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Purpose:  
 
To establish a well-defined Chain of Command within the organizational structure of 
the Guilford Fire Department that encompasses all personnel.   
 
Provide for the safety of personnel operating at emergency incidents through improved 
command and control (or management of emergencies). 
 
Improve the use of resources and tactical effectiveness. 
 
Scope: 
 
All Fire Service operational personnel. 
 
Procedure: 
 
Implementation of IMS: 
 
The Incident Management System shall be implemented at all incidents for which the 
Guilford Fire Department responds to for which it has management responsibility. The 
command function shall be filled whether or not an officer is on scene. 
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The Command Function 
 
The command function (Command) is the area in which overall on-scene management 
takes place. Included within the command function is the development of incident 
priorities, size-up, strategy, tactical objectives and coordination of all emergency 
resources. 
 
 

Responsibilities of Command 
 

Responsibilities of the Incident Commander for fire departments include the transmission 
of an initial report to the Communications Center.  The initial report shall include: 
 

 Command unit identification 
 

 Building description as appropriate (e.g., occupancy, size, construction type) 
 

 Obvious description of conditions (working fire, nothing showing, etc.) 
 

 Immediate additional resources needed 
 

Establishment of Command 
 
The first arriving emergency resource (Chief, Rescue 1, 152, etc.) shall initiate the IMS by 
formally establishing command and shall continue in command until properly relieved as 
outlined within this procedure. The first arriving unit may elect to pass command but only 
as outlined within this procedure. 
 
If the driver is to take Command, they shall use the unit's radio designation. When the 
driver is Command, the driver may be relieved of Command upon the arrival of the senior 
ranking Chief Officer or Line Officer. 
 
 
 
 
 
 
 
 
 
 
The first arriving report shall be followed with a secondary report with additional 
information in a timely manner. 

 

Example of an Effective Report 
 
“Control 1 on Go ahead Rescue 1”  
 
“Rescue 1 is on scene.  We have a one story, wood construction, with 
nothing visible from the exterior. We will be investigating.  Rescue 1 
is Whitfield Street Command.” 
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Command Modes 
 

The initial IC may choose from several command modes 
 
Investigation Mode: 
 
When the first arriving unit finds “nothing visible”, it is generally necessary for the IC to 
enter the structure to investigate and control the incident by portable radio. 
 
Offensive Attack Mode: 
 
Situations that require immediate action to stabilize or save a life may require the IC to 
enter the structure and have direct involvement with the operations, such as: 
 

 Offensive fire attacks (especially in marginal situations) 
 

 Critical life safety situations where a rescue may be achieved. 
 

 Obvious working incidents that require further investigation by the IC 
 
 
Where fast intervention is critical, utilization of the portable radio will permit the IC to 
continue fulfilling command responsibilities. The Offensive attack mode should not last 
more 
than a few minutes and will end with one of the following: 
 

 Situation is stabilized 
 

 Situation is not stabilized and the IC must withdraw to the exterior to establish a 
Command post. An apparatus officer must decide whether or not to withdraw the 
remainder of the crew based on the crew’s capabilities and experience, safety 
issues, and the ability to communicate with the crew. No crew should remain in a 
hazardous area without radio communication. 
 
 
 
 
 
 
 
 
 
 

 

Example of Offensive attack Mode 
 
“Control 1 on Go ahead Squad 1”  
 
“Squad 1 is on scene. We have a two story wood frame residential.  We have 
fire showing from side 2.  We will be making an Offensive Attack, stretching 
an inch and ¾ line through the front door.”   
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Command Mode: 
 
Certain incidents, by virtue of their size, complexity, or potential for rapid expansion, 
require immediate strong, direct, overall command. This requires the IC to assume an 
exterior, safe and effective command position and maintain that position unless command 
is transferred. ICS Form 201 may be initiated and utilized to assist in managing these 
incidents. 
 
 
 
 
 
 
 
 
 
 

Passing Command: 
 
On rare occasions, it may be necessary for first due companies to pass command to later 
arriving units. This may become necessary at situations in which the entire first arriving 
crew is required to initiate a fire attack, vehicle extrication, or perform a rescue. An 
example of such a situation might be a working dwelling fire with an occupant trapped or 
an MVA with victims trapped. 
 
