fire area. Additional salvage activities should 
expand outward until all areas of potential loss are secured.  
 
All firefighting activities have the potential to damage property and contents. The key to 
successful salvage is to distinguish between excessive damage, and damage that is required to 
reduce potential fire damage. All members must avoid creating excessive damage to the 
structure. The best philosophy to follow is to treat every home you respond to as if it is your 
home. Only do what’s necessary to stop loss. 
 
The IC will transmit a report of “loss stopped” once all of the affected areas have been 


properly overhauled, salvaged, ventilated and the incident conditions have ceased causing 
damage to the structure and its contents. 
 
4.14 - Defensive Incident Action Planning 


 
A defensive situation is where the incident problem has evolved to the point that lives and 
property are no longer savable, and offensive tactics are no longer effective or safe. The entire 
defensive strategy is based on protecting firefighters. 
 
Firefighter safety is the No. 1 defensive priority. No firefighter should be injured on a 
defensive fire.  
 
Defensive Strategy Tactical Priorities and their corresponding completion benchmarks: 
 


 Define the Hazard Zone 


 Establish Cut-offs – Forward progress stopped 


 Search exposures - Primary and Secondary “All Clears” – A/C’s 


 Protect exposures - “Fire Control” - Loss Stopped 


 
Defensive operations represent a standard organizational response to situations that cannot be 
controlled with offensive tactics. When conditions go beyond the safety systems required for 
interior operations, the IC must conduct defensive operations from outside of the hazard area. 
The IC must write off lost property and decide where the cut-off will take place (if there are 
exposures).  
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If defensive operations are conducted from the onset of the incident, Command must notify 
Alarm/Dispatch that there will not be a primary search completed for the involved structure(s). 
 
During defensive campaign operations, the IC will coordinate the rotation of crews through 
Dispatch & Deployment. 
 
Basic Defensive IAP 
 


 Identify critical fireground factors 


 Quick determination on additional resource 


 Evaluate fire spread/write-off lost property 


 Search exposures 


 Protect exposures 


 Prioritize fire streams, provide big, well placed streams, pumped water 


 Surround and drown 


 
4.14.1 - Transitioning from an Offensive strategy to a Defensive strategy 


 
When the offensive strategy is chosen on our initial arrival, most of the time, a well placed initial 
attack solves the incident’s problem. But there are many times (for many reasons) that our 
initial, and sometimes re-enforced attack efforts, do not solve the incidents problems and 
conditions continue to deteriorate to the point where the critical factors indicate switching from 
an offensive to a defensive strategy. 
 
IC’s must be very pessimistic in these types of situations, especially if the structure has a 
primary “All Clear”. Command must change strategies before the building is disassembling itself 
due to structural damage. When this happens, Command is very late in the strategy shift and on 
the receiving end of the building's decision governing the new strategy. The IC must be the 
single person to make the defensive decision, NOT the building coming apart. 
 
The announcement of a change to a defensive strategy will be made as follows: 
 


 Clear Dispatch – Ask for Emergency Tones/Traffic 


 Emergency Tones transmitted 


 Announce to all hazard zone units: 


 Shifting to the Defensive Strategy 


 All Unit’s “Exit” or “Abandoned” the structure 


 All Units report PAR’s upon exit 


 Dispatch/Alarms repeats Emergency Traffic report - verbatim 


 
“Exit the Structure” will be defined as: an orderly withdrawal where interior lines and equipment 
will be withdrawn and repositioned when changing to a defensive strategy. 
 
“Abandoned the Structure” will be defined as: an emergency retreat where all hoselines and 
heavy equipment will be left in place and all members in the hazard zone will exit the structure 
as quickly and as safely as possible. 
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A PAR (Personnel Accountability Report) shall be obtained for all units exiting the hazard zone 
after any switch from an offensive to a defensive strategy. 
 
Commands greatest priority once a strategic shift has been initiated is the safe exit of all units 
located in the hazard zone. Level 1 Staged units and other units working outside of the hazard 
zone shall maintain radio silence until all PAR’s have been tallied (unless they have emergency 
or high priority traffic). 
 
Company officers will account for their crews and advise their S/D Officer or Command on the 
status of their crew upon exiting. 
 
S/D Officers will notify Command of the status of the individual crews assigned to their S/D upon 
their exit. 
 
4.14.2 - Exposure Protection – Strategic Separation 


 
Arrangement becomes a major critical factor with defensive fires. The way the main fire 
compartment/area is arranged to its neighboring exposures will dictate our operating positions 
on a defensive emergency scene. 
 
All exposures, both immediate and anticipated, must be identified and protected. The first 
priority in defensive operations is personnel safety; the second is exposure protection. 
 
Stand alone buildings with no significant exposures must have the collapse zone identified and 
all operating units will remain behind those defined boundaries —this perimeter must not be 
crossed. 
 
One thing that greatly reduces firefighters’ “creeping” toward the fire area is shutting down all 
small-diameter handlines (unless they are being used to directly protect exposures). This also 
diverts that water into master-stream devices that can apply large amounts of water directly on 
the fire and the exposures. 
 
Many times, a defensive fire area will threaten exposures. These can be immediate exposures 
that directly connect to the fire area (apartments and strip malls) or they can be located in very 
close proximity to the fire area with little separation. 
 
All direct exposures not in the defensive fire area must be searched and protected whenever 
possible. This exposure protection involves: 
 


 Advancing handlines into the exposure(s). 


 Clearing the exposure(s). 


 Opening up and verifying the concealed spaces directly exposed to the defensive fire 


conditions. 


 In some cases, direct water application to stop the lateral spread of fire. 


 In some cases, once extension is verified, write off and move to the next exposure to get 


ahead of the fire. 


 In some cases it will be necessary to write off the entire exposure(s) due to rapid fire 


extension through common concealed spaces. 
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Command must be very specific on separating the two (2) operating positions (Defensive vs. 
Offensive). The IC’s radio traffic when operating in the overall defensive strategy, while being 
offensive in the exposures, should sound like this; “Command to all units; we will be operating in 
the defensive strategy on the main fire occupancy and we’ll be offensive in the Bravo 1 and 
Delta 1 exposures”. 
 
4.14.3 - Defensive Water Application 


 
Rules of thumb for defensive water application: 
 


 Master streams are generally the most effective tactic to be employed in defensive 


operations. 


 Command must consider the effectiveness of aerial water application vs. ground 


operated master stream devices. 


 A standard master stream flow of 750 GPM should be the guideline for all master stream 


flows. 


 Small diameter handlines not directly protecting exposures should be shut down. 


 When the exposures are severe and water is limited, the most effective tactic is to put 


water directly on the exposure. 


 Once exposure protection is established, attention may be directed to knocking down the 


main body of fire and thermal-column cooling. 


 In the defensive strategy, fire under control means the forward progress of the fire has 


been stopped and the remaining fire can be extinguished with the current on-scene 


resources; it does not mean the fire is completely out. 


 
4.14.4 - Defensive Loss Control 


 


No member shall enter the hazard zone of a defensive fire. Any structure that has defensive fire 


conditions over a short period of time shall not be entered by any personnel to perform any 


overhaul or loss control of any kind. 


 


Loss control activities in the offensive exposures of a defensive fire will follow the same 


procedures as offensive loss control activities. 
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5.0 - Command Function #5 – Communications 


 


The major goal for this command function is for the IC to initiate, maintain, and control effective 


incident communications. 


 


Effective incident communications provides the very practical connection between and among 


the 3 management levels of the organization; the strategic, tactical and the task levels. Incident 


communications is the information “carrier” that the team uses to connect, commit resources, 


and to create effective, coordinated action. 


 


To be effective, the IC must somehow orchestrate an ongoing combination of the standard 


communications activities among the set of participants who are all actively involved with the 


incident and operate at different levels. Each level operates with its own special set of needs, 


capabilities, and challenges. These differences create a complex set of operational realities for 


the entire team. They require a strong, well-practiced, procedures-based communications plan 


and positive functional based relationships among the participants. 


 


5.1 - Keep Communications Simple: Use Plain Text 


 


We conduct incident operations using plain text communications that are directed toward the 


completion of the tactical priorities. The use of plain text (common English) is NIMS-compliant, 


as opposed to 10-code signals and other odd numbering based systems. 


 


Where multiple agencies/disciplines operate together, the participants must all use plain text to 


share incident information.  


 


5.2 - Mix & Match Forms of Communications: Face-to-Face/Radio/Computers/SOPs 


 


Face to face communication is the most effective form of communication. It should be the 


preferred form of communication on the task and tactical levels of the incident site. Face to face 


communications should be used whenever possible in the following circumstances: 


 


 Company officers communicating with their crew members. 


 Company officers communicating with other company officers in their work area. 


 Tactical level bosses communicating with units assigned to their geographic location. 


 


The entire purpose of placing an IC in a command post is to create the best possible 


communication environment. In the CP, the IC can more effectively monitor and control radio 


communications. 


 


All members working on the fireground will avoid distracting the IC with face to face 


communications. Command must be the person to initiate this form of communication and it 


should only be performed when the incident hazards have been controlled. 
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Radio communications are the way that the tactical and task levels connect with the IC working 


on the strategic level. While radio communication, in and of itself, does not put water on the fire, 


in most cases, the overall outcome of the incident is directly connected to the quality of the radio 


communications among the participants. 


 


Because everyone cannot talk on the radio at once, other forms of communications must be 


used to reduce the overall amount of radio traffic on the hazard zone tactical channel. 


 


 Referencing Alarm/Box orders on mobile terminals eliminates the need for dispatch to 


transmit them over the tactical radio channel. 


 Referencing aerial views on mobile terminals eliminates the need to get arrangement 


information that can’t be seen from the command post. 


 Comprehensive task, tactical and strategic level SOP’s greatly reduces the time it takes 


to get companies into action and it streamlines CAN reporting. 


 


5.3 - Gear communications toward completing the Tactical Benchmarks 


 


Communications should focus on the completion of the tactical priorities and firefighter safety. 


This will help keep communications short, to the point and effective. It also leaves airtime free 


for important tactical messages that affect everybody working in the hazard zone. 


 


When the IC properly assigns Engine 2 to: “Lay a supply line to the Alpha side, stretch an attack 


line to the interior of the Delta 1 exposure for a primary search and check for fire extension. I’m 


going to make you Delta”, it becomes the basis for Engine 2 to structure their CAN report back 


to command. “Delta to Command, we have a primary all-clear in Delta 1, we have opened up 


the ceilings and have a working attic fire.  We are applying water and opening up more ceilings. 


We’ll need another company to assist in Delta 1 with fire control in the attic space”. 


 


5.4 - Upgrade the fast attacking command position as quickly as possible 


 


Most of the time, the operation will start out with the first arriving company officer on an Engine 


company. Initial arriving, fast attacking IC’s (IC #1) have a narrow window of being able to 


produce clear and concise radio communications before putting themselves in the worst 


communications position possible, in full PPE operating in a hazard zone. 


 


Therefore, it is very important to use the very begging of the event to transmit a complete Initial 


Radio Report (IRR) and Follow-Up Report before entering the hazard zone, when IC #1 is in 


their best communication position. These two reports tell other responding units exactly what’s 


going on at the incident, what the first arriver is doing about it, and where they will be located on 


the incident site. 


 


These two initial reports also allow a fast attacking IC to complete the first 5 functions of 


command before they enter the hazard zone. This frees them up to then engage the problem 


and command the incident using a portable radio. 
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IC #1 from that point on the operation is in a position to quickly assign the next 2-3 responders 


to critical areas around the scene, but they are not in position to process lots of information or 


manage a large amount of resource. The entire response team must understand the 


communications position IC #1 is in, and support the IC by properly following all hazard zone 


SOP’s. 


 


In rapidly expanding incidents, command must be transferred (or moved out of the hazard zone) 


to a later-arriving response chief who will operate inside of a stationary, remote command post. 


  


Staying in the command post directly connects the IC to the communications process. A picture 


of an effective command post IC would show a responder seated inside their response rig 


(command post), listening to radio traffic (preferably on headphones), talking into a microphone, 


maintaining a tactical worksheet, and interacting face-to-face with any designated command 


helpers.  


  


5.5 - Listen Critically: Understand Communications Difficulties from Tough Operating 


Positions 


 


We put an IC in a strategic command post (outside the hazard zone, inside a vehicle designed 


to be a command post) so they have an ideal position to send and receive information. 


Companies operating in the hazard zone are in the worst positions for effective 


communications. 


 


Many hazard-zone distractions can cause communications problems. The IC needs to 


understand this when communicating with operating companies. Companies also must 


understand that their portable radios provide the only communications link to the outside world. 


The command system depends upon coherent communications between the IC and the 


operating units. 


 


All hazard zone transmissions shall be carried out on 


one (1) tactical radio frequency. 
 


Some incidents may require the use of multiple radio frequencies in order to support operations 


outside of the hazard zone (Level 1 & 2 staging, Rehab, Safety, Planning, Logistics, etc). Each 


additional channel activated for the incident must have a dedicated person assigned  to manage 


that channel at all times. The IC must only be responsible for the operation of one (1) tactical 


radio frequency while an active hazard zone exists. 


 


5.6 - Use the Organization Chart as a Communications Flow Plan 


 


Dividing the incident scene into S/Ds has a positive and profound effect on the communications 


process. When the IC assigns S/D officer responsibilities to the officers initially assigned to the 
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different key tactical positions, it starts to manage their span of control and enhances the entire 


communications process. 


 


In cases where the IC hasn’t implemented/assigned SDG officers, they will have to 


communicate directly with each individual unit assigned to the incident scene. 


 


Any time there are 2 or more units working in the same geographically area, Command should 


designate one of the units the geographic supervisor and all communications from that area will 


be from the tactical supervisor to the IC. 


 


S/D officers will communicate with their assigned companies over the radio or face-to-face 


depending on their proximity to one another. Preferably, face to face. The S/D officer will 


communicate with the IC over the tactical channel. 


 


5.7 - Always Maintain Communications Availability—Answer on the First Call 


 


The IC shouldn’t be in a tough communications position when they are operating in the 


command position. An IC working from a command post must focus squarely on the units 


operating in the hazard zone. This is how we manage strategic-level safety and coordinate the 


work required to complete the tactical objectives. 


 


The IC must always operate the system (build, expand, reinforce) in a way that allows them to 


stay connected to the companies operating in these hazardous positions. 


  


5.8 - Utilize the Standard Order Model to Structure Communications 


 


The Order Model outlines the communications steps we follow to ensure messages are always 


received and understood despite the rushed, confusing and dangerous conditions we typically 


face during operations. The order model also standardizes how the incident’s participants will 


exchange two-way radio communications. The Order Model’s required steps are: 


 


1. When the sender is ready to transmit a message, they call the receiver to determine if 


they are ready to receive the message; 


2. The receiver then acknowledges the sender; 


3. When the sender receives the readiness reply, they can transmit the message; 


4. The receiver then gives a brief restatement of the message to acknowledge the receipt 


of the message; and 


5. The sender restates the message if misunderstood.  


 


Using the order model will significantly decrease the amount of radio traffic on the emergency 


scene. It will also help eliminate; freelancing, order confusion and it enhances responder safety 


and accountability. 
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5.9 - The seven basic types of radio transmissions on a hazard zone: 


 


There are 7 basic communications we routinely perform on the fire ground. They are: 


 


 Initial Radio Report 


 Follow-Up Report 


 Assigning Units 


 Command Transfer 


 CAN Reporting 


 Roof Reporting 


 Offensive to Defensive Strategic Shift 


 


5.10 - Begin & control communications upon arrival with a standard Initial Radio Report  


 


The initial IC begins the command, control and communication process with an IRR. This report 


provides dispatch, as well as everyone else responding to the scene, with a size-up of 


conditions seen from the initial command position. It also provides an initial situation status 


report to those listening in, such as non-responding companies and bosses still in quarters, and 


staff officers. 


 


The IRR is not an affidavit of absolute accuracy; it’s just a quick snapshot of the incident that 


provides a “word picture” of what the IC can see from their command position when they first 


arrive on-scene. 


 


The IRR must include the following reporting elements: 


  


1. Clear Alarm, announce your arrival on the scene 


2. Building/area description 


3. Describe the problem 


4. Action being taken – Initial I.A.P. 


5. Declaration of the Strategy 


6. Resource Determination 


7. Assuming and Naming of Command 


 


1). Clearing alarm: This accomplishes several things: 


 


 It insures that you deliver the IRR on the correct channel. If you clear Alarm on the 


wrong channel, they should immediately direct you to the correct tactical channel. 


 It notifies all other responders you are about to deliver an IRR and assume command 


 It automatically activates Level 1 Staging to go into effect. 
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2). Building/area description: Will be described in 3 different categories: 


 


 Size 


 Height 


 Occupancy type 


 


Size: the size of the structure should be defined by the overall area of a structure under roof. 


We should base our size description on how it relates to the areas we can cover with a 200 ft 


handline and the maximum depths that we can safely achieve inside the structure. Size will fall 


into 4 different categories: 


 


 Small - A 200 ft line can access 100% of the potential fire area. 


 Medium – A 200 ft line can access 75% of the potential fire area. 


 Large – A 200 ft line can access 50% of the potential fire area. 


 Mega, Huge, Gigantic - A 200 ft line can access less than 25% of the potential fire area. 


 


Height: Identifying the height of a structure is very important to all responders. Every floor (or 


story) that is added to a structure makes it a more complex problem and tactically challenging 


for all the incident players. 


 


Use the number of stories above grade to describe the height of a structure. 


 


Use the number of Sub-levels (basements, parking garages, etc.) to describe the depth below 


grade of a structure. 


 


Occupancy type: will many times drive our IAP. Identifying it on the IRR paints a picture to all 


other responders of the type of situation they’re responding into. Here are some basic, common 


occupancy types: 


 


Single family residence Multi-unit residential  Apartments  Townhomes  


Row houses   Restaurant/Bar  Public assembly Commercial 


Big Box   High rise   Institutional  Strip Mall 


  


Describing Multi-unit residential: Apartments, town houses and row houses all fall into this 


category. Each of these occupancy types has a distinct set of characteristics that will affect the 


tactics that we use when operating on multi-unit residential. Therefore it is critical for the first 


arriver to properly identify which category the occupancy type fits into. 


 


Apartments must be separated into 1 of 2 categories on the initial report: 


 


 A stand alone apartment building 


 Apartment complex  
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Apartment complexes gives us a much greater tactical challenge with arrangement as it relates 


to access, exposures, water supply, handline lengths, ladder/truck access, possible standpipe 


issues, master stream application, etc. 


 


Complexes must be identified in the very beginning of the event and there must be a standard 


response to this information: 


 


 No other unit should enter large complexes until the exact location of the problem is 


located and identified to units level 1 staged. 


 Placing pumper’s in key tactical positions early on in the incident is critical as it relates to 


handline lengths and water application. 


 Horizontal standpipes should be used to maximize the number of handlines off of 1 


forward pumper. 


 


Apartments have a single floor arrangement. This means that the interior of each apartment is 


on a single floor and does not have access to the upper or lower floors. Access must be made 


on the floor the problem is on. 


 


Most apartment buildings share a common attic space. This becomes a high priority check of 


item for the IC and rest of the team and coordinating a working attic fire can become very 


difficult with large apartment buildings. 


 


Interior and/or exterior stairway access must be identified. Interior, common hallways pose 


additional tactical challenges and these features must be identified and transmitted very early 


on in the incident. 


