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Unit Objectives

At the end of this unit, the participants should be able to:

Define and identify the primary features of Unified Command.
Describe how Unified Command functions on a multijurisdiction or multiagency incident.
List the advantages of Unified Command.
Given a simulated situation, demonstrate roles and reporting relationships under a Unified Command that involves agencies within the same jurisdiction and under multijurisdiction conditions.


Scope

Unit Introduction and Objectives
Background on Unified Command
Applying Unified Command
Unified Command Elements 
Unified Command Features
Incident Commander Responsibilities
Spokesperson Designation
Unified Command and Preparedness
Advantages of Unified Command
School Bus Accident Applied Activity
Summary


Methodology

The instructor will introduce this unit by listing the unit objectives.  The instructor will then provide background on the development of Unified Command, including solutions considered for multijurisdiction or multiagency incidents.  

Next, the instructor will define Unified Command and explain how it is used in managing incidents.  The instructor will then describe the five primary features of a Unified Command organization.

The next topic will cover guidelines for using Unified Command, followed by a discussion on functioning in Unified Command.  The instructor will then discuss eight advantages of using Unified Command.  

The applied activity involves a school bus accident that occurs on a highway that forms the boundary between two jurisdictions.  The scenario is designed to test the participants’ understanding of Unified Command and requires the participants to apply their knowledge of the learning objectives identified in this unit.

After debriefing the activity, the instructor will transition to Unit 4:  Incident/Event Assessment and Agency Guidance in Establishing Incident Objectives.


Materials

PowerPoint visuals 3.1 – 3.32
Instructor Guide
PowerPoint slides and a computer display system
Student Manual


Time Plan

A suggested time plan for this unit is shown below.  More or less time may be required, based on the experience level of the group.

	Topic
	Time

	Unit Introduction and Objectives
	5 minutes

	Background on Unified Command
	5 minutes

	Applying Unified Command
	5 minutes

	Unified Command Elements
	10 minutes

	Unified Command Features
	30 minutes

	Incident Commander Responsibilities and Spokesperson Designation
	5 minutes

	Unified Command and Preparedness
	5 minutes

	Advantages of Unified Command
	5 minutes

	Applied Activity
	60 minutes

	Summary
	5 minutes

	Total Time
	2 hours 15 minutes
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UNIT INTRODUCTION
Visual 3.1

[image: Visual: Unit 3: Unified Command

Image: Emergency workers about to begin ICS training.]
Instructor Notes:  Present the following key points.

Explain that Unified Command involves applying ICS in incidents involving multiple jurisdictions or multiple agencies.  

IMPORTANT INSTRUCTOR NOTE:  The concept of Unified Command may create much discussion among the participants.  As instructor, it is important to share a positive experience in a Unified Command and to model support for the intent of NIMS.  NIMS allows communities to be better prepared and ultimately support one another during a response.  When implemented properly, Unified Command enables agencies and organizations with different legal, geographic, and functional responsibilities to coordinate, plan, and interact effectively.  

Often the most difficult part of the concept to explain is that the Incident Commanders within the Unified Command make joint decisions and speak as one voice.  If there is a disagreement, it is worked out among the Incident Commanders within the Unified Command.  Unity of command still is maintained within the Sections.  Each responder reports to a single supervisor.  In other words, within a Unified Command the police officer won’t tell the firefighters how to do their job nor would the EMS tell the police how to manage a hostage situation.

Joint training and exercises help to ensure that the Unified Command structure will perform effectively during an incident.

UNIT OBJECTIVES
Visual 3.2

[image: Visual: Unit Objectives -
Define and identify the primary features of Unified Command.
Describe how Unified Command functions on a multijurisdiction or multiagency incident.
List the advantages of Unified Command.
Given a simulated situation, demonstrate roles and reporting relationships under a Unified Command that involves agencies within the same jurisdiction and under multijurisdiction conditions.
]
Instructor Notes:  Present the following key points.

Review the unit objectives with the class.  Tell the participants that by the end of this unit, they should be able to:

Define and identify the primary features of Unified Command.
Describe how Unified Command functions on a multijurisdiction or multiagency incident.
List the advantages of Unified Command.
Given a simulated situation, demonstrate roles and reporting relationships under a Unified Command that involves agencies within the same jurisdiction and under multijurisdiction conditions.

BACKGROUND ON UNIFIED COMMAND
Visual 3.3

[image: Visual: Background on Unified Command -
How can you organize for incidents that cross jurisdictional boundaries or exceed individual agency responsibility?]
Instructor Notes:  Present the following key points.

Early in the development of ICS, it was recognized that many incidents crossed jurisdictional boundaries or the limits of individual agency functional responsibility.

BACKGROUND ON UNIFIED COMMAND
Visual 3.4

[image: Visual: Two Solutions -
Divide the incident geographically or functionally so that each jurisdiction or agency can establish its own ICS organization.

Create a single ICS incident structure and process that has an effective and responsible multijurisdictional or multiagency approach.
]
Instructor Notes:  Present the following key points.

Two solutions were considered for this problem:

Divide the incident either geographically or functionally so that each jurisdiction or agency could establish its own ICS organization in a well-defined geographical or functional area of responsibility.  This was the simplest political solution, but there were cost and effectiveness reasons why this solution was unacceptable.

Create a single ICS incident structure with a built-in process for an effective and responsible multijurisdictional or multiagency approach.  This solution became Unified Command.

BACKGROUND ON UNIFIED COMMAND
Visual 3.5

[image: Visual: Definition of Unified Command -
As a team effort, Unified Command allows all agencies with jurisdictional authority or functional responsibility for the incident to jointly provide management direction to an incident through a common set of incident objectives and strategies and a single Incident Action Plan (IAP).

