Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 1: Establishing an Incident Complex

An Incident Complex is two or more individual incidents in the same general proximity that are
assigned to a single Incident Commander or Unified Command to manage.

ICS Organizational Strategy

There are several options for managing major or complex incidents. When several incidents
occur within the same general proximity and planning, logistics, and finance/administration
activities can be adequately and more efficiently provided by a single management team, the
incidents might be organized into an Incident Complex.

When several incidents are organized into an Incident Complex, the general guideline is that the
individual incidents become Branches within the Operations Section of the Incident Complex
structure.

Typically, each separate incident is organized as a Branch, allowing for future expansion if
required. Using Branches allows for more flexibility to establish Divisions or Groups if required
later. Also, because Divisions and Groups already may have been established at each of the
incidents, the same basic structure can be maintained below the Branch level within the Incident
Complex.

Incident Commander

Finance/Admin.
Section

Operations Section Planning Section Logistics Section

Branchll Branch Il

Branch |

(Incident 1)

(Incident 2) : (Incident 3)

When to Use It

An Incident Complex may be formed when:

e There are many separate incidents occurring close together.
e One incident is underway and other, smaller incidents occur in the same proximity.
¢ Management efficiencies can be attained by developing an Incident Complex.

Guidelines for Use

e The incidents must be close enough to each other to be managed by the same Incident
Management Team.

e Some staff and/or logistics support economies could be achieved through a combined
management approach.

e The number of overall incidents within the agency or jurisdiction requires consolidations
wherever possible to conserve staff and reduce costs.

e Planning, logistics, and finance/administration activities can be adequately provided by a
single management team.
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Unit 3: Major and/or Complex Incident/Event Management

Visuals

ICS Organizational Options

Dividing a Single Incident (1 of 2)

|Cnmhina Several Incidents Into an Incident Complax |

Divide an Incident Into Two or More Single Incidents

| Expand the Planning Capability |

|A.dd a Second Operations or Logistics Section |

Wrwual 345

@ FEMA Mxpor andjior Comple: Tncidant/Twent Mansgement

Your Notes

Dividing a Single Incident (2 of 2)

Asingle incident may be Comty B
divided when it:

s Spreads into other

jurisdiction(s) and
Unified Command is not i \

feasible.

Comniy A

= |z difficult to manage

Drivicn info fvae incidants

from one location due to
terrain and access.

= Has objectives that are

naturally separating info
twao operatlons.

Wisusl 390
Pexger mnd for Complex Dt /T eent Mansgement

Dividing an Incident

Incidents may be divided when:

= The Planning andfor Logistics Section can
nolongeradequately provide support
services.

* The Operations Section cannotmanage

the numberof resources
required without
exceeding span of control.

€5 FEMA

Your Notes

WVanual 347
Wxar wmdior Comples Inzidentifeent Managemant

« Step 1. Determine how best to divide the incident.

= Step 2: Assign Incident Commanders and Command
and General Staffs for each incident.

» Step 3: Designate additional supporting srganizational
facilities, locations, efc,

= Siep d: Designate an appropriate time for establishing
two separate incidents (each with a unique name).

« Step 3 Coordinate planning strategies and use of
critical resources for at least the mext operational period.

= Step8: Comsider the need for Area Command. (Area
Command is covered in the next unit.)

WVanual 345
Wxar wmdinr Comples Inzidentifeent Managemant
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 2: Dividing a Single Incident

An incident that has become so large that it cannot be managed effectively by a single Unified
Command structure or that spreads across multiple jurisdictions may be divided.

ICS Organizational Strategy

A single incident may be divided when it:

Spreads into other jurisdiction(s) and Unified Command is not feasible.

For example, a flooding situation that continues to
expand into low-lying areas downstream may be
divided by jurisdiction. Although Unified
Command would still be the first choice, it is not
always feasible.

Is difficult to manage from one location due to
terrain and access. County A

For example, an incident such as an earthquake

or wildland fire, where terrain and access affect
operational or logistical mobility and the ability to

manage from one location, may be divided geographically.

Divide into two incidents

Has objectives that are naturally separating into two operations.

For example, a bioterrorism incident that includes immediate public health objectives and
longer-term investigation objectives may be divided into two operations. Again, Unified
Command would still be the first choice.

In addition to the characteristics of the incident itself, management issues also may make it
advisable to divide an incident. Dividing an incident should be considered if two or more
Sections are overtaxed due to the size of the incident. Examples include when:

The Planning Section, even with additional resources, can no longer adequately provide
planning services because of:

e The size of the incident.

e The varying objectives and strategies needed.

The Logistics Section can no longer, or will soon not be able to, serve the widespread
facilities and operations from a single Incident Base.

The Operations Section cannot manage the number of resources required without
exceeding span of control.
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 2: Dividing a Single Incident (Continued)

Dividing an Incident

e Step 1. Determine how best to divide the incident.
This division could be done in several ways, depending upon:
e Terrain and access considerations.
e Locations of future resource and logistical support.
e Jurisdictional/administrative boundaries.
e Current Operations Section structure (Branches, Divisions, etc.).
e Step 2: Assign Incident Commanders and Command and General Staffs for each incident.

e Step 3: Designate additional supporting organizational facilities, locations, etc.

e Step 4: Designate an appropriate time for establishing two separate incidents (each with a
unique name).

e Step 5: Coordinate planning strategies and use of critical resources for at least the next
operational period.

e Step 6: Consider the need for Area Command.
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Unit 3: Major and/or Complex Incident/Event Management

Visuals
ICS Organizational Options Branch Tactical Planning
Branch Tactical Planning
| Combine Several Incidents Into an Incident Complax | means that:
» Detailed action plans
|Diur|'dean Incident Into Two or More Single Incidents | are developed within

the Operations Section

Expand the Planning Capability atthe Branch level.

= The Planning Section
|A.dd a Second Operations or Logistics Section | provides support.

@ FEI"I'IIJq Fxpor mnd for Comples Incidant /et M.:Ir::;::;: @ PEI"I'Iqu R wor s aT r—"‘f‘"'"':“"‘"“"‘"r“‘"'ﬂ";‘"“
Your Notes
Branch Tactical Planning: Examples Accomplishing Branch Planning
* |na mass fatalities When Branch Tactical Planning is used, the Planning
incident, the Medical Section provides:
EH“"“?*”MG’Q“' » General incident objectives.
Cperations Branch may be = Strategy for the Branch for the next operational
best suited to establish its period.

own Incldent tactlcal plans.

* Branch resource summary for the next

* |na structural collapse, the aperational period.
Search and Rescue Branch * Weatherand safety information.
typically will include its .

Changes to logistical support.

own planning companent. * Perzonnel to support planning.

Wamusl 171 Vamual 337

Waar amdinr Comples insidentiTwent Mansgemant iy Mxper mdfor Compler TncidentiTuent Mansgement

Your Notes
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Unit 3: Major and/or Complex Incident/Event Management

Visuals

Discussion Questions

Why is advanced
planning critical
during a complex
incident?
Whatare the
challenges to ensuring

that advanced
planning occurs?