 


Town houses and row houses are described as having 2 or more floors, each unit is attached to 


other similar units via party walls, and some units can share common attic spaces. The only way 


to access the upper floors of these units is to enter the involved unit on the 1st floor and use the 


interior staircase of that unit to access the upper floor(s) with the problem. 


 


Well know occupancy types should be by called their most common identified name. These 


include: 


 


 St. Joes Hospital 


 Washington Public Library 


 Wal-Mart 


 Home Depot, etc…. 
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3). Describing the problem: For the fire service, this usually means we are describing “Fire 


Conditions”. The following are the only 5 terms that are to be used when describing fire 


conditions: 


 


 Nothing Showing 


 Light Smoke Showing 


 Smoke Showing 


 Working Fire 


 Defensive Fire Conditions 


 


The term “Working Fire” indicates a situation that will at least require the commitment of all 


responding companies. This report advises dispatch that the companies will be engaged in 


tactical activities and will be held at the scene for an extended period of time. Dispatch will 


automatically dispatch support units and will monitor radio traffic to anticipate the needs of 


Command. 


 


The Location of the problem must also be identified on the IRR. This includes reporting: 


 


 What floor the problem is located on 


 For longer buildings (apartments, strip malls, etc.) middle or what end (Bravo or Delta) 


 For larger structures – What side of the structure is problem located on 


 


Describing what the problem is and where it is located paints a very good picture to everybody 


on what the scene looks like and where the subsequent arriving units will probably fit into the 


IC’s IAP. 


 


Geographic Landmarks: 


 


Sides of a building will be described as: 


 


 


 


 


 


 


 


 


 


 


 


The Alpha side of the structure is "usually" the address, street side. There will be many 


situations where it is not clear where the Alpha side is. In situations where there is any 


confusion on the incidents landmarks, initial arriving IC's must make it clear where the Alpha 


side is located. 
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Exposures: We identify exposed structures to the main fire occupancy by the side they are on 


starting with the closest, moving to the next exposure and so on. When the IC can give the 


exposure number and the occupancy type/apartment number it greatly enhances our directional 


sense of awareness. 


 


Floors: Are identified by stories above and below ground 


level. Using Divisions, the individual floor will take on the 


same floor number as the Division (floor 2 becomes “Division 


2”). Many systems just assign the floor number as the 


geographic designation (floor 2 becomes “2nd Floor”). 


 


 


4). Initial Incident Action Plan (IAP): Incident action plans describe our operational plan for 


completing the tactical priorities. IAPs should be short and to the point. The initial IAP should 


include the following: 


 


 The tasks of the initial arriving unit 


 The location of the tasks 


 The objectives of the tasks 


 


Tasks: Some of the standard tasks that should be include in the IRR: 


 


 Investigating (nothing showing) 


 Establish a water supply 


 Stretching handlines 


 Operating a master stream 


 Performing forcible entry (takes a while) 


 Performing a physical rescue 


 


Location of those tasks should include: 


 


 What floor will you operating on 


 What occupancy/exposure will operate in 


 What side you’ll make entry on 


 What side will you be operating on (defensive) 
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The tasks objectives should center on completing the tactical priorities for the chosen strategy. 


They are: 


 


 Search/Rescue = Primary and Secondary “All Clears” 


 Fire Control = “Under Control” 


 Loss Control = “Loss Stopped” 


 


5). Declaration of the Incident’s Strategy: Overall operational strategy is divided into only two 


categories: Offensive or Defensive. 


 


 Offensive operations are conducted inside a hazard zone 


 Defensive operations are conducted outside of the hazard zone - in safe locations 


 


Declaring the incident strategy up front, as part of the initial radio report will: 
 


 Announce to everybody the overall incident strategy. 


 Eliminates any question on where we will be operating on the incident scene (inside or 


outside the hazard zone).  


 


6). Resource determination: 1st arriving IC’s must match the incidents problems with the 


resources required to solve the incidents problems. The request for the appropriate amount 


resource must happen at the beginning of the event, where our window of opportunity has the 


greatest chance for success. One of the following resource determinations must be made on the 


IRR: 


 


 Cancel the original assignment 


 Hold the original assignment (Lights/Sirens vs. Normal driving) 


 Upgrade/Fill out the original assignment 


 Strike additional Alarms/Boxes 


 


7). Assume and name command: The absence of an effective IC is the most common reason 


for ragged incident beginnings and unsafe endings. Effective (and coordinated) action is the 


result of beginning (and ongoing) incident operations with an in place and in charge IC.  


 


Use location/occupancy to name command. The radio designation "COMMAND" will be used 


along with the major cross road, or the specific occupancy name of the incident site (i.e. "Main 


Street Command", "St. Joe’s Hospital Command"). 


 


The designation of "Command" will remain with the IC throughout the duration of the entire 


incident. 
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5.11 – Follow-Up Reports 


 


The initial radio report is usually performed from the front seat of an Engine Company. Once the 


report has been given and the alarm room acknowledges that report (using the order model) the 


company officer of the unit is probably out of the cab and has started to go to work. 


 


Follow-up reports make the IRR a little shorter and they give the initial IC a little bit more time to 


size-up the situation. The follow-up report will probably be the last radio transmission a fast 


attacking IC gives before entering the hazard zone. This report gives the IC a “last chance” to 


give clear, concise information before they don full PPE and enter the hazard zone. 


 


Follow-Up Reports should include the following information: 


 


1. Result of a 360 (if performed) 


2. Any changes to the initial IAP 


3. Accountability location 


4. Any immediate safety concerns 


 


1). Result of a 360: 360’s should be obtained on every structure fire we respond to before 


making entry into the structure. But the fact is, many times, the initial arriving IC will not be able 


to conduct a 360. This will be the case for larger, commercial buildings or with long rows of 


continuous housing where travel times will prohibit the 1st arriver from performing a 360. 


 


On critical incidents (high life safety or where a basement is suspected) where the 1st arriving 


unit can’t perform a 360, the assignment should be given to a subsequent arriving unit to deploy 


to the Charlie side to provide a 360 report. 


 


Initial arriving IC’ s should make every attempt to perform a 360 where life safety is high priority 


or there is a probability of a basement present. This includes most houses and apartment 


buildings. 


 


The 360 should only include any additional critical information that was not reported on the IRR. 


Standard 360 reporting elements: 


 


Life Safety: Immediate life safety issues are the primary reason we do 360's on residential 


occupancies. The first thing to note on the Charlie side is whether or not there are any 


immediate life/safety rescue concerns. If there are any rescue issues, the IC will need to 


announce it over the tactical channel and re-adjust their IAP to address the life safety issue(s) 


present. 


 


Number of stories on the Charlie side: The number of stories from the rear will need to be 


announced in the follow-up report if the stories don't match up to side alpha. This does not 


include the basement. 
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Example 1: you have 1 story on the Alpha side. On the 360 you have 1 story on the Charlie side 


with a walk-out basement. This would still be considered a 1 story structure and should be 


reported as "we have a walkout basement on the Charlie side".  


 


Example 2: you have a 1 story on the Alpha side. On the 360 you have 2 stories from the rear 


and a walk-out basement. This should be reported as "we have 2 stories from the Charlie side 


with a walk-out basement". 


 


Basement type and conditions if known: There are several different basement types across 


North America, some with very colorful or odd names. Local basement type descriptions must 


be identified and agreed upon by the local response agencies, so when someone states on their 


follow-up report "we have an English basement" it means the same thing to the entire response 


team. 


 


Basement conditions must be identified before entering the structure whenever possible. 


Conditions in the basement will need to be reported on using the 5 standard narratives to 


describe smoke and fire conditions. 


 


Basement involvement must be considered whenever there are smoke/fire conditions coming 


from the 1st floor of a residential fire (in areas that have basements). The initial IC MUST 


confirm the conditions in the basement prior to making entry into the structure. 


 


When the 360 size-up identifies/confirms basement involvement, the IAP must be re-adjusted to 


make the attack directly on the basement fire. Firefighters whenever possible should NOT 


make entry on the first floor or use the interior staircase to access the basement when 


there is basement involvement and it can be controlled by other means. 


 


2). Changes to IAP:  Performing a 360 gives the initial IC a view of all sides of the fire to report 


on. Most of the time, the initial IAP won’t change. But there are sometimes when the 360 size up 


will require a change in the IAP. These changes must be announced over the tactical channel in 


the Follow-Up report. Situations that will require changing the original IAP: 


 


 Physical rescue not seen from the initial command position 


 Basement fires 


 Fire located in a different area not seen from the initial command post and entry will be 


made from a different location 


 


3). Accountability Location: The initial arriving unit to a geographic location/area should 


become the initial accountability location for that location/area. Identifying the 1st accountability 


location of the incident (“E-1 will be the Alpha - side accountability location”) informs the troops 


(esp. the BC) which side of the structure that you’re making entry on (most of the time). It also 


identifies where later assigned units will drop off their passports if they are assigned to that 


location/side/area of the incident. 
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4). Any immediate safety concerns: This includes: 


 


 Potential collapse area 


 Hazardous roof structure 


 Power lines down or arching 


 Gas meter/tank exposed to fire 


 Swimming pools 


 Heavy roof coverings (ceramic or clay tiles) 


 


5.12 - Assigning Units 


 


Incident operations are conducted around the completion of the tactical priorities. Incident 


communications should mirror this simple concept. This will help keep communications short, to 


the point and effective. It also maximizes the available free airtime.  The IC must structure unit 


assignments around: 


 


 Addressing the incident’s critical factors 


 The completion of the tactical priorities 


 Tactical reserve (On-Deck) 


 


When subsequent arriving units arrive to Level 1 staging locations, they will simply announce 


that they are Level 1 staged; “Engine 2 - Level 1 staged”. Dispatch will not acknowledge any 


Level 1 staged units over the tactical channel. Command will then contact Level 1 staged units 


and assign them to the incident site based on their IAP. 


 


Orders to Level 1 staged units should be structured in a T.L.O format: 


 


 Tasks 


 Location of the tasks 


 Objectives of the tasks 


 


Tasks: Some of the standard tasks that can be assigned: 


 


 Establish or support a water supply 


 Stretching handlines 


 Operate tools or equipment 


 Manpower 


 Operate a master stream 


 Perform forcible entry (takes a while) 


 Perform a physical rescue 


 Tactical reserve (On-Deck) 
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Location of those tasks should include: 


 


 What floor to operating on 


 What occupancy/exposure to operate in 


 What side to make entry on 


 What side to operating on (defensive) 


 


When assigning a unit to deploy a handline, the IC MUST designate the following: 


 


What the company needs to do with their apparatus: 


 Lay a supply line 


 Pump a supply line 


 Spot your apparatus out of the way (manpower only) 


 


Where the company will get their handline from: 


 Their own company 


 Another forward pumper designated by the IC 


 


The tasks objectives should center on the completion of the tactical priorities for the chosen 


strategy. They are (objective = completion benchmark): 


 


 Search/Rescue = Primary and Secondary “All Clears” 


 Fire Control = “Under Control” 


 Loss Control = “Loss Stopped” 


 


When assigning companies to areas that all ready have units assigned, the IC must inform the 


unit being assigned of who they will report to/work under. The IC must also contact the area 


supervisor and inform them of the unit being assigned to their location. 


 


5.13 - Command Transfers 


 


Typically, when a fast attacking IC transfers command to a subsequent arriving command 


officer, they are physically located in the hazard zone, so the transfer will take place using a 


portable radio. 


 


Command must be transferred in a standard manner (per SOP’s). The following sequence 


represents a standard command transfer:  


 


 Verify that all operating positions match the current incident conditions 


 Announce your arrival to scene (Dispatch will acknowledge) 


 Contact the current IC using the Order Model 


 Verify, document and confirm the position and function of all resources located in the 


hazard zone with the current IC 







78 


 


 Inform the current IC that you’ll be “Taking it from out here” 


 Contact Dispatch 


 Announce that you’ll be assuming command (“BC-1 will be assuming Main St. 


Command”) 


 Re-announce the overall Incident strategy 


 Make a resource determination 


 Announce the CP location 


 


One of the following resource determinations must be made when transferring command: 


 


 Cancel the original assignment 


 Hold the original assignment (Lights/Sirens vs. Normal driving) 


 Upgrade/Fill out the original assignment 


 Strike additional Alarms/Boxes 


 


The IC should designate a Level 2 Staging location when requesting greater alarms. 


 


5.14 - CAN Reporting 


 


CAN reporting gives the troops a regular, consistent way to report back to the IC on their 


progress and needs. CAN reporting keeps things simple and it delivers the IC the information 


needed to keep the strategy and IAP current. The CAN acronym stands for: 


 


 Conditions 


 Actions 


 Needs 


 


CAN reports should be structured around the IC’s assignment and the completion of the tactical 


priorities. Here is a basic list to choose from when providing a CAN report to command: 
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Radio Discipline 


 


When 3 to 4 units (and up) are assigned to the incident site the tactical channel can start to fill 


up with unnecessary radio traffic. The 2 main reasons for this are: 


 


1. Assigned units are communicating/contacting the IC with non-essential radio traffic. 


2. The IC themselves are communicating non-essential radio traffic. 


 


The IC MUST control the radio traffic on the tactical channel or they will not be able to control 


the overall incident site. The following radio guidelines are to be strictly adhered to when there 


are units assigned in a hazard zone: 


 


 Know exactly what you’re going to say before clicking the microphone to talk. 


 Only communicate information on the tactical channel that pertains to the completion of 


the tactical priorities and firefighter safety. 


 Always let communication loops close before clicking the microphone button to talk. 


 Only break into the Order Model with high priority traffic. 


 Always let the IC be the one to contact you. 


 Always end every CAN report with a Need assessment (or “No Needs”). 


 Never get on the radio to give good news (All-Clears, Under Controls, PARs) unless it is 


request by the IC. 


 


Once a unit is assigned into the hazard zone, they should maintain radio silence and wait to 


be contacted by the IC. The following are examples of the ONLY instances where a unit can 


break radio silence. These transmissions should usually be structured as Priority Traffic reports 


(example: “Command from Delta – Priority Traffic”): 


 


 Unable to gain access to an assigned work area 


 Unable to complete an assigned task/tactical objective 


 Urgent need to be reinforced 


 Status change from an assigned work location (moving locations, exiting the structure) 


 Victims encountered 


 Roof reports containing significant tactical information 


 Working concealed space fires not easily controlled by the locating unit 


 Sudden, significant incident events (flashover, back draft, collapse) 


 Mayday (anytime a unit/member cannot safely exit the hazard zone) 


 Anytime the IC directs you to contact him/her immediately after obtaining a specified 


piece of information 


 


All communications that details the routine work we perform in our assigned areas should be 


done face to face in the work area and must not be transmitted over the tactical channel. Wait 


for the IC to contact you if you don’t have bad news (the above list). 
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5.15 - Roof Reports 


 


Ladder/Truck Co.’s have the apparatus and equipment (ground ladders/power tools) to access 


and operate on the roofs of most mid-level structures. These units provide very valuable tactical 


information to the IC and the rest of the troops about what is going on above interior operating 


units. 


 


Truck company officer’s need to make the following assessment (size-up) of the roof and this 


size-up must be transmitted to the IC if there is any significant tactical information to report: 


 


 Type of roof if not easily identified from the ground (peaked, flat, bowstrung, etc) 


 Condition of roof (stable, unstable) 


 Fire or smoke conditions 


 Location of any firewalls 


 Unusual heavy roof loads (if present) 


 Conditions in the Attic (if known) 


 Basic blueprint of building if unusual 


 Action being taken 


 


An important element  to convey to the IC when giving your initial roof size up report to the IC is; 


the stability of the roof and should people be operating under it. 


 


After ventilating a roof, the Ladder/Truck Company should give a follow-up report to the IC that 


includes: 


 


 Where you cut 


 The effect on the fire 


 Conditions in the attic space 


 Roof stability 


 


5.16 - Offensive to Defensive Strategic Shift 


 


When the offensive strategy is chosen on our initial arrival, most of the time, a well placed initial 


attack solves the incident’s problem. But there are many times (for many reasons) that our 


initial, and sometimes re-enforced attack efforts, do not solve the incidents problems and 


conditions continue to deteriorate to the point where the critical factors indicate switching from 


an offensive to a defensive strategy. 


 


IC’s must be very pessimistic in these types of situations, especially if the structure has a 


primary “All Clear”. Command must change strategies before the building is disassembling itself 


due to structural damage. When this happens, Command is very late in the strategy shift and on 


the receiving end of the building's decision governing the new strategy. The IC must be the 


single person to make the defensive decision, NOT the building coming apart. 
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The announcement of a change to a defensive strategy will be made as follows: 


 


 Clear Dispatch – Ask for Emergency Tones/Traffic 


 Emergency Tones transmitted 


 Announce to all hazard zone units: 


 Shifting to the Defensive Strategy 


 All Unit’s “Exit” or “Abandoned” the structure 


 All Units report PAR’s upon exit 


 Dispatch/Alarm repeats Emergency Traffic report - verbatim 


 


“Exit the Structure” will be defined as: an orderly withdrawal where interior lines and equipment 


will be withdrawn and repositioned when changing to a defensive strategy. 


 


“Abandoned the Structure” will be defined as: an emergency retreat where all hoselines and 


heavy equipment will be left in place and all members in the hazard zone will exit the structure 


as quickly and as safely as possible. 


 


A PAR (Personnel Accountability Report) shall be obtained for all units exiting the hazard zone 


after any switch from an offensive to a defensive strategy. 


 


Commands greatest priority once a strategic shift has been initiated is the safe exit of all units 


located in the hazard zone. Level 1 Staged units and other units working outside the hazard 


zone shall maintain radio silence until all PAR’s have been tallied (unless they have emergency 


or high priority traffic). 


 


Company officers will account for their crews and advise their S/D Officer or Command on the 


status of their crew upon exiting. 


 


S/D Officers will notify Command of the status of the individual crews assigned to their S/D upon 


their exit. 
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6.0 - Command Function #6 – Organization 


 


Major Goal of Command Function 6 - Organization: To develop an effective incident 


organization using the SDG system to decentralize & delegate tactical responsibilities. 


 


Function 6 - Organization will focus primarily on managing and expanding the Tactical level 


(hot/warm zone) of the organization. 


 


Function 8 – Continue, Support, and Terminate Command will focus primarily on managing and 


expanding the Strategic level (command post) of the organization. 


 


6.1 - Organizational Levels 


 


There are 3 operational levels that function at the scene of every hazard zone. They are: 


 


 Strategic level  


 Tactical level 


 Task level 


 


Each level is distinct, each is managed in a different way, and they each have their own set of 


roles and responsibilities. 


 


Strategic Level - This organizational level is designed around the IC (and Command Team) 
operating in the Command position, working out of a stationary command post. The Strategic 
level involves coordinating the activities necessary for overall operational control, determining 
the incident’s strategy, and developing an IAP that completes the incident’s tactical objectives. 
 
Tactical Level - The first management “subdivision” of the incident scene is done by assigning 


Sector/Division/Group (SDG) responsibilities. SDG Officers are responsible for the tactical 
deployment and supervision of all assigned resources in their assigned area. These tactical 
assignments are made directly by the IC to specific units. 
 
Task Level - Is where the work is performed by assigned companies. The Strategic and 
Tactical levels are in place to support the task level. Task level activities are supervised by 
Company Officers working with the members of their companies directly in the hazard zone. 
 
The task level is the most important level on the incident site because it solves the incidents 
problems while taking place in an IDLH atmosphere that can kill the workers. All activities 
outside the hazard zone are in place to support units working on the task level. 
 