Image: Workers reviewing plan]
Instructor Notes:  Present the following key points.

Unified Command:

Is an important element in multijurisdictional or multiagency incident management.
Provides guidelines to enable agencies with different legal, geographic, and functional responsibilities to coordinate, plan, and interact effectively.

As a team effort, Unified Command allows all agencies with jurisdictional authority or functional responsibility for the incident to jointly provide management direction to an incident through a common set of incident objectives and strategies and a single Incident Action Plan (IAP).

Each participating agency maintains its individual authority, responsibility, and accountability.


Source:  NIMS

APPLYING UNIFIED COMMAND
Visual 3.6

[image: Visual: Unified Command -
Enables all agencies with responsibility to manage an incident together by establishing a common set of incident objectives and strategies. 
Allows Incident Commanders to make joint decisions by establishing a single command structure.
Maintains unity of command.  Each employee reports to only one supervisor.

Image: Chart: Unified Command
Fire agency, Law Agency, EMS Agency respond to the Operations Section Chief, which oversees the resources.]
Instructor Notes:  Present the following key points.

The Unified Command organization consists of the Incident Commanders from the various jurisdictions or agencies operating together to form a single command structure.  Unified Command:

Enables all agencies with responsibility to manage an incident together by establishing a common set of incident objectives and strategies. 
Allows Incident Commanders to make joint decisions by establishing a single command structure.
Maintains unity of command.  Each employee reports to only one supervisor.

The term “agency” is used to describe organizations that have a legal and functional responsibility at an incident.  Agencies may be from the same jurisdiction or from other jurisdictions, or represent functional governmental authorities that do not necessarily have a geographical influence.  Agencies can also represent industrial and commercial organizations from the private sector.  Examples of agencies include the coroner’s office, the FAA, the XYZ Chemical Corporation, etc. 

The term “jurisdictional” describes an authority or responsibility, and can also mean a geographic area (e.g., a city, county, State, Federal lands, etc.).

(Continued on the next page.)

APPLYING UNIFIED COMMAND
Visual 3.6:  Unified Command (Continued)

The primary differences between the single command structure and the Unified Command structure are that:

In a single command structure, the Incident Commander is solely responsible (within the confines of his or her authority) for establishing incident management objectives and strategies.  The Incident Commander is directly responsible for ensuring that all functional area activities are directed toward accomplishment of the strategy.
In a Unified Command structure, the individuals designated by their jurisdictional authorities (or by departments within a single jurisdiction) must jointly determine objectives, strategies, plans, and priorities and work together to execute integrated incident operations and maximize the use of assigned resources. 

The table below compares a single Incident Command and Unified Command.

Comparison of a Single Incident Commander and Unified Command

	Single Incident Commander
	Unified Command

	The Incident Commander is solely responsible (within the confines of his or her authority) for establishing incident objectives and strategies.
The Incident Commander is directly responsible for ensuring that all functional area activities are directed toward accomplishment of the strategy.
	The individuals designated by their jurisdictional or organizational authorities (or by departments within a single jurisdiction) must jointly determine objectives, strategies, plans, resource allocations, and priorities and work together to execute integrated incident operations and maximize the use of assigned resources.




Source:  NIMS

APPLYING UNIFIED COMMAND
Visual 3.7

[image: Visual: Unified Command: Multiple Jurisdictions -
Incidents That Impact More Than One Political  Jurisdiction

Example:  A wildland fire starts in one jurisdiction and burns into another jurisdiction.  Responding agencies from each jurisdiction have the same mission (fire suppression), and it is the political and/or geographical boundaries that mandate multiagency cooperation and involvement.

Image: Wildfire]
Instructor Notes:  Present the following key points.

Unified Command may be used when incidents impact more than one political jurisdiction.

An example is a wildland fire starting in one jurisdiction and burning into another jurisdiction.  Responding agencies from each jurisdiction have the same mission (fire suppression), and it is the political and/or geographical boundaries that mandate multiagency cooperation and involvement.

Ask the participants to provide an example from their jurisdictions or States.


APPLYING UNIFIED COMMAND
Visual 3.8

[image: PowerPoint Visual

Multijurisdictional Incident

Sample Organization Chart of Unified Command

Top Row:  Jurisdications A, B, C -- Incident Commanders

Second Row:  Command Staff

Third Row:  Operations Section, Planning Section, Logistics Section, Finance/Administration Section

]
Instructor Notes:  Present the following key points.

This visual presents an example of a Unified Command organization chart for a multijurisdictional incident.  The chart includes the following elements:

Unified Command:  The Unified Command is composed of the Incident Commanders from the three jurisdictions.  The Unified Command establishes a single set of unified objectives.

Integrated Command and General Staff:  The organization has an integrated Command Staff and Operations, Planning, Logistics, and Finance/Administration Sections.


APPLYING UNIFIED COMMAND
Visual 3.9

[image: Visual: Unified Command: Multiple Agencies/Single Jurisdiction -
Incidents Involving Multiple Agencies/Departments Within the Same Political Jurisdiction

Example:  During a hazardous materials incident, the fire department has responsibility for fire suppression and rescue, the police department has responsibility for evacuation and area security, and public health agencies and others have responsibility for site cleanup.

Image: Hazmat suit]
Instructor Notes:  Present the following key points.

Unified Command may also be used when incidents involve multiple agencies or departments within the same political jurisdiction.

An example is a hazardous materials incident in which the fire department has responsibility for fire suppression and rescue, the police department has responsibility for evacuation and area security, and the public health agencies and others have responsibility for site cleanup.