Wawual 373

Wajer s dior Comples IncidentiFwent Mansgemsnt

Your Notes

Advanced Planning Considerations

Advanced planning should project ahead
at least 36 to 72 hours, and consider:

» Qverall goal and incident objectives.

» Adequacy of previous and present
plans.

* Future resource availability. I

= Strategy assessmentand altematives.

* Envirenmental factors.

= QOrganizational assessmentand
altermnatives.

» Political and economic ISSues.
* Long-term recovery negds,

Vamual 335

Wxar wmdior Comples Inzidentifwent Managemant

Your Notes

Separate Advanced Incident Planning

Toensure that advanced

planning occurs, the Planning

Section Chief may:

* Asgsign a Deputy Planning
Section Chief to manage
advanced planning.

= Assign technical specialists to
perform advanced planning.

* Establish a special unit within
the Planning Section.

Wawual 3304
Waer smdior Crmples incidentTwent Mansgemesnt

View the job aid on the next page.
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 3: Expanding the Planning Capability at an Incident

Some incidents are so complex that the planning function must be enhanced or expanded. For
example, cascading events may make managing the response more difficult. Planning is
required to project the risk of cascading events. It may also be difficult to make cost-effective
resource management decisions without advanced planning. The consequences of poor
resource management decisions could be unnecessary loss of life and property.

Expanding the planning capability at an incident may take several forms, including:
e Branch Tactical Planning.
e Separating advanced incident planning from the day-to-day planning process.

The addition of an Information and Intelligence Function is another option for expanding
planning capability for a complex event or incident.

Branch Tactical Planning

Branch Tactical Planning is not a new concept. It means that the Operations Section at the
Branch level develops the detailed action plans, and the Planning Section provides support and
coordination.

For example, Branch Tactical Planning is often used in search and rescue operations, when
detailed tactical assignments are developed at the Branch Director level. In situations like this,
the Planning Section provides support to the Branch Director.

Branch Tactical Planning: When to Use It

Tactical planning at the Branch level may be used when:

e The incident becomes so large that there is no single set of objectives that would logically
pertain to the entire incident.

e Special technical expertise is needed for planning.

e Itis not otherwise feasible to prepare and distribute the incident plan within the required
timeframe.

The following are examples of when Branch Tactical Planning may be implemented:

¢ In a mass fatalities incident, when the Medical Examiner/Morgue Operations Branch may be
best suited to establish its own incident tactical plans.

e In a structural collapse, when the Search and Rescue Branch typically will include its own
planning component.
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 3: Expanding the Planning Capability at an Incident (Continued)

Branch Tactical Planning: ICS Organizational Strategy

When Branch Tactical Planning is used, the Planning Section provides:
General incident objectives.

Strategy for the Branch for the next operational period.

Branch resource summary for the next operational period.

Weather and safety information.

Changes to logistical support.

Personnel to support planning.

With this information, individual Branches can perform detailed action planning. The Planning
Section would have to ensure that necessary inter-Branch coordination took place wherever
necessary.

Additional resource requirements over those authorized would have to be made known to the
Operations Section Chief.

A modification to this model could be accomplished by limiting Branch Tactical Planning to
certain Branches (e.g., those with less complex situations). Other Branches would continue
under a central planning structure. In either case, the Planning Section would provide each
Branch doing individual Branch planning with the required support in terms of personnel and
other support resources to get the planning accomplished.

Separate Advanced Incident Planning

One of the functions of the Planning Section is to assess all available information and to provide
periodic predictions on incident potential. The Planning Section is also responsible for
developing any contingency plans that may be required.

To ensure that advanced planning occurs, the Planning Section Chief may:
e Assign a Deputy Planning Section Chief to manage advanced planning.
e Assign technical specialists to perform advanced planning.

e Establish a special unit within the Planning Section.

Advanced Incident Planning: Considerations

The goal of this advanced planning effort is to provide the Planning Section Chief and the
Unified Command with a range of alternatives related to management of the incident beyond the
next operational period.

Advanced planning should project ahead at least 36 to 72 hours, and consider:
Overall goal and incident objectives.

Adequacy of previous and present plan.

Future resource availability.

Strategy assessment and alternatives.

Environmental factors.

Organizational assessment and alternatives.

Political and economic issues.

Long-term recovery needs.
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Unit 3: Major and/or Complex Incident/Event Management

Visuals
ICS Organizational Options Adding an Operations Section
|Cnmhina Saveral Incidents Into an Incident Complex | — “"i"'"""" e ]
|Diur|'dean Incident Into Two or More Single Incidents | i

=]

Planng Leghaes Fiman sl Edriin
Section J Barthn u Sethan |J

Adding an Ops Sectlon is
Add a Second Operations or Logistics Section designed to sddress issues

relatad to span of contrel and
gengraphy, noel lunclion.  [This is

| Expand the Planning Capability |

3 E Y Wamual 333
@ FEI"I'IIJR Pexger mnd for Complex Dt /T eent Mansgement iy Wayer amdiar Comples inciden T wen F Mansgement

View the enlarged organization chart below.

Incident Commander (IC)

Deputy IC,
Operations (if needed)

North Operations South Operations Planning Logistics Finance/Admin.
Section Section Section Section Section
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Unit 3: Major and/or Complex Incident/Event Management

Visuals

Adding Operations Section: Considerations

Adding a Logistics Section

Enzure that Command and General Staffs can

Fckiant Comerander (15]

support the axpansion.

Enzure adeguate logistics support.

Enzure adeguate incident action planning. ‘
Establizh the second Operations Section at the

==

beginning of an operational period. e !] i Jm m i '

Enzure that all incident supervisory personnel

Ifan Incident is so geographically dispersed that it
are aware of the expanded organization. is ol hasible lor the Incident Base o suppaat e
Add a Deputy Incident Commander for incidant logistical needs, it may be necessary to
Operations, if necessary. eslablish anather Logistics Section. This is an

1] r nce,

) FEMA

Wrsual 338

Wajer s dior Comples IncidentiFwent Mansgemsnt

Wawusl 358

Waer smdior Crmples incidentTwent Mansgemesnt

View the enlarged organization chart below.

Incident Commander (IC)

Deputy IC,
Logistics (if needed)

Operations Planning North Logistics South Logistics
Section Section Section Section

Finance/Admin.
Section
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Unit 3: Major and/or Complex Incident/Event Management

Visuals

View the job aid on the next page.

Adding Logistics Section: Considerations

Ensure that Command and General Staffs
can support the expansion.

Ensure adequate incident action planning.
Establish the second Logistics Section at the
beginning of an operational period.

Ensure that all incident supervisory
personnel are aware of the expanded
arganization.

Add a Deputy Incident Commander for
Logistics, if necessary.

