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SE C T I O N  9 : WO R K I N G  W I T H I N  T H E  I N C I D E N T  CO M M A N D  SY S T E M
This section provides information about working in an Incident Command System 
(ICS) environment. This is a summary for use by ARES personnel, and is intended to 
provide only a basic understanding of terminology and concepts associated with ICS. 
This training module does not replace or supersede formal ICS training provided in 
your region or by your served agencies.

During smaller incidents, a subset of ICS’s full structure will likely be used. 

In some regions, ICS is modified or combined with other protocols (for example, with 
Emergency Site Management protocols in New Brunswick), and there are significant 
deviations from standard ICS practices. 

Once you complete this section, you will be able to: 

• Describe how ICS works 

• Understand how radio communications fits within the ICS structure. 

AB O U T  I CS
ICS is an organizational system used to help manage planned or unplanned events that 
require a response by emergency service or disaster response personnel to minimize 
loss of life or damage to property or natural resources. The system features a 
standardized approach to incident management, a modular, scalable organizational 
structure, and common terminology and practices. It develops from the top down, based 
on the size and complexity of the incident. In fact, ICS is used to manage incidents 
ranging from small, everyday events to massive disasters. 

The system increases the efficiency and effectiveness of mutual aid while maximizing 
safety and minimizing opportunities for confusion. It also provides for an orderly 
escalation, if needed. ICS can be scaled up to include several thousand people without 
compromising effective supervision. 

Un i f i ed  command

The Incident Commander (IC) sits at the top of the IC organizational structure. The IC 
manages the incident and defines operational objectives. The IC has overall 
responsibility for the incident, though some duties may be delegated to others. 

Unity of command
Unity of command means that each worker has only one supervisor.  This eliminates 
confusion and the possibility of conflicting orders. 

Span of control
Span of control means that no one individual is required to supervise or manage more 
than seven other individuals (and ideally, only five). Chain of command
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Chain of command
Chain of command means that there is a clear line of authority, with lower levels 
subordinate to and connected to higher levels. In most cases, the chain of command 
consists of: 

• Command

• Resource. 

As responses expand, the chain of command also expands to include, from the top 
down: 

• Command

• Sections

• Branches

• Divisions or groups

• Units

• Resources. 

Unified command and multiple jurisdictions
Unified command allows multiple jurisdictions to agree on objectives and strategies. 
ICS makes this possible without any loss of authority, responsibility or accountability. 
Under unified command: 

1 There is only one IC for any event. 

2 A single, coordinated Incident Action Plan (IAP) is used, including the following 
elements: 

• What are the objectives of the team or what do we want to do?
• Who is responsible for accomplishing what tasks?
• How does the team communicate?
• What is the team safety plan or how do we take care of a person who 

becomes injured?

3 One Operations Section Chief will have responsibility for implementing the IAP. 

4 One Incident Command Post (ICP) will be established.
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Managemen t  func t ions

The success of ICS relies on two key elements: 

• Management by objectives 

• Organizational structure 

ICS positions fall into five types of management: 

Command
The IC is responsible for all activity. The size and complexity of the incident 
determines which other management functions are needed. The command staff assists 
the IC and reports directly to the IC. 

Operations
Operations directs tactical actions. There is only one Operations Chief (if activated by 
the IC), but the Chief may have deputies. 

Planning
The Planning function collects, evaluates and reports information about the incident. 
Planning also keeps track of resources, and prepares the IAP and other documentation.

Logistics
Logistics ensures that adequate services and support are available to responders and 
other ICS personnel. 

Finance & Administration
Finance & Administration manages incident-related costs, tracks personnel, and 
maintains equipment records. It also administers any procurement contracts associated 
with the response. 
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Sca lab le  o rgan i za t i on

Each functional area of ICS can grow into additional organizational units with any 
delegation of authority. In turn, elements that are no longer needed are deactivated. The 
size of the ICS organization is determined through the IAP process. 

Each activated functional group must have a designated supervisor. A single supervisor 
may initially be in charge of more than one unit. 

Personne l  and  ro les

The following personnel report to the IC: 

• Command staff

• Safety Officer (command staff)

• Liaison Officer (command staff)

• Public Information Officer (command staff)

• Operations Chief

• Planning Chief

• Logistics Chief, responsible for 

• Communications
• Medical unit
• Food unit. 