The officer has made a decision that his direct efforts are needed to make a substantial 
difference on the emergency scene. In this mode, the officer’s involvement in mitigating 
the hazard prevents the proper exercise of the command function. The officer would then 
need to utilize Passing Command procedures. 
 
To pass command the first arriving unit shall transmit a proper initial report and indicate 
that they are “Passing Command” and identify the unit to which they are passing 
Command, if known. Dispatch should confirm that the unit designated for Command has 
received the message. 
 
The initial arriving command officer retains responsibility for the incident until such time 
as the designated receiver for Command arrives on the location. 
 
 

Single Command 
 
At incidents where a single agency has sole jurisdiction for an incident, the Command 

Example 
 
A working fire which will require multiple resources, a 

major emergency, or a hazmat incident. 
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function is filled by one individual. This individual is the Incident Commander. 
 
 

Unified Command 
 
At incidents where more than one responding agency has management responsibility, due 
to the nature of the incident or the kinds of resources required, a Unified Command shall 
be established. A representative from each agency, that is part of the Unified Command, 
shall jointly develop the incident objectives. A consolidated incident action plan should be 
developed. If a Unified Command is implemented, a single Operations Section Chief shall 
be appointed. 
 
Note: Mutual Aid Departments do not normally become part of the unified command 
team as they are considered assisting agencies. The exception to this would be if the 
incident has the potential to affect another municipality or is in more than one jurisdiction. 
The affected municipality’s representative may become part of the unified command 
team. 
 
 
 
 
 
 
 
 
 
 
 
  
 

Command Facilities 
 
Command facilities are those areas that serve as focal points for specific supporting 
functions for emergency operations. 
 
Command Post: 
 
A designated physical area that serves as the center of all on scene emergency operations. 
Command posts are developed in proportion to the incident being managed.  A Command 
Post may be established anytime an incident will require the extended use of emergency 
services resources.  
 
A single interagency Command Post may be established at any working incident that 
more than one emergency response agency is used and a representative of each agency 

Unified Command Example: 
 

At a hazmat incident involving a large scale leak which will 
involve large scale evacuations, the ranking police and fire officials along 
with other officials designated in the emergency operations plan would 
join together at the command post and develop a consolidated incident 

action plan. 



 

Command	Guidelines	 Page	6	
 
 

should report to the Command Post.  The Incident Commander shall establish the area to 
be used for the Command Post. 
 

Mutual Aid departments shall not establish their own “Command Post” 
Staging: 
 
Staging areas may be used to keep resources available within one to two minutes of the 
incident. The first arriving unit in staging may become the Staging Area Manager. 
Resources assigned to staging shall retain their integrity by remaining with their apparatus 
and being available for immediate assignment. 
 
Staging areas may be a location where emergency vehicles are located. (e.g., the parking 
lot 1 block from the fire incident). Staging areas may also be a location where personnel 
are staged without apparatus (e.g. two floors below the fire floor of a high rise fire, or at a 
  
Level 1 Staging 
 
In the absence of other orders or whenever incoming apparatus are ordered to “standby”, 
the next due apparatus officer shall select an area that is within the time parameters for 
staging and sign “on location” designating the staging area. All other apparatus will locate 
themselves accordingly and sign “on location -- staging”.  Level 1 staging areas are 
usually located within one block of the incident. 
 
Level 2 Staging 
 
When an incident is escalating or has not yet been stabilized, sufficient resources to meet 
potential incident development should be available in staging until the incident has been 
stabilized. Level 2 Staging areas may be located a further distance from the incident than 
Level 1 Staging. Units in Level 2 Staging must be prepared to leave the staging area 
within 5 minutes. Level 2 Staging may be used to combine single resources into Task 
Forces and Strike Teams. Level 2 Staging areas may be located at the incident base. 
 
During incidents that utilize mutual-aid resources the IC should assign a Staging 
Area Manager. 
 
The Staging Area Manager shall be responsible for: 
 

 The selection of a safe and large enough area for staging. The Staging Area 
Manager shall notify Dispatch as to the location of the staging area. 

 
 Communications from the staging area to the Incident Commander. 

 
 Check-in of all resources entering the staging area. 
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 Accounting for all resources and crews entering or leaving the staging area 
through the orderly parking of resources. 
 