6.2 - Fast Attacking IC’s (IC#1) 


 


For the majority of the local incidents we respond to, the responsibility for managing all 3 


organizational levels is handled by the Officer of the first arriving Engine Company and they will 


become the initial IC for the incident, IC #1. 
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A fast attacking Company Officer IC is the only person on the entire response team who will 


operate on all 3 organizational levels. 


 


 Strategic level – IC #1 will size up the incident’s critical factors, declare the incident 


strategy and assume command of the incident. 


 Tactical level - IC #1 will implement and execute an IAP that addresses the incidents 


critical factors in order to facilitate the completion of the tactical priorities 


 Task Level – IC #1 will directly supervise and assist their crew members with the tasks 


required to bring the incident’s problems under control. 


 


The Command system also calls on the fast attacking IC to assign the next arriving 1 to 2 


Engine Companies and the first in Truck Company to support the initial Incident Action Plan.  


 


In most cases, this initial, well coordinated attack wave usually eliminates the incident hazards 


and there is no urgent need to upgrade the positions on the Strategic or Tactical levels. 


 


Incidents that are not quickly controlled, are escalating, or are significant in scope and size upon 


our arrival, must have the Strategic and Tactical operational levels upgraded as required. 


 


The strategic level of command on these types of incidents will usually be the 1st operational 


level that is upgraded. When the initial arriving Command Officer, IC #2, arrives on scene and 


transfers command from the fast attacking Company Officer IC, they assume responsibility for 


the strategic level of the operation. 


 


This command transfer significantly improves the IC’s position and ability to perform and 


manage the 8 Functions of Command and the corresponding strategic safety requirements for 


the entire incident operation. 


 


6.3 – Subdividing the Incident Scene 


 


An IC must have a system in place where the rate of assigning companies to the emergency 


scene doesn’t exceed their span of control. The IC accomplishes this by forecasting and 


establishing geographic and functional responsibilities that divides the incident scene into 


smaller, more manageable tactical sub-divisions. 


 


Tactical Subdivisions: on Type 4 and 5 local incidents are typically referred to as; Sectors, 


Divisions, or Groups (SDG). The IC must correctly name the different work areas on the incident  


site to help eliminate any confusion on the fire ground. 


 


ICS/NIMS use the terminology of Divisions and Groups: 


 


 Division is a geographical subdivision of the incident site 


 Group is a functional work group that is not tied to a specific location 
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Sector is a term that is still widely used in the English speaking fire service. The term Sector is 


used to name both geographic and functional work groups. 


 


IC’s manage strategic level accountability by controlling both the position 


and function of all hazard zone units using a tactical worksheet. Therefore, 


Groups shall not be utilized inside of the hazard zone. All units 


assigned into the hazard zone must be assigned to a specific geographic 


location where they will be responsible for the completion of all tactical 


priorities (S/R. F/C, L/S) in their assigned area. 
 


Geographic Landmarks: The Alpha side of the 


structure is "usually" the address, street side. There 


will be many situations where it is not clear where the 


Alpha side is. In situations where there is any 


confusion on the incidents landmarks, initial arriving 


IC's must make it clear where the Alpha side is 


located. 


 


 


 


 


 


 


 


 


 


 


 


 


 


Exposures: We identify exposed structures to the main fire occupancy by the side they are on 


starting with the closest, moving to the next exposure and so on. When the IC can give the 


exposure number and the occupancy type/apartment number it greatly enhances our directional 


sense of awareness. 


 


 


Floors: Are identified by stories above and below ground 


level. Using Divisions, the individual floor will take on the 


same floor number as the Division (floor 2 becomes “Division 


2”). Many systems just assign the floor number as the 


geographic designation (floor 2 becomes “2nd Floor”). 
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6.4 - Forecasting and establishing Geographic & Functional responsibilities: 


 


The IC must forecast where the overall event is going, subdivide the hazard zone into 


manageable tactical units and then assign geographic responsibilities early on in the incident in 


order to build an effective incident organization. 


 


Geographic subdivisions are most effective when they are assigned in anticipation of their need, 


rather than in a crisis because it is very difficult to play catch-up in fast paced, escalating 


incidents. 


 


Subdividing the incident site provides tactical supervision, direction and support to units 


assigned and operating in a hazard zone. This delegated management also helps the IC to 


achieve the incidents tactical objectives much more safely and effectively. Utilizing the 


appropriate subdivisions will: 


 


 Reduce the IC’s span of control.  


 It streamlines and creates more effective incident scene communications. 


 They allow the IC to focus on the Strategic elements of the incident from a stationary 


command post. 


 S/D/G’s give the IC an array of functions to choose from and match to the particular 


needs of each Incident. 


 It greatly improves the accountability system 


 It places strong tactical direction and leadership where the work is actually taking place.  


 Improves firefighter safety by having dedicated Officers directly manage and control the 


position and function of the operating companies assigned to them. 


 


Offensive fires usually don’t last very long. We either put the fire out in the limited time frame we 


have (less than 20 minutes) or we don’t put the fire out, we exit the structure and then get away 


from the incident problem. 


 
Building large incident organizations on offensive fires doesn’t happen very often. But there are 
many situations that can facilitate long duration, over 30 minute, offensive operations. Some of 
these offensive situations include: 
 


 Multi-Unit residential structures where the fire has extended into the concealed spaces 


or into adjoining units. 


 Other highly compartmentized structures with fire extension in concealed and common 


attic spaces 


 Sprinkler controlled, large area cold smoke fires 


 Defensive fire situations where we operate in offensive positions in the exposed 


structures 


 Compartmentized Mid & High Rise Structures 
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The IC must automatically, instinctively, and quickly develop and compare the event vs. 
response profile and then call for the additional resources that will be required to bring the 
response model up to effectively engage and overpower the problem the event is creating. 
 
As the resource required to bring the incident under control escalates, the Strategic level (the 
IC) and the Tactical level (S/D Officers) must also be supported. This support needs to be 
included in the regular dispatch system. The standard response elements of additional staff and 
response chief’s on greater alarms will give the IC the needed resource to implement an 
organization that keeps up with, and outlasts the event. 
 
6.5 - Company Officer Hazard Zone Tactical Supervision 


 
Generally, in the front end of escalating or large scale events, the IC will assign - the Company 
Officer of the first arriving unit to a work location - initial S/D Officer responsibilities. These initial 
S/D assignments start to subdivide the incident scene early on and they keep the IC ahead of 
the deployment process. 
 
When 2 or more units are working in the same S/D, the IC should designate one of the 
Company Officer’s (usually the 1st arriving unit to the location) as the S/D Officer. This will 
prevent 2 companies working in the same area from reporting the same information to the IC. 
 
When assigning a unit to deploy to and/or assume initial geographic or functional 
responsibilities, the IC needs to transmit: 
 


 The location or function of the subdivision 


 The SDG appropriate name 


 The tactical objectives to be addressed in the SDG 


 
When arriving to a geographic hazard zone location, the S/D Officer must size up all of the 
critical factors in their area of responsibility. If defensive conditions exist in the area, Command 
must be notified immediately and the strategy (at least for that area) must be changed. 
 
For offensive operations, the Company Officer S/D Officer and his or her crew will make entry 
into the hazard zone. Company Officer S/D Officers become the initial evaluation and reporting 
agents for the IC and will transmit condition reports in the hazard zone. These reports provide 
the IC the information required to: 
 


 Forecast and stay ahead of the incident conditions 


 Adjust the overall strategy 


 Adjust the current IAP 


 
The S/D Officer should give a CAN report when requested by the IC that includes the following 
information: 
 


 The conditions in their assigned area 


 Their current actions 


 Any Tactical objectives that have been met 


 A Needs assessment in their assigned area (or no Needs) 


 Any significant safety concerns in and around their work area 
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When assigning resource to a S/D that is already established with a Company Officer, the IC 
must include: 
 


 The location of the assignment 


 The tasks required 


 The tactical objectives to be addressed 


 Identify the S/D Officer that they will be reporting to/working under 


 
Command must then contact the S/D Officer and inform them what additional resource has 
been assigned to their area. 
 
Units that are deployed into an S/D that has not yet been upgrade with a Command Officer must 
drop off their unit passport to the pre-determined accountability location. 
 
Company Officer S/D Officers have the same set of challenges as fast attacking Company 
Officer IC’s. They are: 
 


 Communications difficulties wearing full PPE 


 Working in a hazard zone (heat, visibility) 


 Supervising and accounting for their own crew members 


 Engaging and focusing in on task level activities 


 Must be tied to a hoseline 


 
IC’s who assign 2 or more companies to an active S/D can’t expect a Company Officer/SD 
Officer to appropriately manage and supervise all assigned resource while they are working in a 
hazard zone. IC’s should use the rule of thumb that an active S/D should be upgraded with a 
Command Officer when it has 2 or more units assigned to it.  
 


6.6 - Command Officer – Hazard Zone Tactical Supervision 
 
Upgrading S/D supervision from a Company Officer to a Command Officer needs to be a well-
practiced and regular occurrence on the incident site. When S/D supervision is transferred from 
a Company Officer to a Command Officer, it elevates S/D management with a true tactical level 
boss. This greatly facilitates the completion of the S/Ds objectives and firefighter safety. 
 
As the IC assigns subsequent arriving Chief’s to assume S/D responsibilities it quickly builds 
and embeds powerful tactical and safety elements across the entire incident scene. This places 
the IC in the strongest strategic position to manage the position and function of all assigned 
resources. 
 
Subsequent arriving Chief Officer’s should Level 1 Stage over the tactical radio frequency. 
Subsequent arriving Chief Officer’s must avoid doing face to face communications with the IC 
when an active hazard still exists. 
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When assigning a Chief Officer to assume geographic or functional responsibilities, the IC 
needs will need to transmit: 
 


 The location of the S/D 


 The S/D appropriate name 


 The tactical objectives to be addressed in the S/D 


 The units currently assigned to the work area 


 The current S/D supervisor they will be replacing (if any) 


 
Chief Officer’s who are assigned S/D responsibilities must: 
 


 Park their response vehicle in a manner that won’t block apparatus access into the 


scene/ work area 


 Don their full protective gear 


 Gather the necessary Accountability and RIC equipment 


 Report to their assigned SDG 


 Implement the Passport Accountability and Air Management system (SOP 1.8.6) 


 
The S/D Officer will need to position themselves just outside of the hazard zone in their S/D. 
Entering into the hazard zone would place the S/D Officer at the same disadvantage as interior 
companies working in the S/D and entry should be avoided.  
 
The best position to manage the S/D is in the warm zone of the S/D at the entry point. This 
location puts the S/D officer in the most ideal position to manage, coordinate, and account for all 
the S/D resource. 
 
There are 2 main functional areas a S/D Officer must manage in their assigned S/D. They are: 
 


 The Tactical level requirements to run the S/D 


 The Embedded Safety requirements to run the S/D 


 
S/D Officers are responsible for the following basic Tactical functions: 


 


 Size-up the S/Ds critical factors 


 Apply the risk management plan making sure that the S/Ds actions are always matching 


the conditions 


 Develop the S/D’s Incident Action Plan within the IC’s overall Strategy and IAP 


 Supervise the work in the S/D 


 Redirect the S/Ds activities as required 


 Request additional resource from the IC as required, always maintaining a tactical 


reserve within their assigned S/D whenever possible. 


 Coordinate with other S/D’s as required 


 Provide progress reports to the IC 


 Monitor personnel safety, accountability, and welfare in their S/D, and 


 Decommit companies as operations are completed 
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The deployment of units into an IDLH hazard zone must be managed around crew 
accountability and the times directly connected to the air supply of working firefighters. S/D 
Officers are responsible for the following basic Embedded Safety functions for the work area 


are: 
 


 Managing the S/D accountability (using the passport system) 


 Track and manage the work times of interior crews around SCBA airtimes 


 Assist with the rotation of companies in and out of the hazard zone 


 Manage on deck crews 


 Manage the recycle and the rehabbing of crews 


 Monitor the S/D for any significant safety hazards  


 
Departments that pair their response Chiefs with Chief’s Aides have a significant incident 
management and safety advantage. When the IC assigns a Chief working with an Aide to 
assume S/D responsibilities, the Chief Officer becomes the S/D Officer responsible for the 
Tactical functions in the S/D, and the Aide will assume the Embedded Safety responsibilities 
for that particular S/D. 
 
One (1) Command Officer can routinely manage both the Tactical and Embedded Safety 


requirements for an assigned area. Depending on the situation, supervising 4 to 5 companies 


usually maxes out the span of control for 1 person managing the S/D and supervision should be 


reinforced with subsequent arriving IDLH qualified supervisors (chief officers, safety officers, 


training officers, qualified staff officers). 


 


IC’s must maintain an awareness of how many companies are assigned to a S/D and try not to 


“over assign” to one area. Other attack positions must be considered and/or established. 


 


When assigning resource to a S/D that has a Command Officer, the IC must include: 


 


 The location of the assignment 


 Identify the S/D Officer that they will be reporting to/working under 


 


Command must then contact the S/D Officer and inform them what additional resource has 


been assigned to their area. It will then be the S/D Officer’s responsibility to contact the 


assigned unit and deliver any orders required to get the company into action in the S/D. 


 


When formal supervision has been upgraded in the S/D, a unit assigned to that S/D will need to 


deliver their passport and check in directly with their assigned S/D Officer before going to work. 


 


6.7 - Offensive Hazard Zone Tactical Level Supervision General Guidelines 


 


The S/D Officer’s plan always needs to fit into the IC’s plan. They will need to continually size-


up the S/D critical factors and apply the RMP by making sure that the S/D actions are always 


matching the conditions in the S/D. 
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S/D Officers must develop the Incident Action Plan for their S/D that facilitates the completion of 


the tactical priorities for their assigned area. 


 


Both Company and S/D Officers need to balance the amount of air we bring into the hazard 


zone with the amount and duration of the work that must be performed and completed in the 


hazard zone. S/D officers must make an early resource size up and call for the resources that 


will be required to perform the necessary tasks while safely managing the workers air supplies. 


 


The goal of the deployment and SDG system is to always have enough workers assigned 


performing the work, to have enough workers that are assigned to On Deck positions 


within the SDG that are ready to go to work, and then have enough of a tactical reserve in 


staged positions, waiting to be assigned to go to work. 


 


The IC must use the “3-deep” deployment model to supply a steady, adequate stream of 
companies to the various S/Ds. This approach to deployment places ready-to-go resources in 
all the key operating positions around the incident site and it greatly enhances firefighter safety 
and effectiveness. 
 
As working companies properly manage their air supplies and cycle out of the hazard zone, On 
Deck companies should be positioned within the S/D to quickly take their place. This 
deployment model also allows exiting companies to actually have a face-to-face briefing with the 
S/D Officer and the companies that are relieving them. This reduces the amount of radio traffic 
on the tactical channel and streamlines the communication process for the entire incident. 
 
The communications flow chart should overlay and reflect the organization the IC has 


implemented. The IC gives orders and makes assignments to establish the overall organization 


and to implement an effective IAP. After the organization is in place, the IC should shift from 


primarily ordering units into position, to requesting, listening and reacting to critical working 


area(s) CAN reports. 


 


The IC should avoid automatically assigning more resources to established S/Ds. Once the 


organization is implemented, these SDG officers should report to the IC on the conditions in 


their area, the actions they are taking and any necessary resources or support (Needs). This 


allows the IC to operate on the strategic level, serving as a resource allocator to the SDGs 


based on each tactical area’s needs. 


 


S/D Communications Model: 


 


 Company Officers will communicate with their individual crew members face to face 


 Company Officers will communicate with other Company Officers in their work area face 


to face whenever possible 


 Company Officers should communicate with their S/D Officer face to face whenever 


possible 


 There will be occasions when Company Officers will need to communicate with their S/D 


Officer or Command over the assigned hazard zone tactical radio frequency 
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 S/D Officers will communicate directly with the IC over the assigned hazard zone tactical 


frequency. 


 


Chief Officer S/D Officers become the central reporting agents for their assigned area and they 


should give more encompassing and complete progress reports on the S/D conditions, actions, 


and needs. 


 
In some cases, a S/D Officer may be assigned to an area/function initially to evaluate and report 
conditions and advise Command of needed tasks and resources. The assigned Officer will 
proceed to the S/D area, evaluate and report conditions to the Incident Commander, and 
assume responsibility for directing resources and operations within his/her assigned area of 
responsibility. 
 


S/D Officers along with Company Officers are responsible to monitor the welfare of their 


personnel at all times and determine if S/D recycle can be done within the S/D or if a formal 


rehab is appropriate. 


 


S/D Officer’s may need to request additional resources to replace On Deck crews, recycling 


crews or crews that have been assigned to a Rehab SDG. 


 


6.8 - Hazard Zone – Defensive Tactical Level Supervision General Guidelines 


 
A defensive situation is where the incident problem has evolved to the point that lives and 
property are no longer savable, and offensive tactics are no longer effective or safe. The entire 
defensive strategy is based on protecting firefighters. 
 
Firefighter safety is the No. 1 defensive priority. No firefighter should be injured on a 
defensive fire.  
 
Arrangement becomes a major critical factor with defensive fires. The way the main fire 
compartment/area is arranged to its neighboring exposures will dictate our operating positions 
on a defensive emergency scene. 
 
All exposures, both immediate and anticipated, must be identified and protected. The first 
priority in defensive operations is personnel safety; the second is exposure protection. 
 
The defensive perimeter and collapse zone must be identified and all operating units will remain 
behind those defined boundaries —this perimeter must not be crossed. S/D Officers who are in 
charge of defensive operations should use hazard zone tape to identify the defensive fire 
perimeter and collapse zone that must not be crossed by firefighting forces. This tape perimeter 
will greatly assist the S/D officer in managing "creeping" 
 
S/D officers should also shut down all small-diameter handlines (unless they are being used to 
directly protect exposures). This diverts that water into master-stream devices that can apply 
large amounts of water directly on the fire and the exposures. These actions also reduce 
creeping. 
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No member shall enter the hazard zone of a defensive fire area. Any structure that has 
defensive fire conditions over a short period of time shall not be entered by any personnel to 
perform any overhaul or loss control of any kind. 
 
On defensive fires with exposures, S/D officers managing exposure protection in the offensive 
strategy, will follow the same offensive strategy guidelines in Function 5 - Strategy and IAP. 
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7.0 - Command Function # 7—Review, Evaluate, Revise 
 
Major Goal: To confirm the current Strategy and IAP meets the incident’s tactical 
requirements & adequately provides for worker safety. 
 
The biggest reason we continuously perform size-up, evaluation and revision is so our 
workers can operate safely, complete the tactical priorities, and go home unharmed 
after the event.  
 
A standard front end ensures our incident operations remain under control from the 
beginning of the event and assures those operations occur within a structured plan. 
When the IC performs the standard command functions from the very beginning of the 
incident, it provides a basis for any revisions required to match the Strategy and IAP to 
the current incident conditions. 
 
The ongoing evaluation of the incident’s critical factors is the basis for managing the 
current Strategy and IAP and keeping it current (positions always match conditions). 
 
7.1 - Carry out all Command Functions in a standard order 
 
The initial IC (IC#1) performs the first five functions of command during the first 
minute(s) of incident operations. The functions are arranged in the natural order the IC 
performs them. This provides a standard system for managing the emergency scene. 
 
The command system is designed to achieve the tactical priorities in a regular fashion. 
The IC uses the system to: 
  


 Control the incident (assume command) 


 Determine the appropriate strategy and IAP 


 Manage incident communications 


 Request and assign resources 


 Decentralize the management process by assigning SDG officers 


 Review and evaluate operations and make the required changes 


 Transfer command to a later-arriving Command Officer 


 Complete the Tactical Priorities 


 Terminate command when the event is complete.  