APPLYING UNIFIED COMMAND
Visual 3.10

[image: PowerPoint Visual

Multiagency/Single Multijurisdiction Incident

Sample Organization Chart of Unified Command

Top Row:  Fire Dept., Police Dept., Public Health Dept. -- Incident Commanders

Second Row:  Command Staff

Third Row:  Operations Section, Planning Section, Logistics Section, Finance/Administration Section
]
Instructor Notes:  Present the following key points.

This visual presents an example of a Unified Command organization chart for a Multiagency/Single Jurisdiction incident.  The chart includes the following elements:

Unified Command:  The Unified Command is composed of the Incident Commanders from the three departments of the single jurisdiction (fire department, police department, and public health agency).  The Unified Command establishes a single set of unified objectives.

Integrated Command and General Staff:  The organization has an integrated Command Staff and Operations, Planning, Logistics, and Finance/Administration Sections.


APPLYING UNIFIED COMMAND
Visual 3.11

[image: Visual: Unified Command: Multiagency/Multijurisdiction -
Incidents That Impact on (or Involve) Several Political and Functional Agencies 

Example:  Severe weather, earthquakes, wildland fires, some special events, and terrorist threats involve large numbers of local, State, and Federal agencies.  These incidents cross political boundaries and involve multiple functional authorities.

Image: Flooded neighborhood]
Instructor Notes:  Present the following key points.

A third instance in which Unified Command may be used involves incidents that impact on or involve several political and functional agencies.

Examples are severe weather, earthquakes, wildland fires, some special events, and terrorist threats that involve large numbers of local, State, and Federal agencies.  

These incidents cross political boundaries and involve multiple functional authorities.


APPLYING UNIFIED COMMAND
Visual 3.12

[image: PowerPoint Visual

Multiagency/Multijurisdiction Incident

Sample Organization Chart of Unified Command

Top Row:  Local, State, and Federal  -- Incident Commanders

Second Row:  Safety Officer, Public Information Office,r and Liaison Officer

Third Row:  Operations Section, Planning Section, Logistics Section, Finance/Admin Section
]
Instructor Notes:  Present the following key points.

This visual presents an example of a Unified Command organization chart for a multiagency/multijurisdiction incident.  The chart includes the following elements:

Unified Command:  Incident Commanders from local, State, and Federal agencies comprise the Unified Command and share responsibility for incident management.

Integrated Command and General Staff:  The organization has an integrated Command Staff (including Safety, Public Information, and Liaison functions) and Operations, Planning, Logistics, and Finance/Administration Sections.

Note that this type of Unified Command would be established for complex incidents where the State* and Federal government agencies have jurisdiction.

* Throughout this course, discussion of authorities and roles of States is also intended to incorporate those of U.S. territories and possessions and tribal nations.


UNIFIED COMMAND ELEMENTS
Visual 3.13

[image: Visual: Unified Command Elements (1 of 2) -
Policies, Objectives, Strategies:  Are established jointly by each jurisdiction/agency authority in advance of tactical operations. 
Organization:  Consists of the various jurisdictional or agency on-scene senior representatives (agency Incident Commanders) operating within a Unified Command structure.
Resources:  Are supplied by the jurisdictions and agencies that have functional or jurisdictional, legal, and financial responsibility.
]
Instructor Notes:  Present the following key points.

There are four elements to consider when applying Unified Command:

Policies, Objectives, and Strategies
Organization
Resources
Operations

Further explanations of these elements are:

Policies, objectives, and strategies are established jointly by each jurisdiction/agency authority in advance of tactical operations.

Organization consists of the various jurisdictional or agency on-scene senior representatives (agency Incident Commanders) operating within a Unified Command structure.

Resources are supplied by the jurisdictions and agencies that have functional or jurisdictional, legal, and financial responsibility.

(Continued on the next visual.)


UNIFIED COMMAND ELEMENTS
Visual 3.14

[image: Visual: Unified Command Elements (2 of 2) -
Operations:  Are directed by one person, the Operations Section Chief, who controls tactical resources.  There is still unity of command.

Resources (personnel and equipment) stay under the administrative and policy control of their agencies.  Operationally, they respond to tactical assignments under the coordination and direction of the Operations Section Chief.
]
Instructor Notes:  Present the following key points.

In a Unified Command only one person, the Operations Section Chief, controls tactical resources and directs incident operations.  Within the operations there is unity of command.

Resources (personnel and equipment) stay under the administrative and policy control of their agencies.  Operationally, personnel respond to tactical assignments under the coordination and direction of the Operations Section Chief.

An example of administrative and policy control may be agreements with a union that could affect overtime, compensable breaks, time in pay status, etc.


UNIFIED COMMAND FEATURES
Visual 3.15

[image: Visual: Unified Command Features: Overvew -
A single integrated incident organization
Collocated (shared) facilities
One set of incident objectives, single planning process, and Incident Action Plan
Integrated General Staff
Coordinated process for resource ordering

Image: Responders]
Instructor Notes:  Present the following key points.

There are five primary features of a Unified Command organization:

A single integrated incident organization
Collocated (shared) facilities
One set of incident objectives, single planning process, and Incident Action Plan (IAP)
Shared Operations, Planning, Logistics, and Finance/Administration Sections
A coordinated process for resource ordering

Instructor Note:  This visual is an overview of the features.  The next visuals provide additional information on each feature.


UNIFIED COMMAND FEATURES
Visual 3.16

[image: Visual: Single Integrated Incident Organization -
In a Unified Command:
Jurisdictions and/or agencies blend into an integrated, unified team.
The mix of participants depends on location of the incident and kind of incident.
The members must function together as a team.  

Image: Meeting]
Instructor Notes:  Present the following key points.