• Finance/Administration Chief 
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I CS  l oca t ions

ICS locations include: 

• Incident Command Post (ICP): The field location at which the primary tactical-
level, on-scene incident command functions are performed. The ICP may be 
collocated with the incident base or other incident facilities.

• Base: The location at which primary Logistics functions for an incident are 
coordinated and administered. There is only one base per incident. (Incident name 
or other designator will be added to the term base.) The Incident Command Post 
may be collocated with the base. 

• Staging Area: Location where resources can be placed while awaiting a tactical 
assignment. 

• Camp: A geographical site, within the general incident area, separate from the 
Incident Base, equipped and staffed to provide sleeping, food, water, and sanitary 
services to incident personnel. 

I n c iden t  documen ta t ion

Incident action plan (IAP)
The IAP provides supervisors with instructions to guide them throughout the response. 
The IAP may be written or verbal (but written plans are preferred). 

Communications plan
The communications plan can be very simple or even verbal, or it could be complex 
enough to become part of the written IAP. The communications plan lists the 
communications methods to be used for the response. 

After action report
While you are on assignment, keep notes on what you did while there so you can 
provide your team leader or sponsoring agency with information for an After Action 
Report or Review (AAR).  

An AAR typically contains:

• Tasks/duties or items to keep

• Task/duties or items to change

• Task/duties or items to add

• Task/duties or items to delete. 

When providing your input to the AAR, be honest and sincere. However, do not take 
your frustrations out on the team leader or on sponsoring agency employees.
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RA D I O  C O M M U N I C A T I O N S  W I T H I N  I CS
ICS does not alter the way any unit (including ARES) performs its internal function. 
ICS does not dictate how the police does its policing, how firefighters fight fires, nor 
how communications units accomplish their tasks. ARES methods and procedures 
remain unchanged. 

However, ICS does provide an organization and reporting structure, with a clearly 
defined chain of command and span of control. Within ICS, communications falls 
under Logistics. 

Within the ICS communications team, there will be a Communications Unit Leader 
(COML), who manages: 

• A Communications Technician (COMT) 

• An Incident Communications Centre Manager (INCM) 

• A Radio Operator (RADO). 

Not all of these positions will be filled during every response.

This structure allows for the management of any incident, regardless of size. ICS also 
allows for the expansion of the organization if needed to maintain the span of control 
(providing between three and seven – ideally five – subordinates per supervisor). 

An ARES operator may be assigned to the COML, or they may be assigned as a 
Technical Specialist in another area. ARES operators may also be asked to perform 
non-ARES activities, and could conceivably be assigned anywhere. If an operator is 
assigned to a non-ARES unit, operators need to comply with the directions of the unit 
supervisor, understand the mission, and report actions back to that unit supervisor.

Amateur radio groups deployed as units should be structured into groups of three to five 
operators under one ARES unit supervisor. For example, if a unit has 20 members, the 
leadership needs to break the unit down into four or five units. This could be based 
upon geography (where the units will be deployed), time of day (shifts), specific 
function (HQ unit, field unit 1, field unit 2, etc.), or any other reasonable, manageable 
division of labor. Instead of one ARES leader getting status or providing direction to 
20 members, the one leader interacts with only four subordinates, and those four 
interact with three to five operators. This allows a much faster and more manageable 
method of communications and control. Smaller units are also able to be re-assigned 
and moved more quickly than large units, so the smaller units also give ICS more 
flexibility in the use of overall resources.

ICS requires the use of plain English in all communications. Avoid special codes, 
prowords or jargon. 
Operations Training Manual  RAC-ARES-OPS

9-6


	Section 9: Working within the Incident Command System
	About ICS
	Unified command
	Unity of command
	Span of control
	Chain of command
	Unified command and multiple jurisdictions

	Management functions
	Command
	Operations
	Planning
	Logistics
	Finance & Administration

	Scalable organization
	Personnel and roles
	ICS locations
	Incident documentation
	Incident action plan (IAP)
	Communications plan
	After action report


	Radio communications within ICS



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