 
7.2 - Strategic Decision-Making Model 
The strategic decision-making model gives the entire 
organization an evaluation/action system that takes the 
mystery out of initial and ongoing emergency operations. 
Everyone working at the incident scene must be constantly 
evaluating incident conditions while matching our position 
and actions on the current incident conditions. By 
continually evaluating these factors, we keep the plan current and the workers safe. 
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7.3 - Implement Command Elements Early to Enable Midpoint Review  & Revision 
 
When we implement the regular command-system elements from the beginning, they 
provide the framework for midpoint review and revision:  
 


 SOPs 


 Size-up/risk-management plan 


 Standard strategy/action planning 


 Strong, standard command positioning 


 Strong communications  


 Strong S/D's 


 
The review process is nothing more than a continuation of the system we used to 
commence operations. If the IC didn’t perform the first five functions of command during 
the initial stages of operations, it is almost impossible to make necessary changes and 
adjustments as the incident progresses. 
 
The communications flow chart should overlay and reflect the organization the IC has 
implemented. The IC gives orders and makes assignments to establish the overall 
organization and to implement an effective IAP. After the organization is in place, the IC 
should shift from primarily ordering units into position, to requesting, listening and 
reacting to critical working area(s) CAN reports. 
 
The response and arrival of additional command officers strengthens the overall 
Command organization. As the incident escalates, the IC should use the subsequent 
arriving Command Officers to fill S/D Officer or Command support positions. Filling 
these different command/tactical roles: 
 
• Improves safety 
• Decreases the span of control 
• Improves communication 
• Improves accountability 
• Improves management of the S/Ds created 
 
7.4 - Receive & Evaluate CAN Reports using the Order Model 
 
The IC uses visual size-up and progress reports as the basis for Command Function 7. 
The visual information is limited to the IC’s physical command position. If the IC is 
operating in the fast-attack mode (a Company Officer), their view is limited to their 
current work area. If the IC is operating in the Command position, they should have a 
pretty good overall view of the two most critical sides of the incident scene.  
 
The goal of the system is to place an IC in the Command position as quickly as 
possible. The IC can then monitor the overall operational effect on the incident problem. 
The IC receives IAP information from operating S/Ds. This information should include a 
description of the critical factors, the tactical priorities completed, and should start to 
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reveal any critical unknowns on the emergency scene. The IC can see overall 
conditions from the command post and can determine whether conditions are getting 
better or worse. 
 
7.5 - Use Strategy & Action-Plan Review as the Revision Checklist 
 


 Firefighter safety 


 Does the current strategy match the current conditions 


 1, 2, 3 priority progress reporting 


 Location of attack 


 Size of attack 


 Effect of the attack 


 All affected areas searched 


 Timing and support 


 Adequate back up 


 Adequate resources 


 Have a Plan B? 


 Correct actions to the current conditions (Fire Control, All Clears, Loss Stopped) 


 
IAP No. 1 is the IRR; it states that someone has arrived on scene, it describes the 
incident problem, it explains the incident strategy, describes the action taken, the 
resource needed to control the problem, and it identifies the IC in charge of the incident 
scene.  
 
The minute or so that IC#1 spends making a good initial and follow up report, wraps 
together the first five functions of command and serves as the foundation for the first 
Strategy and IAP. In many cases, this initial IAP and the effective assignment of 2-3 
other units into the incident scene solves the incident problem. 
 
The typical Offensive Strategy and IAP looks like this: 
 


 We put out the fire 


 We search the occupancy 


 We revise the IAP from one that targets search, rescue and fire control to one 


that focuses on checking for fire extension, removing smoke, controlling the loss. 


 After achieving these operational targets, we shift the IAP again, focusing on 


recycling/rehabbing personnel, fire investigation, securing the property, turning it 


back to the RP, and making sure the customer has the necessary after-fire 


support. 
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7.6 - Quickly Make Strategy Transitions and IAP Revisions Based on the RMP and 
Changing/Forecasted Conditions 
 
Once an attack is in place, all fire conditions behave in 1 of 2 ways: 
 


1. They are getting better, or 


2. They are getting worse 


 
After assigned resources have had a chance to assume their key tactical positions and 
begin operations, the IC must quickly determine their effectiveness on controlling the 
incident problems. 
 


 In general, a well-executed, offensive fire attack will quickly control the fire. 


 If the fire continues to grow despite control efforts, it is a sure sign the current 


plan is not working. 


 The IC must quickly determine whether they can solve the problem by: 


1. Reinforcing current positions or 


2. Establishing key attack position/s that aren’t yet covered 


 If the fire is too big to control with handlines from interior positions, a strategic 


change from offensive to defensive is required. 


 This decision must take into account how long it will take to get required 


resources into position, as well as how long it will take to evacuate and account 


for interior crews if conditions continue to worsen.  


 
When the current IAP doesn’t solve the incident problem(s), the IC must revise it based 
on the bullet points listed above. 
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8.0 - Command Function #8 – Continue, Support & Terminate Command 


 
Major Goal of Command Function 8: To provide enough command to manage the required units 
for the necessary length of time in order to achieve the tactical priorities and protect all of the 
hazard zone workers. 
 
The IC’s ability to conduct command operations over this time period determines the entire 
operation’s overall effectiveness. Every tactical situation involves a different combination of 
elements that affect the operation’s length and intensity. 
 
8.1 - Assume, Maintain & Upgrade an Effective Command Position 
 
Offensive incident operations usually begin with a Company Officer IC (IC#1) operating in the 
fast-attack position. This ends when the incident problem is solved or when command is 
transferred to an IC who will operate in the Command position (IC#2). Command is then 
reinforced as later-arriving Chiefs arrive on the scene and support the IC.  
 
Depending on arrival order, rank and SOPs, later-arriving Chief Officers can be assigned to the 
following standard Command support positions: 
 


 SDG Officers 


 Support Officer (S/O) 


 Senior Advisor (S/A) 


 Branch positions 


 Section positions 
 
As the command requirements for the incident grow, so should the command post. The 
command team will usually operate from a larger “command van” command post.  
 
The system must expand progressively and naturally to improve the IC’s position and the level 
of support given to the IC. 
 
8.2 - Use Standard Command Transfer (Both Ways) 
 
To a major extent, command effectiveness is directly connected to regular command 
positioning; the entire command system revolves around the rapid establishment of a stationary, 
remote IC, operating in a standard CP. 
 
The 1st arriving Chief Officer will respond directly to the scene. If an active hazard zone still 
exists, or if there is still tactical benchmarks to coordinate, Command should be upgraded into 
the Command position. 
 
This command transfer significantly improves IC #2 position and their ability to perform and 
manage the 8 command functions and the corresponding strategic safety requirements for the 
entire operation. Placing the IC in a standard CP position where they can focus exclusively on 
incident management enhances and facilitates both the completion of the tactical priorities and 
firefighter task-level safety. 
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If this level of command doesn’t bring the incident under control, the IC will need support. This 
support comes when subsequent-arriving Chief Officers fill the standard Command support 
positions. 
  
As the hazards subside and incident operations wind down, command will be transferred from 
the current IC to a company officer or other person who will remain on scene until the very end.  
 


 Normally done at the end of the incident 


 All the tactical priorities have been achieved 


 No Hazard Zone present 
 
We use the same system to de-escalate command that we used to escalate it, always matching 
the level of command to the current situation. 
 
8.3 - Develop & Maintain Effective Fireground Communications 
 
Command positioning plays a big part in effective fireground communications: 
 


 Fast-attacking IC will run the incident over a portable radio. Worst communications 
position, can only operate 1 radio channel. 


 IC working in a Command position unsupported. Much better communications position, 
can only operate 1 radio channel. 


 IC working in a Command position supported. Best command position, can operate 
multiple radio channels. 


 
The IC requires a support system that allows them to stay in constant, undistracted contact with 
all the companies/SDGs operating in the hazard zone. 
 
8.4 - Share All Pertinent Information Up & Down the Chain of Command 
 
Sharing information is how we keep the IAP current and make sure our actions match  


conditions. The goal of the system is to place an IC in the Command position as quickly 
as possible. The IC can then monitor the overall operational effect on the incident 
problem. 
 
The IC then receives IAP information from operating S/Ds. This information should 
include a description of the critical factors, the tactical priorities completed, and should 
start to reveal any critical unknowns on the emergency scene. The IC can see overall 
conditions from the command post and can determine whether conditions are getting 
better or worse. 
  
We must share with everyone any critical information that affects all operational areas and/or 
has an impact on firefighter safety. The best way to do this is through the use of  priority and 
emergency traffic reports. 
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8.5 Consider the Time it Takes to Complete Each Tactical Priority 
 
The tactical priorities represent the core of the IAP at any given point during incident operations.  
 
The IC begins incident operations by estimating the total length of time it will take to complete 
incident' tactical priorities. This estimate allows the IC to break the entire incident operation into 
smaller pieces and time frames that correspond with the strategy and IAP that the IC 
implements, manages and revises throughout the incident. 
 
Estimate how long each tactical priority will take, along with how many people or crews it will 
take to accomplish them. This should give the IC a general idea of how many command officers 
they will need to request to the scene. 
 
These forecasted additional Command elements need to be estimated and call for when 
requesting additional resources. 
 
8.6 - Estimate the Duration of Command 
 
The IC should forecast how long incident operations will last and how large the command 
organization needs to be based on the critical factors of the incident. This determination should 
occur very quickly in the operation. 
 
Time and intensity determine how long the IC and the rest of the command team can remain in 
charge of an event. Long, slow-moving events (burning debris piles with no exposures, 
defensive fires with no exposures, etc.) are not as stressful as more complex incidents with 
personnel operating in a hazard zone. 
  
If the incident is going to last beyond the time a command team can reasonably manage, a 
schedule should be developed. This schedule should manage command-team rotations, as well 
as rotations for any other staffing positions filled throughout the event. 
 
8.7 - Develop & Support an Organization that Outlasts the Event 
 


The response and arrival of additional command officers strengthens the overall 
Command organization. As the incident escalates, the IC should use the subsequent 
arriving Command Officers to fill S/D Officer or Command support positions. Filling 
these different command/tactical roles: 
 
• Improves safety 
• Decreases the span of control 
• Improves communication 
• Improves accountability 
• Improves management of the S/Ds created 
  
8.8 - Build a Command Team 


 
The system is built from the ground up. We must transfer command before IC #1 becomes 
overwhelmed; this usually occurs when the incident’s problems aren’t eliminated quickly.  
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Command is typically transferred from a Company Officer, fast attacking IC#1, to the first-
arriving response Chief. This should be the only command transfer that takes place during the 
incident. From this point on, a strategically positioned IC requires the support and reinforcement 
of a command team. 
 
These are all terms used to describe a quickly assembled, local incident-management team that 
provides support for the IC. The team members include: 
  


1. Incident commander (IC) 
2. Support officer (SO) 
3. Senior advisor (SA)   


 
Command teams are an organizational response to significant, local incidents. They provide 
enough command support to bring these situations under control rapidly. Command Team 
Members include: 
 


 The Incident Commander 


 The Support Officer 


 The Senior Advisor 
 
The Incident Commander: Command shall be formally declared on all incidents where two (2) 
or more Units are dispatched. Typically, the Company Officer of the first arriving Engine 
Company will become the initial IC for the incident, IC #1. 
 
There are three command positions that a Company Officer can place themselves in, depending 
on the situation. These three command positions are: 
 


 Investigating Command position 


 Fast-Attacking Command position – Inside the hazard zone 


 "Command” position - Stationary, inside of a Command Post (CP). 


 
Command must be quickly transferred to a subsequent arriving Chief Officer on Incidents that 
are not quickly controlled, are escalating, or are significant in scope and size upon our initial 
arrival. A strategically placed IC is responsible for: 
 


 Overall Safety Boss & Manage Hazard Zone 


 Perform 8 Functions of Command 


 Evaluate Inc. Critical Fireground Factors 


 Risk Management Analysis 


 Develop and Manage Strategy  


 Coordinate the IAP with SDG's 


 Manage the completion of the Tactical Priorities 


 Resource deliverer based on SDG requirements 
 
If the Incident continues to escalate, a strategically positioned IC requires the support and 
reinforcement of a command team to manage all of the above bullet points. 
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The Support Officer: IC#2 will need to assign subsequent arriving Chief Officers to either:  
 


 Forward positions on the hazard zone site as S/D Officers. 


 Command support roles to assist the IC in directly managing the incident. 
  
The first command support position is the Support Officer (SO). The SO’s roles and 
responsibilities include:  
 


 Evaluate and recommend changes to the incident action plan—the IC and the SO 
continually engage in a “challenge-and-verify” exchange; 


 Provide direction relating to tactical priorities, specific critical incident factors and safety; 
 Evaluate the need for additional resources; 
 Assign logistics responsibilities; 
 Assist with the tactical worksheet for resource control, accountability and tracking; and 
 Evaluate the incident organization and span of control.  


 
Many times plugging an SO into the command post is all it takes to bring a fast-moving, an 
almost out-of-control incident back into balance. An SO also serves as the IC’s “shield” by 
keeping the attention-diverting distractions away from them. This allows the IC to stay on the 
tactical channel and to focus continually on the critical factors, firefighter safety and the tactical 
priorities. 
 
Departments that pair their response Chiefs with Chief’s Aides have a significant incident 
management and safety advantage. If the first arriving Chief Officer assumes Command, they 
have a built in Support Officer. When the IC assigns a Chief working with an Aide to assume 
S/D responsibilities, the Chief Officer becomes the S/D Officer responsible for the Tactical 
functions in the S/D, and the Aide will assume the Embedded Safety responsibilities for that 
particular S/D. 
 
Command Team Members—Senior Advisor 
 
The third member of the command team is the senior advisor. The SA is normally the highest-
ranking member of the command team and the highest-ranking response chief should assume 
the role of SA, e.g., the shift commander, duty chief, etc. Their major responsibility is to look at 
the entire incident and its impact from a broader perspective and to provide direction, guidance 
and advice to the rest of the command team and support staff. The SA manages and is in 
charge the command post. The SA’s Roles & Responsibilities: 
 


 Review and evaluate the incident action plan, and initiate any needed changes (more 
challenge and verify); 


 Provide ongoing review of the overall incident (the big picture); 
 Review the organizational structure, initiating change or expansion to meet incident 


needs; 
 Recommend section and branch functions as required; 
 Manage appropriate Sections as needed; 
 Provide management and coordination between the key radio operators in the command 


post (IC/SO, safety, logistics); 
 Serve as liaison with other city agencies and officials, outside agencies, property owners 


and tenants; and 
 Forecast (and react to) the effect this incident will have in tomorrow morning’s 


newspaper (front page, above the fold).  
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When an SO and SA are supporting the IC in the command post, you have an integrated, three-
person team working together to perform the functions of command. 
 
The IC should use the radio designation “Command” and will generally be the only member of 
the command team communicating over the tactical radio frequency (the hazard-zone channel). 
 
The IC and command team remain effective only when they operate on the strategic level. If 
they get bogged down in tactical- and task-level details, incident operations as a whole will 
suffer. The command team must use the different pieces of the incident organization to escalate 
operations and delegate detail management. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The command team’s main goal and focus is managing the workers operating in the hazard 
zone. This includes providing whatever technical support necessary (e.g., special operations, 
hazmat, technical rescue, etc.). 
  
Large, complex incident operations require a larger command staff to manage any additional 
organizational positions.  
 
8.9 - Implement Management Sections & Branches as Necessary 


 
The command team’s main goal and focus is managing the workers operating in the hazard 
zone. This includes providing whatever technical support necessary (e.g., special operations, 
hazmat, technical rescue, etc.). 
  
Large, complex incident operations require a larger command staff to manage any additional 
organizational positions. These positions provide logistical, planning and administrative support; 
they also fill safety and branch officer roles where needed. 
 
 
 
 







103 


 


8.9.1 - Section Positions 
 
As incident operations escalate in time, size and complexity, the strategic-level responsibilities 
can overwhelm the command team. To avoid this command “overload,” we can quickly expand 
the incident organization by assigning section-level positions. These positions include: 
 


 Logistics 
 Planning 
 Operations 
 Admin 
 Safety 


 
One of the keys to effective incident management is building the properly sized incident 
organization and support staff. The command team uses the Section positions to delegate 
functional and support responsibilities. This allows the IC and the command team to focus solely 
on managing the resource in the hazard zone. 
 
The Logistics Section is the support mechanism for the organization. Logistics provides 
services and support systems to all the organizational components involved in the incident. The 
Logistics Section will operate on its own radio channel. Roles and Responsibilities: 
 


 Provide rehab. 


 Manage staging 


 Provide and manage any needed supplies or equipment. 


 Forecast and obtain future resource needs (coordinate with the Planning Section). 


 Provide any needed communications equipment. 


 Provide fuel and needed repairs for equipment. 


 Obtain specialized equipment or expertise per Command. 


 Provide food and associated supplies. 


 Secure any needed fixed or portable facilities. 


 Provide any other logistical needs as requested by Command. 


 Collect and provide information for an After Action Review. 


 Supervise assigned personnel 
 
The Planning Section is responsible for gathering, assimilating, analyzing, and processing 
information needed for effective decision-making. The Planning Section serves as the Incident 
Commander's "clearing house" for information. This allows the Incident Commander to have a 
single person provide him/her with information instead of having to deal with dozens of 
information sources. Information should be used to make long-range plans. The Planning 
Section Chief's goal is to plan ahead of current events and to identify the need for resources 
before they are needed. Roles and Responsibilities: 
 


 Evaluate current strategy and plan with the Incident Commander. 


 Refine and recommend any needed changes to plan. 


 Evaluate Incident Organization and span of control. 


 Forecast possible outcome(s). 


 Evaluate future resource requirements. 


 Utilize technical assistance as needed. 


 Evaluate tactical priorities, specific critical factors, and safety. 


 Gather, update, improve, and manage information with a standard systematic approach. 
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 Facilitate an After Action Review and After Action Report. 


 Liaison with any needed outside agencies for planning needs. 
 
The Administration Section evaluates and manages the risk and financial requirements for the 
Fire Department's involvement in the incident. Roles and Responsibilities: 
 


 Procurement of services and/or supplies from sources within and outside the Fire 
Department or City as requested by Command (coordinates with Logistics). 


 Documenting all financial costs of the incident. 


 Documenting for possible cost recovery for services and/or supplies. 


 Analyzing and managing legal risk for incidents such as, hazardous materials clean up. 


 Serves as the Incident Commander's liaison with: City officials, Litigators (and other 
lawyer types) regulatory agencies (EPA, OSHA, DOT, FBI, etc.). 


 Monitors and coordinates emergency service delivery to the rest of the community 
during major incidents to ensure adequate coverage. 


 Serves as the E.O.C. representative in the Command Post and provides briefings to the 
E.O.C. staff. 


 Manage investigations (arson, etc.). 


 Collect and provide information for an After Action Review. 
 
The Administration Section is responsible for obtaining any and all needed incident 
documentation for potential cost recovery efforts, or litigation, including criminal charges. 
 
The Operations Section: is responsible for the tactical priorities, accountability, and the safety 


and welfare of the personnel working in the Hazard Zone. The Operations Section Officer uses 
the tactical radio channel to communicate strategic and specific objectives to S/D Officers 
and/or Branch Officers. Roles and Responsibilities: 
 


 Coordinate activities with the Senior Advisor. 


 Implement the Incident Management Plan. 


 Assign units to SDG/Branches based on Tactical Objectives and priorities. 