Wosusl 30
Wajer s dior Comples IncidentiFwent Mansgemsnt

Your Notes
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 4: Creating Additional Operations or Logistics Sections

While not common, it is possible to establish a second Operations or Logistics Section within a
single incident. This situation may arise when the incident is operating under Unified
Command; however, Unified Command is not a requirement.

When to Add Operations or Logistics Sections

Operations Section. An additional Operations Section should be added in an incident in which
the sheer volume of resources required means that the Operations Section cannot be further
expanded without exceeding ICS span-of-control guidelines and it is not possible to establish
separate incidents. Examples of situations where two Operations Sections may be established
include:

e Earthquake, hurricane, tornado, or flooding that covers several political jurisdictions.
e A major wildland fire that continues to expand.
e A major spill in a waterway.

Logistics Section. If an incident is so geographically dispersed that it is not feasible for the
Incident Base to support the incident logistical needs, it may be necessary to establish another
Logistics Section.

ICS Organizational Strategy

Operations Organization. If the organization grows so that it is not desirable to expand the
Operations Section further, a second Operations Section may be established.

A more commonly used solution is to add Deputy Operations Section Chiefs under the
Operations Section Chief to manage respective areas—for example, Investigation and
Inspection Deputy Operations Section Chiefs reporting to the Operations Section Chief as
shown in the diagram below.

Incident Commander (IC)

Operations Section Planning Logistics Finance/Admin.
Chief Section Section Section

Investigation Inspection

Ops Deputy Ops Deputy
Section Chief Section Chief
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Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 4: Creating Additional Operations or Logistics Sections (Continued)

Another option would be to split the Operations Section into Investigation and Inspection
Sections, if needed under a Deputy Incident Commander for Operations, as shown below.

Incident Commander (IC)

Deputy IC,
Operations (if needed)

Investigation Inspection Planning Logistics Finance/Admin.

Sl Ops Section Section Section
Section Section

The Deputy Incident Commander for Operations or Deputy Operations Section Chiefs:

o Have the responsibility to ensure that all aspects of both the original and the additional
Operations Sections are fully coordinated with each other and with other Sections.

e Are normally collocated with the Incident Commander at the Incident Command Post.

Separate Staging Areas are established to support each Operations Section.

Logistics Organization. A second Logistics Section may be added in a geographically
dispersed incident.

In this diagram, Northwest and Southwest Logistics Sections report to the Logistics Section
Chief.

Incident Commander (IC)

Logistics Section Chief

Operations Planning Northwest Logistics Southwest Logistics Finance/Admin.
Section Section Deputy Section Chief Deputy Section Chief Section

ICS-400 — Advanced ICS
September 2011 Student Manual Page 3.21



Unit 3: Major and/or Complex Incident/Event Management

Job Aid: Option 4: Creating Additional Operations or Logistics Sections (Continued)

In this diagram, Northwest and Southwest Logistics Section Chiefs report to the Deputy IC for

Logistics.
Incident Commander (IC)
Deputy IC,
Logistics (if needed)
Operations Planning Northwest Logistics Southwest Logistics Finance/Admin.
Section Section Section Chief Section Chief Section

Similar to the example with the Operations Section, a Deputy Incident Commander for
Logistics could be added to the command structure if necessary to ensure coordination of
the two Logistics efforts.

The Deputy Incident Commander for Logistics would normally function from the Incident
Command Post, while the two Logistics Section Chiefs could operate from separate Incident
Bases. The Deputy Incident Commander would ensure that all necessary coordination was
taking place between the two Logistics Sections.

An Incident Base for each Logistics Section could be established. Also, additional camps
supported by each Base could be established.

Considerations

The considerations for adding an Operations or Logistics Section include:

Ensure that Command and General Staffs can support the expansion.

Ensure there is adequate incident action planning.

Ensure there is adequate logistics support for an additional Operations Section.

Establish the second Operations or Logistics Section at the beginning of an operational
period.

Ensure that all incident supervisory personnel are aware of the expanded organization.

Add a Deputy Incident Commander for Operations or Logistics or add Deputy Operations or
Logistics Section Chiefs if necessary.
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Unit 3: Major and/or Complex Incident/Event Management

Visuals
Applied Exercise Summary
Follow instructions . .. You should now be able to:
= Prezented by instructors. * List the principal factors often found in or
related to major andior complex incidents!

® Qutlined on handouts.
events,

* List the four expansion options for incident!
event erganization and describe the conditions
under which they would be applied.

* Demonstrate, through an exercise, how to
apply the various options related to major or
complex incldent management.

Wiwusl 311 Wrsual 3TF

Waer smdior Crmples incidentTwent Mansgemesnt

Wajer s dior Comples IncidentiFwent Mansgemsnt

Your Notes
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Unit 3: Major and/or Complex Incident/Event Management

Your Notes
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UNIT 4: AREA COMMAND
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Unit 4: Area Command

Visuals
Unit Objectives
* Define Area Command.
» Listthe principal advantages of using Area
Unit 4: Command.
5 » Describe how, when, and where Area
Area Command

Your Notes

Definition of Area Command

Area Command is used to oversee the management
of:
» Multipls incidents that are each being handled by
an Incident Command System organization; or

« Avery large incident that has multinle Incident
Managamant Teams assignead to It

Incedent
Incident Commandsr

Incigdent 2

Incident )
Inciderit Comn mander

neldet Commanderu

@ FEMA P e

Your Notes

Command would be established.

= Describe the Area Command organization.

= ldentify six primary functional
responsibilities of Area Command.

= Given a scenario,develop an Area
Command organization.

Misusl 4.7

Ares Command

Area Command: Primary Functions

= Provide agency or jurisdictional authority for assigned
incidents.

* Ensure a clear understanding of agency expectations,
intentions, and constraints.

= Establish critical rescurce use prierities between various
incidents.

» Ensure that Incident Management Team persennel
assignments and erganizations are appropriate.

* Maintain contact with officials in charge, and other
agencles and groups.

» Coordinate the demaobllization or reassignment of
resources between assigned incidents.

Visusl 4.4

Arex Command
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Unit 4: Area Command

Visuals

Key Terms Review

Emargancy | +— COECAEncy Operations Center:

ops Center Coordinates information and
(EQC) resmnces o suppart local
I incident manapement activities.

.h_‘_-_'_"‘—--— Arga Cominand: Oversees the
4 =

rnanagement of muliiphe
incadent: || Wicident ncideni mexignds. Arga Command may

Cammander || Commander || Commander b Lhrilfiecl, @l works direcily
P | 2 5 withincident Commaners.

1 1

ickient Commandar: Prriorms primary lachicalleyel, on-sceng
ncident command inctions, The Incudent Commander 15 locatad
atan Incident Command Post at the incident scens,

Misusl 4.5
Ares Cnmmand

€9 FEMa

Your Notes

Advantages of Area Command

Area Command;
= Assists in interincident coordination.
= Ensures efficient resource use.
= Ensures that agency policies,
priorities, constraints, and
guldance are being made
known and implemented
consistently across incidents.
= Reduces workload for
agency officials.