The first primary feature of Unified Command is a single integrated incident organization.

Under Unified Command, the various jurisdictions and/or agencies are blended together into an integrated, unified team.

The resulting organization may be a mix of personnel from several jurisdictions or agencies, each performing functions as appropriate and working toward a common set of objectives.  The organization should be staffed by the most qualified and trained personnel from each organization.

The proper mix of participants may depend on:
Location of the incident, which often determines the jurisdictions that must be involved.
Kind of incident, which dictates the functional agencies of the involved jurisdictions, as well as other agencies that may be involved.  In a multijurisdictional situation, a Unified Command structure could consist of one responsible official from each jurisdiction.  In other cases, Unified Command may consist of several functional department managers or assigned representatives from within a single political jurisdiction.

Because of common ICS organization and terminology, personnel from other jurisdictions or agencies can easily be integrated into a single organization.


UNIFIED COMMAND FEATURES
Visual 3.17

[image: Visual: Building Teamwork -
How can you build the teamwork necessary for Unified Command?]
Instructor Notes:  Present the following key points.

Ask the participants:  How can you build the teamwork necessary for Unified Command?

	
If not mentioned by the group, explain that teamwork within a Unified Command should be established prior to an incident by:

Planning together.
Training together.
Conducting exercises together.





UNIFIED COMMAND FEATURES
Visual 3.18

[image: Visual: Collocated (Shared) Facilities -
A single Incident Command Post allows the Unified Command to maintain a coordinated effort.

Image: Command post]
Instructor Notes:  Present the following key points.

The second feature of Unified Command is collocated, or shared, facilities.

Bringing the responsible officials, Command Staffs, and planning elements together in a single Incident Command Post can promote coordination.

Establishing one Base can serve the needs of multiple agencies.

Using one Staging Area can be more efficient.


UNIFIED COMMAND FEATURES
Visual 3.19

[image: Visual: Single Planning Process and IAP -
Joint planning must be initiated as soon as two or more agencies form a Unified Command. 
This planning process results in a single Incident Action Plan (IAP) that addresses multijurisdiction or multiagency priorities and specifies tactical operations and resource assignments.

The planning proccess will be covered in Unit 5.]
Instructor Notes:  Present the following key points.

The third feature of Unified Command is a single planning process and Incident Action Plan (IAP).

The planning process for Unified Command is similar to that used on a single jurisdiction or agency incident. 


UNIFIED COMMAND FEATURES
Visual 3.20

[image: Visual: Planning "P" and Unified Command -
The Unified Command meets:
Initially to assess the situation, set priorities, discuss authorities, determine strategies, and establish the organization.
At the onset of each operational period to develop or update objectives.
]
Instructor Notes:  Present the following key points.

The Planning “P” is a guide to the process and steps involved in planning for an incident, from the onset of the incident (shown in the “leg” of the “P”) through preparations for the first operational period (shown in the “top” of the “P”).  In later units, each step of the Planning “P” will be described.  In complex incidents, a formal planning process as illustrated in the visual is used.  In less complex incidents or during the initial response, the planning steps are completed in a more flexible manner.

The planning cycle then continues for each successive operational period, as shown in the circular part of the “P”.

As illustrated on the visual, the Unified Command conducts an initial Unified Command meeting early in the incident response.  Then the Unified Commanders jointly establish objectives for each operational period.

The Planning "P" is extremely valuable when preparing for a planned event.

Source:  The Planning “P” model is from the NIMS document Tab 8.


UNIFIED COMMAND FEATURES
Visual 3.20:  Planning “P” and Unified Command (Continued)

[image: Graphic:  The Planning "P"]

The leg of the “P” describes the initial response period:  Once the incident/event begins, the steps are Notifications, Initial Response & Assessment, Incident Briefing using ICS-201, and Initial Incident Command (IC)/Unified Command (UC) Meeting.
At the top of the leg of the “P” is the beginning of the first operational planning period cycle.  In this circular sequence, the steps are IC/UC Develop/Update Objectives Meeting, Command and General Staff Meeting, Preparing for the Tactics Meeting, Tactics Meeting, Preparing for the Planning Meeting, Planning Meeting, IAP Prep & Approval, and Operations Briefing.  
At this point a new operational period begins.  The next step is Execute Plan & Assess Progress, after which the cycle begins again.

UNIFIED COMMAND FEATURES
Visual 3.21

[image: Visual: Initial Unified Command Meeting -
The Initial Unified Command Meeting:
Includes all members of the Unified Command.
Takes place before the first operational period planning meeting.
Provides the responsible agency officials with an opportunity to discuss and concur on important issues prior to joint incident planning. 
]
Instructor Notes:  Present the following key points.

An important aspect of planning under Unified Command is the need for all jurisdictional or functional agency Incident Commanders to participate in a command meeting early in the incident response.

The command meeting provides the responsible agency officials with an opportunity to discuss and concur on important issues prior to joint incident planning.

Requirements for the command meeting include:

The command meeting should include only agency Incident Commanders. 
The meeting should be brief, and important points should be documented.
Prior to the meeting, the respective responsible officials should have reviewed the purposes and agenda items and be prepared to discuss them.

Review the sample Initial Unified Command Meeting Agenda on the next page.