 Build an effective organizational structure through the use of SDG's and/or Branches. 


 Provide Branches and SDG Tactical Objectives. 


 Manage Operation Section activities. 


 Personnel Accountability. 


 Provide for life safety. 


 Determine needs and request additional resources. 


 Consult with and inform other Sections and the Incident Command Staff as needed. 


 Collect and provide information for an After Action Review. 
 
The IC can assume the designation (Ops) when a full command team is assembled. The Senior 
Advisor will take over the roll of IC and will manage the command-post operation. At no time 
does this designation mean that the Ops should leave the command post and place themselves 
around the hazard zone. The Ops section in these instances remains responsible for managing 
the units in the hazard zone, they will remain in the CP, and will still go by the designation of 
“Command”; 
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The Safety Section: This includes the concept of “embedding” safety elements and the 
communications flow plan the command team uses to connect all the different organizational 
elements to ensure workers’ safety in the hazard zone. 
 
8.9.2 - Implement the Appropriate Branches When Required 
 
Rarely on the local level will an incident may require most, if not all, of a community’s resources 
(and the neighbor’s community as well). These big-time, major incidents can quickly overwhelm 
Command with multiple SDGs. 
 
The next subdivision between command and SDGs is a Branch. Branch officers operate on the 
coordination level and manage SDG officers that command assigns to them. (The SDGs are 
typically grouped in the standard branches shown above). Command should consider 
implementing branches when: 
 


 The incident is forecasted as a major event that will eventually need many SDGs 
 The incident has two or more large, distinctive components (e.g., haz mat, evacuation 


and medical) 
 The incident covers a large geographical area 
 Anytime the number of SDGs starts to overwhelm command 


 
The activation of branches signifies that the incident is going to be split into large, separate 
pieces. Each Branch should operate on its own radio channel when managing and directing the 
activities of SDG Officers. Branch Officers will communicate with Command on a separate radio 
channel designated by the IC. The radio designation of Branch Officers should reflect the 
function or geographic area of the Branch. 
 
When Command implements Branch Officers the IC will assign a separate radio channel (not 
the tactical channel) for communications within the Branch. SDG Officers should be notified by 
Command of their new supervisor. This information should include: 
 


 What Branch the SDG's is now assigned to. 


 The radio channel the branch (and SDG's) is operating on. 
 
Branch Officers operate in forward positions. They should utilize a Command Officer's vehicle 
as a forward Branch Command Post (when feasible). In these situations, Command must 
assign Officers in the Command Post to monitor each Branch radio channel. 
 
Branch Officers are not limited to Operations. Any of the Section Officers may implement 
Branches within their individual sections as needed. 
 
8.10 - Provide Rehab, Rotation & Relief for the IC & Command Staff 


 
This should be a regular part of extended operations. The IC, command team, SDG Officers, 
Section Chiefs and everyone else operating at the incident scene will need periodic rehab, 
rotation and relief during the course of the incident.  
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Extended fire-incident operations are generally slower-moving, defensive events. During these 
types of operations, where no one operates within a hazard zone, a well-supported IC may be 
able to stay in command for several hours. Incidents that last many hours or days require some 
type of rotational roster requires for the cycling of companies in and out of incident operations 
as well as the command staff required to control operations. 
  
8.11 - Reduce the Command Structure as Part of the Ending Stages of Incident 
Operations 
 
We use the same system to conclude incident operations that we use to expand the command 
structure for escalating events. As we complete the tactical priorities, obtain PARs and wrap up 
incident operations, the IC needs to develop a plan for the closing phases. At this point, the IC 
needs to get out of the command post and tour the incident site. During this “walk about,” the IC 
gets a firsthand look at the incident scene, talks with crews, decides what remains to be done 
and formulates a plan for scaling back the operation. 
 
The command transfer is generally accomplished by transferring command back to an officer of 
a unit who will remain on the scene until the event is complete. 
 
8.12 - Ensure that an Adequate Critique Process is Underway Before De-Commitment 
 
The critique process is how we figure out what went well and what we could have done better. 
This is a key piece of the action-management cycle—develop SOPs, training, application, 
critique and revision. Revision (and improvement) is only possible if we conduct regular 
critiques.  
 
Small-scale incidents generally end pretty quickly. This facilitates conducting the critique prior to 
everyone leaving the scene. The IC should lead this process and base the critique on the 
department's SOPs, the incident conditions upon arrival (critical factors), the actions taken, 
communications and the overall incident outcome. 
  
It is more difficult to conduct on-scene critiques at incidents that require large amounts of 
resources. These events tend to last longer, and the initial-arriving companies have often times 
been released from the scene by the time the operation ends. These incidents should be 
critiqued at a later date and the lessons learned distributed throughout the entire department. 
 
The most important goal of any critique, regardless of the incident size, is to improve our 
operations. Any significant lessons learned, both good and bad, should be shared with the rest 
of the organization. These lessons learned should be incorporated into department SOP's and 
training. 
 
8.13 - Place Resources Back into Service with a Demobilization Plan 
 
The IC’s demobilization plan should begin with replacing the most fatigued companies first. If it 
will take some length of time to get these ready for service, they can remain unavailable until 
they get their rig restocked (hose loaded, fluids topped off, tools and equipment restocked, etc.).  
 
For large-scale incidents where lots of units will be going back into service, the IC needs to 
ensure that the correct number and type of units will remain on scene until all the incident’s 
needs have been met. This includes making sure the customer(s) have any needed after-
incident support (Red Cross, social services, insurance company, family support, etc.). 
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8.14 - Provide Required Critical Incident Support 
 
Incidents that involve trauma, death and loss can be very difficult on responders. The critique 
offers an excellent forum for the IC to sit down with all the incident players to find out how well 
they are coping with the event. 
 
The post incident review with your boss and co-workers to help make sense of what just 
happened can be therapeutic. The IC needs to use this time to make sure that everyone is 
stable, both physically and mentally, before placing them back into service.  
 
The best critical incident support happens before we respond to emotionally charged incidents. 
Working for an organization that cares about its members is the best preventive medicine. The 
organization shows its regard for the members in everything it does. The main areas include: 
  


1. How the bosses treat the workers 
2. How the workers treat one another 
3. How everyone treats the customer 
4. The training and skill level of the workers 
5. The apparatus and equipment (is it adequate?) 
6. The systems (IMS, safety, accountability, etc.) that we use when we deliver service  


 
Running an organization in a manner where the members and the customers (our work) come 
first is worth much more than a hospital full of mental-health professionals when it comes to 
taking care of people and keeping them mentally fit.  
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Hazard Zone Incident Command Standard 1 
For NIMS Type 4 & 5 Incidents 2 


 3 
Chapter 1 – Administration 4 


 5 
1.1   Scope.   This standard identifies the minimum job performance requirements 6 
for an Incident Commander within an all hazard incident management system. 7 
 8 
1.2   Purpose.   The purpose of this standard is to specify minimum job 9 
performance requirements for an Incident Commander within an all hazard incident 10 
management system for NIMS Type 4 & 5 events. It is not the intent of this 11 
standard to restrict any jurisdiction from exceeding these requirements. 12 
 13 
1.3 General 14 
 15 
1.3.1   The job performance requirements shall be accomplished in accordance with 16 
the requirements of the authority having jurisdiction and NFPA 1500, Standard on 17 
Fire Department Occupational Safety and Health and NFPA 1561, 18 
Standard for Emergency Services Incident Management. 19 
 20 
1.3.2   It is not required for the job performance requirements to be mastered in the 21 
order they appear. The authority having jurisdiction shall establish instructional priority 22 
and the training program content to prepare individuals to meet the job performance 23 
requirements of this standard. 24 
 25 
A.1.3.2   See Annex B for additional information regarding the use of job 26 
performance requirements for training and evaluation. 27 
 28 
1.3.3 Performance of each requirement of this standard shall be evaluated by  29 
Individuals approved by the authority having jurisdiction. 30 
 31 
A.1.3.3      It is recommended, where practical, that evaluators be individuals who 32 
were not directly involved as instructors for the requirement being evaluated. 33 
 34 
1.3.4 The authority having jurisdiction shall establish a specific qualification: 35 
Process that identifies the steps that a candidate for qualification in positions at the 36 
level the candidate will be expected to perform under the auspices of that jurisdiction 37 
and prepares the candidate in a manner consistent and compatible with the local, 38 
NIMS Type 4 & 5 Incident Command System and the National Incident 39 
Management System. 40 
 41 
   A.1.3.4 The AHJ needs to establish SOP s that will acknowledge that  42 


The first arriving agency member will assume the duties and         43 
responsibilities of Incident Command until a transfer of command takes    44 
place. 45 


 46 
Type 5 – Using only AHJ resources. The only ICS position staffed is the 47 
Incident Commander and the required Sections positions based on incident 48 
needs. Local, discipline specific. Capable of functioning in an incident 49 
Management function from the discovery of and arrival at an incident up to and 50 
including a full operational period as defined by the agency or jurisdiction. 51 
 52 
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Type 4 – Using two or more agency resources under a Mutual or Automatic 1 
aid agreement. AHJ is agency where the incident is located. The only ICS 2 
position staffed is the Incident Commander and the required Section 3 
positions based on incident needs. Capable of functioning in an incident 4 
management function from the discovery of and arrival at an incident up to and 5 
including a full operational period as defined by the agency or jurisdiction. 6 
 7 


1.3.5 Prior to being certified an Incident Commander as contained in this standard, 8 
the candidate shall meet the general knowledge and skill requirements and the job 9 
performance requirements of the pertinent chapter of this standard. 10 
 11 
A.1.3.5    Many jurisdictions choose to deliver training in modules that allow 12 
personnel to be trained in certain tasks and to perform limited duties under direct 13 
supervision prior to meeting the complete requirements for certification. 14 
 15 
1.3.6    Where ever in this standard the terms rules, regulations, procedures, 16 
apparatus, or equipment are referred to, it is implied that they are those of the 17 
authority having jurisdiction. 18 
 19 
1.3.7   Units in this standard, value for measurements are followed by an equivalent 20 
in SI units, but only the first stated value shall be regarded as the requirement.  21 
Equivalent values in SI units shall not be considered as the requirement, as these 22 
values can be approximate. 23 
 24 
1.4 Reference Publications   The documents or portions of thereof listed  25 
within this standard and shall be considered part of the requirements of this 26 
document. 27 
 NFPA Publications, 1 Batterymarch Park, PO Box 9101, Quincy, MA 28 


NFPA 1500, Standard on Fire Department Occupational Safety and Health 29 
           Program, 2002 Edition 30 
 NFPA 1561, Standard for Emergency Services Incident Management, 31 
 2002 Edition 32 
 Fire Command 2nd Edition�, 2002, Alan V. Brunacini 33 
 Fire Command Workbook�, 2002, Alan Brunacini and Terry Garrison 34 
 Command Safety�, 2004, Alan V. Brunancini and Nick Brunancini 35 
 Other publications 36 
 37 


National Incident Management System, United States Department of 38 
Homeland Security 39 
National Response Plan, United States Department of Homeland Security 40 
 41 
 42 


Chapter 2 Definitions 43 
 44 
2.  General.   The definitions contained in this chapter shall apply to the terms used 45 
in this standard.  Where terms are not included, common usage of the terms shall 46 
apply. 47 
 48 
2.1.1   Definitions of action verbs used in job performance requirements in this 49 
document are based on the first definition of the word found in Webster s Third 50 
New International Dictionary of the English Language. 51 
 52 
2.1.2   Definitions 53 







 3 


 1 
2.1.3   Approved.  Acceptable to the authority having jurisdiction. 2 


 3 
2.2   Authority Having Jurisdiction. The organization, department, or individual 4 
responsible for approving equipment, materials, installation, or a procedure. 5 
 6 
A.2.2.1   Authority Having Jurisdiction.   The phrase “authority having 7 
jurisdiction” or its acronym AHJ, is used in FPA documents in a broad manner, since 8 
jurisdictions and approval agencies vary, as do their responsibilities.  Where public 9 
safety is primary, the authority having jurisdiction may be federal, state, or local, or 10 
other regional departments or individual such as a fire chief, fire marshal, chief of a fire 11 
protection bureau, labor department, or health department, building official, electrical 12 
inspector, or others having statutory authority.  For insurance purposes, and 13 
insurance inspection department, rating bureau, or other insurance company 14 
representatives may be the authority having jurisdiction. In many circumstances, the 15 
property owner or his or her designated agent assumes the role of the authority 16 
having jurisdiction, at government installations, the commanding officer or department 17 
official may be the authority having jurisdiction. 18 
 19 
2.3   General Definitions 20 
 21 
2.3.1   Agency. A division of government with a specific function offering a particular 22 
kind of assistance. In ICS, agencies are defined either as jurisdictional 23 
(having statutory responsibility for incident management) or as assisting or 24 
cooperating (providing resources or other assistance). 25 
 26 
2.3.2 All Hazard. Any incident or event, natural or human caused that warrants 27 
action to protect life, property, environment, public health or safety, and minimize 28 
disruption of government, social, or economic activities. 29 
 30 
2.3.3 Area Command. Area Command is an expansion of the incident command 31 
function primarily designed to manage a very large incident that has multiple incident 32 
management teams assigned. However, an Area Command can be established at 33 
any time that incidents are close enough that oversight direction is required among 34 
incident management teams to ensure conflicts do not arise. 35 
 36 
2.3.4 Assigned Resources. Resources checked in and assigned work tasks on  37 
an incident/planned event. 38 
 39 
2.3.5 Assignments. Task given to resources to perform within given 40 
operational period that are based on operational objectives defined in the IAP. 41 
 42 
2.3.6 Assisting Agency An agency or organization providing personnel, 43 
 44 
2.3.7 Available Resources. Resources assigned to an incident/planned event,  45 
checked in, and available for a mission assignment, normally located in Staging Area. 46 
 47 
2.3.8 Branch. The organizational level having functional, geographical,  48 
or jurisdictional responsibility for major aspects of incident operations. A branch is 49 
organizationally situated between the section and the division or group in the 50 
Operations Section, and between the section and units in the Logistics Section. 51 
Branches are identified by roman numerals, function, agency or jurisdictional name. 52 
 53 
2.3.9   Command.  The act of directing, ordering, or controlling by virtue of  54 







 4 


explicit statutory, regulatory, or delegated authority. 1 
 2 
2.3.10 Command Staff. In an incident management organization, the  3 
Command Staff consists of the Incident Commander, Public Information Officer, 4 
Liaison Officer, and other positions as required. They may have assistant or 5 
assistants, as needed. 6 
 7 
2.3.11 Company Officer.  The individual responsible for command of a 8 
company. This designation is not specific to any particular fire department rank. 9 
 10 
2.3.12 Dispatch Center. A facility from which resources are directly assigned to an 11 
incident/planned event. 12 
 13 
 14 
2.3.13   Division. That organization level having responsible for operations within  15 
A defined geographic area. The Division level is organizational between single 16 
resources and is responsible for the ongoing supervision of all assigned resources. 17 
 18 
2.3.14   Fire Department.  An organization providing rescue, fire suppression, and 19 
related activities. The term “fire department” shall include any public, government, 20 
private, industrial, or military organization engaging in this type of activity. 21 
 22 
2.3.15 Fire Officer I.   A person who has met the requirements of Chapters 1 23 
through 6 of NFPA 1021, Standard for Fire Officers Professional Qualifications. 24 
 25 
2.3.16 Group. Established to divide the incident management structure into 26 
functional assignments of operations. Groups are composed of resources 27 
assembled to perform a special function not necessarily within a single geographic 28 
division. Groups when activated are located between branches and resources in the 29 
Operations Section and are responsible for the ongoing supervision of all assigned 30 
resources.  31 
 32 
2.3.17 Incident Commander.  The individual responsible for all incident activities, 33 
including the development of strategies and tactics and the ordering and release of 34 
resources. The IC has overall authority and responsibility for conducting incident 35 
operations and is responsible for the management of all incident operations at the 36 
incident site. The IC is responsible for safety on the 37 
strategic level.   38 
 39 
2.3.18 Incident. An occurrence or event, natural, or human-caused, which requires 40 
an emergency response to protect life and property. 41 
 42 
2.3.19 Incident Action Plan.  An oral or written plan containing general 43 
objectives reflecting the overall strategy for managing an incident or planned event. It 44 
may include the identification of operational resources and assignments. It may also 45 
include attachments that provide direction and important information for management 46 
of the incident or planned event during one or more operational periods. For simple 47 
incidents the tactical worksheet serves as the IAP.  48 
 49 
2.3.20 Incident Command Post. The field location at which the primary tactical-50 
level, on-scene incident command functions are performed. 51 
 52 
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2.3.21 Incident Management System. A standardized on-scene emergency 1 
management construct specifically designed to provide for the adoption of an 2 
integrated organizational structure that reflects the complexity and demands of single 3 
or multiple incidents, without being hindered by jurisdictional boundaries. 4 
 5 
2.3.22 Incident Management Team. The IC and appropriate Command staff 6 
personnel assigned to an incident. (IC, SO, IA) 7 
 8 
2.3.23   Incident Objectives. Statements of guidance and direction that are 9 
achievable, measurable, and necessary for the selection of appropriate 10 
strategy(ies), and the tactical direction of resources. 11 
 12 
2.3.24 Initial Actions. The first actions taken by those responders first to arrive at 13 
an incident site. 14 
   15 
2.3.25   Job Performance Requirement (JPR). A statement that 16 
describes a specific job task, lists the items necessary to complete the task, and 17 
defines measurable or observable outcomes and evaluation areas for the specific 18 
task. 19 
 20 
2.3.26 Liaison Officer. The point of contact for assisting or coordinating agencies. 21 
Member of Command Staff. 22 
 23 
2.3.27 Multi-Jurisdictional System. An incident requiring action from multiple 24 
agencies that each have jurisdiction to manage certain aspects of an incident or 25 
planned event. In ICS, these incidents will be managed under Unified Command. 26 
 27 
2.3.28 Mutual Aid Agreement. Written agreement between agencies and or 28 
jurisdictions that they will assist one another on request, by furnishing personnel, 29 
equipment, and/or expertise in a specific manner. 30 
 31 
2.3.29 National Incident Management System. A system mandated by 32 
HSPD-5 that provides a consistent nationwide approach for federal, state, local and 33 
tribal governments; the private-sector, and nongovernmental organizations to work 34 
effectively and efficiently together to prepare, respond to, and recover from 35 
incidents, regardless of cause, size, or complexity. 36 
 37 
2.3.30 Operational Period. The time scheduled for executing a given set of 38 
operation actions, as specified in the IAP.  Operational periods can be various 39 
lengths. Although usually not over 24 hours. 40 
 41 
2.3.31 Operations Section. Responsible for all tactical operations at the incident 42 
or planned event. 43 
 44 
2.3.32 Personal Accountability. The ability to account for the location and  45 
welfare of incident personnel. It is accomplished when supervisors ensure that ICS 46 
principles and processes are functional and that personnel are working within 47 
established incident management guidelines and AHJ SOP s. 48 
 49 
2.3.33 Personal Accountability Report (PAR). Periodic reports verify in 50 
the status of responders assigned to an incident or planned event. 51 
 52 
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2.3.34  Planning Meeting. A meeting held as needed prior to and 1 
throughout the duration of the incident or planned event to select specific strategies 2 
and tactics for incident control operations and for service and support planning. 3 
 4 
2.3.35   Planned Event. An occurrence that allows for the development of 5 
an IAP prior to the occurrence. 6 
 7 
2.3.36  Public Information Officer. A member of the Command Staff 8 
responsible for interfacing with the public and media or with incident-related 9 
information requirements. 10 
 11 
2.3.37  Procedure. This series of actions, conducted in an approved manner 12 
and sequence, designed to achieve an intended outcome. 13 
 14 
2.3.38 Qualifications and Certifications. This subsystem provides 15 
recommended qualifications and certification standards for emergency respond and 16 
incident management personnel.    17 
 18 
2.3.39 Requisite Knowledge. Fundamental knowledge one must have in order to 19 
perform a specific task. 20 
 21 
2.3.40 Requisite Skills. The essential skills one must have in order to perform a 22 
specific task. 23 
 24 
2.3.41 Resources. Personnel and major items of equipment and supplies, and 25 
facilities available or potentially available for assignment to incident operations and 26 
for which status is maintained. Resources are described by kind and type and may 27 
be used in operational support or supervisory capacities at an incident or an incident 28 
or at an EOC. 29 
 30 
2.3.42 Responder. Personnel that would respond to an emergency or planned 31 
event that have received appropriate training to perform task required by the AHJ. 32 
 33 
2.3.43 Rehabilitation. That function and location which shall include medical 34 
evaluations and treatment, food and fluid replenishment, and relief from extreme from 35 
climatic conditions for emergency responders, according to the circumstances of the 36 
incident. Also called Rehab. 37 
 38 
2.3.44 Safety Officer. A member of the Command Staff responsible for 39 
monitoring and assessing safety hazards or unsafe situations and for developing 40 
measures for ensuring personnel safety.  Assistant Safety Officers, including those 41 
with technical expertise on a given incident, may be appointed by the Safety 42 
Officer. 43 
 44 
2.3.45 Section. The organization level having functional responsibility for primary 45 
segments of incident operations, such as; Operations, Planning, Logistics, 46 
Finance/Administration. The Section level is organizationally between Branch and 47 
Incident Commander. 48 
 49 
2.3.46 Section Chief. Title that refers to a member of the general staff (Operations 50 
Section Chief, Planning Section Chief, Logistics Section Chief, 51 
Finance/Administration Section Chief, Safety Section Chief) 52 
 53 
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2.3.47 Single Resource. An individual, a piece of equipment and its personnel, or 1 
a crew or team of individuals with an identified supervisor that can be used on an 2 
incident or planned event. 3 
 4 
2.3.48 Staging Area. Location established where resources could be placed while 5 
awaiting a tactical assignment. The Operations Section manages the Staging Area. 6 
 7 
2.3.49 Strategy. The general direction selected to accomplish incident objectives 8 
set by the Incident Commander. 9 
 10 
2.3.50 Strategic.  Strategic elements of incident management are characterized by 11 
continuous long-term, high-level planning by organizations and incident 12 
management-command and general staff. 13 
 14 
2.3.51 Strike Team. Specified combinations of the same kind and type resources, 15 
with common communications and a leader. 16 
 17 
2.3.52 Supervisor.  The individual responsible for a Division, Group or Company. 18 
 19 
2.3.53 Tactics.  Deploying and directing resources on an incident to accomplish the 20 
objectives designated by current incident strategy. 21 
 22 
2.3.54 Tasks.  Specific directions given to companies that lead toward meeting 23 
tactical level requirements. 24 
 25 
2.3.55 Task Force.  Group of resources with common communications and a 26 
leader that may pre-established and sent to an incident or planned event, or formed 27 
at an incident or planned event. 28 
 29 
2.3.56 Team. Two or more individuals who have been assigned a common task 30 
and are in proximity to and in direct communications with each other, coordinate their 31 
activities as a work group, and support the safety of one another. 32 
 33 
2.3.57 Technical Specialist.  Personnel with special skills who are activated only 34 
when needed. Technical Specialist may be needed in the areas of fire behavior, 35 
water resources, environmental concerns, resources use, and training. Technical 36 
Specialist report initially to the Planning Section but may be assigned anywhere 37 
within the IMS organizational structure as needed. 38 
 39 
2.3.58 Transfer of Command. The formal procedure for transferring the duties of 40 
an incident commander at an incident scene or planned event. 41 
 42 
2.3.59 Unified Area Command. A Unified Area Command is established when 43 
incidents under an Area Command are multi-agency or multi-jurisdictional. 44 
 45 
2.3.60 Unified Command. An application of IMS used when there is more than 46 
one agency with incident jurisdiction or when incidents cross-political jurisdictions, 47 
establish a common set of objectives and strategies and a single IAP. This is 48 
accomplished without losing or abdicating agency authority, responsibility, or 49 
accountability. 50 
 51 
2.3.61 Unity of Command. The concept by which each person within an 52 
organization reports to one and only one designated person. The purpose of unity 53 
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of command is to ensure unity of effort under one responsible commander for every 1 
objective. 2 
 3 