Wisuald. T

Arma Command

Your Notes

TUnified Command vs. Area Command

What is the difference
between Unified
Command and Area
Command?

Misusl 4.6
Ares Command

Chain of Command & Reporting Relationships

Aguicy
Admmistrator|=l

Area
Commander!
Dnified Comimand

Incident Incident
Commander 1 Commanider 2

Incldent
Conmmander 3

Visusl 4.8

Arex Command
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Unit 4: Area Command

Visuals

Area Command: Best Practices

Katrina Area Command Scenario

Area Command should:
= Receive its authority through a
written delegation of authority.

* Notify Incident Commanders
of itz authorities and roles.

= Be staffed with qualified and
experienced personnel.

= Operate under standard ICS
principles.

= Be kept small.

Your Notes

Complete the activity before proceeding.

1.

Ares Command

Review the cases-study Katrina Area Command
scenario in your Student Manuals.

. Working as a team, answer the following questions:

» Whydid the Coast Guard choose to use Araa
Command?

= How did the Coast Guard adapt the Area
Command structure? Why?

« What are the lessons learned for your agency or
Juriediction?

. Select a spokesperson and be prepared to present

your analysis to the entire group.

Wrsual 490
Ares Cnmmand
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Unit 4: Area Command

Activity: Katrina Area Command Scenario

Unified Command

and Control

Keeping "pollution catastrophe”

off Katrina’s resume' of
tragic consequences.

by CIOR Roorr LAFFRRITRE,

LS. Couest Groernd Depaety Sechor Commernder Honoludy, oo

b, Teacy Lomc,

Secrershy! Frnergeney Rusporee Adessor, Chumren Pipe Line Commprany

In the aftermath of the devastaling winds and [ood-
iy from Huorrdcane Katrina, more than 8.1 million
gallons of eil escaped [nom numercus damaged oil
infrastructure sources.! Lhe amount of oil released
was secomd, i the LS., only to the tragic grounding
of the Fazon Viddez, which resulted inthe largest ol
spill in U5, history (11 million gallons)?

and Mi. GREG GUERIIERG,
incident Commnder, Shell O Froducts (L5

This was a different situation entirely, as this was not
the result of human crooy, but rather resulted from the
mosl powerlul maluwal [orees experienced by our
natiom in the modem era. The lognstical dmlhmgc.'i-
fron this hurdcane were suml_'thing mwever envistoned
by conlingency planness, nor encotntered before by
oil spill rezponders, The only way Lo over-
come these immense rhal!mgeﬂ was for

Figure 1: Ol leaks froim hurricane-damaged oil tanks. USCG photo.

governments and industry organizations
o mount an effective and  efficdent
response wilh absolule unilied command
and control. Fortunately they employed a
process tried and  true: the Incident
Command System.

The Challenges
Furricane Katrina ravaged the robust il
and  mas  infrastructure system in

Sontheastern Louisiana, causing oil to be
disr_'l'largud from more than 140 sourees, 10
of which woere high-volume ol pipelines,
relineries, and slerage [acilities.* The
magine [acililies steelched more than 130
miles Hlﬂnﬁ the Miﬁ:‘lik‘l-‘ip[li Kiver Many
were inland and around  the sensitive
Miszissippi delia region. Bul the indusley
was as ready as il could be,
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Unit 4: Area Comm

For examile, Cheveon Fine Line (CPL), tvo
davs piioe o Hiurcleane Katvina’s landfall,
activated ils emergency mesponse beam and
seb up an mwident command  post in
[ouston, Texas. CPL has bwo major facilities
in the region that were damaged, v near
Empire, La. and a seond at Fourchun, La.
These terminals are where ail pipelines from
the Gulf af Mexico come anshore and nil is
stoved and redirecied (o refineries and other
petvechemical facilities alomg the gulf coast,
Al CPL's Scuthern Lonisiane facilitivs were
shut doswn, in anbelpation of the stonm,
Other vl companies also took similar
actons.

High winds and massive llooding caused
daroige 1o the el infrastouciuce, Forlunalely,
these same ferees helped o disperse and
evaperale o large pocion of the oil. The
remaining oil settled inbo depressions-—nat-
ural culverts and canals—aor inte dikes and
comntainments aleady inplace in the event of
& catastiophic  infrastructure  velease,
Howeewer, the devasialing Kalrina morred a large vol-
e of cil onle povate property and inbo sensitive
environments adjoining the oil facilities, In one
netghbochood, o] contamination could ke measuced
in syuare miles (Figere 1). This wil contaminabed the
exterior and interior arcas end contents of private
property as it fiowed through broken windows on
wehicles, koals, sheds, and garages. Flood walers
moved G indand and conlaminated sloeets, play-
erounds, usinesses, and public servioe buildings,

On the envinonmental side, oil pollubion remoeval
was oumplicabed by inacoessibility cansed by mas-
sive quantities of abstructive debris. In one site, oil
wias pushed into highly sensitive forested wetlands
and depasiled inlo natueal depressions. These
ferested wellands were teeming with wildlife,
including alligators and polzonois snakes, The veg-
elation In these wetlands was so dense, hat vehicle
acoess was nob possitle (Figure 23 Addibonally, oil
setded into miles of cenals, culverts, and “oubs"” un
the backside of the Mississippi River levee that were
only aceessinle by ahallow waler boals, At another
lecation, oil migmled inbe @ swamp grass region tad
was |oaded with shellfish and shelifish spavwming
sites. Manual reeavery was notan oplion here, due Lo
the likely intrusive damage foom the use of mechean-
ical vquipment and tools,

Thenormal infrastructure that would supporta majoe
oil spill operation was destroved ar damaged beyand
immediate repair More than 85 percent of the naviga-

Ofled Forested wwi-huﬁ“

Flgure 2: Qll from damaged tanks was moved by hurricane forces
into impassahle forested wetlands. USCG photo.

tional aids alang the Mississippl and ils bibularies
were destroved s Sunken vessels and  floaling
debris made  water operations highly  riske
Communications beyond line of sighl for handheld
radios was non-existent. Lodging, fmed, medical cane,
fuel, and ransporta tion resourees were not available.

Local ol apill reapanders and support workers were
aclleved by the storm, many having lost Deie homes
and lveliheod. The magnibude of impact is best
summed up by oll company representatives who
weere there o the ground frving to assemble forees o
wombat the spill For Chevron Pipe Line, for instaney,
many of their employees swho lived in southem
l.ouisiana returned to lost o damaged homes. This
was CPLs and the other ail company’s [l prioily
Lovate and ensure the safely of emplovees and their
familtvs, Chevron Pipe Line designated an incident
managemenl eam (DAT} whose sole Tunction was 1o
adidress this priceiby, in addiion by having an IMT
that dealt with the oil spill. A third IMT was used to
conduct & complete operational and safety site
asaesament for all their facilities in the region. As
Chesnon Pipe Line moved o espond on all hese
[ronts, it experienced massive difficully in even cone
lacting emergency esponce conlraciors, Marine [ral-
e was al o standstill, due to hidden dengers, ancd
ruads vwere dlosed and impassable,

Emergency reaources brought in for the disaster
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TEAPOTSE Were ”H]"L{"”]r focused on the halu:wmj}
search and rescue effort throughout the zoutheast
Lowisiana region. Tt was clear that these resources
could not be counted on by the oil spill responders.
They were forced to scrounge what little resources
that survived the storm and obtain resources from
outsde the regiom, hundmeds of miles a WY,

The Coast Guard federal on-scene coordinator, CAPT
Frank askewich, required a gquick plan 1o altack the
oil spills, He approved a plan proposed by his Coast
Guard incident management leam to implement an
area command construct for the apill.