UNIFIED COMMAND FEATURES
Visual 3.21:  Initial Unified Command Meeting (Continued)

	· Statement of specific jurisdictional/agency goals, based on the following overarching priorities:
· #1:  Life Safety
· #2:  Incident Stabilization
· #3:  Property Preservation

	· Presentation of jurisdictional limitations, concerns, and restrictions

	· Development of a collective set of incident objectives

	· Establishment of and agreement on acceptable priorities

	· Adoption of an overall strategy or strategies to accomplish objectives

	· Agreement on the basic organization structure

	· Designation of the best qualified and acceptable Operations Section Chief

	· Agreement on General Staff personnel designations

	· Agreement on planning, logistical, and finance agreements and procedures

	· Agreement on the resource ordering process to be followed

	· Agreement on cost-sharing procedures

	· Agreement on informational matters

	· Designation of one agency official to act as the Unified Command spokesperson




UNIFIED COMMAND FEATURES
Visual 3.22

[image: Visual: Shared General Staff Sections -
Integrating multijurisdictional and/or multiagency personnel into various other functional areas may be beneficial.  For example:
In Operations and Planning, Deputy Section Chiefs can be designated from an adjacent jurisdiction.
In Logistics, a Deputy Logistics Section Chief from another agency or jurisdiction can help to coordinate incident support.

Are there more examples?]
Instructor Notes:  Present the following key points.

The fourth feature of Unified Command is shared Operations, Planning, Logistics, and Finance/Administration Sections.  

The following are benefits of sharing these General Staff components:

The Unified Command incident organization can benefit by integrating multijurisdictional and/or multiagency personnel into various other functional areas.

Integrating other agency personnel into an organization can be equally beneficial in a single incident command situation.

Examples:

In Operations and Planning, Deputy Section Chiefs can be designated from an adjacent jurisdiction, which may in future operational periods have the primary responsibility for these functions.  By placing other agencies’ personnel in the Planning Section's Situation, Resources, and Demobilization Units, there can be significant savings in personnel, and increased communication and information sharing.

In Logistics, a Deputy Logistics Section Chief from another agency or jurisdiction can help to coordinate incident support as well as facilitate resource ordering activities.  Placing other agencies’ personnel into the Communications Unit helps in developing a single incident-wide Communications Plan. 

(Continued on the next page.)


UNIFIED COMMAND FEATURES
Visual 3.22:  Shared General Staff Sections (Continued)

Although the Finance/Administration Section often has detailed agency-specific procedures to follow, cost savings may be realized through agreements on cost sharing for essential services.  For example, one agency might provide food services, another fuel, another security, etc.

Ask the participants:  Can you provide more examples of the benefits of shared Operations, Planning, Logistics, and Finance/Administration Sections?

	
Allow the participants time to respond.  If not mentioned by the group, tell the participants that Fusion Centers, Joint Terrorism Task Forces, and similar groups are examples where the principles of shared and integrated ICS principles and modular organizations are displayed.





UNIFIED COMMAND FEATURES
Visual 3.23

[image: Visual: Integrated General Staff -
Incident Commanders within the Unified Command must concur on the selection of the General Staff Section Chiefs.
The Operations Section Chief must have full authority to implement the tactics within the IAP. 

Image: Incident commanders]
Instructor Notes:  Present the following key points.

Additional considerations for having an integrated General Staff include:

Incident Commanders within the Unified Command must concur on the selection of the General Staff Section Chiefs.

The Operations Section Chief must have full authority to implement the tactics within the Incident Action Plan.

[bookmark: OLE_LINK3][bookmark: OLE_LINK4]
UNIFIED COMMAND FEATURES
Visual 3.24

[image: Visual: Selection of the Ops Section Chief -
What should be considered when selecting the Ops Section Chief in a Unified Command?]
Instructor Notes:  Present the following key points.

Ask the participants:  What should be considered when selecting the Operations Section Chief in a Unified Command?

	
If not mentioned by the participants, add the following:

Typically, the Operations Section Chief will be from the jurisdiction or agency that has the greatest involvement in the incident.  However, there is no requirement stating how the Operations Section Chief should be selected.

The Operations Section Chief should be the most qualified and experienced person available.

The Unified Command must agree upon the selection of the Operations Section Chief.  The Operations Section Chief will have full authority to implement the operations portion of the Incident Action Plan.





UNIFIED COMMAND FEATURES
Visual 3.25

[image: Visual: Coordinated Resource Ordering -
The Incident Commanders within the Unified Command work together to establish resource ordering procedures that allow for:
Deployment of scarce resources to meet high-priority objectives.
Potential cost savings through agreements on cost sharing for essential services. 

Image: Bottled water handed out to victims of disaster]
Instructor Notes:  Present the following key points.

The fifth feature of Unified Command is coordinated resource ordering.

An important advantage of Unified Command is advance establishment of resource ordering procedures.  These decisions are made during the command meeting.

The planning meeting will determine resource requirements for all levels of the organization.  However, the nature and location of the incident will, to some extent, dictate the most effective off-incident resource ordering process.

The resource requirements established at the planning meeting are given to the Logistics Section, which then creates a resource order that is transmitted to one jurisdiction or agency's dispatch center (or emergency operations center if activated) to be filled. 

Some situations may require resource orders to be made to different jurisdictions or agencies from the incident.  Multiple resource orders are generally less desirable than the use of a single resource order, and should be avoided when possible.

If the incident is operating under Unified Command, specific kinds and types of resources to be supplied by certain jurisdictions or agencies may be predesignated as a part of the resource order.  This will depend upon the prior commitments of the responsible agency officials in the Unified Command meeting.  If this information is not known in advance, then it will be up to the individual agency dispatch center (or emergency operations center if activated) receiving the resource order to fill the order based on closest available resources. 