 Staging areas shall be located off main highways and roadways whenever possible 
so long as the safety of the emergency personnel and apparatus are not 
compromised. 
 

Expanding the Incident Command System: 
 
Whenever an incident begins to escalate it may become necessary to begin the expansion 
of the IMS. The implementation of additional functions and positions within the system 
should be implemented to address the needs of the incident. Management assignments 
shall be filled with qualified individuals. 
 
Division and Groups: 
 
Divisions/Sectors and groups are used to divide the emergency scene into manageable 
segments.  Divisions/Sectors and groups normally report to Branch Directors, or the 
Operations Section Chief.  Prior to the implementation of branches or the Operations 
Section, groups and divisions report to the Incident Commander. It is also possible, in 
particularly large operations, to have a group or division/sector report to one of the other 
functions. For instance an EMS Group may report to the Logistics Section Chief.  
 
Resources that are assigned to divisions/sectors or groups will report directly to their 
respective unit or sector leader. Communications between such units shall be via face to 
face communications whenever possible. Communications between the Division/Sectors 
or Group Supervisor to the Branch Director, Operations Chief, or Incident Commander 
shall also be face to face whenever possible. 
 
Division/Sectors and Group Supervisors are responsible for and in control of all assigned 
functions within their division/sector or group. The Division/Sector and Group 
Supervisors are specifically responsible to: 
 

 Complete objectives assigned by command 
 

 Account for all assigned personnel 
 

 Ensure that operations are conducted safely 
 

 Redirect activities as necessary 
 

 Coordinate actions with related activities, and adjacent divisions or groups 
 

 Monitor welfare of assigned personnel 
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 Request additional resources as needed 
 

 Provide command with essential and frequent progress reports 
 

 
 

Divisions/Sectors: 
 
Divisions/Sectors are responsible for the tactical activities that are taking place in a 
specific geographic area. Division/Sector supervisors report to a Branch Director, the 
Operations Section Chief or, if Operations has not been established, to the IC. 
 
 
 
 
 
 
 
 
 

 
 
 

Groups: 
 
Groups are established to achieve specific tasks at the emergency scene. Groups report 
to a Branch Director, the Operations Section Chief, or, if neither has been established, to 
the IC. 
 
Groups function as a unit on the entire emergency scene and are not confined to any 
geographical boundary. 
 
 
 
 
 
 
 
 
 
 

 

Example 
 

The Chief outside the structure as the IC.  Captain, serving as Interior 
Division/Sector Supervisor, supervising two crews inside the building 

investigating the source of the alarm. 

Example 
 

A fire in a three story structure. A Deputy Chief outside the structure serving 
as the IC. A Captain directing the Search & Rescue Group consisting of two 
crews conducting search & rescue throughout structure. The Captain would 
be the Search & Rescue Group Supervisor
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Strike Teams and Task Forces: 
 
Strike Teams 
 
Strike teams are combinations of resources which are identical in their functions and 
are assigned to cover specific situations. Four Water Tenders may be assigned as a 
Water Supply Strike Team for a fire operation. Only the Strike Team Leader 
communicates for the strike team. 
 
Task Forces 
 
Task forces are combinations of resources which are varied in their functions and are 
assigned to cover a wide range of situations. An engine company, truck company and 
EMS unit may be assigned to a task force to investigate alarm system reports during 
severe weather. Only the Task Force Leader communicates for the task force. 
 
Requirements for a strike team or task force: 
• Must have common means of communications 
• Must have a designated team leader 
• Must have transportation 
• Must be within span of control guidelines 

 
 

A Crew as a Single Resource 
 
Crews operating away from their apparatus or assembled without an apparatus may be 
used as a single resource. Crews will operate under one leader and shall conform to 
span of control limitations. 
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FIRE 
BUILDING 

Address Side 
1 

Side 
2 

Side 
3 

Side 
4 

 
Exterior Divisions/Sectors 

 
The four sides of the incident site shall be designated as Divisions/Sectors. 
Division/Sector designations proceed clockwise around the building, beginning with 
Division/Sector 1 as shown below. Division/Sector 1 shall be identified as the address 
side of the building. If an incident has no address side; Division/Sector 1 shall be 
identified by the Incident Commander.  If a building is preplanned other than the street 
side (example: Yale Guilford 125 Goose Lane front entrance is side #1) than the 
preplanned Divisions/Sectors will be used. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The following will be used at all incidents in identification: 
  

Side 1: The front (address side) of the building. 
  