Area Command Construct

Histovically, oll spill responses involved the lormation
of a unified command (UC) cormposed of the federal
on-scene  coordinator,  stale  responders,  and
vessel { facility owners, Thiing Katrina, most of the oil
released was from six major oil spill companies?
Using a single unificd command with six industry
representatives az unified comumanders was problem-

ESF - 10 Maritime
Command
JSCG, LOSCD)

= s

dent

) [y [aas) [

Figure 3:
Area Command
Organization.

USCG graphic.

SHAEH e

Inscidant
Commard
1

Survdiuam
Command

|

atic for several reasons, First, the geography of the
impacted area was vast and would remove many of
the industry unified commanders far from their ind-
dents. Second, cach company had its own incident
managemend leams and incidenl command posts,
some established prioe (o the hurricane. Thisd, it
would have been a challenge, to absorb all these teams
amd resouross indo a single efficient and effective UL,
Finallv, each senior =pill responze manager from each
company was rightfully concerned for its individual
oil rezponse, and therefore would have competing pri-
orities with other mduah} umnh.l?ﬂrh,

Unit 4: Area Command

Whenever there are multiple incidents having com-
peting priovities, such as the Katrina oil spills, an
Incident Comunand Syslem area comunand iz the
medel of choeioz, An area comumand is an organization
above mcident commanders that sets the priorities fl:ur
all incidents and ensures 1haL{‘umpc"1lng demands 2
resolved for the benefit of the entire response Er‘m'

Aquick meeting was held by government and indus-
try oil spill responders to discuss CAPT Paskewich's
proposed option. The collective industry, federal,
and state representalives setted on the formation of
a unified area command, staffed by U5, Coast Guard
and Louisiana il 5pill Coordinator’s  Office
(LOSCO) #pill response managers. This unilied area
covmmand would oversee the six rr:;ljn]' mil f!t}mpﬂ]'l'i':!H
who would act as incident commanders for each of
their own spills. The organization chart for the
response is ilstrated in figure 3,

lhe unified area command was called the
“Emergency "-'HIP"-LTT'I' Function-10  Maritime
Lemmmld” inilially. ESP-10 is a term used in the
National Response Plan for designating a respomss o
an oil or hazardous materials incident. The word
“area” was omitted from the fitle purposetully, to
avold confusion with other Natonal Response Plan
entities already in place. The word “maritime” was
necessary Lo distinguish the operation [rom the
Enviremmental Protection Agency's ESE-10 inland
cormmand. Since there was one Coast Guard incident
command post in Alexandria, La, alveady; the ESF-10
maritime command's command post was termed
forward operating base Baton Rouge.

The organization chart in figure 3 is consistent with
the ICS asea comimand ooncept, with one notable dif-
ference: There is an operations section and a deputy
incident commander to lead l’JPl."I"dliDr'l.‘:_, F‘-laﬂﬁing,
logristics, and finance sections. This was bo ensuire that
an organization exizted among the regulators to verily
that mdustry activities were monitored for compliance
with state and federal enviconmental regulaticns
Additionally, the maritine command’s operation sec-
Hon was asked with managing the investigaton and
response bo hundreds of smaller spills.

Incident Action Flanning

It was important to develop a process for ensuring
good communications and coordinated operations
betiveen the unified maritime command (M) and
the industry incident commanders (ICz) The MC
used the oporational planning cvcle (Figure 4) for
developing its own incident acion plans and o com-
municale incidenl priorities and objectives Lo the
industry 1Cs. These were shared with the industry
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Unit 4: Area Command

s, who dt".-‘t'.lupt‘:d their own incident acton plans
for their specific incidents. These were forwarded o
the maritime command for review and approval. The
maritime command employed a second-shift incident
management team, responsible for reviewing the
industry ncident action plans for consistency with
marilime comnmand priorities and chjectives.

The timing in coordinating this Process was critical.
Figure 5 provides an illustration of the processes, I is
very similar to fgure 4, howwever a line is drawn in
some of the blocks to show the segregated, but nearly
parallel activities undertaken by the maritime com-
mand and incident commanders. One caveal for fig-
ure 5 The industry planning cvele and MO planning
cycle mav not have matched up as perfectly as the fig-
ure suggests. The diagram has been simplified 1o pro-
vide the reader with a user-friendly illustration to
explain the process.

Starting at the lefl corner of figure 5, al the “Maritime
Command Objectives Meeting” block, the maritime
command would develop priorities and objectives for
the entire operation and for their own unique activi-
ties, At the MC/incident commander brief, the prior-
ities and objectives for the enlire operalion were
dizcussed via teleconference. Anyv additional issues or
concerns involving the entire group were also dis-
cussed, After the briefing, the planning process splits,
as the maritime command and industry incident com-
manders start developing their own incident action
plans to execute the identified priorities and objec-
Hves. If necessary, the industry incident commanders

ating baze. Once all plans were approved, they were
semt back to the Il".‘:-}'.ltl!‘h'u: [7s and WAC ops rabons sec-
tioms for briefing and execution. The cyele beging again
at the start of a new operatiomal planning pericd.

To ensure close coordination between WO and 1 plun-
ning efforts, the maritime command provided assis-
tant liaison officers in the industry incident command
pusts, These assistants all worked for the maritime
command main liaizon officer. Their job was to ensure
comatstent 'Plr]n'l'l'l'l'lh efforts between the MO and 1Cs
and to assist the incident eommanders with other liai-
Som l!l'.'f'll.].'r' I'_"L'Ihi‘.‘w Ak TIEEESarnr }. T.r]:( I 'I'I'I 'H'Il." 11'5—.1'.|cm:-1:,
these assistant liaison officers were removed, due to
lack of resouroes, and routine calls betwesn the mar-
itime command and incident commanders were
reduced. A later informal lessons-learned discussion
between the MO and 108 revealed it was more prefer-
able Lo maintain the daily MC/IC calls and keep the
assistant llaison officers located within the ndustry
incident command posts for a longer period.