The Incident Commanders in the Unified Command should delegate Section Chiefs to establish and ensure adherence to these procedures.  As much as possible, this should be accomplished pre-incident to allow training of Unit staff within Logistics, Finance, and any supporting Multiagency Coordination Centers.
INCIDENT COMMANDER RESPONSIBILITIES
Visual 3.26

[image: Visual: Incident Commander Responsibilities -
Each designated agency Incident Commander functioning in a Unified Command must:
Act within his/her jurisdictional or agency limitations.  
Inform the other Commanders of any legal, political, jurisdictional, or safety restrictions.
Be authorized to perform certain activities and actions on behalf of the jurisdiction or agency he/she represents.
Manage the incident to the best of his/her abilities. 
]
Instructor Notes:  Present the following key points.

Individually and collectively, the designated agency Incident Commanders functioning in a Unified Command must:

Be clear on their jurisdictional or agency limitations.  Any legal, political, jurisdictional, or safety restrictions must be identified and made known to all.

Be authorized to perform certain activities and actions on behalf of the jurisdiction or agency they represent.  These actions could include:

Ordering of additional resources in support of the Incident Action Plan.
The possible loaning or sharing of resources to other jurisdictions.
Agreeing to financial cost-sharing arrangements with participating agencies.

The Unified Command has the responsibility to manage the incident to the best of its abilities.  These responsibilities include:

Working closely with the other Incident Commanders in the Unified Command.
Providing sufficient qualified staff and resources.
Anticipating and resolving problems.
Delegating authority as needed.
Inspecting and evaluating performance.
Communicating with their own agency on priorities, plans, problems, and progress.


(Continued on next page.)


INCIDENT COMMANDER RESPONSIBILITIES
Visual 3.26:  Incident Commander Responsibilities (Continued)

The members of the Unified Command must function together as a team.  They must ensure that effective coordination takes place.  In many ways, this is the most important function they perform in Unified Command.  There are two distinct levels of coordination:

Coordination with other members of the Unified Command team.  It is essential that all participants be kept mutually informed, involved, and consulted.

Coordination with higher authorities, agency executive or administrators, etc.  It is important to keep their respective authorities well informed and confident that the incident is being competently managed.


SPOKESPERSON DESIGNATION
Visual 3.27

[image: Visual: Spokesperson Designation -
One of the Incident Commanders may be designated as the spokesperson to:
Serve as a designated channel of communications from Command and General Staff members.  
Provide a point of contact as necessary for the Command and General Staffs. 

The Spokesperson does NOT make independent command decisions!

Image: Response in front of a podium]
Instructor Notes:  Present the following key points.

One of the Incident Commanders may be designated as the spokesperson.  This was one of the items included in the agenda for the command meeting.

The spokesperson:

Serves as a designated channel of communications from Command and General Staff members into the Unified Command.

Does not make independent command decisions, but does provide a point of contact as necessary for the Command and General Staffs.


UNIFIED COMMAND AND PREPAREDNESS
Visual 3.28

[image: Visual: Unified Command and Preparedness -
Include Unified Command delegations in local emergency operations plans and interagency/ mutual-aid agreements.
Conduct training exercises using Unified Command with adjacent jurisdictions and functional agencies. 

Image: Planning covers]
Instructor Notes:  Present the following key points.

In order for Unified Command to be used successfully, it is important that agencies and jurisdictions prepare to use it.  Preparation can be achieved in the following ways:

Include Unified Command in local operations plans.  It is recommended that Unified Command structures and agency responsibilities in local areas be included in local emergency operations plans and interagency mutual aid agreements.

Train often as a team.  It is important to routinely conduct training and exercises in Unified Command with adjacent jurisdictions and functional agencies.  Incident Commanders who work and train together in all types of situations will better adapt to incidents managed under Unified Command, thus helping to ensure a successful outcome.

Training includes being knowledgeable about ICS and Unified Command.  It is essential to understand how ICS Unified Command functions.  Knowledge of ICS principles and structure will enable managers to accept and easily adapt to a Unified Command mode of operation when it is required.  Lack of knowledge about ICS can limit the willingness of some jurisdictions or agencies to participate in a Unified Command incident organization.  It is impossible to implement Unified Command unless agencies have agreed to participate in the process.


ADVANTAGES OF UNIFIED COMMAND
Visual 3.29

[image: Visual: Advantages of Unified Command -
Now that you've learned more about Unified Command...
What are the advantages of using Unified Command?]
Instructor Notes:  Present the following key points.

Ask the participants:  What are the advantages of using Unified Command?

	
Write the participant responses on chart paper.  Then, show the next visual and summarize the advantages of using Unified Command.





ADVANTAGES OF UNIFIED COMMAND
Visual 3.30

[image: Visual: Summary: Advantages of Using Unified Command -
A single set of objectives is developed for the entire incident.
A collective approach is used to develop strategies to achieve incident objectives.
Information flow and coordination are improved between all jurisdictions and agencies involved in the incident.
All agencies with responsibility for the incident have an understanding of joint priorities and restrictions.
No agency’s legal authorities will be compromised or neglected.
The combined efforts of all agencies are optimized as they perform their respective assignments under a single Incident Action Plan.
]
Instructor Notes:  Present the following key points.

The designated agency officials participating in the Unified Command represent different legal authorities and functional areas of responsibility and use a collaborative process to establish, identify, and rank incident priorities and determine appropriate objectives consistent with the priorities. 

Agencies that are heavily involved in the incident but lack jurisdictional responsibility are defined as supporting and/or assisting agencies.  They are represented in the command structure and effect coordination on behalf of their parent agency through the Liaison Officer.  Jurisdictional responsibilities of multiple incident management officials are consolidated into a single planning process, including the following:
Responsibilities for incident management.
Incident objectives.
Resource availability and capabilities.
Limitations.
Areas of agreement and disagreement between agency officials.