Side 2: The left side of the building when looking at the address side. 
  

Side 3: The rear of the structure 
  

Side 4: The right side of the building when looking at the address side. 
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Floor Divisions/Sectors 
 
Multistory buildings may be broken down by floor. Each floor shall be designated as a 
floor number (example; 1st floor, Second Floor, Third Floor).  The basement and roof 
shall be designated using those names as Division/Sector names. 
 
An individual assigned to oversee interior operations shall be designated as interior 
division. 
 

Exposures to the incident 
 
Exposures to the incident site shall be designated similarly to the side of the building. 
Successive exposures moving away from the fire building shall be designated by adding a 
number to the exposure designation 
 
Exposure will follow the same number pattern: 
  

Exposure 1: Front of building  
 

Exposure 2: Left side of building 
 

Exposure 3: Rear of building 
 

Exposure 4: Right side of building 
 
If there is more than one exposure on the same side, they shall be numbered 2/2, 2/3, 2/4; 
3/2, 3/4, etc. 
 

Branches 
 
Where the number of divisions/sectors or groups exceeds the span of control that the IC 
can effectively manage, expand the incident organization by placing divisions/sectors or 
groups into branches.  When establishing branches consider the span of control principles 
of 3-7. 
 
Geographic divisions/sectors and functional groups may be used together on an incident. 
 
Branches are managed by a Branch Director. Branch Directors may have deputy positions 
as required. In multi-agency incidents the use of Deputy Branch Directors from assisting 
agencies can be of great benefit to ensure enhanced interagency coordination. 
 
If an incident is growing in size or complexity, consideration should be given to staffing 
branches early so that an effective management structure is in place as resources are 
arriving on scene. 
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Command Staff 
 
The Command Staff Includes: 

 Public Information Officer (PIO) 
 Liaison Officer 
 Safety Officer 

 
Supplemental Personnel may include: 

 Deputy Incident Commander 
 Radio operator 
 Runner 
 Officer’s Aid 

 
Public Information Officer (PIO): 
 
A PIO shall be assigned anytime the Incident Commander deems it appropriate. Such 
periods will generally be defined as those that require extensive amounts of time 
involvement with the press, or incidents which involve sensitive issues; e.g., civilian 
deaths. The PIO shall report directly to the Incident Commander. The PIO may be 
identified by wearing the PUBLIC INFORMATION OFFICER vest. Radio designations 
for major positions in the ICS are identified by position title. 
 
Responsibilities of the PIO: 
 
Reviews and authorizes all news releases, as directed by the IC, processes requests for 
interviews with department personnel, and releases information concerning the 
departments actions, business affairs or positions. 
 
Selects a suitable location which does not interfere with Command or Operations and 
which does not subject media representatives to any hazards. 
 
Receives periodic briefings from the Incident Commander  
 
Acts as the single point of contact between the emergency services and the news media. 
 
Develops news releases in concert with the Incident Commander 
 
Escorts the media and VIPs through the incident scene after the area has been declared 
safe by the IC. 
 
Acts as the supervisor for others assigned to the PIO function in the event that the 
incident requires such an effort. 
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Liaison Officer: 
 
A Liaison Officer may be assigned during those operations that require the use of 
multiple agencies. Such agencies may include any municipal agency, the Department of 
Energy and Environmental Protection, Utility Company, etc. It is not anticipated that 
routine interaction with the local police dept. would necessitate the need for a Liaison 
Officer, however, the use of many police departments may require such a position to be 
established. The Liaison Officer shall report directly to the Incident Commander. The 
Liaison Officer may be identified by wearing the LIAISON OFFICER vest. 
 
Responsibilities of the Liaison Officer: 
 
Coordinates all responding non-fire dept. and non-EMS agencies. The Liaison Officer 
shall provide information on where and to whom to report. 
 
Provides briefings regarding the situation to responding agencies. 
 
Facilitates the needs of responding agencies. 
 
Insures adequate communications between the Incident Commander and the 
appropriate agency representative by supplying radio equipment, runners, etc. 
 