Chapter 3 – Professional Qualifications (2008) 4 
 5 
3.1 General 6 
 7 
3.1.1 For certification at the Incident Commander level, the candidate must meet   8 
the general knowledge requirements in 3.1.1.1, the general skill requirements in 9 
3.1.1.2 and the job performance requirements defined in Section 3, through 10, of 10 
this standard. 11 
 12 
3.2.1 General Knowledge Requirements. The importance of  13 
command presence to an Incident Commander, familiarity with the AHJ Standard 14 
Operating Procedures, AHJ Mutual Aid or Automatic Aid Agreements and how it 15 
relates to their role, knowledge of the National Incident Management System 16 
(NIMS) and the Incident Command System. 17 
 18 
3.3.1   General Skill Requirements. Prioritizing tasks so as to accomplish  19 
the most critical first, making effective decisions in an environment with  20 
a large number of unknowns, evaluate resource needs, recognize the  21 
need for supplemental technical knowledge, and anticipate hazards and  22 
take actions in a proactive manner to ensure responder safety and health. 23 
Fix responsibility for Command on a certain individual through a standard 24 
identification system, depending on the arrival sequence of members, 25 
companies, and Command officers.  It ensures that a strong, direct and 26 
visible Command will be established from the onset of the incident. Establishes an 27 
effect incident organization defining the activities and responsibilities assigned to the 28 
Incident Commander and other individuals operating within the Incident Command 29 
System. Provides a system to process information to support incident 30 
management, planning, and decision-making. 31 
 32 


(a) Remove endangered occupants and treat the injured. 33 
(b) Stabilize the incident and provide for life safety. 34 
(c) Conserve property 35 
(d) *Provide for the safety, accountability, and welfare of personnel.  36 


 37 
*This priority is ongoing throughout an incident or planned event. 38 
 39 
3.3 Assumption, Confirmation and Positioning of Command 40 
Major Goal: Assume, Confirm and position command to quickly establish 41 
and confirm a single IC is established and to place that IC in the most 42 
effective initial command position. This duty involves assuming initial command 43 
of an incident or planned event, according to the following job performance 44 
requirements. 45 
 46 
3.3.1 The first arriving unit (officer) must assume initial command. 47 
This duty involves assuming command upon initial arrival, conducting a standard 48 
radio report, and positioning command according to the following job performance 49 
requirements. 50 


 51 
(a) Requisite Knowledge: The initial unit (officer) must know the procedures 52 
for initial command operations as prescribed by the AHJ. 53 
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 1 
(b) Requisite Skills: Advise dispatch/communication center of initial arrival, followed 2 
by standard radio report and assuming command. 3 
 4 
3.3.2   Demonstrate the ability to assume and confirm command with  5 
a standard radio report. The exact duty required of the Incident Commander is  6 
assuming command of an incident through a procedure. 7 
 8 
(a)   Requisite Knowledge:   Demonstrate the ability to confirm command 9 
assumption with a standard radio report/procedure: 10 
 (1) Arrive on the scene 11 
 (2) Building/ event description 12 
 (3) Describe the problem 13 


(4) action taken 14 
(5) declare strategy 15 
(6) assume and name command (with dispatch/communications center 16 


confirmation) 17 
(7) accountability position 18 
(8) Safety concerns and the AHJ standard operating procedures. 19 


 20 
(b)   Requisite Skills:   Analyzing incident conditions, transmitting an accurate initial 21 
radio report, delegating responsibilities to other responders, 22 
coordinating operations with other response disciplines, operating communications 23 
equipment, implementing accountability system and assuming 24 
initial scene safety officer. 25 
 26 
3.3.3 Demonstrate the ability to select the proper command mode.  The 27 
Incident Commander shall identify the proper command mode; investigation, fast 28 
attack, command. 29 
 30 
(a)   Requisite Knowledge:  Identify the proper command mode based on standard 31 
radio report information and the various command procedures used by the AHJ. 32 
 33 
(b)   Requisite Skills:   Analyzing incident conditions and information, identify the 34 
proper command mode of operation. 35 
 36 
3.3.4 Position a stationary command post in an appropriate location as 37 
soon as possible into the event/inc. as defined in the AHJ standard 38 
operating procedures. Establish a command post with the correct command 39 
positioning and support for the current command mode.   40 
 41 
(a)   Requisite Knowledge: AHJ standard operating procedures for establishing a 42 
command post. 43 
 44 
(b)   Requisite Skills:   Analyze the standard radio report information and select and 45 
position the command post appropriately. 46 
 47 
3.3.5   Package command for ongoing operations and escalation. Manage 48 
the ongoing command operation within AHJ standard operating 49 
procedures and prepare a plan for possible escalation. 50 
 51 
(a) Requisite Knowledge:  Anticipate the ongoing operation with an understanding of 52 
the AHJ procedures for escalation. 53 
    54 
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(b) Requisite Skills:  Coordinate and manage the communications of an on- going 1 
operation and the planning and coordination required to escalate an event. 2 
  3 
3.3.6 Assume initial command of an incident or planned event. Given an 4 
incident or planned event, a tactical worksheet or other documentation, a radio, 5 
assigned resources, the AHJ SOP, so that the incident conditions are accurately 6 
assessed, choosing the correct strategy, safety of all responders is ensured, a 7 
detailed report is transmitted, an appropriate initial Incident Action Plan is developed, 8 
resources are assigned appropriately, and the person assuming command and their 9 
location are identified and command is properly named. 10 
 11 
(a) Requisite Knowledge:  The AHJ SOP establishes responsibilities and authority 12 
of the Incident Commander, Incident Management Team, Command Staff and other 13 
personnel. Using the elements of a proper size-up report, appropriate location of 14 
Command Post, safety factors and considerations involved with incident operations, 15 
capabilities of resources assigned to an incident or planned event, various command 16 
documentation used by the AHJ. 17 
 18 
(b) Requisite Skills:  Analyzing incident conditions and developing a plan of action, 19 
transmitting an accurate size-up report, filling out incident worksheets and 20 
documentation, selecting a proper command post location, setting up functional 21 
command post, delegating responsibilities to other responders, coordinating 22 
operations with other response disciplines and operating communications 23 
equipment. 24 
  25 
3.4  Situation Evaluation 26 
Major Goal: To develop and use a regular approach to situation evaluation 27 
using the standard forms of information management and incident factors. 28 
 29 
3.4.1   The first arriving unit (officer) must demonstrate the ability to 30 
conduct a rapid, accurate, size-up.  This duty involves conducting a rapid 31 
and accurate size-up. 32 
 33 
(a) Requisite Knowledge: The initial unit (IC) shall demonstrate the ability 34 
to conduct a rapid size-up using a standard radio reporting system. 35 


a. arrive on the scene 36 
b. building description 37 
c. describe the problem 38 
d. action taken 39 
e. declare strategy 40 
f. assume and name command (with  dispatch/communications center) 41 
g. accountability positions 42 
h. safety concerns 43 


 44 
(b) Requisite Skills: Execute a size-up and having the ability to interpret visual 45 
information into communicated message that provides command and control. 46 
  47 
3.4.2 The incident commander shall have the ability to use all local pre-plan 48 
resources available, monitor its usage and implement that information into 49 
the incident. Demonstrate the ability to read, process and communicate with maps, 50 
pre-plans, computer terminals (MDT s, MCD s) and reference materials, which 51 
provides incident information management and firefighter safety. 52 
  53 
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(a) Requisite Knowledge: The ability to read, write, track and maintain accurate 1 
awareness with information. 2 
 3 
(b) Requisite Skills: The ability to read, process and communicate with maps, pre-4 
plans, and reference materials that provide for incident management and safety. 5 
 6 
3.4.3 Demonstrate the ability to document incidents using a tactical 7 
worksheet. The tracking of information, building drawings, times, placement of 8 
apparatus and crews is accurate for incident management and safety. 9 
 10 
(a) Requisite Knowledge:  The use and implementation of a tactical worksheet in 11 
providing documented support information. 12 


 13 
(b) Requisite Skills: The ability to write, track and maintain with accuracy incident 14 
information and process the information into incident actions. 15 
 16 
3.4.4  Facilitate crews, companies, division, groups, sections, and 17 
branches as information is reported and received. The ability to report and 18 
receive information and radio communications. 19 
 20 
(a) Requisite Knowledge: The ability to communicate and process information and 21 
make decisions based on that information process. 22 
 23 
(b) Requisite Skills: The ability to process information, react, and to communicate the 24 
information and create a decision making environment. 25 
 26 
3.4.5 Detect and react to the incident / Safety “red flags.”  “Red Flags” are 27 
recognized and handled in a timely manner to enhance responders and public 28 
safety. 29 
 30 
(a) Requisite Knowledge: The ability to recognize unsafe situations and respond 31 
appropriately. 32 
 33 
(b) Requisite Skills: Implement rapid evaluations of potential emergency situations 34 
and react with appropriate decisions dealing with the emergency. 35 
 36 
3.4.6 Establish and maintain a realistic awareness of elapsed incident 37 
times around tactical positions, the tactical priorities of the incident, and 38 
firefighter safety.  When the strategy and tactical priorities are established and the 39 
elapsed time monitored, it provides for greater firefighter safety. 40 
 41 
(a) Requisite Knowledge: The ability to maintain an understanding about the 42 
influence of elapsed time and its impact on incident operations and safety. 43 
 44 
(b) Requisite Skills: Establish procedures for managing elapsed times and firefighter 45 
safety within a decision making process. 46 
 47 
3.4.7 Implement the “strategic decision making process,” that will identify 48 
the significant fixed factors that don t change: roof types, building layout, 49 
hydrant location, and the variable factors that can change: wind, fire 50 
conditions, response profile, etc.   This will allow for effective decision making 51 
and create a safer incident scene. 52 
 53 
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(a) Requisite Knowledge: Establishing the “strategic decision making model” as the 1 
foundation for decision-making. 2 
 3 
(b) Requisite Knowledge: The ability to execute and deliver the  “strategic decision 4 
making model”, while using the incident communication process. 5 
 6 
3.4.8 Conduct a situational analysis, given an incident or planned event.  7 
Using incident related information, so that incident life safety, environmental, and 8 
property risks are assessed, and a clear situational picture is obtained for processing 9 
that information analysis through the risk management plan. 10 
 11 
(a)  Requisite Knowledge:  Appropriate strategies and tactics for various types of 12 
incidents, safety factors and consideration for incident operations, and variables and 13 
conditions that affect incident outcomes. 14 


 15 
(b) Requisite Skills:  Performing a size-up and interpreting incident information for the 16 
purpose of verifying its effectiveness, appropriateness, and safety. 17 


 18 
 19 
3.5 Communications 20 
Major Goal: To initiate, maintain and control effective event 21 
communications. This duty involves establishing and managing 22 
communications systems in the rapidly changing, high-risk environment of 23 
an incident or planned event. 24 
 25 
3.5.1 Conduct proper utilization of the authority having jurisdiction 26 
Standard Operating Procedures – Communications Section. This provides 27 
quality communications within a framework that enhances responder s safety. 28 
 29 
(a) Requisite Knowledge: Operate within a framework of radio procedures and 30 
communication standard operating procedures. 31 
 32 
(b) Requisite Skills: Shall be able to perform various forms of communication within 33 
the authority having jurisdictions, radio procedures, and standard operating 34 
procedures. 35 
 36 
3.5.2 Initiate and control communications upon arrival with initial radio 37 
report. Deliver an initial radio report that contains items related to the development 38 
of a clear and concise picture of the event, and places the Incident Command in 39 
control of the communications process. 40 
 41 
(a) Requisite Knowledge: Understand those items required in an initial radio report. 42 
 43 
(b) Requisite Skills: Deliver initial radio report, in a clear, concise manner, in a 44 
controlled radio voice being effective in their description and actions. 45 
 46 
3.5.3 Use the order model to structure all communications. Using the order 47 
model greatly reduces communication misunderstandings while preventing the loss 48 
of critical tactical information. 49 
 50 


1. Sender clears the receiver on the appropriate radio frequency to ensure the 51 
receiver is ready to receive; 52 


2. Receiver transmits they are ready to receive the transmission; 53 
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3. Sender transmits the message/order/directive 1 
4. Receiver restates the message/order/directive 2 
5. Sender confirms message/order/directive was correctly received 3 


 4 
(a) Requisite Knowledge: The ability to structure orders/directives using the 5 5 
elements of the order model. 6 
 7 
(b) Requisite Skills: Facilitate communications using the 5 elements of the order 8 
model when transmitting messages/orders/directives. 9 
 10 
3.5.4 Create an incident organizational chart that will also serve as a 11 
communication flow plan. This creates effective communications techniques to 12 
keep everyone connected. 13 
 14 
(a) Requisite Knowledge: Organize communication that keeps all participants 15 
interactive in the incident communication process and in the operation of various 16 
forms of communications and equipment. Establish an incident organization chart that 17 
will establish a communication flow plan. 18 