The exact composition of the Unified Command structure will depend on the location(s) of the incident (i.e., which geographical jurisdictions or organizations are involved) and the type of incident (i.e., which functional agencies of the involved jurisdiction(s) or organization(s) are required).  If planned for in advance (e.g., for planned events), the designation of a single Incident Command for some multijurisdictional incidents may be considered in an effort to promote greater unity of effort and efficiency.


ADVANTAGES OF UNIFIED COMMAND
Visual 3.30:  Summary:  Advantages of Using Unified Command (Continued)

Incidents are managed under a single collaborative approach, including the following:
Common organizational structure.
Single Incident Command Post.
Unified planning process.
Unified resource management.

Under Unified Command, the Incident Action Plan (IAP) is assembled by the Planning Section and is approved by the UC.  A single individual, the Operations Section Chief, directs the tactical implementation of the IAP.  The Operations Section Chief will normally come from the organization with the greatest jurisdictional involvement. 

Unified Command works best when the participating members of the Unified Command collocate at the ICP and observe the following practices:
Select an Operations Section Chief for each operational period.
Keep each other informed of specific requirements.
Establish consolidated incident objectives, priorities, and strategies.
Establish a single system for ordering resources
Develop a consolidated written or oral IAP to be evaluated and updated at regular intervals.
Establish procedures for joint decisionmaking and documentation.


APPLIED ACTIVITY
Visual 3.31

[image: ]
Instructor Notes:  Present the following key points.

This unit includes an applied activity.  To prepare for this activity, refer to the activity file on your resource CD.

	[bookmark: _GoBack]
Instructor Note:

Print and review the instructor notes provided in the activity file.  

Make copies of the student handout materials prior to conducting the training.  Make one copy for each participant.





SUMMARY
Visual 3.32

[image: Visual: Summary -
Are you now able to:
Define and identify the primary features of Unified Command?
Describe how Unified Command functions on a multijurisdiction or multiagency incident?
List the advantages of Unified Command?
Given a simulated situation, demonstrate roles and reporting relationships under a Unified Command that involves agencies within the same jurisdiction and under multijurisdiction conditions?
]
Instructor Notes:  Present the following key points.

Summarize this unit by showing the visual and asking the participants if they are now able to:

Define and identify the primary features of Unified Command.
Describe how Unified Command functions on a multijurisdiction or multiagency incident.
List the advantages of Unified Command.
Given a simulated situation, demonstrate roles and reporting relationships under a Unified Command that involves agencies within the same jurisdiction and under multijurisdiction conditions.

Ask the participants if there are any questions about the materials presented in this unit.  Answer any questions.  Next, transition to the next unit by explaining that Unit 4 will focus on assessing an incident and establishing initial incident objectives.
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Unit Objectives

= Define and identify the primary features of
Unified Command.

= Describe how Unified Command functions on
a multijurisdiction or multiagency incident.

= List the advantages of Unified Command.

= Given a simulated situation, demonstrate
roles and reporting relationships under a
Unified Command that involves agencies
within the same jurisdiction and under
multijurisdiction conditions.

Visual 3.2

Unified Command





image3.png
Background on Unified Command

How can you organize
for incidents that cross
jurisdictional boundaries
or exceed individual
agency responsibility?

Unified Command
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Two Solutions

Options include:
= Dividing the incident geographically or
functionally so that each jurisdiction or

agency can establish its own ICS
organization.

= Creating a single ICS incident structure
and process that has an effective and
responsible multijurisdictional or
multiagency approach.

Visual 3.4

Unified Command
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Definition of Unified Command

As a team effort, Unified Command allows
all agencies with jurisdictional authority or
functional responsibility for the incident to
jointly provide management direction to an
incident through a common set of incident
objectives and strategies and a single
Incident Action Plan (IAP).

Each participating agency
maintains its individual authority,
responsibility, and accountability.
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Unified Command

= Enables all agencies with
responsibility to manage an
incidenttogether by establishing
a common set
ofincident objectives and
strategies.

= Allows Incident Commanders to
make joint decisions by
establishing a single command
structure.

= Maintains unity of command.
Each employee reports to only
one supervisor.

=
éi

[rreAgeney Law agency

op
| section Chiet

_EMSAgency
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Unified Command: Multiple Jurisdictions

Example: A wildland fire starts in one jurisdiction and
burns into another jurisdiction. Responding agencies
from each jurisdiction have the same mission (fire
suppression), and it is the political and/or
geographical boundaries that mandate multiagency
cooperation and involvement. [
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Multijurisdictional Incident

Sample Organization Chart
Unified Command

Jurisdiction A Jurisdiction B JurisdictionC
Incident Commander _ In:

Unified Incident Objectives

Command Staff

i . e Finance/
ogee::at?c?:s 22:3")""9 Ls?egcltsig? Administration
Section
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Unified Command
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Unified Command: Multiple Agencies/Single Jurisdiction

Example: During a hazardous materials incident, the
fire department has responsibility for fire suppression
and rescue, the police department has responsibility
for evacuation and area security, and public health
agencies and others have responsibility for site
cleanup.

Unified Command
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Multiagency/Single Jurisdiction Incident

Sample Organization Chart

Fire Dept.

Incident Commander

Unified Command

Police Dept. Public Health Dept.
Incident Commander

Incident Commander

Unified Incident Objectives

Command Staff
I I I !
N . e Finance/
Ol;eef;:g:‘s ng:::)":? Lgegétsig;s Administration
Section
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Unified Command
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Unified Command: Multiagency/Multijurisdiction

Example: Severe weather, earthquakes, wildland
fires, some special events, and terrorist threats
involve large numbers of local, State, and Federal
agencies. These incidents cross political
boundaries and involve multiple
functional authorities.
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Multiagency/Multijurisdiction Incident

Sample Organization Chart

Unified Command

Local Incident State Incident Federal Incident
Commander(s) Commander(s) Commandet(s)

Public
Safety Officer Information

Officer

Liaison Officer

Operations U‘ Planning Loglsncs || FlnanceIAdmln‘

Section Section J Section Section
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Unified Command
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Unified Command Elements (1 of 2)

Are
established jointly by each jurisdiction/agency
authority in advance of tactical operations.