Safety Officer: 
 
A Safety Officer may be appointed by the Incident Commander during incidents which 
require such a function. A Safety Officer on an incident scene is not necessarily the 
company Safety Officer. The Safety Officer shall report directly to the Incident 
Commander. The Safety Officer may be identified by wearing the SAFETY OFFICER 
vest. 
 
The Safety Officer has the authority to stop immediately, alter or suspend operations 
which may cause serious injury to emergency personnel on the incident scene. The 
Safety Officer must immediately communicate the cessation or change in the 
operation to the Incident Commander. The Safety Officer has no authority to change 
strategy, action plans, or tactics, but may suggest that the Incident Commander do 
so. The Safety Officer has the authority to order the sounding of the evacuation 
signal in the event of an imminent hazard. 
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Safety Officer Continued: 
 
The IC may establish Assistant Safety Officers when required to provide incident safety. 
Assistant Safety Officers may be designated when the incident is spread over a large area. 
This might prevent the Safety Officer from observing the entire incident. Hazmat 
incidents are another example where assistant Safety Officers can be utilized. A 
responding mutual aid hazmat team will have a Hazmat Safety Officer. This individual 
will have specialized expertise in safety issues related to hazmats. The Hazmat Safety 
Officer would become an Assistant Safety Officer, under the Incident Safety Officer, and 
be responsible for safety within hazmat activities. 
 
Responsibilities of the Safety Officer: 
 
Surveys the entire incident from a safety perspective. 
 
Alters, terminates, or suspends unsafe acts which present an imminent hazard. 
 
Makes appropriate recommendations to the Incident Commander concerning safety 
aspects of the Incident. 
 
Is briefed by the Incident Commander on the incident strategy. 
 
In the event that an Emergency Evacuation is necessary, the following procedure shall be 
followed: 
 
Emergency Evacuation Signal Procedures 
 
1. Air horns on all apparatus on scene shall be blown continuously for one (1) 
minute. 
 
2. Control 1 Activates Signal 20 Tone and announces evacuation of the structure. 
 
3. All personnel shall immediately exit the structure, abandoning all equipment, and 
report to their assigned supervisor (officer, group or division supervisor, crew 
leader, etc.) for the purpose of a roll call. 
 
4. The results of the roll call shall be relayed to the command post. 
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General Staff 
 
General Staff Functions: 
 
The General Staff are assigned when it becomes necessary to begin delegating the 
various responsibilities of the emergency to others to facilitate effective on-scene 
decision making. Most incidents will not require the establishment of General Staff 
functions. 
 
The General Staff functions include: 
 

 Operations Section 
 Planning Section 
 Logistics Section 
 Finance/Administration Section 

 
 
Operations Section: 
 
The Operations Section Chief is responsible for the implementation of strategic decisions, 
as outlined in the incident action plan, through application of tactical objectives. The 
 
Operations Section Chief reports to the Incident Commander or the Unified Command 
Team. 
 
There shall only be one Operations Section Chief for an incident. The Operations Section 
Chief may have deputies to assist him with the Operations Section. 
 
The Operations Section Chief will be assigned by the IC and is identified by wearing the 
OPERATIONS vest. The Operations Section Chief is commonly known as “OPS”. 
 
All tactical operations become the responsibility of the Operations Section Chief. Group 
and Division Supervisors will report to OPS. If branches are established Group & 
Division Supervisors would report to the Branch Directors who in turn report to OPS 
 
Operations Responsibilities at Fires and Emergencies: 
 
At fire emergencies, OPS will set and carry out tactical objectives based on the goals 
established by the IC. OPS will request additional resources through the IC unless he is 
authorized to order resources directly by the IC.  
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Planning Section: 
 
The Planning Section is established when there becomes a need on the emergency scene 
to develop complex or lengthy operational plans or when the need exists to process 
complex technical information. The Planning Section is managed by a Planning Section 
Chief. 
 
The Planning Section is responsible for all information management as it pertains to the 
emergency. It is also responsible for the development of on going situation and status 
reports. 
 
The Planning Section Chief assists in the development of the incident action plan and 
contingency plans and shall brief the IC as to the advantages and disadvantages of each 
plan. Planning shall coordinate through the IC with Logistics and Liaison to ensure the 
availability of any special resources. The Planning Section Chief shall report directly to 
the IC. 
 