 19 
(b) Requisite Skills: Deliver communications that are organized for all incident 20 
participants and the operation of various types of communication equipment. 21 
 22 
3.5.5 Coordinate the use of companies, division/groups, and branches as 23 
communication partners. This allows for better flow of information. 24 
 25 
(a) Requisite Knowledge: Organize incident participants within a communication plan 26 
who can share airtime and information. 27 
 28 
(b) Requisite Skills: Coordinate communications with various incident participants 29 
while remaining in control and while using different forms of communications. 30 
 31 
3.5.6 Create and maintain a clear, controlled, well-timed radio voice. Must 32 
project a good radio image while conducting critical listening in difficult 33 
operating positions. Communications is not lost or interrupted as a result of poor 34 
command communications, or compromised because of loud noises, weather and 35 
interruptions. 36 
 37 
(a) Requisite Knowledge: Exercise good communication and radio procedures while 38 
in a fixed location, preferably in a vehicle more suited for a command and control 39 
environment. 40 
 41 
(b) Requisite Skills: Know the basic communication procedures and operations 42 
outlined in the AHJ. 43 
 44 
3.5.7 Organize and adapt to different forms of communications (face-to-45 
face, radio, computers, fax, etc.) and be effective. This allows for the use of all 46 
forms of communication while still maintaining command and control of the event. 47 
 48 
(a) Requisite Knowledge: Conduct and adjust to different forms of communications 49 
that might occur during an incident, this could include emergency traffic. 50 
 51 
(b) Requisite Skills: The ability to execute different forms of communication during an 52 
event or emergency. 53 
 54 
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3.5.8 Coordinate timely progress reports and benchmarks. This will enhance 1 
the decision making process during an incident. 2 
 3 
(a) Requisite Knowledge: Analyze progress reports and benchmarks and have an 4 
understanding of their affect on the decision making process. 5 
 6 
(b) Requisite Skills: The ability to listen to progress reports, and benchmarks while 7 
organizing them with knowledge of who made each report. 8 
 9 
3.5.9 Utilize a command post position and additional staffing when 10 
required to improve communication. This provides more control and 11 
coordination with a quieter environment, free of outside distraction, and properly 12 
staffed for the size and complexity of the incident. 13 
 14 
(a) Requisite Knowledge: The ability to utilize the command post and staffing to 15 
enhance communications. 16 
 17 
(b) Requisite Skills: Facilitate communications while in a command post environment 18 
and utilize available personnel. 19 
 20 
3.5.10 Center communications around the completion of the tactical 21 
priorities. This greatly streamlines effective communications and limits radio 22 
transmissions to the tasks that complete the tactical priorities and their completion 23 
benchmarks of: “All-Clear(s)”, “Fire Control” and “Loss Stopped”. 24 
 25 
(a) Requisite Knowledge: The ability to structure orders/directives around the 26 
completion of the tactical priorities. 27 
 28 
(b) Requisite Skills: Facilitate communications using task, the locations of those tasks, 29 
and the tactical priorities to be addressed/completed. 30 
 31 
3.5.11 Communicate relevant information to internal and external 32 
stakeholders, given an incident or planned event with the AHJ 33 
communication equipment. Incident information is reviewed, support personnel 34 
duties are delegated, incoming resources and division, function branch and chiefs are 35 
briefed, hazardous situations are communicated, and incident objectives are 36 
validated and revised. 37 
 38 
(a) Requisite Knowledge: Who are the affected internal and external stakeholders at 39 
an incident or planned event, AHJ – SOP for communications, procedures for 40 
establishing communications systems, sources for communication equipment and 41 
technical assistance, the difference between relevant and non relevant information, 42 
and communications protocols. 43 
 44 
(b) Requisite Skills:  Identify stakeholders and their perceived needs, good verbal 45 
and written communications skills, completing AHJ forms and documentation, and 46 
operating incident communications equipment. 47 
 48 
3.6 Deployment 49 
Major Goal: Provide and manage a steady, adequate, timely stream of the 50 
appropriate resources. It is critical that IC s are familiar with the local response 51 
resource profile, amount, type and capabilities.  52 
 53 
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3.6.1 Predict resources based on the most rapid, accurate, current and 1 
forecast event profiles that can assist in developing the tactical priorities.  2 
Resources will be available and properly used when the need arises. 3 
 4 
(a) Requisite Knowledge: Understand the AHJ resources and the plan to 5 
Implement additional resources based on the size of the event. 6 
 7 
(b) Requisite Skills: Organize a response based on the size and complexity of the 8 
event within the strategic and tactical priorities. 9 
 10 
3.6.2 Maintain awareness of local / area response capabilities. Resources 11 
may be ordered, staged, and used in an effective and timely manner. 12 
 13 
(a) Requisite Knowledge: Develop an understanding of the response capabilities of 14 
the local /area AHJ emergency response organizations. 15 
 16 
(b) Requisite Skills:  Facilitate and deploy with local / area response based on an 17 
event requiring different disciplines. 18 
 19 
3.6.3 Initiate AHJ dispatch capabilities and status tracking/keeping 20 
system. Tracking of resources can be completed along with the status of individual 21 
units. 22 
 23 
(a) Requisite Knowledge:  Understand the various parts of the system in regards to 24 
dispatching, tracking resources and obtaining personnel accountability reports (PAR). 25 
 26 
(b) Requisite Skills:  Perform system tracking as initiated through the dispatch center 27 
for an event in regards to tracking resources and obtaining personnel accountability 28 
reports (PAR) of all hazard zone units. 29 
 30 
3.6.4 Implement AHJ staging model, assignment by the IC and 31 
accountability SOP s to establish firefighters into a standard work cycle. 32 
There is an effective use of resources, accountability and hazard zone safety. 33 
 34 
(a) Requisite Knowledge: Manage a staging are, assignments, accountability, and 35 
standard work cycle using the AHJ SOP s to maintain a event and safety. 36 
 37 
(b) Requisite Skills: Organize and maintain staging, assignments, accountability and 38 
standard work cycle using the AHJ SOP s and a tactical worksheet. 39 
 40 
3.6.5 Maintain current, accurate, record, resource inventory, always 41 
maintaining an appropriate resources reserves and tracking it on a tactical 42 
worksheet. Coordinate the staging area activities, and managing resources using a 43 
tactical worksheet. 44 
 45 
(a) Requisite Knowledge: Develop an understanding of staging, resources, and 46 
tracking of resources using an AHJ tactical worksheet. 47 
 48 
(b) Requisite Skills:  Organize and maintain staging, assignments, resources and 49 
tracking, using the local AHJ SOP s and a tactical worksheet. 50 
 51 
3.6.6 Implement the AHJ command SOP s to manage and escalate 52 
operations at an event.  Command maintains effective control of the incident for 53 
overall effectiveness and firefighter safety. 54 
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 1 
(a) Requisite Knowledge:  Organize, manage and escalate operations using the 2 
AHJ SOP s. 3 
 4 
(b) Requisite Skills: Implement the procedures of the AHJ to manage and escalate 5 
operations in an effective way using the AHJ SOP s. 6 
 7 
6.6.7 Implement and monitor Incident assignments. Given Incident 8 
assignments, resources, situation status information, and operational procedures, so 9 
that organizational entities are established to accomplish tactical and support tasks 10 
are assigned to specific individuals, appropriate span of control is maintained, plans 11 
and/or assignments are modified as dictated by incident conditions, resource needs 12 
for the personnel assigned are obtained, and command, command team, and 13 
command staff are notified of necessary changes to the IAP. 14 
 15 
(a) Requisite Knowledge:  The AHJ organization structure expansion procedures, 16 
communications, skills, span of control procedures, tactics for the incident, and 17 
accountability. 18 
 19 
(b) Requisite Skills:  Communications by radio and other means, accountability 20 
procedures, tactical operations specific for the incident.   21 
 22 
3.7 Identify the overall Incident Strategy and Develop an 23 
Incident Action Plan. Major Goal: To use a regular, systematic 24 
method to make strategy decisions and to develop and initiate an incident 25 
action plan. 26 
 27 
3.7.1 Facilitate the standard risk management plan of the AHJ. The risk 28 
management plan provides an environment that enhances safety and efficiency at an 29 
incident/event.  30 
 31 
(a) Requisite Knowledge: An understanding of the risk management plan and its 32 
application in developing strategy. Create an incident action plan that organizes the 33 
response and strategy and its application at an incident. 34 
 35 
(b) Requisite Skills: Apply the standard risk management plan and develop an 36 
incident action plan to meet and/or exceed the requirements of the incident. 37 
 38 
3.7.2 Coordinate the incident organization and communications to 39 
connect and manage the strategy and the incident action plan. This allows 40 
the IC to maintain control of the incident organization and communications by 41 
connecting it to the strategy and the incident action plan. 42 
 43 
(a) Requisite Knowledge: The IC should understand how to coordinate the incident 44 
organization and communications through developing strategy and the incident action 45 
plan. 46 
 47 
(b) Requisite Skills: The IC should have ability to coordinate incident organization 48 
and communications that connects the various parts of the incident action plan and 49 
confirm this information in a timely manner so as to have a positive affect on the 50 
incident action plan. 51 
 52 
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3.7.3 Organize tactical priority benchmarks as action planning road map.  1 
The tactical worksheet (AHJ) is used to track actions, and resources during an 2 
incident. 3 
 4 
(a) Requisite Knowledge: The IC having knowledge of the use of a tactical 5 
worksheet, including various benchmarks to establish strategy and action planning. 6 
 7 
(b) Requisite Skills: The IC should have the ability to organize and process 8 
information to formulate a strategy using the strategic decision making process that 9 
allows for prioritizing operational actions and planning of the incident. 10 
 11 
3.7.4 Establish re-announcements of ongoing strategy confirmations as 12 
part of a communications elapsed time report. Timely information is critical for 13 
the on-going management of strategy and Incident Action Plan during incident 14 
operations. 15 
 16 
(a) Requisite Knowledge: The IC determines the ability to confirm/change 17 
operational modes in a timely manner through the communication process of 18 
elapsed time reports. 19 
 20 
(b) Requisite Skills:  The IC should have the ability to organize and process 21 
information to formulate a strategy using the strategic decision making process that 22 
allows for operational action planning of a incident, while confirming this information in 23 
a timely format used by communications of elapsed time reports. 24 
 25 
3.7.5 Manage and control operations of an incident within the appropriate 26 
strategy and the corresponding incident action plan. A strategy is developed 27 
that matches the demands of the incident and coordinated and tracked by the incident 28 
action plan. 29 
 30 
(a) Requisite Knowledge: The IC should implement a strategy that provides for 31 
operational management, firefighter safety, and control of the incident. 32 
 33 
(b) Requisite Skills: The IC should have the ability to organize and process 34 
information to formulate a strategic plan using the strategic decision making process 35 
that allows for operational management, firefighter safety, and control of the incident. 36 
 37 
3.7.6 Implement an incident action plan to match the overall strategy of 38 
the incident. The incident action plan sets a course of action that allows for tracking 39 
various personnel, resources, and the completion of incident objectives.   40 
 41 
(a) Requisite Knowledge: The IC should have the ability to complete a tactical 42 
worksheet and verify the various benchmarks and strategic decisions. 43 
 44 
(b) Requisite Skills: The IC should have the ability to organize and process 45 
information to formulate a strategy using the strategic decision making process that 46 
allows for operational management, responders safety, and control of the incident 47 
while using a tactical worksheet for tracking and accountability. 48 
 49 
3.7.7 Determine the overall offensive/defensive strategy using fireground 50 
critical factors. A strategy is developed based on the critical factors for that 51 
particular incident. 52 
 53 
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(a) Requisite Knowledge: The IC should have the ability to implement a strategy 1 
using the strategic decision making process. 2 
 3 
(b) Requisite Skills: The IC should have the ability to organize and process 4 
information to formulate a strategy using the strategic decision making process. 5 
 6 
3.7.8 Develop an Incident Action Plan, including a safety plan component, 7 
given an incident or planned event. A situational analysis of the incident or 8 
planned event, assigned resources, and AHJ (ICS) forms and documentation, so 9 
that strategic objectives are defined and communicated, the incident command 10 
structure is adjusted as necessary, resources are deployed to meeting the goals of 11 
the plan, and the plan is documented in the format established by the AHJ. 12 
 13 
(a) Requisite Knowledge: Jurisdictional authority and boundaries, AHJ – SOPs, 14 
scope and responsibilities of the IC and involved agencies, role of various people 15 
and resources with the AHJ, and safety considerations for hazard zone and incident 16 
operations. 17 
 18 
(b) Requisite Skills: Ability to make effective decisions, conducting a size-up or 19 
analysis of incident conditions, using appropriate AHJ forms and documentation, 20 
ability to prioritize needs and actions based on rapidly changing conditions, and the 21 
ability to make an incident action plan. 22 


 23 
3.8 Organization 24 
Major Goal: To develop an effective incident organization using divisions 25 
or groups to decentralize and delegate geographic and functional 26 
responsibilities. 27 
 28 
3.8.1 Forecast, establish, properly name, and assign unit/officers to 29 
geographic and functional subdivisions – divisions or groups. Provides 30 
objectives while effectively delegating responsibilities to an officer/unit to manage 31 
the work/tactics in an area or functional assignment. 32 
 33 
(a) Requisite Knowledge: Implementing the AHJ – SOPs and the basic 34 
components of command, establishing the proper divisions or groups, properly 35 
naming the area of responsibility and assigning officers/units division/group 36 
responsibilities. 37 
 38 
(b) Requisite Skills: Maintain the required communications of the incident or planned 39 
event with divisions or groups while establishing benchmarks, tasks and objectives 40 
for each. 41 
 42 
3.8.2 Implement the incident organizational chart as the communication 43 
flow plan. Allows for direct connection between the incident organization, 44 
personnel and the communication plan. 45 
 46 
(a) Requisite Knowledge: Coordinates the implementation of the incident 47 
organizational chart by connecting incident activities through communications. 48 
 49 
(b) Requisite Skills:  The ability to assemble an incident organizational chart with 50 
incident activities and communicate an organized communications plan. 51 
 52 
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3.8.3   Evaluate progress reports, assist and coordinate division and group 1 
activities as required by the incident and the Incident Action Plan. 2 
Provides for better coordination and support for an incident or planned event, 3 
especially when dealing with hazard zone activities. 4 
 5 
(a) Requisite Knowledge:  Evaluate progress reports, CAN reports, and interpret 6 
division/group information to coordinate their activities and keep the overall incident 7 
strategy and Incident Action Plan current. 8 
 9 
(b) Requisite Skills: Coordinate division/group activities based on progress and 10 
CAN reports. 11 
 12 
3.8.4 Operate on the strategic level while supporting the tactical and task 13 
levels. Proper evaluation of progress at the tactical and task level can be identified 14 
and adjustments made at the strategic level. 15 
 16 
(a) Requisite Knowledge: Establish the strategy that matches tactics and task 17 
functions, to the incident conditions while operating in the hazard zone. 18 
 19 
(b) Requisite Skills: Support tactical and task functions by developing and 20 
establishing the strategy for an incident or planned event. 21 
 22 
3.8.5 Implement effective delegation and span-of-control management 23 
throughout the incident. Maintaining span-of-control allows for a more effective 24 
command and personnel safety. 25 
 26 
(a) Requisite Knowledge:  Establish and maintain the various divisions/groups, as 27 
required by the incident/planned event within span-of-control management (limit unit 28 
assignments at no more than 5-7 units). 29 
 30 
(b) Requisite Skills:  Exercise span-of-control management through assigned 31 
division/groups, meeting the requirements of hazard zone activities and of the 32 
incident/planned event. 33 
 34 
3.8.6 Implement management sections and branches to provide support 35 
and connect operational and command activities escalation. Provides for 36 
support for the operation and command as required by the incident/planned event 37 
and the AHJ –SOPs. 38 
 39 
(a) Requisite Knowledge: Identifies the various sections and branches that may    be 40 
required to management an incident/planned event. 41 
 42 
(b) Requisite Skills: Establish, maintain and manage the required branches/sections 43 
for an incident/planned event. 44 
 45 
3.8.7 Match and balance the command organization to the 46 
size/nature/complexity of the incident/planned event to the AHJ resources 47 
and mutual/automatic aid. 48 
 49 
(a) Requisite Knowledge: Create the ability to direct and coordinate command 50 
functions in an emergency environment/incident/planned event. 51 


 52 
(b) Requisite Skills: Organize and develop a command structure that meets the 53 
demands of the incident/planned event within the AHJ resource base. 54 
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 1 
3.8.8 Serve as the initial resource allocator to established division/groups. 2 
This will allow for adequate personnel and equipment to be assigned to the correct 3 
positions and support the incident/planned event. 4 
 5 
(a) Requisite Knowledge: Directs resources requested or required for assignments 6 
using the AHJ – SOPs. 7 
 8 
(b) Requisite Skills:  Develop a plan for required resources and communicate the 9 
plan based on the request for resources and their assignments. 10 
 11 
3.8.9 Establish a Command Team (IC/SO/SA) as required by the AHJ. 12 
 13 
(a) Requisite Knowledge: Establishing an Incident Management Team (IMT) 14 
provides assignments that will enhance the incident response capabilities, hazard 15 
zone operations and personnel safety. 16 
 17 
(b) Requisite Skills: Maintain the required communications of the incident/planned 18 
event while performing various command and control responsibilities. Perform with 19 
other members in cohesive manner to organize, maintain, plan and command an 20 
incident/planned event. 21 
 22 
3.8.10 Establish a Liaison Officer and PIO, when required by the 23 
incident/planned event or the AHJ SOPs. Liaison Officer facilitates dealing with 24 
outside agencies that have an assigned responsibility at the incident and the PIO 25 
conducts timely media briefings. 26 
 27 
(a) Requisite Knowledge: Estimates the importance of outside agencies and their 28 
responsibilities, functions, and actions while being coordinated by a Liaison Officer. 29 
 30 
(b) Requisite Skills: Assigns and briefs a Liaison Officer to coordinate activities of 31 
outside agencies and assigns a PIO to coordinate and inform the media. 32 


 33 
3.8.11 Establishes Unified Command when multi-agencies/multi-34 
jurisdictions have a major responsibility and required participation in 35 
planning, controlling, or clean up of an incident/planned event. Unified 36 
command establishes positions in assisting command, enhances incident 37 
management and hazard zone/incident safety. 38 
 39 
(a) Requisite Knowledge: Establishes Unified Command and the various positions 40 
required by the various representatives of agencies/jurdictions involved in the 41 
incident/planned event. 42 
 43 
(b) Requisite Skills: Communicates and facilitates with various participates, agencies, 44 
jurisdictions in developing the strategy, incident action plan, communications, and 45 
operations. 46 
 47 
3.8.12 Establish a command structure for a Type 4 incident allowing for 48 
more efficient command and control of the incident/planned event. 49 
Implement a command structure that meets or exceeds the demands of the 50 
incident/planned event that will enhance personnel safety. 51 
 52 
(a) Requisite Knowledge:  Establish a command structure, assigning positions as 53 
required by the incident or defined in the AHJ SOPs. 54 
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 1 
(b) Requisite Skills: Organize, communicate, and facilitate the command staff/team in 2 
providing command functions, documentation, and integrate/coordinate with exterior 3 
stakeholders. 4 
 5 
3.8.13 Develop and manage an incident management organization capable 6 
of accomplishing strategic objectives, given an incident or planned event, 7 
incident status information, forms and documentation, situation 8 
awareness, a communication system, incident resources, and an Incident 9 
Action Plan, so that a Command organization is established and 10 
maintained, appropriate span-of-control is maintained. Resources and 11 
personnel supporting incident objectives are obtained and managed effectively, 12 
adjustments are made to the command structure when necessary, and the command 13 
structure remains in place until the incident or planned event is terminated. 14 
 15 
(a) Requisite Knowledge: Documentation, procedures for ordering resources specific 16 
to the AHJ, communication protocols, kind and types of resources available to the 17 
AHJ, resource management roles and responsibilities, and authority of responders 18 
and respond agencies available to the AHJ. 19 


 20 
(b) Requisite Skills: Completing request forms, or documentation, operating incident 21 
communications equipment, deploying appropriate resources for incident specific 22 
functions, determining changing incident situations and matching the command 23 
structure and resources to meet them. 24 
 25 
3.8.14 Implement Customer Service programs as established by the AHJ 26 
to assist customers and victims during and after incidents/planned events. 27 
This allows resources to be used that enhance the recovery efforts for customers 28 
and victims. 29 
 30 
(a) Requisite Knowledge: Who the various organization according to the AHJ to 31 
assist in handling customers/victims and how initial contacts are made, their placement 32 
at the scene, and the interaction with Command. 33 
 34 
(b) Requisite Skills: Implement notification to various organizations that assist in 35 
handling customer/victims and set-up, determine their requirements and act 36 
accordingly. 37 
 38 
3.9 Review, Evaluation and Revision 39 
Major Goal: To confirm that the current strategy and incident action plan is 40 
meeting the tactical requirements of the incident and adequately provides 41 
for the safety of the workers, and to identify and address any areas that 42 
are not covered. 43 
 44 
3.9.1 Evaluate information received, confirm and evaluate C-A-N reports 45 
to implement changes in strategy and the Incident Action Plan.  Adjustment 46 
can be made based on changing conditions as the result of C-A-N reports that 47 
allows for command to make decisions based on actual first hand reports. 48 
 49 
(a) Requisite Knowledge: Evaluate information provided in C-A-N reports and 50 
implement changes that may occur in incident strategy and/or Incident Action Plan. C-51 
A-N reports are made by Company Officers or Division/Group supervisors to 52 
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formulate a description of the environment in their immediate area (C-Conditions, A-1 
Actions, N-Needs) 2 
 3 
(b) Requisite Skills: Executes the required communications to manage crews within 4 
the hazard zone based on changes in conditions that affect strategy, tactics and the 5 
Incident Action Plan as the result of a C-A-N report. 6 
 7 
3.9.2 Conduct standard strategy and Incident Action Plan review as the 8 
checklist for revision. Based on feedback from various participants, along with 9 
visual information, revisions can be facilitated in regards to strategy and tactics and 10 
revisions recorded in the Incident Action Plan. 11 
 12 
(a) Requisite Knowledge: Implement revisions in strategy, tactics and the Incident 13 
Action Plan based on: 14 
 15 