Chevron Pipe Line Facilities’ Perspective

As Chevion Pipe Line Facilities began ils response,
CPL command staff implemented the Incident
Command Systermn (planning cvele), using the incident
action plan software supported by the Responze
Group Inc. This helped frame the response objectives
and primary/ alternate strategies and tactics to be
implernented in the field to accomplish abjectives.

could expand or supplement the priorities and objec-
Hves developed by the maritime command to address
L Preparing for
concerns unique to their operation, mr:ﬂ The mﬂ;,.g PI.‘I A “I -h:!!
Meeting
As required by the Tneident Command Systerm, tha
ICS command and general staff members are briefed -
on priovities and objectives at the tactics meeting, and
then develop strategies and tactics for the operation. P"F'rlnﬂl Fi!:ppl
The maritme command and T entides do not all con- Meeting Approval
verge until after conferences between the MC and
individuial TCe, The ome-om-one conversabdons enabled
the industry incident commanders to address their mmr;ﬁ?f
unique concerns privately sith the MC, without tving Meeting/ Operations
up the other mdustry incident commanders, Briefing Briefing
S >
The planming meeting is where the IC or unified com-
manders all hear and approve /reject the propozed IC/uc Mew Ops
plan for the nest operational peried. Following the Develop/Update Execute Plan Period
planning meeting, incident action plans were devel- mlllll:“ & Assess Begins
oped and forwarded on Lo the marilime cormand for 9 Prograss
veview and approval. This was the responsibility of

second shift in the maritime command forward oper- Figure 4: ICS operational planning cycle.
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Unit 4: Area Command

[
ME/ICs Flannl
Tactics Masting m-lm H‘h
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Commandaer Brief J and Approved
b
1Cs
Maritime Command Exécute Plan & I3 MC
M) Assess Progress ns
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. e
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Figure 5: The industry planning cycle and maritime cormmand
planning cycle.

Thlizatbon of the noddent Command F;:r'ﬁtl.:m, by
industry and agencies, allowed seamless integration
and information flow between the CPL command
pozl and the maritirme comumand. Clear expectalions
woere identified early in the TCEPOTIS h],' the incident
specilic lederal on-scene eocedinator regarding U5,
Coast Guard MC objuctives (e safe and aggressive
reraoval of all loose gross ol ),

Meeling schedules were sl in place o allow Industey
and maritime command to share information utilizing
three key 105 forms—TC5 202 general response objec-
tives, 1C5 MM field assignment and 1C5 209 incident
statms summary. To further azsist CPL during the
PESPONSE, USCG placed a Coast Guard liaison in the
Chevoon Pipe Line lacililies ncddenl oomimand post.
This ensured open communication between federal
and state agencies within the umified command, trans-
ferred key information for media releases, and worked
through access issues wolving resliicled areas,

Coordinated Field Operations

The maritime command set up several monitoring
teams within its operations section. These teams wene
responsible for ensuring cleamup operations were
conducled consislenl with regulalions such as Lhe
Mational Contingency Plan (Title 20 Code of Federal
Begulations, Pact 300). The marilime command inei-
dent action plan provided detailed specifics on their
win'k assignments.

The: MC monitoring teams wene dispatched by heli-
copter from forward operating base Baton Rouge to
thesir respective industry deanup sites initially on a
daily basis. They carried the MC incident action plan
lor their specilic assignmenl and a copy of the indus-
bry LA for the site they were responsible for This
cnabled them to ensure resources were commitbed
and operations ocourred at the site as outlined in the
industry  LAPs, provided the night before,
Additienally, the marilime command monitoring
leams, while in the lield, worked closely with indus-
Ly feld supervisors on developing strategies and tac-
ties for the next operational period, which was fod
back to the incident command posts for inchusion
Lhe next day’s incldent action plans,

After sundovwn, the MO monitoring beams returned o
the maritime command and assisted the second shifl
in reviewing the industry TAPs. Any discrepancies
and last-minute changes were discussed and resolved
in unison with industry counterparts. The resull was
the completion of high-quality and accurale incident
action plans for thi: next operational period.

Command Suppuort

The ESF-10 maritime command not omly commmmmni-
cated direction to the industry incident commanders,
it also provided support [or thelr operaticns when-
over Pn.tiﬁibit'.. For t:xamph:, because no ILJJHin;_:_‘ wWas
available for oil spill workers, maritime command
was able to obtain berthing vessels from the Katrina
joint field office. In ome instance, when water and ice

'—-_'1‘;“_5-4?.
"The Incident Command System

“Worked as designed ‘and CPL
_believes the resulis speak for
" themselves.

We reached our
objectives by safely responding
and removing the loose oil in a rel-
atively short period of time."

M Tracy Long, Chevron Pipe Line

wire in short supply, emergency airlift assels were
deployed o remedy the -\hmra;‘:c Maritime oom-
mand also established radio toweis to improve com-
municalions in places where the inlraslrucluse was
destroved. Mariime command coordinated wildlife
surveys and rehabilitation services for all the industry
partners and worked with concerned agencies and
loeal governments to obtain permits to allow industry

[Cs to burn oil and oily debris (Figure &).
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MC alzo responded to all other sources of oil pollution,
including booming and deplovment of oil absorbent
material forward of the massive pumping stalions
used to remove waler from Mew (hleans, Lo prevenl
pollution from entering sensitive waters in and around
the Mississippi watershed, Perhaps the most important
support provided by the maritime command to the
field incident commanders was helping them ensane
their operations were conziztent with the overall objec-
tives for an effective and efficient response,

The 1C5/Area Command Advantage

In the midst of Katrina oil spill operations, Hurricane
Rila loomed, and eventually impacled the cleanup
area. The area command IC5 approach was again
highly useful, as mariime command and incident
commanders began o design uniform hunicane
evacuation and reconstitution LAz Crilical resources
were concentraled in priority areas Lo quickly remove
all zpilled oil before hurricane landfall, and work
assigmiments drawn up to conduct a rapid assessment
upon refurn to the deanup area. This enabled the col-
lective mesponse organization fo greatly minimiee
additional Rita environmental impact.

Unit 4: Area Command

The use of the Inddent Command System and area
commands maximized information flow, enabling the
collective 105 and MO o put mgethfr accurate and
consislent spill response reports and slalislics. This
kept the Katrina /Rita response upper echelons such
as the joint field office, area field offices and principal
lederal official fully apprised of the cleanup efforis.
Additionally, a jeinl informalion center was crealed
that ensured any press releazes and interviews from
the maritime command were vetted through all the
inddent commanders m the field, [Mowever, it also
gave the individual incident commanders the auton-
omy o complete their own press interviesws and press
releasez for their specific operations.

The operatiom was not without its glitches, Sometimes
communication between monitoring trams and indis-
by group supervisors in the feld did nol align with
proposed incident action plans for the following days.
However, the system had enough flexibility built in ko
ersure these jssnes were worked out either by telecon-
ferencing or by personal visils Lo the forward operating
base by industry incident commanders,
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Another advanlage of using 175 is hal il works well
with existing amtingoney ]'-‘Ir]TI'? developaed by goveme-
memt and mdustry. 1t was clear that both had very
strong, contingency plans that enabled them to recon-
stilule guickly and marshal resoucees Lo begin cleanup
operations. Contingency plans allow government and
industry by get o he slacling poinl of an incident.
T'|'|l~l'_u' canmot acoount fur all of the variable typos of sit
uations, especially a Katrina /Rita complex incident,
‘Thiz iz where incident action planning can be a greal
help: 1o aceount lor these complex and numerous vari

ables posed bofore the response organization.