Consists of the various
jurisdictional or agency on-scene senior
representatives (agency Incident Commanders)
operating within a Unified Command structure.

Are supplied by the jurisdictions
and agencies that have functional or
jurisdictional, legal, and financial responsibility.

Unified Command
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Unified Command Elements (2 of 2)

= Operations: Are directed by one person, the
Operations Section Chief, who controls
tactical resources. There is still unity of
command.

Resources (personnel and equipment) stay
under the administrative and policy control
of their agencies. Operationally, they
respond to tactical assignments under the
coordination and direction of the Operations
Section Chief.

Visual 3.14

Unified Command
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Unified Command Features: Overview

= A single integrated incident
organization

= Collocated (shared) facilities

= One set of incident
objectives, single planning
process, and Incident
Action Plan

= Integrated General Staff

= Coordinated process for
resource ordering
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Single Integrated Incident Organization

In a Unified Command:

= Jurisdictions and/or
agencies blend into an
integrated, unified team.

= The mix of participants
depends on location of the
incident and kind of
incident.

= The members must

function together as a
team.

Unified Command
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Building Teamwork

How can you build the
teamwork necessary
for Unified Command?

Unified Command
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Collocated (Shared) Facilities

A single Incident
Command Post
allows the Unified
Command to
maintain a
coordinated effort.

Unified Command
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Single Planning Process and IAP

= Joint planning must be initiated
as soon as two or more agencies
form a Unified Command.

= This planning process results in a [asSULEEY
single Incident Action Plan (IAP)
that addresses multijurisdiction
or multiagency priorities and
specifies tactical operations and
resource assignments.

Unified Command
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Planning “P” and Unified Command

The Unified Command (g | bﬂw\
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= Initially to assess the i oot
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determine strategies, and e
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Westing
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= Atthe onset of each
operational period to
develop or update
objectives.
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Unified Command
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Initial Unified Command Meeting

The Initial Unified Command Meeting:

= Includes all members of the Unified
Command.

= Takes place before the first operational
period planning meeting.

= Provides the responsible agency officials
with an opportunity to discuss and concur

on important issues prior to joint incident
planning.

Visual3.21

Unified Command
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Shared General Staff Sections

Integrating multijurisdictional and/or multiagency
personnel into various other functional areas may be
beneficial. For example:

= In Operations and Planning, Deputy Section Chiefs can
be designated from an adjacent jurisdiction.

= In Logistics, a Deputy Logistics Section Chief from
another agency or jurisdiction can help to coordinate
incident support.

Are there more
examples?
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Integrated General Staff

= Incident Commanders
within the Unified

the selection of the
General Staff Section
Chiefs.

= The Operations Section
Chief must have full
authority to implement the
tactics within the IAP.

Command must concur on §

Unified Command
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Selection of the Ops Section Chief

What should be considered
when selecting the Ops
Section Chief in a Unified
Command?

Unified Command
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Coordinated Resource Ordering

The Incident Commanders within
the Unified Command work
together to establish resource
ordering procedures that allow
for:

= Deployment of scarce
resources to meet high-
priority objectives.

= Potential cost savings
through agreements on cost
sharing for essential services.

Unified Command
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Incident Commander Responsibilities

Each designated agency Incident Commander

functioning in a Unified Command must:

= Act within his/her jurisdictional or agency
limitations.

= Inform the other Commanders of any legal,
political, jurisdictional, or safety restrictions.

= Be authorized to perform certain activities and
actions on behalf of the jurisdiction or agency
he/she represents.

= Manage the incident to the best of his/her
abilities.

Visual 3.26

Unified Command
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Spokesperson Designation

& One of the Incident Commanders
¥ may be designated as the
| spokesperson to:

= Serve as a designated channel of
communications from Command
and General Staff members.

* Provide a point of contact as
necessary for the Command and
General Staffs.

The spokespers oes NOT make independent
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Unified Command and Preparedness

= Include Unified Command
delegations in local
emergency operations
plans and interagency/
mutual-aid agreements.

= Conduct training
exercises using Unified
Command with adjacent
jurisdictions and
functional agencies.

Visual 3.28

Unified Command
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Advantages of Unified Command

I HEVETCRG S
advantages of using
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Summary: Advantages of Using Unified Command

= A single set of objectives is developed for the entire
incident.

= A collective approach is used to develop strategies to
achieve incident objectives.

= Information flow and coordination are improved between
all jurisdictions and agencies involved in the incident.

= All agencies with responsibility for the incident have an
understanding of joint priorities and restrictions.

= No agency’s legal authorities will be compromised or
neglected.

» The combined efforts of all agencies are optimized as they

perform their respective assignments under a single
Incident Action Plan.

Visual 3.30

Unified Command
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Applied Activity

Follow instructions . . .
= Presented by instructors.
= Qutlined on handouts.

Visual

Unified Command
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Summary

Are you now able to:
= Define and identify the primary features of Unified
Command?

= Describe how Unified Command functions on a
multijurisdiction or multiagency incident?

= Listthe advantages of Unified Command?

= Given a simulated situation, demonstrate roles and
reporting relationships under a Unified Command
that involves agencies within the same jurisdiction
and under multijurisdiction conditions?

Visual 3.32

ied Command