� Responder Safety 16 
� Strategy matches conditions 17 
� Prioritize assignments and monitor progress 18 
� Timing and Support 19 
� On-deck personnel and resources 20 
� Plan B 21 


 22 
(b) Requisite Skills:  Formulates revisions based on communications and visual 23 
information and determining their effect on the incident. 24 
            25 
3.9.3 Analyze information and make transitions and revisions based on the 26 
safety profile of changing or forecasted conditions or problems. Evaluate 27 
the information and then make revisions that enhance incident and 28 
personnel safety. Implement whatever required changes that need to be made to 29 
strategies, tactics and the Incident Action plan that facilitates responder safety. 30 
  31 
(a) Requisite Knowledge: Evaluate and forecast changes in the incident through: 32 


� Visual factors (is the incident problem getting better or worse) 33 
� Feedback from division, groups, and safety officers 34 
� C-A-N reports 35 
� Make adjustments to the overall strategy/IAP or regroup 36 


 37 
(b) Requisite Skills: Coordinate transitions in activities based on communicated 38 
information based on changing or forecasted conditions while maintaining control of 39 
the incident/planned event. 40 
 41 
3.10 Continuing, Transfer and Termination of Command 42 
Major Goal: To provide the required duration of command necessary to 43 
complete the tactical priorities, to standardize how command is 44 
transferred and upgraded, and to insure that operations are safely 45 
concluded. 46 
 47 
3.10.1 Estimate the length of the incident, the proper amount of command 48 
required, and the time for completing each tactical priority. Formulates time 49 
requirements for the incident and command, so that adjustment in resources and the 50 
Incident Action Plan can be formulated. 51 
 52 







 23 


(a) Requisite Knowledge: Evaluates the time factor that is required for completing 1 
each tactical priority and then makes adjustments in strategy, tactics and Incident 2 
Action Plan. 3 
 4 
(b) Requisite Skills: Predict time requirements for various tactical priorities and make 5 
adjustments in strategy, tactics and the Incident Action Plan. 6 
 7 
3.10.2 Estimate the requirements of the incident, considering life safety, 8 
incident profile, and conditions. Maintains the proper timelines for operational 9 
requirements and changes in the incident that results in changes to strategy, tactics, 10 
and the Incident Action Plan. 11 
 12 
(a) Requisite Knowledge: Establish an Incident Action plan based on effective 13 
command positioning, life safety, strategy, incident profile, incident conditions and an 14 
effective transfer or termination of command. 15 
 16 
(b) Requisite Skills: Develop and maintain an Incident Action Plan that reflects the 17 
transfer and termination of command as established by the incident/planned event. 18 
 19 
3.10.3 Provide for rehab, rotation and relief of personnel, including the IC, 20 
Command Team and Command Staff. Provides for physical and mental 21 
support for incident personnel while maintaining an effective incident presence. 22 
 23 
(a) Requisite Knowledge: Identify the procedures and initiate rehab and rotation for 24 
incident personnel, including the IC, Command Team, and Command Staff. 25 
 26 
(b) Requisite Skills: Establish the function and responsibilities as outlined by the 27 
AHJ SOPs to properly and safely rehab, rotate and relieve incident personnel, the 28 
IC, Incident Management Team, Command Staff. 29 
 30 
3.10.4 Manage the transfer of command at an incident or planned event, 31 
given an incident or planned event, an established command structure, an 32 
Incident Action Plan, incident documentation, operational periods 33 
established and the new IC is fully briefed on the incident/planned event, 34 
Incident Management Team/Command Staff identified to all personnel and 35 
stakeholders. 36 
 37 
(a) Requisite Knowledge: Who are the effected internal and external stakeholders at 38 
an incident/planned event, transfer of command procedures, and knowledge of AHJ 39 
SOPs, responsibilities and authority of the IC, Incident Management Team, 40 
Command Staff. 41 
 42 
(b) Requisite Skills: Complete forms and documentation, review Incident Action 43 
Plan, recognizing the need to expand and/or transfer command. 44 
 45 
3.10.5 Develop a demobilization plan, including resources, operations and 46 
command. Provide for a coordinated demobilization within the Incident 47 
Action Plan. 48 
 49 
(a) Requisite Knowledge: Formulate the demobilization plan that meets the 50 
requirements of the incident/planned event. AHJ SOP related to incident termination 51 
and demobilization. 52 
 53 
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(b) Requisite Skills: Coordinate and communicate the demobilization plan as 1 
required by the incident/planned event, using appropriate forms and documentation, 2 
and adjusting an Incident Action Plan to meet incident demobilization requirements. 3 
 4 
3.10.6 Initiate an incident debriefing with all personnel involved in the 5 
incident, followed by an incident review and critique. Establishes a debriefing 6 
to inform personnel of operations and incident review. Direct an after action review 7 
given incident records, reports, forms and any available communication used by the 8 
AHJ. This allows for incident operations to be measured to improve future 9 
operations, performance evaluations and forecast training requirements. 10 
 11 
(a) Requisite Knowledge: Formulate information about the incident in order to 12 
conduct a debriefing (any injuries/illness, broken/missing equipment, etc.) and an 13 
incident review and critique. 14 
 15 
(b) Requisite Skills:  Communicate and coordinate the debriefing, incident review 16 
and critique, provide feedback and lessons learned. This should also be shared with 17 
personnel who were not at the incident. 18 
 19 
3.10.7 Initiate critical incident debriefing with all personnel as prescribed by 20 
the AHJ SOP s. Provides physical/mental support to incident participates. 21 
 22 
(a) Requisite Knowledge: Knowledge in the implementation of the AHJ SOPs on 23 
dealing with critical incident stress and its effect on personnel. 24 
 25 
(b) Requisite Skills:  Monitors the behavior and actions of incident personnel and 26 
advises officers of an awareness and recognition of problems and coordinate any 27 
assistance required in a private manner. 28 
 29 
3.10.8 Implement the transition from a Type 4 incident to a Type 3 incident 30 
and any requirements mandated by the incident of the AHJ SOP. 31 
Recommends and establishes positions in assisting command, expanding the 32 
incident operation and its support. Recognizing Type 3 requirements and limitations. 33 
 34 
(a) Requisite Knowledge: Establishes the requirements of the AHJ to upgrade an 35 
incident from Type 4 to Type 3. 36 
 37 
(b) Requisite Skills: Communicate and facilitate with various participates and 38 
stakeholders in developing and controlling the Incident Action Plan based on a Type 39 
3 incident. The requirements of a transitions as it relates to command and Incident 40 
Action Plan. 41 
 42 
 43 
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Firefighter Tony Villa died March 18, 2005, by his own hand. I found 
out about it by phone from Al, a firefighter I had worked with while 
assigned as chauffeur on Ambulance 25. I was at home when I got the 

call. I was glad to hear from Al—I had just transferred to a better life, driving 
Engine 46 on the B Shift. The same engine Tony and I had worked on together 
as firefighters. Al asked me if I had known Tony when he was at 46s, and I told 
him of course. I was expecting to hear that Tony was on overtime and telling 
terrible stories about me. When I assured Al that nothing Tony was saying was 
true, he gave me the news. 

Tony was physically unstoppable. After a line-of-duty death in 2001, a 
reporter came by our station to ask about fire-department staffing. At the 
time, we were riding with three firefighters on the ladders and engines, and 
Captain Jenkins decided to show the reporter how much equipment we had 
to carry up the stairs in order to impress upon the public just how important it 
was to have a minimum of four firefighters on each heavy apparatus.

For some reason, Captain Jenkins chose Tony Villa, the human tug boat, for 
the demonstration. While the reporter interviewed Captain Jenkins, Tony put 
on his bunker gear. Then he decided to see just how much of the highrise 
pack he could carry and still move around. The answer was all of it. So while 
Captain Jenkins spoke about the crippling burden, Tony marched back and 
forth behind him, easily carrying the entire load. Tony was the same way on 
the fireground. There was nothing he could not break, and he did not tire; he 
was a juggernaut.

Because there had been no recent critical incident prior to his suicide, 
people might be tempted to dismiss it as unrelated to his profession. If he had 
suffered cancer, a bad back or a heart attack, people would not be so quick 
to dismiss it as unrelated to his firefighting career. We accept the long-term 
physical effects of our job, even when they are ultimately traced to things like 
stress. Purely psychological injuries, however, are not so widely accepted.

There’s a veritable cult built around acute injuries suffered in the line 
of duty. We have medals and ribbons celebrating those moments when we 
expose ourselves to abnormally ridiculous dangers, and there’s even an award 
for getting yourself seriously injured. 

And if you die, a complex ritual is set in motion, with ceremonies that 
spill outside the confines of our tribe and into the public. People who would  
normally attempt vehicular manslaughter rather than let you merge into free-
way traffic—thus making themselves temporarily a critical millisecond slower—
will actually pull off the road as the procession passes. This is a level of respect 
normally reserved for Jesus, dead 19th-century politicians or the Super Bowl. 
It is a reaction not entirely unwarranted. The one truly irreplaceable thing in 

The Mental Mayday
Sometimes it’s the heady stuff that knocks us down. In 
these cases, self-rescue isn’t always the best solution.
BY JOHNNY PETERS

“Since psychological injury is a hazard of the job … approach it like any other hazard.”
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this world is your life. Once it’s gone, there’s no restoring it or finding a reason-
able facsimile. Lay aside your life, and it’s gone forever.

Injury and death are the natural consequences of our decision to expose 
ourselves to extreme heat, toxic chemicals, freeway traffic, angry dogs, angry 
citizens and blood-borne pathogens—the world in its primary pursuit of try-
ing to make us all dead. The things people encounter through misfortune, we 
seek out intentionally and with great vigor.

It’s acknowledged that some of these things are an 
Immediate Danger to Life and Health (the heat, the dogs, the 
traffic), while others (the toxic chemicals) are more patient, 
content to inspire our cells to rebel, make a mess of the place 
and replicate indiscriminately.

Responding to these events, we also expose ourselves 
to scenes of terrible human suffering and loss. They do not 
occur on a respectable schedule, so we also expose ourselves 
to sleep deprivation, a torture employed by all the best spy 
agencies. We repeatedly and intentionally activate the fight-
or-flight instinct—consistently choosing the fight option. This 
has real, measurable effects on our bodies, which produce 
chemicals to deal with the situations. This is all very real, very 
physical and comes with a cost. 

The brain is a chemical engine, and our profession does 
a real number on it. It’s a powerful machine, in charge of 
absorbing and processing the information around us. It can 
devise a means to harness the power of nuclear energy, or 
the perfect dimensions of the Halligan (but not whether it 
is superior to have a pinned or solid one). It can convince 
you that your neighbor’s dog is commanding you to kill peo-
ple. It’s nothing to be trifled with, and injury to its function 
is clearly a hazard of the job—as firefighters, we basically 
crouch beside the brain and poke it like an anthill. This is why 
departments employ staff psychologists, and it’s why we have 
critical incident stress teams.

Since psychological injury is a hazard of the job, it makes 
sense if we approach it like any other hazard. We minimize 
the threat of hazards through training, recognition, and, if we 
succumb to the hazard, rescue. This shift in perspective, put-
ting mental and psychological injuries on par with the physi-
cal ones, does not mean we must start handing out Purple 
Brain medals. I think there are enough awards, enough cer-
emonies, enough reasons to play dress up.

I only want this shift in perspective to cause us to treat 
stress and suicide like the other hazards of our job. When 
firefighters are feeling depressed, overwhelmed or suicidal, 
they should look at it the same way they would if they were trapped or lost in 
a fire. In other words, they should call a mayday.

No, let me be more clear: If you are feeling depressed, overwhelmed or 
suicidal, you should look at it the same way you would if you were trapped or 
lost in a fire. In other words, you should call a mayday.

It might not be easy. It might feel embarrassing to have to call for help. 
But remember, we are looking at this as a job hazard. Would you really forgo 
calling a mayday in a burning building because you felt embarrassed for  
needing help? Isn’t that what we do, help people in need? In the process, we 
sometimes end up needing help ourselves. We’re lucky people need help, 
because if they didn’t, we’d all be working honest, boring day jobs. Fantasize 
all you want, but there are damned few whorehouses in need of piano play-
ers—you probably wouldn’t make the cut. When people need us, we’re here 

Calling for Help
Whether you seek professional 
help or just talk to a buddy, 
help is closer than you think.

So how do you call a mental mayday? It may be as 
simple as talking with a friend or coworker about 
a recent call. If your department has a critical 
incident stress team, the members of that team are 
a good place to start. If you feel you need to talk 
about an incident, there’s a good chance others 
who made the scene feel the same way. Even if 
they won’t admit it. Even if they complain. We all 
have our coping mechanisms. 
You are in the best position to determine what 
sort of help you need, from an informal chat with 
a fellow firefighter willing to listen, all the way 
up to a visit with a psychologist. But as general 
boundaries: If you’re irritable, maybe snapping 
at family members for trivial matters, it might be 
time to talk about your day. Or maybe just take 
a nap. However, if you’re detailing a plan to hurt 
yourself, I believe it’s time to call in experts. Think 
of psychologists like members of technical rescue, 
hazmat or any other special operations group in 
the fire service, if it helps.
You don’t have to do it alone, is my point. 
Moreover, you shouldn’t do it alone. Don’t 
freelance. There are people who want to help; 
they’re just waiting for the opportunity. This is who 
we are.
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for them. When it’s a firefighter in need, the same thing goes. When it’s you in 
need, the same thing goes.

And how would you feel if a firefighter did that to you? What if I was 
trapped, but didn’t call a mayday? Wouldn’t you be pissed? Wouldn’t you 
wonder why I didn’t trust you enough to ask you to come and save me? Yeah, 
my professional pride might take a little hit if I need help getting out of a 
tight situation, but I like to think I could fall back on another type of pride, 
the one we go on and on about, and that’s the pride we have in the Brother-
hood (I’d love to be more gender neutral, here, but “siblinghood” just doesn’t 
sound very poetic, and “sisterhood’ sounds like a Whoopi Goldberg movie). 
We know that when we call for help, someone (probably several someones) 
will come for us.

Because of the bonds of our profession, rescuing a fellow firefighter beats 
rescuing anyone else on this planet, whether on the fireground or off. We 
want to help; it’s in our nature. And when you are in need, you have no right to 
prevent that moment by staying silent. What a wonderful opportunity to give 
a fellow firefighter.    

Click here! Visit B Shifter’s saucy new forums!

Johnny Peters is a captain with the Houston Fire Depart-
ment, and one of maybe five members who actually live in 
Houston. He is capable of hiding in an open locker for sev-
eral minutes in order to frighten a co-worker coming out of 
the bathroom, but only uses his power for good.

 

http://bshifter.com/linkmap/lmap.aspx?mp=forum


http://shop.bshifter.com/SearchResults.asp?Cat=1814
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Reunited & It Feels So Good
After 25 painful years of separation, the Oceanside (Calif.) 
Fire Department reclaims the Mack it couldn’t forget.
INFORMATION PROVIDED BY STU SPRUNG  PHOTOS COURTESY OCEANSIDE FIRE DEPARTMENT

The pretty 1952 Mack 95 
Model you see here has 
a long history of service. 

The Oceanside (Calif.) Fire 
Department purchased the rig 
new, and it served the city for 
30 action-packed years before 
it was taken out of service in 
1980. Shortly after its retire-
ment, the engine, dubbed F4, 
was auctioned off to a collector. 
He drive the old steed 45 mph 
from Oceanside to his farm in 
Oregon. There, he parked it 
in a barn, covered it with tarp 
and had little to do with it aside 
from the occasional jaunt. The 
Mack remained in that barn for 
25 years—a sad, sedentary end 
unbefitting a beautiful workhorse that had seen so much action.

In 2005, fate stepped in. Rumors suggested the old Mack was up for bid 
on eBay. In fact, it had already been bid on and won. When the buyer failed to 
deliver payment on time, now-retired OFD Capt. Bruce Kassebaum mounted 
an effort to have the Oceanside Firefighters Association (OFA) bring the Mack 
home. The vehicle’s current owner loved the idea of returning the engine to 
its native department, so he sold it to OFA at a discounted price of $5,000.

Continued on pg. 55

The Oceanside Fire Department’s 1952  
Mack 95 Model has been restored to its 
original glory thanks to the efforts of many 
past and present Oceanside firefighters.

Above: Important elements of the restoration include the trademark bell and 
Mack bulldog. 

Left: Back in the Mack’s glory days, two lucky Oceanside  
firefighters posed with that year’s Miss Fire Prevention in front of the rig. 
Readers: You may insert your own witty comments about the random 
abdominal palpation here. 
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Soon after, former members of OFD arranged for a flatbed 
truck to retrieve the long-gone engine. When they first laid 
eyes on it, some wondered if they had wasted their money. 

All that barn time had taken its toll; the Mack was in bad shape. 
Rust, deteriorating rubber and general disrepair were the minor 
offenses. Major felonies included a rusting, flaking chrome grill 
and a missing trademark fire bell. 

Weaker men would have walked away from such a project, 
but members of the OFD knew this legendary rig had endured 
some of the department’s most significant fires to date. In 1970, 
the Mack helped save the lives of several firefighters, pumping 
water in deplorable conditions to protect them from the encroach-
ing Laguna Fire. For that reason alone, the Mack was owed a res-
toration. (Really, it was the least they could do. At a tragic point in 
its history—not long after its life-saving performance during the 
Laguna Fire—the city manager had it painted white. White.) 

Today, the 1952 Mack 95 Model looks brand new. Shiny 
chrome and cherry red paint serve as the perfect backdrop for 
that trademark bell and stout bulldog. It will continue to serve the 
City of Oceanside for fire prevention week and in parades, tours, 
memorials and funerals. There’s much more to this Mack’s story 
than we can’t tell here. To learn more, click this link.

Top: The rig looks a bit embarrassed here. At one point in time, the 
Mack engine was painted white. They called her the White Whale. 

Bottom: One of the first things OFD did when they reclaimed the rig 
was strip the remains of white paint to reveal its true colors. 

The Oceanside Firefighters Association funded the  
restoration project, but donations and volunteers 
helped get the job done.

Above: The Mack 95 Model, shown right in the picture above, 
remained in service for 30 years. Dubbed F4, the vehicle responded 
to some of the region’s most significant fires.

Below: The restored rig shows off in a local parade.

Do you have a gorgeous restored emergency 
vehicle? Tell us about it! Please e-mail us a 

brief write-up that describes how you acquired 
the vehicle, what you’ve done to restore it 
and its original and current specs. We need  
several before and after pictures to help 
tell the story, so please include jpgs. Send 
your submissions to editorial@bshifter.com,  
writing “Rear Axle” in the subject line. 

http://www.ci.oceanside.ca.us/news/displaynews.asp?NewsID=55&TargetID=23
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