Unit 4: Area Command

[rem senior management o cleanup persomnnel wem
lft homicless; had no place of work e go to; oo means
of tramsportation; and thedr lives completely furmed
upside-dewn. Yet, despite thiz incredible impact; they
came logether and provided Lhe resources and ellerl
needed Lo success{ully combal Lhe oil spills,

The: Tneident Command System providied thir mes-
sary framework to hiﬂp focns thiz remarkable human
effort, 1L enabled government and industey o exe-
cule an elfective and elficient unified command and
amtral system, keoping “pollution catastrophe™ off
Katrina’s resume of
tragic consegquenes,

“dem?ﬁ'le pre-incident infrastructure exists to support
both the oil spill response as well as the responder. In this
| ease, neither was available in the affected areas. This unique
situation challenged Shell to develop and employ innovative
stmfﬂs that proved demanding for the field responders,

About the autliors:

My Tracy Long mbtended
college al Weslern Texns
Collige, enviing & digpres i
Apwlied  Ecience  {Law
Enforcerent) in 1582, He
hogar  his caveer with

“who did the real work to accomplish the daily tactical objec-  compme i 1952 i
amirked i aardoue opeea-

~tives. In the larger picture, working in conjunction with the
agencies at the federal, state, and local parish levels; guided
by the tenants of NIMS ICS; and anchored by the hard work
and dedication of all the responders {intarnalfektemal to Shell)
proved to be the right strategy to deal with this unprecedented
situation.” Mr. Gregg Guerreiro, Shell il Products U.S.

fins ||f und  maintenancs

uoin MWt iy
before fransiaring 10 New
Ohrlaime: i fhe ecnesiricfion
remeemiutioe for dechanond
services. Mr, Long cwr-
rently serves s the seru-
TSRS PESTIST
wetvieor for wil CPL facili fies
lrcated in the WE and

ITI "-'Li]'[ll'['ln.'IT'\r 'n.'i'll.':ll "lJ\E"J'I]'[Il.J"I\_‘- n'l]'id l]'ld'l.!‘:l]':r' iRk
facvdd with the dau‘nhn;{ ¢'|1:|T|n:"'|;z|. of responding o
multiple major events as a result of a natural or
human-made disaster L Iz besl they work [oom a
vommon operational framework. [Lis imperatve that
all players—government, mdustry, and other non-
governmental nﬁ:amwhnm—haw extensive knowl-
edge in and use the system mandaled by presidential
order for emergencies: the Incident Comumand
Svslem.

Ttis a credit to both industry and government that this
was indeed demonstrated superbly during the
Husricane Kalrina/Kila oil spill response ellorl, 105,
however cannot be credited for all the sucoess of the
esponze ellorl The ellors of the oil indusley Incdent
vommanders and their eleanup workforo: is anunbold
sty of heroism in dtself. Tike

many residents
impacted by the hurricanes, many of these people,

Cireei,

M, Grey Saarrisre Bas bom g responder L fir :lr'v]lr e,
Hi faag 4 riEnineiod I RIS ERSRIIo 7 I.'" wat Card and
the Emoirogpoiind Prodschim .-‘||-. Y STy e A
perdtioms, Ve ane of seoerad tecident comeminirs for '-.fulf idrir-
imy the Katring off gpili mesponse

yeirs c.rsen'."re u:z'u'.' .'J‘-.'s' C‘.nsrlﬂ;mrci .q..ﬂ' .?.‘ |.||e !!'me was rmru.mtr.'d-
i 2kl e Allanlée Strke Tean al Ford Dix, WL He careenily
QRTINS AT d:!J.'n:ilu aaehar casirigder H:'lluix'afu_. Hirmiszii,

Endinles:

THOAAR Ddffiee of Responee arid Reatoeatiom Bespesds to Hurreans
Kainma" avalable at abtp: ! S responscrsstorabanmaaa.gor indocpap.

Prmce Willam's Oaly Mess A Tale of Reocovery,” avalable at
altpf s rm[\-m'-.'.rHInr.1L1nc1.maa.#m’.'1:1d.‘x.]'.\.'1p.

UROAAY Udbice of Hesponse and Restorstion Bespoends to Huericane
Katring,® avadlable st tp: !/ pesponse restoration_ nosa gov findecphg.

NOAAS Offie of Bosponse and Restoration Besponds ta Hurricane
Foadtiong,” awailalibe b e £ pespoee, restoration. roaa g Sodes php

SUROAAY Ulie wl Bespoerse ol Peshrstion Bespoeruls to Huoericane
Katriow,” avalalde st bbpe £ pespense reshorativs noau e e php
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Unit 4: Area Command

Visuals

View the job aid on the next page.
When Should Area Command Be Established?

Agsoon as possible when:

= Several active incidents are in close
proximity.

= Critical life saving or property
values are at risk due to Incidents.

= Incidents will continue into the next
operational period.

* |ncidents are using similar and
limited critical rescurces.

= Difficulties are encountered with
interincident resource allacation and
coordination,

‘Wil L

Ares Cnmmand

Your Notes
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Unit 4: Area Command

Job Aid: Location of Area Command

e Existing facilities and communications. It may take some hours to establish the Area
Command. If there are existing facilities and communication systems that can be used (e.g.,
at a jurisdictional EOC), then the time needed to set up the Area Command may be
reduced.

e Closetoincidents. The Area Command should, to the extent possible, be located in close
proximity to the incidents under its authority. The location should make it easy to have
meetings and direct contact between the Area Commander and Incident Commanders.

e Not collocated with an Incident Command Post. Area Command should NOT be
collocated with one of the incidents. Doing so might cause confusion with that incident's
operations, and it also could be seen by other incidents as adding status to that one
incident. Area Command, however, could be collocated with a multiagency coordination
center such as an EOC. Note that an ICP should not be collocated with an EOC.

e Sufficient size. The facility used to house the Area Command organization should be large
enough to accommodate a full Area Command staff and have the capability to
accommodate meetings between the Area Command staff, Incident Commanders, and
agency officials, and with news media representatives.

e Capable of continuous operation. The facility used to house the Area Command
organization should allow for continuous operations and 24-hour-a-day access.

e Adequate communications capabilities. Adequate communications facilities (telephones,
fax, computer connections) are critical. If radios are a primary means of communication, the
Area Command facility should have line-of-sight coverage to Incident Command Posts or to
repeaters serving those incident facilities. The facility should allow for suitable locations to
temporarily install rooftop radio antennas.

e Availability of backup power. Backup power may be required in order to maintain a
continuous operation.

e Adequate and secure parking. Transportation and parking issues should be considered
when selecting the location.

e Near commercial sources of support for food and lodging. A location with access to
food and lodging for staff members can help reduce the logistics requirement for providing
support services.