Logistics Section: 
 
The logistics section is established and is responsible to supply the incident with supplies 
or services to maintain an effective emergency response force. Examples include, but are 
not limited to communications unit, food unit, and medical unit. A medical unit assigned 
to Logistics Section provides emergency medical treatment to emergency personnel. This 
unit does not supply treatment for civilians. The Logistics Section is managed by the 
Logistics Section Chief. 
 
The Logistics Section Chief shall report directly to the Incident Commander. 
 
Finance/Administration Section: 
 
The Finance/Administration Section is established when the need is developed to track the 
financial impact of emergency operations or project and track the cost of various 
non-public resources. The Finance/Administration Section is managed by the 
Finance/Administration Chief. 
 
These resources may be tracked by: item cost, quantity, man-hours expended, equipment 
rental, etc. 
 
The Finance/Administration Section Chief shall report directly to the Incident 
Commander. 
 
The Finance/Administration Section Chief may be involved in recovering costs due to 
emergency operations from responsible parties after the incident has concluded. 
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The Use of Sections: 
 
The Operations Section Chief will be the most normal expansion of the Incident 
Command System. 
 
At larger incidents the Operations Section Chief will deal with a wide variety of on-scene 
tactical operations that require constant monitoring and coordination. This will allow the 
IC to focus on overall incident management and operational strategic planning. 
 
The Planning Section is the next most likely command function to be utilized. The 
planning function would be particularly helpful during extended or complex incidents. 
 
The Logistics Section is normally only expanded during major campaigns and is 
developed to support on scene resources and those that may be used in the future. 
 
The Finance/Administration Section is rarely used and would most probably not be set up 
unless the incident was to develop to a scale where actual dollars were required to manage 
the incident. 
 
The word “chief” as added to the command function title is for title purposes only. A 
person assigned to this task does not necessarily have to be an officer or a member of an 
emergency response organization. (e.g., Selectman, Finance 
Director, Director of Highways, etc.) 
 
Communications: 
 
Reasons to Communicate 
 
One of the first and most common system failures at an emergency incident is the 
communications system. The volume of radio traffic overwhelms the available channels 
which prevents important messages from reaching the Incident Commander. In order to 
reduce the volume of radio traffic all units shall respect the five reasons to communicate. 
 
All communications should be face-to-face whenever possible. Units should only use the 
radio for the following: 
 

1) Additional resources are required 
2) The assignment is completed 
3) You are unable to complete an assignment 
4) An immediate safety hazard exists 
5) If you have information that has a direct bearing on the incident 

 
If these criteria are consistently adhered to there will be a tremendous reduction in the 
amount of communications on the emergency scene and a noticeable improvement on the 
efficiency of communications. 
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Upon the establishment of command or the formation of a formal Command Post, all 
further communication between the incident and Dispatch shall be through that unit.  The 
exception to this will incoming units giving their arrival to Dispatch.   
 
The use of the Mobile Data Terminal “MDT” will be utilized whenever possible. 
 
Assigned Radio Frequencies: 
 
During large scale incidents the IC or Dispatch may assign frequencies to specific 
functions. 
 
Examples of these functional channels include: 
 
Fireground tactical operations: (TAC 1) 
 
All fireground communications shall be on the assigned frequency. This includes all 
fire units responding to and operating at emergencies. 
 
Incident command functions: (Command) 
 
All messages from a formal command post to Dispatch shall be on the channel 
assigned by the IC. 
 

Incident Progress Reports: 
 
The following provides suggested protocols for incident progress reports from incident 
resources. 
 
Command to Dispatch: 
 
A report should be given upon the arrival of the unit assuming the Command Function. 
 
A progress report should be given from the emergency scene to Dispatch at least every 
ten to fifteen minutes. This report shall include the current situation and status. 
Dispatch should request a progress report if no updates have been given within fifteen 
minutes. 
 
“Incident Under Control” or “Fire Under Control” should be issued by the IC at 
anytime that the incident is stabilized. Stabilization would include, the forward 
progress of the fire has been stopped, all victims have been extricated, the flow of a 
toxic substance has been stopped, etc. 
 
 