ICS-400 — Advanced ICS
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Unit 4: Area Command

Visuals

View the enlarged organization chart below.
Area Command Organization
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Visual 497

ﬁh"éi PEI‘uI ,l'-.l_L Ares Command

Assistant Area Commander

Plannin
g Area Command
Public Information Officer

Area Command
Situation Unit Leader

Area Command
Liaison Officer

Assistant Area Commander
Logistics

Area Command
Critical Resources Unit Leader

— L S

Incident 1 Incident 2 Incident 3
Commander Commander Commander
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Unit 4: Area Command

Visuals

View the enlarged organization chart below.

Area Command: Storm
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Liberty County
Unified Area Command

Public Works/County
Sheriff/Fire/EMS/Public Works

Area Command Area Command
Public Information Officer Liaison Officer
Assistant Area Commander Assistant Area Commander
Planning Logistics
Area Command I
Situation Unit Leader Area Command
g — Critical Resources Unit Leader
Traffic Engineer
Weather Specialists
GIS Mapping Specialist
Springfield Unified Dayton Unified River Bend Unified
Command Law Command Law Command Law
Enforcement/ Enforcement/ Enforcement/
Fire/EMS/ Fire/EMS/ Fire/EMS/
Public Works Public Works Public Works
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Unit 4: Area Command

Visuals

View the enlarged organization chart below.

Arvea Command: Juby 3™ Celebrations Terrarist Threat
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July 4™ Unified Area Command Law
Enforcement
Fire/EMS/Public Health

Area Command
Investigation/Intel Officer

Area Command
Liaison Officer

Assistant Area Commander

Planning

Area Command
Situation Unit Leader

Terrorist Specialists

Area Command
Public Information Officer

Assistant Area Commander
Logistics

Area Command
Critical Resources Unit Leader

Central City July 4th
Unified Command
Law Enforcement/

Fire/EMS/
Public Health

River Bend July 4th
Unified Command
Law Enforcement/
Fire/EMS/
Public Health

Liberty Co. July 4th
Unified Command
Law Enforcement/
Fire/EMS/
Public Health
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Unit 4: Area Command

Visuals

"1 View the enlarged organization chart below, and
Area Commander: Overall Responsibilities the job aid on the next page.

» Setoverall objectives.

Ensure incident objectives are

met and do not conflict with each

other or agency policy.

Establish incident-related priorities.

Allocate/reallocate critical resources.

Ensure that personnel are qualified

and incidents are properly managed.

Coordinate demobilization of

assigned resources,

= Coordinate with Agency i
Administrator, EOC, other ::;::‘I
entities, and the media.

LT A
Arpa Cammand

Area
Commander
Area Command
Public Information
Officer
V
b Area Command
Liaison Officer
"
| | | |
Assistant Area ) Areﬁgiﬁﬁgtnder
Commander Planning Logistics
4 4
| | | |
Area Command Area Command
Situation Critical Resources
Unit Leader ) Unit Leader )
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Unit 4: Area Command

Job Aid: Area Commander: Checklist of Actions

These actions will generally be conducted in the order listed:

Obtain briefing from agency officials on agency expectations, concerns, and
constraints.

Obtain and carry out delegation of authority from agency officials for overall
management and direction of the incidents within the designated Area
Command.

If operating as a Unified Area Command, develop working agreement for how
Area Commanders will function together.

Delegate authority to Incident Commanders based on agency expectations,
concerns, and constraints.

Establish an Area Command schedule and timeline.
Resolve conflicts between incident “realities” and agency officials “wants.”
Establish appropriate location for the Area Command facilities.

Determine and assign an appropriate Area Command organization. Keep it
manageable.

Determine need for and assign technical specialists to support Area Command.
Obtain incident briefing and IAPs from Incident Commanders (as appropriate).
Assess incident situations prior to strategy meetings.

Conduct a joint meeting with all Incident Commanders.

Review objectives and strategies for each incident.

Periodically review critical resource needs.

Maintain close coordination with agency officials, cooperating and assisting
agencies, and other entities, including EOCs.

Establish priorities for critical resources.

Review procedures for interaction with the Area Command.

Approve Incident Commanders’ requests for and release of critical resources.
Coordinate and approve demobilization plans.

Maintain log of major actions/decisions.
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Unit 4: Area Command

Visuals

View the job aid on the next pages.
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Unit 4: Area Command

Job Aid: Area Commander’'s Role

The Area Commander is responsible for the overall direction of Incident Management Teams
assigned to the same incident or to incidents in close proximity. This responsibility includes
ensuring that conflicts are resolved, incident objectives are established, and strategies are
selected for the use of critical resources. Area Command also has the responsibility to
coordinate with local, tribal, State, Federal, and volunteer assisting and/or cooperating
organizations.

The Area Commander:

e Must rapidly assess the situation for each incident and ensure that incident action planning
is addressing the priorities and direction set by the agency officials.

e Should establish, in writing, priorities related to assigned incidents, based upon the priorities
and directions set by agency officials. The agency priorities and direction may be part of the
written delegation of authority.

Establishing priorities is one of the most important functions an Area Commander performs.
When two or more incidents are competing for critical resources and services, someone must
make quick decisions based on an objective analysis of the total situation. The intent is to
establish critical priorities for the common good of the total situation.

The different types of priorities that Area Command may need to establish relate to:

Life safety.

Property values at risk.
Assigning critical resources.
Demobilization.

Incident Commanders must acknowledge the Area Command’s requirement to establish critical
priorities. Incident Commanders may not always concur with Area Command decisions on
priorities and critical resource allocations. Therefore, it is essential that each Incident
Commander understand that the ability to obtain critical resources and services is balanced with
the priorities established for that incident.

It also is essential that Incident Commanders understand that they may have to adjust incident
strategies, tactical objectives, and resource assignments due to the lack of critical resources
during a given operational period.
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Unit 4: Area Command

Job Aid: Area Commander’s Role (Continued)

The Area Commander has the following overall responsibilities:

Set overall objectives.

Ensure that incident objectives are met and do not conflict with each other or agency policy.
Establish incident-related priorities.

Assign/reassign critical resources based on incident priorities.

Ensure that Incident Management Teams are qualified and incidents are properly managed.
Coordinate demobilization of assigned resources.

Coordinate with agency administrator, EOC, other MAC entities, and the media.

The Area Commander should develop procedures to be followed. These procedures should be
reviewed with the respective Incident Commanders.

The Area Commander establishes:

Incident and agency/jurisdictional priorities.

Priorities for assignments of critical resources.
Schedules of meetings and briefings.

Requirements for Reports and Incident Action Plans.
Points of contact with agency officials.

Media relations and contact procedures.

Unusual situation or emergency procedures reporting.
Demobilization procedures.
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Unit 4: Area Command

Visuals

View the enlarged organization chart below.
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Unit 4: Area Command

Visuals

View the enlarged organization chart below.
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